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Abstract 

Designing A Viable Organization Structure for Ambitious Employees 

A conceptual model to advance employee performance in manufacturing companies. 

Having autonomy in the workplace can have a positive impact on employees’ performance, 

which in turn can benefit the organization’s competitive advantages. While previous re-

searches have primarily focused on the psychological effects of job autonomy on employee 

performance and has been limited to certain domains, the relationship between job autonomy 

and organizational design is an important area of study for organizations seeking to improve 

their competitiveness.  

This thesis proposes a conceptual model for designing an organization structure that promotes 

employee performance in manufacturing companies by removing obstacles towards obtaining 

job autonomy. The focus is on ambitious employees who seek growth and development op-

portunities within their organization. The model is based on a review of existing literature on 

job autonomy and organizational design. Exploratory qualitative research was conducted with 

selected ambitious employees from different industries by means of one-on-one semi-struc-

tured interviews.  

Overall, the proposed model has practical implications for manufacturing companies looking 

to motivate their employees, as well as for researchers seeking to advance their understand-

ing of organizational design in our times.  

 

Keywords: employee performance, ambitious employee, job autonomy, manufacturing com-

pany, obstacles, organization structure, organizational design  

  



 

Kurzreferat 

Gestaltung einer tragfähigen Organisationsstruktur für ambitionierte Mitarbeiter 

Ein konzeptionelles Modell zur Steigerung der Mitarbeiterleistung in produzierenden 

Unternehmen 

Autonomie am Arbeitsplatz kann sich positiv auf die Leistung der Mitarbeiter auswirken, was 

wiederum den Wettbewerbsvorteilen der Organisation zugutekommen kann. Während sich 

die bisherige Forschung in erster Linie auf die psychologischen Auswirkungen der Arbeitsau-

tonomie auf die Leistung der Mitarbeiter konzentrierte und auf bestimmte Bereiche beschränkt 

war, ist die Beziehung zwischen Arbeitsautonomie und Organisationsdesign ein wichtiges Stu-

diengebiet für Unternehmen, die ihre Wettbewerbsfähigkeit verbessern wollen. 

Diese Dissertation schlägt ein konzeptionelles Modell für die Gestaltung einer Organisations-

struktur vor, die die Mitarbeiterleistung in produzierenden Unternehmen fördert, indem Hin-

dernisse für die Erlangung von Arbeitsautonomie beseitigt werden. Der Fokus liegt auf ambi-

tionierten Mitarbeitern, die Wachstums- und Entwicklungsmöglichkeiten innerhalb ihrer Orga-

nisation suchen. Das Modell basiert auf einer Überprüfung der bestehenden Literatur zu Ar-

beitsautonomie und Organisationsdesign. Mittels halbstrukturierter Einzelinterviews wurde 

eine explorative qualitative Untersuchung mit ausgewählten ambitionierten Mitarbeitern aus 

verschiedenen Branchen durchgeführt. 

Insgesamt hat das vorgeschlagene Modell praktische Implikationen für produzierende Unter-

nehmen, die ihre Mitarbeiter motivieren möchten, sowie für Forscher, die ihr Verständnis von 

Organisationsdesign in der heutigen Zeit erweitern möchten. 

 

Schlüsselwörter: Mitarbeiterleistung, ambitionierter Mitarbeiter, Arbeitsautonomie, produzie-

rendes Unternehmen, Hindernisse, Organisationsstruktur, Organisationsdesign 
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1 Introduction 

1.1 Motivation and Background  

A major consideration in modern organizational design is globalization. 1 Researchers Åslund 

and Dąbrowski (2008) point out that the last three decades of economic, social, and political 

achievements of globalization have been nothing short of spectacular. 2 Globalization makes 

our economies, technologies, cultures, and populations around the world highly intercon-

nected and highly interdependent. 3 There are inherent problems with globalization. These 

problems were exposed during the COVID-19 pandemic. Many manufacturing companies re-

ported that their production, demand, and supply chains were highly affected by the pan-

demic.4 The world after COVID-19 is unlikely to completely return to the previous status quo.5 

The trend of digitalization was highlighted during the pandemic. Numerous companies regard 

digital transformation as a crucial strategy to remain competitive.6 The acceleration of digitali-

zation has encouraged companies to rethink their competitive advantage. 7 Barney (1995) 

points out that firms that use their internal strengths in exploiting environmental opportunities 

and neutralizing environmental threats, while avoiding internal weaknesses, are more likely to 

gain competitive advantages than other kinds of firms. 8 Resources and capabilities of a com-

pany are considered as valuable internal sources in achieving competitive advantages. 9 This 

consideration leads Barney’s question: Is a firm organized to exploit the full competitive po-

tential of its resources and capabilities? 10 Human resources are often considered the most 

important resource of a company. The motivation of the author to write this thesis is to explore 

whether companies have provided opportunities for human talents to allow them to reach their 

full potential.  

1.1.1 Needs of Organizations and Employees 

Lencioni (2016) defines trust as an ability to reply to a person, company, product, or service 

to deliver an outcome. 11 He describes employment as a two-way street in which organizations 

expect something from their employees and at the same time, their employees also have 

 

1 Carleton 2011 
2 Carleton 2011 
3 ‘Globalization’ 2023. 
4 ‘How has the Coronavirus Impacted Manufacturing?’ n. y. 
5 ‘How Will the World Be Different After COVID-19 - IMF F&D’ n. y. 
6 ‘How Will the World Be Different After COVID-19 - IMF F&D’ n. y. 
7 ‘How Will the World Be Different After COVID-19 - IMF F&D’ n. y. 
8 Barney 1995. 
9 Barney 1995. 
10 Barney 1995. 
11 Hall 2009. 
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needs from these organizations. 12 Abraham Maslow, a pioneer in the field of theorized a hi-

erarchy of human needs, says as human beings, we can only concern ourselves with higher-

level needs when our lower-level needs have been satisfied. 13 For Abraham, as Figure 1 

shows, safety and physiological needs are lower-level needs, they must be first satisfied be-

fore people can pursue higher-level needs which are in his hierarchy chart affiliation and es-

teem. 14 The ultimate need people pursue is self-actualization in terms of controlling one’s life, 

as well as realizing one’s potential. 15 

  

Figure 1 Maslow’s hierarchy of human needs  

Source McIntosh; Luecke 2011, p. 59 

 

In the workplace, assuming basic needs are met, employees want to pursue their higher-level 

needs. In addition to group acceptance, employees want to earn recognition. Higher-level 

needs, especially the ultimate need, require specific conditions provided by organizations so 

that higher needs can be realized by employees. 16 Companies provide these conditions to 

build trust between organizations and their employees. If organizations cultivate the conditions 

to allow employees to realize higher-level needs, employees will grant more trust to their or-

ganization. 17 When an employee’s higher-level needs are met in the workplace, the employee 

will usually be more engaged, innovative, and productive. 18 These three benefits of employee 

wellbeing determine a company’s competitive advantages. 19 In addition, the performances 

 

12 Hall 2009. 
13 McIntosh; Luecke 2011, p. 59. 
14 McIntosh; Luecke 2011, p. 59. 
15 McIntosh; Luecke 2011, p. 60. 
16 ‘Abraham Maslow, Motivation and Personality, 1954’ 2003, p. 129. 
17 Hawley’s 2004, p. 70. 
18 Hawley’s 2004, p. 70. 
19 Hawley’s 2004, p. 70. 
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which employees conduct to achieve increased engagement, innovation, and productivity 

build trust between employees and their organizations. But not all employees have strong 

ambitions to realize their higher-level needs in the workplace. They seek only to satisfy their 

minimal needs, which only requires very basic performance. Or they do not see an incentive 

to motivate them to reach higher-level needs.  

1.1.2 Ambitious Employees 

Ambition is commonly defined in dictionaries as the aspiration to accomplish or achieve some-

thing exceptional in the future or the willingness to strive for power, honor, fame, or wealth. 20 

We hold conflicting feelings towards ambition because while it has driven us to achieve great 

accomplishments such as art, airplanes, and antibiotics, it has also been a driving force behind 

destructive actions like wars, genocide, and despotism. 21 However, Rhode (2021) points out 

that many of the negative consequences associated with ambition are the desire for external 

markers of success such as recognition, money, and power. 22 But a desire for what is honor-

able accounts for many of the benefits. Therefore, the value of ambition is determined by 

intent. 23 

Rhode (2021) points out that recognition, money, and power are three primary targets of am-

bition in American culture. 24 But in the opinion of the author, these three primary targets are 

not limited to American culture. They can apply to all human cultures. In this thesis, the desire 

to achieve recognition, money, and power will be used to separate ambitious employees and 

non-ambitious employees.  

Recognition 

Social scientists sometimes define recognition as status. 25 Recognition serves as an umbrella 

concept that encompasses all the various forms of status, respect, fame, honor, and approval 

that drives human behavior. 26 Adam Smith describes recognition as the wish to be “noticed 

with sympathy and approval” accounted for “half the labors of human life”. 27  Rhode (2021) in 

describing in his book Ambition: for what recognition as the dominant human ambition states:  

 

20 ‘ambition’ n. y. 
21 Rhode 2021, p. 3.  
22 Rhode 2021, p. 3. 
23 Rhode 2021, p. 3. 
24 Rhode 2021, p. 3. 
25 Rhode 2021, p. 4. 
26 Rhode 2021, p. 11. 
27 Rhode 2021, p. 12. 



14 

“society’s most effective rewards and punishments were ‘the esteem and admiration’ or ‘the 

neglect and contempt of others.”  28 

According to William James “Craving to be appreciated” is the deepest human need. 29 Adam 

Smith asserted that recognition is the only truly moral and socially desirable form of ambition.30 

All people in our society have ambition for recognition because all people have a need for self-

esteem. This need has two sets. First, the desire for achievement, for confidence, for strength, 

for independence and freedom. 31 Second, the desire for reputation or prestige. 32 Employees 

who have ambition for recognition in the workplace have a desire to get a reputation in the 

professional area. 33 The testament to this fact is the proliferation of titles, awards, and recog-

nition ceremonies. 34  

In the workplace, employees gain recognition by increasing their competence, generosity, and 

other prosocial behaviors. 35 The search for recognition can propel employee performance. 36 

Organizations can also benefit from employees’ pursuit of recognition. Employees prefer to 

stay longer in jobs if they gain recognition in the workplace. 37 

Rhode (2021) however points out the dark side of recognition. Excessive ambition becomes 

problematic if it harms priorities and shared interests of the group. 38 Applause is addictive and 

the desire for recognition becomes toxic if it can never be fully satisfied. 39 In extreme cases, 

people can become a slave to what other people think, because they are only satisfied by 

extrinsic aspirations rather than motivated by their intrinsic aspirations. 40 According to Rhode 

(2021) a consequence of single-minded pursuit of personal recognition can sabotage the ef-

fectiveness of a leader. 41 A recognition obsessed leader does not focus on creating the con-

ditions for achievement by others but focuses only on their own personal status and recogni-

tion. 42 Therefore, Rhode (2021) highlights:  

 

28 Rhode 2021, pp. 11-12. 
29 Rhode 2021, p. 12. 
30 Rhode 2021, p. 12. 
31 Abraham Maslow, Motivation and Personality, 1954’ 2003, p. 75. 
32 Abraham Maslow, Motivation and Personality, 1954’ 2003, p. 75. 
33 Rhode 2021, p. 13. 
34 Rhode 2021, p. 13. 
35 Rhode 2021, p. 14. 
36 Rhode 2021, p. 14. 
37 Rhode 2021, p. 13. 
38 Rhode 2021, p. 15. 
39 Rhode 2021, p. 15. 
40 Rhode 2021, p. 24. 
41 Rhode 2021, p. 22. 
42 Rhode 2021, p. 22. 
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“Leaders preoccupied with gaining recognition for their own achievement may shortchange 

organizational concerns on which success ultimately depends.” 43 

In the workplace, whoever has recognition will be thought of as the “man of importance” be-

cause they are “charged with great tasks”. 44 This perception delivers the feeling that they 

have self-confidence, strength, capability, are useful, and necessary for the organization. 45 

They are automatically thought to be people who can be trusted in organizations. Therefore, 

organizations need ambitious employees who strive for positive recognition and embrace the 

values of the organization. 46  

Money 

“The power that money confers in all aspects of our lives makes it universal appeal.” 47 This is 

an undisputed fact that nowadays almost everything is up for sale. Money is thought to buy 

safety, security, and happiness. It shapes not only our own lives but also those of others 

around us. 48   

In the workplace, compensation is either monetary or nonmonetary payments which employ-

ers directly provide to their employees. 49  Monetary payments are composed of basic salary 

and rewards, and they are the bulk of employees’ income. 50 Compensation can attract the 

people that companies want. Changing its compensation system could result in the departure 

of some employees, and it could also attract a specific group of individuals to the organization. 

51 In addition, compensation can affect the behavior of a company’s current employees. By 

changing the system, a company may cause its employees to change their behavior in a way 

that helps or hinders the company’s strategic direction. 52 Since compensation is the most 

powerful tool to create and to shape employee incentives, and monetary payment is em-

ployee’s main income, we can assume that monetary payment plays a key role in creating and 

shaping employees’ incentives in workplace. DeVaro (n.y.) indicates compensation is a “three-

legged stool” 53 that can be expressed in a formular:  

 

43 Rhode 2021, p. 5. 
44 Rhode 2021, p. 25. 
45 Abraham Maslow, Motivation and Personality, 1954’ 2003, p. 75. 
46 Rhode 2021, p. 16. 
47 Rhode 2021, p. 32. 
48 Rhode 2021, pp. 33-35. 
49 DeVaro n.y., p. 29. 
50 DeVaro n.y., p. 33. 
51 DeVaro n.y., p. 33. 
52 DeVaro n.y., p. 33.   
53 DeVaro n.y., p. 34. 
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Compensation = Desire x Skills x Mobility 54 

Desire in this formular means the desire employees work for pay. 55 Skills represent employ-

ees’ performance while mobility represents employees’ flexibility at work. DeVaro (n. y.) ex-

plains that these “three legs” of the stool are multiplied, not added, which means if any of the 

legs is missing, the stool will collapse, and the compensation will be zero. 56 

Many employers use performance pay – pay for their skills to influence employee behavior in 

ways to benefit companies. 57 But DeVaro (n.y.) argues there are also drawbacks towards 

performance-based pay. The first drawback he finds is sometimes employees expect com-

pensation for things they would otherwise have done willingly for free. 58 It does not shape 

employees’ incentives but feeds their greed. Another drawback DeVaro (n.y.) mentioned is 

that the incidence of injuries and illnesses increases due to the fast pace of work, both em-

ployees and the co-workers who assist with the work are paid on such plans. 59 To pay for 

performance is easy, but it is difficult for the organization to obtain the intended advantages 

that result from employee performance. 60 

Most employees are interested in higher pay in the workplace, and higher pay means promo-

tions, in turn, companies think that promotions help retain employees. 61 Companies think that 

promotions can help to retain employees. 62 However, since promotional opportunities are 

usually scarce, this scarcity creates competition within the team or the department. 63 Since 

department supervisors or team leaders are the key people to measure employee perfor-

mance, they will make promotion decisions. In this competition, employees who are ambitious 

to get promotion opportunities may misuse personal relationships with their supervisors or 

sabotage their competitors by lowering their performances. 64  

Organizations should encourage their employees to raise themselves to a higher level. Ad-

vancement opportunities should be provided fairly for all employees that use unfair and un-

transparent ways to influence promotion decision makers should be excluded. 65 Organiza-

tions should not only take performance, but also employees’ desire to work for pay and their 

mobility for work into a compensation decision. 66 In the workplace, employees expect to get 

 

54 DeVaro n.y., p. 34. 
55 DeVaro n.y., p. 34. 
56 DeVaro n.y., p. 34. 
57 DeVaro n.y., p. 227. 
58 DeVaro n.y., p. 235. 
59 DeVaro n.y., p. 236. 
60 DeVaro n.y., pp. 236-237. 
61 DeVaro n.y., p. 238. 
62 DeVaro n.y., p. 238. 
63 DeVaro n.y., p. 335. 
64 DeVaro n.y., p. 336. 
65 Milkovich; Newman; Gerhart 2014, p. 325. 
66 Milkovich; Newman; Gerhart 2014, p. 325. 
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a fair amount of salary and rewards, and a fair determination of pay. 67 Meanwhile, organiza-

tions expect ambitious employees that are motivated by money, are not abusing relationships, 

or sabotaging other competitors in promotion. 68 Ambitious employees, that are motivated by 

money should seek fair and transparent competition in promotion and seek fair pay for their 

desire, performance, and mobility.   

Power  

Dahl (2007) points out that power is a relation among people. 69 If A has power over B, it 

means at least one aspect in these four categories – a) source, domain, b) means or instru-

ments, c) the amount or extent, d) the range or scope that A is more powerful than B. It also 

indicates that A and B are unequal in power. 70 If A has power over B, we can assume, A can 

ask B to do something that B would not otherwise do. 71 The more inequality exists, the more 

powerful A is over B. In the workplace, power is given to us by others. In other words, our 

power is granted to us by others. 72 If an individual is more powerful in the workplace, he or 

she will take more authority to improve the lives of other employees. 73 In the workplace, indi-

viduals such as executives, managers, and supervisors have a certain level of power and can 

decide orders, allocate resources, give rewards, and make decisions. 74 Power happens daily 

and the interaction happens in two directions – horizontally and vertically. 75 Power happens 

vertically from up to down in a hierarchy structure. 76 Higher positions can give command to 

lower positions. And for the same hierarchy positions, the one who has more knowledge on a 

specific situation than others can dominate the conversation. Here knowledge automatically 

creates power. 77 As power receivers, executives, managers, or supervisors use power to get 

what they want from others and use power to influence others. 78 This influence can affect the 

behavior and thinking of people. In Consequences of Influence Methods, abuse of power 

mostly happens in category resistance. 79 Refer to Figure 2.  

 

67 Milkovich; Newman; Gerhart 2014, p. 325.  
68 Milkovich; Newman; Gerhart 2014, p. 325. 
69 Dahl 2007, p. 202.  
70 Dahl 2007, p. 203. 
71 Dahl 2007, pp. 202-203. 
72 Falbe, C.M., & Yukl, G., 1992. 
73 Falbe, C.M., & Yukl, G., 1992. 
74 McIntosh and Luecke 2011, p. 2. 
75 McIntosh and Luecke 2011, p. 2. 
76 McIntosh and Luecke 2011, p. 2. 
77 McIntosh and Luecke 2011, p. 2. 
78 McIntosh and Luecke 2011, pp. 1-2. 
79 Fallbe & Yukl G 1992, p. 647. 



18 

 

Figure 2 Consequences of influence methods  

Source Adapted from Fallbe & Yukl, G. (1992), p. 647 

Rhode (2021) points out that physical and psychological harm in the workplace is mainly 

caused by the abuse of power. 80 When power is abused in the workplace, employees expe-

rience stress, anxiety, and shame – these signs show they are powerless. 81 Rhode (2021) 

mentions power can shield people from accountability, and some people become more willing 

to violate social norms and prioritize their own interests once they get power. 82 They do not 

focus on the needs of other people and this behavior is self-sabotaging. 83 In addition, Rhode 

(2021) points out the most negative personality is “power hungry”. 84 Power hungry people 

only have ambition to get power for their own purposes. 85 They are selfish and less fair than 

leaders. 86 Cumulative abuses of power can diminish trust at work. 87 Organizations need am-

bitious employees who pursue power for reasons other than self-interest. Once employees 

achieve power, they are obliged not to abuse it. Employees should desire power to influence 

other people’s behavior and thinking in positive ways. They use power to promote goals and 

values of organizations.    

 

80 Rhode 2021, p. 64. 
81 Falbe, C.M., & Yukl, G., 1992. 
82 Rhode 2021, p. 65. 
83 Rhode 2021, p. 65. 
84 Rhode 2021, p. 65. 
85 Rhode 2021, p. 65. 
86 Rhode 2021, p. 66. 
87 Keltner 2016. 
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1.2 Thesis Structure 

This thesis is divided into four parts. In Part I (Chapter 1), the author of this thesis introduces 

her research by analyzing the historical and social contexts that shaped the development of 

the research topic. Based on the analysis, the author states her research motivation. Also, in 

Part I the needs of both organizations and their employees have been stated as well as the 

clarification on ambitious employees.  

Based on this, Part II of this volume (Chapter 2) examines theoretical perspectives on job 

autonomy and organizational structure, which serve as conceptual underpinnings for this re-

search design. 

To transition to empirical research, Part III (Chapters 3 and 4) presents primary data obtained 

from semi-structured interviews with ambitious employees selected from various manufactur-

ing companies in China, Liechtenstein, and Austria. Using these findings, a conceptual model 

for a feasible organizational structure is developed. 

Lastly, the author of this thesis concludes with two chapters (5-6) in Part IV, discussing the 

potential limitations and the need for new leadership, as well as the benefits of further devel-

opment in the same field. Refer to Figure 3. 

 

Figure 3 Structure of the master thesis  
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2 Literature Review 

2.1 Employee Performance and Job Autonomy 

Nowadays companies face three competitive challenges: the challenge of sustainability, the 

global challenge, and the technology challenge. 88 To gain more competitive advantages in 

today’s worldwide competition, companies need to have the ability to be both effective in the 

marketplace and efficient with the use of organizational resources. 89 As personnel are among 

the most valuable assets of any organization, the competitive environment also affects the 

advancement of a company's workforce. 90 A company’s competitive advantage comes not 

through the performance of a single employee one at a time, but through the aggregate per-

formance of all employees’ efforts. 91 Organizations are interested in how employees translate 

their energy into company competitive advantages. 92 At the same time, employees are inter-

ested in how they can engage themselves, feel competent and successful in organizations. 93 

Advanced employee performance can simultaneously benefit both organizations and employ-

ees. This “win-win” scenario not only enhances a company’s competitive advantages but also 

heightens employee well-being. 94 

2.1.1 Dimensions of Employee Performance 

Shields (2007) points out that work performance is a system which has three horizontal di-

mensions and three vertical dimensions (Figure 4). 95 Three horizontal dimensions are 1) in-

puts – the abilities and attitudes of employees, 2) human resources – work effort and perfor-

mance of employees, and 3) outputs – outcomes from employee performance. 96 Three verti-

cal dimensions include 1) individual performance, 2) group performance, and 3) organizational 

performance. 97 Figure 4 indicates that an employee can transfer individual performance such 

as his or her knowledge, skills, abilities, and attitudes directly to organizational results, such 

as profitability, customer satisfaction, and market share. His or her individual performance can 

also translate to group performance and consequently flow to organizational performance. 98 

This collective performance will contribute to organizational results in the end. 99  In this 
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system, all factors are triggered by individual performance. In other words, individual perfor-

mance plays a decisive role in the operation of the whole system.  

 

Figure 4 What is performance  

Source Shields, 2007, p. 21 

2.1.2 Two Measurements of Employee Individual Performance 

Shields (2007) gives two measurements of individual performance: capability and willingness. 

100 The visible and readily observable capabilities are ‘above the waterline’ in iceberg analogy 

model (Figure 5). They are described as skill and knowledge. 101 And the bulk of individual 

capabilities are submerged ‘below the waterline’. 102 They are described as self-concept, so-

cial role and values, motives, and personality traits. 103 This thesis separates the visible capa-

bility – skill and knowledge which is ‘above the waterline’ from the invisible capability, named 

as willingness which is ‘below the waterline’. 104 The invisible part which refers to willingness 

is treated as key factor to influence high performance. 105 Willingness represents the strength 

of an individual’s desire to perform allocated work tasks, and to undertake work effort. 106 To 

understand employee willingness in the workplace three aspects must be explored: 107 

1. The direction of that behavior: why people take certain actions rather than others. 
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2. The intensity of that behavior: why the actions taken involve either a lot of effort, or a 

little. 

3. The duration of that behavior: why some actions are more sustained and enduring than 

others. 

 

Figure 5 Performance competencies: the Spencer and Spencer ‘iceberg’ model   

Source Shields, 2007, p.183 

The importance of understanding willingness and capability is because they both work to-

gether to lead individual employee’s performance. 108 This in turn produces organizationally 

desired results which will benefit companies’ competitive advantages (Figure 6). 109 
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Figure 6 Individual performance influences organizational competitive advantages   

2.1.3 Job Autonomy  

During the introduction of the Job Characteristics Model in the 1960s, Hackman and Oldham 

raised the question of whether individuals could exert influence over how they perform their 

work. 110 Autonomy occurs when employees (groups or individuals) have freedom and discre-

tion to decide what to carry out and how to carry out their work. 111 Also, autonomy is consid-

ered as the ability to spread empowerment which brings employees “more choice and control” 

in the workplace. 112 In a general context, the term "employee autonomy" denotes the capacity 

of workers to impact the events that occur within their work surroundings. 113 This influence is 

achieved by making decisions, thereby enabling employees to exercise control in the work-

place. 114 They have the right to make decisions but are responsible for their outcomes. 115 

The control in the workplace includes control over work commissions, the work tempo, physi-

cal movement, the technical environment, social environment, and freedom from supervi-

sion.116 An employee who holds more control at work will be considered to have more ability 
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24 

to achieve his or her organizational goals as well as personal goals. 117  When an employee 

possesses a substantial degree of autonomy in the workplace, the results of their work are 

primarily determined by their own endeavors, initiatives, and choices. Conversely, when an 

employee has a low level of autonomy in the workplace, the outcomes of their work are pre-

dominantly influenced by directions provided by their managers or a set of job procedures. 118 

Thus, who expect to hold a higher level of autonomy at work will experience greater personal 

responsibility for their own successes and failures at work. 119  

The value of autonomy to employees is that autonomy makes work more meaningful. 120 Em-

ployees perceive their jobs as significant when their skills are utilized effectively, they are en-

couraged to generate innovative solutions to problems, the job is considered important by the 

employee. 121 Granting autonomy encourages workers to utilize their pertinent skills, experi-

ment with novel concepts, and learn from the outcomes (whether positive or negative) to en-

hance their self-development in the workplace. 122 The work, conferring autonomy to employ-

ees, provides significant individual psychological and dispositions resources, such as self-

efficacy, self-esteem, and optimism to them. 123 In return, employers can benefit from confer-

ring autonomy. 124 The longer a person holds autonomy at work, the higher the skill he or she 

has. 125 Furthermore, individual innovation tends to flourish when people can decide what they 

want to explore and how they like to conduct their exploration. 126 The conferred autonomy to 

employees at work positively influences work outcomes.  127 Thus, employers can expect their 

employees to continuously improve their performance and to express diverse identities at 

work. 128 Employers who tend to provide more autonomy to their employees will benefit more 

from positive consequences of higher job performance. 129  

Autonomy in the workplace is based on a proper understanding of consent. 130 As pointed out 

by Hill Jr. (1980): “Consent is considered as a foundational construct in autonomy, both in 

terms of exercising one’s autonomy and in recognizing the autonomy of others.” 131 In other 

words, autonomy is not only to promote one’s own values and performances at work but also 
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to withhold from violating the values and performances of others. 132 Consent is the contradic-

tion of direct control. 133 Direct control refers to close supervision, which is the best way to 

guarantee organizational compliance, but by giving up commitment while consent is consid-

ered best for commitment but does not guarantee organizational compliance. 134 Therefore, in 

Hyman’s (1987) opinion autonomy is thought to apply for highly skilled, core employees in 

scarce supply and direct control applies for easily replaced low skilled workers. 135 However, 

Hyman asserts that for core employees only applying with autonomy is not effective for organ-

izations. He suggests that some direct control to be given to core employees is needed. 136 

Therefore, autonomy coupled with direct control is the way to manage core employees so that 

employers can benefit from employees’ high working performance and at the same time core 

employees’ well-being is heightened.  

Macey (2009) points out, one piece of evidence that an employee successfully receives au-

tonomy from an organization is that this employee is treated with respect. 137 Employees are 

treated with respect and feel their values are aligned with their organizations’ values. 138 For 

example, as Fairtlough (2008) finds out that some organizations appreciate employees’ values 

by giving credit when credit is due, by rewarding success. 139 Also, challenging, and meaning-

ful jobs are designed and given to interesting employees to release their energy and talent.140 

Moreover, as Macey (2009) recognizes that autonomy is a matter of style and communica-

tion.141 Thus, the ability to reinforce employee initiative can be trained. Through this ability 

managers can confer autonomy to employees. 142 Do employees feel safe and free to decide 

what and how to carry out their work if organizations have already provided respect, meaning-

ful jobs, and good communication? 143 If autonomy is thought from both employers and em-

ployees important, are the current working conditions in place violating employees to obtain 

autonomy? What exactly prevents employees from pursuing autonomy in the workplace?  
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2.2 Research Question and Purpose of This Research 

The primary research question of this thesis is: 

If an organizational structure can remove identified obstacles in achieving autonomy, what 

would this conceptual model entail? 

The following secondary questions are also addressed in this thesis: 

RQ1. What obstacles do ambitious employees face in pursuing job autonomy within 

manufacturing organizations? 

RQ2. What organizational structure elements contribute to these obstacles? 

RQ3. How do these elements of organization structure contribute to the obstacles? 

RQ4. If an ideal organization structure can remove these obstacles, what would the 

conceptual model for such a structure look like?  

 

The objective of this study is to create a feasible organizational structure model for ambitious 

employees in manufacturing companies. The goal of this model is to remove obstacles that 

hinder ambitious employees from pursuing job autonomy within organizations. The intended 

results of this research are: 

1. To identify obstacles that hinder ambitious employees from pursuing job autonomy 

within manufacturing companies.  

2. To pinpoint the organizational structure elements that give rise to these obstacles.  

3. To understand how these structural elements  create these obstacles. 

4. To estabish a conceptual model of a viable organization structure for ambitious 

employees by removing all obstacles to job autonomy. 

2.3 Organization Structure in Manufacturing Companies 

Many of the organizational models that are commonly used nowadays were initially developed 

during the 1970s and 1980s. 144 The intended outcomes of an organizational design model 

are to diagnose a company’s current state. 145 Then visualize a successful future and find 

ways to help the organization thrive. 146 
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Models such as Weisbord's Six Box Model, Transformation Model and Burke-Litwin Model, 

take the environment into account. 147 The Star Model and McKinsey 7-S Model do not include 

environment into discussion. 148 Although external variables such as the political, social, and 

legal climates, heavily impact organizational design. 149 The purpose of this thesis is to inves-

tigate the relationship between two internal variables in an organization - its employees and 

structure. The Star Model and McKinsey 7-S Model illustrate that different strategies require 

different structures for implementation in organizations (Figure 7). 

.  

Figure 7 Organization strategy determines organization structure.  

 

Star Model (Figure 8) is an organization design framework created by Jay R. Galbraith based 

on his experiences in applying information and decision processes. 150 He uncovered that the 

mindsets of employees, performance measurement tools, rewards, and organizational struc-

ture must be considered, when changes are made to processes of information and decision 

making in an organization. 151 Therefore, he created the Star Model which he thinks will give 

a holistic way of thinking about an organization as consisting of 1) a strategy, 2) a structure, 

3) information decision processes, 4) reward systems, and 5) people. 152 But in the Star Model, 

Galbraith did not give weight to these five factors. Without weighing, it is hard for companies 

to identify the relative importance of each factor, in a company’s strategic direction. If the 

relative weight of each factor is not considered this is not a holistic way of thinking. The holistic 

way of thinking focuses not only on what affects the decision process but also how important 

this factor is in the whole system.  

According to Galbraith (2014), leaders or general managers considering changing their 

organization should use the Star Model. 153 He claims that in order to change an organization 

all five interconnected factors must be altered so that they complement each other. 154 An 

organization could not change piecemeal. 155  
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Figure 8 Star Model 

Source Galbraith, 2014, p.17 

The structure in the Star Model means the determination of the placement of power and 

authority in the organization. 156 The policies related to the organization's structure can be 

categorized into four domains: 157  

1) Specialization: the particular types and quantity of job invovled in carrying out taks.  

2) Shape: the number of individuals who comprise the different departments.  

3) Distribution of power: in the horizontal dimension, it pertains to the allocation of power 

to the department that manages the issues critical to its function while in the vertical 

dimension pertains to the classic considerations of centralization.  

4) Departmentalization: the underlying foundation for establishing departments at each 

level of the structure.  

McKinsey 7-S model: 

There is another organization design framework beginning with “Ss”, developed by business 

consultants Robert H. Waterman, Jr. and Tom Peters in 1980s. 158  This framework is 

McKinsey 7-S Model. The 7 S’s are structure, strategy, systems, skills, style, staff and shared 

values, see Figure 9. This model was introduced in the article “structure is not organization” 

authored by Bob Waterman, Tom Peters, and Julien Phillips in which they argue: 159 
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“Diagnosing and solving organizational problems means looking not merely to structural 
reorganization for answers but to a framework that includes structure and several related 

factors.” 160 

Figure 9 McKinsey 7-S Model 

Source ‘McKinsey 7S Framework’, 2022 

 

Structure in McKinsey 7-S Model is to divide tasks and then provides coordination; it trades 

off specialization and integration; it decentralizes and then recentralizes. 161 

Galbraith (2014) argues in the Star Model that in dynamic business environments and matrix 

organizations, processes, rewards, and people are gaining greater significance, while struc-

ture is losing its importance. 162 The importance of structure in an organization is often exag-

gerated because it impacts status and power. 163 According to the McKinsey 7-S Model, ef-

fective organizational change is not solely dependent on structure but on the interdependence 

of several factors such as strategy, systems, style, skills, staff, and shared values. 164  This 

suggests that there is no fixed starting point or implied hierarchy, but rather an 
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interconnectedness among these variables. 165 Both models force us to concentrate on inter-

actions and fit. 166   

The author agrees that structure is merely one aspect of an organization's architecture. 167 An 

effective organizational change is inevitably linked to all internal factors of an organization. 

Although each model has its strengths and limitations, they are designed for organizational 

diagnosis and analysis. 168 Some models with more elements and interconnections and some 

with less. It can be five factors in Star Model or seven factors in McKinsey 7-S Model or even 

more factors defined by different organizations according to their needs. No matter how many 

factors are used for organization design or organizational change, all organizations will have 

at least three fundamental factors – strategy, structure, and staff. An organization firstly needs 

strategic direction to guide its actions to improve its competitive positioning. Staff in an 

organization are going to process these actions by coordinating their functions within an 

arrangement. This arrangement is the structure. The quality of the arrangement design, 

determines how good staff process their actions to achieve strategic goals. In the area of 

structure, we can look at three aspects - hierarchy of authority, the type of hierarchy, and the 

distribution of pwer. 169 Moreover, organization structure is treated as significatly affecting the 

entire amount of challenge and complexity in the employees’ jobs, which includes 

autonomy.170   

In my work, this new organization strategy is to remove obstacles of ambitious employees’ 

pursuing their job autonomy. And it leads to a new viable organization structure which is 

designed for ambitious employees. See figure 10.  

Figure 10 A specific organization strategy determines a viable organization structure.  
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2.3.1 Most Used Organization Structures in Manufacturing Companies 

Few American businesses needed a clearly defined organization structure before 1850 

because the size of the industrial enterprises was small and most of them were small family 

businesses. 171 With the change of times, as industry companies grew and developed, they 

realized the need to have a clear organization structure. In modern times, an industrial 

organization is structurally formed. 172 An organizational structure provides a framework of 

responsibilities, reporting relationships, and groupings. 173 It includes a hierarchy of authority 

and accountability. 174 This hierarchy determines who to report to and what to report to. This 

is the vertical information linkage of organization structure. 175 Organization structure is also 

designed to provide horizontal information linkage based on the workflow processing 

requirements.176 The size and complexity of an organization determine which structure model 

or hybrid models to be used in a company. 177 Most manufacturing companies choose to 

combine characteristics of functional, divisional, and matrix structures into application because 

each structure has its own strengths and weaknesses. 178 By incorporating aspects of multiple 

structures, companies can create a hybrid approach that leverages the benefits of each 

structure while minimizing their limitations. 179 This allows for a more flexible and adaptable 

organizational structure that can respond to changing market conditions and customer 

demands. 180 Additionally, the combination of structures can help to enhance communication 

and collaboration between different departments, leading to improved efficiency and 

productivity. 181 The complexity of an industrial organization has three dimensions – function, 

product lines and geography. These three dimensions constitute a company’s portfolio 

strategy. 182  In Galbraith’s opinion, the structure an organization adopted to execute its 

business depends on its portfolio strategy. 183  Similarly, Chandler (1998) thinks structure 

follows strategy. 184 But Chandler (1998) points out in more detail that structure types are the 

result of the concatenation of three basic strategies: expansion of volume – to create 

administrative offices to handle one function in one local area; geographical dispersion – the 

growth of the company will bring the needs from national to international scale; vertical 
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integration – the move into new functions and diversification – the development of new 

products. 185 

1. Company Strategy and Its Functional Structure 

The purpose of a functional structure (See Figure 11.) in manufacturing organizations is to 

divide the work into subtasks that can be performed by many people simultaneously. 186 This 

initial division of labor is based on functional specialization. 187 Human knowledge and skills 

are consolidated according to specific activities to benefit organizations. 188 It results in a hier-

archy of authority vertically and it requires little need for horizontal coordination. 189 

 

Figure 11 Functional model in an organization  

Source Galbraith, 2014, p.25 

 

The traditional way of dividing a manufacturing company's departments used to be between 

production and sales. 190  That was the origin of functional organization. In modern manufac-

turing companies, the necessary functions include production, R&D, marketing, sales, finance, 

accounting, and human resource management. 191 

One main reason a company chooses to apply functional structure is due to its strength that 

it promotes economy of scale within functions, when all employees work in the same place 

and share all facilities. 192 It is efficient for companies to control and coordinate through the 

vertical hierarchy. 193 Another reason is because society itself is organized around specialties, 

and people in society choose them as their career. 194 For example, students graduate from 
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engineering schools by studying electrical engineering or mechanical engineering while other 

students graduate from business schools by studying business administration, accounting, 

financing and so on. Society is organized and designed by functional specialties. 195 

But most manufacturing companies nowadays facing fast environmental changes cannot be 

successful with a strictly functional structure. 196 Their success requires horizontal coordina-

tion to reorganize workflows to improve their productivity. 197 

2. Company Strategy and Its Divisional Structure 

The divisional structure of an organization refers to the approach where companies expand 

their range of products or services and enter businesses that are related to their main busi-

ness. 198 In some contexts, divisions can be organized not only according to companies’ prod-

ucts or services, but also according to projects, programs, or profit centers. 199 An example is 

Kellogg’s, whose structure is illustrated by Figure 12.  

 

Figure 12 An example of divisional model in an organization 

Source Kellogg’s, Annual Report 2012 

A divisional group can contain all functional departments such as R&D, production, account-

ing, marketing, and sales according to product lines, or sometimes according to geographic 

areas. 200 Each division is a functional organization and more decentralized than the functional 
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structure. 201 The logic is that all divisions will report to assigned divisional general managers: 

product lines report to product general managers while regional divisions report to regional 

managers. 202 Division managers will report to the top team in the functional structure. 203 

Complex and giant organizations, such as General Electric, Nestlé and Johnson & Johnson 

prefer to divide their services and product lines into smaller divisions because they think 

smaller series are better controlled and coordinated. 204 One condition a company can sepa-

rate its product lines into different divisions is when the company has enough personnel to 

staff each separated functional unit. 205 And the main disadvantages of divisional structure are 

that its in-depth research is lost, and physical facilities must be duplicated for each separate 

product line. 206 

3. Company Strategy and Its Matrix Structure 

The matrix structure is designed to take advantage of the strengths of both functional and 

divisional structures while minimizing their weaknesses. 207 A matrix is a two-dimensional or-

ganization to give equal emphasis and attention to product and function, or product and ge-

ography and implement simultaneously. 208 

An organization needs to focus both product and function or product and geography at the 

same time, to achieve this is through the matrix structure. 209 As shown in Figure 14 the market 

segments are listed down the left side and the functional departments are listed across the 

top. As an example, for the planning process in a matrix organization, both segment managers 

and functional managers align organizational goals and make decisions based on agreements 

on revenues, costs, and investments in each of the rows and columns. 210 In matrix organiza-

tion, employees report to both product managers as well as functional managers since they 

have equal authority. 211 Sometimes, one person is selected as a subproject manager (Figure 

13). This person is jointly selected by both managers and works for those two managers. 212 
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Figure 13 Matrix model with dual authority in an organization  

Source Galbraith, 2014, p.104 

 

Figure 14 One example of matrix model in an organization  

Source Galbraith, 2014, p.103 

Also, when an organization needs not only vertical linkage, but also strong horizontal linkage 

between different functions and divisions, to achieve this can also go through the matrix struc-

ture. 213 It creates the balance of power between vertical and horizontal linkages. 214 This 

strong horizontal linkage speeds response to external changes, technological breakthroughs, 

and competitive conditions. 215 In matrix set-up, resources such as employees, or facilities can 

be allocated flexibly, and this provides an opportunity for employees to acquire different func-

tional and management skills. But if roles and responsibilities are vaguely defined, conflicts 
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can happen when reporting to two managers. 216 That can be one disadvantage of the matrix 

structure.  

The highest level of an organization holds the decision-making power and authority in both 

the functional and divisional structures. 217 In other words, a functional structure or a divisional 

structure is a centralized structure. In the functional organization, each department has a clear 

set of responsibilities and is headed by a manager who reports to a higher-level manager. And 

in the divisional organization, different functions will report to the division top management, 

division top management will report to the company top management. Thus, employees either 

in a functional organization or in a divisional organization follow standard procedures set by 

management and have little say in decision making. 218 The functional structure’s design is 

suitable for a stable environment, in which companies have vertical structure to emphasize 

vertical control, to produce efficiently, and to centralize decision making. 219 The same applies 

the same to the divisional structure. In the multifaceted group – matrix structure, horizontal 

linkage is stronger than functional or divisional structures. 220 It implements production division 

or geographic division together with functional structures (horizontal and vertical) in a pro-

ject.221 In this project, the managers of production or division have equal authority as func-

tional managers, because advisory and expertise from involved departments are all 

needed.222 However, outside the projects, the managers of different groups may have differ-

ent powers in decision making. Apparently, the degree of hierarchy of matrix structure is lower 

than functional or division structure. But for other employees who are not involved in the matrix 

projects, they will follow the high level of hierarchy of functional or divisional structures. As 

discussed in the previous chapter, autonomy is highly dependent on the flexibility to make 

decisions and non-direct control. From the in-depth discussion above on organizational struc-

tures and autonomy, a matrix model gives employees greater autonomy than a functional or 

divisional structure. Even though, the autonomy is very conditional up to whether employees 

join a matrix project.  

2.3.2 Organizational Design Theory - Contingency  

Like Galbraith’s portfolio strategy, Joan Woodward also thinks that organization structure is 

contingent on the types of production technologies employed by the firm. And technologies 

directly determine differences in such organizational attributes as span of control, 

 

216 Daft 2010, p. 112. 
217 Daft 2010, p.17. 
218 Daft 2010, p.19. 
219 Daft 2010, p.73. 
220 Daft 2010, p.110. 
221 Daft 2010, p.110. 
222 Daft 2010, p.110 - 111. 



37 

centralization, delegation of authority, and formalization. 223 However, Joan Woodward points 

out in her famous academic theory on organizational design - contingency that the degree of 

uncertainty in the external environment will affect an industrial company’s organization struc-

ture. 224 She also thinks that external environment is the key variable to drive a company’s 

innovation. 225 She suggests if a company faces highly uncertain situations that require ongo-

ing adaptation, the organization is better off choosing a more flexible design. 226 For example, 

a company operating in a stable and predictable environment may benefit from a hierarchical 

structure, but if a company operating in a rapidly changing and uncertain environment may 

benefit from a more flexible and adaptive organization structure. Therefore, Joan Woodward’s 

contingency theory suggests that there is no best way or single way to organize a company.227 

It should depend on the different situations. Different situations require different organization 

structures. 228 As previously discussed, a company’s competitive advantages depend on its 

employees’ engagement, innovation and productivity. If the key factor innovation is maininno-

vation, by the external environment, the vary of a company’s organization structure is also 

highly dependent on the environment. Lindred Greer, associate professor of management and 

organizations at the University of Michigan’s Ross School of Business, agrees that rigid forms 

of hierarchy can impede innovation. 229 In contrast, a flexible hierarchical organization in-

creases innovation. This is the reason, in recent years, agile and flat working structures have 

gained favor with many industrial companies. 230  

2.3.3 Seven Elements of Organization Structure 

Gibson (n.y.) states in his book Organizations: Behavior, Structure, Processes “All organiza-

tions have a structure of jobs.” 231 He defines organization structure as “pattern of jobs and 

groups of jobs” in an organization. 232  It causes individual behavior and group behavior in an 

organization. 233 In structured organizations, individuals experience the way their behavior is 

controlled and therefore, they must give up their freedom to act independently, because all 

individuals must abide by commonly held agreements, policies, and rules. 234 The way they 

behavior indicates a dominant feature of organization structure, its patterned regularity. This 
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feature explains that organization structure persists and regularizes employment activities. 235 

Therefore, the purpose of organization structure design is to build a stable framework of jobs 

and departments which can positively influence individual behavior and group behavior toward 

organizational strategic goals. 236 The first step of design is to focus on individual jobs which 

includes job design in terms of specialization and responsibility. The second step is to focus 

on group jobs which includes the design of departmentation, span of control, delegation of 

authority, chain of command, centralization, and formalization (Figure 15). 237 Thus, organiza-

tion structure design is not to design a visible organizational chart, but to design all necessary 

related contents for individual and group jobs. 238 

 

Figure 15 Meanings of seven elements in organization structure design  
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1. Job design (division of labor) 

A job can be designed by defining 1) the job description, 2) the role expectations of a position, 

3) the relationships among positions, and 4) workflow patterns. 239 All these components con-

stitute an important job characteristic – job specialization. 240 It sometimes also refers to divi-

sion of labor, the extent to which jobs are specialized. 241 If specialization is extensive, each 

employee performs a relatively narrow range of work. Oppositely, if specialization is low, em-

ployees perform a relatively wide range of work. 242 Specific jobs lead to specified activities 

which guide employees performing their jobs in the workplace. 243 Specialization is thought to 

be the best way to make use of individuals and to group them by giving complete responsibility 

and providing supportive managerial monitoring in the way to measure and analyze organiza-

tions. 244 People in the workplace are grouped by functional specialization in terms of their 

specific education, skills, attitudes, and time horizons. 245 Organizations use methods such as 

work standards, motion, time study, emphasized behavioral dimensions of work to implement 

specialization. 246 In mass production companies, specialization is a dominant ability to obtain 

efficiency and economic benefits. 247 As most managers from internal operations states: “If we 

move away from specialization, the rate of efficiency must go down.” 248 Through specializa-

tion, all tasks are divided into highly specialized jobs. Consequently, employees become ex-

perts in their jobs, it maximizes benefits of the bureaucratic design. 249 On the other hand, at 

the same time, some other studies point out that work simplification increases specializations, 

but specializations decrease job enlargement. 250 Job enlargement increases the number of 

tasks for an employee to perform. For example, previously the job for an employee was de-

signed with three tasks but the job enlargement strategy makes this employee handle six tasks 

instead of three. 251 Job enlargement brings a higher level of flexibility, and it requires a rela-

tively low degree of specialization. 252 

2. Departmentation 

Departmentation is a managerial consideration to determine the basis for grouping jobs. 253 

According to jobs’ shared characteristics, organization is structurally divided into different 
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departments. 254 These departments are created to achieve companies’ strategic goals by 

performing specific tasks. 255 If an organization creates new departments, it is because the 

company must accomplish new tasks which are deemed valuable by the organization. 256 Spe-

cialized jobs are accordingly created in new departments and more manageable numbers of 

jobs are also created. 257 In a typical manufacturing company, departments are arranged due 

to functions which help the organization accomplish its goals efficiently. 258 Once departments 

and their work activities are defined, the next step is to fit all departments together in the 

organizational hierarchy which involves reporting relationships – who reports to whom. It ap-

pears in the vertical lines on an organization chart. 259 Gibson (n.y.) states a major limitation 

of departmentation that departmental goals may overcome organizational goals. 260 Special-

ists in one department may see their own problems only without seeing problems from other 

departments. 261 Also, in other words, departments may create stronger identification or cul-

ture than organizations create. 262 

3. Delegation  

Delegation refers to the authority managers distribute downward among the jobs in an organ-

ization. 263 Delegating authority specifically refers to decision making, not to doing work. 264 All 

jobs have some degree of right in decision making. 265 But not all jobs contain the right to exact 

obedience from others. 266 Managers can delegate authority and exact obedience, but non-

managers cannot. This distinguishes managerial jobs from non-managerial jobs. 267 Managers 

who gain more authority can make significant decisions that advance the organization. Dele-

gation of authority encourages employees to develop themselves. 268 In addition, delegated 

authority to managers can motivate them, contributing to a competitive working environment 

because they have more rights and control of their performance measures. 269 Finally, man-

agers who gain relatively high authority have more autonomy. This autonomy leads to mana-

gerial creativity and ingenuity. Managers tend to be more eager to participate in solving chal-

lenging problems. 270 Delegation of authority can motivate not only managers but also their 
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subordinates. Subordinates see their received authority as power sharing. It heightens their 

motivations for task accomplishment because they have relatively more freedom to think and 

choose how to do a task using their own creativity. 271 But Daft (2010) points out a condition 

for a company to delegate authority. A company should have long-range planning. 272 Neglect 

of long-range planning usually results in an overemphasis on short-run control, and this will 

lessen the delegated authority to lower levels of management. 273 Consequently, this has ad-

verse effects to motivate and satisfy employees in the workplace. 274 

4. Span of control 

Span of control is one of the structural characteristics of an organization. 275 It is defined as 

how many subordinates a manager can oversee. 276 In other words, it also means how many 

subordinate employees report to a single manager. 277 Gibson (n.y.) continually indicates that 

span of control not only counts assigned subordinates but also counts those who have access 

to the manager. 278 But the frequency and intensity of actual relationships, rather than the total 

number of subordinates, are important factors to consider when determining a manager's span 

of control. 279 

For instance, the more complex the task, the more problems arise in which the manager will 

be involved. 280 Gibson (n.y.) states that an optimum span of control is determined by three 

factors: required contact, degree of specialization, and ability to communicate. 281 People in a 

larger group have less opportunity to communicate and consequently are unable to establish 

cohesive work groups, because they have less interpersonal ties than people in smaller 

groups. 282 Also, Daft (2010) states: “In general, the greater the inherent ambiguity in an indi-

vidual’s job, the greater the need for supervision to avoid conflict and stress.” 283 That’s the 

reason why a large span of control may prevent frequent contact with subordinates, and con-

sequently this could impede the project. 284 The important considerations to generate an opti-

mal span of control are the frequency and intensity of the actual relationships, not the specific 

number of subordinates. 285 
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5. Chain of command 

Chain of command, also called reporting relationships represented by vertical lines on an or-

ganization chart, means in an organizational hierarchy who reports to whom. 286  In the hierar-

chy, if a problem arises that employees cannot solve, the employee will refer up to higher 

levels. If a solution is found, it will be implemented to the lower levels of the organiza-

tion.287  The lines of organization chart indicate the channels of communication. 288  Together 

with departmentation, the chain of command defines how individuals are grouped. 289 The use 

of the chain of command in a hierarchical organization can help with maintaining control and 

ensure adherence to rules since it has been tested and developed over many years in solving 

well-defined problems and situations. 290 The limitation of chain of command is thought by Daft 

(2010) that it cannot enable the flexibility and innovation of an organization. One example is 

the functional structure which has a strict chain of command to achieve efficiency but is not 

flexible and innovative enough. 291 In addition, to add one more layer of bureaucracy, the 

movement of information is delayed, and more details may be taken out in the information 

transfer step. 292 Therefore, Daft (2010) suggests the most effective structure is the one that 

loosens the command lines in a hierarchy organization and makes individuals work across 

departmental lines. 293 This approach will encourage employees to participate in solving unfa-

miliar problems. 294 

6. Centralization or decentralization  

Centralization refers to the extent of hierarchy or the level of authority involved in making de-

cisions. The organization is centralized if the decision is made at the top level; if the decision 

is delegated to lower levels, the organization is decentralized. 295 A century or more ago, 

strong radically developed to solve the problem of inefficiency. 296 In fact, nowadays, many 

organizations still use it for the same purpose. 297 Centralization is used more in mass-produc-

tion firms than other technologies such as service firms because the work in mass-production 

technology is highly standardized. 298 In addition, Daft (2010) shows in his study that when a 

company expands internationally, for example in Japanese companies, top managers actively 

control overseas operations at headquarters, and the strong structural linkages ensure top 
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managers are fully involved in companies’ strategic decision. These companies rely on cen-

tralization for international coordination to attain global efficiencies. 299 However, centralization 

also has its limits. For big or growing organizations, centralization can make headquarters 

overloaded, and consequently the speed at which decisions are made is slow. The quality of 

decisions may also suffer because it is difficult for headquarters to respond to local needs in 

different regions. 300 On the other hand, studies show that decentralization can encourage em-

ployee involvement and participation in decision-making. 301 The chance to participate in com-

pany strategic planning is a positive motivator for employees. Therefore, many organizations, 

large or small, tend to be more decentralized in authority distribution. 302 In decentralized or-

ganizations, more control and autonomy are granted to low levels’ managers so that they can 

learn from “unique approach” to satisfy and exceed the expectations of unique customers. 303 

But at the same time, decentralization of authority brings with it the duplication of functions. 

That is the reason why some organizations go back to centralized authority because they 

cannot afford the high costs generated by decentralization. 304 These organizations find that 

the cost of decentralization outweighs its benefits. 305 

7. Formalization  

Formalization is another element of structural dimensions. 306 It refers to the official written 

documentation in the organization. It includes, for instance, job descriptions, regulations, pol-

icies, and procedures. They are used to coordinate and control employees’ behavior and ac-

tivities in the workplace, and to provide labels to measure and analyze organizations. 307 For 

internationally operated companies, managers recognize that diverse national and cultural 

values can influence organizations’ coordination and control. 308 Therefore, some U.S.-based 

international companies choose a formalization approach for an efficient multinational coordi-

nation and control. 309 But the formalization approach also has limitations. Some studies point 

out that in the formalization approach, communication is too formal and less flexible. 310 This 

approach also tends to limit creativity and to slow down the speed of response. 311 In service 

firms, formalization tends to be low because service employees need good interpersonal skills 

and a degree of autonomy to be able to handle customer problems to satisfy customer’s 
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specific needs. 312 Mechanical performance cannot achieve this goal in service firms. 313 More-

over, some studies show that formalization is no longer needed due to the high standard of 

employee behavior, and this acts as a substitute for bureaucracy. 314 
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3 Research Design  

The research design is the plan of how researchers will go to answer the research ques-

tions.315 After the theoretical foundation as secondary data through literature review has been 

established in chapter 2, the qualitative research method is chosen to collect and analyze all 

the primary data. 316 Qualitative research is preferred because it allows for elaborate interpre-

tations and the discovery of new insights instead of numerical measurement to address re-

search objectives. 317 In this sense, quantitative research does not fit the needs.  

The research design sequence is depicted in Figure 16, which shows the steps from interview 

preparation to data collect, data analysis, and result evaluation.  

 

Figure 16 Research design sequence  

3.1 Research Philosophy 

This study will employ a qualitative method which is typically linked to an interpretive view-

point.318 It is interpretive because it aims to investigate the subjective interpretations and un-

derstandings that individuals have regarding a particular organizational occurrence. 319 
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3.2 Qualitative Research 

The purpose of this research is to explore a topic and develop a theoretical explanation. In-

ductive approach is adopted. 320 The inductive approach allows meanings to emerge from col-

lected data, to identify patterns and relationships to build a theory (Figure 17). 321 But it does 

not prevent researchers from using relevant literature to formulate research questions. 322 The 

use of the inductive approach is to build a theory or to develop a richer theoretical perspective 

than already exists in literature. 323 Thus, the theory in this research is built from both the 

knowledge of the relevant literatures and the primary data collected only by using empirical 

research strategy – semi-structured interview. The nature of qualitative data collected from 

semi-structured interviews is associated with transcription. 324 To analyze qualitative data, 

computer-aided qualitative data analysis software MAXQDA is used. 325 

 

Figure 17 Inductive reasoning  

Source Trochim et al., 2016, p.18 

3.3 Semi-structured Interview with Selected Ambitious Employees 

This research will use a single data collection technique which is a semi-structured interview. 

The semi-structured interview is one of the research interview types. 326 Other types include 

structured interview and unstructured interview (also called in-depth interview). 327 The choice 

of the semi-structured interview to collect primary data advantageous for this research is 

based on several considerations: 1) the research purpose, 2) the nature of interview questions, 

3) the data quality, and 4) the interview length and data analysis duration. 328  
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In this study, the purpose is to understand the reasons and decisions of participants regarding 

their choices, so the interview questions are designed to guide participants to reveal their true 

thoughts. As the selected interview participants are assumed to have some experience or 

connection with the research topic, they do not require lengthy or complex processes to an-

swer the questions. Additionally, each interview will be limited to one hour to control the dura-

tion of data analysis. 

In a semi-structured interview, a set of key questions and themes are predetermined, but the 

process is flexible. 329 Interviewees have the freedom to omit certain questions or answer them 

in a different order based on the flow of the conversation. 330 Additional questions may be 

asked to gain a more thorough understanding of the interviewee's responses, but the wording 

of questions will be similar across all interviews. 331 Non-probability sampling techniques do 

not have any set rules. For this study, the sample size is seven interview participants, which 

was determined based on personal resources and availability within the research timeframe. 

All participants are either friends or family members and must also meet the sampling criteria 

outlined in section 3.3.1. 

3.3.1 Interview Guideline & Sampling selection  

The interview questions have been intentionally designed to elicit the opinions of highly moti-

vated employees regarding job autonomy to address the research questions. 

RQ1. What obstacles do ambitious employees face in pursuing job autonomy within 

manufacturing organizations? 

RQ2. What organizational structure elements contribute to these obstacles? 

RQ3. How do these elements of organization structure contribute to the obstacles? 

RQ4. If an ideal organization structure can remove these obstacles, what would the 

conceptual model for such a structure look like?  

The interview questions have been divided into three different themes, as shown in Tables 2, 

3, and 4. During the interviews, questions are asked in a specific order, starting with theme 1 

and progressing to theme 2 and then theme 3. Approximately 90% of the questions are open-

ended questions, as opposed to simple 'yes' or 'no' questions, to encourage participants to 

provide detailed insights. Some follow-up questions are listed in Table 5, which may or may 

not be asked of each participant, depending on the flow of the interview. Follow-up questions 

are asked when participants repeatedly mention certain words during the interview, and the 

 

329 Bryman; Bell 2007, p.391, p. 475. 
330 Bryman; Bell 2007, p. 391. 
331 Bryman; Bell 2007, p. 474. 
 



48 

researcher wants to understand the importance of those words to them. Prior to the start of 

the interviews, all participants are provided with a consent letter (Appendix A), which informs 

them that the interviews will be recorded for transcription purposes and that the data will be 

anonymized to ensure open and honest responses. 332 

The objective of this study is to investigate the opinions of highly ambitious employees in the 

manufacturing industry, and therefore, the selection of participants must be done carefully to 

ensure high-quality data. To find suitable participants for this research, the researcher has 

utilized her personal and professional networks to locate respondents who are highly edu-

cated, between 20 and 40 years old, and work in various positions across different industries, 

including small and large companies. The researcher has a personal or professional relation-

ship with all the selected respondents, making it easier to differentiate them from employees 

without ambition. Table 1 provides a summary of information about all seven interviewees, 

and "IP" represents Interview Participant. 

Ref. Position Type Manager Company 

Size  

Industry Company Lo-

cation 

IP01 Senior program 

manager 

x 23300 Plastic packaging  

systems; bottles, caps and 

injection molded parts, 

preforms 

Vorarlberg, 

Austria 

IP02 Process  

manager 

x 1100 Electrical power  

engineering 

Vorarlberg, 

Austria 

IP03 Product  

manager 

x 1500 Metal St. Gallen, 

Switzerland 

IP04 Global marketing 

data specialist 

 27000 Manufacturing Schaan, 

Liechtenstein 

IP05 Project leader  

automation  

engineering 

x 8000 Automotive Eschen,  

Liechtenstein 

IP06 Development  

engineer 

 200 Petroleum equipment Wuhan,  

China 

IP07 Solution  

architect 

 195000 Information and communi-

cations technology 

Shenzhen, 

China 

Table 1 Interview participants summary 

 

 

 

 

332 Mayer 2013. 
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 Theme 1 – Autonomy Perception 

1 When you hear the word "autonomy", can you give me 3 words related to your understanding 
of autonomy? 

2 The definition of autonomy at the workplace is Autonomy occurs when employees have 
freedom and discretion to decide what to carry out and how to carry out their work. Also, 
autonomy is considered as the ability to spread empowerment which brings employees 
“more choice and control” in the workplace. Which words in this definition caught your 
attention? 

3 Why is it important for you? 

4 Can you give me one example on how you percept xxx at your workplace ? (Do you have 
xxx at your workplace? What makes you feel you have xxx?) 

5 What else from your past experience makes you feel that you exercised your autonomy at 
your workplace? 

6 Have you ever recongized autonomy from others? (Have you observed how your colleagues 
spread their empowerment or whether they have freedom on certain things?)  

And what are they? (How did you recongnize them? They say it directly or their behavior tells 
you?) 

7 Any things happened at your workplace make you feel that you have restrictions to exercise 
your autonomy? 

8 Can you give me 3 words relating to your understanding of high-level autonomy? 

Table 2 Interview questions on theme 1 autonomy perception  
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 Theme 2 – Element Manification 

1 Do you have the willing to contribute to your company? 

2 Can I say that you want to realize your values at the workplace, you want to achieve 
something and you also want to influence others? 

3 What do you need in order to realize your values in terms of achieving something or 
influencing others? (What can positively support you to...?) 

4 Any negative factors or issues may affect you to achieve your values at the workplace? 

5 Do you think if you have enough or specific autonomy, you can overcome those negative 
factors so that you can still realize your values at the workplace? Why? 

6 If autonomy helps, any difficulties to receive autonomy at the workplace? (I mean 
restrictions) 

7 Have you ever experienced that you have to give up your autonomy? Can you give one 
example? (It means that you have your own autonomy but in certain cases, you are under 
pressure to use it.) 

8 What are the pressures making you to give up your autonomy? 

9 What else you think are contradicted to autonomy at the workplace? (Prevent you to persue 
autonomy) 

Table 3 Interview questions on theme 2 element manification  
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 Theme 3 – Organization Structure  

1 What is your position in your company? Which department does your position belong to? 

2 Do you know your company organization structure? What is it?  

3 In general, in your opinion, how important is an organization structure for a company? 

4 Can this structure provide the autonomy you need? Why? 

5 In general, what can an organization do in order to improve employees' autonomy?  

6 Can you tell me one specific objective of your company? (For example, do you know your 
company's goals this year?) 

7 How does your position contribute to achieve this objective? (Do you need any resources to 
support your position?) 

8 What is the degree of your own autonomy in achieving this objective? (High, middle, or low? 
In terms of what to carry out and how to carry out.) 

9 If you need more autonomy in the corporation with other teams or other departments, what 
kind of support or help do you need from organization? 

10 Can you also tell me one case that in the coorporation with other teams and departments 
you give them more autonomy? 

11 Ideally, do you think a company can provide every employee enough autonomy? Why? 

12 What restricts a company to give its employees autonomy? 

Table 4 Interview questions on theme 3 organization structure  
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 Follow-up Questions   

1 Why you think if your colleague overachieving the tasks shows he has willing to gain more 
autonomy?  

2 What do you mean that you have too much autonomy?  

3 You mentioned trust for many times, how do you build trust with your company?  

4 What do you mean when you say the measurement is already made at the stage of 
distributing task?  

5 Do you mean that you are not care about whether you can contribute to your current 
company but you want to have a good profile for your next job?  

6 In your opinion, how much autonomy should give to specialists? Should they have more 
autonomy than their managers?  

7 What kind of organization structure can solve the problem of centralization?  

8 Your point is very interesting. Why do you think organization structure is important because it 
provides an escape possibility?  

Table 5 Interview follow-up questions  

 

During the stage of generating interview questions, there is a lot of buzz and discussion about 

an AI chatbot called ChatGPT, which was launched as a prototype in November 2022. 

ChatGPT is capable of conversing like a human, and can even compose music, write stories, 

essays, and answer questions. To test the accuracy of the interview questions generated by 

the author, the author decides to send the questions to ChatGPT and uses the answers to 

refine and improve the questions to ensure that they are clear and easily understandable by 

the interviewees. An example of how ChatGPT answers one interview question can be seen 

in Figure 18. 
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Figure 18 One example of how ChatGPT answers interview question  

3.4 Data Collection 

3.4.1 Recording interview 

The choice to record all interviews has been made to facilitate later transcription and data 

analysis. Instead of writing everything down, the interviewer can take notes on key points 

during the interview. Recording also allows the interviewer to be more engaged in the conver-

sation without having to worry about missing anything. This extra time can be used to consider 

follow-up questions that were not previously prepared. 
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3.4.2 Utilizing software for transcription  

As recommended by other researchers, the online student version of Microsoft® Word is uti-

lized to transcribe all recorded interview audio files. This transcription feature changes speech 

into a written transcript and separates each speaker individually (refer to Table 6). It also pro-

vides timestamps, making it easier for the author of the thesis to locate answers. Additionally, 

it can transcribe over 80 different locations, giving people the option to choose from 11 various 

local English and 3 distinct local Chinese. 

00:03:14 Speaker 2 

Can you give one example on how you perceive freedom at your workplace? 

00:03:21 Speaker 2 

Do you have any freedom at your workplace, and what makes you feel you have this? 

00:03:25 Speaker 1 

Freedom, I have. 

00:03:26 Speaker 1 

A lot of freedom in my workplace. 

Table 6 One example of transcription by Microsoft® Word online student version  

 

As previously stated, while interviewees are answering questions, the interviewer takes notes 

on the key points for each question asked. Although the Microsoft® Word student online ver-

sion transcribes a significant amount of text automatically, which saves a lot of time for the 

interviewer, the interviewer still cross-checks her notes with the transcribed texts. About 90% 

of the computer-aided transcription is precise and does not require any rephrasing to be un-

derstood. The remaining 10% of the transcription have wording mistakes that only require the 

interviewer to rewrite them correctly. 

3.5 Data Analysis  

3.5.1 Utilizing software for data analysis  

The author of this thesis has imported the transcribed data to MAXQDA, which is a software 

that can assist in both qualitative and quantitative data analysis. However, since the research 

is only qualitative, the author has chosen to use the functions of MAXQDA that are specific to 

qualitative data analysis. Access to the software has been granted through the AppsAnywhere 

platform provided by FHV for its students. 

3.5.2 Process for data analysis  
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Figure 19 illustrates a very basic process of how codifying usually follows the ideal and stream-

lined scheme. 333 Moreover, the essence of inductive reasoning and analysis is accurately re-

flected by showing a progression from the particular to the general. This process follows by 

starting from raw data to single code and then categorizing clusters of codes to generate 

themes or concepts to develop a theory. According to Richards and Morse (2013), “categoriz-

ing is how we get ‘up’ from the diversity of data to the shapes of the data, the sorts of things 

represented. 334 Concepts (or themes) allow researchers to get up to more general, higher-

level, and more abstract constructs.” 335 The author of this thesis uses this model as a source 

of inspiration for the categorization, arrangement, and examination of the obtained raw data. 

 

Figure 19 A simplified codes-to-theory model for qualitative research 

Source Saldaña 2016, p.14 

 

 

 

333 Saldaña 2013, p.12. 
334 Mayer 2013. 
335 Saldaña 2013, p.13. 
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3.5.3 Coding the data and categorizing the codes 

One way of analyzing qualitative data is coding. 336 Saldaña points out “A code in qualitative 

research is most often a word or short phrase which assigns a summative, salient, essence-

capturing, and/or evocative attribute for a portion of language-based.” 337 Thus, a code is not 

just to simply reduce information but to summarize or condense data. 338 And each researcher 

has his or her own way to name codes. Therefore, coding is not a precise science, but an 

interpretive act. 339 The researcher of this thesis has assigned codes to each interview ques-

tion theme. Theme 1, which is autonomy perception, is assigned with codes starting with CO1-

xx (Table 7). Theme 2, which is element magnification, is assigned with codes starting with 

CO2-xx (Table 8). Theme 3, which is organization structure, is assigned with codes starting 

with CO3-xx (Table 9). The same codes, such as CO1-01, which appears under theme 1, may 

also appear under theme 3 as CO3-37. 

The next step after coding the data is to categorize them to better understand their relation-

ships and connections. Four categories were generated (Table 10): 1) Perception of autonomy, 

2) Influence factors on perception of autonomy, 3) Consequences of more autonomy, and 4) 

Workplace trend. The first three categories were generated based on the cause-and-effect 

principle, starting from people's perceptions of autonomy (category 1) to understanding the 

factors that influence or cause these perceptions (category 2) and then to identify the conse-

quences of perceiving autonomy (category 3). Additionally, respondents mentioned how they 

believe the workplace could be different in the future, which became a separate category 

called workplace trend (category 4). Note that the marked codes are color-coded to represent 

the different categories. 

To aid with analysis, a frequency counter has been implemented, which counts the number of 

times a particular code is mentioned by respondents. This helps to determine the importance 

of each code to the respondents. The five most frequently mentioned codes in each theme 

are marked green. Table 1 summarizes the total number of times the most frequently men-

tioned codes were used. Additionally, the interviewees were asked about their organization's 

structure, and Table 1 shows that all but one of the seven companies use a combination of 

functional, matrix models, and only IP06 the company using just one model. 

 

336 Saldaña 2013, p.2. 
337 Saldaña 2013, p.3. 
338 Saldaña 2013, p.4. 
339 Saldaña 2013, p.4. 
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Table 7 Generating codes for theme 1 autonomy perception 
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Table 8 Generating codes for theme 2 element manification 
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Table 9 Generating codes for theme 3 organization structure  

   

Table 10 Grouping codes into categories 
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Table 11 Company current used organization structure    

3.5.4 Generating concepts and theories 

“Concepts are how we get up to more general, higher-level, and more abstract constructs”. 340 

The author of the thesis has summarized 27 concepts (labeled C1 to C27) that were generated 

during the coding process. These concepts are organized into four categories based on the 

cause-and-effect principle. Concepts C1 to C11 relate to the perception of autonomy, C12 to 

C19 relate to the influence factors on the perception of autonomy, C20 to C21 relate to the 

consequences of more autonomy, and C22 to C27 relate to workplace trends. Each concept 

represents an independent and more general aspect of the data. The development of theory 

involves systematically grouping and summarizing interrelated concepts. One theory is gen-

erated for each category, labeled T1 to T4.  

 

 

340 Richards and Morse, 2013, p.173. 
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Table 12 Generating concepts and theories 
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3.5.5 Answering research questions 

Once the raw data has been analyzed, including coding, and generating theories, the research 

questions can be addressed. Table 13 provides a summary of theory 2, which can be useful 

in addressing the research question.  

Table 13 Theory 2  

 

RQ1. What obstacles do ambitious employees face in pursuing job autonomy within manufac-

turing organizations? 

1) Obstacles exist if external factors – PESTLE (Political, Economic, Sociological, Tech-

nological, Legal and Environmental) have a negative impact on an organization’s stra-

tegic decision-making process.  

2) Obstacles exist if a company’s organizational design requires strict adherence to poli-

tics, objectives, strategies, systems, and regulations without any room for negotiation 

from employees.  
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3) Obstacles exist if a company has a highly hierarchical and oppressive system in which 

decision making is centralized, and employees have no participation in the decisions. 

4) Obstacles exist if departments are highly isolated and only focus on their own goals 

without aligning with other departments.   

5) Obstacles exist if job profiles are highly specialized and narrowly defined.  

6) Obstacles exist if positions are designed with very clear limited authority and clear 

boundaries.  

7) Obstacles exist if a company’s budget, priority, project deadline and working routine 

must be followed exactly without any room for discussion.  

8) Obstacles exist if training programs do not target employees’ potential for growth.  

9) Obstacles exist if a company does not provide a flexible and diverse working environ-

ment.  

10) Obstacles exist if an employee lacks the necessary skills, professional knowledge, and 

experiences for their job requirements. 

11) Obstacles exist if a supervisor’s personality displays a lack of trust or respect towards 

his employees.  

12) Obstacles exist if a supervisor micromanages his employees during communication by 

solely providing instructions and not taking employee feedback into account.  

13) Obstacles exist if a supervisor does not have an incentive plan in place to motivate 

employees; does not provide support for employees in what to carry out and how to 

carry out; or unfairly evaluates employee performance.  

 

RQ2. What organizational structure elements contribute to these obstacles? 

To start, all seven components of organization structure were mentioned by different inter-

viewees, as shown in Table 14. The most mentioned elements were centralization, including 

aspects like hierarchy, decision-making freedom, supervisor evaluation, and more (totaling 64 

mentions), as well as span of control, which included factors like control, independence, type 

of instruction, specialist roles, and more (totaling 50 mentions). This suggests that for the re-

spondents, these two elements were particularly important in influencing their level of auton-

omy within their organization. However, it's worth noting that the other components, which 

were mentioned less frequently, also had a significant impact on job autonomy, especially in 

the case of job design (with a total of 23 mentions) and departmentation (with a total of 31 

mentions). 
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Table 14 Coding relating to seven organization structure elements   

 

In addition to the seven elements of organization structure, respondents identified other fac-

tors that create obstacles in the workplace. These factors include external factors like the 

economy and politics, internal factors related to the company's goals, structure, strategy, and 

regulations, as well as the supervisor's management style and behavior, such as microman-

agement and personality. 

 

RQ3. How do these elements of organization structure contribute to the obstacles? 

1) The process of decision-making is centralized on the top management or supervisors 

without involving the participation of employees, particularly the specialists. Specialists 

typically possess greater professional experience than supervisors or top managers, 

but they have minimal authority. This centralized decision-making process lowers the 
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engagement of employees, particularly the specialists, and lacks diversity in perspec-

tives. 

2) A highly hierarchical organization structure makes decision-making slow and compli-

cated, as the chain of command is long, and authority is limited to higher levels. Lower 

levels have little power to make decisions.  

3) Supervisors exercise excessive control over employees, micromanaging tasks and 

leaving no room for employees to make decisions or provide feedback. This can create 

a closed-minded environment that stifles innovation.  

4) Job content is designed to be extremely specialized, with very narrowed responsibility. 

It constrains employees to have more authority. Also, employees taking very special-

ized roles may find it challenging to keep up with changes in the industry or to adapt 

to new technologies or working practices. Accordingly, these employees may feel far 

behind in terms of their skills and knowledge in the industry.  

5) Departments in an organization often operate in isolation and focus only on their spe-

cific goals rather than collaborating with other departments to achieve the organiza-

tion's common objectives. This approach can limit employees' ability to work collabo-

ratively with colleagues from other departments and can also limit their understanding 

of the organization's overall strategy. 

6) Positions within departments are designed with restricted responsibilities and func-

tions. This leads to employees having limited opportunities to develop broader skills 

and knowledge as their work is focused on a narrow area. This also means that the 

learning programs available to employees are restricted to their current position rather 

than providing broader skill and knowledge development for potential future positions. 

7) Supervisors engage in unfair evaluations of employee performance and fail to provide 

adequate support to motivate their staff. 

8) An organization that is highly formalized operates with strict policies, regulations, strat-

egies, budgets, timelines, and working routines that must be adhered to with minimal 

room for negotiation. 

9) The external factors – PESTLE (political, economic, sociological, technological, legal, 

and environmental) may have a negative impact on companies. This, in turn, can affect 

a company's internal factors, such as its goals, strategies, structures, systems, and 

regulations, in adapting to the external influences, which may hinder its pursuit of au-

tonomy. 

 

RQ4. If an ideal organization structure can remove these obstacles, what would the conceptual 

model for such a structure look like?  

According to the responses in RQ3, a conceptual model aimed at removing the obstacles 

created by organization structure should consider the following aspects: 
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1) Employees, especially specialists, should be involved in decision-making processes 

and the authority to make decisions should be distributed more widely within the 

organization. 

2) The process of giving feedback to supervisors and top management should be made 

easier. 

3) The responsibilities of employees should be wider in scope to avoid being limited to a 

narrow function or position. 

4) A wider range of employee development programs should be provided to ensure that 

the focus is not solely on the current positions. 

5) To prevent each department from focusing solely on its own internal goals and not on 

the company's overall objectives, it is essential for departments to align with each 

other. 

6) Supervisors need to be fairer when evaluating employee performance and should 

provide better support to motivate employees. 

Furthermore, the findings from theories T1, T3, and T4 were indirectly relevant to answering 

this research question and are presented in Table 15. 
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Table 15 Theories T1, T3 and T4 

 

A conceptual model can also include aspects: 

1) The appropriate level of delegated autonomy needs to be determined to prevent 

negative outcomes resulting from excessive autonomy. 

2) The level of autonomy granted to specialists should be higher than that of supervisors. 

3) It can create a sense of proactivity and passion among employees towards their work. 

4) It can motivate employees to exceed expectations and go above and beyond in 

completing a task. 

5) It can motivate employees to take on commitments as well as risks.  

6) It should  also benefit on a company’s efficiency, productivity and innovation.  

7) The focus group should be on young generations, who prefer more autonomy in their 

learning and development in the workplace, with less direction from their supervisors. 

8) It can establish a direct communication channel between employees and top 

management, enabling employees to provide feedback directly to top managers and 

to have the freedom to choose their own tasks, resources, and tools. 

These elements will contribute to the development of a conceptual model for a feasible 

organizational structure in the following chapter.  
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4 The Design of A Viable Organization Structure 

4.1 The target group and the target times    

The author of this thesis recalls a famous college student debate years ago when she studied 

in China. The topic of this debate was: Is management about managing people, or about man-

aging things? The reason why this debate is still remembered by the author is because she is 

of the group of thought that management is not about managing people. Although many influ-

ential thinkers and scholars who have contributed to the development of management theory 

and practice including Frederick Winslow Taylor, Henri Fayol, Peter Drucker, Douglas 

McGregor, and Mary Parker Follett, have written extensively about management principles, 

functions, and skills, including the importance of effective people management, the author of 

this thesis still believes a good and efficient management is not to manage its people, but to 

provide its people enough power and freedom to manage things. This is because the goal of 

a manufacturing company is to produce and deliver products (the things) that meet customer 

needs and generate profits. To achieve this goal, a manufacturing company typically focuses 

on a few key objectives: quality, productivity, innovation, and customer satisfaction (measure-

ments of the things). In this context, people are not the target of management, but rather the 

driving force to manage things. This set of individuals within a company is highly determined 

to achieve their professional aspirations and progress in their career. They are usually self-

starters who actively seek out opportunities to acquire new skills, take on new challenges, and 

strive for personal growth and advancement. As a result, the organizational framework is tai-

lored to support and empower this group of people within the company. 

In practical terms, organizations encounter real-life challenges and must figure out how to 

adjust to a constantly evolving business environment. A forward-thinking organization not only 

deals with challenges but also actively seeks out new possibilities. However, identifying new 

opportunities for a company can be a difficult task due to various factors, such as industry 

differences, specific long-term goals, target market, and technological advancements. None-

theless, it is widely accepted that manufacturing companies aim to enhance productivity and 

innovation. 

The first industrial revolution occurred during the late 1700s until the mid-1800s, which allowed 

factories and mass production to expand by utilizing steam power and mechanization. 341 New 

technologies were introduced during the second industrial revolution, which took place from 

the late 1800s until the early 1900s. These technologies included automobiles, telecommuni-

cations, electricity, and mass production techniques. 342 The third industrial revolution 

 

341 ‘Industrial Revolution’ 2023. 
342 ‘Second Industrial Revolution’ 2023. 
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transpired in the late 20th century to the early 21st century with the advent of computers, the 

internet, and digital technologies which considerably transformed the way we communicate 

and access information. 343 This transformation accelerated the pace of work and expanded 

the range of work. Currently, we are undergoing the fourth industrial revolution. 344 

The current revolution is powered by the Internet of Things (IoT), robotics, and artificial intelli-

gence. The exact ways in which this revolution will change our lifestyle and working patterns 

are still uncertain. Also, it is too early to predict if the deployment of advanced technologies 

like ChatGPT will positively impact productivity or result in job displacement. Nevertheless, it 

is crucial to have discussions about this topic. Companies need to consider the subsequent 

changes resulting from implementing new technology. If AI is utilized to enhance a company's 

productivity, it may automate specific tasks and processes, facilitate communication and col-

laboration, and transform job roles. It may also lead to changes in the organizational structure. 

Since AI can execute most repetitive and routine tasks, a company may need to restructure 

roles, responsibilities, alignment, and decision-making processes. Therefore, the proposed 

organizational model is designed to promote human-AI interaction, where the future organiza-

tion structure encourages creative human intelligence. 

4.2 Present organization structures and the future organization 
structure  

According to the literature review in the previous chapter, a typical manufacturing company is 

characterized by its focus on creating tangible products through a series of processes, and 

the emphasis on quality, productivity, and innovation. It is production oriented and has certain 

standard processes to be followed. The currently used organization structures, such as func-

tional model, divisional model and matrix model are intended to ensure smooth of production 

processes by assigning resources and coordinating activities within an organization. All these 

models aim to achieve organizational effectiveness and efficiency by clarifying roles and re-

sponsibilities, promoting collaboration and communication, and aligning resources with stra-

tegic goals. However, according to interview results, employees working in companies that 

utilize one or more of these organizational models are dissatisfied with the setup of speciali-

zations and positions, department alignment and communication, and decision-making pro-

cess. 

Furthermore, while most companies aim for innovation and creativity, only a few departments 

are capable of innovating. Typically, manufacturing companies prioritize innovation in their 

research and development (R&D) activities but may also dedicate space for innovation in ar-

eas such as product design, supply chain management, and customer service. Many other 

 

343 ‘Industrial Revolution’ 2023. 
344 ‘The Fourth Industrial Revolution: what it means and how to respond’ 2018. 
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functions in a company focus on routine or technical tasks that are currently performed by 

humans but may eventually be replaced by AI in the near future. This shift towards AI will lead 

to significant changes in manufacturing companies, including a decrease in the need for hu-

man workers to perform routine tasks, the need to reposition remaining employees for this 

transformation, a restructuring of functions, a focus on disruptive innovation to remain com-

petitive, and a need for the restructured organization to provide opportunities for employees 

with ambitions to contribute to disruptive innovation. 

The primary distinction between present and future organization structures is centered around 

the group of employees they prioritize. The existing organization structures prioritize employ-

ees who carry out repetitive and routine tasks and have limited opportunities for innovation. In 

contrast, the future structure will concentrate on a particular set of employees who stay with 

the company and are specialized in innovative work. A possible future-oriented organization 

structure will be introduced in 4.3 The conceptual model.  

4.3 The conceptual model  

Figure 20 depicts an abstract model that combines three traditional organization structures, 

namely functional, divisional, and matrix models (in dashed line). The model is called Duality 

Concept Model. It includes physical departments (PD) marked with blue lines, and a new ad-

dition, virtual departments (VD), marked with yellow lines. Unlike the physical departments, 

the virtual departments are online workplaces accessed through the internet. Virtual depart-

ments serve as central hubs that connect positions at the same horizontal level and link verti-

cally to one level down and one level up to other virtual departments. This illustrates an infor-

mation transfer between different horizontal levels through vertical links.  

Figure 20 Abstract of the duality concept model 

 

The concept of creating virtual departments is aimed at creating a new management frame-

work within an organization that supports increased autonomy in work practices. Unlike the 
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traditional approach of changing the internal structure of existing departments, virtual depart-

ments are designed to overlap with current physical departments, providing a parallel man-

agement structure. The introduction of a new layer of management is necessary because 

virtual departments serve different functions that cannot be achieved by merely changing the 

internal setting of physical departments. 

A virtual department performs its functions from various perspectives:  

1. Connecting positions at the same horizontal level: the same horizontal level in an or-

ganization chat means the positions at this level have a similar level of hierarchy. They 

have a similar degree of decision-making power and responsibility. Horizontal connec-

tions between these positions from different departments can help break down depart-

mental isolation. This allows for better communication, collaboration, and a bigger pic-

ture understanding of the company's goals and strategies. Shared information may 

include company goals, strategies, open tasks, available resources/tools, and feed-

back. How detail the information been shared is determined by the higher-level virtual 

department. 

2. Free selection of tasks: With the availability of open tasks and resources/tools, em-

ployees in the same virtual department have the freedom to select their own tasks and 

resources/tools. The tasks can be mainly focused on innovation rather than speciali-

zation, such as design thinking, problem solving, process improvement, research and 

development, and new venture creation. However, it is also possible for employees to 

request cross-functional specialized tasks in virtual departments. For instance, a prod-

uct manager who wants to broaden his knowledge in HR or Finance can request learn-

ing materials and matched tasks in his virtual department. These two types of tasks 

provide employees with more opportunities to be involved in a broad range of tasks 

that are not limited to their physical positions. Employees can take on different respon-

sibilities and functions to unleash their potential. By joining different types of tasks and 

facing different challenges, employees can motivate themselves to learn new skills and 

gain knowledge to develop their professions and increase their engagement. Espe-

cially for certain extremely centralized departments, employees can find the right tasks 

in virtual departments to increase their decision-making power. 

3. Better evaluation of employee performance: When employees are allowed to take on 

responsibilities outside of their physical departments, the evaluation system can be 

changed to be fairer. This new evaluation system involves a formula that considers 

both the evaluation of the employee's performance in the virtual department and the 

evaluation in the physical department, weighted by their respective ratios:  Evaluation 

(VD) x Ratio VD + Evaluation (PD) x Ratio PD = Evaluation of Employee Performance 

A fairer evaluation system can increase employee motivation and engagement, and 

encourage them to take on more responsibilities. 

4. Giving feedback directly to the top management: The vertical linking of virtual depart-

ments also enables the efficient transfer of feedback from lower levels to the top man-

agement. In traditional reporting, top management only hears feedback from one level 

lower than top management. However, with this vertical channel, each level of the 
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hierarchy has the power to influence the company’s decision-making and develop-

ment. Virtual departments can provide feedback directly to top management, regard-

less of their position in the hierarchy. This freedom to provide feedback to top man-

agement can encourage employee engagement in the organization.  

5. Give anonymous feedback: The concept of keeping feedback anonymous to encour-

age diversity of perspectives within a company. By allowing employees to give feed-

back or express disagreement without revealing their identity, it creates a more open-

minded and respectful environment. This approach also allows for more honest and 

open discussions about sensitive issues that employees may feel uncomfortable shar-

ing if their identity is revealed. 

 

 

 

Figure 21 Virtual department layer overlaps physical department layer 
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5 Discussion 

5.1 The working process  

An organization structure and the working process are interrelated. A new organizational struc-

ture will typically result in a new process for accomplishing tasks and achieving company 

goals.  In the duality concept model introduced above, the working process remains un-

changed under the physical department setup but undergoes significant changes when virtual 

departments are introduced, as illustrated in Figure 22. 

1. Determine tasks for the lower level: the open tasks and available resources/tools will 

be given from a higher level of management which collaborates with all employees at 

that level. The tasks will be established with specific objectives (expected results and 

outcome), deadlines, requirements (details of the tasks), responsibilities (individual or 

group work), and required competencies. If the task is a group project, each member's 

role should be clearly defined. 

2. Deliver tasks to the lower level: after open tasks for the lower level have been identi-

fied, they can be transmitted to the lower level through the virtual link.  

3. Select tasks at the lower level: employees at the same level in the organization have 

access to a list of open tasks, and they are free to select any task that matches their 

skills and interests. The tasks come with a description that includes objectives, require-

ments, responsibilities, and necessary skills. Additionally, there is a case study pro-

vided, which serves the purpose of evaluating the candidates’ suitability for the as-

signed task. All candidates who have chosen the same tasks are required to complete 

the case study. The candidate who achieves the highest score on the case study is 

then designated to conduct the task. If an employee lacks a necessary skill, they can 

request a training program. For group tasks, employees should choose a role during 

the selection process.  

4. Conduct tasks at the lower level: when a task needs to be done individually, the em-

ployee can begin working on it right away. However, if the task requires a group of 

people, they should all come together and hold brainstorming meetings before starting 

to work on it. 

5. Submit tasks to the higher level: the completed tasks can be submitted to the higher 

level through the virtual link. A list will be maintained to record who did what for evalu-

ation purposes. 
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6. Evaluate tasks at the higher level: the virtual department at a higher level receives the 

completed tasks and begins evaluating the results and outcomes. In the case of team-

work, each person involved in the task will receive an individual evaluation. 

Figure 22 Tasks deliver process.  

The working process for giving feedback is shown in Figure 23.  

1. Collect feedback at the same level: the company can establish a frequency for gather-

ing feedback from each level of the hierarchy. Employees can choose to provide feed-

back anonymously, and all feedback will be visible to employees at the same level of 

the hierarchy. 

2. Give feedback directly to the top level: the feedback that is collected can be given 

directly to top management without being passed through any other higher levels. 

3. Share replies from top at the same level: If there are any responses or replies from the 

top management regarding the feedback, they will be sent directly to the respective 

level, and all employees at that level will have access to view them.  
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Figure 23 Feedback process 

5.2 The implementation of the virtual departments   

By implementing virtual departments alongside the current physical departments, the chan-

nels for employees to access information, select tasks, provide feedback to the top manage-

ment, and receive equitable performance evaluations are enhanced. Introducing virtual de-

partments in a company does not alter an organization’s hierarchical structure. Instead, intro-

ducing virtual departments aims to offer additional opportunities to employees without flatten-

ing the structure. These channels can lead to increased job autonomy for employees. 

The virtual departments are separate from the physical departments. The information to be 

shared and the tasks to be delivered through the virtual departments come from the decisions 

of the physical departments. As a result, the physical departments have extra responsibilities 

to determine which information and tasks to be assigned to the virtual departments following 

their implementation. Companies must establish policies specifying the nature of information 

and tasks to be assigned to the virtual departments. Additionally, coaching should be provided 

by companies to managers of the physical departments to clarify their additional responsibili-

ties delegated to them. In addition, adjustments must be made to the current employee per-

formance evaluation standards in the physical department settings. Furthermore, a channel 

for anonymous feedback from all virtual departments to the top management should be es-

tablished.  

5.3 The possible downside of the conceptual model  

The most concern from employees and management could be whether the duality concept 

model will create conflicts with existing physical department settings.  

The duality concept model may have several downsides:  

1. Too much flexibility: the new duality model compared to traditional department settings 

is less rigid and provides more flexibility through virtual departments, allowing for eas-

ier interconnection between departments, task selection and distribution, and feedback 

giving. However, too much flexibility may result in demotivated employees who prefer 
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working within virtual departments rather than physical ones, potentially lowering the 

company’s productivity and efficiency. The idea to introduce virtual departments is to 

increase the company’s innovation power by giving employees more autonomy while 

physical departments remain responsible for efficiency and productivity. The company 

should consider the balance between flexibility and efficiency.  

2. Too much accountability: While virtual departments offer the freedom to choose tasks, 

it may also create an excessive amount of accountability for employees. As employees 

hold positions within physical departments, they may also desire to take on tasks from 

virtual departments. If the desire to take on virtual department tasks is strong, employ-

ees may become overloaded with work from both virtual and physical departments. As 

a result, employees may prioritize tasks from virtual departments over those in physical 

departments, leading to a lack of motivation to take responsibility or make decisions in 

physical departments, ultimately blaming their workload from physical departments. 

If these downsides have been predicted, are companies available to overcome them? The 

opinion of the author is that a company would need to vary its leadership.  

5.4 Request for new leadership  

In contrast to management, which is about coping with complexity, leadership is about coping 

with change. 345 A leader’s primary responsibility is to deal with various changes, which can 

be faster technological advancements, market competition, and work-force change. 346 To do 

this, leaders of an organization must establish concrete goals and clear directions along with 

workable strategies to adapt changes from external environments. 347 A good leader is one 

who can understand and adapt changes from external environments. The difficulty is not in 

understanding changes, but in efficiently guiding the organization to adapt to them.  

The manufacturing industry is currently experiencing a major shift towards increased automa-

tion and artificial intelligence (AI), which is expected to continue in the future. However, a 

significant number of business executives are solely concentrating on utilizing these technol-

ogies as a substitute for human workers, without contemplating on how to combine human 

intelligence with these novel technologies.  

The duality concept model is developed to address this issue, by recognizing that the roles 

and responsibilities of human workers will change in the future workplace. Therefore, it is cru-

cial for leaders to restructure and reorganize work for human workers. The author of this thesis 

believes that this requires a new type of leadership and suggests that leaders should be 

trained in the duality concept model to effectively navigate these changes. 

 

345 ‘HBR’s 10 must reads on leadership’ 2011. 
346 ‘HBR’s 10 must reads on leadership’ 2011. 
347 ‘HBR’s 10 must reads on leadership’ 2011. 
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1. To put new focus on ambitious employees who are willing and capable to contribute to 

a company’s innovation and creation. The employees who mainly spend their time on 

repetitive and routine work are not the focus of this new leadership.  

2. To have a “manpower automation” mindset where employees work with autonomy and 

willingness instead of being forced. Leaders should not only focus on the efficiency 

and productivity brought by technology and software automation, but also on the inno-

vation power brought by the employees’ autonomous work. To increase a company’s 

innovation power, employees should have autonomy in their work.  

3. To delegate appropriate decision-making authority to employees, both in virtual and 

physical settings, in a way that balances their contribution to the company’s innovation 

and productivity.   

4. To have a fair system to evaluate the employee performance using the duality concept 

model. This system should be designed in a way that is fair and encourages employees 

to work on innovation projects while also keeping their productivity in mind. Addition-

ally, a fair reward system should be put in place to recognize and appreciate employ-

ees who contribute to the company's innovation and productivity. 

5. To keep learning new things and be open to different voices to help their company gain 

a competitive advantage in the long term. This approach also includes being receptive 

to feedback from employees, which can help prevent leaders from making misguided 

decisions. 
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6 Conclusion  

The primary intention in this work is to design a viable organization structure model for ambi-

tious employees. To achieve this, the researcher of this thesis starts by acknowledging that 

ambitious employees are crucial in obtaining a company’s competitive advantages. Later, the 

study then examines the definition of ambitious employees and their need for autonomy. Ad-

ditionally, the study investigates the most used organization structures and the level of auton-

omy within them.  

This study focuses on gathering new information about the current level of organizational au-

tonomy in different manufacturing companies, using semi-structured interviews as an empiri-

cal research method. The findings indicate that both external and internal factors contribute to 

obstacles in achieving job autonomy. Internal factors include a company's goals, strategies, 

organizational components, and the behavior of supervisors. Specific factors such as central-

ization, span of control, job design, departmentation, and supervisor behavior during perfor-

mance evaluation have a significant impact on autonomy within an organization. To address 

these issues, a conceptual model for a practical organizational structure is proposed, which 

aims to address problems such as centralization, isolation resulting from departmentation, 

limited focus due to job specialization, and unfair evaluation by supervisors. 

The author of this thesis believes that ambitious employees are the primary drivers of a com-

pany’s competitive advantage. The outcome of this thesis is a conceptual model, which puts 

its focus on a company’s ambitious employees. The focus on a company’s ambitious employ-

ees highlights the significance of employees in contributing to the success of the company. 

The outcome of this thesis provides a new insight for other researchers and scholars who are 

interested in the same topic in improving employee performance to enhance a company’s 

competitive advantage. Moreover, the outcome of this thesis can be deemed applicable in 

real-world scenarios, such as in manufacturing companies, to address issues related to job 

autonomy. Furthermore, the outcome of this thesis also suggests manufacturing companies 

to take actions to modify their working environment for human workers in a future workplace 

dominated by AI.  

Throughout the process of developing a new model, the author of this thesis has learned 

several important skills through a systematic research approach: 

1. Research skills: When writing a thesis, a significant amount of research is required, 

and this helps the researcher develop important academic research skills. These skills 

include defining a specific topic to focus on, searching for relevant scientific sources to 

support the topic, collecting fresh data through interviews, analyzing data and catego-

rizing it for various purposes, summarizing clear results to answer research questions, 

and creating a meaningful conceptual model.  
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2. Holistic thinking skills: this thesis requires the researcher to understand the intercon-

nectedness of various elements within one concept and the approach of problem-solv-

ing in a comprehensive manner. Through conducting this research, the researcher has 

improved her skills in synthesizing information from multiple sources and perspectives 

to develop a comprehensive understanding of a situation or problem. In addition, the 

author also improved her ability to consider the broader context in which a situation or 

problem exists, including various factors such as social, political, cultural, and eco-

nomic aspects.  

3. Future-focus thinking skills: the author of this thesis believes that the author has a 

responsibility to do something meaningful for her generation and for people who want 

to contribute to their companies and society. They also want to do something mean-

ingful for themselves as well as to be proud of what they did. During the process of 

conducting this thesis, the author always criticizes herself, whether her thoughts are 

future oriented. According to the author, the actions we take now are only meaningful 

if we can predict future challenges well. Therefore, conducting research is essential in 

providing visions and solutions to adapt to future challenges.  

Finally, the analysis of organization design is limited in scope and only deals with the situation 

of removing obstacles to job autonomy. The principles and insights presented in this thesis 

have potential applicability beyond the specific circumstances discussed. Considering job au-

tonomy can be beneficial in enabling one to think about requirements more effectively. Basi-

cally, not so much on “should we remove obstacles to job autonomy?” and more like “How 

can we remove obstacles in the right way?”. This type of thinking can be relevant to various 

professional scenarios where achieving a desirable outcome requires specific actions or a 

combination of actions. This approach could be applicable to many professions that involve 

the involvement and empowerment of workers in some aspects of their job. The fact that this 

approach could have practical implications in professional contexts is not surprising. However, 

what's more intriguing is that it could also have advantages in one's personal life. When facing 

challenges in life, we recognize the need to overcome them and alter our circumstances, but 

there are often several factors that can impact those circumstances. The question is not 

“should we change?” but “how should we change it in the right way?” In addition, “how to 

change” can bring multiple different perspectives together in discussion. Through systematic 

discussions, it evokes the desire for truth.  
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