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Abstract

Organizational structures are fundamental requirements of schools; the structure
determines the components of the organization, which in turn contribute to the formation of
job characteristics. Job characteristics affect labor motivation and satisfaction while feeding
into the organizational commitment of the staff. The study investigates the effect of
mechanistic structures on job characteristics and their combined impact on job satisfaction
and organizational commitment. The Job Diagnostic Survey (JDS) and Motivational
Potential Score (MPS) investigate the perceptions of an international school's teaching staff
in Abu Dubai, United Arab Emirates (UAE). The findings indicate teachers possess affective
commitment towards the school yet perceive their roles as severely curtailed in terms of
authority and autonomy and limited in their ability to utilize diverse skill sets due to the
extreme specialization inherent in their roles. Teachers view the organization as highly
centralized due to the bureaucracy with high degrees of specialization and formalization.
Still, they are motivated due to their perception of the importance of their roles. The number
of cases is the limitation of the study, although it helped to focus on depth. Future studies may
consider more cases for a broader understanding.
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1. Introduction

Educational institutions require the interactions of people working towards a common goal
and the structured organization of these people. The nature, objective, and size of the
institution may help dictate the 'appropriate’ structure. The decided structure will influence the
division of roles, creation of specializations, decision-making authority, degrees of delegation
and interaction, and the processes within the institution [33].

Schools are traditionally bureaucratic with structures reinforced by formalization that
impacts operations and place a great deal of value and authority in the top leadership roles,
historically the principal. This structure has been viewed as the formalization of rules and
procedures [81] focusing mainly on differentiated positions and distribution of authority to
allow the increased predictability and control of performance as determinants of
organizational effectiveness. Ouchi [74] posited that complexity, centralization,
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formalization, and professional latitude directly influence the effectiveness of management.
Centralization of authority has limited the ability of teachers to participate in the operational
practices of the school. Overspecialization further reinforces the centralization of authority;
teachers are grouped as subject-based departments with limited horizontal interaction between
departments.

This structural rigidity enabled the traditional bureaucratic nature of schools [62]. It gave
rise to the concerns of Hoy and Sweetland [46] that view forced consensus, high degrees of
organizational control, and one-way communication as the antithesis of ‘enabling
organizations' with lasting ramifications on teaching and learning practices as well teacher's
commitment.

Organizational commitment is defined as "the relative strength of an individual's
identification with, and involvement in a particular organization" [68] focuses on the
individual's commitment to the organization and not the job via characteristics such as an
emotional attachment, a fear of loss and a sense of obligation [53]. Organizational
commitment is the degree of association the employee has towards the organization [23];
increased association of goals implies a higher degree of commitment.

Policymakers, senior and middle leadership, and teachers are directly affected by the
organizational structures, further impacting the level of education students receive. The
chosen structure will determine the formal interactions of organizational members and their
relations to one another. Commitment is an essential factor in determining and forecasting
behaviors within an organization [32][54]; these behaviours are linked to job performance,
creating a beneficial interest in the study of commitment to the organization. This study will
investigate the organizational structure, degrees of mechanistic bureaucratization, and levels
of commitment of a specific international school utilizing the mixed methods approach via a
case study to achieve an in-depth understanding of a process on an individual or group [24].

Two theoretical frameworks will be utilized; (1) Mintzberg's Framework [65] will explain
the organizational structure, while (2) the Organizational Commitment Theory [67] will
provide the dimensions necessary to view teacher's commitment. Given the implications of a
commitment labor force to the organization's objectives and the effect leadership has on its
employees' general attitude and performance, this study seeks to understand the role
organizational structures play in predicting the future success and failures of the school.
Studies have shown that organizational commitment is a better predictor of outcomes than
organizational structures, yet this study will attempt to establish a direct link between the two.
The study aims to investigate the association between organizational structures and job
characteristics to commitment and motivation.

2. Literature review

All organizations have a skeletal framework as the foundation of all functions and affect
member behaviors [81]. The structure aims to minimize the differences in individual
members and determine the distribution of power and authority [38] to influence the efficacy
of and commitment to the organization [95]. Educational institutions are organized to
determine the lines of communication and authority between individuals affecting the nature
and characteristics of the roles (autonomy, affiliation, and achievements), thereby affecting
perceived commitment and motivation.

Research on bureaucratic structures resulted in positive and negative relations with
organizational citizenship and teachers' academic optimism [13][14]. Further research
identified a negative relationship between bureaucracy and teacher capacity for collaboration,
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self-efficacy, and commitment [46]. Bureaucratic (mechanistic) schools developed certain
elements such as the formalization of the structure [61][62] and assigning importance to the
focused direction of command (centralization) [44].

The organizational structure is the official arrangements between members of an
organization in terms of tasks and duties [33], providing the organization a form to function
[71]. The structure is a series of components referred to as the 'Structural Dimensions; earlier
studies bifurcated the dimensions of an organizational structure based on their characteristics.
‘Structural' characteristics describe its physical characteristics (levels of hierarchy, span of
control, chain of command) while 'Structuring' detail and control the actions carried out
(specialization/complexity, formalization, centralization).

Table 1. Structuring dimensions

Structural Structuring
Levels of hierarchy (Size) Specialization/Functional (Complexity)
Span of Control Formalization/Standardization
Chain of Command Centralization

Pugh et al. termed the structural dimensions as 'configuration,’ the overall size and shape of
the organizational structure; Porter and Lawler [77] showed a significant relationship to job
satisfaction. It is worth mentioning that higher levels within the organization showed greater
satisfaction [30][76][83]; the position within the hierarchy had a more significant influence on
satisfaction (attitude) than demographic variables [31]. The span of control dictated job
complexity and was related to satisfaction [41], when coupled with the member's disposition,
it can significantly affect job satisfaction [18][35][47][94]. This study focuses on structuring,
the functioning of an organization via specialization, formalization, and centralization. Hatch
[40] claimed that specialization, formalization, and centralization are related to job
satisfaction: the first two are the best predictors of the structure's nature. The last is
negatively related to job satisfaction [85].

The organizational structure encompasses two forms; physical and social; this study
focused its attention on Social Theoretical Structures. Theoretical structures are
distinguishable as organic and mechanistic [93] structures. Organic systems utilize a less rigid
design that encourages task complexity, minimizes formalization, and decentralizes authority
[93]. Increased specialization and high degrees of formalization (coercive) indicate a
mechanistic structure that utilizes centralization (hindering) to determine the distribution of
authority. Mechanistic systems are centralized with downward vertical communication, while
organic forms encourage creativity, innovation, and collaboration with decisions reached
through consensus.

Specialization has been defined as the varied functional tasks undertaken within the
organization [75][80], while complexity is the sum of specializations [37]. A great deal of
ambiguity has arisen from specialization and complexity; the former denotes the rationality of
an organizational structure while the latter focuses on the actual practice of roles funneled
into narrower functions. The study understands specialization as functional complexity, the
tasks performed by the teacher, and their degree of variety.

Formalization (standardization) refers to formally prescribed, appropriate, and codified
activities within the organization, while standardization operates to restrict behavior to a set
of procedures that manage expectations. Formalization can be separated into (1) coercive and
(2) enabling [46]; standardization gives rise to the coercive nature of bureaucracy as it
requires member compliance over autonomy, at times by force of punishment [1]. Such
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coercive school structures limited teacher responsibility and innovation due to increased
control placed on them and expected to abide by strict formalizations [43]. Enabling
formalization maintains rules, regulations, and procedures while empowering members to
identify and implement solutions to their problems. Formalization, by its nature, is aimed at
controlling behavior, punishing those that do not follow behavioural prescriptions [46]. This
bureaucratic structure has been criticized [68] due to its inability to promote creativity,
minimize professional and personal growth, reduce input in decision-making, reward
conformity, ignore the informal substructures, and simplify communication lines.
Formalization can limit the scope and create a monotonous routine that leads to dissatisfied
employees and higher levels of voluntary turnover and recorded absences [45][47]. It should
be noted that a minimal level of formalization in education is necessary to minimize role
ambiguities [82].

Centralization determines the ‘locus of authority, decision-making, and members'
participation in the process; decentralization implies greater participation [46]. Centralization
can be divided into (1) hindering and (2) enabling. The former emphasizes the importance of
discipline to minimize uncertainty [46], complementing coercive formalization as it reduces
the ability to problem-solve independently [45]. Enabling centralization completes enabling
formalization in that it provides a greater degree of member autonomy and decision-making
authority. With high levels of centralization, mechanistic structures tended to have adverse
effects on the member's perceptions [20]. They performed poorly compared to organic
structures as the latter's implementation led to improved employee job satisfaction. This poor
performance is especially true for those who desire accomplishment, autonomy, and authority
[63] limited due to formalization and centralization. Authority or involvement in decision-
making can alter member perceptions of an organization [88], which affects commitment [96]

Job satisfaction is the most studied subject relating to organizational members' attitudes
[52]; Spector defined Job Satisfaction in terms of people's feelings fostered towards the job as
whole and specific areas of it. It reflects the perceived joy the member derives from exerting
effort at work [86]; this is a subjective process based on individual members and different
situations. Job satisfaction encompasses three components based on evaluation, mental
cognition, and behaviours; the evaluative component is linked to accomplishment and
association, the cognitive to perceptions of the job's importance and complexity while the
behavioural element relates to the organizational members' actions [16]. Two distinct types of
satisfaction emerge, one relating to the general feeling towards work (Global) and the second
to specific areas of the job (Facet Satisfaction) such as formalization, centralization, and
specialization [70]. Job satisfaction is measured subjectively by the individual; the type of
work and the organizational characteristics are the significant influencers of satisfaction [49].
Hackman and Oldham [72] hypothesized that if the organization could integrate specific
attributes into the job, it would increase motivation and satisfaction. Previous studies support
the proposition that job characteristics affect job satisfaction, and a positive correlation exists
amongst teachers [78]. Hackman and Oldham [72] listed the components of job
characteristics as task variety (skill complexity), task identity, task significance, autonomy,
and feedback. The above elements are explained in greater detail via previous studies on the
topic and have been shown to have a high relation to professional commitment [10].

The number of skills and talents required determines the level of task variety [21].
Increased standardization in mechanistic structures reduces the job's complexity by lowering
the skill variety needed, reducing its ability to fulfill an employee. The power and
responsibility of an employee to complete the job from start to finish encompasses task
identity [60]; the more significant the task identity, the more likely the employee will be
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responsible for completing the work in its entirety to reach the objective [36]. The perceived
relative importance of the job and its overall impact on the employee, co-workers, and
external stakeholders [60] defines task significance. The more critical the job is to its overall
success, the more significant it is to the employee and the more satisfaction derived from it.
Autonomy is the employee's ability to freely determine the steps to performing the job freely.
Increased autonomy increases the feeling of self-responsibility [79] and job satisfaction as the
job is more interesting [60]. This autonomy extends to centralization and involvement in
decision making (autonomy of decisions); more involvement improves job satisfaction [56] as
they feel of greater significance to the organization. Feedback has been determined as
imperative to satisfaction [59] and an intrinsic motivator [87]. It continuously provides the
employee with information on their performance and their effectiveness in the organization.
Jobs able to incorporate feedback and autonomy enjoyed higher job satisfaction [42] because
the employee would improve themselves and their work based on the feedback [50].

Table 2. Components of job satisfaction

The effort exerted on behalf of the organization is of some value or meaning to
the employee (Skill variety, Task Identity, Task Significance)
Ability to exercise a degree of freedom and autonomy in the job and tasks
performed
The provision of feedback from multiple sources to the employee to provide a
sense of awareness of requirements and expectations

Meaningfulness of work

Responsibility

Knowledge of outcomes

Perceived satisfaction from the job is an effective response to the job characteristics [86].
A strong relationship between job satisfaction and commitment has been established in
service industries [97], placing satisfaction as a commitment component. Martin and Bennett
[67] advocated job satisfaction's ability to forecast organizational commitment; the individual
joins the organization to provide their skills and abilities in return to satisfy their needs [84]

Organizational commitment is the employee's relationship to the organization and their
desire to continue employment at the organization, as commitment is a psychological state.
Three approaches to understanding organizational commitment exist [64]; this study has
focused on two termed the affective and continual commitments reflecting the employee's
acceptance of the organizational mission and fear of loss, respectively.

Affective commitment, the employee's acceptance of the organizational goals and mission
and implies an active choice to remain due to an identification with the organization. Mowday
[69] detailed four sources of affective commitment: (1) the individuals' characteristics, (2) the
organizations' characteristics, (3) the nature of the work, and (4) experience derived by the
individual from work. Continual commitment is based on the employee's perceived loss (side-
bet) from leaving the organization, including qualitative costs such as wasted time and energy
[10]. Additionally, employees will calculate the loss in benefits, familiarity with the work and
work relationships they may have developed; continual commitment may also stem from a
lack of alternative options in employment.

Specific demographic considerations affect commitment with varying results. Gender has
been considered, with some researchers finding female teachers as slightly more committed to
the organization [58] while others identified no differences [19][67]. The number of years in
the organization also reflected negative findings with research pointing to increased
commitment over time [8] [92] and specifically for teachers [51][22] while others found the
complete opposite to be true [3]. Due to the expanse of demographics, this study has focused
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on the personal needs dimension of the individual's characteristics and their achievement as
predictors of organizational commitment and job satisfaction.

Individuals join organizations with existing wants and needs in the hopes that they will be
satisfied [85]. This study isolated four such needs: (1) accomplishment, (2) association, (3)
autonomy, (4) and authority; the strength of these needs at specific points in time can measure
motivation [81]. The satisfaction of these personal needs is an essential determinant of
commitment [89] and job satisfaction [53]. Studies have found a positive relationship
between commitment and accomplishment and association, but harmful compared with
autonomy and no ties with authority; Steers [90] isolated the accomplishment dimension as
the most influential of the four. Morris and Snyder [66] added autonomy to accomplishment,
claiming they both act as forecasters of commitment and satisfaction, further related to
accomplishment and authority [30].

3. Methodology

A brief contextual background of the scope of the study would be supportive in designing
the empirical study. The study was carried out in an international private school located in
Abu Dhabi (AD), the UAE. There are not many closely related similar studies in the UAE,
while some of the cross-cutting local studies are worth mentioning. David [27] observes that
the educational sector has been growing steadily in the UAE. The country has addressed both
expansion and excellence strategically [28]. UAE has as well emerged as an educational hub
for learning mobility [26]. EI Afife et al [31] explored the leadership styles that influence
students’ learning environment in Abu Dhabi, UAE and indicate a positive organizational
environment supporting organizational justice. Al Husseini et al. [6] identified that school
leaders demonstrate instructional leadership abilities by supervising, observing classes,
offering feedback, reviewing lesson plans, helping in curriculum and assessments, and
encouraging teachers' professional growth. Daraghmeh et al. [25] researched observed a
strong tendency of school leaders in the UAE to use technology tools as a substitution to the
conventional ones with null or minimal functional improvement. Bashaireh et al. [12]
highlighted the ways appreciative leadership affects teachers' well-being positively. Albash et
al. [4] pointed out that school leaders play important role in supporting teachers in engaging
teaching and learning practices. Al Samkari et al. [7] suggest that authentic leadership support
staff engagement. David & Abukari [29] recommend leadership practices to pay careful
attention to local culture and context. Al Hassanieh et al. [5] accounted for the effect of
distributed leadership on school governance. Baroudi et al. [11] indicate the role of
mentorship in leadership development.

A descriptive approach was employed; quantitative data was collected via a cross-sectional
survey to gather quantitative information from the teaching staff using a random stratified
sampling method with a target population of 135 staff members in an international school in
Abu Dhabi. Based on Krejce and Morgan's [55] sample size model, the sample size
determined for this study was 135 to include all staff members; 86 surveys were returned
from the 135 distributed. Slight modifications to the language were suggested and
implemented before conducting the full-scale survey. A professional translation of the
questions a trial run were conducted on Arabic and Islamic studies to ensure all staff members
can complete the survey; no changes were suggested. A paper-based survey was distributed to
the staff in person during a school-wide meeting; many respondents completed and submitted
their opinions immediately.
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Interviews were conducted with the Heads of the Department to gather in-depth reasoning.
The interviews are limited to the Heads of the Department due to their exposure to the entire
teaching staff, their subordinates' opinions, and a more intimate understanding of the power
structure and decision-making process. Interviews were conducted with the educational
Heads of the Department regarding their insight into the organizational structure and its
rationale and an interpretation of teachers' perceptions regarding teachers' authority,
achievement, autonomy, skill variety, and the nature of their commitment. Structured
interviews maximized the interviews' reliability; the questions underwent a pilot run with
coordinators to ensure the language is clear.

The independent variable was the mechanistic bureaucratic school structure viewed in
terms of specialization, centralization, and formalization; the dependent variable was the job
satisfaction- organizational commitment concept, including job characteristics and personal
needs. The researcher provided the necessary information regarding the purpose as well as
data collection, analysis, and interpretation methods. Respondents may exercise the option of
not responding to any question they feel is uncomfortable as a means of ensuring privacy
[15].

Formalization, centralization, and specialization were measured using a survey to establish
a baseline of perceptions regarding mechanistic bureaucracy. Affective and continuance
commitment was measured using a four-question survey; each item was measured using a 1
(inaccurate) to 4 (accurate) Likert-type scale. Personal Needs were measured using a
modified version of the Manifest Needs Questionnaire (MNQ) developed by Steers and
Braunsteir [91]. MNQ was selected due to its continued use in research to measure manifest
needs [9][16][48]. Participants respond on a four-point Likert scale ranging from "strongly
agree" to "strongly disagree.” A modified Job Diagnostic Survey (JDS) measured job
characteristics, originally used to measure four scales (variety, autonomy, feedback, and
friendship on the job) with five items each [36]. The modified JDS used a four-point rating
scale to measure four core dimensions: skill variety, task significance, feedback, and
autonomy.

The tools used in this study have been utilized and scrutinized in-depth by experts in
previous research to the point where this study can comfortably claim content validity and
provided the predictability required to demonstrate reliability [34].

4. Results and discussion

The research was conducted on the entire 135-teaching staff of an international K-12
private school in Abu Dhabi, UAE, with a participation rate of 64%. Interviews conducted
with the Heads of (subject) Departments provided additional support to the assertions made
by the survey. Surveys aided in triangulating the data and provide a deeper insight into the
results. Perceptions of the structure regarding specialization, formalization, and centralization
overwhelmingly strongly agreed that the school is mechanistic seen in the high mean of all
three structuring components [Table 1]. The mechanistic perception was more concentrated
on centralization and formalization, supporting the belief that they are a natural consequence
of the industry and need to be regulated. Specialization presented the only criteria whereby
some strongly disagreed with the bureaucratic nature of their roles due to the small minority
of teachers that occupy secondary positions within the school, including coordination and
pastoral roles. This supported research on the increased perception of task variety and
satisfaction with members higher in the chain of command.
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Table 3. Structuring and commitment

Strongly . Strongly Standard
Disagree Disagree Agree Agree Mean Deviation
Formalization 0.0% 3.5% 36.0% 60.5% 3.57 3.08
Centralization 0.0% 17.4% 39.5% 43.0% 3.26 2.81
Specialization 3.5% 12.8% 44.2% 39.5% 3.20 2.77
Affective 4.7% 18.6% 58.1% 18.6% 291 2.47
Commitment
Continuance 17.4% 31.4% 39.5% 11.6% 2.45 2.10
Commitment

Teachers under 35 years old perceive the existence of centralization more acutely than
those above 35 years old, attributed to a generational difference in terms of their perceptions
of power structures. As the number of years of experience increases, teachers are more
inclined to agree with the degree of centralization. Furthermore, female teachers are less
likely to perceive centralization, possibly due to the differences in gender perceptions of
authority. Female teachers more readily accept and work within the power structures that
exist, while male teachers may seek greater authority or reject the control of others over them.
Specialization was a point of contention, with female staff least likely to agree with over-
specialization and most inclined to feel a sense of skill variety in their roles. Newer staff
members disagree with older staff members regarding the degree of role specialization; as
time increases and the novelty of the new position is diminished, staff become accustomed to
the repetitive nature of their roles, altering the perception of specialization.

The fact that specialization is the only structuring criteria that presented a sample of
respondents that strongly disagree reflects the degree of control that teachers have over their
specific roles, which is greater than making organization-based decisions and setting formal
rules and procedures. Teachers with the least levels of experience in the school ubiquitously
agree, to a varying degree, of the existence of rigid rules and procedures. Those with more
experience (> 4years) have a small population that disagrees with the notion of formalization.
As school experience, teachers begin gauging rules and regulations more accurately, which
may be circumvented for efficiency, thus reducing the perception of formalization.

Affective commitment reflects the degree of acceptance of the objectives and shared
values; 58% of the staff agreed with the overall mission and goals of the school, a concept
readily accepted in the research considering the nature of teaching and its mission to educate
and be responsible for the youth. Every demographic agreed with the organization's goals
reflected in the relatively high mean [Table 1]. A small percentage of those who strongly
disagree implies a sincere lack of affective organizational commitment; these members would
most likely remain due to the continuance commitment or possibly be the most likely
candidates for turnover and high absenteeism. This generates a concern if the staff members
are committed to the organization's goals or illustrating a more professional commitment to
their role as teachers.

Although many are affectively committed, 52% remain due to limited choices; continuance
commitment is the perceived lack of choice (side-bet theory) that seeks to minimize the loss
due to departure. Continuance commitment is least prevalent among newer staff and female
teachers. The school has a predominantly female staff body that is married and under the
sponsorship of their spouses; this would provide an alternative to their roles, minimizing their
fears of leaving the organization and the assumptions of the side-bet theory. New entrants

20 Hadi Fouad Mansour and Solomon Arulraj David



Asia—Pacific Journal of Educational Management Research
Vol.6, No.1 (2021), pp.13-28

may feel less continually committed ad they have less perceived investment in the
organization.

The Job Diagnostic Survey conducted illustrated teachers' views on specific components of
their roles regarding skill variety (linked to specialization), task significance, feedback, and
autonomy (linked to centralization). The highest score each job characteristic can achieve is a
4, while the overall motivational potential score is a 64. Centralization and specialization
curtailed teachers' ability to act independently and utilize a broader range of skills; however,
department heads emphasized the importance of feedback as a form of control and
motivation.

Autonomy achieved the lowest score, which falls in line with the previous assessment of
centralization. Due to the high perception of centralization and formalization, many would
feel a lack of autonomy and power over specific roles. Those with lesser experience in the
school score their autonomy slightly higher due to their limited exposure to the school and its
standard operations. The minor differences are negligible and may be averaged out shortly
into the future once the new teacher is accustomed to centralizing and formalizing their roles.
The feedback scored highest in the overall perception of the job; it is evident that teachers feel
they receive adequate feedback from supervisors and outside stakeholders regarding their job
performance. New teachers also scored feedback higher than their more experienced
counterparts, a common fact as new teachers are more subject to appraisals to ensure they
have acclimated. Parents and students are more likely to voice opinions (feedback) regarding
new teachers that they have had limited exposure to in the past. Older teachers (>35 years
old) have scored above the school average regarding how they view job characteristics. Skill
variety may be perceived differently by more senior teachers. They may apply different
teaching methods, giving the impression of being multi-skilled or more likely since older
teachers are offered more expansive teaching roles than newer teachers.

It is worth noting that newer teachers perceive their roles as more significant to the
organization; this does not imply a lack of significance of the older teachers but simply a
more acute assessment of their relevance to the organization developed over time and
exposure. Furthermore, it seems that increased experience in the field humbles the opinions of
autonomy in a mechanistic structure, leads to less feedback as the nature and efficacy of their
work become more knowledgeable and their views on the importance and significance of
their task to the organization overall. Teachers perceive autonomy and authority as limited in
the organization due to its structure yet are satisfied via feedback received and role-
significance as educators.

The modified MNQ ranked authority lowest as a motivator given the nature of education in
terms of its centralization and formalization, limiting the possibility of delegation; however
female teachers seek this attribute more than males. Yet, it remains a potential motivator and
may be achieved through more minor concessions of authority and control regarding the
specific job roles. Achievements' ability to motivate is limited, especially when considering
the inherent specialization of the job; without room to expand the position, the ability to gain
new levels of achievement is limited, and whatever is currently achieved may seem boring
when repeated over time. As the level of experience increases, the motivating potential of
achievement decreases; the less experienced teacher's scoring may be related to the novelty of
their roles. Not having the breadth of experience may still leave room for motivation by
carrying out what more experienced teachers may consider repetitive. Affiliation may be
easier to achieve; association to different groups through cross-curriculum initiatives and
small group-centered responsibilities may provide new scope for affiliation.
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Interestingly, males are most motivated by affiliation, while female teachers rank
achievement as the highest. Authority becomes more motivational with older teachers
desiring more as they evolve in the organization and gain more experience- they want to
apply and direct their roles. More experienced and older staff members seek authority over
affiliation; this is understandable when taken when they have already been inducted into and
experienced the different possible social groupings. The opposite is true for newly indicted
staff. Their exposure to the multiple social structures that exist is limited; they are more eager
to satisfy their social needs than seek esteem and self-actualization goals.

Female teachers scored lower than male teachers in motivation; this may be understood
when considering what they perceive as motivational- authority and achievement are limited
when we believe the mechanistic structure of schools. Consistently, newer teachers (< 10
years in the industry & < 4 years in the school) scored higher in motivation. This indicates
that motivation within the sector falls over time, and commitment begins to shift from
affective to continuance. Overall, many of the different demographics have ranked specific
job characteristics as crucial, including autonomy and authority; however, they remain limited
due to the existing organizational structure and its inherent centralization—overt
specialization limited teacher ability to progress and achieve and feel more valuable to the
overall organization.

5. Conclusion

This thesis aimed to investigate the effects of organizational structure in terms of three
components (centralization, specialization, formalization) and their impact on specific job
characteristics, influencing motivation/satisfaction and organizational commitment. A survey
was conducted on the entire staff of an international school located in the United Arab
Emirates (Abu Dhabi), which resulted in a high participation rate. This school demonstrated
the characteristics of a hierarchical, bureaucratic mechanistic structure. Staff perceptions of
structure tend towards a centralized and formalized structure due to the nature of the industry
responsible for the care of minors. Staff roles in teaching are highly specialized, with greater
focus placed on subject-based skills that limit the ability of teachers to use a broader range of
skills; those with more significant experience in education are more inclined to agree with the
bureaucratic nature of the school. Analyzing job characteristics determined staff members'
perception of skill variety, task significance, feedback, and autonomy. The respondents polled
similarly in stating that their current roles lacked autonomy and skill variety, the inability to
make decisions within the organization, and limited use of a 'wide' range of skills linked to
the organizational structure. Teachers perceive their roles as significant due to their function
as educators or their middle management roles. Feedback from the power structure as well as
from their roles within the school

The researched commitment (affective and continuance) illustrated teachers' desire to stay
within the organization, and the sample displayed more significant affective commitment over
the continuance. More teachers accept the organization's objectives as the imputes for
commitment; the number may be diluted due to professional commitment. However, the
sample did present a considerable perception of continuance commitment among the sample.
Achievement, affiliation, and authority constitute the motivational factors researched; the aim
is to determine what factors may lead to greater job satisfaction and organizational
commitment. Authority was ranked lowest due to an acceptance of the mechanistic structure
within educational institutions. Achievement and affiliation rank highest in motivational
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potential but with varying degrees based on demographics, while feedback may have aided in
creating a sense of accomplishment.

The overwhelming majority agree regarding the mechanistic nature of the school, yet
specialization is a point of contention in that some do not believe their roles are overly
specialized. Due to the standardization of rules and procedures and the formalization of the
organization, this case study presents a coercive bureaucracy coupled with a hindering
centralization of authority and decision making. Educational institutions perceived
specialization and centralization as hindering and coercing teachers' behavior however the
need for formalization is inherent in the sector. This social structure may benefit from a more
organic social structure that encourages collaboration and creativity.
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