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 One of public universities located  

in Bangkok, Thailand, the Faculty of 

Education (FOE) at Srinakharinwirot 

University (SWU) was founded in 

place of the Advanced Teacher 

Training School in 1954. At 

present, the FOE provides 

leadership in teacher education 

through delivery of several 

programs in 8 departments. One 

department, Curriculum and 

Instruction, is divided into 5 

divisions. There are 3 

demonstration or lab schools 

administered by the FOE. They 

serve as clinical experience and 

practice sites for preservice 

teachers and experimental teaching 

activities (See Figure 1).  

Academic and Service Units 
 Edu. Foundations (5 FT faculty members) 

 Edu. Administration (5 FT faculty members) 

 Edu. Guidance and Counseling (8 FT faculty 

members) 

 Edu. Measurement and Research (6 FT faculty 

members) 

 Adult Education (3 FT faculty members) 

 Special Education (6 FT faculty members) 

 Edu. Technology (10 FT faculty members) 

 Curriculum and Instruction 

◦ Early Childhood Education (5 FT faculty members) 

◦ Primary Education (6 FT faculty members) 

◦ Secondary Education (12 FT faculty members) 

◦ Higher Education (5 FT faculty members) 

◦ Industrial Education (3 FT faculty members) 

 SWU Prasanmitr Lab School (Primary) 
 SWU Prasanmitr Lab School (Secondary)  
 SWU Patumwan Lab School   
 Office of the Dean 
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Figure 1: The current organizational structure 
Chart of SWU’s Faculty of Education  



 

SWU Faculty of Education faces some problems,  

 Declining enrollments and financial constraints/budget woes. 

 Changing needs of students and the teaching profession. 

 Changing technological context of teaching and learning.  

 Growing number of competitive institutions offering programs in 
schooling and education. 

 Growing fluctuating social demand for teacher education in Thailand. 

 Increasing the Nation’s accountability measures of educational quality 
and standards. 

 Limiting number of faculty members with research productivity to 
increase the competitiveness in obtaining research funding.  

 Growing difficulties in aligning resource to priorities and building 
synergies among programs to response to the current social demand 
for interdisciplinary knowledge production and professional training.  
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In 2008, faculty, staff, and administrators of SWU’s 

Faculty of Education (FOE) began exploration of 

the following 3 major questions:  

 How should the FOE’s current organizational structure be 

redesigned strategically in the face of pressures? 

 How should the FOE’s core work processes be redesigned 

and reorganized to optimize resources, improve quality 

and cycle time for graduate development, and become 

more competitive to the challenges of the environment? 

 How should staff members within each redesigned work 

process linked to the FOE’s new organizational structure 

be like to optimize resources and improve productivity? 
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 Was there a critical need for 
restructuring, merging, or 
changing the status of academic 
units (e.g. from department to 
program cluster)?  

 If necessary, what would the 
possible program cluster be like 
based on the faculty and staff 
feedback on the proposed FOE 
structural models?  

 What academic discipline could 
be represented by each of the 
program clusters? Was it 
declining or growing in its 
academic significance?  
 

 How should all the proposed 
disciplinary program clusters 
enhance the strengths of the 
present teaching, research, and 
service missions based on the 
opinions of faculty members and 
experts?  

 Were there other comparable 
educational institutions 
strengthening or decreasing their 
commitments to these disciplines 
/programs?  

 Was there likely to be a long-term 
need for each of such disciplinary 
program clusters? 
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 How many components of the FOE’s core work processes were 
there before reengineering? What did they like?  

 Would the disciplinary program clusters be likely to gain the 
strengths of faculty, staff, current students, and alumni to 
develop new organizational alignments that significantly enhance 
the quality of the core work processes?  

 How should the core work processes be redesigned to become 
more responsive to student needs and more competitive in 
obtaining external funding and addressing high-impact research 
and policy initiatives on the national and international levels?  

 Could the new core work processes of producing graduates to 
society or educational institutions be minimized without 
compromising quality and standards of the production? 
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 How many existing staff members were there within each academic or 

service unit at SWU’s Faculty of Education before reengineering?  What 

did they like in terms of personal characteristics, knowledge, and skills?  

 Prior to restructuring, how was the distribution of faculty workload like? 

Were there some faculty members underutilized? 

 How many teaching and support staff should have within a new 

restructuring academic or service unit to optimize the FOE’s resources? 

 How should staff members’ required personal characteristics, knowledge 

and skills for creating conditions that facilitate the development of 

teaching, research and services in each redesigned work process linked 

to the FOE’s new organizational structure? 
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 The primary purposes of this research study were to:  

◦ explored and examined the new organizational structure 

and work processes of the FOE which were effectively 

redesigned to better fit to the face of Faculty problems,  

◦ explored faculty and staff members’ required knowledge, 

personal characteristics and professional skills in 

performing their work linked to the new organizational 

structure effectively, and 

◦ described the reengineering process (redesigning and 
reorganizing the FOE’s structure and work processes) based 
on the empirical data gathering from all involved parties  
(e.g., students, alumni, faculty and staff members, the 

Faculty and University administrators, and experts).  
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The significance of this study was 3-fold.  

 Firstly, it provided information needed by decision-makers and 

decision-making groups, such as the Dean and Administrative 

Board of SWU’s Faculty of Education, the SWU’s President and 

Administrative Board, and the SWU Council.  

 Secondly, it  helped to understand educational restructuring and to 

facilitate organizational learning of faculty and staff members in 

SWU Faculty of Education.  

 Finally, it made a contribution to research in educational 

reengineering by highlighting the human dimension of educational 

change.  
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A series of 6 possible rationale are used for the considerations of 

redesigning structures and work processes.  
 

 Clarity = how well the proposed organizational structures and 

work processes could clearly identify the roles and 

responsibilities of all staff members within a particular unit.  

 Viability = how well they could strengthen the disciplinary 

program clusters and reflect long-term programmatic needs of 

the students and external demands.  

 Efficiency = how well they could enhance the efficiency of 

the present teaching, research, and service missions without 

compromising quality.  
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 Coordination =  how well they could enhance synergies 

among academic programs and opportunities for 

interdisciplinary activities and interaction with funding 

agencies. 

 Competiveness = how well they could become more 

competitive to the challenges of the environment and could 

obtain external funding and address high-impact research 

and policy initiatives on the national and international levels. 

 Responsiveness = how well they could increase flexibility 

and responsiveness to external demands/constrains and 
correspond to the University and FOE’ s strategic plans.  
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Figure 2: Research Conceptual Framework 
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Research Design 
 This research study was designed by using qualitative and 

quantitative methods to ensure depth, scope, and dependability of 
findings.  
◦ Using documentary analysis to gather verbal and nonverbal relevant 

document data on program content redundancies, enrollment patterns, the 
preference of preexisting high schools’ students and satisfaction of current 
students.  

◦ Using quantitative questionnaire surveys to collect information on the 
stakeholders’ attitudes towards current programs and opinions about 
renewal programs represented by each proposed disciplinary program 
cluster.  

◦ Using narrative scenarios for building a baseline or initial proposed models 
of the FOE’s new structure and work processes from the most influence of 
key drivers of change (e.g., experts and SWU’s policy makers).  

◦ Using focus group and in-person interviews to engage a sample of key 
stakeholders to judge proposed models of the FOE’s new structure and 
core work processes based on the 6 rationales for considerations. 
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Target population/participant Sampling  
technique 

Sample 

Educational service recipients  
   - 12th-grade students   
   - Teachers   
   - Principals & superintendents    
   - Current students  
   - Alumni 

Stratified 
random 

 
    1,160 
       580 
       464 
       650 
         10 

Educational service providers* 

   - Teaching staff    
   - Support staff 

Stratified 
random 

 

 
       246 
       100 

Experts and policy makers 
   - Experts in Thailand & abroad 
   - CEO in the MOE**  

   - SWU high-ranking administrators 

Purposeful or 
purposive 

 
        11 
          5 
          2 

Note: * Including teaching and support staffs working at SWU 3 lab schools 
         * * Chief executive officers in the Ministry of Education of Thailand 

 Research sample/participants 
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 Instrument for Data Collection 
◦ Checklists and Likert-type scale questionnaires composed of 

closed and open-ended 40 questions were used in surveys of 
programs and the proposed models of new organizational 
structure and work processes preferences and expectations.  

◦ Interview guidelines for experts and high-ranking administrators 
of SWU and the Ministry of Education of Thailand consisted of 5 
major areas related to academic, administrative, financial, socio-
political, and organizational restructuring aspects.  

◦ Focus group discussion guidelines for teaching and support staff 
members and represented alumni were developed focusing on 
their expectations, responsibilities, observation of the existing 
practices, students' enrolment status, expected enrolment in the 
new FOE’s structure and resources needed for implementing the 
new FOE’s structure. 

◦ Documentary checklists and worksheets for identifying and 
assessing documents, records and files of potential uses in 
reengineering the organizational structures and core work 
processes. 
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 Validity and Reliability of the Instruments 

◦ Validity: Six experts from the 3 departments (e.g., educational 
measurement and research, educational administration, curriculum and 
instruction) at SWU reviewed and validated all research instruments in 
terms of content redundancy, relevance and clarity. After examining, the 
instruments were made some corrections according to the precision of 
items and ambiguity of statement.   

◦ Reliability : The coefficients of internal consistency reliability of the 
questionnaires assessed by Cronbach's alpha were within the range of 
0.62 to 0.78. These values indicated rather satisfied reliability of the 
instruments employed in this research study. 

 Data Analysis Procedures 

◦ Qualitative data were interpreted and organized using both inductive and 

deductive content analyses to produce relevant, meaningful, and 

significant emerging findings in a body of the identified patterns. 

◦ Quantitative data were analyzed using frequency counts, percentages, 

histograms, pie charts, trend lines, and descriptive statistics (e.g., means 

and standard deviations).   
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Findings of Documentary Analysis 

 There was substantial overlap of 
course content between the 
disciplines, especially graduate 
courses offered by 2 academic 
units—Division of Higher 
Education and Department of 
Educational Administration. 

 There was some overlap in the 
course content being covered in 
the areas of educational 
administration and management 
between Adult Education, 
Industrial Education which was 
also offered by the 2 academic 
units as cited above.   

 Some department/division 
offered the 1st year curriculum 
having the fragmentation 
structure of knowledge.   

 Some undergraduate and 
graduate students were rarely 
adaptable to new ideas and 
responsive to new conditions 
and challenges.  

 They also seldom related specific 
education topics to other topics.  

 Some of them could not explain 
or communicate their ideas 
effectively to diverse groups of 
audience.  
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Questionnaire Survey Results  

 Secondary Education-majors in 

English teaching, Math  teaching, 

and Science teaching, Early 

Childhood Education, and 

Educational Technology offered by 

the SWU’s Faculty of Education 

were rated as top-5 popular 

programs based on revealed 

preferences of the 12th-graders 

who aspire to become teachers.  

 While Educational Administration 
was the most popular graduate 
program, Adult Education, Higher 
Education, and Industrial 
Education were the 3 low-ranked 
graduate programs ranked by 
prospective graduate students.  

 There are a majority of primary 
and secondary school teachers 
and administrators, especially 
those working in suburb areas 
of Bangkok who want to study 
at SWU’s Faculty of Education 
through online distance 
education/hybrid learning.  

 The majority (about 76%) of 
the faculties responding to the 
questionnaire selected the 
proposed structural model  
which focused on changes in 
the status of department as a 
current academic unit to  
disciplinary program cluster. 
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Focus Group Findings 

 Many faculty and staff members 
expressed concerns related to their 
workloads, especially the perceived 
inequity in workloads between smaller 
and larger departments. Some of them 
concerns related to numbers of majors 
or advisees served, or the demands of 
program-specific accreditation and 
approval processes.  

 They expressed strong feelings about 
the importance of maintaining program 
identity and autonomy and also 
acknowledged that collaboration 
among programs could lead to new and 
innovative opportunities for faculty and 
for students.  

 They agreed that there was a critical 
need for restructuring, merging, or 
changing the status of departments as 
academic units of the FOE.  

 

 They agreed that they needed further 
discussion about  the distinction 
between program coordinators and 
department heads and the size of 
programs and departments.  

 They recognized that faculty 
members may teach courses in more 
than one program, but they were 
unclear about who might evaluate in 
a restructured program cluster.  

 They agreed that 2 broad areas of 
specialization seem to make sense 
for the FOE— teacher education and 
the professional programs. 

 They recognized that there were 4  
departments within the FOE having 
less than 5 faculty members and one 
chair. Some faculty have teaching 
loads less than 6 ICH. And they 
agreed that chair compensation was 
an issue for them. 

11/11/54 

Institutional research paper 
presented at the AAIR            
(2011 Annual Forum) 22 



Focus Group Findings (Continued) 

 Some faculty members wanted to 
preserve all current programs, 
faculty, and staff. They did not want 
to “get rid of” any programs, 
departments, or people.  

 Some department/division heads and 
faculty members expressed concerns 
related to the specific accreditation 
requirements that affect the current 
programs within the department  
responsible for after changes the 
status of the departments.  

 However, they agreed that it would 
have been good to share expertise, 
interact, and get to know others’ 
programs and ideas.  
 

 Some of them agreed that there 
was potential for growth through 
collaboration among programs.  

 They mentioned issues that 
seemed to arise from conflicting 
personalities or paradigms within 
their area or the FOE. They felt 
uncomfortable for working among 
those who did not “get along well. 

 They agreed that department chair 
compensation would be an issue in 
the FOE if departments grow larger 
or they restructure into 2-3 broad 
areas.  
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Scenario Building Results 

 Experts suggested that the FOE’s 
current structure would be 
restructured from more traditional  
ways of dividing its overall work such 
as bureaucratic functional or 
divisional structures to more 
integrative and responsive forms 
such as matrix or network structures 
to support the expected growth of 
becoming an international leading 
institution for preparing teachers and 
professional educators.  

 They agreed that the FOE’s new 
organizational structure should 
center on the creation of teaching 
and learning community teams 
rather than traditional subject 
departments and hierarchical 
management structures.  

 They perceived need to change the 

present curriculum to adapt to the 

future system through thinking in 

disciplinary depth (vertical thinking) 

as well as and across disciplines 

(lateral thinking).  

 They suggested that the FOE should 

integrate traditionally disparate 

subject disciplines to provide a 

holistic learning experience through 

teachers facilitating learning across a 

range of disciplines. 

 They expected that there would be a 
strong demand for more field-based 
graduate program content in both 
research and coursework, while 
field-based activities (research and 
supervision) must be provided to 
faculty in greater measure than in the 
past. 
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Scenario Building Results (Continued) 

 Experts perceived need to rethink about 
the FOE’s operational processes that led 
to improvements in its productivity (in 
terms of numbers and quality of 
graduates) and building cross- 
functional teams within the FOE’s 
functional hierarchies.  

 According to the experts’ perceptions, 
the FOE needed to become more 
student-focused or customer-driven in 
its external relations and process-
focused and team-oriented in its 
internal operations if it wanted to 
achieve its renewed mission.  

 In addition, the renewed core work 
processes of the FOE should be more 
internationalized bringing the FOE 
system to the Thai teacher education 
systems as well as to the regional or 
international standards. 

 All staff members needed to have 
excellent communication  
(language and IT) as well as 
interpersonal and customer-
service skills. They also needed to 
have good organizational and time 
management skills.   

 In addition, the faculty members 
needed to have good teaching 
skills, especially those that enable 
students to learn the capacity for 
self-direction, knowing how to 
learn, the ability to work in teams 
and research skills.  

 The faculty staff needed to be 
conscious of the need to balance 
between time spent on teaching, 
research and administrative 
responsibilities of the University 
and FOE.   
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The SWU Faculty of Education's a renewed vision and mission are: 

 Renewed vision 
◦ Faculty of Education, Srinkharinwirot University (SWU) will be one of the 

international leading institutions for preparing teachers and professional 
educators on a basis of virtue and teaching innovation and research. 

 Renewed Mission 
◦ To generate personnel development with quality and virtue of being a spiritual 

teacher for society through the self-directed learning process.   

◦ To build cultures of quality and learning process in the FOE leading to the 
development of theoretical and practical wisdom in professional teaching 
practice.  

◦ To create quality, beneficial and sustainable educational research and 
innovation for national and international society.  

◦ To be leaders in the preparation of teachers, preschool through secondary 
education, by using the latest advances in educational innovation and research; 
and to prepare professional educators at the doctoral level who will assume 
positions as faculty members, as school administrators, and as policy makers at 
the national and international level. 
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Research Findings (Continued) 

Curriculum Restructuring 
 Creation of unique course 

combinations—Administration/ 
Management & Policy Study where 
faculty members from 4 academic 
units— Educational Administration, 
Adult Education, Higher Education, 
and Industrial Education worked 
together. 

 Next year, there will be changes in 
the status of the 4 academic units 
from departments/divisions to the 
1st disciplinary program cluster 
which focuses on Educational 
administration/management  and 
policy study.  

 This merger  is also expected to 
help the FOE optimize resources, be 
more competitive in obtaining 
external funding and address high-
impact research and policy 
initiatives on the national level.  

Figure 3: Educational Administration/                
Management & Policy Study Program Cluster 
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Research Findings (Continued) 

Figure 4: Research & Human Potential                 
Development Program Cluster 

Curriculum Restructuring 
 Creation of unique core courses—

Research & Human Potential 
Development where faculty members 
from 3 departments— Educational 
Measurement & Research, Educational 
Guidance & Psychology, and Special 
Education worked together. 

 Next year, there will be changes in the 
status of the 3 departments to the 2nd 
disciplinary program cluster which 
focuses on research and development 
of human potentials.  

 By combining the 3 departments into 
one department, it is expected to 
strengthen faculty capacity in shared 
specializations, enhance students’ 
educational experience and create 
conditions that would foster 
collaborative work on funded research. 
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Curriculum Restructuring 

 Creation of core courses—Educational 

Innovation & Learning Management 

where faculty members from 1 

department—Educational Technology and 

3 divisions—Early Childhood Education, 

Primary Education, and Secondary 

Education collaboratively work. 

 Next year, there will be changes in the 

status of the 1 department and 3 

divisions as cited above to the 3nd 

disciplinary program cluster which mainly 

focuses on educational innovation and 

learning management.  

 The merger will enable the 4 academic 

units to share the FOE resources as well 

as eliminate some structural impediments 

to interdepartmental teaching and 

research.   

Figure 5: Educational Innovation & Learning 
Management Program Cluster 
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Figure 6: Network  of Teacher Education Programs 
at  SWU Faculty of Education 

Teacher Education Program 
Restructuring 

 The FOE at SWU redesigned its core 
work process of pre-service teacher 
training to give tighter linkage and 
coordination among 5 faculties 
which were responsible for teaching 
each subject area. While the FOE 
was responsible for teaching 
pedagogical content area and 
training teacher students as 
presercice teachers at the 3 
University lab schools.     

 The bridging disciplines academic 
programs among 6 faculties at SWU 
allow undergraduates in Teacher 
Education programs to earn an 
interdisciplinary degree through a 
course of study that integrates 
courseworks, action research, and 
internship pedagogical 
experiences. 
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Figure 7: The new organizational structure in the 
functional matrix form of SWU Faculty of Education  

31 



Figure 8: The lines of command and communication/cooperation in the SWU’s 
Faculty of Education the functional matrix structure   
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Numbers and Qualification of Teaching and Support Staff 
 Educational Administration/Management & Policy Study Program  

Cluster 

◦ Having 19 teaching staff with a Ph.D. in K-12 School Administration, 
Higher Education, Vocational Administration, Adult, Non-formal or 
Lifelong Education, Human Resource Development, and Policy Study and 
other related areas.  

◦ Having the average teaching load about 10 credit hour (CT).  

◦ Having excellent teaching, research, language, and IT skills, as well as 
experiences of educational administration and management in public 
and/or private sectors at least 3-5 years. 

 Research & Human Potential Development Program Cluster  

◦ Having 20 teaching staff with a Ph.D. in Educational Assessment, 
Research, & Evaluation, Educational Guidance, Psychology, & Counseling, 
and Special Education and other related areas.  

◦ Having the average teaching load about 13 CT.  

◦ Having excellent teaching, research, language, and IT skills, as well as 
clinical experiences of school guidance counselors, school teachers for 
gifted or special needed students in public and/or private sectors or 
measurement experts at an educational institution at least 3-5 years. 
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 Educational Innovation & Learning Management Program Cluster  

◦ Having 23 teaching staff with a Ph.D. in Curriculum & Instruction, Educational 
Technology, Teacher Education, Secondary Education, Primary Education, and 
Early Childhood Education and other related areas . 

◦ Having the average teaching load about 10 CT/faculty.  

◦ Having excellent teaching, research, language, and IT skills, as well as at least 
3-5 year experience of school technology specialists, K-12 school teachers in 
public and/or private sectors. 

 SWU Teacher Education Network Center 
◦ Having 12 teaching staff with a Ph.D. in Curriculum & Instruction, Teacher 

Education, Secondary Education, Primary Education, and Early Childhood Education 
and other related areas.  

◦ Having the average teaching load about 8 CT/faculty.  

◦ Having excellent communication and pedagogical skills and more than 5 years of 
experience in practicing pre-service teachers at any one of SWU laboratory schools 
or other practice sites.  

 Office of Administrative Affairs  

◦ Having 1 secretary  and 29 support staff members. 

◦ Be distributed to help faculty’s administrative tasks within each program 
cluster and administrative office.  

◦ Having good interpersonal, customer-service, communication, language,       
and IT skills.  
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 By using the functional matrix form, the FOE’s new organizational structure will 

make faculty staff’s specialized, knowledge and professional skills available to all 

disciplinary program clusters. It also helps foster increased communication  and 

coordination among faculty members throughout the FOE. Moreover, it can adapt 

to environment changes, especially during scare resources by shifting emphasis 

between project (research/community service project) and functional (producing 

graduates) aspects (see Figure 7) (Cummings & Worley, 2009; Daft, 2007).  

  In the FOE’s new form of organizational structure, each program cluster chair as 

functional program manager can retain most of the power, resources and control 

over the work. The role ambiguity, stress, and conflicts among chair and faculty 

members within each program cluster will not be increased because the program 

cluster chair can carry out an administrative or coordinating role to get things 

done (see Figure 8) (Galbraith, Downey, & Kates, 2002). 

 In order to make the new structure effectively work, faculty and support staff 
members need interpersonal, communication and conflict management skills.   
The FOE’s administrators should create training workshops to foster these 
required skills (Cummings & Worley, 2009).    
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 The FOE administrators should provide opportunities for staff members to 
voice their concerns, ask questions, and obtain counseling if necessary. In 
addition, they should not create a climate of fear or protection of their 
function or department. Participation of staff members in considering the 
entire reengineering process can helps allay the fear and defensiveness 
(Cummings & Worley, 2009) 

 They should also motivate faculty staff members through an incentive system 
or reward program to facilitate reengineering efforts and smoothing the 
insertion of new work processes in the FOE workplace (Cummings & Worley, 
2009; Feltes & Karuppan, 1995).  

 During the implementation of reengineering plan, all staff members should 
be reminded consistently through a variety of media that reengineering 
activities are part of a plan to improve the FOE’s performance.  

 There was a need for further study into the organizational culture of FOE at 
SWU and the reengineering activities. Specifically, the application of 
quantitative and qualitative data collection methods in current academic and 
service units to investigate how learning organization beliefs and values 
influence the organization reengineering efforts. 
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