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 University autonomy reforms reshape governance structures and 
administrative systems, yet their implications for non-academic staff 
performance remain underexamined. Existing studies often interpret 
employee performance through individual constructs such as motivation, 
engagement, or job satisfaction, providing limited insight into how 
organizational systems shape everyday work. This study investigates how 
non-academic staff perceived factors influencing their performance during 
the transition of Universitas Brawijaya to a legal-entity public university 
(PTN-BH). Using inductive thematic analysis of open-ended survey 
responses from 114 administrative staff, the study identifies four interrelated 
domains shaping performance: structural job demands, organizational 
resources, development mechanisms, and institutional reinforcement. 
Administrative burden and procedural complexity constrain performance 
capacity, while leadership support, collegial environments, and 
infrastructure buffer these pressures. Staff-defined development priorities 
support organizational learning, and institutional reinforcement sustains 
long-term engagement. The study proposes a systemic theory of staff 
performance, showing that performance emerges from the alignment of 
governance structures, organizational resources, and institutional support 
systems in reforming universities. 
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 ABSTRAK 

Reformasi otonomi universitas mengubah struktur tata kelola dan sistem 
administrasi, namun implikasinya terhadap kinerja tenaga kependidikan 
relatif kurang diteliti. Penelitian sebelumnya menafsirkan kinerja pegawai 
melalui konstruk individual, sehingga membatasi pemahaman bagaimana 
sistem organisasi membentuk praktik kerja sehari-hari. Penelitian ini 
mengkaji bagaimana tenaga kependidikan memandang faktor-faktor yang 
memengaruhi kinerja mereka selama transisi Universitas Brawijaya menjadi 
PTN-BH. Melalui analisis tematik induktif terhadap respons survei terbuka 
114 tenaga administrasi, menghasilkan empat domain yang saling berkaitan 
dalam membentuk kinerja, yaitu tuntutan kerja struktural, sumber daya 
organisasi, mekanisme pengembangan, dan penguatan institusional. Beban 
administrasi dan kompleksitas prosedural membatasi kapasitas kinerja, 
sementara dukungan kepemimpinan, lingkungan kerja kolegial, dan 
infrastruktur berfungsi sebagai faktor penyangga terhadap tekanan tersebut. 
Prioritas pengembangan yang diidentifikasi oleh staf mendukung proses 
pembelajaran organisasi, sedangkan penguatan institusional menjaga 
keterlibatan dan keberlanjutan kinerja dalam jangka panjang. Penelitian ini 
mengusulkan teori sistemik kinerja staf, yang menunjukkan bahwa kinerja 
muncul dari keselarasan antara struktur tata kelola, sumber daya organisasi, 
dan sistem dukungan institusional dalam universitas yang sedang menjalani 
reformasi. 
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Introduction 

Universities increasingly operate in complex and competitive environments characterized by 
growing expectations for efficiency, accountability, and global competitiveness (Akour & Alenezi, 
2022; Giesenbauer et al., 2020; Jo & Shin, 2025). Within this context, the performance of both academic 
and non-academic staff has become a central determinant of service quality, institutional reputation, 
and organizational sustainability (Camilleri, 2021; Kardoyo et al., 2019; Nga et al., 2025). Staff 
performance in higher education generally refers to the effectiveness with which employees carry out 
organizational roles and responsibilities in ways that support institutional goals and service delivery 
(Carpini, 2017; Platania et al., 2024; Rathnaweera & Jayatilake, 2020). Empirical research shows that 
staff performance is influenced by a combination of motivational, organizational, and retention-
related factors, and that weaknesses in these areas may hinder the achievement of institutional 
objectives (Iddrisu, 2023; Iddrisu & Mohammed, 2024, 2025). Systematic reviews further highlight 
that working conditions, leadership quality, and opportunities for professional development play a 
decisive role in shaping employee satisfaction, retention, and performance, underscoring the strategic 
importance of human resource management in universities (Iddrisu, 2023; Mather & Bam, 2025; 
Schneider & Bichsel, 2025; Stephen, 2024). 

Alongside these organizational factors, a growing body of research emphasizes the 
importance of employee well-being and the work environment in shaping performance outcomes 

within universities (Corpuz, 2023; Hammoudi Halat et al., 2023; Mohamad & Abiddin, 2024). 
Qualitative studies conducted in the United Kingdom and other higher education systems reveal that 
heavy workloads, administrative burdens, and limited institutional resources often contribute to 
stress and burnout among university staff. At the same time, collegial relationships, supportive 
leadership, and adequate infrastructure are associated with improved effectiveness and 
psychological well-being (Douglas et al., 2025). Research examining hybrid and post-pandemic 
working arrangements also highlights the importance of social connection, recognition, and work–
life balance in maintaining employee engagement and productivity (Loncar et al., 2025; Marozva & 
Pelser, 2025; Stephen, 2024). Collectively, these findings suggest that staff performance emerges from 
the interaction of organizational structures, psychosocial conditions, and material resources. 

These dynamics become particularly salient in higher education systems undergoing 
institutional reform. One notable example is Indonesia’s transition toward legal-entity state 
universities (Perguruan Tinggi Negeri Badan Hukum, PTN-BH), which grants universities expanded 
autonomy over academic, financial, and human resource management. While this governance model 
aims to enhance institutional flexibility and competitiveness, it simultaneously introduces new 
managerial demands and heightened expectations for organizational performance. Critical 
perspectives argue that PTN-BH reforms reflect broader processes of privatization and marketization 
within higher education, which reshape internal power relations, funding structures, and the 
distribution of institutional risks among university actors (Rahmatia et al., 2025; Rohmah et al., 2024). 
Within this changing governance landscape, non-academic staff play a crucial role in translating 
policies into operational practices, maintaining administrative continuity, and ensuring the effective 
functioning of complex institutional systems. 

Universitas Brawijaya (UB) represents an important case within this transformation. The 
university was formally designated as a PTN-BH through Government Regulation No. 108 of 2021, 
initiating substantial changes in governance arrangements, financial management, and 
organizational structures. Previous research on UB’s institutional transition has primarily focused on 
financial management and budgeting strategies during the transformation process (Azis, 2021). 
However, limited attention has been directed toward how non-academic staff experience these 
reforms in their daily work practices. There remains little empirical evidence on how administrative 
personnel perceive the organizational factors that hinder or support their performance within the 



 Indonesian Psychological Research  Vol. 8, No. 2, July 2026         113 

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License. (CC BY SA) 

PTN-BH governance framework. This gap is significant because non-academic staff play a central 
role in sustaining operational stability and implementing institutional reforms within universities. 

Existing scholarship identifies several organizational factors that may shape staff performance 
in higher education institutions. Research highlights leadership, organizational culture, and 
innovation capacity as important drivers of employee engagement and performance. Studies 
conducted in Indonesian PTN-BH universities show that participative leadership and supportive 
organizational cultures can foster innovation, strengthen organizational commitment, and improve 
institutional outcomes (Riza et al., 2025). More broadly, research in public sector organizations 
demonstrates that leadership styles influence organizational effectiveness through mechanisms such 

as employee motivation, engagement, and trust (Backhaus & Vogel, 2022; Hameduddin & 
Engbers, 2022; Jafri et al., 2025; Sokolic et al., 2024). In addition, transparent communication, 

employee voice, and organizational trust have been shown to mediate the relationship between 
organizational culture and performance outcomes (Iddrisu & Mohammed, 2024). 

Another body of research highlights the role of professional development systems, reward 
structures, and career opportunities in sustaining staff performance. International studies of 
university employees emphasize the importance of manageable workloads, equitable compensation, 
recognition, promotion opportunities, and access to training programs in promoting job satisfaction 

and retention (Hameduddin & Engbers, 2022; Kinman & Wray, 2020; Mather & Bam, 2025; 
Stephen, 2024; Szromek et al., 2020). Human resource analytics in higher education also indicate 
that perceived organizational support, career growth opportunities, and flexible work arrangements 
are critical factors influencing employee productivity and commitment (Hashmi et al., 2023; Oh et al., 
2017; Schneider & Bichsel, 2025; Stephen, 2024). Together, these studies outline a range of 
organizational strategies that universities can adopt to enhance staff performance. 

Despite these advances, several research gaps remain. First, much of the existing literature 
focuses primarily on academic staff, often treating university personnel as a homogeneous group. As 
a result, relatively little attention has been paid to the experiences of administrative professionals who 

perform essential operational functions within universities (Avenali et al., 2022; Baltaru, 2019; de 
Jong & del Junco, 2024; Veles et al., 2023). Second, studies examining Indonesian PTN-BH 
institutions have largely concentrated on macro-level issues such as governance structures, financial 
systems, and policy frameworks, while providing limited insights into how institutional reforms are 
experienced by employees at the operational level (Hasibuan et al., 2025; Indra et al., 2020; Rahmatia 
et al., 2025). Third, most previous studies rely on structured surveys and variable-based models, 
which may limit the ability of staff to articulate their experiences and expectations in their own terms. 
Consequently, relatively few studies employ inductive qualitative approaches that explore how 
employees interpret organizational conditions that influence their performance during periods of 
institutional transformation (Nga et al., 2025). 

To address these gaps, this study employs reflexive thematic analysis to examine open-ended 
survey responses from non-academic staff at UB. This methodological approach emphasizes 
researcher reflexivity, iterative coding, and interpretive engagement with patterns of meaning in 

qualitative data rather than simple frequency-based categorization (Braun & Clarke, 2021a, 2021b, 
2022; Byrne, 2022). The analysis focuses on four interconnected domains: perceived hindrances to 
performance, organizational factors that support performance, areas requiring development, and 
expectations regarding institutional support following the PTN-BH transition. By examining staff 
narratives, this study provides grounded and context-sensitive insights into how organizational 
conditions shape employee performance during institutional reform. 

This study pursues three main objectives. First, it maps the organizational, resource, 
leadership, and human capital factors perceived by non-academic staff to influence performance in a 
newly autonomous university. Second, it identifies development priorities articulated by staff that 
may inform institutional human resource strategies, including training programs, digital integration, 
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and workflow redesign. Third, it examines employee expectations regarding institutional support, 
including compensation systems, governance transparency, and work–life balance policies in the 
PTN-BH context. These findings contribute both practical insights for institutional policy and 
conceptual insights into the organizational determinants of staff performance. 

Although this research was not initially guided by a predefined theoretical framework, it 
followed an exploratory and inductive orientation consistent with qualitative descriptive research 
(Kuczynski & Daly, 2003; Liu, 2016; Naeem et al., 2023). As the analysis progressed, recurring patterns 
in staff narratives indicated that employee performance could not be adequately explained by isolated 
individual factors. Instead, performance appeared to emerge from the interaction of organizational 
demands, available resources, development mechanisms, and institutional systems. 

Building on this insight, the study develops an analytical framework that conceptualizes staff 
performance as an emergent outcome of system-level organizational conditions (Braun & Clarke, 
2022; Byrne, 2022). This perspective aligns with contemporary organizational and higher education 
research emphasizing that employee performance is shaped by the interaction between governance 

structures, institutional policies, and everyday work practices (Iddrisu, 2023; Jo & Shin, 2025). In 
reform contexts, performance outcomes are therefore closely linked to how institutional 
arrangements are implemented and experienced within daily administrative processes (Kloutsiniotis 
& Mihail, 2020; Rahmatia et al., 2025; Sørlie et al., 2022; Woelert, 2023). 

Although the framework emerged inductively from the data, it resonates with established 
theoretical perspectives. The distinction between performance barriers and organizational supports 
reflects the logic of the Job Demands–Resources (JD–R) model, which conceptualizes work outcomes 
as the result of the interaction between demands that deplete employee capacity and resources that 

facilitate goal achievement and well-being (Alif et al., 2024; Corpuz, 2023; Kinman & Wray, 2020). 
Furthermore, the prominence of bureaucratic complexity and regulatory ambiguity within staff 
narratives aligns with administrative burden theory, which examines how procedural demands and 
cognitive costs influence public sector performance (Benish et al., 2024; Woelert, 2023). By integrating 
these perspectives, the present study proposes a systemic framework linking structural job demands, 
organizational resources, development mechanisms, and institutional reinforcement to explain staff 
performance in universities undergoing governance transformation. 

Method 

This study adopted a qualitative descriptive research design to explore non-academic staff 
perceptions regarding factors that hinder and support employee performance, areas requiring 
organizational development, and expectations for institutional support following the transition of UB 
to PTN-BH. Qualitative descriptive approach is appropriate when the objective is to generate a 
detailed, practice-oriented understanding of organizational phenomena while remaining close to 
participants’ own language and meanings (Hahn et al., 2024; Kim et al., 2016; Lim, 2025). In line with 
this objective, the study utilized an inductive descriptive thematic analysis to identify patterns of 

meaning emerging from textual data (Braun & Clarke, 2021a, 2022; Byrne, 2022). 
The data analyzed were derived from an anonymized institutional survey administered to 114 

non-academic staff at UB following the PTN-BH transition. Respondents were drawn from 
administrative units across the university, including academic administration, financial management, 
student services, and general institutional support units. The dataset included information on 
employment status and years of service, while demographic variables such as gender and age were 
not collected because the survey was conducted anonymously.  

In terms of employment status, 39.8% of respondents were civil servants (PNS) and 60.2% 
were non‑civil servant employees (Non‑PNS). The distribution of years of service indicates varying 
levels of institutional experience among participants: 1–5 years (6.0%), 5.1–10 years (25.3%), 10.1–15 
years (28.9%), 15.1–20 years (7.2%), and more than 20 years (32.5%). The distribution of years of 
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service also shows that a substantial proportion of respondents had more than ten years of work 
experience, suggesting that many participants possessed extensive institutional knowledge and 
long‑term exposure to administrative systems within the university. These respondents represent 
administrative personnel who are directly involved in implementing institutional policies and 
managing daily operational processes within the university.  

The dataset consisted of open-ended responses organized in a spreadsheet format, with each 
row representing an individual respondent and four columns capturing perceptions of performance 
hindrances, supportive factors, development needs, and expected institutional support post-PTNBH. 
Open-ended survey data enable employees to articulate experiences, constraints, and expectations in 
their own terms and are increasingly recognized as a robust qualitative data source in large and 
complex organizations such as universities (Naeem et al., 2023). All available responses were 
included to maximize the diversity of organizational perspectives and to reflect the breadth of 
employee experiences across units. The dataset comprised responses from 114 non-academic staff 
members, representing a relatively large corpus for qualitative survey research based on open-ended 
responses. Such sample sizes enable the capture of diverse organizational perspectives and 
strengthen the identification of recurring thematic patterns across administrative contexts (Hahn et 
al., 2024; Naeem et al., 2023). 

 
Figure 1. Inductive descriptive thematic analysis workflow applied to open-ended survey responses on non-academic 

staff performance at UB. 

Data analysis followed an inductive descriptive thematic analysis informed by Braun and 
Clarke’s six-phase framework and subsequent refinements in reflexive and survey-based thematic 
analysis (Braun & Clarke, 2021a; Byrne, 2022). The analysis began with repeated reading of all 
responses to achieve familiarization with the dataset and to identify preliminary patterns related to 
employee performance, organizational hindrances, and institutional supports. Descriptive codes 
were then assigned to meaningful segments of text representing explicit ideas expressed by 
respondents. Coding was conducted manually using spreadsheet software to enable close 
engagement with the data and to maintain transparency through a clear audit trail, a practice 
recognized as methodologically appropriate for qualitative survey research (Hahn et al., 2024). 

Codes were iteratively compared and grouped into broader categories corresponding to the 
four analytic domains, which were subsequently consolidated into higher-order themes. Cross-
domain analysis was conducted to examine the relationships among hindrances, supportive factors, 
development areas, and expected institutional supports, enabling the identification of systemic 
patterns shaping employee performance. This relational approach aligns with contemporary 
guidance that emphasizes exploring interconnections among themes rather than treating them as 
isolated findings (Ahmed et al., 2025; Naeem et al., 2023). Consistent with reflexive thematic analysis, 
the study emphasized interpretive engagement with the data rather than mechanical inter-coder 
reliability metrics (Braun & Clarke, 2022; Byrne, 2022). Final themes were reported narratively and 
supported by verbatim quotations to preserve the authenticity of participants’ perspectives. 



116      Ilhamuddin et al., Mapping Organizational Drivers of Non-Academic Staff Performance… 

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License. (CC BY SA) 

Ethical considerations were addressed through the exclusive use of de-identified institutional 
data and the reporting of findings at an aggregated thematic level. This approach is consistent with 
recent ethical guidance for organizational qualitative research, particularly in contexts where 
employees may express critical views regarding governance and leadership (Phillips et al., 2017; 
Pietilä et al., 2020; Scheytt & Pflüger, 2024). The reporting of methods and findings was guided by the 
Consolidated Criteria for Reporting Qualitative Research, adapted to the survey-based design of the 
study to enhance transparency and methodological rigor (Cavalcanti, 2017; Tong et al., 2007). 

Results 

Overview of Emergent Themes 

The inductive descriptive thematic analysis of open-ended responses from non-academic staff 
produced five themes for each of the four guiding questions: factors hindering performance, factors 
supporting performance, areas for organizational development, and expected institutional support 
following the PTN-BH transition. These domains are interconnected and collectively illustrate how 
organizational structures, resources, leadership practices, and institutional policies shape the 
performance of non-academic staff. The themes reflect not only immediate operational challenges but 
also broader organizational conditions influencing how staff interpret and perform their roles within 
the university. 

Hindering Factors of Non-academic Staff Performance 

Bureaucratic inefficiency and administrative burden. This theme captures respondents’ 
perceptions of bureaucratic inefficiency and excessive administrative workload as major constraints 
on employee performance at UB. Participants reported frustration with convoluted procedures, 
redundant administrative tasks, and slow decision-making processes that divert time and attention 
away from their core responsibilities. The rigidity and complexity of existing administrative systems 
were perceived as substantial barriers to effective and efficient work, frequently resulting in delays, 
duplication of effort, and reduced overall productivity. In short, administrative inefficiency and 
overly bureaucratic procedures were seen as obstructing performance by generating unnecessary 
delays, repetitive tasks, and disrupted workflows. Numerous respondents explicitly described the 
challenges posed by these bureaucratic and administrative burdens. The following quotes illustrate 
these concerns and reflect a widely shared perception that cumbersome processes and extensive 
paperwork significantly impede daily work performance: (1) “Cumbersome bureaucracy often hinders 
work and makes it take longer than it should;” (2) “There is too much administrative work that could actually 
be simplified, yet it still must be done manually;” (3) “Slow decision-making processes at the leadership level 
impede the smooth execution of duties;” (4) “The lack of an integrated digital system causes administrative 
work to become repetitive.”” 

Limited resources and infrastructure constraints. This theme reflects respondents’ concerns about 
insufficient resources and inadequate infrastructure that constrain their ability to perform effectively. 
Employees reported a lack of essential facilities, outdated equipment, and limited access to critical 
tools required to fulfil their responsibilities. These resource constraints not only undermine the 
quality and timeliness of their work but also generate inefficiencies and frustration, making it difficult 
to sustain optimal levels of performance. Inadequate resources and obsolete infrastructure thus 
impede effective job performance by restricting access to the tools and facilities necessary for carrying 
out daily tasks. The following quotations exemplify how these limitations are perceived as substantial 
obstacles to maintaining and enhancing employee performance: (1) "The available work facilities are still 
inadequate to support daily tasks;" (2) "Work equipment is frequently outdated and not upgraded, making the 
work difficult;" (3) "Access to supporting resources such as software or IT devices is still limited." 

Human resource limitations and workload imbalance. This theme highlights issues related to 
insufficient human resources and imbalanced workload distribution, which respondents identified 
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as significant barriers to achieving optimal performance. Participants emphasized that understaffing 
results in excessive workloads for existing personnel, leading to fatigue, reduced efficiency, and 
declining job satisfaction. The absence of adequate staffing support often compels employees to 
assume multiple roles beyond their formal responsibilities, thereby straining their capacity to perform 
effectively and consistently. Several participants noted that limited staffing levels and 
disproportionate task allocation substantially undermine their ability to work efficiently. The 
following quotations illustrate how these human resource challenges are experienced in day-to-day 
work and how they contribute to employee overload, diminished efficiency, and reduced job 
satisfaction: (1) "The inadequate number of staff makes the workload extremely heavy;" (2) "Often having to 
perform tasks outside of the job description due to a lack of additional personnel;" (3) "The shortage of human 
resources causes work to pile up and not be completed on time." 

Leadership and communication gaps. This theme reflects employees’ concerns regarding 
ineffective leadership and inadequate internal communication as major impediments to workplace 
performance. Respondents reported a lack of clear guidance, inconsistent managerial directives, and 
insufficient feedback from supervisors, all of which generate uncertainty and hinder effective task 
execution. Moreover, the absence of transparent and reciprocal communication channels was 
perceived to weaken employee engagement, exacerbate misunderstandings, and adversely affect 
morale and productivity. A substantial proportion of respondents underscored the negative 
consequences of leadership deficiencies and ineffective communication practices on their daily work. 
The following quotations illustrate these experiences and point to the need for clearer managerial 
direction and more open, structured communication mechanisms to support performance: (1) "The 
lack of clear direction from leadership often leaves us confused in our work;" (2) "Communication between units 
and leadership does not go well, frequently resulting in miscommunication;" (3) "The lack of feedback from 
superiors leaves us not knowing whether our work has met expectations." 

Policy inconsistency and unclear regulations. This theme captures employees’ frustrations with 
inconsistent policies and ambiguous institutional regulations that undermine their work 
performance. Respondents reported that frequent policy changes, the absence of standardized 
operating procedures, and unclear or open-to-interpretation rules generate uncertainty in task 
execution. The lack of clear and consistently applied guidelines was perceived as a critical challenge, 
contributing to inefficiencies, uneven practices across units, and a general sense of instability within 
the work environment. Many respondents explicitly described the negative consequences of policy 
inconsistency and regulatory ambiguity on their daily work. The following quotations illustrate how 
the absence of standardized and transparent policies is experienced as a significant barrier to effective 
performance, as it disrupts workflow, creates confusion, and reduces efficiency in task 
implementation: (1) "Policies frequently change without clear dissemination, leaving us confused as to which 
one to follow;" (2) "There is no standardized SOP, causing workflow methods to vary across different 
departments;" (3) "Existing regulations are often open to multiple interpretations and are not explained in 
detail." 

Supporting Factors of Non-academic Staff Performance 

Supportive work environment and collegiality. This theme illustrates how a positive and 
supportive work environment, marked by collegiality and effective teamwork, contributes to 
enhanced employee performance. Respondents underscored the importance of harmonious 
interpersonal relationships, mutual assistance among colleagues, and an inclusive workplace climate 
that encourages collaboration. Such conditions were perceived as essential for sustaining motivation, 
facilitating knowledge sharing, and enabling teams to achieve shared objectives efficiently. A large 
proportion of respondents recognized the central role of a collegial and supportive work environment 
in improving their performance. The following quotations demonstrate how these social and 
relational factors shape positive workplace experiences and contribute to higher levels of productivity 
through cooperation, mutual respect, and open communication: (1) "Co-workers who help and support 
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one another make the work atmosphere comfortable;" (2) "Good teamwork eases the completion of daily tasks;" 
(3) "A conducive and mutually respectful work environment boosts work morale." 

Leadership support and encouragement. This theme underscores the pivotal role of leadership 
support and encouragement in enhancing employee performance. Respondents indicated that 
leaders who provide clear direction, recognize employee contributions, and deliver constructive 
feedback play a significant role in strengthening motivation and improving work effectiveness. 
Approachable and supportive leadership was perceived as essential for cultivating a positive work 
climate, fostering a sense of empowerment, and enhancing both individual and collective 
performance through acknowledgement and guidance. Several participants emphasized that 
leadership practices characterized by encouragement, recognition, and clarity of direction have a 
positive influence on their work performance. The following quotations illustrate how supportive 
leadership is experienced and valued by employees as a source of motivation and performance 
enhancement: (1) "Support from superiors, both in the form of guidance and appreciation, greatly motivates 
me in my work;" (2) "Leaders who are open and willing to listen make us more enthusiastic in carrying out our 
duties;" (3) "Recognition for work achievements increases self-confidence and productivity." 

Adequate facilities and technological support. This theme addresses the role of adequate facilities 
and technological support as key enablers of employee performance. Respondents emphasized that 
access to modern equipment, reliable information technology infrastructure, and sufficient physical 
workspace substantially enhances their capacity to complete tasks efficiently and accurately. The 
availability of appropriate tools and resources was perceived as fundamental to sustaining high 
standards of work, minimizing operational constraints, and ensuring smooth and uninterrupted 
workflow processes. Many participants identified the provision of adequate facilities and effective 
technological support as important contributors to their performance. The following quotations 
illustrate how the availability of proper resources enhances work efficiency, focus, and overall job 
satisfaction: (1) "Adequate work facilities greatly help in completing tasks quickly and accurately;" (2) "Good 
information technology support eases the execution of administrative work;" (3) "The availability of a 
comfortable workspace allows us to focus better on our work." 

Opportunities for professional development. This theme underscores the importance of 
professional development opportunities in supporting and enhancing employee performance. 
Respondents indicated that access to training programs, workshops, and further education initiatives 
strengthens their competencies, enables them to remain current with evolving professional demands, 
and promotes continuous skill development. Such opportunities were perceived not only to enhance 
individual capabilities but also to increase job satisfaction and support career advancement, which in 
turn positively influences overall work performance. A substantial number of participants 
emphasized the value of ongoing professional development in improving their job performance. The 
following quotations illustrate how access to learning and growth opportunities is experienced as a 
key mechanism for capacity building and sustained performance improvement: (1) "The availability of 
training and workshops helps improve my job competence;" (2) "Opportunities to pursue further education 
greatly support personal development;" (3) "Human resource development programs make me feel more 
confident in executing my duties." 

Institutional recognition and incentives. This theme highlights the role of institutional 
recognition and incentive programs as important mechanisms for supporting employee performance. 
Respondents emphasized that acknowledgment of their contributions—through awards, 
promotions, or performance-based financial incentives—enhances morale, reinforces desired work 
behaviors, and motivates sustained high levels of performance. Such recognition was perceived as a 
powerful driver of job satisfaction and organizational commitment, strengthening employees’ sense 
of value within the institution. Several respondents underscored the positive influence of recognition 
and incentive mechanisms on their motivation and work outcomes. The following quotations 
illustrate how institutional acknowledgment is experienced as essential for fostering an engaged, 
motivated, and productive workforce: (1) "The awarding of recognition for work achievements greatly 
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motivates me to continue performing well;" (2) "The availability of performance incentives makes me more 
enthusiastic in completing tasks;" (3) "Institutional recognition of our contributions increases a sense of pride 
in our work." 

Areas for Development to Improve Non-academic Performance 

Capacity building through continuous training and skill development. This theme emphasizes 
respondents’ views on the importance of continuous training and skill development initiatives for 
improving employee performance. Participants articulated the need for regular and up-to-date 
training programs that are aligned with their specific job functions and designed to strengthen 
technical, managerial, and soft skills. Such structured capacity-building efforts were perceived as 
essential for maintaining professional relevance, adapting to evolving job demands, and enhancing 
overall effectiveness at work. Many respondents identified the establishment of systematic and 
ongoing training programs as a critical area for organizational improvement. The following 
quotations illustrate how employees view capacity-building initiatives as fundamental to 
strengthening their competencies, adaptability, and professional development, thereby supporting 
improved job performance: (1) "There needs to be continuous training to improve job competence;" (2) "The 
development of soft skills such as communication and time management is highly needed;" (3) "Specific training 
programs tailored to each respective area of duty are required." 

Improvement of work facilities and technological infrastructure. This theme underscores the need 
to improve work facilities and upgrade technological infrastructure to support higher levels of 
employee performance. Respondents emphasized the importance of modernizing office equipment, 
strengthening information technology systems, and providing adequate and functional physical 
workspaces. Investment in up-to-date facilities and technology was perceived as essential for 
streamlining work processes, minimizing technical disruptions, and creating a more efficient and 
comfortable working environment. A considerable number of participants highlighted the 
development of work facilities and technological infrastructure as a key priority for organizational 
improvement. The following quotations reflect employees’ perspectives on how infrastructure 
enhancement is critical for increasing productivity and improving the quality of work performance: 
(1) "Work facilities need to be modernized to better support daily activities;" (2) "The development of 
information technology infrastructure is highly important for work efficiency;" (3) "A comfortable and 
standard-compliant workspace will increase productivity." 

Enhancing organizational systems and workflow efficiency. This theme underscores the need to 
develop more efficient organizational systems and streamlined workflows to enhance employee 
performance. Respondents emphasized the importance of simplifying bureaucratic procedures, 
implementing integrated digital systems, and optimizing work processes to minimize redundancy 
and reduce delays. Such improvements were perceived as essential for facilitating smoother 
operations, alleviating administrative burdens, and enabling staff to concentrate more effectively on 
their core responsibilities. Several respondents highlighted that strengthening organizational systems 
and improving workflow efficiency are critical for performance enhancement. The following 
quotations illustrate employees’ perspectives on how process simplification and the adoption of 
integrated systems can positively influence work effectiveness and productivity: (1) "There needs to be 
a simplification of bureaucratic procedures so that work is not hindered;" (2) "A more integrated work system 
will ease coordination between units;" (3) "Administrative processes that are still manual must be digitized to 
be more efficient." 

Strengthening leadership and communication practices. This theme reflects respondents’ calls for 
stronger leadership practices and more effective internal communication as means to enhance 
employee performance. Participants emphasized the need for leaders who are transparent, 
responsive, and proactive in providing clear direction and constructive feedback. They also 
highlighted the importance of establishing open, consistent, and reliable communication channels to 
ensure information clarity, minimize misunderstandings, and foster a more cohesive and 
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collaborative work environment. Many respondents indicated that improving leadership quality and 
internal communication is essential for strengthening work performance. The following quotations 
illustrate how employees perceive these aspects as critical areas requiring development, as effective 
leadership and communication enhance clarity, engagement, and team cohesion, thereby supporting 
improved performance: (1) "There is a need for leaders who are able to provide clear and firm direction;" (2) 
"Internal communication must be improved so that information is not obstructed;" (3) "Leadership that is more 
open and willing to listen will improve team performance." 

Fair and transparent career development opportunities. This theme emphasizes employees’ 
expectations for fair and transparent career development pathways as a key mechanism for 
enhancing performance. Respondents stressed the importance of clearly defined promotion criteria, 
equitable access to professional growth opportunities, and transparent, objective performance 
evaluation processes. A structured and well-communicated career progression system was perceived 
as essential for increasing motivation, reinforcing perceptions of fairness, and encouraging 
continuous improvement among staff members. Several respondents highlighted the need for 
systematic and transparent career development opportunities within the institution. The following 
quotations illustrate how clearly articulated growth pathways and fair evaluation systems are viewed 
as contributing to improved work performance by fostering motivation, equity, and sustained 
professional development: (1) "Diperlukan sistem jenjang karir yang jelas agar pegawai termotivasi untuk 
berkembang;" (2) "Proses promosi harus transparan dan berbasis pada kinerja yang terukur;" (3) "Evaluasi 
kinerja yang objektif akan memberikan keadilan bagi seluruh pegawai.” 

Expected Support Post-PTNBH Transition 

Improved compensation and welfare programs. This theme captures employees’ expectations for 
improved compensation and enhanced welfare programs following UB’s transition to PTN-BH. 
Respondents emphasized the need for more competitive salary structures, performance-based 
incentive schemes, and comprehensive welfare benefits, including health insurance and retirement 
provisions. Such improvements were perceived as essential for strengthening morale, reducing 
turnover intentions, and aligning employee satisfaction with the institution’s evolving goals under 
the PTNBH framework. Most participants articulated expectations for enhanced compensation and 
welfare arrangements as critical forms of institutional support in the post-PTNBH context. The 
following quotations illustrate these aspirations and reflect the view that adequate financial rewards 
and welfare security are fundamental to sustaining high levels of employee motivation and 
performance: (1) "Kesejahteraan pegawai harus ditingkatkan melalui penyesuaian gaji dan tunjangan;" (2) 
"Diperlukan insentif berbasis kinerja agar pegawai lebih termotivasi:" (3) "Program kesehatan dan pensiun 
perlu diperbaiki agar lebih menjamin masa depan pegawai.” 

Enhanced professional development and career advancement opportunities. This theme captures 
employees’ expectations for expanded professional development programs and clearer career 
advancement pathways in the post-PTNBH context. Respondents expressed a strong desire for 
greater access to training, professional certification, and further education opportunities, alongside 
transparent and merit-based promotion systems grounded in competencies and measurable 
performance. Institutional support for continuous learning and structured career progression was 
perceived as essential for fostering individual growth, strengthening professional capacity, and 
enhancing overall work performance. Many respondents emphasized the need for improved 
opportunities in professional development and career advancement as part of UB’s institutional 
support following its transition to PTNBH. The following quotations illustrate employees’ 
expectations regarding how the university should support their professional growth and how such 
support is closely linked to sustained performance improvement: (1) "Harapan adanya program 
pelatihan berkelanjutan untuk meningkatkan kompetensi;" (2) "Peluang pengembangan karir harus lebih 
terbuka dan jelas setelah UB menjadi PTNBH;" (3) "Dukungan untuk mengikuti sertifikasi profesional sangat 
diperlukan.” 
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Infrastructure modernization and digital transformation. This theme captures employees’ 
expectations for comprehensive infrastructure enhancement and accelerated digital transformation 
following UB’s transition to PTNBH. Respondents emphasized the need for modern office facilities, 
upgraded information technology systems, and integrated digital services to improve work efficiency 
and effectiveness. Investment in advanced infrastructure and digital tools was perceived as essential 
for streamlining operational processes, supporting flexible work arrangements such as remote and 
hybrid models, and ultimately enhancing overall employee performance. A substantial number of 
respondents highlighted the importance of infrastructure modernization and the implementation of 
digital solutions as key priorities in the post-PTNBH context. The following quotations illustrate 
employees’ expectations that such improvements will facilitate more efficient workflows, faster 
administrative processes, and better work outcomes: (1) "More modern work facilities are required to 
support employee tasks;" (2) "An acceleration of internal service digitalization is needed to make work more 
efficient;" (3) "IT infrastructure must be upgraded to support digital transformation." 

Transparent governance and improved institutional policies. This theme captures employees’ 
expectations for transparent governance and the refinement of institutional policies following UB’s 
transition to PTNBH. Respondents emphasized the need for policies that are clear, consistent, and 
well communicated, and that are applied equitably across all organizational units. They also 
expressed expectations for greater transparency in decision-making processes, meaningful employee 
involvement in policy formulation, and stronger leadership accountability, all of which were 
perceived as essential for building trust and ensuring alignment with institutional goals. Respondents 
frequently highlighted the importance of enhanced transparency and improved policy governance in 
supporting their work performance. The following quotations illustrate employees’ aspirations for a 
more open, consistent, and equitable institutional environment that fosters trust, reduces uncertainty, 
and supports effective performance: (1) "Policies must be formulated transparently and involve employees 
in the process;" (2) "Clarity is required in every policy so as not to cause multiple interpretations;" (3) 
"Transparency in decision-making will increase employee trust." 

Enhanced support for work-life balance. This theme reflects employees’ expectations for 
institutional support aimed at improving work–life balance following UB’s transition to PTNBH. 
Respondents emphasized the need for flexible work arrangements, comprehensive wellness 
programs, and policies that consider the holistic well-being of staff. Support for work–life balance 
through initiatives such as flexible working hours, mental health services, and family-friendly 
policies was perceived as essential for enhancing job satisfaction, reducing work-related stress, and 
sustaining high levels of performance over time. Several respondents highlighted the importance of 
promoting work–life balance through supportive institutional policies and programs. The following 
quotations illustrate employees’ expectations for measures that address personal well-being while 
simultaneously supporting effective and productive work performance: (1) "There needs to be a more 
flexible work policy to maintain a balance between personal life and work;" (2) "Mental health programs for 
employees are highly necessary amidst a heavy workload;" (3) "Support for family leave and family-friendly 
policies will increase employee well-being." 

Discussion 

Employee Performance as an Emergent Organizational Outcome 

Understanding how staff performance emerges during institutional reform is critical for explaining 
effectiveness in autonomous universities. Prior research often interprets performance through 
individual constructs such as motivation, engagement, or job satisfaction, offering limited insight into 
how governance arrangements and administrative systems shape everyday work (De Carlo et al., 
2020; Jafri et al., 2025). The findings indicate that performance among non‑academic staff at UB during 
the PTN‑BH transition is better understood as a systemic organizational outcome produced through 
interactions between institutional structures, organizational resources, and adaptive practices. 
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To synthesize the findings, relationships among performance hindrances, supportive factors, 
development areas, and expected institutional support were integrated through cross‑domain 
thematic interpretation. Rather than discrete categories, these themes form an interrelated system 
through which staff performance is produced. Performance hindrances represent structural 
constraints that limit employees’ capacity to perform effectively; supportive factors function as 
organizational buffering mechanisms such as collegial collaboration, leadership support, and 
adequate infrastructure; development areas reflect organizational adaptation mechanisms, including 
training, workflow redesign, and system improvement; and expected institutional supports 
constitute institutional reinforcement, such as compensation systems, transparent governance, and 
work–life balance policies that sustain commitment and long‑term performance; see figure 2. 

 

Figure 2. An inductively derived systemic theory of non-academic staff performance in PTN-BH. 

This systemic interpretation positions non-academic staff performance at UB as an emergent 
organizational outcome shaped by governance arrangements and everyday administrative practices 
during the PTN‑BH transition (Gede & Huluka, 2023; Iddrisu & Mohammed, 2024; Virani & van der 
Wal, 2023). Rather than emphasizing individual capability alone, the framework highlights how 
organizational systems structure the conditions under which employees perform. Research on higher 
education governance similarly indicates that performance in autonomous universities depends on 
alignment between leadership capacity, accountability systems, and institutional agility during 
reform (de Jong & del Junco, 2024; Rahmatia et al., 2025; Sokolic et al., 2024). 

Structural Job Demands and Administrative Burden 

A central element of the framework concerns structural job demands, particularly 
bureaucratic inefficiency and administrative burden. Complex procedures, documentation 
requirements, and coordination costs consume time and cognitive resources needed for core tasks. 
Administrative systems therefore operate not merely as background conditions but as active 
determinants of performance capacity. In reforming universities, accountability mechanisms often 
expand administrative processes and unintentionally increase operational complexity. 
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Consistent with administrative burden theory, excessive procedural demands create hidden 
organizational costs that employees absorb through additional effort, informal coordination, and 
extended working hours (Benish et al., 2024; Woelert, 2023). While such practices maintain workflow, 
they normalize inefficiency and shift the burden of dysfunctional systems to individuals (Backhaus 
& Vogel, 2022). Over time these dynamic risks fatigue and declining perceptions of fairness (Corpuz, 
2023). In the PTNBH context, the persistence of heavy administrative processes suggests that 
autonomy alone does not guarantee operational efficiency, highlighting administrative simplification 
as a key structural mechanism for improving performance. 

Organizational Job Resources and Performance Buffering 

The findings also highlight the importance of organizational job resources, including 
supportive leadership, collegial environments, adequate infrastructure, and recognition mechanisms. 
In line with the Job Demands–Resources (JD–R) model, these resources buffer the effects of high 
demands by sustaining motivation and enabling task completion (Iddrisu & Mohammed, 2025; 
Kinman & Wray, 2020). However, the results indicate that such resources largely stabilize 
performance rather than transform structural conditions. 

Supportive leadership and collegial collaboration help employees navigate administrative 
complexity and institutional uncertainty but do not remove excessive demands (Backhaus & Vogel, 
2022; Schneider & Bichsel, 2025). Consequently, performance is often sustained through 
compensatory effort rather than structurally efficient systems. Leadership therefore functions as both 
a motivational and interpretive resource: clear communication reduces uncertainty during 
institutional change (Sokolic et al., 2024), whereas weak communication amplifies job demands by 
increasing ambiguity and duplicated effort (Jafri et al., 2025). 

Development Mechanisms and Organizational Learning 

A further insight concerns development mechanisms that support organizational learning. 
Respondents emphasized training, workflow improvement, infrastructure enhancement, and 
leadership development as priorities for improving performance. These priorities correspond closely 
to the constraints encountered in daily work, indicating that employees possess situated knowledge 
about organizational problems and potential solutions (Hahn et al., 2024; Loncar et al., 2025). 

From an organizational psychology perspective, such initiatives represent processes through 
which institutions convert experience into adaptive change. Within the JD–R framework they 
function as resource generation mechanisms capable of reducing demands or strengthening resources 
over time (Alif et al., 2024). Their effectiveness, however, depends on institutional integration. 
Development initiatives embedded in organizational learning strategies strengthen long term 
engagement, whereas fragmented or symbolic programs leave structural constraints unchanged and 
reinforce reliance on informal coping strategies. 

Institutional Reinforcement and Performance Sustainability 

The final component of the framework concerns institutional reinforcement, including 
compensation systems, career pathways, workload allocation, and welfare policies. Employees 
interpreted PTNBH autonomy as meaningful only when accompanied by improvements in fairness, 
recognition, and well-being. These expectations align with organizational justice and psychological 
contract perspectives emphasizing reciprocity between effort and institutional support (Kebede & 
Wang, 2022; Pandey et al., 2025; Wang, 2023). 

When reforms increase demands without reinforcing support structures, employees may 
maintain performance through discretionary effort, but such performance becomes difficult to 
sustain. Long term performance therefore depends on institutionalized systems that embed adequate 
resources, equitable career structures, and work–life balance within organizational arrangements. 
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An Integrated Systemic Theory of Non-Academic Staff Performance  

Synthesizing these findings, this study proposes a systemic theory of non-academic staff 
performance in PTNBH universities. Performance emerges from interactions among four interrelated 
domains: (1) structural job demands shaped by governance and administrative systems; (2) 
organizational job resources that buffer demands; (3) development mechanisms through which 
organizations learn and adapt; and (4) institutional reinforcement that sustains performance through 
fairness and capacity. 

The study contributes to existing literature in three ways. First, it reconceptualizes staff 
performance as an organizational outcome, shifting explanation from individual motivation to 
organizational system alignment (Riza et al., 2025). Second, it contextualizes the Job Demands–
Resources model within governance reform, demonstrating how administrative systems and policy 
environments reshape job demands and resources in autonomous universities (Claes et al., 2023; 
Whitsed et al., 2025). Third, it advances administrative burden theory by showing that bureaucratic 
complexity influences performance through compensatory organizational practices such as informal 
coordination and discretionary effort (Daigneault, 2025; Woelert, 2023). Integrating insights from 
organizational psychology, public administration, and higher education governance, the framework 
offers a context sensitive explanation of how employee performance emerges in reforming 
universities. 

Implications for Organizational Research and Higher Education Reform 

These findings underscore the importance of system level analysis when examining employee 
performance in public sector and higher education organizations. Psychological constructs such as 
motivation, engagement, and resilience should be interpreted in relation to governance structures 
and organizational systems rather than as purely individual attributes. Excessive reliance on 
employee resilience may mask systemic dysfunction if performance is sustained primarily through 
compensatory effort. 

For PTNBH universities, performance improvement requires coordinated institutional 
strategies. Administrative simplification should reduce procedural burden, while leadership 
development should strengthen communication and coordination during policy change. Human 
resource planning must address staffing adequacy and workload distribution to prevent burnout. 
Development initiatives should be grounded in employee experience and linked to structural 
improvement, and institutional reinforcement through fair career systems, compensation, and work–
life balance policies is essential for sustaining performance. At the policy level, evaluation of PTNBH 
reforms should extend beyond output indicators to include administrative efficiency, organizational 
capacity, and employee well-being. Ultimately, the effectiveness of university autonomy reforms 
depends not only on institutional authority but also on the coherence of organizational systems that 
support everyday work. When governance structures, resources, development mechanisms, and 
institutional reinforcement are aligned, staff performance becomes a sustainable organizational 
outcome rather than the result of individual compensatory effort. 

Conclusion 

This study explored how non-academic staff perceive the organizational factors shaping their 
performance during the UB transition to PTN-BH. Based on inductive thematic analysis of open-
ended responses from 114 administrative staff, the findings show that employee performance during 
institutional reform is primarily shaped by organizational systems rather than individual capability. 
Four interrelated domain’s structure staff performance: structural job demands, organizational job 
resources, development mechanisms, and institutional reinforcement. Administrative complexity 
and bureaucratic procedures constrain performance capacity, while leadership support, collegial 
collaboration, and adequate infrastructure buffer these pressures. Development initiatives enable 
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organizational learning, whereas institutional reinforcement through fair compensation, career 
opportunities, and work–life balance sustains long-term engagement. Conceptually, the study 
proposes a systemic perspective of non-academic staff performance, extending the Job Demands–
Resources model to institutional reform contexts and advancing administrative burden theory by 
highlighting compensatory practices through which employees sustain performance under systemic 
constraints. The findings underscore the importance of system-level organizational alignment for 
sustaining performance in autonomous universities. 
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