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Abstract 
This short communication proposes a soft structure of not-for-profit organi-
zations (NPOs) usually owned by state governments. The proposed structure 
is a system representation of an organization. It represents operation, meas-
ure, administration, and safety. The proposed representation is flexible 
enough to be applied to many real NPOs as a tool for thought provoking, for 
instance during strategy forming phase. 
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1. Introduction 

It is common for managers and CEOs to guide their management teams and em-
ployees to develop organizations’ strategies. They bear in mind vision, mission, 
and organizational structure (or hard structure), and remind their colleagues such 
information. Sometimes they even show the connections between the hard struc-
ture, resources, and execution for strategic alignment. During strategy development 
phase, some tools are adopted as guidelines for strategic alignment. Balanced sco-
recard (BSC) [1], and Winning KPIs [2] for instance, have been widely used for 
the purpose. Thought provoking and connecting all the ideas to hard structure 
and management execution is not straightforward because the hard structure shows 
departmental composition of an organization not its management conceptual 
framework. During strategy forming and resource alignment, management con-
ceptual framework is more relevant. Following the idea laid by Roberts Simon 
[3] for business enterprises, we proposed a layout of management conceptual 
framework, so called soft structure of an organization that is suitable for NPOs.  

2. Definition and Structure of NPOs 

NPOs are the type of enterprises that have no intentions or goals to gain profit 
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from their businesses or missions. These include foundations, universities, re-
search institutes, for instance. Such organizations aim to serve the society in 
various aspects, and give priority to impacts higher than monetary benefits. Such 
impacts include economic, societal, and environmental ones. Some may be 
owned by state governments; some may not, such as social enterprises, etc. The 
NPOs’ general role is to serve society in various aspects for the good. For a state 
owned NPO, adequate resources are provided for by the government so that the 
organization performs to improve and enhance the community. Hence, the po-
litical role of an NPO is prominent. As such, the government transfers its re-
sponsibility in some areas to NPOs to deliver services to the society. Our pro-
posed soft structure is illustrated in Figure 1. It represents interconnected phas-
es of operation, control, and assessment referred to as three interconnected 
wheels. Notice that outcome wheel represents operation cycle of the NPO, which 
is culture or climate driven, i.e. strategic achievements rely on the driving cul-
ture of the organization. The third is impact wheel representing an assessment 
or measurement of the organization in terms of impacts. Business uncertainties 
are handled by safety measure and risk management. With this representation, 
managers and CEOs can easily guide their managerial teams and employees to 
visualize operation, assessment, and administrative cycles as a continuum. 
Thought provoking should start with the outcome wheel on operational plane. 
Receiving operating expenses and investment from governmental budget and 
partly from incomes, the organization is able to render services and innovation. 
The outcomes are then assessed for return of investment, and economic impacts. 
The operation can be best attained via proper management of employees, clients, 
and finance, hence climate wheel. It is necessary that the organizational culture 
is properly designed, implemented, and reinforced. Owing to the BSC, learning 
and growth perspective covers corporate culture because culture helps connect  
 

 
Figure 1. Soft structure or managerial conceptual framework of NPOs. 

https://doi.org/10.4236/ojbm.2019.74113


S. Sujitjorn, R. Lertsuksombat 
 

 

DOI: 10.4236/ojbm.2019.74113 1639 Open Journal of Business and Management 
 

and engage employees and customers. Each organization needs to carefully de-
sign its strategy [1] [4] [5], and tools are available [6]. Culture reinforcement is 
an important strategy for any organization, particularly an innovative one [7]. In 
the context, an organization must clearly understand its own missions, objec-
tives, and purposes whether they are services with goals oriented, innovation or 
control and regulation. So, the organization can specify type(s) of culture cor-
rectly. Eventually, a successful implementation of strategy is a good management 
[8].  

As a specific case, synchrotron light research institute (SLRI) is a not-for-profit 
organization owned by the Thai Government. Our missions that fit to the opera-
tion plane include research, development, and professional service provision. 
Our services cover synchrotron radiation for scientific research, analytic and re-
search services, and engineering consultancy. By law, we can charge clients for 
service fees, however not our priority. The incomes return to be a part of our 
annual budget, though we are fully funded by the government. Our board of go-
vernance and the government are more interested in economic value added 
(EVA), environmental impact (EI), and social return of investment (SROI) that 
we could achieve each year. Therefore, effective marketing is vital for our suc-
cess, and the institute has been run under culture-driven management style. In 
other words, our key driving force is from engaged employees to engaged cus-
tomers. This kind of information is passed through from CEO to senior man-
agement team and employees to pursuit our aim to be a frontline NPO for 
scientific services and innovation. More details on SLRI can be found from 
http://www.slri.or.th.  

This article is far from completion. It serves as a starting point for social 
scientists to design organizations, and executives to design strategy, culture, and 
safety measures for their organizations. The authors wish to urge our readers to 
provide feedback on applying the proposed structure to their specific contexts. 
Some possible applications may include designing a new organization, develop-
ing strategy, designing risk management program, designing employee engage-
ment activities, and so forth. 

3. Conclusion 

The authors present their proposed organizational representation referred to as 
soft structure of not-for-profit organizations. The representation consists of 
three interconnected cycles, i.e. outcome, impact, and climate wheels. The or-
ganization operates its missions with a certain degree of safety and control (or 
safety measure and risk management). Performance can be best achieved via 
culture-driven management. In other words, the organizational culture should 
be properly designed, implemented, and reinforced. 
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