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‘While the uniqueness of individuals is expressed in their personality, 
the individuality of organizations may be expressed in terms of their differing cultures.’

(Allaire & Firsirotu, 1984)
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Demographic characteristics Frequency % Organization’s characteristics Frequency %

Gender

Female 378 67.1
Type of 

corporation

Foundation 173 30.7

Male 157 27.9 Corporate aggregate 304 54.0

Other 28 5.0 Public bodies & Other 86 15.3

Age

20s 133 23.6

Employee size

Under 20 255 45.3
30s 226 40.1 20 ~ under 30 132 23.4

40s 122 21.7
30 ~ under 100 124 22.0

50s or over 82 14.6

Current 

position

Top manager 19 3.4 Over 100 52 9.2

Middle manager 170 30.2

Age of

organization

Under 5 years 16 2.8

Staff 374 66.4 5 years ~ under 10 years 150 26.6

10 years ~ under 15 years 107 19.0

Work status

Regular employee 490 87.0

15 years ~ under 20 years 92 16.3Temporary employee 62 11.0

Over 20 years 198 35.2Other 11 2.0

Individuals: Total of 563 respondents from 233 organizations

Organizations: 2 or more respondents from each of 114 organizationsEmployee tenure

Less than 1 year 141 25.0

1 year ~ less than 3 years 138 24.5

3 years ~ less than 6 years 132 23.4

6 years ~ less than 10 years 91 16.2

10 years or more 61 10.8
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 Our organization’s mission is…

 Sharing of 





 Members’ empowerment and job satisfaction by 
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1. Focus Group Interview 
(FGI)

2. Participants
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There were a lot of ups and downs, and now we are facing a serious backlash against the civil society and feminism.

(Participant G)

“If you stand still, you fail”... We know this but because we don’t have much experience related to this… the value within our

field is so precious and noble. (Participant I)

(2)

Even private corporations are bringing social value to their forefront with much more sophisticated marketing, and many

organizations other than the traditional NPOs are emerging that are carrying out social missions in diverse ways, so our

existence is being threatened... (Participant I)



•

As I experienced this (NPO’s financial instability) working in the nonprofit sector, I experienced that finance is inevitably important in a capitalist

society. I felt firsthand that we need a system that is financially stable to an extent for our work to go smoothly and people to work sustainably. So,

we accumulated a lot of funds. A huge amount. Now our role is giving it out to groups that are doing projects related to reunification. So quite a lot

has been exhausted, but we’re continuously using our budget. (Participant J)



(1)

Our organization was set up through 100% donation from an individual, and we don’t do any fundraising activities. If we don’t receive any support (funds) from

outside, we could disappear, Then where will we go… I think we’re an organization with a lot of personal concerns.(Participant B)

(2)

We really don’t have anything for next year… even in a few months’ time, so it’s an urgent situation. We’ve been hit hard financially and have lost a lot of support,

so with this problem sustainability is difficult. (omission) Our budget is tight, but we have so much to do. And work keeps coming in and things happen every day

and we need to deal with them… With this situation, we must work hastily, and I think lack of money has the most negative impact on our organizational culture.

(Participant G)

(3)

As we operate on funds there is a pressure on our budget, and because things aren’t going smoothly there are more talks in the organization about profit-making.

So far, we have been maintaining ourselves through corporate funds, and our team’s work is especially similar to what ‘accounting consultants’ do. (Participant D)

•



Consider communication between members and horizontal decision-making to be important

Feel encouraged by close relationship between members

Consider amicable relations with outside organizations to be important
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•



(1)

• Members enjoy active communication based on a close relationship and feel encouraged by the cohesiveness within the organization. They also have

cooperative relations with outside organizations that is based on trust.

① Consider communication between members and horizontal decision-making to be important

At present, as the relationship among members is important, when we work, internal communication is very important. And whenever we were asked what we

considered to be important in our organizational culture or the way we work or our values, what often came up was mutual respect… (Participant E)

② Feel encouraged by close relationship between members

When we conduct surveys on our organizational culture, we find that what keeps us going is the encouragement from coworkers who think like me and do the same

kind of work as me, so I think we’re a strong clan-oriented culture… (Participant I)

③ Consider amicable relations with outside organizations to be important

But we also seek a clan (collaborate) culture with the outside. With outside funders, for example, we very clan-oriented… (Participant A)



(2)

• In the decision-making process, members are respected, horizontal communication implemented, and decisions made through discussions. This

increases the cohesion and compliance of the members.

① Make decisions after discussions with the person in charge of the work

In making decisions, whoever shares an idea, it will most likely come to fruition. And though the president makes the final decision, there is rarely an instance when

the president brings something to us independently and makes us follow it as a command. Even if the president receives a suggestion from elsewhere, if it’s to do

with our work, it will be discussed with our team first and then a decision made. The decisions reflect our opinions a lot. (Participant A)

② Implement horizontal communication

When the staff say they would like to do something, their views aren’t ignored, and whether the idea can be applied or not it’s considered even once. As this

is the general atmosphere, the top leader’s thoughts are also adhered to. We’re a good group of staff. (Participant J)



(3)

• Through one-on-one meetings with the top leadership, members are asked the question, ‘In your opinion, is the direction of our organization the right fit with

your vision?’ In the process of asking about the congruency with the organization’s direction, members feel they are respected and supported. Also, the

middle managers serve as the intermediary and explain to the members about the organization’s decisions and deliver the members’ thoughts, and the

supervisors provide career counseling to the members. Cohesion increases through such diverse communication channels.

① Share the individual’s vision through meetings with the top leadership

Once in the summer and once in the winter, the president calls us out to a café and asks us everything. So far, we can be honest with our answers. The president is

very accepting of our comments, so we can shake off everything. And we’re asked if the direction of our organization as we see it fits with our own vision.

(Participant A)

② Middle leadership act as the window for communication

Because it recently occurred to me that if the top leader just decides something… nothing can be done about it… but we need someone who can sort it out and

stitch it together, and I believe the only person who can do that is the line manager. (Participant H )

③ Receive support through one-on-one meetings with the supervisor

I think I consult a lot with team leaders and others who have similar concerns as I do. Especially now that I’m determined to become a researcher, it helps to even

talk to someone in the organization who went through a similar situation in their career as me. (Participant D)



(4)

• Members feel a sense of responsibility and gain motivation when they are guaranteed task discretion to think and decide for

themselves in their work and perceive the management structure to be one where they can have discussions whenever there is a

problem.

① Staff plan and try out new ideas

When I came to the organization, I understood what working from scratch meant, and there is so much discretion. Since coming to this foundation, I’ve been

starting new campaigns for four years but none of them have been the same. There’s no manual. Everything really is new, and I have the discretion to do what I

want to do and challenge anything I want to challenge… And even now what I’m doing is something I’ve never experienced before. (Participant I)

② Satisfaction from guarantee of task discretion and open discussion structure

The atmosphere here is that you’re considered to know what you’re doing. So, you don’t have to report every time and when you receive a deadline, you just have

to do it within that time and then report it. You do things liberally, and if you’ve done a good job you’ll receive a compliment, and if there’s a problem, we’ll think over

it together… I think this works well for me so it’s a good motivator, so in terms of atmosphere and vision it’s a good fit… The work environment is also very liberal,

and you’re given a lot of respect in terms of task discretion. (Participant L)



• Organizations have a clear system for the departments and a distinct vertical structure. There is disappointment and exhaustion from the unilateral

decision-making of the top leadership and the rest of the members having to follow it, and misunderstandings and conflicts due to lack of communication

have also been pointed out. Participants also expressed a decrease in creativity as task discretion isn’t guaranteed.

Concept

A rigid and strictly systematic organization

Emergence of vertical hierarchy after organizational restructuring

Whole organization follows the decision of the top leadership

Exhaustion from unilateral, directive communication

Difficulty from supervisor’s unilateral assignment of work

Disappointment when the organization’s decision is different from individual’s expectations

Confusion from discrepancy in the decisions among the leadership 

Deepened misunderstanding and conflict from lack of communication

Frustration as task discretion isn’t guaranteed

Working passively without task discretion



(1) Noticeably systematic and vertical characteristics

• Participants indicated that the current organizational culture is structuralized, hence systematic and rigid with a cultural difference between the top leadership

and young staff. Moreover, when organizations expand and departments form, a vertical hierarchy emerges, which, depending on the organizational size, is

also deemed necessary.

① A rigid and strictly systematic organization
I think it’s rather structuralized. I think there’s too much of a hierarchy. (Participant D)

Two people were from public organizations, so they are quite rigid and strict about hierarchy, and those from the corporate sector are more liberal, but there is a large

generational gap as we have a lot of young staff. My personal concern is about an organizational culture with this kind of gap with the leadership, and I think there is a

hierarchy… (Participant H)

② Emergence of vertical hierarchy after organizational restructuring
We now have a supervisor system, so these days I feel we are becoming more like that (hierarchical) organization. Those with more experience will have more

work, but with the organizational change, we became vertical… I think we’re more structuralized. I think we have too much ‘hierarchy.’ (Participant A)

Our organizational structure is now a pyramid-shaped triangular structure. We also have a president, director, and three departments with department heads and

the activists. This reorganization took place two years ago, but before then we still had chief officers, department heads, and such titles. If a team is formed in this

way, a hierarchy is inevitable. (Participant G)



(2)

• The top leadership unilaterally makes the important decisions of the organization, and the members have to follow the directives.

Conflicts arise and there is exhaustion from the lack of mutual communication with the members. Participants also stated they feel

disappointment when tasks are given unilaterally or when they witness the organization making decisions that are different from the

members’ expectations.

① Whole organization follows the decision of the top leadership
Our donor is our founder, and when it comes to our services the donor lays out an extremely clear frame and we have work within that box, so it’s a very simple

structure. But when we have a president or member who doesn’t like the box or wants to achieve something more innovative, it would lead to some conflict…

(Participant B)

② Exhaustion from unilateral, directive communication

Because we were so busy, we didn’t have team meetings. We couldn’t have a meeting. We only had two people in the team. But now we’ve employed someone to be

in charge of the funds, so we have team meetings. (omission) I could talk but I wasn’t being heard, and as it wasn’t a two-way communication and it was a one-way

communication, I stopped talking… (Participant F)



(2)

③ Difficulty from supervisor’s unilateral assignment of work

One day, without warning, I was suddenly allotted a task that had nothing to do with my job description. It was like suddenly having to design something when you’re

not a designer. Then from the start, you need to be informed and given an explanation about what this task has to do with our mission and what its ultimate purpose is.

I don’t think work should just be dropped on you like that… it shouldn’t be given like a notice. (Participant F)

④ Disappointment when the organization’s decision is different from individual’s expectations
When there is a difference between the leadership and the members, or the leader makes a decision that is different from what the members had in mind. Then there

could be disappointment and conflict… (Participant E)



(3)
• Participants pointed out that they have experienced misunderstandings and conflict due to lack of smooth communication between members within the

organization and individuals understood the organization’s message in from their own stance. There is also confusion from the discrepancy among the

leadership when differing decisions are made and communicated.

① Confusion from discrepancy in the decisions among the leadership

There are times when the staff has to suffer because the leaders have incongruent views. For the staff, if we’re going to follow that person, we would like our presidents

to follow the person as well, but they don’t have the experience or seniority for it, so it’s hard. That’s why there is confusion from the decisions among the leaders.

② Deepened misunderstanding and conflict from lack of communication

Even though there are only two teams doing this, when we were divided into two, a barrier emerged between us where we don’t know what the other team is doing in

real-time. So, we barely catch up through the monthly meeting and find out what our organization’s PR team is doing (omission) and when (our team changed) in the

middle, an extra procedure was added for our team. A message might be delivered to the designer that wasn’t my intention or something might be delayed. When we

got a supervisor, I think from the beginning the relationship between our supervisor and their section head started to break down… (Participant A)

I think because we each have differing views, when something happens, we think differently about it, which leads to misunderstandings, and the rumors that spread

about them lead to deeper misunderstanding. (Participant C)



(4)

• NPO members expressed that when their task discretion isn’t guaranteed and they don’t have much authority over their decisions, they aren’t creative, work

passively, and get stressed.

① Frustration as task discretion isn’t guaranteed

In my innermost part, I have the tendency to be imaginative and creative when I’m given some discretion. That’s why I’m always a bit stifled… These days, I’m thinking

more that if I had a little more discretion, I could personally try something that requires some creativity. For instance, if I think about it, when I was doing volunteer work

independently and not as part of an organization, I was creative and had higher morale… (Participant J)

② Working passively without task discretion

I wish innovative agenda or research areas needed to deal with this value could be understood more at the working level. For example, we might make a suggestion, but

it’s not understood… (receiving feedback like) this isn’t something to report on, this isn’t interesting, then from our viewpoint, we say, ‘Then you (chairman) decide for us.

We’ll follow what you decide.’ This is what ends up happening. (Participant D)



• When asked about the current organizational culture, participants who answered that the innovation of their organization came to mind

pointed out that the members of the organization were participating in changing the mission and vision to reflect the core values of the

organization as well as the organizational management system.

Innovation of old mission/vision/values

Edited the mission to reflect social changes

Innovation of the organizational management system

Innovation by trying new services: Idea meetings where disagreement is forbidden



(1) Innovation

• Participants stated that all members took part in newly establishing the organization’s mission and vision to reflect the environment and

aims of the organization.

① Innovation of old mission/vision/values

It’s innovation. Last year, we changed our mission and vision for the first time in decades. We also set out new core values, and this year we’re internalizing them as we

carry out our services. Since we’ve also adopted a new system, there’s a lot of changes happening internally. We set up our mission and vision together as an

organization for the first time in a long time during our workshop last year. (Participant C)

② Edited the mission to reflect social changes

What first caught my eyes was innovation. (omission) in a similar vein, last year, we changed our mission for the first time. As someone who strongly supports the social

model of disability, I joined this organization as a challenge, and I came here knowing that the medical business model is at the center. And last year, we changed our

mission based on the UN Convention on the Rights of Persons with Disabilities to express our support for the guarantee of the rights of disabled people to people with

hearing disabilities… The Convention writes out all the representative phrases for the social model of disability, and I took the fact that our organization included them in

our mission as innovation. (Participant A)



(2)
• In changing the organization’s mission, the members’ opinions are gathered to change the organization’s management style and system to achieve the mission.

Furthermore, to attempt new services, regular meetings are held with the participation of all members and ‘If someone shares an idea, it’s initially written down.’ The

meetings have changed into open idea meetings where there is no ‘but’ or ‘so’ and disagreement is forbidden.

① Innovation of the organizational management system

I think in the HR system, we can come closer to innovation when members gather their thoughts. Of course, having a majority doesn’t mean it’s right, but as the saying goes,

‘Two heads are better than one,’ I think when the majority join in sharing their opinions and think of ways to make things better, that’s innovation. (omission) I think the

outcome of what we gathered is innovation. There are people with more experience, and the younger people are at a disadvantage, so to lessen this gap we’ve completely

changed everything. (Participant C)

② Innovation by trying new services: Idea meetings where disagreement is forbidden

As we’re increasing our areas of service, we’re developing new tasks every year… Significantly, starting this year we’ve gone beyond national borders to provide support

overseas… (omission) To engender new ideas, our team and the external affairs team have an idea meeting every other month. Even then, if someone has an idea, we

initially write it down. We’re not allowed to say ‘but’ or ‘so’. ‘But’ is forbidden; disagreement is forbidden. We first add a positive idea to it and organize it and reflect it in the

actual proposal. In think this is quite innovative. (Participant A)
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•



•

(1) Hope for stronger clan culture for communication

I think a hierarchy will be inevitable and it’s necessary if we grow in size and also for efficient communication. But for communication to be made without

misunderstandings, I think we should seek a clan culture more even if we have a hierarchy. (Participant A)

(2) Hope for harmony between clan (collaborate) culture and horizontal organizational culture

Though clan culture might not be the best expression, I think what would be ideal is a decision-making process in which everyone is equal and everyone’s

opinions are mediated well. At the same time, where we don’t put too much energy into the decision-making process and can work with discretion, in other

words where the person doing the work is given as much rights and discretion as possible to bring results. Does this sound too ideal? It’s about giving the right

to the person doing the work, not to a title… (Participant G)



•

(1) Organization that functions on a solid system

I heard the current leadership changed a lot when they first came. As we’re a union group, the leadership serve a set term and are changed by vote when their term

ends. But the current leadership have changed this a lot, this stiff culture. I heard that they made a lot of effort and completely changed it. Seeing this, I remembered

that in my previous organization, my concern was that a small organization is influenced more by its leadership. So, I realized that organizations need a system where

the entire organization doesn’t stagger no matter who comes… (Participant K)

Forming a philosophy and culture that isn’t shaken no matter who comes… *** Since we all agreed to follow this culture, we set up an internal leadership selection

process. It fits so well that I want to spread it to other organizations… (Participant I)



•

(1) Hope for innovation while carrying out socially expected role

This is my fifth year in this foundation. Previously, our foundation was a leader in raising issues and doing campaigns. But then we started to slow down, and issues

are raised internally but we’re worried that we’re not able to raise them outside. We’ve undergone a major change. And the foundation isn’t growing beyond the

current members. So, I hope that instead of each member being passive, we can have a situation where we have courage and say let’s try this or let’s try that.

(Participant C)

(2) Aim for adhocracy culture based on consultation with members
I think we can come closer to innovation when members gather their thoughts. Of course, having a majority doesn’t mean it’s right, but as the saying goes, ‘Two

heads are better than one,’ I think when the majority join in sharing their opinions and think of ways to make things better, that’s innovation. (omission) I think that

when members’ opinions are attuned and better ways to do things or do marketing are looked for, the outcome itself is innovation. (Participant F)



•

(1) Find ways for market (outcome) culture

I think we’re considering market (outcome) culture as more central now. It’s time for us to think about which part of our work is considered successful and efficient by those

outside… (Participant L)



•

Regularly share the vision

Provide opportunities for the organizational innovation and identity to be discussed

Do not share the vision in official meetings

Difficulty in holding meetings to discuss the vision

Conflicts due to the discrepancy in the individual’s values and the organization’s mission

Feel value conflict in decision-making related to work

Conflicts arise within the organization as work is conducted without discussions on the core values

Positive impact of discussing and 

sharing organizational values

Discuss and resolve issues of value conflict within the organization

Feeling of satisfaction when the organizational values and my values are congruent

Encouraged by sharing values and modeling with co-workers



•

(1) Regularly share the vision
After the restructuring, we meet once a month. So, the vision meeting we had today is also held monthly by one secretariat, and when we have our evaluation, it’s a

proper management evaluation… (Participant G)

(2) Provide opportunities for the organizational innovation and identity to be discussed

As the organization underwent a reorganization, we had a workshop, and before the workshop we also had group-level discussions. With them, we had a whole

workshop, and now we don’t have an official workshop, but recently we held a sort of innovation camp where we share ideas about what we need for our work and

system based on the alignment of our organizational identity, and we form teams and try them out… (Participant E)



•

(1) Do not share the vision in official meetings

There is no official time like before, but I’ve set my own goals of what I want to do this year, and I have a one-to-one meeting with my team leader. The vision within

the organization can only be a work-related vision. As we are an organization that practices in the field, we can only cater to what we’re told to do. (Participant B)

(2) Difficulty in holding meetings to discuss the vision
We’re actually approaching our 40th anniversary so we’ve been saying we need to start discussing our vision. Recently the secretariat has started talks (omission) and

if we really begin them then we can’t do it on our own but need to gather all our member groups. But then they need to come with some representation, which means

in the discussions we need to return to the mistakes we made in the past. (omission) We all worked together, but it turned out that the director of a certain group

hadn’t thought about this issue in the director’s group. For people in other groups, even though they were co-directors, they didn’t know anything about this. (omission)

For example, not everything is shared about each issue, so it’s difficult for anything to come out fully integrated. (Participant K)



•

(1) Conflict due to the discrepancy in the individual’s values and the organization’s mission

Personally, I have a lot of interest in human rights issues, but as someone working in my organization, I realized I wouldn’t be able to go to such places, and I went through

a stressful period because I was clearly working in this sector, but I realized this wasn’t aligning. (Participant K)

(2) Feel value conflict in decision-making related to work

As we carry out our services through funds, an important value is that the work we do is a fulfillment of what our donors hope for in their support as people who are

providing the funds. We really respect them. But as someone working here, the rights and situation of the beneficiaries are also important, and they can clash with each

other. (Participant E)

(3) Conflict arise within the organization as work is conducted without discussions on the core values
Conflicts arose between departments, and there would be differences in interpretation. And though we have a mission, vision, and core values, because they’re only in

writing and textual they’re not implemented at all in the decision-making or work, and it’s been a long time since we’ve gathered to discuss this issue… so there have

been a lot of conflicts (due to this). (Participant E)



Positive impact of discussing and sharing organizational values

•

(1) Discuss and resolve issues of value conflict within the organization

When there is a policy issue, often the timely issues will be brought for discussion to the meeting table, and in discussing them, values are revealed (Participant K)

(2) Feeling of satisfaction when the organizational values and my values are congruent

In this aspect, I joined the organization with an awareness of it, and a reason I joined was because I wanted to work in this area and was interested in it, so I think I it is

the right fit in this way, and I think the individual and the organization are congruent on this standard. (Participant L)

(3) Encouraged by sharing values and modeling with co-workers

And I seem to know a lot, but when an activist or group show me values on a higher level, I continue to exist and grow in it? I think I had many great people around me

in that way. So, as we continue to explain this, we’re motivated a lot by working while learning the values of great people. (Participant E)



Compel individual’s sacrifice

Difficulty due to irrational work distribution and demand of responsibility

Implement corporate-style performance management

Overwhelmed by mission that creates change in the system and law

Feeling of fear for my own survival as an employee

Satisfaction with the work environment

Hope for the changing organization

Expectations about the opportunities for my growth

•

•
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