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Purpose: Performance measurement systems (PMS) in Non-profit Organizations (NPOs) are more complex than in for-profit organizations. NPOs have an orientation toward social mission and values, and they consider not only organizational efficiency and viability, but also the social impact of the organization. This research provides a comprehensive synthesis of PMSs in NPOs.

Design/Methodology/Approach: Using a literature review, supported by bibliometric and network analyses. A paper set of 240 articles related to this research field is examined. Topics that are the most prevalent in this research area and their interrelationships are identified, presenting an outline of current efforts.

Findings: Despite the descriptive analyses for the paper set, a framework is proposed for organizing the design-implementation factors of PMSs in non-profit organizations, identifying the main requirements for their successful development.

Originality/Value: Investigation on performance measurement in non-profit organizations is still in its early stages of development with many opportunities to further develop the field. Conceptual frameworks and models, as well as specific theories, are being generated for this field of research, and the process of adapting models from the general field of performance measurement is taking place. The meta-framework that organizes the main research topics of PMS in non-profit organizations and the framework that consolidates factors that influence the design-implementation of PMSs in non-profit organizations developed represents this paper contribution.
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INTRODUCTION

Social demands may be a challenge for governments and society. Non-profit organizations (NPOs) are an alternative approach to address collective needs of specific groups in the community and represent many types of organization, including universities, schools, hospitals, religious institutions, local, state and federal governments, non-governmental organizations (NGO), charitable institutions, trade unions, humanitarian aid agencies, foundations, cooperatives, civil rights organizations, political organizations and parties, and others that include volunteers and the third sector (Frumkin, 2005; Moxham, 2009, 2014; Valentinov, 2011).

According to Frumkin (2005), there are four basic functions of non-profit work: (i) service delivery, (ii) civic and political engagement, (iii) social entrepreneurship, and (iv) values and faith. The present paper is positioned in the supply and instrumental side of service delivery, where social goals are more important than profit and outcomes are measured by social value and social impact. Legally, an NPO has financial restrictions and cannot share profit. Profit is possible, but its use is restricted (Moxham, 2009, 2014; Kong, 2010; Valentinov, 2011).

Some Performance Measurement frameworks have been adapted for NPO and public administration. One of the most widespread PMSs in the literature and in practice is the Balanced Scorecard (BSC) developed by Robert Kaplan and David Norton and introduced in 1992. According to Hoque (2014), even when discussing other systems or frameworks developed since then, the BSC is broadly mentioned and sometimes used as a starting point. Despite that, Moxham (2009) and Straub et al. (2010) remark that this practice of adaptation is not so well-accepted.

Thus, this paper proposes a meta-framework that organizes the main research topics related to PMSs in non-profit organizations and, also, a framework to consolidate factors that influence the design-implementation aspects of PMSs in non-profit organizations. To accomplish this, a literature review was conducted. The main findings from this review are presented using bibliometric and keyword network analyses. The results are used to propose a meta-framework that organizes the main research topics of PMSs in non-profit organizations and a framework to consolidate factors that influence the design-implementation aspects of PMSs in non-profit organizations.



PERFORMANCE MEASUREMENT SYSTEMS IN NON-PROFIT ORGANIZATIONS

Moxham (2009, 2014) observes that there is no consensus or agreement about the definitional terminology for non-profit organizations. For example, the characteristics of a charity institution is usually related to a kind of non-profit oriented, but not all the NPO must be, of course, a charity organization. In this context, the sector is diversified, including cooperatives, voluntary agencies, religious institutions, hospitals, museums, trade unions, universities, civil rights groups, and third sector organizations. In this perspective of creating social value, it could be also added to the perspective of public administration within the NPO context (Karwan and Markland, 2006; Moxham, 2009, 2014; Sole and Schiuma, 2010; Valentinov, 2011).

Moura et al. (2019) explain how NPO and public administration pursue the social value creation for their audience instead of the financial profit. Both organizations have financial restrictions when compared to traditional enterprises, as well the involvement of stakeholders and management issues, such as short and long-term planning, fairness, accountability, and legitimacy. Although they have different legal characteristics (public administration works within a government plan context while NPO usually works using projects connected or not to public administration), aspects related to their performance measurement and management are similar and can be studied together (Conaty, 2012; Berman, 2014; Sinuany-Stern and Sherman, 2014; Moura et al., 2019).

For the purpose of this work, an NPO is defined as an organization with financial restrictions in that its surplus funds cannot be distributed or shared with those who control it, but which can be used for reinvesting in social targets (Moxham, 2009, 2014; Kong, 2010; Valentinov, 2011).

NPOs have characteristics that differentiate them from for-profit organizations, such as income sources that come from donations, private partnerships, or public investments; human resources as a working group of employees and volunteers; and accountability that requires transparency of financial accounts and resources to donors, investors, or regulatory agencies. According to Moxham (2009), trust and legitimacy are important features between NPOs and their stakeholders. For example, there has been increasing pressure by stakeholders for better accountability, especially when involving financial resources, such as donations. In this context, NPOs have gone through difficult and challenging times, and Kong (2010) points out that taxes, fees, decreasing tax incentives, governmental problems, and economic crises are examples of the challenges and barriers that an NPO must face.

For Moxham (2009) and Waal et al. (2011), there was no current answer for how to measure performance in NPO because the literature does not present a consensus about the criteria. First, because there is not enough research conducted on PMS design for NPO and second, it is difficult to measure performance results in NPO. Also, Arena et al. (2015) give other reasons that can be attributed to the lack of financial, human, and technological resources for PMS design-implementation aspects.

Pinheiro de Lima et al. (2008) and Waal (2007) describe a PMS as a set of processes that transforms mission, strategy, and organizational goals into key measurable performance indicators that govern organizational actions. Silvi et al. (2015) suggest PMS is considered strategic when it embeds characteristics for long and short term planning, financial and non-financial indicators, future perspectives, internal and external viewpoints, and includes causes and effects of relations between measures and system aspects.

Ospina et al. (2002) recognize that most of the tools and models for performance management have been developed considering for-profit companies. However, a PMS would be useful to non-profit organizations as well. For Austin (2000), the number of non-profit organizations is increasing, especially because of the growing number of complex social problems that need to be addressed. Also, political issues, legal obligations, and stakeholders' requirements have prompted some non-profit organizations to apply entrepreneurial strategies and business models to become more competitive and transparent.

According to Waal et al. (2011), implementing and using PMSs in the non-profit sector is more challenging as there is a relative lack of clarity in the purpose of the system in this kind of organization. Although there are many options of PMSs, few of them are designed for NPO. Usually, the available frameworks for NPO are adapted from the for-profit organizations, but they do not consider all their characteristics. There are public agencies working with some PMSs, but the adaptation for NPOs are usually flaw regarding, for instance, the use for decision making support.

Some examples of frameworks adapted for NPO can be mentioned. First, Lee and Moon (2008, p. 26) suggested “a BSC model of social enterprises in which social objectives are attained as a result of interrelationships between four perspectives: financial, customers (stakeholders), internal business process, and learning and growth.” The work of those authors focuses on how the BSC can be used in the context of an NPO. Also, Meadows and Pike (2009, p. 133) propose a Social Enterprise Scorecard based on adapting BSC “to make it more applicable to social enterprises.” They argue that “the scorecard needs to take a holistic view of organizational life, and the perspectives of a diverse group of stakeholders. Social return is the prime concern for social enterprises and must be emphasized.” Somers (2005, p. 48) proposes a Social Enterprise Balanced Scorecard (SEBC) and “to amend the original Kaplan and Norton Balanced Scorecard three changes were introduced: an additional layer was added in which social goals are articulated above the financial perspective; the financial perspective was broadened to focus on sustainability, and the customer perspective was widened to capture a larger number of stakeholder groups.” Arena et al. (2015, p. 668–669) propose a generic model for a Social Enterprise (SE) developing a PMS. The study “identifies what measurement dimensions are relevant for a SE (financial sustainability, efficiency, effectiveness, impact).” Sowa et al. (2004, p. 712) propose a model for NPO that considers the organizational effectiveness, named MIMNOE (Multidimensional and Integrated Model of Non-profit Organizational Effectiveness) that “captures two distinct levels or dimensions of effectiveness–management effectiveness and program effectiveness. Both management and program effectiveness are decomposed further into two subcomponents: capacity and outcomes.” Micheli and Kennerley (2005) investigated the adaptions of existing frameworks and case studies in NPO. Some examples of their findings are adaptations from the system theory, quality management, BSC, performance prism and the “Singapore quality award (SQA) model of business excellence with the BSC approach” (Micheli and Kennerley, 2005, p. 129). Furthermore, it is recognized that factors such as the lack of training, infrastructure, and flow of information hinder the effectiveness of a PMS in this type of organization (Micheli and Kennerley, 2005; Moxham, 2009, 2014; Strang, 2018). Cestari et al. (2018) propose a methodology that implements information extraction, organization, and analysis as a tool to document case studies of performance measurement system characteristics in NPOs. Moura et al. (2019) provide a conceptual framework that identifies and classifies the factors that influence the design of PMSs in NPOs and public administration. Moura et al. (2020) examine the design factors in PMSs in NPO and public administration exploring inter-relationship among them. Their results point to how these organizations have distinct differences compared to traditional businesses considering their organizational characteristics, complexity, and dynamics.

From the previous discussion, it is possible to notice that there is still some ground to be covered until a complete comprehension of PMSs for NPO is achieved. Specifically, guidelines for design, implementation, and use of PMSs for NPO must be identified and provided once their structure must be designed to be complex, in-depth, able to include all organizational characteristics, and for flexible interface considering the social goals and the management style (Peursem et al., 1995; Micheli and Kennerley, 2005).



RESEARCH DESIGN

Besides a meta-framework that organizes the main research topics related to PMSs in non-profit organizations, this paper also proposes a framework that groups factors that influence the design-implementation aspects of PMSs in non-profit organizations. At first, a literature review method is applied to map the body of knowledge of this field of study. Next, bibliometric, network and content analysis techniques are executed to describe current research themes and extract current information that could be used in the development of the mentioned meta-framework and the design-implementation framework.

To achieve this purpose, the research design of this work is organized in three main steps: (1) literature review; (2) the application of bibliometric, network, and content analysis techniques; and (3) the proposal of the (meta) framework.

In the first step, a literature review is applied to map the body of knowledge of this field and to generate significant information about PMSs in non-profit organizations. According to Tranfield et al. (2003), this method can provide a comprehensive map of the body of knowledge for a specific field, supports, and underpins the beginning of new academic research, since knowledge generated about this area could be mapped. Thus, it is particularly useful in exploratory research about incipient fields. Although this research did not follow specific frameworks for systematic literature review, some of the criteria included in PICO/PICOS, PEO, and SPIDER (Bowers et al., 2011) were adopted. Those techniques/frameworks help break down the research question into pertinent components and derive to search criteria (Methley et al., 2014), and their acronyms stand for the components they adopt to structure/develop the research questions. Table 1 exposes a brief comparison about those frameworks, based on Davies (2019).


Table 1. Frameworks that help the development of the research questions.
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The process to identify a portfolio that addresses PM in NPOs was conducted by the literature review design described by Keathley (2016). The author describes the research about the factors that affect the successful implementation of PM systems, and her method carries to identify all relevant publications.

A set of procedures to guide the application of the literature review were chosen based on the characteristics and features exposed in Cochrane review handbook (Higgins and Green, 2011), and these procedures can be iterative and are organized in stages such as exposed in Figure 1.


[image: Figure 1]
FIGURE 1. Literature review stages.


The first stage is the problem definition, and it is described by the following research question: “What are the factors that influence the design and implementation processes of performance measurement systems in non-profit organizations?”

In the second stage, the scoping study, the researchers perform simple searches in databases and tests the search terms with simple Boolean phrases. In the current research, search terms in papers about PMSs in non-profit organizations were identified. The research question theme was used to determine the search terms of interest:

• Factors that influence the design and implementation.

• Performance Measurement Systems.

• Non-profit Organizations.

A set of 20 papers is used as a thematic reference for the scoping study, that is, to refine the search string. As an iterative procedure, all papers from the control set are read in detail, and new search terms are identified. Eleven combinations of terms are tested resulting in five groups of search terms to compose the scoping study (presented in Figure 2).


[image: Figure 2]
FIGURE 2. Groups of search terms.


The group of search terms supported the search strategy and then, they are applied to the Literature Review Protocol shown in Table 2, which contains search terms approved with the defined Boolean operators, chosen databases, language, and publication type. This way, many papers that are related to performance measurement, but did not cover the discussion of factors that influence design and implementation excluded from the search.


Table 2. Literature review protocol.
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The next stages include data collection and exclusion criteria adoption. This search for papers resulted in a set of 4,606 papers in the data collection stage that results from the application of the “search expression.” After that, all abstracts of the retrieved papers were read, and only the papers that referred to non-profit organizations and performance measurement systems were kept in the paper set. A total of 310 papers were selected after the exclusion criteria adoption. Seventy of those papers were duplicates and, therefore, eliminated. This process resulted in a final paper set of 240 papers that covers journal papers from the past 30 years.

Following this, in the second step, techniques such as bibliometric analysis and keyword network analysis were applied to describe current research topics related to the theme. This combination of techniques contributed to consolidate the findings and highlight the significance of the results. The bibliometric analysis is based on the quantitative assessment of certain parameters for a defined set of papers, such as their authors, references, citations, and journals.

To execute the bibliometric analysis, the MC3R software (FLUXO Business Automation, 2015) were used to organize all dataset information in reports and matrices. The MC3R is a web-based platform that supports the development of literature review and its pertinent tasks. The 240 papers were uploaded into the software, including information such as paper title, publication year, authors and their countries, keywords, publication journal, cited references, and others.

After that, the whole dataset was double checked. Finally, the software provided reports which enable the characterization of the paper set, including the distribution of paper set and cited references per year, publication journals, journals from references, also, the most frequent authors and their countries, the keywords, and the cited references and their authors.

The data registered in MC3R software is also used to generate a keyword co-occurrence matrix. Then, UCINET software, as described by Borgatti et al. (2002), was used to construct a network of keywords and to obtain a network-related indexes' report. The frequency of keywords associations is calculated to construct maps (strategic diagrams) that represent the major themes of the field under study, and the relationships among them. Additionally, a k-core analysis was performed to represent a set of nodes that have connections to at least “K” other nodes in the set. The analysis is used to figure out the importance of a research topic in the network, and to delimit groups of similar research interests.

In the last step, all the findings related to bibliometric and network analyses are consolidated. Therefore, it is possible to propose a meta-framework that organizes the main research topics of PMS in non-profit organizations that can support future work and a framework to consolidate factors that influence the design-implementation stage of PMSs in non-profit organizations.



BIBLIOMETRIC AND NETWORK ANALYSES

The results of the bibliometric analysis are the paper set characterization, including distribution of papers and references, authors and their countries, cited authors, publications and journals, keywords analysis, and cited references.

The first set of analyses examined the distribution of the 240 papers from the portfolio distributed per year of publication. There is a generally increasing interest, since 2001, in the topic of non-profit organizations and PMSs. Afterward, a significant improvement was detected since 2007. This growth could justify the development of a local theory for performance measurement.

It is also perceived that as the knowledge of this research area is becoming specialized, the cited references tend to be more recent. Thus, the gap between the published articles and the cited references is reduced. Also, the area becomes more professional and begins generating specific knowledge in this field.

Another significant result of the bibliometric analysis was the keyword analysis. Papers in the paper set provided 615 keywords. The present analysis considers only terms that are separately identified in the papers under the label of “keywords.”

Of the 615 keywords, there are 501 that appear only once. That is, around 81% of the keywords proposed are cited only one time in the paper set. There is a meaningful evidence of terms usually related to PMSs, such as “performance measurement,” “performance management,” “balanced scorecard,” “performance,” “evaluation,” and “accountability.” This fact may suggest that PMSs are on the research agenda of non-profit organizations. Other keywords of this group, for instance, “social enterprise” and “social entrepreneurship” are used to define what type of non-profit organization is addressed in the paper.

The terms “balanced scorecard,” “evaluation,” and “accountability” are among the top 10 cited keywords indicating that they are closely related to research associated with performance measurement in non-profit organizations. Table 3 shows the most frequent keywords.


Table 3. Most frequent keywords.
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The term “accountability,” for example, shows the concern about stakeholders' requirements as legal obligations to provide financial and management reports. Accountability can contribute to reaching new investments and donors, in addition to providing information and legitimacy for funding and regulatory agencies. The term “SROI (Social Return on Investment)” appears as a new term and it indicates a performance measurement tool adapted for non-profit organizations to demonstrate the social and economic impact that they generate.

The results obtained as “accountability,” “leadership,” “social impact,” “efficiency,” and “quality” represent important findings and they indicate significant factors that influence performance measurement. Considering all the gathered information, a network of keywords was created using the UCINET® software (Borgatti et al., 2002).

Figure 3 shows the seven-core group network for the keywords from the documents in the paper set that appear at least three times. The size of each square indicates the frequency of each keyword. The thickness of the edges indicates the frequency with which two keywords were cited together.


[image: Figure 3]
FIGURE 3. Seven-core keywords network.


The seven-core group is the most expressive of the network and includes the studies about performance measurement challenges in non-profit organizations. Also, studies show frameworks proposed for a balanced scorecard in non-profit organizations. Despite the increased adoption of the balanced scorecard methodology by numerous business organizations during the last decade, limited case studies are developed concerning non-profit organizations and their specificities (Grigoroudis et al., 2012).

An interesting finding is that the seven-core network also shows themes related to social aspects, such as “social impact,” “social value,” “social entrepreneurship,” and (social return on investment) “SROI” for example. In the literature, Wilson and Bull (2013) used SROI in a small social enterprise for measuring social impact. Moreover, SROI is a framework for understanding and measuring the social, economic, and environmental value of an organization's activities with a focus on outcomes, different from other tools in placing a monetary value on the outcomes and benefits.

The top three authors, R. Andrews (United Kingdom), R. M. Walker (China), and G. A. Boyne (United Kingdom) have jointly authored papers together. Of the four papers from R. M. Walker and G. A. Boyne, three of them are authored with R. Andrews.

Further analysis was conducted on cited authors. Papers in the paper set presented over 13,000 authors in the cited references. Eighty-five of them were referenced more than 10 times, and G. A. Boyne was the most cited author with 44 citations.

G. A. Boyne's papers have a focus on public administration and were published between 1996 and 2011. The next four authors deal with different contexts. L. Salamon's papers address non-profit organizations in general, public sector, third sector, and social welfare organizations. R. M. Walker performs research on social welfare organizations, the voluntary sector, and public organizations. R. S. Kaplan focuses on the Balanced Scorecard for any organization and the public sector. A. Neely's papers deal with performance measurement and management in general.

The next analysis considers journal publications. Firstly, it is important to notice that of the total of 136 publication journals of the papers set, “Voluntas: International Journal of Voluntary and Non-profit Organizations” and “Administration in Social Work” are the most frequent ones with 15 and 12 papers, respectively (10 journals in the paper set represent 32% of the total). Curiously, eight of them are journals with a public administration or non-profit subject as their focus of publication. In the paper set, only the “International Journal of Productivity and Performance Management” journal explicitly publishes papers related to performance management and measurement.

The most frequent journal appearing in the references of the paper set is “Non-profit and Voluntary Sector Quarterly” with 166 appearances, which was the fifth most frequent journal in the paper set. Of the 10 most frequent journals for the cited references, five of them have a focus on public administration or non-profit organizations, and eight of them have a high-level classification (Q1) by Scimago.

Finally, there are 10,540 cited references in the paper set and 9,136 of them (around 87%) are cited just once. Table 4 shows the 10 most cited references which the focus is “performance measurement” and, indeed, citations are mostly focused on two themes: “performance measurement systems” and “management of non-profit organization.”


Table 4. Most frequently cited references.
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Some classic references on performance measurement, such as those from Kaplan and Norton (1992) and Kaplan and Norton (1996), are the most cited in the paper set. These references are also some of the most popular when considering purely the field of performance measurement (Neely, 2005). It is noteworthy that, although the topics of performance measurement and non-profit organizations are addressed, this paper is not a result of the search, since it did not have keywords that addressed factors that influence the design-implementation of PMSs. Therefore, the knowledge of PMSs for for-profit organizations seems to be used as a foundation for research on PMSs for non-profit organizations. Indeed, as observed by Arena et al. (2015), this confirms what had already been pointed out: the simple adaptation of for-profit PMSs approaches to non-profit organizations appears not to be enough to address the characteristics of non-profit organizations.

Two of the references in Table 4, Forbes (1998) and Herman and Renz (1997) discuss the difficulty of measurement effectiveness in a non-profit organization. Forbes (1998) reviewed empirical studies of non-profit effectiveness from 1977 to 1997, while Herman and Renz (1997) investigated stakeholder judgments of non-profit charitable organization effectiveness. According to Forbes (1998), there are several concepts of effectiveness in non-profit organizations used by researchers.

Three of the references in Table 4 address performance measurement in a non-profit organization (Kaplan, 2001; Paton, 2003; Speckbacher, 2003). These works propose options for adapting the balanced scorecard to a non-profit organization and suggest that for-profit themes of performance management may apply to non-profit organizations.

Another key point concerning the references is the theoretical background that is employed. For this purpose, the 60 most cited references were analyzed and divided into three main groups: (i) references that present general themes; (ii) references that present specific themes that apply to non-profit organizations; and (iii) references that utilize both general and specific themes.

Ninety-two percent (92%) of the examined references mention general themes, around 68% highlight specific themes that apply to non-profit organizations, and 62% consider both. The most common background of general themes is “balanced scorecard,” “performance measurement,” and “accountability,” which are the same themes that emerged in previous analyses. Also, “institutional theory,” “theory of organization,” and “stakeholders” were cited in the building of the knowledge in this field.

Lynch-Cerullo and Cooney (2011) examined the field-level pressures facing humanitarian service organizations (HSO) and review the research on performance measurement among non-profit HSOs on responses to these pressures and proposed a conceptual framework combining institutional theory and resource dependency theory. Additionally, the factors that encouraged performance measurement in non-profit organizations are examined.

According to Herman and Renz (1999), many ideas first introduced and popularized in business are later adopted by NPO, such as strategic planning, total quality management, and others. The belief is that what works in business should also work in non-profit organizations or what is considered as best practices is a sign of effective management and could legitimize a non-profit organization from a stakeholder's perspective. Therefore, the study is based on general and specific literature on organizational effectiveness to present those aspects regarding the non-profit organization effectiveness. Table 5 exposes that the number of specific themes is significant.


Table 5. General and specific themes from most frequently cited references.
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A good example regarding the specific literature is the Multidimensional and Integrated Model of Non-profit Organizational Effectiveness (MIMNOE) proposed by Sowa et al. (2004), which builds upon debates in organizational theory and non-profit management research and suggests a multidimensional model to capture non-profit organizational effectiveness.



DISCUSSION

The bibliometric and network analysis highlighted the main characteristics of performance measurement systems in non-profit organizations' research. In this section, findings from the works of the literature are discussed.

There are three focus areas to be highlighted. The first one is related to the diversity of non-profit organizations, of different types and with different concerns regarding performance.

The second one is the significant amount of works found in the systematic literature review that is related to performance measurement in non-profit organizations and that make use of the general body of knowledge in performance measurement.

Finally, such theories and models are the building blocks for the factors that influence different aspects of performance measurement systems.


Types of Non-profit Organizations

In the literature, a significant variety of terms reflects the different typologies of non-profit organizations and appears as prevalent topics, like “third sector organization,” “non-governmental organization,” “civil society organization,” “public organization,” “social enterprise,” “social entrepreneurship,” “voluntary organization,” among others.

These organizations have the social aspect as a common goal, although they have specific aims and it reflects the difficulty to have measures that capture value across so many different organizations. Then, as mentioned by Moxham (2009), there is not an agreement about the terminology to “non-profit organizations,” which indicates that a charity institution is a kind of non-profit but not all organization have to be a charity organization. In this context, the sector is diversified and includes religious institutions, hospitals, museums, voluntary agencies, trade unions, universities, civil rights groups, cooperatives, and the third sector. Public administration appears in the literature review once, as already mentioned, it shares some characteristics with non-profit organizations as they play complementary and supplementary roles. There is not a consensus about the NPO terminology and which kind of organization can be included as one. Some works discuss NPO separated from the public sector or social enterprise (Karwan and Markland, 2006; Duque-Zuluaga and Schneider, 2008; Moxham, 2009).

For economic theories and models standpoint, Moxham (2009) and Valentinov (2011) take an NPO as having financial restriction about the profit sharing for investors or controllers. Also, this kind of organization depends on financing and donations. In this context, the requirements for these organizations may hinder organizational success.



Models and Theories

Bibliometric, network, and content analysis revealed that several performance measurement theories and models are used to construct knowledge in this field. Theories such as “economic theory,” “institutional theory,” “organization theory,” “stakeholder theory,” “balanced scorecard,” amongst others, are frequently used and cited to support research in this area.

Steinberg (2003) evaluated economic theories of the non-profit sector to describe the sector, formulate governmental policy toward the sector and manage non-profit organizations. Then, the study presented theories' capacity to enlighten the understanding of inquiry, size, and scope of the sector, and the behavioral responses of donors, volunteers, paid staff, and non-profit organizations to changes in their external environment.

According to Brignall and Modell's (2000) studies in the public sector, the institutional theory has implications for the effective implementation of multidimensional performance measurement and management. Additionally, a proper definition suggested by institutional theory is that performance should be described as “institutionally” defined, that is performance-related factors determine the interests pursued by these organizations.

Herman and Renz (1999) studies draw from general and specific literature on organizational effectiveness to present propositions about non-profit organizations' effectiveness. They suggested that concerns about non-profit organization accountability, outcomes assessment, and performance evaluation confirm the relevance of the discussions about non-profit organizations' effectiveness. For Sowa et al. (2004), bearing in mind the organizational diversity, it is important that these differences must lead to the appropriate criteria for assessing effectiveness.

The identification of these theories in previous studies confirmed that research in this area builds upon general performance measurement research. Furthermore, as observed by Luke et al. (2013), it is essential to note that the “balanced scorecard” is the most cited model in the references and its importance is also concerned with the purpose of ensuring assessment of organizational performance outcomes and impact, besides legitimacy of the communication.

The balanced scorecard is a classic example of an adapted model from the general performance measurement field to non-profit organizations. Also, the performance prism model is another example of a performance measurement tool used in the for-profit sector that has been adapted to non-profit organizations (Lee and Moon, 2008; Meadows and Pike, 2009; Moxham, 2009; Mouchamps, 2014; Arena et al., 2015).

Somers (2005) suggests that the balanced scorecard needs to be adapted to the social enterprise by including social goals, expanding the financial perspective to emphasize sustainability and the customer perspective being widened to capture multiple stakeholders' perspectives. Her research presents that by using the Social Enterprise Balanced Scorecard (SEBS), organizations have positive outcomes and become a better business. Also, social enterprises that use this model can demonstrate social value added to stakeholders.

Moreover, there is an accounting terminology being disseminated to more efficiently evaluate and measure blended value creation in the third sector. Consequently, concepts such as SROI (Social Return on Investment), social accounting and audit, Social Return Ratio (SRR) were developed and reflect specific theories in this research area (Moxham, 2009; Luke et al., 2013).

Banke-Thomas et al. (2015) consider SROI as a model that can measure social and economic outcomes and analyzes views of different stakeholders in a monetary ratio through comparison between net benefits to the investment required. In other words, Wilson and Bull (2013) complement saying that SROI is a framework for understanding and measuring the social, economic, and environmental value of an organization's activities. Another example is the Social Accounting and Audit, as mentioned by Luke et al. (2013), which is an externally audited report of social value creation.

However, for many non-profit managers, performance management systems adapted from the private sector are seen with skepticism, as it is observed by Moxham (2009) and Straub et al. (2010). In this context, Moxham (2009) investigates the applicability of the existing body of knowledge about performance measurement in private and public sector non-profit organizations.

It is noteworthy that the research about performance measurement systems in non-profit organizations is gradually becoming specialized and has started to build upon prior research in the area. From this perspective, there are some examples of specific models and theories about performance measurement systems in non-profit organizations. An example of a specific model for a non-profit organization is the Multidimensional and Integrated Model of Non-profit Organizational Effectiveness (MIMNOE) proposed by Sowa et al. (2004) and previously presented. This framework builds upon discussions in organizational theory and non-profit management research and suggests a multidimensional model to capture non-profit organizational effectiveness.



Factors That Influence the Design-Implementation of PMSs

The main factors that influence the design-implementation aspects of PMS for NPO need to be identified. For Micheli and Kennerley (2005) the number of frameworks is small yet so that investigations will be necessary for the research area. Some tools and methods have been developed, but as observed by Arena et al. (2015), the systematic analysis is not enough. The PMS evolution was not capable of knowing all various dimensions/factors about the performance in NPO. Understanding them will contribute to translating the social issues in measurable terms.

In this sense, Figure 4 depicts a framework that consolidates the main factors that influence the design-implementation aspects of performance measurement systems identified in the literature review performed in this work. Design-implementation factors are retrieved from a content analysis of the paper set, where the most frequent terms were grouped into three main categories: (i) social factors; (ii) stakeholder-related factors; and (iii) managerial factors.
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FIGURE 4. Framework for the factors that influence the design-implementation of performance measurement.


Considering the social approach, it is important to mention that the desire for social results of these organizations must reflect the development of performance measures, the choice of performance measurement systems and must be in the organization's mission, vision and within the behavior and commitment of the people involved.

Therefore, in addition to the correct choice of measures and strategies, the PMS design-implementation process needs to consider the interaction of the employees and volunteers involved. In addition to these internal stakeholders, NPOs are highly involved with their external stakeholders, which leads to the relation of the second group of factors.

An NPO generally has legal or contractual financial restrictions. Accountability and the search for legitimacy is part of the routine and can not only be a legal obligation, but also as strategically interesting in attracting donors, financiers, and partnerships. In this sense, the choice of a PMS and its design-implementation process must consider ways to guarantee and to achieve factors related to accountability, legitimacy, market orientation, and stakeholders.

Regarding the managerial aspects, design-implementation factors of PMS present several attributes related to the management of the organization in terms of human resources, project, resources, and capability. Factors such as use and availability of financial resources and funding are conditions that affect investment, planning and management decisions in NPOs.

The stakeholder's demand for high levels of efficiency and effectiveness has pressured these organizations to seek measures and performance strategies to retain investors, seek new ones, transparency to the government and to their community. In addition, aspects related to organizational learning and empowerment are appearing more frequently as strategic points for managers who need to deal with paid employees, but also volunteers who are not acting for salary or professional growth, but are involved in these organizations by their beliefs, values and personal growth. How to motivate these people? How to control and measure the performance of these people within a context that considers social profit more relevant than the professional?

Factors in the social category represent the concern of non-profit organizations in achieving their social objectives and purposes. In this context, the measurement of performance in NPO is dependent on their aims, mission, and goals (Clarkson, 1995; Luke et al., 2013). For this reason, the social category, which includes “social value,” “social impact,” and “social mission” is a predominant topic in performance measurement for NPO. Also, Luke et al. (2013) suggested that differently from for-profit organizations that have profitability as a primary purpose, the underpinning objective of this kind of organization is to be financially viable such that they can continue to pursue their social mission. Furthermore, Costa et al. (2011) reported that the long-term performance of non-profit organizations concerns their capacity to expand social value as defined in their mission.

Complementary, stakeholder-related factors reflect the importance of different groups of stakeholders to non-profit organizations, particularly the necessity to fulfill their requirements. Mano (2013) indicates that NPO must present regular and reliable reports to stakeholders mainly on the reach of social goals within the restrictions of the funding and resources provided. In this regard, transparency to stakeholders, including measures of performance is also expected. According to Costa et al. (2011), non-profit organizations have emerged as significant actors for promoting social values. This increasing importance and influence have heightened requirements for more legitimacy and accountability, both internally and externally. In doing so, stakeholders can assess the impact of the activities developed by non-profit organizations. Nevertheless, non-profit “accountability” and performance measurement systems are usually more complex than those in for-profit companies, which focus on profit maximization and stockholders/shareholders as primary stakeholders. On the other hand, non-profit organizations have a socially oriented and ethically based mission and deal with multiple and competing stakeholder demands. Non-profits' financial sustainability does not guarantee the achievement of the organizational mission and several studies suggest that there is a strong relationship between “market orientation” and organizational performance for non-profit organizations (Duque-Zuluaga and Schneider, 2008; Walker et al., 2011).

Factors in the managerial category reflect the concerns of non-profit organizations to operationalize their activities so that their social objectives are fulfilled, as well as the requirements of their stakeholders. In this context, an important issue and prevalent topic is the dependence of non-profit organizations on “resources” and “funding.” Moreover, the competition for financial resources to fund non-profit services is intense. As observed by Moxham (2010), the provision of funding is dramatically decreasing. Similarly, Kaplan (2001) emphasizes the theme of accountability and performance measurement as urgent for non-profit organizations due to the increasing competition for “funding.” Consequently, as clearly stated by Hodge and Piccolo (2005), to secure “funding,” non-profits are under pressure to demonstrate “value for money.” In this context, non-profit organizations have a constant concern to measure their performance to satisfy stakeholders' expectations and consequently, to ensure their strategy in approaching “funding” and “resources” allocation and utilization. Similarly, “evaluation” is also a relevant topic and is directly related to “efficiency” and “effectiveness.” NPO should have approaches to performance evaluation that effectively capture both financial and social dimensions, which is crucial to demonstrate organizational legitimacy, transparency, credibility and to acknowledge the extent of their impact. According to Costa et al. (2011), because it is difficult to define clear key success performance indicators in NPO, it is also challenging to identify systems that can report to internal and external stakeholders on organizational “efficiency” and “effectiveness”–in other words, the extent to which organizations achieve their goals.

According to Bradshaw (2009), NPOs' council and boards must implement change management processes that can be used to orient them in reflecting on their choices related to governance frameworks, indicating what contingency factors should be considered. Change management strategies, as compiled by Herman and Renz (1998), could cover aspects such as legitimation, retrenchment, and new revenue strategies.

Leadership could be approached in the support provided by the board of directors to both initiatives related to change, and the implementation of performance measurement systems. Harrison and Murray (2012) recognized that boards of directors have a considerable impact on the performance of non-profit organizations, their CEOs, and on the support of key stakeholders. Their leadership position could be used to build high-quality relationships. Becker et al. (2011), shows that implementation of performance measurement systems required not only the technical system to be successful but also the support of senior management, with a strong commitment to development and implementation that facilitates a higher level of ownership and accountability for all involved actors.

Wellens and Jegers (2014) show that there is a consensus on the importance of an employee-organization fit. Particularly to volunteers, empowerment, quality of intra-organizational relationships and training, and support seem to be important. Employees' empowerment can be achieved through formal and informal mechanisms at different levels, such as personal job involvement and participation in overall organizational policymaking.

In summary, change management provided the meta-framework for discussing performance measurement system implementation in a non-profit organization, that requires leadership from the top level as well as from the team that is in charge of the implementation process. Empowerment will give the involved actors autonomy for experimenting and customizing models according to contingencies.




CONCLUSION

This research provided a comprehensive synthesis of the study of performance measurement systems in non-profit organizations based on a literature review, bibliometric, and network analyses. A paper set with 240 articles related to the research field was examined. A large set of techniques was adopted to consolidate knowledge about this area of research. The present study makes several contributions to identifying the topics that are the most prevalent in this research area and their interrelationships. Furthermore, the findings enhance understanding of the extent that this area builds upon prior research. It is important to observe that public administration is identified in the review, as a complementary role in providing social value to society.

According to the results, it is possible to conclude that the investigation on performance measurement in non-profit organizations is still in its early stages of development with many opportunities to further develop the field. Although PMSs are a consolidated topic, the design-implementation of PMSs in non-profit organizations is a recent issue, and public administration studies reveal more maturity in managing through measures. Moreover, the results of this study suggest that, while there is significant interest in this research area, there are still many inconsistencies in the literature such as the terminology and the typologies used to refer to non-profit organizations.

In some cases, it was detected that a public administration perspective is strongly related to the studies of performance on non-profit organizations. In this sense, the research theme encompasses some works on public administration as they share some common characteristics with non-profit organizations.

Additionally, PMSs for non-profit organizations seem to be more complex than for for-profit companies, mainly because while the mission of for-profit companies is primarily to focus on profit maximization, non-profit organizations have an orientation for social mission and values. Also, NPO must deal with multiple stakeholders' demands and its financial sustainability does not guarantee the achievement of the organizational mission.

Thus, PMSs for non-profit organizations should include not only organizational viability but also the social impact of the organization. So, it is necessary that the development of PMSs frameworks, tools, processes, requirements, and indicators that address these specific features of non-profit organizations and consider multiple stakeholder perspectives.

Conceptual frameworks and models, as well as specific theories, are being generated for this field of research, and the process of adapting models from the general field of performance measurement is taking place. The meta-framework that organizes the main research topics of PMS in non-profit organizations and the framework that consolidates factors that influence the design-implementation of PMSs in non-profit organizations developed from the literature review represents a fundamental contribution to this field of study.

While this review is designed to be as comprehensive as possible, the main limitation of this approach is that the results are limited to the publications available on the searched platforms. As future work, it is recommended that a research agenda is structured for PMSs in non-profit organizations, identifying the main research groups and the main questions to be studied to contribute to the consolidation of research in this area of study. It is also suggested to include some sort of geographical analysis to understand and to identify possible patterns for developing the management systems. Besides that, the design-implementation factors identified in the literature review and part of the framework presented in this paper need further detailing using a more specific content analysis of the papers, as well as the development and analysis of case studies that can consolidate the application of these factors in non-profit organizations.
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