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Preface

The International Group of Controlling (IGC), fowslin 1995, has the aim to promote the function
and role of the controller and to establish ancetigyfurther a commonly accepted concept of con-
trolling, as well as a unified controlling termiogly.

Amongst other things, the IGC published a uniforms$ibn of the Controller as early as 1996:

CONTROLLERS DESIGN AND ACCOMPANY THE MANAGEMENT PRCESS OF
SETTING OBJECTIVES, PLANNING AND CONTROL AND THUSAVE A JOINT
RESPONSIBILITY WITH THE MANAGEMENT TO REACH THE OBE3CTIVES.

This mission — although originally developed farfoofit organisations — is in our opinion geneyall
also valid for controllers in non-profit organisats (NPOs), although this doubtless requires some
adaptations and specifications.

In the NPO sector, controlling faces organisatiataictures that often lack clearly defined objec-
tives. Thus, an initial task for controllers nortyas to ensure that there are objectives in ths fi
place. The controllers have to accompany the psogkfinding and formulating objectives and tar-
gets until degrees of operationalisation have loeseloped that can be processed methodologically.

Without a clearly defined mission bundling taskiuna and objectives of the NPO, there is no sen-
sible controlling. The IGC working group has deysd a spiderweb model describing, as a first
step, the actual position of the respective NPODb@lieve that the spiderweb dimensions developed
in the model are sufficient to characterise thésmhcept of any NPO. In the spiderweb model, the
NPO controller can depict the difference betweenattual position and the planned values derived
from the NPQO’s mission. This book will be concermeginly with impact controlling for an NPO'’s
rich variety of stakeholders.

The main objective of this book was to provide gliites for the further development of controlling
in the various fields of NPOs. The Managing Comesitbf IGC would like to thank all members of
the working group active in this area, particulartyleader, Prof. Dr. Bernd Halfar.

Dipl.-Kfm. Dr. Wolfgang Berger-Vogel

(President and Chairman of the Board International Group of Controlling (IGC), member of the
Board of Trustees of the International Association of Controllers (ICV))
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Impact-oriented NPO-Controlling 8

Impact-oriented NPO-Controlling:
characteristics and requirements

Controlling is entering a new area, the NPO sector:

e borders are open,
* reservations about the business logic in goal-orien ted organisations are decreasing,

« whether controlling is accepted is influenced by th e willingness and ability of controlling
to understand the NPOs’ definition of success, as w ell as to translate this into measura-
ble targets, to align them and to analyse the degre e to which the targets are met.

For systematic controlling to improve the rationali ty of making decisions, it is necessary for
controlling to know about the special characteristi cs of NPOs. The NPOs on the other hand
need to be informed by the controller that the char  acter of NPOs, which is driven by values
and needs, improves if the impact of the NPO is not just hoped for and presumed, but ob-
served systematically and analysed.

Contents Page
1 A comparison with controlling under profit orient ation .....cccvvvvvveeenn. 9
1.1 Missing target definitions ... 10
1.2 COMMON FEALUIES ...uviiiiiieee e e et e e e e e e areee s 12

2 Need for development in the area of impact contro  Iling .................... 13




Impact-oriented NPO-Controlling: characteristics an d requirements

1 A comparison with controlling under profit
orientation

“Controllers design and accompany the management pcess of setting ob-
jectives, planning and control and thus have a joinresponsibility with the
management to reach the objectives.

This means:

Controllers ensure the transparency of strategginless results, finance and
processes and so help increase profitability.

Controllers coordinate sub-targets and sub-plares holistic way and or-
ganise a reporting system that is oriented towtlrelguture and covers the
enterprise as a whole.

Controllers moderate and design the managemenégsaxf setting objec-
tives, planning and control so that every decisitaker can act in accord-
ance with agreed objectives.

Controllers render the necessary service of progidil relevant data and
information to managers.

Controllers develop and maintain the controllingteyns.*

Is the IGC mission of the controller also valid iPOs? Is it actually necessary
to develop a separate “NPO-Controlling” that isffigantly different from the
tasks, procedures and methods of “normal” contralterk outlined above?

Our arguments in favour of a distinct NPO-Contrgliare tied to some central
elements of the IGC’s mission of the controller:

setting objectives,

planning,

control,

transparency of results,
profitability,

reporting,

target orientation,

provision of business information
etc.

1 The IGC’s mission of the controller is availableaatw.igc-controlling.org_leitbild/leitbild.php.
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1.1 Missing target definitions

In the NPO sector, controlling is often confronwwilh organisational worldsA basis for con-
where any control by means of differences betwdamed and actual values itég”(i;sa?:ds yetto
frequently impossible because no target has befmede or the organisations’

objectives have been formulated in such a normativkabstract manner that no

reasonably precision-oriented controlling can buiidthis. In these organisa-

tional worlds, one of the controllers’ initial taskn general simply is to make

controlling possible from a methodological pointvigw.

In our view, controllers in such organisations wathather vague understandingithout objec-
tives, there is no

of objectives are partly responsible for settingeotives in the first place. Th% fficient and ef-
controllers provide the methodological hint thatnagement that has been fagktive control
data can only operate meaningfully and can onlyaraiactical suggestions to

the organisation regarding its efficiency and dff@mess if there are objectives

and targets as points of reference. The contradlisis accompany the processes

of defining targets for as long and as intensizalydegrees of operationalisation

have been developed that can be processed methadittaw controlling is able

to inform the organisation whether the goals haaenbattained.

Especially in non-profit organisations, controllingust not be restricted to it§ontrolling cre-
typical methodological operations: rather, it finsis to, quasi as an authority thatffe Zs ggﬁf}oi?ez‘_e'
has been defined as goal-oriented, safeguard ohétoding as a leadership tastation and profita-
becomes compatible with the organisation in thet fitace. This is achieved bty

means of

formulating objectives,
operationalising targets and
making strategic decisions.

By consistently referring to operationalised targgttems, the controlling phi-
losophy in the NPO sector becomes not just compghle, but also the starting
point for valuable core processes in the orgamisati

Example: Balanced target system for a museum

Themuseumis encouraged by its controller to balance oueptially conflicting
goals of museum-pedagogical programmes, sciergiftcessing, the aim of
building a collection and profitability.
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What are the planned visitor numbers?

What contribution margin?

Is it compatible with the museum’s philosophy i tirt historians employed
publish popular texts rather than scientific tresgi?

Does the museum focus on its original task as adeamic centre or, follow-
ing the expectations of cultural policy, on beimgurban event location?

Example: Systematic controlling in an aid organisaon

Through systematic controller work, @mternational aid organisation learns
that a long-term development programme is likelgrioounter great dissatisfac-
tion of various stakeholder groups in the short, mihich might even result in
obstruction. The long-term effectiveness of thegpamme might thus be ensured
by providing short-term benefits for some obstmugtstakeholders, but at the
same time reduced in its impact. And what effedtkthese “transaction costs”
in turn have on the stakeholder group of “donomisprs™? Can all donation
targets be reached as planned if a part of the ynisngsed in the form of “rent
seeking” in order to influence political stakehaokf®

Example: Measuring effectiveness in a church parish
How does ahurch parish measure its activities?

By its unpaid voluntary work?

By its output:

— Number of masses?

— Number of people attending masses?

— Number of visits to ill people?

- Percentage of young people organised in groups?
By the satisfaction of the parishioners?

- All of them?

- The believers?

- The active members?
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Are there qualitative objectives for liturgy, chiormusic or diaconal ser-
vices?

Is the parish’s budgetary planning oriented towayaasntitative and quali-
tative targets or is the system without an effelfbiving a cameralistic logic
regarding expenses?

NPOs tend to formulate their organisation’s missioa normative manner as 8o far little is
task. As the normative impulse to create an orgdinis becomes particularly"oWn about the
important, the functional, i.e. goal- and impad&ted, rationale of the curren{i;rgzact of actv-
organisation tends to be underestimated. In tlipeet, and this is our starting

point, the NPO controller has to understand theloforganisations that so far

have functioned without target systems and hentteowi transparent knowledge

about impacts.

We argue from an impact controlling perspective dondnot deny that many
NPOs have established a good operational contgolvhich, however, generally
has to make do with definitions of objectives thegg often unconscious or little
operationalised.

1.2 Common features

The methodological difficulty to observe the vagampacts of an organisatiogontrolling fo-

in controlling, and even to translate them intdrapact matrix, is not particulats®s O“Jhe eco-
nomic and non-

to the non-profit sector. Even though the topitimpact controlling” has foundonetary meas-

no separate place in the literature on “profit colling”, also controlling in profit urement of im-

organisations does not focus solely on economi@ats) but also on pact

customer satisfaction,
producer’s pride,
ecological sustainability or
acceptance in society.

And yet such “soft” organisational impacts are eleggrised by their instrumental
character for the “real impact target of profitihfl while in the NPO field such
stakeholder-related impacts are not (or need npstoatified under the central
aim of controlling the company’s top KPI.

Put archetypically, profit organisations only watelt for those effects that show
a plausible impact relation to the top KPI. And,yeé can find indications that

in the profit sector the instrumental charactetaofiets — for instance by balanc-
ing targets relationally in a BSC — is diminishigd we can see that also in the
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non-profit sector efforts are made to determintop KPI"- for example, by cal-
culating a social return on investment (SROI).

2 Need for development in the area of impact
controlling

In the area of impact controlling in NPOs thera iseed for methodological deDeveloping a
velopment. As soon as the task to include impadtedfectiveness into control@iﬁiﬁif@ﬁige
ling is identified, controllers see themselves eatim the role of pioneers who

have to select their equipment for exploring annavin area, draw a map and

write up the report on their travels themselves.
There are no

tool kits for measuring,
maps with impact indicators and
standards for reporting.

Such controlling packages would be extremely hélfgfuthe individual NPO
industries, but also for industry-specific solusadone.

By means of industry standards for controlling @uld then finally be possibleExisting concepts
in the subsequent steps, not only to shed lighhemeasurability of impacts ang:udstsg‘;t"ﬁfcke .
the validity of the controlling indicators, but algo conduct NPO industry-sp&uor practicability
cific productivity research. We know little abobetquality and effectiveness of

the specific efficiency patterns, and thereforeualbloe specific production func-

tion in NPOs. Controlling in NPOs has to estabifsand in how far existing

controlling software is suitable for impact-orieshteontrolling or what the soft-

ware architecture should look like to ensure flaslenterfaces also with “re-

searching impact controlling”.

Although the controller might be unfamiliar withetidea, it is essential in indi{ntegrating the
vidual cases to develop concepts for integratirmp“numbers” (for example evgﬁg?:zg;fg
idence-based” texts), which have been gathereddanmof qualitative methodssearch into con-
into the controlling system. Generally, elegantaciontrolling requires includ-rolling

ing the procedures and methods of empirical soegdarch, on an equal footing

with the classic cost accounting features, in tbein methodological tool kit.

2 0n the use of the BSC see: Horvath & Partners)(e2307, Halfar/Borger, 2007;
on the concept of the SROI see: Laskowski/Loidl-K2005.
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Potentially this raises another problem for NPO4@uiling, as there is a demand
for manageable, standardised, industry-specificachgontrolling instruments
particularly at smaller NPOs. One task, therefir¢g construct impact control-
ling methodologically in such a way that there als® second-best solutions re-
garding research and survey costs and efforts.

One task is to develop NPO-specific reporting ti@tuments the results prd-=irst attempts to-
wards NPO-

vided by impact controlling. The NPOs are alsoriésgéed in control-oriented im-speciﬁc reporting
pact diagrams, which they can use in addition éoatcountability-oriented annave already
nual reports. Besides the empirical research remant to develop such impadeen made
diagrams in the first place, as mentioned abovex&s$ing impact factors are still

suspected of eclecticism and plausibility, it il sihclear what impact-oriented

internal and external reporting might look likerdtiattempts have been made

already, such as the political guideline in Switmed described below, “Control-

ling and external accounting for NPOs accordin§wgess GAAP FER 21"

In order to be able to present the effectivenesndfiPO’s activities to the outExternal account-
side world, also external accounting is particylamhportant. In Switzerland,g‘(?rt';ngcae”i‘r']”?e'm'
charitable, social non-profit organisatiensrtified by ZEWO (Zentralstelle fliorting
Wohlfahrtsunternehmen / central foundation for ithes) are obliged to adopt a

certain standardisation in their external reporting

The annual statements include — apart from theiclaements such as bal-
ance sheet, income statement and cash-flow stateradso a performance
report. It shows the effectiveness and efficienicy oharitable, social non-
profit organisation and so represents the qualdgagiement of the annual
statements.

The performance report includes, amongst othegghithe organisation’s
objectives, a description of the services providad the use of available
resources in order to achieve the objectives ohthreprofit organisation.

The performance report is intended to take theprofit oriented, charitable

nature of a non-profit organisation into accourd #érus to increase trans-
parency. The performance report is not subjectandatory auditing and its
design in practice varies considerably.

3 These are charitable organisations providing $®&evices, irrespective of any entitlement of
third persons and/or membership, in the publicrese additionally, they publicly address an un-
determined number of donors or receive donatiod#oarare financed by dedicated public funds.
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Development tasks for NPO-Controlling include:

Developing industry-specific tool kits with measwgisystems, empirical in-
struments, valid scales, software packages.

Integrating “non-number” information from qualiteti social research into
controlling.

Preparing a valid and practicable set of indicatorsndividual areas of an
NPO.

Developing an industry standard for systemisingdatgcontrolling.
Developing patterns for value-added calculationsding statements and
social returns of investment.

Preparing standards and models for performancetsepo

Communicating the effectiveness of controlling R Os.

Communicating the effectiveness of NPOs for society

Communicating the measurement of intangible impasi® methodological
template for social responsibility programmes odibasses.

The conclusion that NPO-Controlling has developntasks is not the only oneNPOs must know

At least as important is the conclusion that NP@w®ot attain legitimacy simplythelr Impacts
controlling makes

due to their importance — however this is subsdbedi — but also have to knowese transparent

and prove their impacts. This cannot be achievatiout the help of “classic

controlling”, but controlling also must add specifogic, procedures and meth-

ods in order to be able to effectively performtie NPO sector.
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Obstacles to measuring impact and
effectiveness of NPO activities

Non-profit organisations (NPOs) are economicallyre  levant, but at their core not economically
oriented. Their primary coding follows social, poli tical, cultural, ecological, religious or med-

ical motives; economic factors are mostly secondary codings, which are merely accepted
rather than integrated into the system of objective s. Therefore, an important task for control-
ling in NPOs is to record impact and effectiveness of NPO activities as central indicators of
success and to connect them to information derived from cost accounting.

Measuring impact and effectiveness in the NPO secto  r is gaining importance because both
its legitimisation in society (and thus also the al location of resources) and NPOs’ self-legiti-
misation cannot be restricted to motivation, input and documentation of social responsibility
anymore, when the typical fields of NPO activities are increasingly seen as competitive.

Contents Page
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1 Neglecting the impact perspective of NPO activiti  es

Controlling meets a sector where the topic of impas arrived, though there areocusing on
hardly any reference examples yet. One reasorhéofrequent neglect of the(sjfgggtrslfgﬁ"tg’e
impact perspective is the strong influence of tlessic Donabedian modelf qgyaiity of the re-
quality management in NPOs. Focusing on structyuality, which can be de-sults

termined relatively easily, (and ideally also oa fightly more complicated pro-

cess quality) was based on the conviction thati¢ieg methods also result in the

right impacts. In a way, the idea of putting oneus on impact as such, and

hence to check the link between method and impapiresally, is quite new to

most NPOs.

2 Insufficient and confusing definitions of impact
and success in NPOs

When observing targets and analysing impacts aedtefeness, controlling in
the NPO sector faces the particular problem thad&IRave to deal with the ex-
pectations of a rich variety of stakeholders, whiahnot— or at least not easily —
be grouped into hierarchies of objectives. The etgi®ns of the stakeholders
follow their own respective logics, which partlynttadict each other and cannot
be aligned properly as they are part of differeanidiit scales.

Not only can the value added of the individual NP@sssessed very differentl\gxpectations
but impacts are actually desired to various extdrgsause the individual stakég-’rig:zsitets'ﬁ;;hi'
holders vary in their perception of the NPO perfance as a merit goodn this heir own logic
specific structure, NPOs, in contrast to busineggaserally have more important
stakeholders, both internally and in the neareffarider environment. They can-

not easily avoid local stakeholders through mohikis NPOs in many cases are

tied to a specific location. The task of NPO mamaget, to identify and prioritise

the stakeholder groups, involves perceiving poaéntiultidimensional goal con-

flicts.

This task is made more difficult for NPOs, in tieastomers are not clearly dis-
tinguished from other stakeholders and the terrtoower itself is not clearly de-
fined either. The customer as a

rational demander,
ready to pay,

1 Donabedian, 1980.

2 For the explanation of private, collective, paliti and merit goods see: Blankart, 2008, p. 52 ff.
Merit goods are those whose provision is desirethbypublic, irrespective of any resulting indi-
vidual benefits. These can be public, private orxaof these goods.
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willing to pay,
with a stable scale of preferences and
as a potential user of the service or good

is the absolute exception in NPOs. The roles of,udgmander and payer are
often separated in the social field. In many casestomers show a lack of

rationality,

ability to pay,
preference patterns and
willingness to pay.

Whether it is a church, psychiatric hospital, s¢lmyanuseum pedagogy — sonRestricted con-
NPOs practically thrive on the fact that a majodtyheir customers are diSinteI'Z-:ngnf; g'fol‘J’:;S
ested. Besides disinterested customers (as antampatakeholder group of the
NPO sector), NPOs also have to focus on stakelwldbose interests and ex-
pectations (can) change rapidly. Especially theatets of the political system

from NPOs tend to be unstable over time.

From the point of view of the theory of goods, sit@keholder analysis is partiddnstable de-

ularly complex as NPOs frequently produce publid/anmerit goods. Charac™ands of the po-

o . o . _litical system
teristics of these special goods are the “non-ebeddility” in their use and a highyom NnPOSs
percentage of external effects. External effects “@on-customer users” bring

impacts to controlling that are methodologicallffidult to assess and determine.

3 Difficult integration of impact problems into
controlling

Besides the identification of the stakeholders’extptions from the NPO and the
NPQO'’s impacts on the individual stakeholders, mgaguhe impacts of the NPO
is a further obstacle for con-trolling.

While in the profit sector profitability is a uniksally valid goal for measuring-acking a univer-
success, every NPO organisation has to find its tasgets. In addition to thez:!)s/ ‘]f:gt‘j)rsuc'
typical accounting KPIs, reference values fromithpacted area have to be de-

termined for controlling, which allow statementstba NPO-specific efficiency

and effectiveness for organisational and programmomerol.

In the profit sector, impact has more of an inseatal character — whether
measures and programmes have an effect is evensladivn directly in eco-
nomic success factors — and hence impact orientatiprofit controlling is only
limited.
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As profitability and profit are for businesses, awfs are NPOs' raison d'étre. For
controlling, integrating the impacts is a centealk, though it is enormously dif-
ficult given the different NPO-typical constructiohobjectives. As the NPOs do
not succeed in measuring their impacts and puttieg into relation with eco-
nomic variables, control is used rather defensiieowing the cameralistic au-
diting approach. Control is thus focused on

the legitimacy of the use of resources,
parsimony and, at the most,
on output.

The task of controlling in the NPO sector is alwdgéined as measuring impactmpacts as raison
. e . L d'étre
normally organisation-specific, ideally industryesific:

the quality of life of cancer patients,

the spirituality of church members,

the competence of school graduates,

the sociality of tram passengers,

the delight of breathing fresh air,

the increase in autonomy of mentally handicappeglee
societal responsibility,

the chances of course participants in the laboukeba

the loyalty of members of a court of appeal,

the quality of a “Magic Flute” performance,

the health of marathon runners,

the medium-term readiness for action of recipiefidevelopment aid,
the protection of 50 types of butterfly or

improving the townscape by renovating a Romanestjuech.

4 Societal concerns versus efficiency and
effectiveness: the fear of controlling

Controlling in the NPO sector is not just restrittey theoretical and methodo-
logical barriers, but often also an initial suspicof the potential inefficiency of
NPOs.

Organisations equipped with a large number of valynworkers, operating
with long-winded decision processes, working wigmtciry-old structures
or maybe even ideologically rejecting efficiency @sch are frequently
afraid of controlling.
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Controlling, as the justified assumption goes, wonbt be satisfied with
stating that the matter the NPO deals with is eagrmportance for society,
but would ask awkward questions regarding efficjeaied effectiveness.

The latent fear of controlling is further nourished the one hand, by the trend
of NPOs not restricting themselves to their typieaervations characterised by
market or governmental failure, but also choosiew rmareas of activity where
they are in direct competition with state and peviastitutions. In this respect,
there is a certain interest in non-controlling, d&xexe the various subsidies and
benefits for NPOs are more likely secured by usioge abstract objectives that
cannot be operationalised than by means of traespaontrolling procedures.

On the other hand, some classic societal NPO &masbecome more attractiv€ompetition be-
for for-profit organisations. New forms of finanginnew definitions of politi- tk;ﬁesiennestPe(s)S and
cally particularly important goods, or new managetmeodels result in compet-
itive situations for NPOs even here. The expertroller emerges as a threat to
diagnose latent deficits in efficiency and effeetiess of typical NPO constella-

tions:

Honorary offices,
Committees,
Rent-seeking costs or
Organisational cultures.

Much-loved organisational forms and work procedupessonal constellations
and culturally accepted flaws in effectiveness ddad disturbed by the idea of a
more effective organisational model.

5 Conclusion

Cultural organisational traditions, methodologideficits and the lack of a theo-
retical framework hinder NPOs in analysing theipaat and effectiveness.

Controlling could provide valuable support for NP@spact-orientation. How-
ever, prerequisites for effective controlling woutdlude

a cultural extension of the term “impact”,

a sensibility for specific efficiency patterns ifPRs,

the integration of new methods of analysis intotemling and

a theoretical understanding of competing stakemaielated impacts.

When non-profit organisations and controlling, wém far acted in different
worlds, meet, this changes not just the non-pseafitor but also controlling.
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The integration of controlling could become an imigot development step for
the non-profit sector if controlling gets involvedth the theoretical and method-
ological specifics of a particular profitability ofganisations that strictly speak-
ing do not care about profitability.

6 Literature
Blankart, Offentliche Finanzen in der Demokratieedt., 2008.
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Depicting the specifics of NPOs by using a
spiderweb model

What are the specifics of a hon-profit organisation
tailed distinction between PO and NPO? Why is the d

orientation) and not for profit (goal orientation) not sufficient?

Creating an NPO organisational typology is importan
organisational characteristics and the organisation

end, but generally also represent separate goal ele
central impact cannot be derived from meeting a pro
ling with a starting point for an organisation-inte

status.

While in profit-oriented businesses the organisatio
ment functions, and legal forms right up to cultura
ured by the contribution they make to the business’
such organisational and functional characteristics
self-conception. In this respect, the controller ha
about whether and to what extent the specific type

fully fits the organisation’s self-conception.

t and helpful for controlling because the
al forms themselves are no means to an
ments. The way an organisation whose

fit target is organised provides control-
rnal comparison between planned and actual

nal forms, process architectures, manage-
| orientation at the end of the day are meas-
increase in value, in the non-profit field
have a particular importance for the NPO'’s

s to inform the respective organisation also
of organisation, determined empirically,

(NPO)? Why does controlling need a de-
istinction between for profit (profit-target
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7 Literature
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1 Neglecting the impact perspective of NPO
activities

The recommendations for typologising, systematising defining NPOs thaSituation of the -
can be found in the literature usually do not ggooel focusing on individualgi‘;encit;vcersz?;n"
organisational characteristics (as distinguishiriteiga from the profit sector)

that are supposed to be typical for NP@sview of the empirical diversity and

the many combinations of NPOs, these attempts sifem somewhat anaemic.

For the controller the task in any case lies inghmpirical field of the respective

organisation and not in observing archetypes: \wghateresting is not the organ-

isation’s distance from the organisational archefyjut the empirical distance of

the organisation from its (goal-oriented, normdsivefluenced) mission.

Especially as there is no archetypical degree gamisation of an NPO, buftarting point
“ ” g . A . . self-conception
only” organisation-specific weightings of a selfreception, regarding

how to become active,

the desired proximity to the state,

the desired importance of the various forms ofrfoes
which efficiency criteria should be relevant or

which formal organisational rules should be adhé¢oed

NPO-Controlling requires an instrument that death tiis organisation-specific
self-image — and that can recognise the empiriegiadion from the empirical
image as an organisational problem. Controllingeftge empirically starts with
the NPOQO'’s self-conception and not with pre-defirdahl forms of what an NPO
should be.

1 A good overview can be found in the contributitmshe volume edited by Hopt/v. Hippel/Walz,
2005 as well as in Horak, 1995, Horak, 1996, Sehul®97.
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2 Motives, legal and organisational structures and
functions of an NPO

2.1 Legal form and special tax status

The term non for profit organisation is originafynerican. It describes organiAnchoring in
sations that are prohibited from distributing pigfiwith American law distin-r;’vaany and tax
guishing between a definition according to complamy (ban on profit distribu-

tion to those exerting influence on the organisetimembers, board, manage-

ment) and according to tax law (benefit to the fylidan on political activities,

ban on profit distribution).

There is, however, general agreement that thisitiefa is much too narrow to
do any justice to the great variety in the non-pi#ctor. Neither does it provide
any orientation for the development of an impadted set of controlling in-
struments.

Moreover, there is the notion that non-profit origations differ from for-profit Missing owner-
organisations in that they do not have any shadesland therefore choose ag)gimzld;t’:gim'
propriate organisational forms (such as societiefwndations, which do nogyres

even have members). Business activities may thntake the form of a sec-

ondary aim or subsidiary activity and as a sourfcuiding to pursue a non-

business purpose of the society or foundationthe are also NPOs in the form

of corporations (for example the gemeinnitzige Gnabldemeinnitzige AG in

Germany) and, on the other side, profit-orienterlet®s and cooperatives. Nei-

ther is the special tax status unique to NPOsdepends on country-specific

legal constructions and definitions of benefittie public.

A more valid criterion for non-profit orientatios clearly the legal construction

of the ban on profit distribution, although thisifere does not provide any extra
insight compared to the standard characterisatiandNPO as a primarily not

profit-oriented organisation.

2.2 Stakeholders

As a distinguishing criterion, NPOs as such doheote more, fewer or othektakeholders not
stakeholders than profit-driven organisations. Bety have much more leewagomparable

to adjust to the expectations of the various stakis; as a rule, they are even

able to relativize and prioritise the stakeholdetaims according to their own

criteria.

Determining which stakeholder groups the NPO wamterve follows from the
respective mission and therefore, if in doubt, ffedint logic than determining
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the relevant stakeholders depending on their rata/&or the bottom line. Con-
trolling also has to methodologically adapt to stakder groups whose claims
are irrational, determined by passion, uneconowailje-driven, or, simply put,

economically strange.

2.3 Fields of activity

The attempt to define the NPO sector by meansasktliields of activity whereNo exclusive
NPOs are predominantly active broadly follows anefican logic to define eve-1€lds for NPOs
rything as the “third sector” that is not marketstaite. From an empirical, Euro-

pean perspective, the NPO sector cannot be deifindds manner, as there are

hardly any societal fields of activity that are kewsively left to NPOs. Be it health,

education, social, environmental, cultural or spongatters — we can find mixes

of organisations from all spheres of society. Figfléctivity related controlling

is thus methodologically a form of industry-relatsmhtrolling, from which alone

no NPO specifics can be gathered yet.

2.4 Financing

A distinction based on the type of funding is as#igle starting point for devel-
oping specific NPO-Controlling instruments, astiyge of financing already pro-
vides some indications regarding goal attainment.

Donations are gratuitous payments from third pariiethe organisation. A doDonations require
nation usually only includes the expectation thatdrganisation uses the monéS}'St

for its intended purpose, which implies a significkeap of faith. The donor’s

motive is altruistic. This type of financing is tlitly value-driven.

Organisations active for the benefit of membersrite themselves mainlyContributions ne-
through members’ contributions. In contrast to diomes, these payments oﬁerf?;s::tear;ebgfsnef'ts
entail the expectation to receive benefits in ergeafor these contributions, for

instance

in the form of exclusive and specially preparedinfation,
in the form of special authority,

in the form of perks (for example preferred acdedckets),
as usage rights (e.g. of sports facilities) andrso

The organisation pursues its own interests indhm of pursuing the interests of
its members. From a funding point of view, thiséygf NPO shows parallels to
cooperatives. It is also driven by tangible andmgible benefits for its members
(without following a profit motive).
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Be it donations, membership fees, foundation fusrdsther types of payments:
with these organisations the donors expect at &bah on profit distribution and
are content with a “social return” of some sort.

However, these special types of funding are notdaty for NPOs. Even insti-
tutions active on the market that receive all thaiding as remuneration for their
services do not lose their not-for-profit charadgteéheir funding is identical to

that of commercial competitors, as they are sulifetite ban on profit distribu-
tion.

2.5 Function in society

It is also possible to try and characterise NPG®tha@n their functionality. Irre-Replacement for
}he state or the

market?
fields of activity and the type of funding, theyngaerform various societal func-

tions. In the literature, the function of relievitige state is featured prominertly.

spective of their legal form, the type of orgarimat their stakeholders, thei

NPOs offer services the state cannot provide ia thanner or the guantity
needed. Closely connected with this function istievation of NPOs from state
and market failure. The societal function of theON$ector therefore is to provide
services the market cannot offer based on its pneehanism and for which the
state does not have the innovation potential. Ritmerperspective of the theory
of goods, this is the production and provision ablg, collective and merit
goods.

Yet this societal functionality to produce goodsl @ervices otherwise not (suf-
ficiently) available to society offers no satisfgidefinition of NPOs. After all, a
significant number of NPOs are indeed not situatethe “break lines” between
organisations or in the societal spaces of statenaarket failure, but work in
fields that are served by the state and marketdigtmction can then be seen not
in the functionality, but the structure of motivasd traditions of civil-society
engagement. These NPO activities are the sociatatire capital of a liberal
society, whose existence depends on normativequisites which it cannot cre-
ate itself. They are important, and this is pogsibeir central function and im-
pact, simply because they exist.

2 Toepler/Anheier, 2005.
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3 The spiderweb model: connecting motives, struc-
tures and impacts

The analysis makes clear that NPOs cannot be defin@ uniform manner.
NPOs have

no uniform organisational characteristics,
no common functional basis,

no typical, rather separate ranges of tasks,
no necessarily special funding structure.

NPOs are multi-dimensional compositions of différeomponents. The muIti-fg’:rtlgoc”ti:?d:‘v"’i‘j_to
tude of potential compositions makes it difficidt Tontrolling to aim at & cony, requirements
nection between an NPQ’s typical organisationalcstire and NPO impacts.

Controlling becomes valuable for the non-profitteeevhen it is methodologi-

cally able to relate the organisation-specific m@gi structures and impacts to

each other. Each NPO, or at least each NPO indumtsyits own field of impact

that has to be integrated into controlling.

With the spiderweb model, NPO-Controlling can monthe difference between

the planned values in the self-conception of thitvidual NPOs and the actual

values. By means of the spiderweb, not the impzfatee NPO are measured, but
two aspects are studied:

The congruence of the actual organisational validsthe proprium and
the mission and

the functionality of the NPO construction regardihg intended impacts.

The spiderweb model is intended to show that NFP@ms & definitional perspec-
tive might be the opposite of the profit organisatibut empirically it is charac-
terised by other accentuations, other weightingd, @her mixtures, which can
result in other patterns of efficiency and othegrdes of impact.

Not all spiderweb dimensions will be applicablesieery NPO, but we suspecto standard di-
that the dimensions presented are sufficient toatterise self-conception and"e"sions exist
mission of every NPO. As NPOs cannot only be ermgliy categorised and de-

scribed from these spiderweb dimensions, but atswacterised in their goal-

orientation, monitoring the respective difference®ne of the typical tasks of
NPO-Controlling.
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Basically, these dimensions represent the selfeundhey are implicit organi-
sational objectives that control the Output, OutepEffect and Impact-oriented,
explicit organisational targets.

Service

High degree

Employees of external control

Voice function

Demand/Revenue
orientation

High degree
of formalisation

Mandatory

membership External target-setting

Competition Financed through revenue

Fig. 1: Basic NPO spiderweb model

4 Foundations for developing a spiderweb model for
NPOs
4.1 Characterising NPOs

As a starting point for controlling, we suggestendimensions for characterising
NPOs:
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Dimension 1: Voice function >>>>>>>>>>>5>5>>>>55555>>  S35>5555>>>>>>>>>> Service

Explanation

NPOs can define their range of tasks differ-
ently. At one end of the scale there might be
organisations focusing on producing and dis-
tributing services, while at the other end of the
scale we find NPOs that produce nothing else
but attention for a special cause.

Example

The “Tafel”, which on a daily basis collects
food from restaurants and supermarkets and
distributes it to people in need, is at one end
of the scale.

At the other end, maybe a group from Am-
nesty International with the task to shed light
on political trials in a faraway country.

Dimension 2: Autonomy >>>>>>>>>>>>>>>>>

>>>>>>>> Hig h degree of external control

Explanation

NPOs can be fully dependent on the beliefs of
other organisations in their tasks, organisa-
tional form and activities. Also possible are
NPOs that cannot influence their mission, or-
ganisation or activities themselves, but rely on
instructions from third parties.

Example

A walking club that makes all decisions when
and where to go walking itself.

On the other side, the disaster relief agency,
which leaves the decision whom and how to
help to the national development aid ministry.

Dimension 3: Need/Value orientation >>>>>>>>>>>>>>> >> Demand/Revenue orientation

Explanation

NPOs exist between the two poles of
need/value orientation and demand/revenue
orientation. In one case it is possible that an
NPO defines and organises itself fully based
on its canon of values, while also an NPO is
thinkable whose existence completely de-
pends on income from market-like activities.

Example

The Nature and Biodiversity Conservation
Union sees it as an ecological necessity and
also as part of the order of creation to protect
virgin forests in Central Europe as enough
justification for its actions and organisation,
while a consumer protection organisation
might have to finance its test labs and publi-
cations fully through selling publications and
expert opinions, and as proof of its mission
also wants to do so.

Dimension 4: Internal target-setting >>>>>>>>>>>>>>

>>>>>>>>> External target-setting

Explanation

The self-conception as an NPO can also be
tied to two contrary degrees of freedom in for-
mulating organisational objectives. There are
many NPOs that define their objectives and
operationalised targets themselves; at the
same time, there are NPOs with hardly any
leeway in formulating their own objectives.

Example

While a sports club can have the aim of at-
tracting as many people as possible to sport-
ing activities regardless of performance, an
educational institution has to accept that the
labour administration prescribes detailed
placement rates and targets as an exclusion
criterion.

Dimension 5: Financed through fees and donations >>

>>>>> Financed through revenue

Explanation

The NPO world knows a multitude of funding
types and financing mixes. This ranges from
organisations financing themselves through
donations and membership fees to

Example

At one end of the scale we find the architec-
tural society, which uses its members’ dona-
tion to acquire listed buildings, restores them
and leaves them to the community for public
use, and at the other end there is a rehab

clinic for victims of accidents organised as a
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organisations whose total budget is made up
of customer payments.

not-for-profit corporation, whose funding is
fully derived from contracts with social and pri-
vate insurance institutions.

Dimension 6: Solidarity >>>>>>>>>>>>>>>>>>>>>>>>>>>  >>>>>>>>>>>>>> Competition

Explanation

Regarding the orientation towards solidarity
and competition, the NPO sector also offers a
broad range. Some NPOs compete with other
NPOs, with state-run organisations, public in-
stitutions and for-profit enterprises for custom-
ers, orders and income in their field of activity,
while other NPOs are downright competition-
averse and stress their solidarity with potential
market participants.

Example

Religious colleges compete for students, re-
search grants and reputation with private and
public universities as well as with each other.
This competitive spirit is unknown and incom-
prehensible to those NPOs that would be glad
if (also) other organisations were to take up
their cause.

The charitable shelter for homeless men waits
for the involvement of the municipal housing
institution or the society for the protection of
birds would show solidarity and be coopera-
tive if a society for the protection of bats were
to enter its territory.

Dimension 7: Voluntary membership >>>>>>>>>>>>>>>>>

>>>> Mandatory membership

Explanation

Between the two poles of completely voluntary
membership in an NPO, which can be termi-
nated at any time, and mandatory member-
ship, which is normally tied to a professional
organisation connected to business activities,
there are various further degrees of member-
ship. Even though membership in most NPOs
is legally voluntary, there are cultural differ-
ences in the normative degree of cohesion.
We can find a multitude of NPOs whose mem-
bers are subject to a certain cultural, social or
religious coercion to join a specific NPO.

Example

The philatelic society consists of members
voluntarily collecting and exchanging stamps
in an organised manner without any norma-
tive pressure, while the bar association is an
NPO that ties working in a profession to (man-
datory) membership.

Membership of a resident of a Bavarian vil-
lage in the local volunteer fire brigade or
membership of parents in the remedial clas-
ses of a private school or membership of an
American entrepreneur in a charitable organi-
sation or membership of a distinguished sur-
geon in a surgeons’ society all show such
mixes of legal voluntariness and normative
coercion.

Dimension 8: Low degree of formalisation >>>>>>>>>>

>>> High degree of formalisation

Explanation

From an organisation’s non-for-profit charac-
ter alone no appropriate degree of formalisa-
tion can be derived. In contrast to the “profit
sector”, every imaginable kind of legal forms,
procedures determined by self-commitment or
external regulations, formal and informal rules,
defined and undefined work methods can be
found.

Example

On one side the highly formalised trade union,
with clear bylaws, voting procedures, mem-
bership rights and duties, commercial sub-
units and a high degree of bureaucracy; at the
other side of the scale, the relatives’ organisa-
tion for mentally ill people, which meets once
per month to exchange experiences and has
not built any organisational structure save for
a kitty and a website.
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Dimension 9: Volunteers >>>>>>>>>>>>>>>>>>>>>>>>>>>  >>>>>>>>>>>>>> Employees

Explanation

An important distinguishing feature to the profit
sector, though not typical for all NPOs, is the
use of volunteer workers. There are NPOs
whose personnel resources are completely
made up of volunteers and NPOs without a
single volunteer. Apart from these pure forms,
most NPOs have a personnel mix of volun-
teers and employees.

Example

Charitable visiting services for old and ill peo-
ple, necessarily and sensibly, rely exclusively
on volunteers, while an opera in a city, neces-
sarily and sensibly, only uses employees.

Many NPOs have diverse mixes in their staff
structure, with mixes both within functions but
often also between functions. There might, for
instance, be voluntary board members in the

museum society, but employed museum staff;
also possible are cooperations between em-
ployees and volunteers, such as at the devel-
opment aid service, where employed and vol-
unteer doctors work together.

Tab. 1: Nine dimensions for characterising NPO activities

4.2 Formulating a mission

The dimensions described create a spiderweb. Hninst point for all dimen-
sional decisions of the NPO is its mission. Withautlearly defined mission,
where task, nature and objectives of the NPO angllked, there is no sensible
controlling. At this point, controlling cannot exgiein economic profitability tar-
get, but a qualitative mission, put in a clear amémbiguous manner. Often
though, the controller will not find a strict angeyationalised mission, but a
mishmash of objectives made up of mission elentbatshave been put together
eclectically. Such conflict-averse mission formidas are methodological poi-
son for controlling, because if you make comprosisben asking the question
“What is our purpose as an organisation?”, allceflicts avoided when formu-
lating the missions are drawn into controlling aesliateral damage”.

If an NPO is unable or unwilling to formulate afanm mission, controlling can-Without objec-

not monitor the dimensions of the “spiderweb” imganisation-related report-z\éizig;zrso'jt:;
ing” and in case of doubt is also unable to as#esstakeholder-related “im+ing

pacts”.

Controlling cannot accept compromises in the “mois'si core”, but it can accept
leeway in operationalising the mission in the indiial “spiderweb dimensions”.
Therefore, it will be the exception rather thanrhle if an NPO in one dimension,
for example between “voice and service”, settladora “point” but a “corridor”
between two points in close proximity as the tangdtue. And yet the task re-
mains for every NPO to operationalise its missispi@ecisely as possible.
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Such corridors can also result from group strustimeéhe NPO field. As soon ageeway in further
an NPO comprises a certain range of facilitieksasd services, controlling wiIIsDeCiﬁcaﬂon

not be able to define common dimension points fidiiedds of activity. There-

fore, in the case of “NPO group structures”, cdfitrg has to either accept “cor-

ridors” with the individual spiderweb dimensiongdfor apply the method to in-

dividual areas of the organisation.

This model must not be interpreted in such a waypbints rather far away from
the centre are further away from the real ideaa@MNPO than points closer to the
centre. The poles of the dimensions are neutradit ighrelevant for controlling
Is not the distance from the centre, but the destdoetween the planned point and
the actual point. Neither must this model be intetgd as if an exact planned
point needs to be found for each dimension. Itasemealistic to think in ranges,
in corridors.

Determining these internal target values is a tapagement task. The employrarget values de-
ees and volunteers responsible will discuss theetkeself-image and the (dig;nr:]”een‘i by man-
verging) public image in a closed meeting. In maages it will be enough to
simply operationalise the individual dimensionsdisy — medium — weak or 10-
point or 7-point scale), in order to arrive at H-saage. For the public image, it
is obviously also important to gather external infation on one’s own organi-
sation. The focus of the procedure is not on mathieal exactness but on the

discussion of the NPO'’s proprium.
5 Developing a spiderweb model in practice

5.1 Practical example: opera house

Themissionis: the town’s opera house sees itself as avatggarmodern opera.
Quite intentionally, the repertoire does not reflde taste of the audience, but
the foundation’s purpose, which explicitly prohgbény type of harmonious mu-
sic. The problem is that ticket sales amount tg @b of financing. This conse-
guently makes it impossible to maintain the oped&sire to have a highly pro-
fessional ensemble. Both choir and orchestra anealmost exclusively made
up of amateur musicians. The opera has so far foeeled by a solvent support
association, whose support, however, is tied tditguargets and the number of
tickets sold.

This characterisation results in the following asseent of the current situation
(dashed dark grey line) and the planned situatsafid light grey line) in the
dimensions:
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Service

High degree

Employees of external control

High degree
of formalisation

Demand/Revenue
orientation

Mandatory

membership External target-setting

Competition Financed through revenue

Fig. 2: Spiderweb model for an opera house

5.2 Practical example: social housing association

The mission is: the social housing associationrisraprofit enterprise that, irre-
spective of the situation in the housing market explicitly forgoing any spec-
ulative profit opportunities, wants to develop, swact and offer flats and town
quarters that are also available to people with ilmwemes and/or social prob-
lems. A particular focus lies on the concept ofre@rethnic neighbourhood. The
association’s room for action is strongly deterrdilg

the law of charities,
the law of cooperatives, as well as
socio-political housing requirements.

The attraction of the housing projects is greatfiuenced by the occupants’ vol-
untary engagement.

This characterisation results in the following @sseent of the current situation
(dashed dark grey line) and the planned situatsotid light grey line) in the
dimensions:
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Service

High degree

Employees of external control

Demand/Revenue
orientation

High degree
of formalisation

Mandatory

membership External target-setting

Competition Financed through revenue

Fig. 3: Spiderweb model for a social housing association

5.3 Practical example: socio-pedagogical children’s
home

The mission is: the children’s home, specialisimdpigh-quality, socio-pedagogical
care for children who suffered violence, sexualsabar neglect in their families is
funded by means of performance contracts with thilel @rotection agency; only
dolphin therapy is financed through donations. fibme is subject to strict legally
prescribed quality guidelines and has to send dpwetént and measures reports to
the child protection agency at regular intervalse Thild protection agency’s power
to direct partly even influences the design of gedgcal processes.

This characterisation results in the following @sseent of the current situation
(dashed dark grey line) and the planned situatsotid light grey line) in the
dimensions:
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Service

High degree

Employees of external control

Demand/Revenue
orientation

High degree
of formalisation
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Competition Financed through revenue

Fig. 4: Spiderweb model for a socio-pedagogical children's home

54 Practical example: church deanery

In the deanery, church parishes and church institsiin a municipality are com-
bined. The tasks as such are defined by God’s anis#ie quantitative and qual-
itative design is determined by decisions of theoslyand the utilisation patterns
of the church members. The deanery is financedigro

church taxes,
donations and
(voluntary) usage fees.

There is a good and cooperative relationship witlelodenominations, although
there is some competition when it comes to donateamd recruiting voluntary
helpers.

This characterisation results in the following @sseent of the current situation
(dashed dark grey line) and the planned situatsotid light grey line) in the
dimensions:
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Service

High degree

Employees of external control

Demand/Revenue
orientation

High degree
of formalisation
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membership External target-setting

Competition Financed through revenue

Fig. 5: Spiderweb model for a church deanery

6 Summary

NPOs differ from businesses not only due to thealgrientation and the non-
privatisation of any profits, but also becausehefgreat importance of their self-
conception when providing services. This self-catiom of how the respective
NPO is to become active also characterises an isggam-specific understand-
ing of efficiency, which has to be captured methogizally by controlling.

The proposal presents a spiderweb model includiegrost important dimen-
sions for NPOs, where the controller can trangdierdifferences between mis-
sion-driven target values and the empirical actalles to reporting in the form
of internal controlling of providing services.

As it is quite possible to interpret these aspastiiternal objectives at NPOs, it
is also useful to include important dimensionshi@ BSC of an NPO.

Spiderweb values can be important for the procass, éor instance when
considering which degree of divergence from a @sifsnal process quality
is acceptable regarding the (desired) volunteers.
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Yet spiderweb values can also affect the custoraet, dor example when
qualifying customer satisfaction or

the finance card, e.g. when formulating intendestds. Thus the spi-
derweb targets provide material for the contrditeconvey the internal
degree | of goal attainment.
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Potential impact dimensions for NPOs

From a non-profit organisation’s (NPO’s) mission, a specific self-image of the organisation
emerges whose empirical reality is to be analysed by controlling as degree | of goal attain-
ment. Impact controlling proper, however, builds on the results the NPO achieves with its
stakeholders. A further distinction in impact-orien ted NPO-Controlling concerns the vari-
ous forms of impact that are intended or become eff  ective with the individual stakeholder
groups.

In this section, we present a proposal for a basic model of impact-oriented NPO-
Controlling. When discussing this table, our though ts meandered between

« impacts on stakeholders effected by the NPO and
« stakeholder expectations from the NPO.

The final decision was to focus purely on the impac t perspective.
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1 NPO stakeholders

From an NPO’s mission, a specific self-image of dhganisation emerges whose
empirical reality is to be analysed by controllegdegree | of goal attainmenin-
pact controlling proper, however, builds on theulissthe NPO achieves with its
stakeholders. A further distinction in impact-otigsh NPO-Controlling concerns the
various forms of impact that are intended or beceffiective with the individual
stakeholder groups.

Stakeholders are listed horizontally, the formgwgdact vertically: the table pre-Distinguishing
sented here is a proposal for a basic model of étrmaented NPO-Controlling, ™S of impact
When discussing this table, our thoughts meandeeédeen impacts on stake-

holders effected by the NPO and stakeholder expectafrom the NPO. The

final decision was to focus purely on the impactspective.
Impacts or expec-
Financiers are also often relevant stakeholderdNféDs. Although paymentstations?

from donors, sponsors, public and semi-publictagtins or foundations are only
rarely tied to expectations of a clear “social mretan investment”, there are at
least some distinct expectations from an NPQO’s chmaientation. Also im-
portant are, depending on the respective orgaaisdtdesign, the expectations
of the internal stakeholders (members) from the NPO

Example: Impact of the mutual provident society andAmnesty Interna-
tional

The expected impact of the social, mutual providectety is clearly focused on
the members, while members of Amnesty Internatiexalect the organisation
to be able to prove its full impact power outside brganisation.

Because of the stakeholder structure, NPOs terdite more conflicts in the
stakeholder-specific interpretation of impacts alegrees of impact. Between,
but possibly also within, individual stakeholdeogps different, and also con-
flicting, expectations regarding the NPO'’s impamds be detected. Controlling
is dependent on knowing these conflicting goalsraaking them transparent, so
that these conflicts can be balanced out alreadpglithe decision-making pro-
cess.

1 See” Depicting the Specifics of NPOs by Using a Spidérwiodel” in this volume, p. 22.
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Direct recipient
of impact

Primary customer

Further external
stakeholders

Financiers

Members/internal
stakeholders

Fig. 1: Systematising stakeholders

2 NPO impact dimensions

The NPOQO'’s impacts end up with the various stakedrodsioups, which is an ad-lvIerit goods are

ditional NPO-specific controlling problem at varplevels of impact. As NPOgjtficult to priori-

services frequently are merit, collective or pulgmods, controlling lacks anytise
rational indicators for prioritising the impactsoRt controlling can rely on prof-
itability as a theoretical foundation, but in th®® field this is not the case, at
least as an overall objective, as impacts in th® Né&ctor work on different levels

of scales.
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Fig. 2: NPO impact model

Based on the literature, we suggest distinguistingtypes of impactWhat is prob-

lematic is that we can find a multitude of partigndicting definitions and ap-
proaches. Our pragmatic solution is to use tho$eitiens that are also generally
used in the programme evaluations of the Europeaoriand international organi-

sations.

2 Bono, 2006, p. 149 f.

3 We have also taken into account the 3-E concdpithymakes use of efficiency, effectivity and

economy. See: Budaus/Buchholtz, 1997, Schedler/lerp2003.
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2.1 Output

Output is the quantitative amount of performanckictv in the end forms the
foundation for qualitative impact effects (Impadytcome, Effect). Output is the
guantitative result of the NPO’s production. Styispeaking, Output is termino-
logically ambiguous: it both refers to one sidgtad (quantitative) impact and,
regarding the input, hints at the organisationtenmal efficiency.

Example: Meaning of Output

The Output gives the number of vaccinations peréarnmot the reduced
mortality due to the vaccination programme.

The Output shows how many productions the operaéowanages per
season (with given input factors), but not whetheropera house has a
top rating nationally.

The Output of the nature conservation society shibersicreage of land-
scape areas acquired, but not whether white-tadeties have resettled
there.

2.2 Outcome

Outcome refers to the societal impacts and ben@iigective collective effec-
tiveness) of the goods and services produced bjWB@. The NPO'’s services
have an effect on the various groups of recipieamghird parties, on society, so
generally on the common good. Outcome thus refewdder effects.

Example: Meaning of Outcome
The Outcome of a vaccination programme is prevgrepidemics, not
the immunisation rate or the incidence rate ofréiqdar societal group.

As Outcome, the opera house produces an urbartygoglife, not the
applause of the audience.

The Outcome of the nature preserve is determinets fyodiversity, not
the number of jobs in forestry.
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2.3 Effect

The Effect is the direct, objectively seen and fiesle impact (objective effec-
tiveness) for individual stakeholders. This inclsdarget group-specific, in-
tended impacts that exist independently from tihgetagroups’ perceptions and
interpretations.

Example: Meaning of Effect

The Effect, as an NPO'’s direct benefit for defit@djet groups that can
be made objective, in vaccination programmes isesged in the verifi-
able reduction in mortality, not the acceptanceva€cination pro-

grammes.

The Effect of an opera house’s schedule could kesared by the target
group-specific number of subscribers.

An Effect of the nature preserve might be seeménnumber of people
staying overnight at mountain shelters, not inddisfaction of the hotel
and catering association.

2.4 Impact

Impact is the subjectively felt impact of the reeit of a service or the stake-
holder (subjective effectiveness) and hence aimaof the target group to ser-
vices (Output) and/or to the (objective) impactB€€&s) of the services. Impacts
as subjective reactions are attitudes, judgemstatements of satisfaction, but
also changes in or more stable behaviour.

Example: Meaning of Impact

The Impact refers to the individual willingnessp@rticipate in vaccina-
tion programmes, not the change in the incidenigeatdiseases.

The pride the interested population shows regardtiregperformance
quality of the town’s opera is an Impact, not toenber of TV recordings
of new productions.
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The subjective impact aspect of the nature predirvén the acceptance
not to stray from the paths, irrespective of thebability of objectively
avoiding an encounter with a brown bear by doing so

Direct recipient :
. P Further external . . Members/internal
of impact Financiers
. stakeholders stakeholders
Primary customer

Outcome
Impact
Effect

Output

Fig. 3: NPO-Controlling system: impact dimensions with stakeholders

3 NPO impact dimensions in practice

Below we would like to illustrate different varianof systematically linking the
impact dimensions shown with the various stakehotpleups. Four different
NPOs are used as examples:

an opera house,

a social housing association,

a church deanery and

a socio-pedagogical children’s home.

Even though the thematic fields of activity of dPOs differ significantly, all Figures needn't
of them are basically accessible for controlling, lang as they muster thepe perfect but as
strength to formulate targets tailored to theikstmlders along different impactPrecise as possi-
dimensions. Not all NPOs will (have to) fill in athrget boxes in their targetble

system and it will (or can) not be possible to #iyeall target boxes with an

identical degree of operationalisation. Sometirhessgossible to find a good KPI

or an interesting indicator, other times it will pessible to define a target pre-

cisely, and occasionally controlling will be forcemlwork using a rather vague

target formulation. NPO-Controlling has to adjustthis multiplicity in target

systems and react elastically.

3.1 Opera house

The opera house wants to find a new balance betartistic quality, public in-
terest and cost level; it has also introduced m®o®sting, target costing and a
breakeven analysis — as well as a target system.
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Targets with quantitative focus (Output)

Direct impact
recipients

Proxy stakeholders,
society, environ-
ment

Financiers

Members/internal
stakeholders

Impact definition

Attractive repertoire:
as many new musical
pieces and perfor-
mances as possible

Indicator
Effectiveness
Measurement
Benchmarking

Impact definition

Large number of per-
formances with high
percentage of seats
sold at a high average
price

Indicator

Productivity
Measurement
Cost-benefit analysis

Impact definition
Cost structure
Indicator

Average contribution
margin per perfor-
mance

Measurement
Cost accounting

Targets with societal impact (Outcome)

Impact definition

Public discussion of
opera-related topics
in forums / discourses

Indicator

Number of relevant
discussion forums in
the internet

Measurement

Analysing search en-
gines

Impact definition

Positive effect of the
opera experience on
other areas of society
and the economy.

Indicator

Number of opera CDs
sold in selected local
music retailers per
year

Measurement

Analysing product
range statistics

Impact definition

Increase in donations
for cultural matters

Indicator

Number of new mem-
bers sponsoring the
opera house

Measurement

Analysing member
statistics

Impact definition

Job as an artist,
sound technician, set
designer etc. be-
comes more attractive

Indicator

Number of members
of the ensemble in-
vited to visit schools
per year

Measurement

Survey by the PR de-
partment

Targets with subjective

impacts (Impact)

Impact definition

High degree of visitor
satisfaction with ser-
vice quality

Indicator

Number of critical
events per 100 visi-
tors

Measurement

Critical Incident Tech-
nique

Impact definition

Latent willingness to
promote the next level
of quality through in-
vestments

Indicator
Willingness to pay
Measurement

Measuring willingness
to pay

Impact definition

Better reputation with
artists; satisfied tech-
nical and service

staff, as they can see
their own contribution

Indicator

Index of producer’s
pride and staff satis-
faction (Median and
standard deviation)

Measurement
Standardised survey

Targets with objective impacts amongst recipien

ts ( Effect)

Impact definition

mpact definition

Increase awareness
and prestige of the

Impact definition

Greater identification
of the opera

Impact definition

Solid audience num-
bers and a good
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Visitors come more
regularly

Indicator

Number of subscrip-
tions

Measurement

Analysing the sales
statistics

opera house in soci-
ety

Indicator

Name recognition (%)
of the opera house
with local adults not
interested in the
opera

Measurement

Telephone interviews
via aided awareness

and image of cultural
institutions with non-

consumers

association with the
opera house.

Indicator

Number of partici-
pants in events or-
ganised by the opera
association

Measurement
Counting

reputation make it
possible to be an at-
tractive employer
even for top artists.

Indicator

Number of offers from
excellent opera
houses that have
been declined

Measurement
Staff survey

Tab.1: NPO-Controlling system for an opera house: impact dimensions

3.2

Church deanery

The church deanery is also situated in a big e¢ityéharacterised by falling num-
bers regarding mass attendance, members, incorpéysras and volunteers. At
the same time, however, there is a certain sfirptimism and the people re-
sponsible are willing to formulate the church’svsegs in a stakeholder-specific
manner. For the first time in 2,000 years, coninglis being established.

Targets with quantitative focus (Output)

Direct impact
recipients

Proxy stakehold-
ers, society, envi-
ronment

Financiers

Members/internal
stakeholders

Impact definition

Temporally clearly de-
fined and stable ser-
vices on offer

Indicator

% of church members
in samples that know
the structure of services
on offer

Measurement

Aided and unaided
standardised market re-
search

Impact definition

Broad range of
services with reso-
nance in the target
area

Indicator

Average degree of
goal attainment in

the customer seg-
ment

Measurement

Aided and unaided
standardised mar-
ket research

Impact definition

Adhering to cost
budgets

Indicator

% of budgets adhered
to

Measurement
Household statistics

Impact definition

Temporally clearly de-
fined and stable range
of services on offer

Indicator

% of services offered
that would also run if
there were no sepa-

rate presence

Measurement

Test procedures in trial
areas

Targets with societal impact (Outcome)

Impact definition

Active mission of be-
lievers spreads into the

Impact definition

“Functioning
churches” result in
new groups of vol-
unteers, new

Impact definition

Assuming arthistorical
renovation tasks by

Impact definition
More “apostles”
Indicator
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community and influ-
ences behaviour

Indicator

Participation in church
events and the number
of events

Measurement
Church statistics

social services of-
fered and more
donations for the
maintenance of
church buildings

Indicator

Number of new
volunteers per
year.

Measurement

Survey of parish
councils

means of corporate
sponsorships.

Indicator

Number of donations
and sponsorships

Measurement

Analysing the ac-
counting at the church
administration

% of school graduates
deciding to pursue a
church career. Num-
ber of new entrants at
the seminary

Measurement

Standardised survey
of graduating classes,
church statistics

Targets with subjective impacts (Impact)

Impact definition

Members have found
their favourite church,
whose architecture, at-
mosphere and/or ser-
vices are individually
perceived as suitable.

Indicator
% of positive responses
Measurement

Telephone survey with
partly standardised
guestionnaire

Impact definition

Life is perceived
as fulfilling and
purposeful.

Indicator

Approval rating of
“meaning items”

Measurement

Responses of fo-
Cus groups con-
sisting of commit-
ted people attend-
ing mass.

Impact definition

Diocese sees the
deanery as pilot
model that should be
promoted

Indicator

% of sponsorship ap-
plications granted

Measurement

Expert interviews with
financial managers

Impact definition

Employees see mo-
mentum and opportu-
nities for individual de-
velopment due to
broad range of ser-
vices.

Indicator

% of resignations and
transfer applications
due to unhappiness in
the job

Measurement

Guideline-based inter-
views with former em-
ployees

Targets with objective impacts amongst recipie

nts ( Effect)

Impact definition

Broad range of masses
with sufficient services
offered for different reli-
gious milieus.

Indicator

Number of weekly
masses with liturgical
speciality

Measurement

Content analysis of the
mass calendar

Impact definition

“Functioning
churches” result in
new groups of vol-
unteers, new so-
cial services of-
fered and financial
relief of the com-
munity’s budget.

Indicator

Church services
reported to the
town’s social data-
base in an annual
comparison

Measurement

Number of clicks
on homepage

Impact definition

Decreasing “liturgical
unit costs” through
more people attending
mass

Indicator

Number of people at-
tending on Sundays
with a count

Measurement
Counting

Impact definition

New impulses for
church life by means
of activated religious
milieus.

Indicator

Milieu-specific quality
of mass

Measurement

Likert-scale assess-
ment of mass by those
attending, i.e. a state-
ment is to be evalu-
ated and there are dif-
ferent options for an-
swers, from 1 “I
strongly agree” to 6 “I
strongly disagree”

Tab. 2: NPO-Controlling system for a church deanery: impact dimensions
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3.3

Housing association

The housing association as a charitable enterpiise to find a housing-policy

answer to migration from abroad and the difficategration of the migrants into
metropolitan society. Based on strategic integradigiectives, the NPO develops
a housing model that consciously also takes intowaat the different interests of

various stakeholders of the housing project.

Targets with quantitative focus (Output)

Direct impact recipi-
ents

Proxy stakehold-
ers, society, envi-
ronment

Financiers

Members/internal
stakeholders

Impact definition

High capacity for advis-
ing and placing foreign
applicants

Indicator

Number of applications
with migration back-
ground handled

Measurement

Observing and docu-
menting business trans-
actions on selected
days

Impact definition

Optimum supply of
newly constructed
housing for prob-
lem families

Indicator
Social net value
Measurement

Calculating social
return on invest-
ment

Impact definition

Target-cost orienta-
tion in construction
planning

Indicator

Realised costs/sgm
Measurement

Cost accounting

Impact definition

Short waiting time for
members of coopera-
tive

Indicator

Average waiting time
between application
and moving in

Measurement

Silent shopper proce-
dure (hidden custom-
ers)

Targets with societal impact (Outcome)

Impact definition

Decreasing housing
shortage for low-income
migrants

Indicator

Average waiting time
between application
and moving in
Measurement

Document analysis
housing office

Impact definition

Change in attitude
towards migrants

Indicator

Segregation index
in selected districts

Measurement

Statistical analysis
of secondary data
registration office

Impact definition

Enforcing social hous-
ing construction

Indicator

Pertinent subsidies
Measurement
Analysing budget

Targets with subjective impacts (Impact)

Impact definition

Migrant families feel at
home in the residential
environment

Indicator

Impact definition

Improved image of
selected residen-
tial areas

Indicator

Impact definition

Conviction that subsi-
dies are used sensibly
and that migrants are
a good, new customer
group in this concept

Impact definition

Members of the coop-
erative are proud of
the housing integration
model

Indicator

40n the background see: Ludl, 2003.
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Contact intensity in the
neighbourhood

Measurement
Sociometrics

Price development
of real estate

Measurement

Database request
real estate sector

Indicator

Investment rate for
new projects

Measurement

Analysing board deci-
sions

Number of presenta-
tions at events and ex-
cursions

Measurement

Analysing marketing
report

Increased work satis-
faction; link of own
work with success is
perceived visibly

Targets with objective impacts amongst recipie

nts ( Effect)

Impact definition

Migrants receive good
flats.

Indicator

Share of migrants in al-
location of new flats

Measurement

Document analysis
housing association

Impact definition

Fluctuation costs are
below average

Indicator

Average vacancy
costs per 100 flats
compared to the sec-
tor

Measurement

Data from accounting
and benchmarking

Impact definition

Membership structure
of the cooperative re-
sembles the ethnic mix
in the area

Indicator
% divergence
Measurement

Secondary calculation
of tenant and member
statistics

Tab. 3: NPO-Controlling system for a housing association: impact dimensions

3.4

Socio-pedagogical children’s home

The socio-pedagogical children’s home knows theat®hfor pedagogical sup-

port and the resulting demand for infrastructure p@rsonnel; also the quality of
the pedagogical processes has been defined trenflpaonly the (verifiable)

impacts of the socio-pedagogical institution remagclear. It is exactly these
impacts, however, the various stakeholder groupiseothildren’s home are most

interested in.

Targets with quantitative focus (Output)

Direct impact
recipients

Proxy stakehold-
ers, society, envi-
ronment

Financiers

Members/internal
stakeholders

Impact definition

Minimal waiting time in
cases of acute need

Indicator

Time between first call
for help and first provi-
sion of support

Measurement

Impact definition

Improving the child
protection agency’s
cost prognosis

Indicator

Average costs per
case

Measurement

Impact definition

Improving the ratio of
indirect and direct
working time per em-
ployee

Indicator

Share of working time
spent without
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Silent shopper test pro-
cedure

Cost object accounting

customer contact as a
percentage of the total

Measurement
Working time analysis

Targets with societal impact (Outcome)

Impact definition

Better opportunities in
life for the children

Indicator

Juvenile crime rate
Measurement
Social reporting

Impact definition

Children off the
streets, less juve-
nile crime, less
child abuse

Indicator

Juvenile crime rate
in the area

Measurement

Analysing annual
report juvenile le-
gal support
agency

Impact definition

Increased donations
for children’s care pro-
grammes

Indicator
Amount in EUR
Measurement

Analysing donation sta-
tistics

Impact definition

Job as a “children’s
pedagogue” becomes
more attractive

Indicator

Applicant numbers at
universities

Measurement

Analysing student sta-
tistics

Targets with subjective impacts (Impact)

Impact definition

Children have a happy
childhood and enjoy
living at the home

Indicator

Frequency of identity of
the home and subjec-
tive quality of life

Measurement

Interpreting thematic
images

Impact definition

Children’s home is
popular in the area

Indicator

School grades
Measurement
Telephone survey

Impact definition

Donors are satisfied as
they can see the ef-
fects of their donations

Indicator

Number of donors with
standing orders

Measurement

Data from donation re-
porting

Impact definition

High work satisfaction
as staff can see their
own contribution to-
wards success

Indicator
EFQM points
Measurement

Self-evaluation meth-
ods and external eval-
uation

Targets with objective impacts amongst recipients (

Effect)

Impact definition

Clearly detectable pro-
gress in the children’s
social behaviour and
learning abilities

Indicator

% change values as an
arithmetic mean

Measurement

Pedagogic compe-
tence scales

Impact definition

Targets described in
support planning are
achieved in time

Indicator
% of cases on target
Measurement

Aggregated analysis of
individual development
reports

Impact definition

Pedagogic success
rate illustrated by little
absenteeism

Indicator

Divergence of age-ad-
justed absenteeism
from the industry aver-
age

Measurement

Analysing personnel
statistics and bench-
marking

Tab. 4: NPO-Controlling system for a children's home: impact dimensions




Potential impact dimensions for NPOs 51

4 Conclusion

Of course, the classic controlling dimensions remmalevant and are integratedndividual adapta-
. . . s , . tion of impact di-
into NPO-Controlling. Impact controlling, althoughs aware of the NPO's im- .. .
pacts on the various dimensions and for variousestalders, of course also musial for success
monitor the production conditions of the NPO andim about the NPO’s effi-

ciency.

In view of the thematic, organisational and coniceyat diversity in the NPO Table as a MEMO-
sector, the present table is only a systematic dveonk that has to be treateée y

differently in each individual case. Not every lm@an or ought to be filled in by

every NPO and not every box is meaningful for ewdBO. The table serves as

a “MEMO key”, as a memory box for controlling todgeapart the impact for the

individual stakeholders equally precisely as thifedint impact dimensions.

Controlling detects conflicting goals between staktders and possibly hints to-

wards organisation-specific efficiency patternshié impacts are related to the

“classic” controlling dimensions.

The second part of Figure 2 (NPO Impact Model) shtive organisation’s pro-Production itself
duction factors that have been classically recolyerbntrolling. Here, too, NPOS3" e & target
specifics appear that derive from the diverse guadiquirements from the pro-

duction factors of the various stakeholders. D&éins of quality, according to

the basics of quality management, are oriented rdsvaustomer expectations.

With NPOs, however, these expectations often doafet to the organisation’s

results as such, but to production itself. Themefand this is an important dis-

tinction for controlling, quite different definitics of efficiency can emerge. In

other words: the manner of production can itsetiopee an organisational objec-

tive.

The process speed might be reduced through thedietieemployment of handi-Specific, desired
capped people, management is supposed to be handieduntary bodies, for "eficiencies
ecological reasons the biotope is excavated notdshines but using spades and
the church parish is proud to have hired an uneyaplosingle mother with mi-
gration background as a secretary, who has no atbeat Excel but is very

friendly.

Behind every of these NPO-specific inefficienciesre is an NPO-specific effi-
ciency, though it can be found on a different imigacel. These inefficiency/ef-
ficiency shifts are particularities for NPO-Contnad that can be captured meth-
odologically by making sure the stakeholder perpeds not restricted to the
result dimension but extended to the “producticrcpss”.
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NPOs are often active in societal fields of acivithere — merit, collective, pub-
lic — goods and services are produced. This hagpehe various forms of “non-
market economies”, including subsidies, heavy gawvent regulation, politi-
cally determined prices, demand orientation orrdaely acceptance of making
losses.

As a typical consequence for many NPOs, this resnlian unawareness of &nawareness of

field-of-activity or industry-typical production Agction. The relationship be-the production

tween input factors and the Output are scientifigakt as unknown as potentia];unCtlon
causal relationships between Output and qualitativacts (Impact, Effect, Out-
come). NPO-Controlling is (so far) still moving tihe field of plausible impact
relations and causalities; this is at least pdrtigause controlling is still used so
sparingly by NPOs that hardly any solid, empirigaifounded knowledge on the

productivity of NPO activities has emerged so far.

5 Literature

Bono, NPO-Controlling. Professionelle Steuerungader Dienst-
leistungen, 2006.

Budéaus/Buchholtz, Konzeptionelle Grundlagen dest@timg in 6ffentlichen
Verwaltungen, in: Die Betriebswirtschaft, Book 3¥9p. 322-337.

Ludl (eds.), Das Wohnmodell Inter-Ethnische Nachblaft, 2003.

Schedler/Proeller, New Public Management, 2003.
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Methods of impact measurement and
documentation

The task of recording, analysing and integrating th e impacts and effectiveness of organisa-
tions that are frequently removed from the market m echanism into reporting is often assigned
to specialised research and regulatory institutions in the form of evaluation programmes.

Whether evaluating the care quality in old people’s homes or the mathematical knowledge of
students or the level of fish stocks in bodies of w ater: monitoring the results is not initiated

by the old people’s home, the school or the sewage plant; not the organisational controllers

take care of the impacts and side-effects, but, as a rule, external institutions.

To determine the impacts of NPOs and integrate them into reporting requires controlling to

have the methodological ingenuity to achieve an acc eptable level of impact measurement
using selected instruments. Controlling has to enab le individual NPOs to monitor their own
impacts without installing an extensive research ap paratus. Therefore, in addition to their
traditional tools of trade, NPO controllers also ne ed to know methods and procedures to
measure impact that are derived from empirical soci 0-economics and social research.
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1 Measuring impact: focus on effectiveness

“What cannot be measured, cannot be managed — hatocannot be managed

runs counter to the claim to use financial mearisraply.”*

Drucker has addressed the measuring of impacts and diffated between ef-
fectiveness (target-output ratio) and efficieneyp(it-output ratio) using a simple

play on words:

Effectiveness: Doing the Right Things! Effectivesiés concerned with the
degree of goal attainment and the question in leswhie performance had

the desired impact.

Efficiency: Doing the Things Right! Efficiency compes output with input,
or performance with the costs involved, and in maages is the same as

profitability.

In NPOs, in the sense of the impacts to be achjatedmain focus must be on
effectiveness. To achieve the wrong things effitjeis still a waste of valuable

resources
Measurement ... what is measurable?
L ... what is estimable of what
Estimation is not measurable?
) ... what is reflectible of what
Reflection is not estimable?
) ... what is observable of what
Observation is not reflectible?

Not detectable v

... Few, that cannot be
grasped at all!

Fig. 1: How can goal attainment be measured??

When taking a closer look at the methods and proesdused in the NPO field
in order to determine and document impacts, treeetrend towards integrating
also those impacts into procedures that cannotdssuned exactly — latent im-
pact constructs. For this purpose, estimation mhoes supported by

1 Bono, 2006, p. 141.
2 Drucker, 1990.
3 Mangold, 2001.
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standardised instruments are used, as are sulBjebessment procedures, text
analyses or observation methods.

Even though in these attempts to determine impatcbnly numbers but alsoAlso using soft
sometimes texts and images are used, there isaaralethodological trend to-2PProaches
wards objectivising qualitative information. Quatitve information without

doubt is getting more important in NPO-Controllibgf the clear distinction be-

tween hard and soft data, between qualitative aadtifative methods, is losing

ground. Even the term impact measurement in theatiire now also includes
methodological approaches that, strictly speakdiogypot measure.

2 Approaches of impact controlling

Even though the terminology in impact controllisgniot always clear-cut, it isMaking unclear
still possible to distinguish randomised contrdkated evaluations that refer t(%c‘?g:s more pre-
single points in time and are mostly conducted resgiiéy from long-term out-

come monitoring, or from performance measuremehichvfrom the point of

view of the stakeholders does not only monitoritheacts, but also the organi-

sation-internal impact chains.

Is it true, the control-oriented evaluation migkkathat the opera house has a
name recognition of x %? And how has the make-uph@faudience changed in
the last five years? Are there trends in demana fndnich the opera house might
be able to tell the impact of its programme? Sugbstions might be asked by
outcome monitoring.

Performance measurement would go one layer deepdpak for explanations
for the user structure in the service and manageprenesses of the opera house
itself.

2.1 Control-oriented evaluation

Evaluation is an umbrella term that is here intetgu as a procedure to measuEraluation as an
and check the effectiveness and impacts of progesrand measures. The resufferelia term
of the measurement, assessment and appraisal pétfegmance, the impacts,

the success and/or the efficiency/profitabilitynofasures and programmes ac-

cording to certain criteria is called evaluatios,ig the process of measuring,

assessing and appraising itself.

Evaluation is an area with generally accepted amohalised

usefulness standards,
feasibility standards,
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correctness standards and
accuracy standards.

The problem for evaluation-oriented controllingpi@bably that there is no data
collection method in psychodiagnostics, empiricalial research, organisational
and econometric research that does not also ajyptar evaluation literature as
an evaluation method. If now impact-oriented NPOWgdling also wants to
make use of the evaluation toolkit, this will reésal enormous demands on the
methodological competence of the NPO controllepddeing on one’s point of
view this is either an appealing extension or amegessary overload of control-
ling.

In the literature a large number of evaluation $yje listec. For our subject, Control-oriented
trol-oriented luation i ticularly impartalt . tf evaluation is par-

control-oriented evaluation is particularly imp S main purpose apart fromy., o < itaple

ensuring the profitability and legitimacy of a mewesis mainly checking for suc-

cess. Control-oriented evaluations enable comiglto make comparisons be-

tween planned and actual values, which can pratied@POs with impulses for

improving future performance.

2.2 Outcome monitoring

A method that cannot always fully be separated fewaluation is outcome mon-
itoring, a systematic long-term observation orragerary observation with the
aim to

safeguard certain target values are adhered to
and/or detect positive or negative changes ovegfdim

In contrast to evaluation, outcome monitoring imed regularly recording im-
pacts, without closely analysing the cause ancceffdationships. Data collec-
tion takes place by means of adequate impact italicavithin the organisation.

2.3 Performance management/measurement

You can't manage what you can’t measufeld if you want to manage it, meas-
ure it! No matter whether it is designed more ia tlirection of evaluation or of
outcome monitoring, impact-oriented NPO-Controllican be facilitated if the
NPO systematically orients its top-level decisionogesses towards the

4 Schenker-Wicki, 1996, p. 67 ff.

5Vgl. Pachlatko, 2005, p. 41 ff.; Kromrey, 20002p.1.
6 Online Verwaltungslexikon, keyword ,Monitoring*
"Roos et al., 1997, p. 7.
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stakeholder-related target definitions. Controlliaghen able to analyse and as-
sess the performance of all NPO processes asgpeaté/e contribution towards
attaining goals.

“The performance of the company as a system artdmiite system of its envi-
ronment is determined by

the company’s efficiency in transforming resoungputs into desired out-
puts and

the effectiveness with which the expectation inpats be satisfied with the
outputs generated.”

As obvious as this may sound, it might still beeresting for NPOs. After all,
performance measurement should not be seen frommedydinancial point of
view, but multi-dimensionally, as the “establishmand use of mostly several
quantifiable measurement units of different dimensithat are used to assess the
effectiveness and efficiency of the performance pedormance potentials of
various objects in the companyAtkinson et al. make four demands from such
a performance-management system:

1. The measurement of stakeholders’ contributions mestnsured. If this is
not the case, corrective measures must be taken.

2. The evaluation of outcomes/impacts provided to dtakeholders in ex-
change for their contributions must be supportedhleyperformance-man-
agement system. If there are divergences, adampsadie required to safe-
guard achieving the primary goals.

3. Flaws in the cause and effect chains can be foynedularly comparing
the planned data with the actual performance agxl ltlave to be rectified in
a re-design process.

4. The performance-measurement system should be pibaisi the basis for a
learning organisation. Apart from the primary ongational objectives, also
secondary targets are checked regutarly.

8 Wunderlin, 1999, p. 33.
9 Gleich, 2001, p. 11 f.
10 Atkinson et al., 2007, p. 30.
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These demands show the conception of NPO-Contgoliithich combines the
impact information gathered in evaluation and mamig with an organisational
model, which systematically strives for and morststakeholder-related impacts.

3 Methods of impact analysis

3.1 Socio-economic methods of impact analysis

B Cost-effectiveness analysis

Cost-effectiveness analysis has the task of reggrttie non-monetary impact
components of NPO activities and comparing thesasomable values with the
respective costs.

Example: How much does it cost to reduce infant mortadigy10%?
B Cost-utility analysis

With this method, different non-monetary impact paments are weighted with
a factor regarding their relative importance fatitytand then evaluated on a
scale regarding their degree of goal attainment.

Example: Which of the alternative locations is best sugdbr a mosque?
B QUALY concept

A method to assess alternative actions or treaBnghere the residual life ex-
pectancy is put into relation with quality of liédfects.

Example: Is chemotherapy worth it from the perspectiveqaflity-adjusted
years?

B Social return on investment

In this concept, the impacts of social NPOs areswmesll as value added and
included with the capital invested, so that an piggtional value can be deter-
mined for the respective NPO.

Example: What socio-economic value added can be assigreedhieltered work-
shop?

B Measuring willingness to pay

This aims to measure quality of life as an intaleggétate, not traded on any mar-
ket, in monetary units. The impact is defined &sdliference of the sum of the
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maximum individual willingness to pay for situatiénand the sum of required
financial adjustments to maintain the welfare |leafahe “losers”.

Example: What would be the maximum acceptable price fofgoe cleanliness
in the residential environment?

3.2 Service quality-related impact measurement:
incident-oriented approaches

B Analysis and evaluation of particularly relevant ev ents

By analysing and evaluating particularly relevargrgs in the contact with stake-
holders and/or while providing services, the pem@giservice quality of the NPO
is projected. Exceptionally positive events andipalarly negative incidents are
identified. Typical incident-oriented methods iraéu

Complaints analysis
Critical incident technique
Sequential events prediction.

Example: What are the experiences of tenants (when/whéretwhom/of what
importance) when they make an application at theirsing association?

B Attribute-oriented approaches

These methods work out the total quality of an NBBOassessing the various
quality building blocks. Lists including the var®glements of service quality
are prepared, which are then evaluated by the lstéders. Typical procedures
are:

Servqual model

Vignette method

Penalty reward method
Frequency-relevance analysis

Example: How satisfied are students with the quality dafithstudies at univer-
sity? What dimensions are critical for assessirgity?
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3.3 Benchmarking procedures

B Database-supported, multidimensional benchmarking

Systematic, database-supported benchmarking detesrithpacts and effective-
ness of NPOs almost “naively”. For the various disiens of the NPO, stand-
ardised measuring instruments are used, whichtsdawd multitude of individual
data. These data, but also KPIs built on them aalfidimensional indicators,
are benchmarked under the participating NPOs usi@n values and measures
of dispersion.

B Case-aggregated benchmarking

With NPOs, the organisational impact can also betacted as the aggregate
measure of individual cases over time regardingnidéd changes. Using fixed,
defined standards and sufficient inter-subjectjvisoblem situations are to be
detected and measured. If in individual cases thegeno good indicators, test
constructions can be used where homogeneous indivims are grouped into
overall scores. Also thinkable are rating methoitk appropriate scales.

3.4 Other impact analysis approaches

The following approaches can be used to answeysamfollowing the question
pattern: how relatively handicapped does a blindge feel compared to the
medical degree of handicap?

The utility-theoretical measurement of the quaditjife, which tries to com-
bine individual and statistical views of utilitytonoverall values.

The rating-scale method, measuring perceived stdtgsiality of life on
percentage scales.

The standard gamble method, measuring the utiipeeted value.

The psychometric measurement of quality of life.

The following methods of analysis can, for exampkepused to answer questions
following the pattern: do opera subscribers inrtieithtub sing more emphati-
cally than the control group?

Performance tests

Participant and non-participant observation methods
Document analysis

Qualitative, content-analytical text analysis
Quantitative text analysis

Psycho-physiological measurements



Methods of impact measurement and documentation

61

Sociometric measurements
Standardised survey
Partially standardised survey
Group discussions

Narrative interview

4 Further use of controlling impact indicators

Empirically gathered information on impacts carilgasd usefully be integrated

particularly into two management instruments imadensed form as indicators.

On the one hand, empirically derived impact indbcsifor the EFQM model are
a real gain. Especially in the NPO sector, the ER@Qdiel is much appreciated
due to its multi-dimensionality and often practigeduality management. As the
impacts of NPOs for different stakeholders haviee@articularly monitored and
measured, and the organisational impact relatipsshie rather recorded indi-
rectly by means of measuring plausible impact e impact controlling and
quality management make use of the same set of édPlserning impacts.

Performance quality is determined by various quéitids (activities) and in turn

shows itself in different quality impact fields ¢réts). In this respect, the EFQM
model is an impact-oriented QM system that operais assumptions on the
plausibility of qualitative impact relationships.

People People

| L H Results H
90 pts. (9%) 90 pts. (9%)

Leadership Policy & Processes customer Ao
Results Results
100 pts. —H Strategy - 140 pts. || 200 pts || 150 pts
0 0, 9 ’ )
(10%) 80 pts. (8%) (14%) (20%) (15%)
Society
| | Resources | | | Results L

90 pts. (9%) 60 pts. (6%)

A
A\
A
A\ 4

Enablers 500 points (50%) Results 500 points (50%)

Fig. 2: EFQM model

Following this quality assessment, measures toongthe individual criteria are
defined and integrated into the whole managementgss. What can be an
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excellent methodological combination with EFQM hie tBalanced Score Card,

which has already been used by many NPOs as agtrabntrol instrument. In

particular, the customer card can be constructedtasyet card for intended im-
pacts. The targets for individual stakeholder geoeguld be shown; also possible
is a customer card organised along the impact difoes of Outcome, Effect and

Impact.

As in the NPO field, as shown in detail above, kivig about the organisation’s
mission in first synapses leads to the stakehalaiet rather than the finance card,
it would be a very innovative improvement for NP@l&ced Score Cards if
controlling provided impact indicators, as NPOsofimake do with demand-
oriented targets on the customer card.

. . »
Financial &/e o /5
s/5/8/5/§
8/F/8/&F/&
/e /5 /F /o
o/ /~/ &/
Customer & /o o =3 1 Internal &/ o E=)
@g@i’"é} Business §:§J@§’§
/e /e/5 /g ol Process /& /2/&/5/9
§§$-$$ Vision géog;gg
(s RS ) ~/E/E
am and —>
Strategy
Growth and & /e ® )
Development /> /& /., /& /&
5/3/5/s5/8
] o
g/e/o/8/&
O/VQ g/ T/ o
O/ /K /& /a

Fig. 3: Balanced Scorecard

5 Preparing a scorecard — how to proceed

1. Formulating the NPQO’s mission

The cathedral choir in the diocesan town seesf itseh high-class vocal
ensemble with the tasks of participating in sel@écteremonial masses, giv-
ing individual concerts in the cathedral, and pgstiting in masses in the
diocese on request. More as a side product, alstcroamposed by the ca-
thedral’'s master of music is rehearsed and perfdrme
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Translating the mission into strategy

The cathedral choir focuses on High Mass in thedfaadvent and Christ-
mas periods, to refinance public concerts in thhezral with special em-
phasis on classical church music and offers thwvichehl deaneries in the
diocese the option to perform every other year.

Translating the strategy into impact targets and imlicators using the ex-
ample of the stakeholder group “diocesan managemeht

a) Stakeholders A-D/Effect
Impact target: qualitative enrichment of liturgy.

Indicator: difference in the number of people aliag mass with and without
the cathedral choir

b) Stakeholders A-D/Impact

Impact target: image transfer of the choir qualityhe diocese.
Indicator: number of positive print, radio and T&ports in a year
C) Stakeholders A-D/Outcome

Impact target: the cathedral choir becomes a tradeof the city.
Indicator: number of clicks on the English-languagéhedral choir website
d) Stakeholders A-D/Output

Impact target: performance output.

Indicator: number of visitors per year.

Translating the indicators into impact values

a) On average plus 200 visitors

b) 100 TV minutes, 50 relevant articles in dailywspapers, 200 radio
minutes

C) 50 clicks per month

d) 5,000 visitors per year
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5. Considerations how impacts can be empirically detenined in each case
a) Mass statistics
b) Analysis PR office
C) Website counter
d) Tickets sold and mass statistics

6. Translating the mission into a “target value” on the IGC controlling spi-
derweb (example dimensior)

Dimension volunteers/employees: the cathedral choirld like to use em-
ployees for management and the position of mastetsic. It would also
like half of the choir members to have some formaalal training. The target
value thus is almost halfway between volunteerseangloyees.

7. Determining the actual values on the NPO spiderweb

In fact, only a third of the master of music pasitis funded; management
is handled by volunteers. The singers should alelsome relevant vocal
training, but in fact only half the members futfiis requirement. Therefore:
on this spiderweb dimension, having discussed tithésactual value entered
will be clearly in the direction of volunteers.

8. Determining the difference between planned and acal values on the
spiderweb

Between the self-concept and desire for more psafealism and employ-
ees, on the one hand, and the actual state tthefineed by mostly volunteers,
on the other, there is a gap of a fictitious 3 oon a 10-point scale.

9. Determining the accepted efficiency losses involved

Certain efficiency losses are thus present in toen(nercially usable) out-
put, in the diocese’s travel management, but aldbe repertoire, as not all
desired parts can be casted in sufficient quality.

10. Balancing der stakeholder-related impact targets vth the “accepted ef-
ficiency losses”

11 See "Depicting the Specifics of NPOs by Using &l&pveb Model” in this volume, p. 22.
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11.

12.

13.

14.

The target of “liturgical enrichment” can be aclgdwvith he means availa-
ble; the desired (also international) image tranafed the (also interna-
tional) improvement of the town’s name recognitiblowever, probably

cannot be achieved to the extent desired withoiginebng the employment
structures. The output and the stabilisation obtiganisation’s internal con-
tribution towards funding, though, are probablylisg@ with the given per-

formance structure.

Selecting the target dimension particularly important for the respective
stakeholder group

For the (four) stakeholder groups there are fagetadimensions in the IGC
model, giving a total of 16 target fields. At thsint, roughly five of these
should be selected for the Balanced Scorecard.

Transferring these relevant values to the customezard and the finance
card of the Balanced Scorecard

Customer card: qualitative enrichment of the lijuidgdicator: difference in
the number of people attending mass with and withioel cathedral choir.
Target value: arithmetic mean 200

Finance card: share of internal funding througheicsales. Indicator: %.
Target value: 15%

Transferring the internal spiderweb target values b the process card
and the finance card of the Balanced Scorecard

Process card: organising an acceptable travel reamag for an average of
four one-day trips in the diocese. Indicator: tisent on travel manage-
ment/journey. Target value: 5 hrs.

Finance card: financial effort for travel managetndndicator: hours
worked by employees. Target value: 0 hrs.

Transferring the planned values from the NPO spideweb as indicators
for performance drivers to the fields on the left-tand side of the EFQM
model.

Resource field: employee hours/year; volunteer $igaar for organisation,
management and directing the choir.

Employee orientation field: percentage of choir rhers with vocal training
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15. Transferring the impact values as indicators for peformance results
from controlling to the fields on the right-hand side of the EFQM model.

Business result card: number of visitors/year; sludiinternal funding

Customer satisfaction: number of people attendiagsue to the cathedral
choir

6 Conclusion

Given the multitude of potential target formulason the NPO sector, control-
ling needs a set of instruments to methodologiczdigture all kinds of targets.
These include

Socio-economic methods aimed at cost-effectiveness;
Methods from service management that refer to semyuality;
Benchmarking methods that analyse impact as ben&hena
Empirical instruments from “classic” empirical salciesearch.

In this regard, NPO-Controlling is absolutely degemt on extending the limits
of controlling methodologically in order to becorte “company expert” for
measuring impact. This methodological ability ohtolling in turn influences
other management procedures used in NPOSs: integratipact targets into
scorecards and integrating impact-related indisatip ISO- or EFQM-oriented
procedures in quality management.
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Levels of responsibility of the controller for
measuring success and impact controlling
For controlling in non-profit organisations no sepa rate controlling theory, no separate con-
trolling concept, no separate controller self-conce pt and no separate methodological control-
ling construct is required.
« Also in NPOs, controllers ensure the transparency o f strategy, business results, finance

and processes and so help increase profitability.
e Controllers coordinate sub-targets and sub-plans in a holistic way and organise a report-

ing system that is oriented towards the future and covers the enterprise as a whole.
« Controllers moderate the management process of sett ing objectives, planning and con-

trol so that every decision-maker can actin a goal  -oriented manner.
« Controllers render the necessary service of providi ng all relevant data and information to

managers.
e Controllers also develop and maintain the controlli ng systems.
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1 System responsibility

According to Rieder one of the controller’s levels of responsibilitysystem
responsibility. This includes the selection, camgion and further development
of management-support systems in the area of seasnidt performance:

Designing cost accounting systems taking into actie aspects of respon-
sibility, influenceability and comparability of plaed and actual states

— Cost centre/types definition and classificatiorstambject classification

— Consolidation options according to the hierarchy

— Measuring performance in the fields of productiond administration
(standards of performance)

Developing short-term profit analyses, particulamylti-stage breakeven
analyses

Constructing supplementary KPI systems and indicatstems with

— Input and output indicators,
— Process and profitability indicators,
— Effectiveness indicators.

Developing cost/effect calculations
Constructing a project planning and project moimigpsystem.

Consistently using dynamic capital budgeting meshtml assist decision-
making.

In addition, there is the selection and developnoétt tools that make the use
of the instruments listed above possible in tha fitace, as well as training man-
agers in the use of the instruments.

Controlling develops recommendations for describétekeholder-related im-+unctional tasks
pacts, distinguished by Impact-, Effect- und Outedargets and operationalise e controller
these targets by means of KPIs and indicatorgdditian, measuring instruments

are developed and existing measuring methods ackthat are suitable to meas-

ure the specific NPO impacts.

1 The following text is taken from the Controller-tfaden by Siegwart/Rieder. Rieder, 1997, p. 49
ff. Only the additional remarks on NPO-Controllingvie been made by the authors of this volume.
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The NPO controller integrates these indicators leRts from impact measure-Integrating im-
ment into “classic” controlling. pacts

2 Planning responsibility

It has to be ensured that there is a planning sygtat is properly understood
and put to use:

Consistently developing the instruments for calitndpplanned and actual
values.

Defining overall consolidation structures in ac@nrde with products, per-
formance and hierarchy.

Creating simulation models to support setting dbjes.

Supporting managers in the overall management gsoiteough agreeing
on goals, particularly when setting and formulatifgectives and targets in
the area of results and performance.

Initiating and moderating the strategic planninggass.

Regularly and critically questioning the task paogmes of the administra-
tion and disclosing the changing needs of theagiszn the sense of an early
warning.

Recording and monitoring the development of stiatpgemises (documen-
tation function).

Clean qualification of the performance mandate.
Planning and operationalising the impacts.
Making forecasts.

Included in this planning task are the organiséehtibn to the relevance of the
NPO’s mission, for the strategy development buddam it and its translation
into impact controlling.

3 Advisory function
Controllers in NPOs have the role of an advisor:

Supporting the managers in comparing planned atublacalues and in
evaluating corrective measures.
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Supporting the managers in quantifying forecasts.
Training the managers in connecting business cascep

Quantifying the costs of new statutes and reguiatim support decision-
making.

Introducing impact-oriented controlling in NPOs has just a methodological
aspect, but also a cultural one. The controlletbasake the organisation’s man-
agers understand that it is not enough to simplinedeand establish targets, but
that these targets also have to be checked enifyirica

The controller might appear to be a representaifven unknown culture thatControlling as an

. L - . . . alien element or a
incorporates obligation, precision and effectivesresd potentially even an alien ai

gain?
element in an organisation defined by solidarity. the controller the task is both
to compare planned and actual values at the rdsultéand to extend this pro-
cedure to the organisation itself. The spiderweldeh@ims to support the inte-

gration of the cultural self-concept of the NPQpinontrolling.

The managers have to learn to understand thatotiimgris more than just mon-
itoring and managing financial data and see impawtrolling as a management
instrument rather than an externally imposed adadnility instrument. And
when controlling is appreciated as an indispensatdeedure to monitor the or-
ganisational identity of the NPQ'’s character, coltitrg in NPOs also becomes a
warning service for developments in the NPO.

In their advisory function, controllers also hageatljust to volunteers as manag-
ers in NPOs for whom commercial thinking is unknommeven objectionable.
Therefore, NPO-controlling has to be able to conmedhe different thinking
habits of the NPO stakeholders.

The specific complexity and inconsistency of theON@bjectives, conflicts be-Coﬂtr.Oller asa
tween volunteers and employees, between differelitiqal and organisationalS"Oa”rmg partner
actors make the controller a “sparring partnerthef NPO, whose understanding

of advising has to serve various different perdpest

2 See "Depicting the Specifics of NPOs by Using &8pveb Model” in this volume, p. 22.
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4 Directive Responsibilities

Establishing requirements for allocating costs i@venues (cost type-, cost
centre-, cost object-, revenue object accounting).

Preparing requirements for recording performanakdatermining quality
standards.

Determining content and frequencies in reporting.

Designing forms and dates for the process of gi@tend operational plan-
ning.

Establishing the procedure for initiating and pssieg investment pro-
posals (calculation methods, requirements, quafitgasoning).

Publishing and maintaining guidelines for inventggjuation for account-
ing.

Determining methods and rates used for imputededégion and interest.

Defining the processes for determining the intetreadsfer prices (e.g. for
exchanging services between departments).

The NPO controller, more than the classic controleces a communicative task
that starts with the design of a potentially codittory target system and does
not end with the use of methods unusual in clagsitrolling.

Because the results of controlling have to be namessible for the different

stakeholders in a form of recipient-oriented rejpgrand translated into the lan-

guage of the recipient. These abilities to develog standardise a reporting sys-
tem suitable for the NPO will greatly improve thestoriented image of the con-

troller.

5 Summary

Even though controlling in NPOs, in contrast ta&dic controlling”, has to mon-
itor

other things,

other stakeholders,

other impact relationships and
other impact dimensions,
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the NPO controller still is a controller with alid typical functions for a company.
Yet in NPOs controlling does lose its narrow fooascosts and expands, Con-
ceptionally and methodologically, into a platform the organisation where
multi-dimensional impacts meet. These then haveetanalysed, combined and
fed into the organisation, so that the NPO knownipacts and also knows why
it has an impact.

6 Literature

Rieder, Konzeptentwurf fir das Verwaltungscontngliin: Siegwart/Rieder
(eds.), chap. 16/6, 6. add. 1997.
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Glossary

Benchmarking

is a continuous comparison of products, servicests¢ performance, impacts,
processes, technologies and organisational stesxchased on KPIs in order to
systematically close the performance gap to thedmspetitors. The basic idea
is to determine what differences there are, why thest and what potential for
improvement there is.

Cameralistics

is the classic accounting system of the publicaseuathich is restricted to record-

ing the planned amounts stated in the budget,dtuabexpenditure and the bal-
ance. Not taken into account are the output, efficy and any changes in value
caused by using up resources.

Controlling

as a business tool supports management by providfiognation and advice in
the (profit) target-oriented control of entrepreriauwalue creation. It consists of
the two sub-concepts of operative and strategitraiing.

Contribution margin

refers to the gross profits determined under mafgiosting and thus shows how
much the revenue of the organisational unit cartritirie towards covering the
fixed or overhead costs.

Critical incident technique (CIT)

is a half-standardised method for the empiricalyesis of processes. Its basic
idea is to classify certain behaviours and criticgidents regarding their im-
portance for attaining goals of the organisation.

External effects

are the uncompensated effects of economic decisionminvolved market par-
ticipants. They are not included in the decisiorkimg process of the person
causing the effects.
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Input

refers to the resources used in order to produeeutput; hence everything that
is included and used in a work process, such ak,woergy material, or infor-
mation.

Incidence rate

expresses the frequency at which a feature, atdefemn illness occurs within a
population and period of time.

Merit goods

are generally private goods that are sponsoretidgtate, which is justified by
arguing that, due to distorted preferences of ttirzeas/consumers, demand in
the market would result in a lower degree of prioviswhich is politically unde-
sirable.

Non-profit organisations (NPOs)

are organisations that, partly or wholly, are maffip-orientated. With NPOs the
focus is not on making profits, but on organisaspecific, non-profit targets and
objectives.

Output
refers to the number or amount of product turnedagthin a period.
Public goods (collective goods)

are — in contrast to private goods — charactethgeatie impossibility of excluding
others from using them.

Profitability

is the ratio of a performance indicator to the tam@mployed in an accounting
period.

Rent seeking

refers to the attempt of certain actors to infllepolicy by using resources in
order to improve their own chances of making priofithe market segment by
means of politically obtained privileges. The reses used for this are, from an
economic point of view, wasted, as they are remdvath the production pro-
cess.
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Return on Investment (ROI)

IS @ measure of a company’s profitability. It shaws profit it has made on the
total capital invested.

Segregation index

is a measure to describe the (uneven) spatiailditibn of sub-groups (e.g. social
or ethnic groups) across sub-areas (e.g. censas, &i@using blocks) of a region

(e.g. city).
Stakeholders

are interested groups, individuals or enterpriséls avrightful interest in a com-
pany’s or organisation’s activity.

Target Costing

shows what costs can be allowed to incur for aggtdjo be developed if the
product characteristics are seen from point of vgdhe customers’ benefit, the
price they are willing to pay and the desired nmetan sales. Target costing is
therefore market-driven target-cost planning thattimls the whole production
process.

Third sector

refers to a societal area that is characterisetthdygoexistence and cooperation
of market mechanism, state control and provisiod,work in communities and
families, but no one of these mechanisms prevaie. term third sector is also
used for enterprises whose primary goal is not ngakrofits but providing ser-
vices oriented towards non-profit targets and dhjes.
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Abbreviations

AG
BSC
EFQM

FER

GAAP
IGC
NPO
PO
SROI

ZEWO

Aktiengesellschaft (Public limited company)
Balanced Scorecard
European Foundation for Quality Management

Fachempfehlung zur Rechnungslegung (Profedsiecammenda-
tions on financial statements)

Generally accepted accounting Principles
International Group of Controlling
Non-profit organisation

Profit organisation

Social Return on Invest

Zentralstelle flr Wohlfahrtsunternehmen (Caindffice for Chari-
table Organizations)



