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Nonprofit organizations (NPOs) promote citizens’ participation in community life through several different kinds of organizations: some more informal (such as associations and volunteering groups), others more formal or public (such as charities and foundations). This heterogeneity, as well as the well-known peculiarities of NPOs when compared to profit and public ones, poses new challenges to their management. In the constant need to find balance between financial constraints and social value, a main resource for NPOs is the management of intangible assets, such as knowledge, positive relationships within the organization and with users, external image, loyalty and commitment, and so on. From the literature on for-profit organizations, it is well known that proper management of intangible assets improves an organization’s sustainable competitive advantage, not only by enhancing its members’ affiliation and commitment but even by enhancing their productivity. This is particularly relevant when taking into account the main role of volunteers in the third sector. Volunteers, indeed, show different job attitudes and organizational behaviors than paid employees, as their membership and accountability are less formalized and they frequently lack a proper teamwork, due to the high volunteer turnover. At the same time, from the managers point of view, managing volunteers and paid workers require higher skills and competencies than managing human resources in for-profit organizations. Developing these reflections and considerations, we aim to conduct a systematic literature review on the association between intangible assets and performance in NPOs. The literature will be conducted following the indications from the Preferred Reporting Items for Systematic Reviews and Meta-Analyses (PRISMA) statement. It provides an evidence-based minimum set of items to be included in the review, as well as a workflow to properly manage and choose the papers to be included. The authors conducted the research using EBSCO, ProQuest, and Scopus databases.
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INTRODUCTION

The literature on the management of for-profit organizations has proven a connection between intangible assets, performance, and innovation potential in these organizations (Romer et al., 1986; Nonaka and Takeuchi, 1995). Intangible assets, such as customer relationships, goodwill, brand recognition, and employee skills, add value to an organization by implementing strategies that respond to market opportunities through developing their internal resources (Sveiby, 1997; Marr et al., 2004). Thus, it is currently well-known that for-profit organizational growth is mainly due to technological advancement, training opportunities, research, and development activities, which, in turn, influence the quality of human, structural, and relational factors within the organization (Bontis et al., 2007).

Several studies have shown that the Intellectual Capital (IC) framework is the primary theoretical approach for the study of intangible assets in organizations. IC allows researchers and practitioners to identify, organize, and break down intangible assets into meaningful dimensions (Young, 2012). This classification, in turn, allows for better management of internal and external resources in organizations, in order to reach objectives and accomplish their mission (Benevene et al., 2019). This paradigm invites practitioners and managers to think about organizational knowledge as expressed within three dimensions: human, relational, and structural/organizational capital. Human capital refers to the knowledge constructed and shared within an organization and includes attitudes, competencies, experience, and skills that are reversed into the organization by the employees (Choo and Bontis, 2002). Thus it is a form of tacit knowledge, unless the organization provides processes and structures to help members foster a valuable use of subjective experiences and resources (Ordonez De Pablos, 2004). Several authors claim that human capital has the most significant impact on the generation of intangible organizational resources when compared to other IC dimensions, as it influences the acknowledgment and the implementation of other organizational resources (Guest et al., 2003; Wright et al., 2003; Paauwe and Boselie, 2005; Paauwe, 2009; Jiang et al., 2012; Manuti and de Palma, 2018; Manuti and Giancaspro, 2019). Relational capital is about relationships with all the stakeholders, as well as an organization’s external image. Furthermore, relational capital demonstrates how knowledge is shared and negotiated with external actors (i.e., partners, competitors, users, suppliers) (Sveiby, 2001; Grasenick and Low, 2004). Finally, structural/organizational capital includes the processes, models, routines, leadership styles, organizational culture, and patents aimed at influencing and supporting human capital (Sveiby, 2001). A recent literature review highlighted that employees’ knowledge, structural and organizational arrangements, and valuable relations support each other in enhancing both performance and innovation in for-profit organizations (Inkinen, 2015). This connection is particularly fruitful when IC informs human resource management (Yang and Lin, 2009; Wang and Chen, 2013).

More recently, intangible assets and IC have emerged as relevant also for nonprofit organizations (NPOs). NPOs are private, independent, self-governed organizations, based on voluntary participation, whose profit is not distributed to individuals or owners, but reinvested in the organizational mission, that represents a contribution to the public good or the general welfare (Salamon and Anheier, 1992). NPOs, indeed, are aimed at creating social value and maximizing social utility, while not considering financial profit as their main objective (Bahmani et al., 2012). In other words, NPOs deliver services that are intangible and rely on intangible assets, such as volunteers’ loyalty, a good name, and relationships with other organizations (Benevene and Cortini, 2010; Kong and Ramia, 2010; Dal Corso et al., 2019). Thus, IC management responds to NPOs’ peculiarities as it maximizes their intangible resources, allowing for a more visible provision of services to the community (Kong, 2003). The lack of focus on profit maximization, as well as the mission of NPOs, pose new challenges to their management. This is particularly true when considering the growing number of requests that society makes to these organizations in terms of fulfilling social needs, providing services, and protecting environmental and cultural contexts. In other words, NPOs are now called to fulfill basic community needs, while receiving fewer public funds and competing between each other to have more donors (Bahmani et al., 2012). IC and its management emerges as a valuable paradigm for NPOs, as these organizations are “knowledge intensive,” meaning that the achievement of their objectives depends on the human resources brought by staff and volunteers, more than by tangible, physical capital (Hume and Hume, 2008; Kong, 2010). The crucial point is then to understand how to develop new resources from the existing ones, which is precisely why effective management of IC is pivotal.


Intellectual Capital in NPOs

Many studies have shown that NPOs would benefit from proper IC management. Kong and Prior (2008) proposed a conceptual framework based on the IC paradigm for NPOs. The framework states that the three IC dimensions offer a potential avenue for competitive advantage, as long as they are interrelated and fulfill organizational, donor, and user needs. The tool required to reach the sustainable advantage is a strategic IC management that would allow an adequate control over the knowledge flows within and outside the NPO, as well as the value creation emerging from these flows. According to the authors, proper recognition of how knowledge is generated and vehiculated internally and externally would help managers to make better strategic decisions for the NPO (Kong and Prior, 2008). A valuable example regards the volunteer workforce. Volunteers, indeed, show different job attitudes and organizational behaviors than paid employees, as their membership and accountability are less formalized, and they frequently lack proper teamwork due to the high volunteer turnover (Skoglund, 2006; Hustinx, 2010). At the same time, from the managers’ point of view, managing volunteers and paid workers requires higher skills and competencies than managing human resources in for-profit organizations (Barbieri et al., 2018; Benevene et al., 2018). The few studies available on NPOs highlight that volunteers benefit from a team and cooperation-centered leading approach, showing higher engagement and higher satisfaction when their managers strengthen these aspects of their work (Dal Corso et al., 2019). Engagement and satisfaction, in turn, are likely to improve their performance. In other words, proper strategic management of human resources in NPOs requires managers to take into account intangible assets (Lettieri et al., 2004; Clarke et al., 2011). At the same time, other authors claim that knowledge management in NPOs has neither the same objectives nor the same implications as it does in for-profit organizations. First of all, knowledge management in NPOs is not aimed at increasing financial gain tout court, as is the case in for-profits, but at sustaining organizational mission and aims (Kong, 2007; Sillanpää et al., 2010; Bloice and Burnett, 2016). Secondly, barriers that could impede knowledge sharing in for-profits and NPOs are different. Starting from Riege’s (2005) list of barriers to knowledge generation in business firms, Bloice and Burnett (2016) added several barriers for NPOs, related to the peculiar missions and structure of these contexts. Riege’s list, indeed, individuated three types of barriers: individual (e.g., infrequent or ineffective interactions among employees), organizational (e.g., poor culture or structure), and technological (e.g., reluctance to introduce innovations). Bloice and Burnett (2016) claimed that some typical characteristics of NPOs, such as the high volunteer turnover, the lack of strategic planning, and the inherent competition between the altruistic organizational mission and the competitive objectives (Kong, 2007, 2010; Hume and Hume, 2008; Ragsdell, 2009, 2013) act as barriers to knowledge sharing. This point is consistent with findings focusing on the lack of awareness about several aspects of IC in NPOs. Some authors, indeed, showed that managers of NPOs tend to perceive human capital as the most important dimension, while undervaluing structural/organizational capital (Curado, 2008; Kong, 2008). This approach may threaten the knowledge management system, by neglecting the role of organizational routines and processes (Benevene et al., 2017).

Previous literature on the subject has analyzed the impact of IC and knowledge management system in NPOs and provides some hints about the potential impact of these intangible dimensions on NPOs’ performance. At the same time, current literature still needs a systematic analysis of whether and how volunteer groups, foundations, charities, and associations deal with this management, and what are the results of this process, in terms of their performance and overall impact on society. Effective management of IC requires the assessment of both individual and organizational performance.



Performance in NPOs

In the managerial literature, organizational performance is determined by the results of an organization when compared to its goals and objectives (Cho and Dansereau, 2010; Tomal and Jones, 2015). Organizational performance may be measured with objective or subjective criteria (Andrews et al., 2006). Objective criteria include impartial and independent indicators that could be externally verified in their accuracy (e.g., number of users in a social care service). Subjective criteria, on the contrary, refer to internal informants (e.g., managers), or to external informants whose judgment cannot be scrutinized (e.g., customers measuring their satisfaction toward the firm). Both criteria, to be valid, need to focus on meaningful performance dimensions according to organizational aims and scopes. For this reason, despite the common notion, according to which objective criteria are more valid than subjective ones, objective indicators may not reflect the actual nature and complexity of the assessed organization, tackling more legal and technical requirements than goal achievement (Andrews et al., 2006), while subjective measures may be better situated in the assessed context (Richard et al., 2009). Thus, the choice of performance measures may depend on several considerations, from the scope of the assessment to the nature of the organization (Richard et al., 2009).

As far as the NPOs are concerned, the operationalization and measurement of performance within the third sector pose a further challenge for scholars and practitioners. A first issue regards the absence of a financial bottom line that could act as an evaluation criterion (Kong, 2010). Another point regards the multiplicity of stakeholders that an NPO is required to deal with: from the government to its donors and funding organizations, and from users to volunteers (Moxham, 2014). Accordingly, Moxham (2009) reported four reasons why NPOs are urged to measure their performance (financial reporting, demonstration of achievements to external market actors, users, and members, operational control and support to innovation), showing that different requirements come from different stakeholders and produce different performance measurements. According to the literature on for-profit organizations, indeed, performance measurement in NPOs are differentiated between internal and external, objective and perceptual/subjective (Sowa et al., 2004), and efficiency and effectiveness-related performance (LeRoux and Wright, 2010). At the same time, financial and mission-based performance measures can be distinguished (McDonald, 2007; Bontis et al., 2018). Financial performances regard how NPOs acquire and use their funding and rely on laws about NPOs’ economic accountability (Moxham, 2009, 2014). Mission-based performances include the activities pursued by the NPOs in order to have a social impact: for this reason, some common indicators are the number of volunteers, employees and users, the services provided, and the satisfaction perceived by users and staff (Epstein and McFarlan, 2011; Andreaus and Costa, 2014). Generally speaking, volunteer and employee workload, user numbers, customer satisfaction, staff meaning, and external audits are mentioned in literature as the most frequently used in NPOs (Sowa et al., 2004; LeRoux and Wright, 2010; Álvarez-González et al., 2017). Moxham (2014) showed that the key driver for performance measurement in NPOs is financial accountability toward a public funder. This point has a double implication. First, it raises questions about the adaptability of public criteria for financial performance evaluation for NPOs. Second, it sheds light on the low strategic use of performance assessment in NPOs. Similar to the use of IC management, as long as the performance assessment is not implemented in the context of aware, fruitful strategic planning, NPOs are at risk of losing crucial resources.



Objectives

Building on these considerations, the authors of this study aim to conduct a systematic literature review on the association between intangible assets and performance in NPOs. Preliminary searches were done to determine that there is no published review addressing this question in the last 10 years.



METHODS

The literature review has been conducted following the guidelines from the Preferred Reporting Items for Systematic Reviews and Meta-Analyses (PRISMA) statement (Moher et al., 2009). The eligibility criteria regarded empirical studies published in peer-reviewed full-length articles, from 2005 to 2020, written in English. The period of literary research lasted from December 2019 to February 2020.

Due to the small number of studies dealing with this subject, no further criteria for exclusion are used. Even though this choice does not allow for further quality checks (except the manual exclusion after abstracts reading), given the decision to include only peer-reviewed papers, it seems reasonable to not exclude other works.


Information Sources and Search Strategy

The following databases and search engines were employed for the search: EBSCOhost, ProQuest, and Web of Science. Several terms were used to implement the search strategy. Each database required a different detailed strategy. At the same time, the following generic strategy covers the focus of our research:

(intangibles or “intangible assets” or “balance scorecard” or knowledge) AND (nonprofit or nonprofit or “not for profit” or voluntary or “third sector” or NPO or NPOs) AND (performance or outcome or effectiveness or achievement or productivity)

Considering the overlap between theoretical considerations on intangible assets and the IC framework, in the second round of search, on the same databases and in the same time range, the authors chose to add keywords that would allow the identification of papers addressing intangible assets, with an IC framework approach. For this reason, the authors’ final search strategy was the following:

(intangibles or “intangible assets” or “balance scorecard” or knowledge or “intellectual capital” or “human capital” or “relational capital” or “structural capital” or “organizational capital”) AND (nonprofit or nonprofit or “not for profit” or voluntary or “third sector” or NPO or NPOs) AND (performance or outcome or effectiveness or achievement or productivity)

According to the needs, the keywords were searched in the publication title or abstract.



Data Collection Process

All references were gathered in a Mendeley database, and duplicate references were removed. Two authors independently reviewed the chosen references, deciding to exclude further papers eventually. Papers were analyzed with respect to their content, and papers with content that were not fully within the scope of this review, due to knowledge transfer processes or best practices in NPOs and not within empirical research, were eliminated. In the reference scrutinization phase, the authors looked for papers written in the English language that contain keywords of interest in the title, and then scrutinized the papers’ abstract to check the inclusion criteria.



RESULTS


Study Selection

Of the sixteen full-text articles assessed for eligibility, seven papers did not address this review regarding the association between IC and performance in NPOs. The remaining nine papers were determined as eligible and were included for review (see Table 1).


TABLE 1. Descriptions of papers addressing the association between IC and Performance in NPOs.
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Study Characteristics

The included works revealed themes that could be reorganized as expressions of the IC framework, despite showing peculiarities in their application (Table 2 shows a synthesis of the terms, variables, and dimensions used to measure each dimension). Overall, the three dimensions of IC were equally represented in the selected works. At the same time, the references to the IC framework, as well as to each of the three dimensions, were heterogeneous in the selected papers. More specifically, three out of nine papers clearly stated the intention to measure one or more dimensions in the IC framework (Mohd Noor et al., 2015; Benevene et al., 2018; Bontis et al., 2018). Three out of nine papers addressed all the dimensions of IC: human, relational and structural/organizational (Mohd Noor et al., 2015; Benevene et al., 2018; Bontis et al., 2018). One out of nine papers only addressed the human dimension (Cady et al., 2018), whereas three papers addressed the relational dimension (Misener and Doherty, 2013; Wemmer et al., 2016; Álvarez-González et al., 2017), and one paper addressed both human and structural/organizational capital (Zhu et al., 2016). Finally, one paper took into account dimensions related to the types of knowledge tackled in the IC framework but reorganized them in the knowledge-centricity construct (Vakharia et al., 2018).


TABLE 2. Variables related to the IC framework in each paper.

[image: Table 2]The performance of NPOs was measured and reported using several measures across the studies. While four studies used a scale on organizational performance or effectiveness, measuring how it was perceived by the NPOs’ members by means of validated or ad hoc Likert scales (Mohd Noor et al., 2015; Wemmer et al., 2016; Zhu et al., 2016; Álvarez-González et al., 2017) or structured interviews (Misener and Doherty, 2013; Benevene et al., 2018), others relied on objective measures of performance. Among the objective measures selected, a number of activities, members, and beneficiaries were used as performance measures in two studies (Álvarez-González et al., 2017; Cady et al., 2018), as well as financial performance (Bontis et al., 2018; Vakharia et al., 2018). Furthermore, one study considered mission-based as well as financial performance (Bontis et al., 2018).

With regard to the types of NPOs involved, participants in most studies (five out of nine) were gathered independently from the kind of NPOs they belonged to (Mohd Noor et al., 2015; Zhu et al., 2016; Álvarez-González et al., 2017; Benevene et al., 2018; Bontis et al., 2018). Two studies focused on sports-related NPOs (Misener and Doherty, 2013; Wemmer et al., 2016), one on a farmers’ association (Cady et al., 2018), and one on a performing arts association (Vakharia et al., 2018).



Synthesis of Results

Overall, the selected studies showed that IC dimensions are related or have an impact on NPOs’ performance. Studies addressing two or all the dimensions of IC in the same model showed differentiated effects on performance. Within these models, human capital and relational capital are strongly related with NPOs performance, above all in terms of internal and external effectiveness (Mohd Noor et al., 2015), perceived quality of work (Benevene et al., 2018), and financial and mission-based outcomes (Benevene et al., 2018; Bontis et al., 2018). At the same time, structural/organizational capital has a lower impact on performance measures in the above-mentioned studies. Indeed, it is reported as showing null effects in the papers published by Mohd Noor et al. (2015) and Bontis et al. (2018), both quantitative studies, and as having an impact on the quality of work in the qualitative work by Benevene et al. (2018) and in the model implemented by Zhu et al. (2016). Studies tackling one dimension from the IC framework addressed human or relational capital. Cady et al. (2018) measured human capital as NPOs members’ self-efficacy, collective efficacy, and organizational support, showing its effect on NPOs’ financial performance through the effort devoted to the tasks. Relational capital was mainly studied within sports-related NPOs (Misener and Doherty, 2013; Wemmer et al., 2016), and operationalized as cooperation with competitors (coopetition, Wemmer et al., 2016). According to these studies, cooperating with other NPOs with a similar mission provides access to higher financial, physical, and human resources, thus promoting innovation and, consequently, better performance through the use of external knowledge. The third study addressing relational capital (Álvarez-González et al., 2017) looked at NPOs more broadly and showed that competition among NPOs and business firms improves the effectiveness of the organization, in terms of obtained funding (financial performance), provided services, and reached users (mission-based performance). Finally, a study reorganized the dimensions of IC into a new construct, namely the knowledge centricity (Vakharia et al., 2018). Knowledge centricity includes a hard and a soft dimension. The hard dimension includes elements related to human capital (staff abilities related to data collecting and managing, technology, and reporting, the level of staff capacity, training, and roles). The soft dimension includes elements related to structural/organizational capital (level of board engagement; strategic use of audience data for programming and audience development). The authors showed that both dimensions have a role in enhancing financial resilience (namely the months of available capital and cash) in NPOs with a mission in the performing arts industry.



DISCUSSION

Overall, the authors found few studies about the association between intangible assets and organizational performance in NPOs. As Table 2 highlights, the most part of intangible assets mentioned in the selected studies could be reconducted to the IC theoretical framework. At the same time, previous literature tackling IC and organizational performance inform us about the cruciality of these dimensions for NPOs to grow and be competitive (Kong, 2003; Moxham, 2009, 2014; Benevene and Cortini, 2010). Building on studies that addressed the perceived importance of IC and performance measurement in the third sector (Moxham, 2009; Benevene et al., 2019), it is apparent that most IC management and performance evaluation is conducted in an informal, non-planned way. By relocating NPOs’ informal knowledge management process in the IC framework, the authors aim to raise the awareness of managers and practitioners on these topics, while moving from informal knowledge management to an effective, strategic one.


Summary of Evidence

All the studies selected in the literature review showed an effect of one or more dimensions of IC on NPOs’ performance. While the previous section described the results of the studies according to the number of dimensions tackled in the study and the type of study conducted, the following section will reorganize and comment on the results considering the three dimensions of IC. According to the organization detailed in Tables 1 and 2, studies that considered members’ knowledge (beliefs and perception about the organization, their roles or their mansions) were classified as tackling human capital. Studies that considered the relationships between NPOs and other organizations were classified as tackling relational capital. Finally, studies considering aspects of an NPO’s structure, routines, or culture were classified as tackling structural/organizational capital. As described above, the same study could be considered as tackling one or more IC dimensions.

With regard to human capital, the knowledge shared by the employees and volunteers in terms of education, training, and procedures, as well as their motivation, sense of efficacy, and perceived support emerge as the most important elements for NPOs to succeed. Interestingly, this association is confirmed in all the studies, independently from the performance measure used. This point is consistent with the idea that in NPOs, “people are the most decisive factor” (Benevene et al., 2019; p. 21). Human resource management in NPOs, indeed, would allow managers to better tackle NPOs’ peculiarities by, for example, strategically planning the mission and the combination of paid and non-paid workers and by providing differentiated motivational structures for employees and volunteers (von Eckardstein and Brandl, 2004). By planning and intervening on age structures, strategic addressing of staff management in NPOs would lead to on balance higher performance quality between paid and non-paid employees in the requirements and qualifications necessary to be included in the staff, coordination and leadership, remuneration, training, and development of human resources (von Eckardstein and Brandl, 2004). The centrality of employees and volunteers in delivering services is consistent with the literature on the impact of a people-based approach in human resource management on organizational success and performance. According to this approach, employee performance is not simply related to individual perceptions about HR management strategies, but also to the acknowledgment of the experiences and perceptions of coworkers (Kehoe and Wright, 2013; Posthuma et al., 2013; Saks and Gruman, 2014). Such findings on team management and its implications for individual commitment and outcomes reinforce even more the idea that strategic management of teams would be highly beneficial for NPOs, especially when considering the high heterogeneity of the teams that work for NPOs (e.g., mixed employees-volunteers’ teams).

Regarding relational capital, one of its most studied dimensions is NPO-organization cooperation (Misener and Doherty, 2013; Wemmer et al., 2016; Álvarez-González et al., 2017). Described as the relationship between NPOs or with public organizations or business firms, it seems crucial for NPOs to have partners that share missions or users to achieve better resources, higher success, or formal advantages (e.g., accreditations). Interestingly, apart from the studies mentioned in this review with regard to the impact of partnerships on performance, most of the studies on NPO collaborations regard public-nonprofit partnerships (Gazley, 2017). Government nonprofit collaborations, indeed, are abundant in the contemporary policy environment (Peng et al., 2020). According to Peng et al. (2020), NPOs are likely to maintain their collaboration with public organizations for two forms of commitment: continuance commitment, mainly due to the governmental funds and their importance for the future of NPOs, and affective commitment, related to the identification of the NPO in the collaboration, as well as to the importance given to the partnership for the internal and external image of the NPO. Despite this still not having been verified in the literature, these forms of commitment are likely to have an impact on the effectiveness and the quality of work in NPOs, as already found in for-profits (e.g., Bloemer et al., 2013). A second aspect mentioned in the literature addressing the impact of external relations on NPOs’ performance regards the NPO-users relationship. This relationship is considered as beneficiary participation, namely the likelihood that users influence and share control over NPOs initiatives and resources (Mohd Noor et al., 2015), and is also considered as general importance given by the NPOs to its stakeholders, because most of the physical, financial, and human resources depend on the reliability and accountability communicated toward the external environment (Benevene et al., 2018). Both the relationships (NPO-organization and NPO-users) have been significantly associated with performance in all studies addressing this IC dimension, independently from the performance measure used. Another interesting point of view, still not addressed in the IC-performance literature, comes from the organizational image framework. Organizational image, indeed, is commonly described as a perceptual internal image and a construed external image that is respectively based on employees/volunteers’ perception and outsiders’ judgments (Rho et al., 2015). According to Rho et al. (2015), the construction of organizational image both within the NPO and toward the external context has an impact on employee and volunteers’ intention to leave or commit to the NPO by means of the identification process. Again, it is likely that the higher the commitment and the lower the intention of an employee or volunteer to leave an organization, the higher the quality of work, and consequently, the overall quality of organizational performance.

Structural/organizational capital seems to be less studied and has less implicated dimensions when considering the association between intangible assets and NPOs’ performance. It is interesting to note that the role of structural/organizational capital strongly emerges in the qualitative study included in the review (Benevene et al., 2018), and in the study on strategic board involvement (Zhu et al., 2016), as a valuable dimension for organizational performance. This may be due to the variety of measures used to tackle the heterogeneity of structural/organizational capital, which was measured as a combination of organizational information about the NPOs (including the services provided, the kind of users, the certifications (Bontis et al., 2018), as collaborative culture (Mohd Noor et al., 2015), and as strategic board involvement (Zhu et al., 2016), depending on the considered studies. The lack of consensus on the measurement of structural/organizational capital across the selected studies may have had an impact on the scarce implications for the performance of NPOs. This is particularly true when comparing the variables used in the mentioned studies with the description of structural/organizational capital that emerged in structured interviews. Benevene et al. (2018), indeed, reported that senior managers from small and medium nonprofit socio-cooperatives individuate among the key indicators of structural/organizational capital the absence of bureaucracy, the centrality of employees, and the horizontal organizational structure. Despite low or no overlapping among the variables measured by quantitative studies and the NPOs managers’ descriptions, it is likely that the participants’ construction and communication of their meanings permit emergence of structural/organizational capital’s role in a NPO’s effectiveness. Furthermore, several authors claimed the importance of considering all the dimensions of IC when managing knowledge in NPOs (Kong, 2003). Consistently, frameworks addressing NPOs management underline the necessity of strategically planning the organization of work in the third sector, with regard to the definition of tasks and their context of accomplishment (individual vs. team-based), as well as to the structural relationships among paid employees and volunteers in cooperating toward the accomplishment of organizational goals (von Eckardstein and Brandl, 2004).



Limitations

First of all, the literature review was built on a small number of papers, despite representing all the works in the field addressing our research question. At the same time, the authors believe that the low number of works is not due to the low importance of this topic for NPOs’ performance, but to the general tendency to consider NPOs as informal organizations (Benevene et al., 2017). Secondly, most of the papers regard participants from Western countries, thus defining a gap concerning whether and how the mentioned results remain valid for non-Western countries.



CONCLUSION

This review showed that the literature on intangible assets and performance is mainly related to the IC framework, highlighting that, despite the different impacts and implications, all of the IC dimensions have a role in influencing performance. The low attention given to the structural dimension of IC reflects the lack of attention of NPOs toward formal strategic planning. Despite this, our results suggest that a more IC focused planning and management process would lead to higher quality and effectiveness in NPOs’ performance. Hopefully, the first definition of the impact of IC on NPOs’ performance would inform and encourage researchers and practitioners in tackling more of these topics when addressing and intervening in the third sector. At the same time, the authors’ results appear to be the first in the literature to indicate the importance of further analyzing the role of IC on NPOs due to the emergence of several indicators of IC as potential predictors for organizational performance. Further research could shed new light on the role of those factors on the quality of work in NPOs, by verifying whether patterns of influence already found in for-profits could be confirmed in NPOs. Finally, the fragmentation in the measurement methods and tools, above all when addressing organizational performance, calls for a better classification of performance measures in NPOs.
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This study contributes to our understanding of organizational identity through dichotomous motivations of altruism and egoism in non-profit organizations (NPO). By applying an empirical analysis of NPO members, organizational identity is found to be well explained by altruistic motivation and egoistic motivation. More importantly, this study finds that collectivism positively moderates the relationship between altruistic motivation and organizational identity, and negatively moderates the relationship between egoistic motivation and organizational identity. It is noticeable that altruistic motivations have a stronger impact on organizational identity when collectivism is high, while egoistic motivations have a stronger impact on organizational identity when collectivism is low. Finally, this study generates helpful management implications based on research findings. It is suggested that the managers of NPOs could enhance members’ organizational identity by taking motivations and collectivism into consideration, that is to say, in order to build up organizational identity of NPO members, both righteousness and shared interests matter simultaneously.
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INTRODUCTION

Non-profit organizations (NPO) have grown tremendously in China over the past two decades (Ma and Liu, 2019). Correspondingly, the focus to human resource management (HRM) in NPOs has aroused more scholarly interest over the last few years (Akingbola, 2013b; Baluch et al., 2013; Kellner et al., 2017). HRM practices are associated with high organizational identity and low quit rates amongst organization members, so understanding HRM practices is essential to the development of NPOs. What is particular about NPOs is that such organizations are designed to achieve social outcomes rather than generating profit (Kong, 2008; Surtees et al., 2014), while volunteers in NPOs often lack of economical rewards (Lynn, 2003). Given the fundamental differences in the missions, value-orientation, and financial restrictions of non-profit and private organizations, there are obvious differences between HRM in NPOs and HRM in profit organizations (Ban et al., 2003; Ridder and McCandless, 2010; Akingbola, 2013a). Therefore, performance-oriented approach to HRM may conflict with the mission and values of NPOs. Some studies indicate that NPO members seemingly have self-perpetuating commitment regardless of wages and working conditions along with their astounding resilience and ability to tolerate increasing levels of stress at the workplace (Baines, 2006; Nickson et al., 2008; Baines, 2010). NPOs often put a stronger emphasis on employees’ altruism motivations, whereby the mission becomes an effective tool for fostering motivation, retention and maintaining members’ organizational identity (Brown and Yoshioka, 2003; Kim and Lee, 2007).

For the growth of an organization, organizational identity serves as the main way for organizations to enhance cohesion and plays a key role in organizations’ success (Mael and Tetrick, 1992; Reade, 2001; Smidts et al., 2001). Likewise, organizational identity is one of the goals pursued by the NPO human resources management. High organizational identity could help improve organization’s operation efficiency and resilience, and promote its sustainable development. Moreover, the organizational identity’s positive influence is of great significance to organization featured by long-lasting emotional bond (Gioia et al., 2000). By contrast, lack of organizational identity may lead to serious organization problems, such as members’ turnover and organization failure (Kreiner and Ashforth, 2004). Therefore, building up organizational identity has become one key task for NPO development in the modern world.

Motivation is found to be vital for organizational identity (Gioia et al., 2013). The occupational choice of individuals originates from an intricate mixture of motivations. For egoism, the ultimate goal is to increase one’s own welfare; for altruism, it is to increase the welfare of another individual or the public (Batson et al., 2002). With the constant development of NPO practice, NPOs have exerted broader influence and attracted more and more members. Likewise, the motivations of NPO members can be mainly divided into two types, of which, one is the attempt to resolve social problems and assistance for others. The other is the potential employment and overseas study opportunity that NPO can provide, or the pursuit of a favorable reputation, or access to volunteer service certificate and scholarship. Yet, the evidence on the relationship between motivation and organizational identity remains insufficient for NPO.

Therefore, this study explores the shaping mechanism of altruistic motivation and egoistic motivation on the organizational identity of NPO members respectively. Along with the fast development of economy, China’s occupational values has been changed profoundly which can be reflected by the new generation of Chinese who have more individualism value and less collectivism value than the previous generation (Ralston et al., 1996). Furthermore, this study examines the direct effect of collectivism, and moderating effect of collectivism on the relationship between altruism and organizational identity, egoism and organizational identity. This study aims to contribute to the literature on the following two aspects: (1) It deepens our understanding of the mechanism from motivation to organizational identity under the context of NPO. (2) It provides suggestions for NPO managers to enhance their members’ organizational identity, which bring critical practice significance to NPO’s human resources management and sustainable development.

Figure 1 shows the hypothesized model of this study.
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FIGURE 1. Hypothesized model.




LITERATURE REVIEW AND HYPOTHESES


Altruism, Egoism, and Organizational Identity

Organizational identity has long been recognized as a critical construct of organizational behavior, affecting both the satisfaction of the individual and the effectiveness of the organization (Hall et al., 1970; Lee, 1971; Ashforth and Mael, 1989). Organizational identity refers to individual’s perception of belonging to the organization. To be specific, a member with a high organizational identity has group consciousness, and believes he/she is an inseparable part of the organization.

The rational incentive hypothesis indicates that self-interest is at the root of human behavior. Human behavior is motivated primarily by self-interest (Perry and Wise, 1990). However, the rational incentive theory based on the maximization of personal interests cannot best understand and guide the NPO’s practice. NPO features as voluntariness purpose. In general, the members of NPO are inclined to provide benefits such as social concern and helpful behaviors (Lester et al., 2008). In view of this, the altruistic motivation should be emphasized for the influence on the organizational identity under the context of NPO. Indeed, the motivation for the shaping of organizational identity is multidimensional, not one-dimensional. Both altruism and egoism are vitally motivational aspects. Altruistic motivation indicates that people choose to join in NPO because they have compassion and want to contribute to public interest. Egoistic motivation, in contrast, involves people choosing to be a member of NPO because of tangible or intangible rewards which the choice leads (Gagné and Deci, 2005). Members with high altruistic motivation share the same goal with the NPO and take the NPO as the social service platform. As a result, they will exert their devotion enthusiasm and propel the organization to make achievements. On the contrary, members with high egoistic motivation take NPO as a platform for potential benefits and will enhance their personal organizational identity in order to make their resume outstanding when applying for a job or study abroad opportunity in the future. Accordingly, we predict that altruistic motivation and egoistic motivation positively influence the organizational identity of NPO members.


Hypothesis 1a: Altruistic motivation has a positive impact on organizational identity.

Hypothesis 1b: Egoistic motivation has a positive impact on organizational identity.





The Moderating Role of Collectivism

Collectivism value, as one of the cultural values that have received widespread attention and heated discussion, reflects the degree of concern of individuals on other individuals and organization (Hui, 1988; Felfe et al., 2008). Compared with the members with low collectivism who lay emphasis on personal interests and are indifferent to the organization (Hofstede, 1984), the members with high collectivism could regard themselves as part of the collective and always believe collective interest outweighs individual interests (Hui, 1988). In other words, members with high collectivism are in a social network that links everyone closely and highlights the loyalty and emotional dependence on the organization.

Concretely speaking, we will discuss the contingency influence of members’ collectivism value on the relationship between altruistic motivation and organizational identity, and the relationship between egoistic motivation and organizational identity, respectively. It is noticeable that the collectivist tends to distinguish others into in-group and out-group, and is willing to share the personal knowledge and information with those in group that he/she is familiar with (Triandis, 1995; Voelpel and Han, 2005). Therefore, when concerning the pattern from altruistic motivation to the organization identity of NPO members, the high collectivism will intensify the positive function of altruism on organizational identity. In other words, those with high collectivism are inclined to the collective and hope to grow together with the NPO they work for. Besides, altruism and NPOs’ missions are perfectly compatible with each other. Therefore, both the collectivism and altruistic motivation mutually enhance the organizational identity. By contrast, when concerning the pattern from egoistic motivation to the organization identity of NPO members, the high collectivism may lose its role. For those with low collectivism who do not lay emphasis on the integrity of individuals with organization, they join in NPO for instrumental purpose clearly, which means they want the potential employment or study abroad opportunity that NPO could bring. That is to say, NPO members with low collectivism can only get identification from instrumental rewards rather than emotional dependency that binds individuals to organizations. Therefore, the degree of organizational identity shaped by egoistic motivation is more prominent under low collectivism. Thus, the following hypotheses are proposed.


Hypothesis 2a: The positive relationship between altruistic motivation and organizational identity will be stronger as collectivism is higher.

Hypothesis 2b: The positive relationship between egoistic motivation and organizational identity will be stronger as collectivism is lower.





MATERIALS AND METHODS


Sample and Data Collection

The whole survey that lasted for about 2 months was conducted in NPOs in China. Before the formal date of collection, we carried out a pilot testing with a sample of 20 NPOs to examine whether the overall survey was clear, thorough, and robust. After the pilot test, the investigators modified the wording of some items according to the feedback from the participants. The formal survey was conducted in Zhejiang and Sichuan Provinces. Members of NPOs participated in the study on a voluntary basis, and a convenience sampling was adopted. Overall, 68 NPOs were involved. There are totally 130 questionnaires given out and 114 received. All the participants are volunteers of NPOs. We conducted the hierarchical regressions on SPSS 20.0 to test the hypotheses proposed in this study.



Common Method Bias

As we asked the same individual about both dependent and independent variables at the same time, the common method bias (CMB) should be concerned (Podsakoff et al., 2003). In order to reduce the risk of CMB, following steps are adopted. First, we guaranteed individuals’ anonymity and we distributed the questions for dependent and independent variables intentionally, which could minimize the CMB on the procedure (Krishnan et al., 2006). Second, the Harman’s one-factor method was performed to test the potential problems of CMB (Podsakoff et al., 2003). If one factor could account for most of the covariance among the variables, CMB would exist. In this study, the unrotated exploratory factor analysis demonstrated that the first factor explained less than 40% of variance. This level of variance cannot invalidate the relationships between independent and dependent variables (Doty and Glick, 1998; Fuller et al., 2016), confirming no serious issue of CMB (Podsakoff et al., 2003).



Measurement

This study aims to propose a model of how altruistic motivation and egoistic motivation affect organizational identity of NPO members under different levels of collectivism. The main variables are measured as follows.

The dependent variable. Organizational identity was measured by the 6-item scale developed by Mael and Ashforth (1992). A Likert Scale was used for evaluation, in which 1 means “disagree strongly,” and 5 means “agree strongly.” The sampling question is “It feels like a personal insult when somebody criticizes my serving organization.”

The independent variables. Altruism motivation was measured by the 8-item scale developed by Perry (1996). A Likert Scale was used for evaluation, in which 1 means “disagree strongly,” and 5 means “agree strongly.” The sampling question is “Making a difference to society means more to me than personal achievements”. The Egoistic motivation was measured by the 4-item scale developed by Wrzesniewski et al. (2014). A Likert Scale was used for evaluation, in which 1 means “disagree strongly,” and 5 means “agree strongly.” The sampling entry is “I can get a better job after I join my serving organization.”

The moderated variable. Collectivism was measured by the 5-item scale developed by Earley (1993). A Likert Scale was used for evaluation, in which 1 means “disagree strongly,” and 5 means “agree strongly.” The sampling question is “A member should accept the group’s decision even when personally he or she has a different opinion.”

Control variables. Apart from demographic variables such as gender, age, education, tenure (Mael and Ashforth, 1992) was also applied as control variable in the data analysis.



RESULTS


Descriptive Analyses

Table 1 shows descriptive statistics of the sample, in which there are more men than women. The participants’ age ranges from 18 to 65. Table 1 also shows that most participants have a Bachelor degree. Most participants’ tenure is less than 5 years. Table 2 presents the descriptive statistics resulting from our analysis, including means, standard deviations, and a correlation matrix. Consistent with our hypotheses, the correlations among altruistic motivation, egoistic motivation, collectivism, and organizational identity were all significant. The Cronbach’s α of each dimension was greater than 0.80, indicating good reliability (Nunnally, 1978). The composite reliability (CR) of latent variables are all greater than 0.60, indicating that the variables have good internal consistency (Fornell and Larcker, 1981). The average variance extracted (AVE) of variables are range from 0.51 to 0.74, which is higher than the benchmark of 0.3 recommended by Fornell and Larcker (Fornell and Larcker, 1981).


TABLE 1. Demographic information of the sample.
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TABLE 2. Descriptive statistics and correlations.
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Testing Hypotheses

As a tentative exploration of the effect of altruistic motivation, egoistic motivation and collectivism on organizational identity, we conducted ordinary least square regressions, involving three models in total. The results of regression models are presented in Table 3. Hypothesis 1a and Hypothesis 1b proposed that altruistic motivation and egoistic motivation had positive impact on organizational identity, which was verified by Model 2 (β = 0.256, p < 0.001; β = 0.397, p < 0.001). The results in Model 3 showed that collectivism positively moderated the relationship between altruistic motivation and organizational identity (β = 0.110, p < 0.005), and negatively moderated the relationship between egoistic motivation and organizational identity (β = -0.180, p < 0.001). Therefore, Hypothesis 2a and Hypothesis 2b were fully supported.


TABLE 3. Results of regression analysis.
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In order to more clearly characterize the moderation mechanism, slope tests were conducted to evaluate whether the relationship between altruistic motivation and organizational identity, and the relationship between egoistic motivation and organizational identity were intensified or weakened by different levels of collectivism. Figures 2, 3 show that NPO members with high collectivism has stronger organizational identity in NPO. More importantly, Figure 2 illustrates that collectivism could intensify the positive effect of altruistic motivation on organizational identity. Figure 3 illustrates that collectivism could weaken the positive effect of egoistic motivation on organizational identity.
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FIGURE 2. Altruistic motivation and organizational identity – the moderating role of collectivism.
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FIGURE 3. Egoistic motivation and organizational identity – the moderating role of collectivism.




LIMITATIONS

This study has some limitations that may require further discussion and exploration. First, since cross-section data were used, it was unable to efficiently judge the causality between variables. Thus, in a subsequent study, the methods of longitudinal and cross-level research can be further applied to make the outcome more perfect and enhance the quality. Second, the sample size of our study is relatively small which may in turn effect the reliability of the results. Future study may involve more NPOs across several provinces in China so that more comprehensive data can be collected.



DISCUSSION

The past two decades have witnessed an unprecedented boom in the NPOs in China (Ma and Liu, 2019). Accordingly, the human resource management of NPOs and organizational identity promotion of NPO members have been paid more and more attention (Buonomo et al., 2020). Organizational identity is a stabilizing force that binds individuals to organizations (Ng, 2015). In view of the continuity of organizational identity, members who have resigned from the organization will still behave in a way that benefits the organization. This study sheds light on the “black box” of how diverse motivations and collectivism value lead to the organizational identity of NPO members.

The research findings of this study show that both altruistic and egoistic motivations exert significantly positive influence on the organizational identity of NPO members. This indicates that altruism and egoism are not dichotomous, and they jointly matter in the shaping organizational identity in the context of NPOs. In other word, to join in NPOs involves righteousness and shared interests simultaneously. Furthermore, the collectivism value could exert roles of reverse moderating on the relationships between motivations and organizational identity. For the members with high collectivism, altruistic motivation is the key source of organizational identity. However, for the members with low collectivism, egoistic motivation become a key source of organizational identity. On the era of the declining collectivism value (Ralston et al., 1996), it is suggested that the managers of NPOs should update their idea about building up organizational identity, shifting from a focus on members’ altruism to a balance of altruism and egoism wherein individuals choose to engage in NPOs to garner future benefits. In order to enhance the organizational identity of NPO members, this study suggests that the managers of NPOs should not only lay emphasis on the guidance of altruism and collectivism value but also design diversified incentive ways.

Furthermore, the study is useful to NPO managers aiming to develop targeted approaches to attracting and retaining volunteers. In view of the above conclusions, the following optional methods can be adopted to promote the human resource management for NPO members. First, emphasizing the mission and values of NPOs through HR practices such as recruitment, selection, orientation and training is an important tool for ensuring motivation and retention of members (Brown and Yoshioka, 2003; Kim and Lee, 2007). This study suggests that the manager of NPO could promote understanding members’ motives, expectations of the organization in the early stage. This is a prerequisite for effective incentives and building organizational identity. It is necessary for NPO managers to have priority in recruiting the candidates with high altruism and collectivism in the process of personnel recruitment, and have priority in cultivating them as the core members for management positions. Only by conducting this strategy can the NPO realize the organization’s mission and shared vision to the maximum in the long term. Nowadays, plenty of the NPOs are under growth stage and still need some time before becoming mature. When the growing NPOs face challenges, the members with high altruism and collectivism will unite with each other closely, and believe they are largely tied with the organization’s destiny (Epitropaki and Martin, 2005). Such kind of members will ride out a storm together with the organization. Second, this study suggests that the NPO managers can arrange executed work for high egoism members, so as to optimize human resource allocation. Regarding the members with high egoistic motivation, systematic performance evaluation means, and timely incentive and awarding measures are necessary for them to build mutual trust and cooperation willingness, which will contribute to their higher organizational identity (Malhotra and Murnighan, 2002). Third, increasing investment in training and delivering organizational mission can be viewed as effective measures to attract and retain volunteers in NPOs. Regarding to enhancing volunteer organizational identity, this study suggests that the manager of NPO need attach importance to organizational support, and the HR practices of NPOs should signal to volunteers in a long-term, mutual relationship, viewing volunteers as valuable resources.



CONCLUSION

To conclude, in order to build up organizational identity of NPO members, it is noticeable that righteousness and shared interests simultaneously matters. Thus, the view of shifting from a focus on altruism to a balance of altruism and egoism has stronger explanatory power for the shaping of NPO members’ organizational identity. Based on our research result, it is suggested that NPOs should balance values-based HRM system and performance-based HRM system.
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Purpose: Performance measurement systems (PMS) in Non-profit Organizations (NPOs) are more complex than in for-profit organizations. NPOs have an orientation toward social mission and values, and they consider not only organizational efficiency and viability, but also the social impact of the organization. This research provides a comprehensive synthesis of PMSs in NPOs.

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

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

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

Keywords: non-profit organizations, performance measurement systems, literature review, bibliometric analysis, social network


INTRODUCTION

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

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

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

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



PERFORMANCE MEASUREMENT SYSTEMS IN NON-PROFIT ORGANIZATIONS

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

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

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

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

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

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

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

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

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

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



RESEARCH DESIGN

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

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

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


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

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


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

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

• Factors that influence the design and implementation.

• Performance Measurement Systems.

• Non-profit Organizations.

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


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


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

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

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

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

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

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



BIBLIOMETRIC AND NETWORK ANALYSES

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

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

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

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

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

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


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

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

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


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

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

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

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

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

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

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

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


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

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

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

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

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

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

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


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



DISCUSSION

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

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

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

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


Types of Non-profit Organizations

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

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

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



Models and Theories

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

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

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

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

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

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

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

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

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

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

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



Factors That Influence the Design-Implementation of PMSs

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

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


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

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

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

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

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

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

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

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

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

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

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

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




CONCLUSION

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

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

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

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

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

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

While this review is designed to be as comprehensive as possible, the main limitation of this approach is that the results are limited to the publications available on the searched platforms. As future work, it is recommended that a research agenda is structured for PMSs in non-profit organizations, identifying the main research groups and the main questions to be studied to contribute to the consolidation of research in this area of study. It is also suggested to include some sort of geographical analysis to understand and to identify possible patterns for developing the management systems. Besides that, the design-implementation factors identified in the literature review and part of the framework presented in this paper need further detailing using a more specific content analysis of the papers, as well as the development and analysis of case studies that can consolidate the application of these factors in non-profit organizations.
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Self-esteem, self-monitoring, and temperamental traits are important factors that influence human behavior. The purpose of the present study was to compare groups involved in humanitarian (n = 61), political (n = 68), and religious (n = 54) activities in terms of intergroup differences in self-esteem, self-monitoring, and temperamental traits. There are two research questions that we sought to address: “What are the relationships between self-esteem, self-monitoring, and temperamental traits among those involved in social, religious, and humanitarian aid activities?” and “Do temperamental traits affect self-esteem and self-monitoring among volunteers?” The study was conducted in Poland among adults aged 18 years and older, during meetings of six selected non-profit organizations, consisting of two organizations each in the humanitarian, political, and religious areas. The study used the Polish versions of the Rosenberg Self-esteem Scale, Snyders’ Self-Monitoring Scale, and the EAS Temperament Questionnaire. Volunteers of humanitarian organizations had the lowest self-esteem among all the examined groups. Politicians turned out to be more pragmatic than those involved in religious activities and humanitarian aid. Between the three examined groups, there were statistically significant differences in temperamental activity; the most active are those politically involved, followed by participants involved in humanitarian aid and religious activities. Moreover, volunteers involved in humanitarian aid reported a higher level of temperamental fear than those involved in political and religious activities. Furthermore, there were group differences in their reasons for social involvement. We discuss the potential sources of differences and consequences of outcomes for human resource practice in non-profit organizations.
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INTRODUCTION

In modern societies, people increasingly feel the need to engage in activities unrelated to work. Social involvement is valuable because, on its basis, personnel strategies are implemented by non-profit organizations (NPOs) and companies through enriching their activities with corporate social responsibility and employee volunteering. In fact, one can hear about civic behavior in an organization and no one is surprised by the foundations established by some enterprises.

The issue of social involvement in psychology is sometimes considered to be closely related to other phenomena such as attribution of responsibility, control over the course of events, learned helplessness, love, and upbringing (Aronson et al., 2015). Moreover, social involvement is often identified with social activity or political participation, with analysis conducted at all social levels (Verba et al., 1971; Verba and Nie, 1972).

In sociology and political science, social involvement is often considered in relation to civil society, social capital, and trust (Sztompka, 1994, 2006; Putnam, 1995, 2000, 2004). In such a context, the negative aspects of involvement in social bonds are also emphasized (Putnam, 2004). Furthermore, involvement can also mean a lack of objectivity (Elias, 2007, 2011) or interactive coercion (Goffman, 1983).

On the other hand, in psychology, social involvement is defined as behavior directed toward a goal related to the purpose of the secondary group, which is subject to volitional control. Sztompka (2002) defines secondary groups as “those with many members, mostly anonymous, between which formalized and indirect relations occur in highly specialized relations.” Secondary groups include professional groups or social organizations of various types, as well as NPOs. Moreover, social involvement does not result from sanctions (cultural, formal and legal, and institutional), and has a conscious or unconscious instrumental value for the acting individual (Kanafa-Chmielewska, 2016).

In addition, NPOs are:


(a)Formally organized: they possess institutional reality.

(b)Private: they are independent from governments and the public sector.

(c)Self-governing: They have the capacity to control their own activities.

(d)Not-for-profit: they do not redistribute or return any profits generated to owners or shareholders.

(e)Voluntary: they are not compulsory (Anheier, 2000, pp. 1–2, after: Benevene et al., 2011).



The conscious instrumental value of individuals (and volunteers) taking part in a religious organization may be to ensure the salvation of their souls, whereas the unconscious value may be to satisfy the need for affiliation. Dedicating time to a humanitarian organization without any remuneration is consistent with the purpose of that organization, which is to recruit more volunteers. In such a case, the conscious instrumental value may be to help others, while the unconscious instrumental value may be to enable individuals to perceive themselves as good or generous. On the other hand, membership in a political association, as compared to humanitarian organizations, is linked to the purpose of the association—having as many members as possible to increase the chances of achieving specific political goals. In such a case, the conscious instrumental value may be the opportunity to meet politicians, whereas the unconscious instrumental value may be the desire to gain power and popularity (Kanafa-Chmielewska, 2016).

Despite its importance, the lack of psychology research on this aspect is noticeable; thus, inquiries regarding the available conditions for social involvement should be the focus of research. There is a need to distinguish the subjective determinants of social involvement. In this study, in choosing the variables for the research model, attention was paid to dispositional conditions that determine contact with other people in social situations that are of a collaborative nature. Self-esteem and self-monitoring were chosen as variables because of their usefulness in forecasting the behavior of individuals in social situations. Self-esteem is an attitude toward the self, which consists of emotions associated with cognitive judgment (Rosenberg, 1965). On the other hand, self-monitoring (observational self-control of behavior, see Snyder, 1974; Snyder et al., 1985) or pragmaticism is the degree to which people want and are able to manage their own expressive (i.e., verbal and non-verbal) behaviors, and the way they present themselves to others depending on the situation, which determines to what extent the individual is a social chameleon (Wojciszke, 2002).

Due to the temperamental conditions of self-esteem and self-monitoring, temperament was also taken into account. Temperament refers to a group of personality traits that appears at an early stage of human development; these traits have two special properties, i.e., they are genetically determined and appear in the first year of life, which distinguishes them from other personality traits, and they are both inherited and acquired. These personality traits include activity, sociability, fear, dissatisfaction, and anger (Goldsmith et al., 1987, pp. 508).

The inspiration for undertaking this research is the growing importance of the associations and foundations that exist in Western countries and in Poland. This is because the collapse of the communist system opened up the space to satisfy the Polish people’s need for political, social, economic, and cultural involvement. Thus, the rationale for this study is the realization of a perspective based on the intellectual capital (IC) framework, which is the primary theoretical approach for studying intangible assets in organizations (Buonomo et al., 2020).

The goal of the study is to recognize the differences and similarities among volunteers who devote their time to politics, religious communities, and humanitarian activities. We sought to answer two questions: “What are the relationships between self-esteem, self-monitoring, and temperamental traits among those involved in social, religious, and humanitarian aid activities?” and “Do temperamental traits affect self-esteem and self-monitoring among volunteers?”

The present research contributes to the literature by indicating the characteristics of people working in NPOs, which enables them to be grouped according to their preferred attributes. This can help NPOs in the achievement of their objectives to gain a better understanding of their active and potential volunteers.



MATERIALS AND METHODS


Participants and Procedure

The study focused on three types of social involvement: political, religious, and humanitarian aid. Participants were adults aged 18 and above, who provided data during meetings of selected non-profit organizations. Only volunteers—that is, people working for the organization without remuneration—were asked to complete the paper-and-pencil questionnaires, and there was no time limit. Participants received no financial compensation for taking part in the study. Data were collected following the American Psychological Association’s (APA) general principles and ethical research standards. The Institute of Psychology, University of Wrocław Research Ethics Committee approved the research procedure and methods of this study.


Politically Involved

Regarding political involvement, we examined the members of youth organizations affiliated with political parties, because access to party activists was limited. A total of 68 people were examined, from which 37 belonged to the youth organization of the right-wing party (RWP), while 31 were from the youth organization of the center-oriented party (COP). In both groups, women were a minority (i.e., nine participants from RWP and 11 from COP were women). For RWP, the average age was 24 (range = 18–30, SD = 3), while for COP, the average age was 22 (range = 18–29 years, SD = 3). The average period of political involvement of the members of both organizations was 4 years.



Religiously Involved

Social involvement in matters of the religious community was examined among Protestants. The Poles are mostly Roman Catholics (CBOS, 2018), but rather not perform activities undertaken for the benefit of the community (e.g., planning joint trips, conducting cooking courses, or learning foreign languages), other than participation in the mass. This paper considered “social involvement in matters of a religious community” to be the same as “religious involvement.” For this reason, Protestants were selected for this study as they are more strongly involved in the social matters of their religious community than Roman-Catholics.

A total of 54 Protestants were examined. Among them, 22 were considered New Protestants (NP), or those who converted from Roman Catholicism and joined the Protestant community as adults; hence, they were isolated in some of the analyses. Adults aged 18 years and above were allowed to participate in the study. Among the Protestants (19 men and 13 women), most were between 41 and 50 years old (28%; Mage = 35 years, range = 19–62, SD = 13), while for the NP (nine men and 13 women), the ages ranged between 31 and 40 years (64%; Mage = 39 years, range 30–71, SD = 10). Notably, there were no people under the age of 24 and between 51 and 60 years among the NP. The average period of social involvement in matters of the religious community was over 17 years for Protestants and almost 13 years for NP.



Involved in Humanitarian Aid

The study of social involvement in humanitarian aid was conducted in two organizations. The first was the local foundation (LF), an organization that helps the terminally ill and their families, and operates in several large cities in Poland. The second was the global foundation (GF), which is a large Polish organization that operates worldwide and provides assistance in various types of crises (e.g., education, shaping humanitarian attitudes, and building a modern culture of assistance). Both organizations differ in their forms of providing assistance and areas of activity. A total of 62 people were investigated; 31 for LF (Mage = 27 years, range = 18–59, SD = 10; 25 were women) and 31 for GF (Mage = 32 years, range = 21–67, SD = 11; 28 were women). The average period of social involvement was almost 2 years for LF and nearly 4 years for GF.



Instruments


Self-Esteem

Self-esteem was assessed using the Polish adaptation of Rosenberg’s Self-esteem Scale (RSES, Rosenberg, 1965). It consists of ten items that measure global self-worth using positive and negative feelings about the self, with higher scores indicating greater self-esteem. The answer scale ranged from 1 (strongly agree) to 4 (strongly disagree). Several studies have shown the questionnaire’s psychometric properties, supporting its use in different languages (Rosenberg, 1965; Silber and Tippett, 1965; Kernis et al., 1991; Hagborg, 1993; Dzwonkowska et al., 2008). In the present study, Cronbach’s alpha was 0.84.



Self-Monitoring

Self-monitoring was assessed using the Polish adaptation of Snyder’s (1974) Pragmaticism Scale (Wojciszke, 1984). It measures the extent to which people consider themselves as pragmatists, or those who adapt their behavior to various situations and choose the role they will play based on the circumstances in which they have to function, or principalists—those who want to remain guided by their dispositions and internal states in every situation. This one-dimensional scale consists of 29 items answered with “true” or “false,” with higher scores indicating greater self-monitoring levels. In the present study, Cronbach’s alpha was 0.76.



Temperament

Temperament traits were measured using the Polish version of the EAS Temperament Questionnaire for adults (EAS-D) by A. H. Buss and R. Plomin (Oniszczenko, 1997). This questionnaire was designed to investigate five temperament traits (i.e., fear, anger, dissatisfaction, activity, and sociability). It comprises 20 items (i.e., four items for each of the five subscales) and is scored using a five-point Likert-scale ranging from 1 (definitely not) to 5 (definitely yes), with higher scores indicating greater trait levels. Its reliability, measured by Cronbach’s alpha coefficients, was 0.74 for dissatisfaction, 0.7 for fear, 0.5 for anger, 0.6 for activity, and 0.45 for sociability; the reliability of three out of five temperament subscales is below 0.7, which is considered appropriate for the research method.

Dissatisfaction (emotionality-distress), called undifferentiated emotionality, is the tendency to react easily and strongly with anxiety. One end of emotionality is defined by being unresponsive, while the other is defined by intense, unpredictable, or uncontrolled reactions, such as crying, screaming, or being in a bad mood. Fear (emotionality-fear) is distinguished from dissatisfaction in the second or third month of life. The indicators of fear are the tendency to avoid aversive stimuli and the tendency to run away from a threat, along with fear, crying, or screaming. Anger (emotionality-anger) appears around 6 months of age, after dissatisfaction that may manifest from birth and fear that stands out around 2 or 3 months of age. Anger is caused by frustrating or irritating stimuli that result in mimic, motor, and cognitive responses. Activity refers to only physical exertion, including motor activities of the head, limbs, and torso. In the theoretical context, the scope of the described feature does not include mental effort or cognitive processes. An indicator of sociability is the desire to be with other people. Loneliness causes frustration in people who have a high level of this trait. Sociability manifests itself in striving to make friends and maintaining long-term contacts that provide positive reinforcements (Oniszczenko, 1997).

The elements that make up the activity can be distinguished when the child begins to control their motor activity. They include pace and vigor, and, less important endurance and motivation. Pace is the speed of an action, such as speaking or walking. Vigor, on the other hand, is related to the strength or intensity of reactions such as laughing, shouting, speaking, or treading. In the described theory, activity is the only trait that, according to Buss and Plomin (1984), relates to the style and not the content of the behavior.

Social rewards include being together and undertaking cooperative activities such as talking, playing, or eating. Sociability can be measured, for example, by the frequency of contact initiation, the number of connections, or the time spent in the company of other people. It is also possible to check how individuals react to social isolation (Buss and Plomin, 1986).



Reasons for Involvement

Reasons for involvement were measured using a tool consisting of eight statements prepared by the author of the article: (1) I am in an organization/community because it helps me realize my ambitions; (2) I am in an organization/community because I meet my friends here; (3) I am in an organization/community because I generally like to act; (4) I am in an organization/community because I want to do something for others; (5) I am in an organization/community to continue my family tradition; (6) I am in an organization/community because it allows me to put into practice the values that I profess; (7) I am in an organization/community out of habit; and 8) I am in an organization/community due to a sense of duty. The answer scale ranged from 1 (strongly disagree) to 5 (strongly agree).

Realizing ambitions refers to gaining experience and climbing the organizational career ladder. Working in NPOs is an opportunity to meet new people, make friends, and expand social networks. “I like to act” is a statement related to doing something, being engaged, and responding to stimuli. “I like to do something for others” is a declaration of altruism. Some people who continue family traditions, such as with siblings or parents, are active in NPOs. “I put into practice the values that I profess” means that individuals feel the need to turn their beliefs into behaviors. Being in an organization out of habit means that someone does not want to change something, even if that thing happened accidentally (for example, accidentally arriving to a meeting and staying). It does not refer to a high, conscious motivation to act in NPOs. A sense of duty stems from values that indicate that something should be done.

The reasons for the activity were initially formulated in conversations with people operating in the non-profit sector, as the results of focus group interviews conducted at the University of Wrocław among postgraduate students, and from the literature on the subject (see Verba et al., 1971; Verba and Nie, 1972; Himmelfarb, 1975).



Statistical Analysis

Analyses were conducted using SPSS software (version 25.0; IBM) to compute for descriptive statistics, internal consistencies, and bivariate correlations. We used ANOVA to identify the differences and similarities in self-esteem, self-monitoring, and temperamental traits among the three groups. Additionally, linear stepwise regression was carried out to determine the effect of temperamental traits on self-esteem and self-monitoring.



RESULTS

Table 1 presents the descriptive statistics for the total sample (N = 184), Cronbach’s alpha values, and correlations among the considered variables.


TABLE 1. Descriptive statistics for total sample, Cronbach’s alpha values, and correlations among considered study variables (n = 184).

[image: Table 1]Self-esteem correlates with all temperament traits; we found a negative correlation with dissatisfaction and fear, and highly positive correlation with sociability. The higher the self-esteem, the more likely the motives (i.e., ambition, willingness to act, and values) are related to social activity. Overall, self-esteem was low and positively correlated with pragmaticism.

On the other hand, pragmaticism was low and correlated negatively with fear and positively with activity and sociability. The motives for social activity include ambition, willingness to meet friends, and willingness to act. The older the individuals, the less prone they are to self-monitoring.


Self-Esteem

ANOVA using the Scheffé’s post hoc criterion for significance [F(2,181) = 9.353; p < 0.001] revealed that volunteers involved in humanitarian aid had lower self-esteem (M = 29.03, SD = 4.29) than those in political (M = 32.10, SD = 4.22) and religious communities (M = 31.41, SD = 4.03).



Self-Monitoring

ANOVA using the Scheffé’s post hoc criterion for significance revealed that the highest scores in self-monitoring were among young politicians [M = 19.84, SD = 4.08; F(2,181) = 9.353; p < 0.001]. Volunteers involved in religious communities (M = 15.61, SD = 4.69) and humanitarian aid (M = 16.24, SD = 4.54) did not differ in their level of pragmaticism.



Temperament

ANOVA using the Scheffé’s post hoc criterion for significance revealed differences in two out of five temperamental traits between the studied groups. The highest level of fear [F(2,181) = 7.539; p < 0.001] was found in those involved in humanitarian aid (M = 10.97, SD = 3.43), followed by those involved in politics (M = 8.78, SD = 3.10); those involved in religious activities were not statistically different from the other two groups (M = 9.70, SD = 3.09). The highest activity [F(2,181) = 7.707; p < 0.001] was demonstrated by politically involved participants (M = 15.24, SD = 2.82) compared to those involved in religious (M = 13.28, SD = 2.43) and humanitarian aid (M = 14.05, SD = 3.02).



Reasons for Involvement

Table 2 presents the descriptive statistics of the reasons for involvement of the total sample (n = 184). Young politicians (n = 68) reported the most important reasons for involvement: willingness to act (M = 4.43), putting values into practice (M = 4.26), the pleasure of doing something for others (M = 4.16), and implementation of ambition (M = 4.10). On the other hand, Protestants (N = 54) indicated the following reasons for their activity: putting values into practice (M = 4.44), willingness to do something for others (M = 3.63), meeting friends (M = 3.35), and willingness to act (M = 3.09). In contrast, volunteers of humanitarian organizations (N = 62) declared that they are active because they like to do something for others (M = 4.29), put values into practice (M = 4.15), like to act (M = 4.11), and realize their ambitions (M = 3.53).


TABLE 2. Descriptive statistics of reasons for involvement for total sample (n = 184).

[image: Table 2]Post hoc analyses using the Scheffé’s post hoc criterion for significance indicated that there were five motives that differentiated the social involvement of the three groups. First, the desire to realize ambition [F(2,181) = 26.14; p < 0.001] was the most important for young politicians, followed by those involved in humanitarian aid and religious communities (MPI > MHAI > MRI; p < 0.05).

Second, meetings with friends [F(2,181) = 12.64; p < 0.001] was more important for politicians than people from the other two groups (MPI > MHAI and MPI > MRI; p < 0.05) who reported no differences in this regard.

Third, willingness to act [F(2,181) = 39.06; p < 0.001] was low in the case of people involved in religion compared to those involved in politics or humanitarian aid (MPI > MRI and MHAI > MRI; p < 0.05), who reported no differences in this area.

Fourth, satisfaction of doing something for others [F(2,181) = 10.66; p < 0.001] was low in the case of people involved in religion compared to those involved in politics or humanitarian aid (MPI > MRI and MHAI > MRI; p < 0.05), who reported no differences in this area.

Fifth, sense of duty [F(2,181) = 16.73; p < 0.001] was more important for politicians than the other two groups. However, the results of Tukey’s and Scheffé’s post hoc tests did not provide data that would indicate differences between Protestants and volunteers of humanitarian organizations (MPI > MRI and MPI > MHAI; p < 0.05).

The model of the association between temperamental traits and self-esteem, which was obtained using linear stepwise regression, is presented below (Table 3). The model of the relationship between temperamental traits and self-monitoring was also checked; however, it explained only 9% (R2 = 0.087) of the dependent variable (i.e., self-monitoring). Because of this, it will not be presented.


TABLE 3. Model summary (n = 184).

[image: Table 3]The model with five predictors explained 45% (R2 = 0.447) of the dependent variable [i.e., self-esteem; F(4,179) = 38.04; p < 0.001] (Table 3).

Values of standardized coefficients for fear (β = −0.371, p < 0.001), sociability (β = 0.234, p < 0.001), dissatisfaction (β = −0.291, p < 0.01), and anger (β = 0.143, p < 0.05) are shown in Table 4.


TABLE 4. Model coefficients (n = 184).

[image: Table 4]The regression equation is as follows:

[image: image]

On this basis, it can be concluded that the higher the self-esteem, the more sociable the people are, and the more likely they are to display anger in defense of their goals. At the same time, the higher self-esteem, the lower the levels of fear and dissatisfaction.



DISCUSSION

Participation in NPOs is recognized as the foundation of a civil society, which is essential at both the local and international levels (e.g., the establishment of the European Commission, 2020). NPOs have become allies of both the citizens and governments in the fight against social problems, especially poverty and social exclusion (ec.europa.eu, 10.06.2020)1. In connection with the growing demand for services in the so-called third sector, there is a need to better understand the personnel who work in these organizations. As there is limited information regarding the characteristics of volunteers involved in third-sector organizations, the present study may help to fill this gap.

Surprisingly, volunteers from humanitarian aid organizations had the lowest self-esteem among all the groups in this study. In effect, this result brings to mind the well-known anecdote about Abraham Lincoln with regard to helping as a human behavior. As the story goes, while traveling with a friend through wetlands, they discussed the motives of human actions. Lincoln claimed that in doing both good and evil, everyone is motivated by selfishness. Lincoln’s friend barely managed to dispute his assertion when they heard a terrifying noise and found piglets drowning in a swamp. Immediately, and ignoring the fact that he would damage his clothes, Lincoln helped the animals. After the rescue, Lincoln’s friend asked how this situation relates to his beliefs regarding the motivation of people. Lincoln replied: “That was the very essence of selfishness. I would have had no peace of mind all day had I gone on and left that suffering old sow worrying over those pigs. I did it to get peace of mind, do you not see?” Perhaps doing something for others is actually acting on behalf of self-esteem (cf. self-esteem as sociometer theory, Leary and Baumeister, 2000). Thus, the issue regarding the motivation of people in helping others requires further scientific exploration.

Participants who were politically involved reported the highest score in self-monitoring. This result is in line with the intuition that comes from observing everyday life. There is probably a politician in each country who, in the eyes of citizens, has changed their political beliefs from left to right or vice versa. Even if the changes are insignificant, political flexibility and being a situational chameleon are necessary for surviving in a political environment. Hence, the chameleon-like tendencies attributed stereotypically to politicians (Schuetz, 2006) were confirmed.

The outcomes on temperamental traits remain with regard to self-esteem and self-monitoring. The highest level of fear was observed among those involved in humanitarian aid, which may indicate a threat to their self-esteem. Coping with low self-esteem among humanitarians can be explained by the theory of fear management (Greenberg et al., 1997), which states that doing something for others is a method of fear management. On the other hand, the highest activity was noticed among politically involved participants, which may be attributed to their observational self-control of the environment.

The proposed model of the relationship between temperamental traits and self-esteem indicated that higher self-esteem leads to more sociability among people and a tendency to display anger in defense of their goals. Higher self-esteem is accompanied by lower fear and dissatisfaction. On the other hand, self-monitoring turned out to be slightly dependent on temperamental traits. Thus, some other internal or situational factors are responsible for its expression.

The above findings are better understood when differences in motives for social involvement are considered. A desire to realize ambitions, meeting friends for both recreational and pragmatic (e.g., making alliances) reasons, and possessing a sense of duty are crucial for young politicians. However, the question regarding to whom or what they feel their greatest duty toward (e.g., for themselves, their country, or others) may indicate the direction of further research. On the contrary, willingness to act is of the utmost importance for young politicians and humanitarian aid volunteers, which may be interpreted as a compulsion to act for a career or self-esteem. An unexpected low score on satisfaction with doing something for others was reported by those religiously involved, in contrast to the other two groups.

This research is not free from limitations. In this study, we used self-report questionnaires for data collection in a cross-sectional study design. However, the participants were among the most active volunteers, which was confirmed by those performing managerial functions in the respective examined organizations. Additionally, the sample size should be increased to promote the generalizability of these results.

Despite these limitations, the present study makes a considerable contribution in exploring the chosen characteristics (i.e., self-esteem, self-monitoring, and temperamental traits) of volunteers involved in politics, religious communities, and humanitarian aid as far as we are concerned, it is the first study that address this issue. The results shed light on motives for involvement, which could be used in recruiting volunteers, motivating them, and helping them deal with their workloads. However, due to the specificity of the sectors involved in this study, there are probably fewer candidates than the unpaid positions that need to be filled.

Future research should focus on exploring the psychological characteristics of volunteers in various non-profit organizations. The second direction of future research could be the analysis of the effectiveness of unpaid work and its top performers.
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Comprehensive REHAB1 0.666 0.746
rehabilitation
REHAB2 0.49 0.872
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REHAB 0.845 0.535
Affiliation AFFIL1 0.529 0.849
AFFIL2 0.397 0.918
AFFIL3 0.712 0.702
AFFIL4 0.903 0.43
Sociocultural and sports SOCIO1 0.538 0.843
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SOCIO2 0.785 0.62
SOCIO3 0.827 0.562
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Factor Indicator Description
Educational care EDUCA1 Expenses of the educational attention dimension/budgeted expenses in said dimension
EDUCA2 Number of students in the integrated teaching course/number of teachers
EDUCA3 Number of users served in the dimension of educational attention/personnel expenses
EDUCA4 Number of users served in the educational attention dimension/total costs
EDUCA5 Number of care sessions received/number of school days
Economic benefits ~ ECONOM1 Number of users served in the dimension of economic benefits/unplanned number of users in that dimension
ECONOM2 Expenses in the economic benefits dimension/budgeted expenses in that dimension
ECONOM3 Number of users served in the dimension of economic benefits/personnel expenses
ECONOM4 Number of users served in the dimension of economic benefits/total costs
Employment EMPLOY1 Total costs of employment support staff/number of people employed
support
EMPLOY2 Expenses of the employment support dimension/budgeted expenses in that dimension
EMPLOY3 Number of users served in the employment support dimension/number of people employed in this task
EMPLOY4 Number of users served in the employment support dimension/total costs
Comprehensive REHAB1 Total costs of the comprehensive rehabilitation service/number of affiliates of the center
rehabilitation
REHAB2 Number of users attended in the comprehensive rehabilitation service/number of users attended in said service
REHAB3 Number of users attended in the comprehensive rehabilitation service/total costs
REHAB Number of workers employed in the comprehensive rehabilitation service/number of affiliates of the center
Affiliation AFFIL1 Number of users attended in the affiliation to/number of people employed in this task
AFFIL2 Number of claims in relation to the affiliation dimension/number of affiliation files processed in a year
AFFIL3 Average number of days elapsed since membership is requested until it is resolved
AFFIL4 Ratings of the survey to affiliate users
Sociocultural and SOCIO1 Number of users served in the sociocultural and sports activities dimension/unplanned number of users in that dimension
sports activities
SOCIO2 Expenses for the sociocultural and sports activities dimension/budgeted expenses for that dimension
SOCIO3 Number of users served in the dimension of sociocultural and sports activities/number of affiliates of the center
SOCIO4 Number of users served in the dimension of sociocultural and sports activities/number of affiiates who request to
participate in these activities
Production and PRODUCH Total costs of production, commercialization and repair of typhlotechnological material dimension/number of affiliates of the
comerc. tifl. center
PRODUC2 Number of users served in the production, commercialization and repair of typhlotechnological material dimension/planned
number of users in that dimension
PRODUC3 Number of users served in the production, commercialization and repair of typhlotechnology material dimension/number of
affiliates of the center
PRODUC4 Number of users served in the production, commercialization and repair of typhlotechnological material dimension/number
of people employed in this task
PRODUCS customers attended in the production, commercialization and repair of typhlotechnological material dimension/total costs
PRODUC6 Number of claims in relation to the production, marketing and repair of typhlotechnology material size/number of affiliates (in
hundreds)
PRODUC7 Evaluation of users in commercialization and repair of typhlotechnological material
PRODUCS8 Number of users of the activities in the production, commercialization, and repair of typhlotechnological material

dimension/number of affiliates of the center
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ECONOM2 0.654 SOCIO8 0.376
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