
www.manaraa.com

Accountability and Performance Measurement:  
A Stakeholder Perspective

Julie A. Harrison *
The University of Auckland, Auckland, New Zealand

Paul Rouse
The University of Auckland, Auckland, New Zealand

Charl J. De Villiers
���������	�������������������!�
�������"�#��
��

Abstract

&����	������� �	�� ��	��
�
	� �����	�	�� ���
� ���	�� ��	���� 
��
������� ����	�� �
������	�
� �
����	���
+�	�� ��������
��� ����� ��� �
� ����	�
�� ����
����� �	�� <���	���	��� ~UQ�W�� �����	������� ����
������
stem from management accounting research and practice. Accountability and performance measurement 
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both a framework for school performance management and a method for developing such frameworks for 
other applications are addressed.
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measurement for different stakeholders often exists. Information useful to some stakeholders may have limited 
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the strategic objectives of top management need to be incorporated into the performance measurement of lower 
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many service providers performing similar activities. The existence of multiple providers of the same services 
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of the primary stakeholders being served. Public and private sector performance frameworks are reviewed 
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Our contribution is a framework of performance measurement designed to support the primary stake-
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management action to correct poor performance. The framework is based on a review of a number of separate 
literatures dealing with the issues of accountability and the problem of public sector performance measure-
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performance measurement.

School performance measurement is a good exemplar of the public sector performance measurement 
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failure and from whose perspective.

School performance has been the subject of many academic studies. Research into the economics of educa-
tion is based on a production function view of schools where outputs of student achievement are produced 
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school resources (such as class size) on school performance. The economics approach is focused on issues of 
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The objective is to develop a framework of public sector performance that can be used to choose between 
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The extensive literature on performance measurement is used to narrow the accountability focus in order 
to develop a generic framework for measuring public sector performance by focusing on the interests of the 
primary stakeholder. This generic framework is then applied to the problem of school performance measure-
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an approach to the development of such frameworks in other settings. 
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ment. The problem of multiple stakeholder views of school performance is explicitly considered and a process 
of selecting the primary stakeholder within a stakeholder theory context outlined. The proposed framework 
for school performance measurement and the selection of relevant performance variables is then detailed. 
The paper is concluded with some remarks about the appropriateness of the approach adopted and the need 
to consider the objectives of stakeholders other than the primary stakeholder.
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important in the public than in the private sector. 
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trying to make comparative evaluations among service providers because they do not provide mechanisms 
for weighting the importance of different measures. 
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encapsulated in these frameworks is relevant in the public sector. 

There are potential risks when using private sector frameworks in the public sector. Some consider manage-
ment control and performance measurement models for the public sector are essentially the same as for the 
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to the fundamental difference in performance measurement systems between the private and public sectors. 
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being the social needs the organization is meant to satisfy and that provide the rationale for its existence. 
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�
/
���
�����
�����
�������
���
������
��
����
�������
����
�	��������
���"����
	�����
�
����
���
��
�
Z���
���
���
	������	�����
����
����
��������
��
����
���
���;���
���������
����
�����
���
����	/����
����������	
�
����������	���
�����������
����
����������	

���������
��
�����������
�����
������



www.manaraa.com

@`�����(���8�
�������9�	��	!�����;���(	�!��������������
�	�9�	��������

Table 1
��!�������>��<	�!�"�	�����
����������$(������������!
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Social mission Enable students to achieve their full potential in society
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Public sector organization control 
links 
�  B/C = (B/OC)(OC/O)(O/I)(I/C)  

�  e.g., government view covers all 
control linkages 

Control links for public sector 
service providers 
�  Controlled by managers 
�  Direct influence on performance 
�  O/I and I/C 

�  e.g., school outputs, inputs and 
costs 

Performance measures identification 
�  All available input, output, and 

cost measures 
�  e.g., number of teachers, number 

of sporting activities, cost of 
books 

Primary stakeholder identification 
�  Legitimacy-conferring 

stakeholders 
�  e.g., Department of Education 

Primary stakeholder objectives 
identification 
�  Stated strategy of primary 

stakeholder 
�  e.g., raise academic achievement 

and reduce inequality 

Performance measurement  
framework for primary stakeholder 
�  Select inputs, outputs, and costs 

that reflect strategic objectives 
�  e.g., Academic achievement = 

f(school resources, student 
backgrounds) 

Figure 1. Primary stakeholder performance measurement framework.

Issues related to performance measurement in the public sector have also been examined extensively in 
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principal-agent problems that are relevant to the measurement of performance. 
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the competing demands of these competing views.

Multiple Stakeholder Views of Performance
The public sector performance measurement problem is exacerbated by the existence of a large number of 

stakeholders with multiple views of what good performance means. As the objective is to devise a framework 
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of school performance. 
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opposing norms with reference to the power of the stakeholders advocating them in determining which view 
will dominate. 
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schools will be complicated therefore if all possible stakeholder objectives are included in the performance 
framework. Differences in these secondary objectives of schools are addressed better through bespoke perfor-
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stakeholder for the purposes of developing a framework for measuring school performance. 

A Primary Stakeholder’s Framework of School Performance
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proposed is intentionally oriented to the needs of the primary stakeholder for internal decision-making purposes. 
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on both physical achievements and academic achievements. 



www.manaraa.com

@WU����(���8�
�������9�	��	!�����;���(	�!��������������
�	�9�	��������

Education 
process 

Student family 
backgrounds 
�  Parental education 
�  Parental occupation 
�  Household income 
�  Household crowding 
�  Welfare dependency Teaching resources 

�  Teachers 
�  Other learning 

resources 

Other school resources 
�  Administration 
�  Management 
�  Property 

Quantity of 
examinations results 
�  No. participating 

Quality of examination 
results 
�  No. of passes 
�  No. of higher grades 

Controllable inputs 

Noncontrollable inputs 

Outputs 

Figure 2. Primary stakeholder framework of school performance.
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nonlearning resources to allow for an analysis of whether the mix of resources affects performance. 
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as a measure of output is controversial due to reliability and validity issues related to the type of examination 
instrument used as well as concerns over the omission of other school outputs.
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opportunities exist for schools to game the system by encouraging poor students not to sit examinations. 

The application of this framework to schools enables the primary stakeholder to identify schools that are 
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model conditioned for family background variables ensures school performance is relative to those operating 
in similar environments in terms of the background characteristics of students. Practices and processes from 
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other public sector organizations. To step beyond selective journalism and generate objective measurement of 
public sector performance warrants a performance measurement framework based on sound accountability 
principles. The aim of this paper has been to develop a generic framework designed to measure comparative 
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be common across the service providers compared.
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Department of Education determines the primary strategic objectives for schools and takes action to correct 
poor performance. The strategic focus of the Department of Education is to maximize student educational 
outputs for the given level of resources. It is this strategic focus that is found most often in national school 
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the primary stakeholder.
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given the framework does not include the educational objectives of all stakeholders.
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Appendix

Examples of Educational Objectives

Central 
education 
body

Document Examples of missions or objectives

Australian 
Federal 
and State 
Departments 
of Education 
and Training 

Melbourne 
Declaration on 
Educational 
Goals for Young 
Australians

Improving educational outcomes for all young Australians is central to the 
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-. successful learners
-. ��	��
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-. active and informed citizens.  

$^¡�
England– 
Department 
for 
Education

Business Plan 
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for children and young people no matter what their background or family 
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���������������������	����	���������
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and closing the achievement gap between rich and poor. 
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fallen behind in international league tables of educational performance compared 
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the world. Our approach to reform has been shaped by the features of the highest 
performing school systems internationally and looks to the very best teachers 
and head teachers in this country to play a leading role beyond their own school.  
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States– 
Federal 
Department 
of Education

Department 
of Education 
Organization 
Act –Mission
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Ministry of 
Education 
Statement of 
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improvements in the performance of the education system as a whole. Achieving 
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that lead to positive employment outcomes.

Note. (a) Organisation for Economic Co-operation and Development (OECD). (b) Australian Ministerial Council on 
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