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The co-construction of NGO
accountability

Aligning imposed and felt accountability in
GO-funder accountability relationships
Brendan O'Dwyer and Roel Boomsma
University of Amsterdam Business School, Amsterdam, The Netherlands
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Coping with audit society pressures:
areview of NGO responses to
funder accountability demands
Roel Boomsma

The Discipline of Accounting, Governance and Regulation,
The Universit iney Business School, Sydney, Aus

Abstract

Purpose - This paper aims to extend some of the theoretical propositions of Michael Power's (1997) audit
society thesis by exploring the capacity of organisations to push back against external accountability
puesaen. The pager positins e liesure oo won govenmental rgunsaion (NGO) scoomtng and

alitative o th accountiag lterature s used
to analyse how NGOs have rcxp(mdzd o audit socity pressures - Mot notably funder pressures 1o
adopt formalised accountability mechanisms. The different resy of NGOs to funder accountability
demands are analysed using Christine Oliver's (1991) typology of strategic responses 1o institutional

NG

Findings  This review of the accounting lieraure unveils that NGOS can adopt a range of strategic
responses to funder accountabilty pressures that vary from passive confommity to proactive manipulation
The f f @

1o ensure orgarisatioal survivl. Yt the authoralso found that NGO resistance to funder accountabilty
e e ers o s s e e dommant o o s et
emerged from the analysis: evading accountabily, disguising accountabily, shielding accounabilty,
negotiting accountability and shaping accountability

Originalityfvalue - By condocs ve metasynthesis of the accounfing lterature, the author
was able to integrat the findings of prior research on NGO resstance to funder accountabilty demands,
over
pressures
Keywords eta.synth isations, Resistancy
“The Audit Society
Paper type Literature review

1. Introduction
In his seminal book The Audit Society, Michael Power (1997) explores how formalised
accmlmab\hry ha: bccnmc the ru]mg principle in our society. He argues that we have become
wdit soc iased on the belief that constant checking and verification
can allc\'la(c all nmtmsr and doub! While The Audit Society examines formalised
accountability has permeated both personal and organisational life in the UK, erzmw have
relevance far beyond this context (Power, 1994, 1997). The immense
The Audit Society in a broad range of disciplines and contexts (Gendron, 2022, jmdc and
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A conceptual framework of accountability regimes
O’Dwyer and Boomsma (20135)

Imposed accountability
“Being held responsible”

Accountability as formal, external
oversight and control imposed on
individuals or organisations.

Felt accountability
“Feeling responsible”

Accountability as a voluntary
sense of “felt responsibility” to a
set of values or a mission
motivated by the ethical or value-
based concerns of individuals
within organisations.

Adaptive accountability
“Balancing act”

Aspects of imposed accountability
and felt accountability are adapted
to form hybrid regimes. Felt and
imposed accountability coexist
with their relative dominance
shifting over time.

The University of Sydney




Passive conformity VS Active resistance
Boomsma and O’Dwyer (2019) & Boomsma (2023)
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NGOs as passive subjects

Prior literature often depicts NGOs as docile
subjects, who have no choice but to comply with
the narrowly focused accountability demands of
funders.

Meeting the formalised accountability demands of
funders — no matter how excessive or absurd —is
often seen as essential to ensure organisational
survival.

NGOs as proactive influencers

Recent studies indicate that some NGOs have
been remarkably resourceful in working with or
around externally imposed accountability
requirements.

NGOs have adopted tactics that seek to:
» Evade accountability

» Disguise accountability

» Shield accountability

» Negotiate accountability

» Shape accountability




The focus of my research on accountability and impact

Impact Management

Impact Measurement

Impact Reporting

3. From measuring to managing *

impact”
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Vibrant materialities in the ‘doing’ of p A field-study of an

international development NGO

Roel Boomsma®
Senior Lecturer in Accounting

‘Wai Fong Chua
Professor of Accounting

Dj

scipline of Accounting, Governance & Regulation
‘The University of Sydney Business School
21-23 Codrington St Darlington 2008 NSW Australia

Abstract

‘This paper seeks to analyse (a) how human actors together with vibrant things shape the production of
evidence of impact using performance measurement; and (b) the tactics mobilised to justify and make
sense of the use of quasi-evidence (evidence that breaches ‘the’ rules of evidence). The empirics are
based on an international development NGO motivated to produce ‘rigorous’ evidence of impact using
performance_evaluation. The case highlights how, inter alia, variable consultants, fluid survey
instruments, language proliferation. and muddy roads result in the production of quasi-evidence. The
use of quasi-evidence is justified through open acknowledgement of evidential absence. the influence
of “uncontrollable’ factors. organisational immaturity, and a discourse of hopeful betterment. Such
justification, however, is grounded in irony and contradiction. The greater demand for evidence resulted
in the rejection of randomised control trials as infeasible science and is now associated with a looser.
‘more feasible’ definition of impact. But the continued reliance on ‘scientific’ methods for the
assembling of evidence results in the persistent acceptance and use of quasi-evidence,

Keywords: vibrant accounting non-
governmental organisations, quasi-evidence.

‘The Theatrical Dimensions of NGO Reporting Practices

Susan O’Leary & Roel Boomsma

Introduction

Accounting as a practice is “as much about communication as it s to do with measurement” (Lee,
1982) and hence plays an important role in the “structure of the theatre in order to perform collective:
imaginations of vulnerable others in the West” (Chouliaraki, 2013, p. 45). This is particularly visible

in g, which i this study.

of reporting that explicitly recognises that contemporary NGO rely upon a variety of channels to

to accounting and information” & Brennan, 2017). This
broad definition of reporting includes more traditional vehicles such as the annual report but also

press releases, social media posts, videos, blogs,

and webpages.

NGO reporting practices ‘inuitel..] us to engage in performances, that s, staged images and stories
about action and, thereby, enable[..] us to imagine ourselves as citizens who can act at a distance, by
speaking out (through protest or petition) and by paying (through donation) in the name of a moral
cause” (Ghouliacaki, 2013b, p. 28). As such, NGO reporting is more than a “neutral conduit for
transmitting (Ricpeur, 1981; Craig, 2007,

p. 127). Reporting practices have a constitutive power — they configure the past and anticipate the

future (Liewellyn, 1999) — and can nurture a normative humanitarian imagination amongst their
by ine or bringi . X X

2010; icoeur, 1981). To better understand the considerations and intentions that underlie NGO

decisions about the reporting of performance and impact information, we mobilise the interrelated
theatrical dimensions of the story, the stage, and the audience.

In examining the difference between the different types of stories that are told through theatrical

staging, we find not a shift in the substance of the narrative that is being told but an important shift

in v in whi i through the Herein

lies the importance of accounting practices as communicative tools, in o2 light of criticisms

that accounting often fails to aperate as a representative tool of,in this case, impact yet nonetheless
becomes important in numerous other ways in shaping audience sensibilities (Burchell et al., 1980;
Busco & Quattrone, 2018a; 2018b; OfLeary & Smith, 2020). I this context, the narrative stil contains.
a story regarding an NGO heneficiary and this s theatrically staged, however, this story is presented

1




Some preliminary insights. ..

Most impact reports focus on outputs (and sometimes outcomes)

Measurement is often disconnected from evidence needs
» Drowning in data but still struggling to produce evidence of impact

Evidence gap analysis & priority evaluations to produce stronger
evidence of impact

» Taking stock of available evidence of impact

» ldentify evidence gaps

» Focus evaluations on ‘plugging’ evidence gaps

A shift from ‘measuring’ to ‘managing’ impact?

The University of Sydney




Who 1s measuring and demonstrating their

Business Schools

The University of Sydney

Medical Universities

impact? Everyone!

Medical Companies

Creating impact together

- A short guide

What do we mean? Definition
Impact can be defined as an sffect  change or
a benefit. Impact fi

e o I BN
with the

includes societal, enwonmema\, cultural and
economic benefits.

The journey ~ from research
Imagine the journey as taking many s\eps
research activities generate outputs, eg.
publications,reports, data, which create
‘outcomes' ie, short- and

ifferent motivators. Every
pattway i different and requirs many
e

e = ettt Diking S oty
ortant to maintain focus, but also be
s et A e e
change direction. New opportunities and
challenges will occur. Be prepared to take
ti d seize the i

as a direct result of the research project. Impact
s the long-term actual changes in the society.

Research — Output — Outcome—s Impact

Check out thetool " impsct canvas” 1o help you on the jourmey.

Why exploring steps to impact matters.
s e e e o
search, and associated activities.

Smmameam i funcing

alternatives, potential partnerships, and

busmess opportunities.

+ Communicating the value and impact will
help t0 build trust and further enhance yours
andKI's reputation.

Pathway toimpact

There are many ways to create impact from
research & knowledge. Which one will you
choose?

I cknovledgo to s heather socety
e aertpaiors o st el

sovsiosn 4¢3

s
Sk & HEG
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=
soegn
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Advice and lessons leamed

+ Be proactive - start with the end in mind

+ Engage the stakeholders and end-users

+ Build partnerships and collaborate

+ Be aware of intellectual property

+ Remain open minded

Keep eyes open for serendwpwy

opportunities and s

+ Consider cross d.smphnary
knowledge exchange

+ Review and evaluate regularly

+ Share your knowledge and results regularly
to stekeholders

+ Make knowledge useful by packaging
into products, services, methods or tools

A\

Every one of us can make a differenc
and together we can improve society
d human hoalth

[ oS Ao SAGAs A% q Karolinska
e Webs: kise/creating-impact-together 5 Institutet

AstraZeneca

Sustainability
Report
2022

Solutions Products Insights. About Careers

OURIMPACT

What inspires us

Together with customers and partners, welfe cofimitted to
enabling healthcare transformation to improve peoples lives
world-wide.




“It is a challenge, because everyone wants
impact, but they actually have different
ideas of what that impact looks like”

- NGO evaluation manager -



How to measure impact?

SR QuIP

Social return on investment Qualitative Impact Protocol

Logical Framework Approach




The impact of a climate change resilience project




The logical framework approach: Climate change resilience

Input
Funds
Staff
Equipment
Time

The University of Sydney

Activities

Awareness raising
on slash and burn
farming

Training sessions
on sustainable
farming

Reduced slash and
burn activities

Improved
management of
natural resources

Sustainable farming
methods
implemented

Increased income
through sustainable
farming methods

Increased resilience
to climate change
effects




The logical framework approach: Climate change resilience

Input
Funds
Staff
Equipment
Time

$ spent on staff and
equipment

The University of Sydney

Activities

Awareness raising
on slash and burn
farming

# of awareness
raising meetings

Reduced slash and
burn activities.

Improved
management of
natural resources

Increased resilience
to climate change
effects

# of households
with reduced slash
and burn activities

% of households
with improved
knowledge of
natural resource
management

% of households with
increased resilience
to climate change
effects




The logical framework approach: Climate change resilience

But... should we always
measure impact?

And how about measuring...
» Indirect changes?

» Unintended changes?

» Negative changes?

And how do we demonstrate
our impact to stakeholders?

The University of Sydney

Reduced slash and
burn activities.

Improved
management of
natural resources

=

Increased resilience
to climate change
effects

# of households
with reduced slash
and burn activities

% of households
with improved
knowledge of
natural resource
management

% of households
with increased
resilience to climate
change effects




Alternative ways to produce
evidence of impact?

“A doctor does not have to prove that
[...] the chemistry in the tablet works
in this particular way in your body.

They have just got to demonstrate
that they are handing out the right
medication at the right time [...]

The donors have an expectation that
we demonstrate that the chemistry in
the tablet works every time”

- NGO evaluation manager -




How to demonstrate impact?
Monetary impact metrics

{Net present value of benefits}
SROI w— T nnnnm

{Net present value of investment}

B DW= =g
o i =
S SR

S OZHARVEST 5

A R |
mo--mgaO'_.

FOR EVERY $1 INVESTED IN THE
OZHARVEST FOOD RESCUE PROGRAM,
THERE IS A GREATER THAN §5.68
SOCIAL RETURN ON INVESTMENT.

AstraZeneca§

Young Health Programme

Social Return on Investment (SROI)
October 2017

Investment
($°000) Avoided
($°000)
Brazil 5 6,599 8.4
India 540 S0 B.5
Canada 655 4 359 6.7
Romania 200 1,759 8.8

The University of Sydney




How to demonstrate impact?
Quantitative impact metrics (1)

Supplied clean, safe water to over 1.8 million
people, and given over 900,000 people access
to a handwashing station, helping to stop the
spread of the virus.

Constructed over 5,000 toilets, specifically
designed to support social distancing and ensure
maximum possible hygiene.

Distributed over 200,000 hygiene kits, containing
items such as laundry detergent, soap, female
hygiene products, and a bucket and a jug for
washing hands where no tap is available.

Provided essential public health information to
over 4 million people, regarding coronavirus and
how to protect yourself from it.

\0 (‘\ “Iul N}"’

OUR GLOBAL IMPACT

715,658 PEOPLE

were reached through Plan
International Australia’s
longer-term development
programs.

1,676,469 PEOPLE

were reached by Plan
International Australia
in FY22.

.
©000000000000000000000000000000000000000000000000 000 coe

PP PP P PLAN INTERNATIONAL'S IMPACT

604,688 COMMUNITY
MEMBERS

were trained in
gender equality

16,979 COMMUNITIES

with sponsored children
directly benefited from Plan
International’s work

©00000000000000000000000000000000 000000000000 ssccccccce
.

92,216,480
CHILDREN"™

were reached by Plan
International’s work

1,348,281 SPONSOR
CHILDREN

were assisted by Plan
International’s work

=D B BP BP B
SHo SHo SPo SHo SKo

Globally, we’re achieving

o

incredible things.

960,811 PEOPLE

were reached through Plan
International Australia’s
humanitarian response,

protracted crises and disaster
preparedness programs.

.
0000000000000 0000000000000000000

39,957 COMMUNITIES

directly benefited outside of
child sponsorship areas

---------

83 COUNTRIES

Plan International was active in
83 countries this year

81 DISASTER
RESPONSES

carried out globally, reaching
28,715,967 children
and adults*




How to demonstrate impact?
Quantitative impact metrics (2)

QWS

OUR IMPACT

children prevented from
being placed in institutions.

———————

social workers, government staff
and super trained in
child protection and abuse.

The University of Sydney

767,000

refugees in Uganda have received
food or cash assistance

3.5 million

people reached since January through our
East Africa Hunger Crisis response

82%

of projects led to an overall positive
or partially positive impact.

100%

of urban projects resulted in overall
positive or partially positive impact.

75%

of rural projects resulted in overall
positive or partially positive impact.




How to demonstrate impact?

Stories of impact (1)

Water, Economic development

Building Resilient
Communities
Through Join My Village, a

partnership between CARE, General

Mills and Cargill, communities in...

Food security,
Economic development
Arc stories 2017, Arc Winners 2017

Beating Extrerme Poverty With
Hard Work and Hope

SOUTH GOMDAR ZOME, ETHIOPIA -

Mulu Chanie lives in a rural village

Education

Creating Ray of Hope in Urban
Slums

“Waorking children™ like Shawon are
found in many city streets, selling

water, popcorn, nuts or chanachur ...




How to demonstrate impact?
Stories of impact (2)

| Featured

19th August 2023

World Humanitarian Day: “I
need to be here and help”

Even though Vural was also affected by
the earthquake he was one of the first
to volunteer to help the people who
lost their homes, their family members
and friends, and everything they
owned. Like may other affected aid

workers, he continues his...

STORY CRISIS RESPONSE  TURKEY

| Featured

18th August 2023

Tiirkiye: “First I lost my home
in Syria and then I lost my
home in Tiirkiye”

"I lost my home in Syria and then I lost
my home in Tiirkiye. However, [ am
grateful. We survived. We are together.
And with CARE I can do something
with meaning. Shaping society with
what I have learnt and experienced for
abetter future," says Aya, a 26...

STORY CRISIS RESPONSE  TURKEY

16th August 2023

World Humanitarian Day:
“Stand on the side of
Tigrayan women”

In her work at the Women’s
Association of Tigray (WAT), a CARE
partner NGO, Abeba Hailesilassie helps
to support Tigrayan survivors of GBV
and promotes women'’s leadership in

decision-making.

STORY GENDER EQUALITY

GENDER-BASED VIOLENCE ETHIOPIA

| Featured

16th August 2023

World Humanitarian Day: “I
want women to be able to
fully use their voices”

Maryam Imtiaz is a Communications
Assistant at CARE Pakistan. In 2022,
she worked closely in the response to
the floods that left nearly one-third of
the country underwater and impacted
over 30 million people. She shares with
us her experience.

STORY  CLIMATE JUSTICE CRISIS RESPONSE

GENDER EQUALITY  PAKISTAN




How to demonstrate impact?
Impact case studies (1)

Global Arms Trade Treaty

In 2012, a historic arms trade treaty
derailed. Oxfam assessed what we
needed to do to get it ratified. Eight
months later, the first international
arms trade treaty passed.

Measuring impact: Case studies

Saving lives in El Salvador

In El Salvador, the rains of October
2011 were catastrophic, but the
Eemergency response was swift and
effective—the culmination of years of
advocacy and training.

Mining in East Asia

Development work is all contexi—and
contexts change—which is why
monitoring and evaluating our work
are critical: 50 we can change course
as needed to achieve impact.




How to demonstrate impact?
Impact case studies (2)

Karolinska
Institutet

Impact case stories

G
g

These stories showcase different types of Kl research that have
had an impact on our society.

Prostate cancer
treatment

Supporting family
caregivers through
mobile app

Making cervical
cancer disappear
Every year more than
10000 men in Sweden
are diagnosed with

Data from Kl researchers
are enabling worldwide Caring in Community
Care seeks to support
caregivers to sustain

their health and quality

efforts to eliminate
cervical cancer. prostate cancer - the
most common form of

of life with a mobile app. cancer among men.

.V The George Institute

for Global Health

Better treatments. Better care. Healthier societies.

Reducing salt to save lives:
Advocacy, partnerships and
research

Improving Cancer Care in
South East Asia: The ACTION
case Study

Case studies and examples

Transforming treatments,

saving lives: The SAFE, SAFE-
TBI, CHEST & PLUS studies

Evolution of the Aboriginal
and Torres Strait Islander
Health Research Program:
Advocacy, partnerships and
research

Tackling the world’s biggest
killers: The PILL, IMPACT,
Kanyini GAP, UMPIRE &
TRIUMPH studies and the
SPACE Collaboration

Project & Research Impact
Mapping (PRISM) series:
Heralding a new era in kidney
disease research and

treatment




How to demonstrate impact?
Impact graphs

% Access to safe drinking water Women'’s full freedom to move
outside home alone

100 98.7 100
80 80 77.4
60 49 60
20
A 20 153

Baseline L Baseline

Percentage of households using improved sanitary latrine

Coastal Haor Al (MEE] Haor




How to demonstrate impact?
Impact maps

GHANA

With local partner PAS-G,
Oxfam installed a solar
powered water pump in
Kpatua, Ghana. It helps
irrigate farms year-round,
despite the changing
climate. We'll tell the
government about its
success - lobbying them to
installitin other areas where
water is scarce.

“Itake care of
the solar pump.
The whole
communityis
benefitting. m
sohappy.”

- Joshua

ETHIOPIA

0xfam supported rural
communities with beekeeper
business training, including
literacy classes. For women
like Addise, who were forced
to leave school at an early
age, this is life changing.

“Poverty is
not having the
freedom to work
and go out of the
house. | don't feel
like 1am in poverty
anymore.”

Funding breakdown

UK

Our Behind the

Barct

highlighted the
discrimination faced

by wi
prod

supermarket shelves.
20,000 shoppers asked
Lidl to protect people

inth

odes campaign

omen workers who
uce the food on

eir supply chains.

ZIMBABWE

Oxfam helped to
establish a new
automated weather
station, to assist
farmers in forecasting
8 harvesting in
Matobo District.

Global Impact Map

GAZA

0xfam provided workers

in a packaging warehouse
with hygiene kits and
covered their wages during
the Covid-19 pandemic.

“For two months we
stayed at home. |

had no income. After
easing down the
restrictions, we got
back to work because
of Oxfam’s support.”
- Abeer

KENYA

In semi-arid regions,
0xfam developed a
mobile 6PS app to
help 2,000 farmers
manage local locust
infestations which
have damaged crops
and pasture.

JORDAN

In Za'atari - the
largest Syrian
refugee camp in
the world - Oxfam
helped reach 78,000
people affected by
coronavirus with
water, hygiene
and sanitation.

BANGLADESH
In coastal areas
vulnerable to climate
change, our REE-CALL
programme helped
women farmers to
increase their crop
yield and household
income by 35%.




How to demonstrate impact?
Impact dashboards
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Activity II: Measuring success

Develop a performance measurement
framework for Vision Zero Cancer/
Testbed Sweden.

1) Use the logical framework approach.

2) Define the outputs, outcomes, and impact of a
project on cancer prevention (advocacy) OR
earlier detection (diagnosis).

3) Propose indicators to measure the outputs,
outcomes, and impact of a project on cancer
prevention (advocacy) OR earlier detection
(diagnosis).

4) How would you demonstrate the impact of a
project on cancer prevention (advocacy) OR
earlier detection (diagnosis)?



Dr Roel Boomsma
Discipline of Accounting, Governance & Regulation
The University of Sydney Business School

roel.boomsma@sydney.edu.au
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