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ABSTRACT 

 
 
During 2001 UNITEC Institute of Technology has undertaken a major review of its strategic direction 
for the next 10 years.  It is celebrating 25 years of contribution to tertiary education in New Zealand 
and the President/CEO seized the opportunity to make the strategic review a “Jubilee Initiative”. 
 
Consensus was reached among senior managers and then broadened out to wider consultation across 
the institute on the concept of the sustainable campus and a focus on being “environmentally friendly”.  
While this has been a long-term philosophy of the institute it is now to be more clearly articulated 
through the mission statement, vision, values and ultimately the strategic plan.  As the resultant goals 
will reflect the sustainable approach the writer’s role will then be to interpret those goals and add 
appropriate measurable outcomes. 
 
This paper investigates theoretical issues relating to performance measurement through a literature 
review which has a particular focus on the sustainable environment.  Such an approach provides a 
broader scope than traditional financial measurement and moves to reflect accountability and social 
responsibility to other external stakeholders and the community as a whole.  Editors Bennett and James 
point to the work of individuals such as Eccles, Geanuracos, Kaplan and Norton, Johnson and Kaplan, 
and Neeley who have argued that business needs to pay greater attention to measuring and improving 
its non-financial performance if it is to meet its long-term financial objectives.  As a critical part of the 
literature review an examination is made of the Balanced Scorecard and Triple Bottom Line 
approaches to performance measurement. 
 
An attempt is then made to apply the findings broadly to the tertiary education environment and more 
specifically to the writer’s own institution. 
 
The paper concludes with the plan for a new series of performance measures to be included in the 
institute’s Statement of Intent for the three-year period 2002-2004. 
 



 

 

 
Introduction 
 
During 2001 UNITEC Institute of Technology has undertaken a major review of its strategic direction 
for the next 10 years.  It is celebrating 25 years of contribution to tertiary education in New Zealand 
and the President/CEO seized the opportunity to make the strategic review a “Jubilee Initiative”. 
 
Consensus was reached among senior managers and then broadened out to wider consultation across 
the institute on the concept of the sustainable campus and a focus on being “environmentally friendly”. 
While this has been a long-term philosophy of the institute it is now to be more clearly articulated 
through the mission statement, vision, values and ultimately the strategic plan. As the resultant goals 
will reflect the sustainable approach, the writers’ roles will then be to interpret those goals and add 
appropriate measurable outcomes. 
 
This paper investigates theoretical issues relating to performance measurement through a literature 
review which has a particular focus on the sustainable environment.  Such an approach provides a 
broader scope than traditional financial measurement and moves to reflect accountability and social 
responsibility to other external stakeholders and the community as a whole. Editors Bennett and James 
point to the work of individuals such as Eccles, Geanuracos, Kaplan and Norton, Johnson and Kaplan, 
and Neeley who have argued that business needs to pay greater attention to measuring and improving 
its non-financial performance if it is to meet its long-term financial objectives. As a critical part of the 
literature review an examination is made of the Balanced Scorecard and Triple Bottom Line 
approaches to performance measurement. 
 
An attempt is then made to apply the findings broadly to the tertiary education environment and more 
specifically to the writers’ own institution. This has been presented in the form of a model and some 
discussion about how to implement such a performance measurement tool in a tertiary institution.  
 
It was intended that the paper would conclude with the plan for a new series of performance measures 
to be included in the institute’s Statement of Intent for the three-year period 2002-2004. However the 
plans have been somewhat thwarted due to a deferral of the strategic planning consultation process for 
a couple of months to deal with the opening of a new campus. 
 
 

Today’s University and the need to strategise, plan and 
measure! 
 
“… early universities were corporations of students and masters, and they received their 
charters from popes, emperors, and kings. These universities were free to govern 
themselves, provided they taught neither atheism nor heresy. Students and masters 
together elected their own rectors (presidents). As the price of independence, however, 
universities had to finance themselves. So teachers charged fees, and, to assure themselves 
of a livelihood, they had to please their students. These early universities had no 
permanent buildings and little corporate property, and they were subject to the loss of 
dissatisfied students who could migrate to another city and establish a place of study 
there.”    (http://www.britannica.com) 
And so we move into the age of globalisation. Universities once more become corporations, albeit in a 
business context, torn between accepting Government funding and the associated constraints or 
choosing to compete in the true free market. Dissatisfied students are more than ever able to migrate to 
other institutions around the world. Such is progress, and those of us who wish to survive must build 
sustainable institutions as well as offer programmes providing sustainable skills that equip our students 
to compete in the global marketplace. We compete for the ever-shrinking pot of public funding 
allocated to social spending and education and are increasingly required to raise our level of 
accountability to our stakeholders.  
 
Competition on a global scale, and the need to satisfy students and stakeholders has been accompanied 
by the rise of a managerial model, a corporate style of operation, or the university as a business. 
Accountability and the measurement of performance have become more critical both within an 
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organisation for management purposes and externally with stakeholders wanting assurance that their 
investment ‘for the future’ is in safe hands. Traditional performance measurement models have had 
little impact on the academic world as they have focused purely on financial indicators and failed to 
adequately account for the social outcomes that institutions ‘produce”. There has also been some 
resistance to empirical quantification particularly when such measures are used to rank institutions on a 
‘report card’. Such  ‘league tables’ tend to measure institutions on a small number of performance 
indicators and receive much attention in the popular press (Stewart and Carpenter-Hubin, 2000-01:40). 
 
Institutions need to move beyond the view that performance measurement is a restrictive and 
constraining limitation imposed from above by Government and Ministries to a position where we 
measure our performance as a strategic tool. The balanced scorecard and Triple Bottom Line reporting 
will enable us to move beyond the simple ‘management by objectives’ approach advocated by 
businesses in the 1960’s. It remains possible to ‘report’ on key indicators as required in our charter or 
contract with the Ministry of Education while at the same time using information as a strategic 
planning instrument. 
 
 

Clean and Green! – Why a sustainable campus? 
 
We are constantly reminded that the world is on a path of self-destruction with ecological problems 
such as global warming and the need to reduce greenhouse gas emissions. The drive in some 
economies to encourage manufacturing businesses to make major changes in the way they dispose of 
waste, city councils to look for alternative ways to get their communities to dispose and recycle 
domestic waste, recycle paper and so on, are all steps towards what has become known as 
sustainability. Jayne (1999:26) suggests that those companies that are “leading the pack know that 
sustainability is not the latest buzzword – it’s an issue of business survival.”  Industrialised countries 
have been aware of ecological problems for the last thirty or forty years but it has only been in the last 
ten that real progress has been made towards achieving some recovery. Hart (2000:107) says that even 
with this recovery in the developed world the planet is still on an unsustainable course.  He believes 
that sustainability is bigger than pollution control, “instead the challenge is to develop a sustainable 
global economy; an economy that the planet is capable of supporting indefinitely.” Furthermore Hart 
purports that few companies have incorporated sustainability into their strategic thinking, instead 
opting for a piecemeal approach aimed at controlling or preventing pollution.  He stresses the need to 
develop a vision of sustainability through three stages of environmental strategy – Pollution Control; 
Product Stewardship and Clean Technology (Hart, 2000:116-127). Dr Elkington (1999:3) goes even 
further than this suggesting an even stronger approach will occur, a global cultural revolution. He talks 
about this in the context of businesses being in the “driving seat”, acting in what he calls seven 
dimensions or 7-D of a sustainable future. Figure 1 below shows these 7 dimensions, their focus and 
the comparison between the old paradigm and the new.  
 
 

Revolution Focus Old Paradigm New Paradigm 
1 Markets Compliance Competition 
2 Values Hard Soft 
3 Transparency Closed Open 
4 Life-cycle technology Product Function 
5 Partnerships Subversion Symbiosis 
6 Time Wider Longer 
7 Corporate governance Exclusive Inclusive 

     Fig 1 – Elkington, 1999:3 
 
It is not intended to discuss these further but they are an indication of the new business focus required 
if they are going to survive and the broader ecological issues are going to be addressed in the 21st 
century.  
 
While manufacturing businesses are often seen as the major players needing to change their ways, 
tertiary education campuses likewise need to consider ways to contribute to sustaining the 
environment. This is part of our responsibility to the communities we serve, our social responsibility. 
There are many ways a tertiary institution can manifest this social responsibility. Teaching is one key 
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element. Specific courses and programmes focussing on conservation, resource management and the 
environment are popular, for example UNITEC offers programmes in Environmental Technology and 
Sustainable Land Management. Another way can be weaving threads of environmental issues into as 
many courses as possible, ensuring that all graduates have an appropriate understanding of 
sustainability as related to their discipline of study.  
 
More tangible evidence can be through facilities management. Energy forms such as water and power 
are high consumption factors on campuses. One example is lighting. Lights are often left on all hours, 
however, the installation of time control devices in classrooms and lecture theatres can not only 
facilitate financial savings but also preserve the environment by using less power.  No doubt, some 
have already heard the excuse that it costs too much to install such devices. Jayne (1999:27) says that 
“there’s growing evidence from overseas and within New Zealand that a proactive stance toward 
environmental management actually saves more than it costs.” She also quotes Clare Feeney of the 
Environment and Business Group in Auckland – “Environmental Management can be as simple as 
dealing to a dripping tap.”  There are many areas of our operation that we could think of where changes 
could be made that would enhance our contribution to sustaining the global environment but space will 
not permit a further investigation now.  Suffice it to say, during the implementation phase of becoming 
an “environmentally friendly” organisation, there will be a focus on identifying specific issues.  Over 
time the philosophy will become embedded in the organisation that people will act instinctively to 
consider the environmental impact in the developing of policies, processes and products. 
 
If tertiary institutions make the strategic decision to develop a sustainable campus, an environmental 
plan will play a critical role. Associated with that plan will be goals to achieve and thus the 
measurement of progress towards achievement. It is important to find an appropriate reporting tool that 
provides for non-financial measures such as the environmental dimension.  An investigation of two 
tools that focus on other than just financial measures is discussed in the next two sections.  
 
 

Balanced Scorecard 
 
The balanced scorecard emerged in the early 1990’s as a means for organisations to measure their 
performance drivers (Kaplan, 1996:9). In the balanced scorecard the financial measures of an 
organisation become just one aspect of the overall picture. Emphasis is also placed on measuring non-
financial measures and the linkages between measures. These non-financial measures include the 
customer perspective, internal business processes perspective and the learning and growth perspective. 
The objectives and measures used in the scorecard are firmly positioned within the organisation’s 
vision and strategy.  
 
There is balance created between internal and external measures (stakeholder and customer, and 
internal processes) as well as balance between outcome measures (measuring past performance – lag 
indicators) and performance drivers (lead indicators). 
 
The use of the balanced scorecard has evolved from a purely measurement system to a strategic 
management system. It is used widely in the business world and has become popular in the government 
and not-for-profit sectors as it places value on non-financial measures.  
 
The balanced scorecard is now being applied to university planning as (Liston, 1999 and Stewart and 
Carpenter-Hubin, 2000-01) illustrate in the cases of Curtin University of Technology and Ohio State 
University. As (Liston, 1999:3) points out most measures currently used in a University are lag 
indicators, or measures of outputs or past performance. There is a need to develop measures that are 
forward looking and measure the achievement of strategy. 
 
The Strategy Map is one of the key developments of the Balanced Scorecard over the years since the 
model was first devised.  Kaplan and Norton (2001:90) see this as a general framework for describing 
and implementing strategy. It virtually underpins the scorecards, specifying the critical elements and 
their linkages for an organisation’s strategy.  
 
Scorecards can be set up for each business unit within the organisation and an overall “corporate” 
strategic scorecard. Each scorecard must provide linkages to each element and the overall linkage to 
the mission, values and strategic direction of the “corporate” scorecard.  
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Kaplan and Norton (1996:92) consider the unique differentiation offered by the Balance Scorecard 
from traditional performance measurements systems is the process of deriving objectives and measures 
for the internal business processes. This allows a review of integrated business processes rather than 
each business unit attempting to improve its own performance possibly without regard to the units it 
interacts with to deliver the service or products to the customer.  
 
Since a major focus of the Balanced Scorecard tool is the customer and each business has a unique set 
of processes for creating value for customers and producing financial results, Kaplan and Norton have 
devised a template for evaluating the internal-business-process perspective. They call it the “Internal-
Business-Process Value Chain”. This template encompasses three principal business processes – 
Innovation, Operations and Post-sale Service.  All this appears very “business” oriented but further 
discussion and a diagrammatic approach for our adaptation for a tertiary institution will take place later 
in the paper. It is worth commenting at this point that the Ministry of Education in New Zealand has 
already promoted a balanced scorecard approach for a performance management appraisal for 
monitoring risk in the tertiary sector. The Tertiary Education Advisory Commission in New Zealand 
have recommended to Government that a tertiary education scorecard be developed and adapted as a 
means of measuring the performance of the tertiary system in achieving the national strategic goals and 
tertiary education priorities. (Recommendation 10, TEAC, 2001) 
 
While the balanced scorecard has proved a successful measure of non-financial performance through 
the customer, internal process and learning and growth perspectives, it fails to give adequate 
consideration to environmental measures which will be central to our sustainable campus strategy. The 
work of triple bottom line proponents present a solution to this gap which we will explore below before 
considering the adaptation of the scorecard approach to encompass environmental performance 
measures. 
 

Triple Bottom Line 
 
The phrase “Triple Bottom Line” has been coined by the British group SustainAbility whose chairman 
and “godfather” of corporate sustainability is Dr John Elkington. (De Boni, 2001). The concept widens 
the scope of traditional management and reporting to include the social, environmental, and economic 
performance of an organisation. (Holdsworth, 2001). Dr Elkington writes of the sustainability agenda, 
which is an attempt to harmonise the traditional financial bottom line with emerging thinking about the 
environmental bottom line, as far more complicated that early enthusiasts had expected. He refers to 
the Triple Bottom Line as focusing on economic prosperity, environmental quality and the third 
element of social justice, one that is often overlooked by businesses (Elkington (1999:2). This third 
element is the most nebulous and seems to cause the most controversy.  
 
There are a number of New Zealand companies who sing the praises of the Triple Bottom Line 
approach. For example, Urgent Couriers have embraced both the Triple Bottom Line for reporting 
externally and the Balanced Scorecard as an internal management tool. Managing Director Steve 
Bonnici reports that “Far from being a distraction, Triple Bottom Line reporting is a serious business 
reporting tool – something you can use to more fully measure the company’s performance.” (Jayne, 
2001).  
 
Critics, including the New Zealand Business Roundtable, are quite scathing. In a book published by 
that organisation international economist, David Henderson, suggests that there are false notions of 
corporate social responsibility gaining currency worldwide. It is his view that they are false because 
“the notion of sustainable development, let alone the means of achieving it, has been poorly defined 
and its worth unproven” (Jayne:2001).  
 
It is unlikely that multi-national corporates like Shell and Ford would agree with Mr Henderson. Dr 
Elkington has assisted these companies to make major shifts in their business practices to embrace 
ecological and social responsibility. He is emphatic that refusing the challenge implied by the Triple 
Bottom Line is to “risk extinction” (Elkington, 1999:2). Furthermore Dr Elkington believes that 
corporate governance will have a greater focus on sustainability and thus the Triple Bottom Line. He 
sees leadership as centre-stage in this top-down, bottom-up revolution. Leaders will need to make 
tough, unpopular decisions, but in the clear knowledge of where they are heading, and employees 
likewise will be left in no doubt as to the direction of their organisation (ibid:311).  
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New Zealand has its own version of the British organisation SustainAbility - The New Zealand 
Business Council for Sustainable Development. This organisation is totally committed to the Triple 
Bottom Line of economic, environmental and social sustainability. It is chaired by Stephen Tindall of 
“The Warehouse” fame who is a very strong advocate for the Triple Bottom Line business approach.  
 
Ingham (2001:5) makes an interesting observation about the interconnectedness of the elements of the 
triple bottom line. He views the three lines as representing society, the economy and the environment – 
“Society depends on the economy – the economy depends on the global ecosystem, whose health 
represents the ultimate bottom line.” He considers that the three bottom lines as not stable but rather in 
a constant state of flux due to social, political, economic and environmental pressures, cycles and 
conflicts. It is therefore not possible to think of these three lines solely in the local context, they must 
also fit into the global economy. This is especially important for a country like New Zealand which is 
heavily dependent on global markets for survival.   
 

Fit to the Tertiary Sector 
 
Where and how does all this fit into the tertiary education sector? Both the Balanced Scorecard and 
Triple Bottom Line approaches place a strong emphasis on the needs and views of stakeholders as a 
barometer of success. Performance measures that consider stakeholders are of particular importance in 
a tertiary institution where there is a responsibility to a wide variety of stakeholders – students, staff, 
government, industry and local communities. The Triple Bottom Line provides a focus on social and 
environmental responsibility in the broadest sense while the balanced scorecard measures performance 
in relation to customers or shareholders.  
This focus on social responsibility through the Triple Bottom Line approach would thus enable us to 
begin examining and quantifying our overall contribution to society, a considerable part of our value as 
an institution. There are aspects of our operation which directly assist the community through projects 
and partnerships between faculties and schools and the community or business organisations. In 
addition to this are the contributions our graduates make as they move into the workforce, particularly 
if they have been engendered with the tools required for sustainability during their study.   
 
 
But what about our environmental responsibility? As we have stated earlier, if the institution teaches 
courses on resource management and environmental sustainability, then it should ‘practice what it 
preaches.’  Managing resources in an environmentally friendly way is a major undertaking and it will 
be important in measure how the institution is moving towards achieving the goals it has set itself. To 
effectively measure performance along the environmental dimension serious consideration needs to be 
given to incorporating some aspects of the Triple Bottom Line approach. The Balanced Scorecard, 
while enabling us to measure stakeholder aspects of performance, doesn’t include this environmental 
component. Therefore if a tertiary institution is going to adopt the “green” philosophy, it will have to 
go beyond the Balanced Scorecard. .  
 
Both the Triple Bottom Line and the Balanced Scorecard place a heavy emphasis on financial 
measures. The Triple Bottom Line concept incorporates global economic influences into its 
philosophy. This is of particular relevance to many tertiary institutions at present. There is no doubt 
that with the shrinking government dollar invested in tertiary education today that other sources of 
revenue are being sought. Global markets have become, not only the source of exports for the corporate 
business sector, but also a source of revenue for the tertiary sector. Our viability seems to be becoming 
increasingly dependent on this for survival. Many of us are exporting our qualifications either by 
bringing increasing numbers of international students to our institutions; developing exchange 
programmes with overseas universities; developing overseas campuses, or developing on-line courses 
via the Worldwide Web. In New Zealand our Government have set a goal to grow the export education 
market from its current state of 0.708% of GDP to 2% by 2011. The Balanced Scorecard would enable 
us to measure our performance in this area in the same way we would any other product, Triple Bottom 
Line allows us to consider it in the global context.  
  
It is clear that all three dimensions, the social, the environmental and the economic will be critical for a 
sustainable campus but an important outcome will also be balancing all three bottom lines. To achieve 
this it is necessary to find not only new forms of accountability, but also new forms of accounting. 
Elkington (1999:18) is quick to point out that this does not mean that every aspect of the organisation’s 
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performance needs to reduced to a ‘common currency’ of money values. However in order to measure 
performance effectively, it is necessary to find accurate, useful and credible indicators of progress in 
terms of economic prosperity, environmental quality and social justice (Elkington 1999:18). Economic 
performance should increase as environmental and social objectives are met. As Dr Rodger Spiller, 
Executive Director of the New Zealand Business Council speculates, “our view is that corporate social 
responsibility both increases general welfare and enhances the market economy” (Jayne, 2001). 
 
So how would we adopt Triple Bottom Line concepts? Landcare Research Limited in New Zealand 
offer an advisory service to private and state-owned organisations wishing to implement Triple Bottom 
Line reporting. Holdsworth (2001) lists four key steps which an organisation does in taking on board 
the Triple Bottom Line approach: 
 
�� establishes its own values in relation to social, environmental, and economic issues, 
�� determines the performance issues of importance to its business and its stakeholders (staff, 

customers, shareholders, communities, suppliers, insurers, etc), 
�� integrates the above to establish a set of key performance areas, indicators, and targets, and 
�� measures and openly reports performance, with external verification to increase trust.  

 
It is our view that the Balanced Scorecard concept can be used in this process. The next section looks at 
the model we have developed following investigation of the Balanced Scorecard and Triple Bottom 
Line approaches to performance management.  
 
 

Our Model 
 
One key phrase learned at a recent forum on performance measurement was “adapt not adopt”.  We 
consider this as a very important little slogan during the investigation and subsequent development of a 
model for performance measurement with a sustainability factor for a tertiary institution.  
 
The foregoing discussion has outlined two specific tools for strategic performance management. There 
are merits in both tools, in particular the fact the stakeholders and customers were a critical part of the 
evaluation process. We decided to see if it was possible to adapt some aspects of both and form a new 
five-point model. See Figure 2. 
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         Figure 2 

 
 
Taking many elements from the balanced scorecard our model also introduces an additional 
environmental component. This will be measured as a distinct perspective from the traditional balanced 
scorecard perspectives of learning and growth, internal processes, customer and financial. The concept 
of sustainability is central to our model and is encompasses in our vision and strategy that flows 
through to all five perspectives.  
 
In examining the linkages between perspectives we have adapted Kaplan and Norton’s (2001) cause 
and effect diagram - Figure 3. This outlines the relationships between perspectives and the link to the 
vision and strategy.  
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Figure 3 

 

 
Figure 4 

 
 
An important part of determining appropriate measures for the scorecard relates to how an organisation 
creates value. The concept of value chain analysis is not unique to the balanced scorecard, however, 
used in this context enables analysts and managers to understand not only the internal business 
processes but also organisational competencies and sources of competitive advantage – see figure 4 
above.  



 

 

Possible measures: 
 
Financial perspective 
 
�� Return on Assets (% and $ value) 
�� Total Debt : equity 
�� Operating cost : EFTS ($) 
�� Net Surplus : EFTS 
�� Income (Ministry of Education Bulk funds & Non Government funded ($)) 
�� Total Income ($) 
�� Percentage income non-government funded (%) 

��Triple bottom line 
 
Customer perspective 
 
�� Student Satisfaction (mean score overall satisfaction with services and facilities) 
�� Sequal Evaluation Instrument (Overall mean – Course and Teaching) 
�� Graduate Survey (Graduate outcomes - % employed, % further study, % unemployed, mean 

starting salary) 
�� Customer profile - EFTS 
�� E Ed O  
�� Retention Rate 
�� Customer Acquisition (no of new students recruited) 
�� Market Share (% of Tertiary education students) 
�� International students (number and profile both by Campus) 

��Industry survey (mean score overall industry satisfaction with UNITEC graduates) 
 
Internal perspective 
 
�� No of programmes offered 
�� Min of Ed - Funded EFTS course classification 
�� No of completions 
�� Library Statistics (membership, no of issues, new books added, periodicals subscriptions – hard 

copy and online, information requests) 
�� New Programme Approvals 
�� Programme Reviews (number and %) 
��Research output (number of weighted outputs, international research, internal/external funding) 
 
Environmental perspective 
 
Efficient use of key physical resources - faculty usable floor area (m2):EFTS 
   - Gross Education area (m2):EFTS 
Development of a sustainable campus management plan and accompanying performance measures 
�� Curriculum - % of programmes that teach sustainability principles and practices 
�� No of new programmes that incorporate sustainability (100%) 

�� Contribution to sustainability locally, nationally, and globally through research (no of projects, 
impact assessment) 

�� Campus Management  
�� Heating, air conditioning, water use;  
�� cleaning 
�� waste management 
�� transportation 
�� procurement 

�� Campus development  
�� design 
�� construction 
�� maintenance 

�� Communications  
�� Sustainability indicator - attitudes and values - included in current survey instruments 
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Learning and growth perspective 
 
�� Staff satisfaction - (survey) 
�� Staff retention - (turnover) 
�� Staff qualifications (% of staff with postgraduate qualifications) 
�� Research publications/presentations 
�� Professional development (% of staff with Professional Development Plans, % of professional 

development plans completed) 
�� Staff Awards 
�� Employee productivity (crude measure - EFTS per staff member) 
�� Information systems -  
�� no of computer workstations,  

��Ratio EFTS/workstations 
�� No of online courses 

��No of student logons authorised. 
 
 

Implementation 
 
In searching the literature for examples of organisations’ experiences in implementing the Balanced 
Scorecard and Triple Bottom Line tools we found very little, especially on the latter. However if there 
is one word to sum up the experiences of organisations it is “communication”. While it may be the 
senior management’s responsibility to work out the organisation’s mission, vision and value 
statements, getting buy-in from the rest of the organisation is imperative. People need to agree on what 
is being measured and why.  
 
One example is Manukau City Council. Gatt (2001) tells of the decision to introduce the Balanced 
Scorecard into the service delivery function first. The initial City Services ‘Success Scorecard’ took 
some 19 months to develop. Over the first six months intensive activity took place in gaining 
agreement on the four Scorecard perspectives. Next they developed Goal Teams. These groups took a 
further three months to identify goals and measures. It was another four months before an initial Group 
Scorecard was published and then a further seven months before Scorecards were introduced for each 
business unit. The following year they began the consultation process to design and build a Council 
Strategic Scorecard. This took into account key stakeholder feed back – the citizens and customers of 
the Council. Gatt reports that the path has not been smooth. She says that the Council is still struggling 
with the strategic scorecard. The reason Gatt observes, is because outcomes in the Citizen and 
Customer perspective, “(such as city image) are notoriously difficult to measure if accountability for 
results is to be assigned.” That may be a problem tertiary institutions could encounter! 
 
Another example is from the tertiary sector - Curtin University of Technology.  
Liston (1999) explains seven key steps in their implementation process – 
 
�� Developing a strategic framework: top down approach 
��Developing a corporate framework as a template for all other framework 
��Development of a framework for Teaching and Learning, Research and Development and 

other major central functions around Curtin’s value statements 
��Development of frameworks at the operational level 

�� Determining how the importance of developing operational frameworks will be 
communicated and marketed 

�� Considering how key processes might be developed/re-engineered so that they reflect and 
underpin the framework approach 

�� Determining the current position and current stakeholder/client views 
�� Developing policies to influence behaviour and underpin University commitment to the 

strategy 
�� Developing key targets 
�� Developing measures. 
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While this list is comprehensive Liston is careful to point out some issues to ensure a successful 
implementation. It is not possible to list them all here but it is perhaps appropriate to say that 
communication is the most vital. Liston suggests that “a team approach with leaders on the road show 
who have the skills to facilitate participation of staff at all levels, and who are championing the 
framework, will facilitate smooth implementation. This was certainly a very clear message at the 
Institute for International Research forum. Other issues include a commitment to provide resources for 
the processes and practices critical to the success of the scorecard.  
 
At Ohio State University, Stewart and Carpenter-Hubin (2000-2001:42) speculate that translating the 
Balanced Scorecard into the complex world of academic is a challenge. It is their view that scepticism 
exists on campus regarding the notion that a university’s performance can be measured quantitatively. 
Obviously from experience they have seen the distrust in institutional evaluation schemes, such as 
ranking systems this has engendered amongst academics. However they believe it is possible that the 
Balanced Scorecard process can move the discussion of performance management from an externally 
driven concern at a product marketing level for image and rankings to an internally driven concern at 
the strategic level for improved institutional effectiveness.   
 
Information on the implementation of the Triple Bottom Line methodology appears to be even more 
scarce, and seemingly non-existent within tertiary education institutions.  The experience of Landcare 
Research Limited in New Zealand has been that the approach requires buy-in at the senior management 
or board level as well as considerable commitment across the organisation. Landcare also recommend 
that a “Triple Bottom Line champion is identified within the organisation who has full management 
support and adequate resources to lead the project” (Holdsworth, 2001). 
 
Our own experience to date, has been only to the point of being involved in the early discussion for 
redefining the mission, vision and values of the organisation and defining the critical strategies for the 
next ten years. The next step will be senior management’s agreement on the key goals so that we can 
begin to ‘champion’ the model we have developed. At this point the institution has agreed in principle 
to developing further the sustainable campus philosophy. We are already committed to qualifications in 
resource management, sustainable horticulture and environmental engineering. The next phase within 
course development will be to incorporate threads of the sustainability philosophy into a wider range of 
courses.  The implementation of a system of performance measurement along the lines described in the 
preceding section will be an important issue for the planning office. It seems to be generally recognised 
that our current system is outdated and ineffective so hopefully the new model will achieve early buy-
in by senior management.  
 
 
 

Conclusion 
 
As stated at the beginning of this paper, our institution is undertaking a total review of its mission, 
vision and strategic direction for the next decade. Rolling out of this will be the opportunity for the 
planning team to review all the objectives and performance measures to be associated with the new 
organisational goals. Some discussions had taken place previously with the Audit Office suggesting 
that the institution might consider the Balanced Scorecard approach. In following up on their 
suggestion and the sustainability focus of the institute’s new strategic direction, our attention was 
directed to investigate options for performance measurement.  
 
This paper has discussed some broad concepts of what sustainability means as well as the importance 
of meeting customer needs and adding value to their experience in tertiary education. It has outlined 
how a strategic approach may be taken to measure institutional performance in respect of the 
environmental, stakeholder and financial perspectives. The outcome has been a model that incorporates 
both the philosophies of the Balanced Scorecard and Triple Bottom Line approach to performance 
measurement. In concluding it is important to re-emphasise that this is a model only at this stage. It will 
now be our task to “sell” it to our organisation and then begin the process of development and 
implementation through extensive consultation.  
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