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II Abstract Abstract 

Abstract 

 

The research was strongly driven by the personal interest of the researchers in 

climate change and in how NGO-Business Partnerships can effectively address the 

urgency of climate change. The goal was not to provide a new framework for 

designing partnerships, but rather to analyse an existing, thriving benchmark, and to 

look at opportunities to maximise the outcome of the partnership in relation to 

climate change.  

This study therefore explores and assesses interactional difficulties of climate 

change- related NGO-Business Partnerships by analysing the case of WWF‟s 

Climate Savers Programme and thereby seeking to understand how NGOs can 

address these difficulties in order to move closer to their goals. The methodological 

approach applied is built around a single-case study design and primary data 

gathered through eleven semi-structured in-depth interviews supported by 

documentation. 

 

Key findings of the study supported the assumption that WWF has changed its role 

in society over the past ten years in that it has become more professional and 

collaborative towards businesses. Although interactional difficulties exist between 

NGOs and their business partners due to differences in communication, operation, 

and power distribution, this study revealed that the partners of WWF‟s Climate 

Savers Programme feel that they have a high impact on mitigating climate change. 
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IV Executive Summary Executive Summary 

Executive Summary 

 

This thesis explores and assesses interaction difficulties of climate change-related to 

NGO-Business Partnerships. More specifically, it treats the case of WWF‟s Climate 

Savers Programme to understand how NGOs can address these difficulties in order to 

move closer to their goals. WWF is a prosperous example of an environmental NGO 

which has climate partnerships as part of its portfolio. The partnership model 

represents an alternative way for different stakeholders to accomplish common 

societal goals contributing to the mitigation of climate change. NGO-Business 

Partnerships constitute an innovative approach to tackling the pressing issue of 

climate change at. The different parties can bring together their respective 

competencies and resources and thus jointly overcome the urgent matters moving 

society today. 

Three sub-questions have been selected to assist in answering the main research 

question. These seek to explore the changing role of NGOs and how this 

development affects NGO-Business Partnerships. They further aim to explore the 

way in which WWF, through the Climate Savers Programme, can improve its impact 

on global climate change. 

The key findings from this single case study include the strong support for the 

assumption that WWF, and NGOs in general, have changed their role in society over 

the past ten years. They have become more professional and more collaborative in 

their approach towards businesses, which in turn is of great benefit for partnerships. 

Interactional difficulty still seems to exist for there are some inherent and complex 

challenges concerning NGO-Business Partnerships, such as differences in 

communication, operation and power distribution. However, this study discloses 

information pointing towards a trend of opportunities outweighing challenges and 

thus an impact on climate change through collective action in the form of 

partnerships.  

Finally, the thesis provides practical recommendations on how to further develop the 

Climate Savers Programme. It is recommended that WWF should support existing 

partners to a larger extent in their transition towards carbon neutrality, while at the 

same time attracting further partners to the programme. Ultimately, goals should be 

harmonised and improved through better communication with the partners.   
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9 Introduction 

1 Introduction  
 

The incremental increase in importance of the Corporate Social Responsibility (CSR) 

concept has led to an intensification of the debate around partnerships between the 

various societal sectors. (Seitanidi, 2010, p. 11) Businesses and Non-Governmental-

Organisations (NGOs) have become major actors in the promotion of social and 

economic development largely because of a decline in the role of the nation-state in 

the context of an increasingly “globalised” international economy. Multinational 

corporations (MNCs) and major domestic industries have in the past gained 

increasing economic and political power. The push for more responsible business 

practices has caused some corporations to seek out NGOs as partners to help them 

implement solutions to the most pressing social problems. NGOs have acquired the 

expertise to become instrumental in addressing social challenges but lack the 

required means and financial resources to carry out their projects efficiently and in a 

sustainable manner (Bendell, 2010, p. 3).  

 

Bringing together the respective competencies and resources, partnerships between 

businesses and civil society can be of assistance in overcoming many of the urgent 

matters moving society today. Despite the complexity associated with this change 

and behaviour in practice, progress and innovative solutions are vital to ensure large- 

scale and long-term success. In this regard, partnerships between NGOs and 

businesses have gained increased attention during the past years. There is a growing 

consensus among companies that taking action on climate change is a responsible 

and forthcoming business decision. Climate change is driving a major transition. It is 

a shift that will create both – opportunities and challenges, winners and losers – one 

that alters existing markets and simultaneously creates new ones (Hoffmann and 

Woody 2008, pp. 2).  

 

The World Wide Fund for Nature (WWF) is one of the most thriving examples of 

environmental NGOs in Europe with climate partnerships as part of their portfolio. It 

is associated with renowned companies such as Coca Cola, IBM, Novo Nordisk, 

Volvo and Tetra Pak. For WWF, representing the NGO part of the association, the 
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main goal with these partnerships is to live within the ecological limits of the planet 

(Dalberg, 2008, pp. 260).  

The problem identified in this context is, however, that none of the three 

stakeholders, the state, private sector or civil society, is working effectively enough 

to mitigate climate change at large. NGO-Business Partnerships constitute an 

innovative approach to tackle this pressing issue.  

This thesis serves to assess the interactional difficulties of climate-related NGO-

Business Partnerships. For the purpose of a thorough and constructive study, the 

analysis is delimited to the case study of the WWF Climate Savers Programme (CSP) 

in Denmark and Sweden.  

 

In the following, Chapter one will identify the research question and thus the goal 

and delimitations of the study. Chapter two will explain the methodological 

approach. Thereafter Chapter three provides a detailed review of the literature. The 

theoretical background of this thesis is put forward in Chapter four. Chapter five 

constitutes a thorough analysis of the findings of the study. Finally, Chapter six 

provides a discussion and recommendations for the case organisation and finishes 

with a recapitulation of and conclusive remarks to the study. 

1.1 Problem identification and research question  

 

Recent societal changes have been criticized in the literature using arguments such as 

that the profit and not-for-profit sectors do not have any democratic mandate to act in 

this sphere (Cannon, 1992, p. 37). NGOs do not only operate in ways similar to the 

market because they are privately owned and independent, but also operate in ways 

similar to the state because they must contribute to the common good. Occupying 

this third area in society creates tensions and contradictions in everyday functioning 

that NGOs cannot ignore and that at times may even threaten their survival. 

(Frumkin, 2002, pp.1)  

Currently, there is a gap in the literature in regards to the changing nature and 

professionalisation of NGOs, and to the implications the respective developments 

have on NGO-Business Partnerships (McKinsey & Company, 2001, p. 29; Tunçer et 

al, 2009; Kamaat, 2004).  On the one hand, NGOs have well-developed skills in 

analysing and assessing environmental problems, but often lack knowledge and 

capacity in terms of how to effectively resolve them, especially regarding the 
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understanding of the complex functioning of the economic and social systems within 

which both the problem and the potential solutions exist. On the other hand, 

academia has a long history of experience in these related areas, but is seldom 

involved in actively creating and promoting solutions. Capacities seem to be missing 

in the same way as mechanisms for joining these knowledge areas in order to design 

tools that can successfully resolve the environmental crisis (Tunçer et al, 2009, in 

Bendell, 2010 p. 92). 

The problem, hence the topic for this thesis, was identified in dialogue with the 

supervisors. Consequently, the following research question was formulated and will 

serve as a guide throughout the research: 

How can WWF address interaction-related difficulties in the Climate Savers 

Programme in order to move closer to its goals? 

The thesis aims to address the above-stated problem of how to tackle climate change 

through the three sub-questions stated below: 

1) How has the role of NGOs changed in society over the last decade?  

2) How does the changing role of NGOs affect NGO-Business Partnerships? 

3) In what way can WWF, through the Climate Savers Programme, improve its 

impact on global climate change?  

These questions will be reflected in the structure of and answered throughout the 

study. 

1.2 Scope and delimitations  

 

This study focuses on the changing role of environmental NGOs and the implications 

this has on interactions within NGO-Business Partnerships. Hence, it does neither 

assess the role of other types of NGOs (such as development, humanitarian etc.) nor 

that of the state in depth. Further, the assessment is based on qualitative data 

gathering and does not reveal quantitative primary findings. For the purpose of 

conducting an in-depth case study on WWFs International Climate Savers 

Programme, Denmark and Sweden are chosen as comparable samples. Nonetheless, 

the report does not aim to arrive at a universally applicable solution for partnerships 

as such nor does it claim to be relevant for the private sector in the developing or 

least developed countries. It merely focuses on NGO activities in the North. Root 
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causes for issues in the partnership, as i.e. differences in motives and goal alignment, 

are taken into consideration in order to explain interactional difficulties imminent 

from within environmental partnerships. Even so, the purpose is not to solve the 

issues but rather to provide insights in order to hopefully contribute to fewer 

problems, to goal alignment, and consequently to a more efficient way of reaching an 

elevated outcome. Moreover, changes concerning the role of NGOs in the last decade 

and resulting challenges and opportunities in environmental partnerships are being 

highlighted. Tying into the latter, approaches to solving the root causes of 

interaction-related difficulties are presented in Chapter five. However, the goal is not 

to provide a new framework or completely new ways of designing partnerships, but 

rather to analyse an existing, successful and scalable benchmark and to look at 

opportunities to maximise the outcome of partnerships.  
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2 Methodology  

 

The objective of the Methodology Chapter is to provide a description of the research 

framework this Master Thesis is build upon to address the research question and sub-

questions. Firstly, the scientific research approach will be defined discussing 

ontological and epistemological considerations elucidating the assumptions that the 

researchers have about the nature of reality and about the best way to investigate in 

it. Additionally, the methodological weighting provides and accounts for the strategy 

used in the realisation of the research. Then the framework for collecting, exhibiting 

and interpreting the primary findings is presented. Lastly, validity, reliability and 

generalisability of the research is elaborated upon. 

2.1 Scientific research design 

 

The subsequent section seeks to explain the study‟s philosophical approach to social 

science. Positioning the study within social science is considered imperative as it 

addresses the way research is conducted. (Neuman 2000, p. 64) This influences the 

data required, the data gathering, and the analysis of the collected data for this study. 

However, it does not prohibit the researchers from staying open-minded within the 

research process to add value to the outcome of the study. 

Quantitative and qualitative research constitutes different approaches to social 

investigation and carries important epistemological and ontological considerations. 

Epistemological considerations largely impend in considerations of research strategy. 

These evolve mainly around the desirability of employing a natural science model (in 

particular positivism vs. interpretivism), whereas ontological considerations, 

concerning objectivism vs. constructivism, also constitute important dimensions of 

the quantitative – qualitative contrast. (Bryman, 2008, p. 27)  

 

In that regard, different social science theories can be drawn upon. Each of these 

theories reflects different perspectives, problems and reasons as to why a topic is 

worth studying. The alternative approaches that have emerged over time are, 

according to Neuman (2000), positivism, interpretive social science and critical 

(constructivist) social science. All the approaches state that social sciences aim to 
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construct systematically gathered, empirically based theoretical knowledge through 

public processes that are self-reflective and open ended (Neuman, 2000, p. 86). 

Despite being idealized, simplified models they assist in the formation of complex 

arguments.  (Neuman, 2000, p. 65)  

 

This thesis is driven by less radical mainly ontological assumptions while 

epistemological assumptions are taking into consideration. Accordingly knowledge 

is, first and foremost, regarded as a subjective social construct but it is also assumed 

to be influenced by relationships between constituent elements. Further, knowledge 

creation is understood as a process in which new findings are added to the already 

existing body of knowledge. It can be argued that the constructivist social science 

approach is the most appropriate one for the study of NGO-Business Partnerships. 

The essence of social constructivism is particularly that reality constitutes a social 

construct and is in that way formed by people rather than objective and external 

factors. Neuman (2000) argues accordingly that the main advance of this perspective 

is anti-positivist and anti-interpretive. This interpretive approach treats people‟s ideas 

as more important than actual conditions and focuses on localised, micro-level short-

term settings. Although the majority of researchers does not adopt this approach, 

community action groups, political organisations and social movements frequently 

use it. Hence, it is considered suiting the present study of climate change related 

NGO-Business Partnerships well. The extended case method is an example of critical 

social science applying reflexive science to field research. This type of research 

states that social research should be a dialogue between the researcher and the people 

studied. Thus, inter-subjectivity is not only assumed to exist among scientists, as in 

positivism; rather it also occurs between the researcher and the people under study. 

(cf. Burawoy, 1998 in Neuman, 2000, p. 82) Characteristic features of reflexive 

science are primarily the interaction of the researcher with subject-participants and 

the subject-participants‟ view of the world in specific situations. The researcher 

collects many views from individual subjects and specific situations, combining and 

fitting them into broader social processes. The extended case method strives in 

contexts in which people try to resist or reduce power distinctions and domination. It 

highlights conditions of emancipation in which people come to question or challenge 

the external forces of power and control under which they live rather than situations 
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where people are dominated and have little control over their lives (positivist 

science). (ibid) 

 

Both the Danish and the Swedish society are ranked among the most feminine 

cultures in that they emphasise good relationships and co-operation, charity and 

modesty. (Hofstede, 1994) Scandinavian society is highly emancipated rather than 

dominated. Therefore, following the definition provided in Neuman (2000), the 

extended case method, thus the analysis of NGO-Business Partnerships, is of 

increasing importance. It reveals evidence for society questioning traditional ways of 

interacting. This argument is based on the assumption that the concept of NGO-

Business Partnerships is a human creation primarily existing in the social world and 

therefore should be understood as a concept, which is subject to constant change and 

development. The changing relationship will be considered in the Literature Review 

and theory chapter focusing on interaction-related concepts. The implication is that 

the level of knowledge sharing is highly dependent on the actors‟ relationship and 

interactional difficulties.  

Various views from individual subjects and specific situations will be gathered in 

order to gain a deep understanding of what constitutes the interaction pattern among 

those partners. It will further assist in arriving at recommendations for a broader 

social movement within the framework of the respective case. 

2.2 Methodological approach  

 

The philosophical approach together with the phenomenon studied determined which 

methodological approach to use in this thesis. In this thesis an iterative research 

strategy is applied, denoting that inductive and deductive reasoning is employed in a 

continuously evolving process where the empirical data from the induction links to 

the theoretical insights from the deduction, implying that the authors, through the 

applied research strategy, not only learn that B follows A, but also the process by 

which A produces B. (Bryman, 2008, pp. 10) The thesis has its point of departure in 

inductive reasoning, where the problem under investigation was identified in the case 

organisation WWF. Deductive reasoning then identifies, prioritises and selects the 

most suitable and relevant concepts, in relation to the recognised case issue. 
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In this regard, the two general approaches available in social research are the 

quantitative and the qualitative research (Bryman 2008, p. 393). For this study the 

qualitative research approach was chosen to describe attributes or characteristic 

values verbally instead by means of numbers (cf. Appendix 1).  

 

The theoretical research strategy design is of single case study nature as defined by 

Yin (2009), which highlights how the outcome of the study is related and dependent 

on the point of view of the participants as well as their contextual understanding. 

Besides subjectivity on the participant side, the availability of data in general is 

influencing the researchers‟ aim. It can pose hurdles in terms of accessibility and 

time. Theory and methods have been developed on a continuous basis during the 

writing process of this thesis. (Yin, 2009, p. 50) 

2.3 Research strategy  

 

The qualitative research approach used in the context of this study has been a case 

study and several interviews. This approach was chosen with the intention to gain an 

in-depth understanding of the case to be studied within a real-life setting. There are 

different approaches to case study designs. The interpretive design is used to assess 

the interactional difficulties in the partnerships of WWF‟s CSP in Denmark and 

Sweden. Thus data describing the characteristics of the case is obtained. Therefore 

this interpretive study can be classified as descriptive. The descriptive research 

design is structured and specifically designed to measure characteristics in research 

questions. Descriptive case studies highlight aspects of the case using explicit 

theories or pre-existing conceptual categories (Yin, 2009, pp. 19). The nature of a 

descriptive case-study is accounted for throughout the thesis by trying to obtain not 

only information on the particular features of interactional difficulties but also 

connecting it to the changing role of NGOs and the effect on NGO-Business 

Partnerships. Moreover, the collection of data concerning the impact of NGOs in 

relation to partnerships is reflected in the review of literature and theoretical 

frameworks which points out data collection in the right direction. (Yin, 2009, pp.19) 

The decision in favour of the case study approach was made based on the research 

purpose which focused on the analysis of detailed data, relationships and processes 

within the Climate Savers Programme of WWF in Denmark and Sweden. In 

addition, the descriptive design strategy of a single case is appropriate to the research 
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questions which aimed to answer the question of how WWF can address interaction-

related difficulties in the Climate Savers Programme in order to move closer to its 

goals. The case study strategy makes it possible to provide better knowledge and 

understanding of the crucial decisions made in NGO-Business Partnerships. 

Therefore the descriptive and more specifically embedded case study approach was 

considered to be the most suitable research strategy (Yin 2009, p. 40). The rationale 

for this is that the single case involves more than one unit of analysis and several 

subunits. In this study, this means that only the Climate Savers Programme of WWF 

is being analysed. Yet, there are several partnerships within this single programme. 

Through sampling the embedded units, Denmark and Sweden, were chosen (cf. 

McClintock, 1985 in Yin 2009, p. 50). It is important that the researchers do not only 

focus on the subunit level and then fail to return to the larger unit of analysis (Yin 

2009, p. 50). Hence, a comprehensive review of literature will be presented in 

Chapter three. Throughout the data collection period of approximately four months 

the researchers constantly relate back to the research design to assure knowledge 

synthesis in accordance to the research question as illustrated in Figure 1 below. 

 

 

 

 

 

 

 

Figure 1: Doing Case Study Research (Based on Yin, 2009, p. 1) 

In the planning phase, NGO-Business Partnerships were identified as the research 

area and the research question and sub-questions were formulated (cf. Chapter 1.1, p. 

12). The research area is strongly driven by the personal interest in climate change 

and in how cross-sector collaborations, NGO-Business Partnerships, can effectively 

address the urgency of the matter (cf. Bryman, 2008, pp. 70). The planning phase 

further involves the assessment of different research methods, understanding the 

strengths and limitations, ultimately arriving at the selection of WWF‟s Climate 

Savers Programme as the study case. Based on this step the case study design is 
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chosen (single, multiple, holistic, embedded), which identifies the case and 

establishing the reason-being (Yin 2009, pp. 47).  This includes the establishment of 

case selection criteria as well as the sample selection (ibid). The third and the fourth 

step are interrelated, namely the preparation and the data collection phase. In the 

preparation phase, case study material and documentation is collected and different 

NGO-Business climate Partnerships screened for the study (ibid). In the data 

collection different sources of evidence can be chosen from according to Yin (2009, 

p. 102; Yin 2009, p.114): documentation, archival records, interviews, direct 

observations, participant observation, and physical artefacts. During the preparation 

phase feedback is sought from supervisors and interview participants to ensure that 

the data collection phase is taking the right course. Meanwhile, a constant review of 

the research design ensures that the data collection constantly focuses on the design. 

In general, there is a constant looking back to the planning and preparation phase due 

to the iterative nature of the study (cf. Chapter 2.2, p. 16). After gathering the data, it 

is analysed relying on prior theoretical propositions and findings from the Literature 

Review and theory and it is combined with the primary findings. The sixth and last 

step is to share this study with WWF Denmark and Sweden and to offer sufficient 

evidence to the reader to reach an own conclusion while at the same time providing a 

critical discussion on the outcome of the research project and recommendations 

linked to the research question (Yin 2009, p. 164). 

2.4 Data collection  

 

In the following section, the procedure for data collection is presented including a 

description of each of the methods used and discussions of the relevance of the 

chosen methods in relation to the philosophical background presented above. 

2.4.1 Presentation of data collection methods 

According to Yin (2009, p. 102) there are six data collection methods in empirical 

social research in relation to case studies. Figure 2 below summarises the strengths 

and weaknesses of each of the respective methods. 
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Figure 2: Six sources of evidence: Strengths and Weaknesses (Yin 2009, p. 102) 

 

Interviews are chosen as the primary and documentation as the secondary data 

collection method. This way of combining several methods to consider the case from 

a wide array of perspectives is an important process in strengthening the validity of 

the case study research as will be explained in section 2.4.1.3.  

2.4.1.1 In-depth interviews 

Interviews are among the most important sources of case study information gathering 

and constitute guided conversations rather than structured queries (Yin 2009, p.106). 

Several interviews were chosen as one data collection method for this work. 

Interviews are qualitative techniques commonly used in business research to gather 

information. In the context of this study the interviews needed to be performed to 

gain in-depth, detailed information in order to be able to explore the answers to the 

research questions. Interview can be conducted orally, in written form, by telephone 

or other means of communication (e.g. e-mail, internet, Web TV, fax). The 

interviews in this study were in-depth, neutral, non-standardised interviews with a 

guiding checklist. (cf. Yin 2009, p.107)  
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This particular technique of collecting qualitative data through interviews allows 

respondents the time and scope to talk about their opinions on a particular subject. 

The focus and scope of the interview was sent to the interviewees in advance and 

was sub-divided into three main blocks which correlate with the researchers‟ main 

areas of interest: (1) Background questions, (2) Partnership Questions, (3) Role of 

NGOs in the Climate Change Debate (cf. Appendix 2 - 6). The objective of using this 

technique was to understand the interviewee's point of view for the purpose of a 

comparative analysis seeking consistency rather than to make generalisations about 

social behaviour (Neuman, 2000, p. 427). The questions sent and asked in the course 

of the interview were open-ended (but suggested by the researchers) but would also 

arise naturally during the interview. The aim was to establish a conversation in which 

both parties felt comfortable. It was up to the interviewer to decide whether she felt 

that it was appropriate to ask a question. The wording of the questions was therefore 

not necessarily the same for all respondents. This method thus led to a positive 

relationship between the interviewer and interviewee and embraced a high validity. 

Respondents had the opportunity to talk in detail and depth and the reasons behind 

some actions could possibly be revealed as the interviewee was able to speak with 

little guidance from interviewer. The interviewer could investigate areas suggested 

by the interviewee's replies picking-up information that had either not come to mind 

or the researcher had no prior knowledge of (Yin, 2009, pp.106). Finally, the 

interview was unproblematic to record (audio tapes). The recording of interviews 

was of great assistance for it corrects limitations of the researchers‟ memory and 

allows for a more thorough examination and interpretation of what the respondents 

said. It further opened up data to public scrutiny by other researchers, facilitated to 

counter accusations and allowed data to be reused. (Bryman, 2008, p. 451) 

2.4.1.2 Documentation 

Documentation is used as a secondary source for data collection, for it is a precise 

source providing quantitative, repeatedly reviewable data. Annual Reports, 

magazines for members and internal material obtained through the respondent of the 

interviews are helpful sources in assessing the case and in critically assessing the 

conducted interviews. However, the access to these sources was deliberate and 

limited in that the researchers were dependent on the information provided publicly 

or by the interviewees. Further, arguments for the use of documentation as a 
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complementary data collection method to in-depth semi-structured interviews will 

subsequently be provided in the section on triangulation. 

2.4.1.3 Data triangulation 

The triangulation of methods and the use of multiple sources of data were of 

assistance in managing the philosophical assumption within social constructivism, 

that gaining direct access to reality is challenging. Yin presents four different types 

of triangulation that can be used to make the findings and conclusions from a case 

study more convincing and correct: data, method, investigator and theory 

triangulation. In this thesis data triangulation is used, meaning that data is collected 

from different sources (annual reports, web pages, internal material) and from 

different stakeholders with various attitudes towards WWF and the CSP.  

By collecting data from different sources, the researchers gain a more precise and 

complete view and are able to differentiate information that is agreed upon from 

information that differs between sources. Apart from using multiple sources of data 

the researchers triangulate methods, meaning that various methods such as 

interviews, questionnaires, literature and document reviews are used to gather data. 

Triangulation has therefore helped the researchers to amplify the credibility and the 

validity of the results and to overcome limitations of a single method (cf. Patton, 

2002 in Yin, 2009, p. 116). Another benefit of triangulation is that it helps to 

overcome the non-standardised character of the semi-structured interview and the 

validation of the content of what the interviewees state. This is important because the 

researchers have no real way of knowing whether a respondent is telling the truth 

about the partnership or whether the answers are more subjective to the individual or 

party (NGO vs. business). The cost level of a partnership imposed by WWF can, for 

example, be regarded negatively without taking into consideration why an NGO 

would issue it. In order to overcome the criticism and the evident weaknesses of this 

data collection method, documentation is used as a complementary method. 

Information from off- and online literature is a supportive part of the research in 

order to get access to most recent publications. As the topic is novel and its 

associated concepts have not yet been incorporated into official subject headings, the 

internet was helpful in finding written sources. Nevertheless, there is reason to 

believe that many important studies are in progress or, if completed, have not yet 

been published. 
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2.5 Data presentation 

 

This section identifies the case and issue under investigation including a description 

of the case selection criteria, the body of literature and theory necessary for the study 

and the case related target group for the data collection.  

2.5.1 Case Selection Criteria  

The purpose of this study is not to generalise to a wider sample of cases since the 

belief is that there is little point in trying to find a typical case for a case study. The 

need is rather to find a valid and challenging case that provides room to further 

develop theory. Therefore, the strategic case selection required considerable 

groundwork to identify the characteristics of a large number of cases in order to see 

which ones satisfied the selection criteria for this particular study. This is a typical 

process in qualitative research, and judgment is used to select the sample. Research 

results are used to describe, critically assess, develop and adapt the chosen theories 

and frameworks. (Yin, 2009, p. 114) 

Thus research is conducted to collect, evaluate, and provide more empirical data on 

interaction difficulties in NGO-Business Partnerships and to show the implications as 

well as the dynamics of those partnerships in a global world through the single but 

exceptional case of the CSP. The aforementioned interviews will have a strong focus 

on the NGO perspective by embedding a set of questions that will primarily relate to 

NGOs in the partnership context. Nonetheless it will be of equal importance to take 

into consideration the business perspective in order to better understand the 

interaction of the two parties.  

In order to conduct an in-depth, comparative analysis, the scope was narrowed down 

in four key steps: 

(1) Focus on NGO-Business Partnerships, inherently excluding the state 

(2) Environmental/ Climate Partnership  

(3) Significant, exceptional case drawing on different theoretical models 

(4) Single partnership programme that allows for scale and/or involves many 

projects. 

Before the initiation of the study, the researchers agreed that it would be interesting 

and valuable to apply the knowledge gained throughout the two different master 

studies to a real life case. Hence, the authors selected the WWF, an NGO that is 
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operating in a sector that the researchers have special interest in that is not explored 

from top to bottom and that is experiencing rapid growth in the Western world. In 

addition the WWF is considered to be a European pioneer in NGO-Business climate 

Partnerships. The decision to work independently from WWF Denmark was taken in 

order to allow the researchers and respondents of the interviews to be critical and 

independent in their data collection and analysis. 

2.5.2 Selecting the case and determining the issue for investigation  

As a result of the previously established selection criteria, the state was excluded 

from the study because the topic chosen focuses on partnerships between NGOs and 

businesses as an alternative way of addressing weak points of the state. In the 

following environmental partnerships were selected for research has revealed that 

environmental issues are of equal importance for both parties are also extremely 

relevant in today‟s society. To do justice to the importance of the topic but at the 

same time to narrow it further down, WWF was identified as a case organisation 

since it is the leading and most thriving environmental NGO in Europe. Small NGOs 

are considered to be equally important but data is scarce, transparency is low and the 

time frame is too limited to make a case in comparison to the level of exception.  

2.5.2.1 Exceptionality of the Climate Savers Programme  

The focus on WWFs CSP derives from the significance of the CSP and the driving 

and facilitating role for change it assumes in NGO-Business Partnerships in the 

climate change context. The exceptionality of the CSP corresponds to the first three 

out of four case selection criteria. The programme is based on the cooperation with 

the private sector, hence excludes the state and focuses on the urgent matter of 

climate change. Furthermore, the CSP is a very good study case since it requires the 

researchers to draw on different yet complementary existing theories in order to fully 

understand its approach. WWF, as the case organisation, possesses a professional 

and remarkable partnership portfolio. By fostering an intensive relationship with 

companies before allowing a strategic partnership to be signed and by sticking to its 

vision and mission and not taking in e.g. oil companies, WWF has established an 

exceptional partnership model. In that way, it is also noteworthy that although WWF 

is turning non-compatible companies down, as mentioned above, the NGO is still 

able to assume high bargaining power when negotiating with businesses and has 

contributed to furthering of innovative climate change cooperations. Therefore the 

CSP deserves to be investigated upon.  
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What is more, the CSP also provides a very interesting study case for it has been 

implemented more than a decade ago, was one of the first of its kind and can 

therefore show results. But also the change over time of the programme based on 

gained partnership experience by WWF can be observed by investigating this 

agreement. Even though this study will focus on the CSP at WWF Denmark, 

supported by evidence from WWF Sweden and partners, findings have the potential 

to be scalable.  

2.5.2.2 A single yet scalable partnership programme  

The fourth and last selection criteria involved the possibility for scaling of the 

findings. The fact that this is a single case study should not exempt the thesis from 

being beneficial to the same programme in other countries, or other WWF climate- 

related programmes. This is because it is a critical, independent study useful for 

WWF as well as its partners and potential partners at all WWF locations executing 

the CSP. The outcome of the study can hence not only contribute to the analysis and 

prospective improvement and multiplication of WWF CSP partnerships in Denmark 

and Sweden but it can also serve as a critical, yet positive, reflection on NGO-

Business partnerships. 

The reason why Denmark and Sweden were chosen as study locations is because the 

Nordic countries assume a leading role in environmental protection and highly 

contributes to the mitigation of climate change through innovative technical solutions 

and business models. Therefore the study will concentrate on WWF in Denmark as 

the primary study case. Since Denmark does only have limited partnership 

agreements, Sweden was chosen in order to validate and provide supplementary 

evidence for findings. Both countries have environmental partnerships with WWF 

within the Climate Savers Programme. Further, within the programme there are, 

despite the importance of the companies, only few partners worldwide. To reach 

scale and make a more comprehensive case, these two very similar countries have 

been selected for the study. The analysis in Chapter five of this paper will encourage 

and support the previous reasoning for the case with a contextual stakeholder 

analysis as well as a case analysis. 

2.5.2.3 Selection and application of theory and literature 

The purpose of selecting and applying theoretical and conceptual frameworks is to 

gain a deeper understanding of the general theoretical anchor of this study in order to 

move forward in the analysis answering the research question. The reflections of the 



 

 

25 Methodology 

Literature Review are based on the case study selection and set the scene for the 

selection of theories. Selected theories matching WWF‟s CSP will be outlined 

separately and relevant findings for this research will be highlighted. A few theories 

have been selected for this purpose, departing from the movement of a principal-

agent towards a principal-stewardship paradigm and a framework on NGOs‟ 

strategies for the participation in the mitigation of climate change. These theories 

have been chosen in order to understand interactional processes and especially 

difficulties as well as the partnership selection in advanced NGO-Business 

Partnerships.  

2.5.3 Case related target group for interviews 

In the following section, the target group selection for the interviews is visualised. To 

the target group for the in-depth semi-structured interviews belong those from 

Denmark and Sweden who are directly and indirectly linked to WWF‟s CSP as well 

as a limited number of independent experts for critical, unreserved data collection 

purposes. In detail this means that respondents are the employees in charge of the 

CSP at WWF Denmark and Sweden, the partners of WWF in Denmark and Sweden 

and companies associated otherwise with this partnership or member companies.  

The reason for interviewing the previously defined target group is to obtain in-depth 

data and views and highlight recent developments in order to be able to critically 

assess theory and existing literature and provide the answers to the research 

questions. The interviewees were selected and clustered according to their 

relationship with the WWF Climate Savers Programme as depicted in Figure 3 

below.  

 

Figure 3. Interviewee selection 
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The interviewees closest to the CSP and thus most valuable to obtain information 

about the programme itself were on the one hand WWF in Denmark and Sweden 

themselves and on the other the partners in Denmark and Sweden, as previously 

identified in the scope of the study. WWF as the case organisation was interviewed 

in two locations to obtain primary and verify secondary data and to ask the right 

questions in order critically analyse the CSP. In order to comply with the request, 

WWF Denmark will not be quoted directly in the following. Direct first-tier CSP 

partners interviewed are Novo Nordisk in Denmark and Tetra Pak in Sweden. 

Indirect Partners are CODAN and DONG Energy. Second-tier partners are those not 

having a partnership agreement with WWF‟s CSP but are, nonetheless in constant 

consultation with the organisation and assist Climate Savers partners in achieving the 

goals agreed upon with WWF, thus acting as facilitators. This role made the latter 

companies, despite not being part of the programme, a very meaningful target for 

interviews. 

The two most outer rings of Figure 3 provide evidence for interviews carried out 

with other parties involved in NGO-Business Partnerships in one way or another. 

One group depicts the consultancies interviewed. By interviewing COWI in 

Denmark the objective was to identify the difference in nature and services provided 

by an environmental consultancy. Through interviewing the Haga Initiative 

(Hagainitiativet) in Sweden the goal was to understand how a business driven 

climate network, facilitated by an environmental consultancy, varies from WWF 

CSP. These interviews are also supposed to assist in assessing whether it can be 

valuable for WWF to be seen or compared to a consultancy by critics or whether it is 

disadvantageous. Three independent NGO experts were interviewed with regard to 

NGO-Business Partnerships in order to obtain input on partnerships from 

practitioners. One of the experts, Alexander Rose, used to work for a comparable 

organisation (The Nature Conservancy) but is not anymore. Miguel Alves, the 

second expert interviewed by the researchers, is a professor in non-profit 

management and social entrepreneurship at the University NOVA of Lisbon, 

Portugal and the head of the social entrepreneurship institute (IES) of Portugal. The 

third expert is the CSR Manager of CARE Denmark, which recently started to launch 

more advanced NGO-Business Partnerships in the environmental and climate change 

context but with a focus on developing countries. 
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2.6 A framework for evaluating the primary findings  

 

The findings from the interviews completed are summarised and analysed according 

to the topics covered during the interrogation in the Contextual Stakeholder Analysis, 

in Chapter five. Distributed in advance, the interviewees received an interview-guide 

(cf. Appendix 2 - 6). The key results of the interviews can be distinguished by taking 

into consideration high and low scores in the different categories subsequently 

elaborated upon. Further, reoccurring patterns where the different parties – NGOs 

(WWF), first- and second-tier partners, consultancies and experts – agree on the 

same points are identified. Thus the researchers show how ideas about interactional 

difficulties were developed and regularities and patterned relations from pre-existing 

theories and primary findings deduced. (Neuman, 2000, p. 427)   

2.6.1 Categories and evaluation of the findings 

The semi-structured interviews were based on three building-blocks: introductory 

questions, partnership questions and NGO-related questions. The introductory 

questions may be used to enrich the analysis but may not be taken into consideration 

because they were rather used as „warm-up questions and are thus important for a 

better understanding and for setting the stage for the interviews but not for the study 

per se.  

According to Figure 3, the interviewees were clustered into five groups: (1) NGOs 

(WWF Denmark and Sweden), (2) First-tier partners (Novo Nordisk and Tetra Pak), 

(3) Second-tier partners (DONG Energy and CODAN), (4) Consultancies (COWI 

and the Haga Initiative), and (5) Experts/ others (Alexander Rose, Miguel Alves and 

CARE Denmark). 

The partnership set of questions is evaluated based on three categories: opportunities, 

challenges and impact. These categories explore the potential the interviewees see in 

partnerships as well as the challenges they consider to be necessary to overcome and 

finally the impact NGO-Business Partnerships have on climate change.  

The NGO-related set of questions is evaluated based four categories: the importance, 

professionalism, changing role and consultancy role of NGOs. In doing so, the 

relevance of NGOs and whom they are important to are being assessed. Furthermore, 

the professional level of NGOs in a partnership context is explored and their 
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changing role in an internal and external context is evaluated. Finally, the 

consultancy role of NGOs in today‟s society will be addressed.  

These two sets of questions have been developed in order to answer the sub-research 

questions as well as the main research question of this study. The NGO-related set of 

questions contributes to providing an answer to the first sub question on the changing 

role of NGOs in society. However, since the interviews were non-standardised, parts 

of the answer may also be found by taking into consideration the changing role of 

NGO-Business Partnerships or other categories from the partnership related 

responses. The latter is also relevant in answering the second sub question treating 

the effects the changing role of NGOs has on NGO-Business Partnerships. Evidence 

for this question is also provided in regard to the opportunities, challenges and 

impact created by partnerships. The third question is more analytical and therefore 

requires the outcome of the interviews but is also closely linked to the review of the 

documents, the literature and theoretical approaches. Together these three sub 

questions aim to provide an answer to the main research question tying into the 

possibilities to overcome challenges in terms of interactional difficulties and thereby 

moving closer to the ultimate goals of WWF‟s CSP increasing the impact on climate 

change mitigation.  

The evaluation is carried out in three steps. Firstly, the findings from the interviews 

are clustered according to the categories. Afterwards the results are weight up on an 

ordinal scale ranging from zero to five, zero being no answer and five very high 

evaluations (0 = no answer (N/A), 1 = very low, 2 = low, 3 = medium, 4 = high, 5 = 

very high). The scores are based on the strength of the arguments and the level of 

attention dedicated to the various topics during the interviews. Thirdly, the graphs 

deriving from the assessment are used to explain the outcome of the study to 

interpret the results and to answer the research questions. A significant result is 

defined as follows: the difference has to be greater than one. 

2.7 Reliability, validity & generalisability 

 

The ideas of validity, reliability and generalisability can be seen as conflicting to the 

social constructivist field of research as they imply that there is one objective (true) 

reality that can be agreed upon. Nonetheless, in order to assure the significance of the 
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study to the general public, these terms are useful to convince examiners of the added 

value provided by the study. 

2.7.1 Quality standards  

A well-structured research should pay attention to three important things: reliability, 

validity and replicability. In order to obtain a high reliability, triangulation was 

chosen by means of interviews and documentation. The interview with experts was 

conducted in order to close the gap of knowledge and reveal new developments and 

how they are seen and evaluated by independent experts whereas the interviews with 

WWF and their partners were more revelatory for the specific case and only to a 

certain extent universal. The interviews with secondary partners were useful to show 

alternative approaches to and limits of the particular partnership. The interview guide 

was sent to the respondents two to five days in advance, which gave them 

opportunity to pre-check ambiguities of any matter. The choice of the semi-

structured interview with a guiding checklist provided the respondent with the 

flexibility to answer in a free, non-constraining manner. The interviews were held in 

English (only in some cases in German or Swedish) and revealed surprising, 

previously unconsidered aspects. Since all interviews were recorded, in accordance 

with the interviewees, transcripts and translations in English exist for each one of 

them. The review of secondary data consisted of different sources, mainly non-

confidential, in order to be able to find relevant information.  

 

To address validity, the researchers have made comprehensive investigations within 

the theoretical fields of NGO-Business Partnerships and interactional difficulties, 

looking broadly at all available theories. No choices or interpretations have been 

made without considering other alternatives or viewpoint on the subject under 

investigation. Furthermore, it can be argued that the triangulation of methods and use 

of multiple sources of data have contributes to the validity of the study by enabling 

for the researchers to view the case form different perspectives. As mentioned above, 

a social constructivist approach to social science assumes a difficulty in establishing 

reliability. The argument is that no two interview encounters will ever be the same 

due to impact of contextual factors. (Bryman, 2008, p. 458)  

 

Lastly, the generalisability of constructivist research relies on whether the concepts 

and constructs attained from the study are relevant to other situations and settings.  
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This is reflected in the case selection criteria aiming at the scalability of the study. 

The strategic NGO-Business Partnership model of the CSP can be relevant to WWF 

in other countries and in other programmes as well as to NGOs striving to establish 

similar partnerships or moving their existing programmes to the next level. 
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3 Literature Review 

 

Before starting to examine the case, the related research field needs to be studied. 

The purpose of the Literature Review is to identify gaps in current knowledge and 

thus to avoid reinventing the wheel and carrying on with possible false past 

assumptions. In addition, this study builds on existing knowledge and ideas. Thus an 

increase in the researchers‟ extent of comprehension of the subject area is ensured. 

(cf. Bourner, 1996, p.8) 

 

The review outlines, to begin with, a brief overview of partnerships as an emerging 

academic field. Subsequently, the working definition of an NGO and business is 

provided followed by a presentation of how NGOs as well as the private sector view 

the concept of collaborating with one another. Interaction-related difficulties and 

their relation to the success of the partnerships are then closely reviewed and further 

examined to understand the concepts and how they have been treated empirically and 

theoretically. In order to accomplish this, the existing literature on the partnership 

concept between NGOs and businesses will be explored including factors such as 

opportunities, challenges and criteria for success. Finally, the changing role of NGOs 

affecting NGO-Business Partnerships is elaborated upon, including concepts like 

professionalisation and marketisation. 

3.1 Partnerships as an emerging academic field 

 

Seitanidi reasons that tri-sectoral divide of society is present “where three sectors - 

public, private and [NGOs] - co-exists, is currently the predominant societal model 

employed”. (Seitanidi, 2010, p. 2) The public sector has realised that the private and 

the NGO sector hold the skills and resources needed to perform some of the roles 

presently undertaken by the state and public agencies. (ibid) Both businesses and 

NGOs have become major actors in the promotion of social and economic 

development largely because of a decline in the role of the nation-state in the context 

of an increasingly globalised international economy. Transnational corporations 

(TNCs) or MNCs and major domestic industries have gained increasing economic 

and political power over the last decades (Bendell, 2010, p. 38). Power was shifted 
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from governmental institutions to the private sector. Research has shown that TNCs 

are responsible for about 25% of the Earth‟s gross national product, putting 

unprecedented resources at their disposal. Because of their ability to have far 

reaching activities, there is an increasing sense that the private sector has a 

responsibility to promote inclusive economic development (Bendell, 2010, p. 128). 

Seitanidi lists different forces that have contributed to the emergence of partnerships 

and distinguishes between macro and micro ones. The macro forces are 

globalisation, the declining role of the state, empowerment of businesses, the IT 

revolution, empowerment of civil society organisations and changes in consumerism. 

Meso forces include the crisis of legitimacy, government deficits, the decline in trust 

levels, increased levels of sophistication in funding and the institutionalisation of 

CSR. (Seitanidi, 2010, pp. 15) 

Partnerships are a way of engaging the private sector in projects in which it has an 

interest, rather than simply receiving funding from a corporation that could withdraw 

its support at any time. The push for more responsible business practices has caused 

some corporations to seek out NGOs as partners to help them implement solutions to 

development issues. Bringing together the respective competencies and resources for 

greater good governance, business and civil society can help to overcome many of 

the present day societal challenges despite the traditionally rather conflicting than 

cooperating situation of the two sectors. (Bendell, 2010; Austin, 2000; Seitanidi, 

2010) 

3.1.1 The emergence of the partnership concept  

Bendell (2010) discovers that “the appetite for partnership is strong with 90 percent 

of corporate executive surveyed by the World Economic Forum indicating that future 

partnerships between business, government and civil society would play either a 

major role or some role in addressing key development challenges.” (2010, p. 13) 

Austin (2000) was the first academic to highlight NGO-Business Partnerships as a 

phenomenon by incorporating previously well-known terms such as philanthropy and 

sponsorship into the partnership field. These partnerships were described as the 

“collaboration continuum”, a framework including two parameters; the degree of 

intensity and the interactional structure between the NGO and the business (Austin, 

2000, p. 21). Derived from this framework, Austin argues that one can distinguish 

between three different stages of partnerships. Those are firstly, the philanthropic 

stage; secondly, the transactional; and thirdly, the integrative stage (Austin, 2000, p. 
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13). Today a higher relationship form termed „integrative partnership‟ has emerged, 

where partnership develops from being peripheral (philanthropic stage) to more 

strategic (integrative stage) (Seitanidi, 2010, p. 14). The philanthropic stage is still 

the most common relationship today. Here, businesses primarily make a financial 

donation to the NGO. (c.f. Neergaard et al, 2009; Seitanidi, 2010, p. 14) The 

transactional stage involves specific common activities and a two-way exchange of 

e.g. knowledge and other valuable resources. The integrative stage is a small but 

growing field, which includes elements of combining values, missions and strategies 

within the partnership framework. (Seitanidi, 2010, p. 14)  

3.2 The NGO vs. business approach to partnerships 

 

NGOs are part of a sector also referred to as the voluntary or charitable sector. 

Traditionally the term „NGO‟ has been used to refer to radical non-profits such as 

Greenpeace and Friends of the Earth. (Seitanidi, 2010, pp. 7) The main focus of 

NGOs is the promotion of public interests. They are characterised as being 

organised, independent, non-for-profit and voluntary organisations (ibid).  

NGOs tend to view companies as unreliable, dominated by economic self-interest, 

while companies in turn see NGOs as marginal „do-gooders‟ who cannot manage 

their finances. (Bendell, 2010, pp. 140) Companies further view NGOs as being too 

idealistic and not having enough discipline to function in the market. This has led to 

stereotyping on both sides translating into mutual suspicion and resistance to change 

(c.f. Bendell, 2010, pp. 140; Neergaard et al, 2009, pp. 11). Businesses fear that the 

time and money devoted to the partnership will divert their attention from producing 

goods and services which would benefit their owners and employees (Bendell, 2010, 

pp. 140). 

Businesses, as opposed to NGOs, are profit-oriented. The growing influence of 

business in nowadays society has increased the demand for a more institutionalised 

form of corporate social responsibility. There is a call for companies to operate in a 

responsible way. (c.f. Solomon, 2004, pp. 4; Seitanidi, 2010, p. 11) Doh (2009) 

argues that NGO-Business “Partnerships are one of the most exciting ways 

organisations implement CSR today”. Direct and ongoing engagement with NGOs is 

more likely to occur when a company has more advanced stages of CSR policies in 

place. (Doh, 2009, p. 125)  
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Visser provides a guide for how a company can reach an advanced stage of CSR. His 

starting point is that CSR “has completely failed to avert or even substantially 

moderate the negative impact of business in society.” (Visser, 2010, p. 1) Against 

this background, Visser explores the need for a new model, the CSR 2.0, where the 

purpose of business is re-defined into „serving society‟ and where CSR becomes part 

of the company‟s core business rather than gaining a peripheral status like it often 

has today. According to Visser, the reason why CSR has failed is due to three 

„curses‟; the first curse is that until today CSR has been incremental in its approach. 

There is nothing wrong with continuous improvement as such, but micro-step CSR is 

not enough to keep up with the sustainability crisis the world is facing. It fails in 

terms of speed and scale. The second curse, peripheral CSR, fails due to the fact that 

CSR in many companies only has a marginal role and function which in many cases 

means limited action and thus impact. Thirdly and finally, CSR is uneconomic since 

it is lacking a short-term business case. CSR only pays off in the long-term in 

contrast to the short-term basis that the economy and business has today. (Visser, 

2010, pp. 2) 

3.3 Partnership definition & typology 

 

In their literature review on cross-sector social partnerships (CSSPs), Selsky et al 

note that the terminology for partnerships varies, and they consequently list a whole 

range of different types; social partnerships, inter-sectoral partnerships, social 

alliances, management alliances and strategic partnerships. (Selksy et al in Seitandi, 

2010) Waddok defines social partnerships as “involving a commitment in terms of 

time and effort [...] meaning to work together to solve problems affecting everyone 

and requiring active rather than passive participation from all actors” (Waddok, 1988 

in Seitandi, 2010, p. 18).  

Wilson et al include in their definition what motivates the partners in the 

partnerships. Their definition serves as the main partnership definition throughout 

this thesis. According to the authors “a partnership should seek to achieve an 

objective that no single organisation could achieve alone”. This definition includes a 

so-called collaborative advantage demonstrating that “the risks and benefits of the 

venture need to be shared, so when success is achieved all partners are better off” 

(Huxham, 1993 in Seitanidi, 2010, p. 11).  
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Bendell (2010) highlights three generations of partnerships. This three-step typology 

serves as one of the main analytical frameworks for the thesis and is further 

elaborated upon in the theoretical section 4.2.2.1. The first generation of partnerships 

involves financial contributions from businesses to the NGO. This includes some 

sharing of benefits but with little risk for the business or commitment beyond the 

financial donation. The second-generation partnerships are those in which partners 

commit to change their internal operations in line with the objectives of the public 

interest organisation. Financial contributions are involved but the main focus is on 

the operations of corporate partners. Within third generation partnerships, partners 

seek to change their external operating contexts in order for them to better support 

internal changes for the public goal and to encourage non-partners to do the same. 

Seeking partnerships is only part of the issue. The most important step is setting them 

up and making them effective and functional. (Bendell, 2010, pp. 139) 

3.3.1 NGO perspective  

According to Neergaard et al (2009) philanthropy dominates NGO-Business 

Partnerships. Philanthropy is also closely associated with the first out of Bendell‟s 

three generations of partnerships (Bendell, 2010, p. 139) Empirical evidence so far 

suggests that the majority, roughly 90-95%, of existing NGO-business partnerships 

in Denmark can be found within this first type of partnerships. (Neergaard et al, 

2009, p. 10) This goes hand in hand with the conclusion from reports by Dalberg 

(2007, 2008) and PWC (2007). The interviewed trade organisations also support the 

fact that the majority of NGO-Business collaborations in Denmark historically have 

been of a philanthropic character. To a great extent this is still the case. (Neergaard et 

al, 2009, p. 10) Even though theory suggests that the added value created from more 

integrated partnerships (third generation partnerships) is the greatest for both partners 

(c.f. Rondinelli and London, 2003; Bowen et al, 2008), very few of these more 

advanced partnerships exist in Denmark. Danish trade organisations emphasise that 

there has been a rise in interest in CSR and cross-sectoral partnerships among NGOs 

as well as companies in recent years; however, the effect of this interest is still to be 

seen. (Neergaard et al, 2009, p. 10) Initial findings of Neergaard et al (2009) further 

suggest that NGOs or companies rarely engage in more progressive partnerships 

without having previously been involved in philanthropic or joint marketing 

partnerships. The assumption is that organisations learn and develop their capabilities 

for partnerships along the way through successes as well as failures. Moreover, the 
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authors suggest that size does matter. Advanced and strategically significant 

partnerships are rather prevalent among large and medium-sized NGOs and 

businesses than among small ones. The reason is that these partnerships require 

significant resources in terms of manpower, finances and investment in knowledge 

creation. The majority of Danish NGOs is small in size, which could be a natural 

explanation as to why there are relatively few advanced partnerships in Denmark. 

(Neergaard et al, 2009, pp. 10)  

3.3.2 Business perspective 

There is also a more business-adapted framework for partnerships. This is the 

“transactional”, “transitional”, “transformational” partnership typology inspired by 

leadership literature (Bowen et al, 2008, pp. 15; Lang et al, 2010, p. 404). The 

simplest version of this typology is transactional engagement, where companies are 

“giving back” to the community, mainly through financial means, knowledge and 

communication. It is a one-way transfer from the company to the NGO. The 

transitional engagement builds bridges between the sectors and is based on a two-

way communication between the company and the partnering NGO; however, the 

company still holds the main control over the process. This changes once there is a 

movement towards the final stage of engagement behaviours (transformational 

engagement). Here, the NGO and business share the control over a process, trust 

each other to a larger extent while engaging in community involvement that aim to 

“Change Society”. (Bowen et al, 2008, pp. 15) 

3.4 Implications of interactional difficulties 

 

The literature often views conflicts or challenges in partnerships as a fact of life, 

consequently suggesting ways of resolving the conflict. Others suggest that the 

increased interaction between the sectors has resulted in an „isomorphism‟ 

phenomenon where the differences between the two partners have slowly 

disappeared – which in turn has decreased the risk for conflict. (Seitanidi, 2010, p. 

144; Bowen et al, 2008)  

Doh (2009) points out structural and value-based differences as potential obstacles in 

a partnership. “It is important to note that engagement in a cross-sector alliance 

presents challenges for both corporate and NGO participants since corporations and 

NGOs have different structures and values.” This has led companies and NGOs to 
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mistrust each other. (c.f. Neergaard et al, 2009) Partnerships often face an additional 

challenge because organisational learning requires some level of common 

experience, a condition that is often weak or missing in these types of alliances. The 

lack of common experience, trust and communication can sometimes result in 

conflict. (Doh, 2009, p. 127; Rondinelli and London, 2003; Yaziji and Dou, 2009; 

Neergaard et al, 2009) 

Doh (2009) distinguishes between risks and challenges associated with partnerships 

for businesses and NGOs. When businesses partner with NGOs there is a certain 

degree of risk connected to confidential information sharing (e.g. R&D, strategic 

plans and internal audits), just like when companies disclose policies for joint 

ventures. Doh (2009) argues that companies should have strict guidelines for 

partnerships with NGOs. Moreover, when a company advertises a partnership with 

an NGO, it tends to draw more attention and scrutiny from the public and press. In 

the worst case, the public might accuse a company for involving “greenwashing” in 

the partnership (Doh, 2009, p. 134). Berger et al (2004) identify several “mis-es” that 

characterise six problems deriving from these partnerships: misunderstanding, 

misallocation of costs and benefits, mismatches of power, mismatched partners, 

misfortunes of time and mistrust (Berger et al., 2005, pp. 58).  

One typical problem related to misunderstandings between parties is connected to 

output measurements and goal-setting. A “goal” from a business point of view is 

normally associated with a quantifiable way of measuring targets. For NGOs on the 

other hand, it can have a somewhat weaker meaning and is often connected to long-

term goals rather than short-term business goals. (Waddell, 1988, p. 194)  

Literature on NGO-Business Partnerships has pointed to differences in missions 

between the two sectors as important barriers for collaboration. (c.f. Neergaard et al, 

2009; Bowen et al, 2008) The Danish study conducted by Neergaard et al in 2009 

shows that NGOs tend to focus on ethics, ideals and core causes, while businesses‟ 

focus more on business practice and on adapting to the competitive environment. 

These fundamental differences in world-views can separate them and consequently 

exemplify a collaboration barrier.  

A common belief is that there is a lack of knowledge about the opportunities 

partnerships can lead to. Moreover, there is a lack of comprehension where fitting 

partners exist (Neergaard et al, 2009, p. 11). What is more, both, NGOs and 
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companies often still base their perceptions of the other party on old stigmata. (Ibid)  

Trust has been determined to be a critical component of successful cross-cultural, 

business-to-business relationships and it is assumed to be the same for NGO-

Business Partnerships. Trust, prior experience and perceived interdependence all 

appear to influence decisions by companies and NGOs when considering a 

collaborative relationship (Yaziji and Dou, 2009, p. 126; Doh, 2009, p. 127; 

Rondinelli and London, 2003).  

3.4.1 NGO perspective  

NGOs‟ collaborations with businesses are a potential solution to one of the main 

challenges that NGOs are facing, namely material resource scarcity and lack of 

funding and thus the achievement of their goals and missions. NGOs may also 

experience reputational and legitimacy gains since some are still perceived as 

nonflexible and inefficient. An affiliation with a company may mitigate and change 

some of these perceptions. However, there is a high risk that the NGO will suffer 

reputational costs and accusations if softening their position in exchange for 

donations from companies. It is therefore important for many NGOs to maintain 

independence and autonomy while engaging with businesses (Doh, 2009, p. 137).  

Although the comparative advantage of NGOs is often criticised Degnbol-

Martinussen suggests that NGOs are more flexible in the way they organise and 

work; they are less bureaucratic and adapt better to local conditions. Further, their 

staff and members are highly motivated by working in accordance with their ideals 

and principles. Lastly, NGOs are better in observing actual outcomes because they 

are closely connected with society (Degnbol-Martinussen, 2003, pp. 157). For the 

present study, these arguments are viable because they indicate basic reasons why, 

from a NGO perspective, businesses should engage with them. 

According to Lang et al, NGOs engage in partnerships for three main reasons:  

(1) Resource-oriented social cooperations (conventional donations and 

sponsoring monetary and in kind but also by providing time, logistics, 

contacts/ influence – additional resources to improve the assurance of work 

(fundraising). 



 

 

39 Literature Review 

(2) Competence oriented social cooperation (for pro bono-services - companies 

as free service providers; for “know-how transfer”- companies as coach; the 

“power to act” is central as well as “capacity building“). 

(3) Addressee oriented social cooperation (Central is the relationship quality of 

people from different lifestyles/ backgrounds.) (Lang et al, 2010 in Seitanidi, 

2010, p. 407) 

 

NGOs understand themselves as service providers for companies looking for the 

right cooperation partner on site; they assist in the management of corporate 

volunteering and cooperation projects and act as development agencies which are 

active themselves and pave the way step-by-step for new social cooperations. 

Thirdly, they promote dialogue platforms that try to encourage networking among 

local actors; this activity is financed through for example membership fees, 

volunteering and project investments (Lang et al, 2010, p. 416). Motives of NGOs 

tend to be „altruistic‟ while businesses tend to pursue partnerships out of „self 

interest‟ and to improve or, enhance reputation and image or attain credibility by 

associating with a NGO (Seitanidi, 2010, p. 40). 

3.4.2 Business perspective 

From the business perspective, collaborating with NGOs is good for several reasons. 

Waddell (1988) uses a win-win or mutual gain perspective pointing out eight 

different functions that NGOs are providing for businesses. These functions derive 

from a key characteristic of NGOs as intermediaries which are “building bridges 

between different worlds“: (1) risk management and reduction, (2) cost reduction and 

productivity gains, (3) new product development, (4) new market development, (5) 

human resources, (6) production chain organising, (7) building barriers to entry, and 

(8) change and creativity support. 

Doh points out four strengths NGOs can bring to corporations. These are legitimacy, 

distinct networks, technical expertise and awareness of social forces (Doh, 2009, p. 

127). Furthermore, he points out collaborative benefits deriving from partnering with 

NGOs; partnership may help the business to head off trouble, accelerate innovation; 

foresee shifts in demand, shape legislation and set industry standards (Doh, 2009, pp. 

127). Tully (2004) argues that the main motivation of business entering an 

environmental partnership is to “improve regulatory compliance in a cost efficient 

way”. Similarly the motivation for the NGO is to increase their regulatory impact 
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over government by attaching the commercial influence within the public sector.” 

(Tully, 2004, pp. 7) 

According to Bals et al (2005) the challenges for companies are threefold. Firstly, 

there is a reputational risk particularly for companies with brands (e.g. Greenpeace-

campaign against Shell). Then there is a regulative risk for companies including 

reduction in emission trade in their business model to work side by side with those 

benefiting from EU-emission trade. Lastly, there is a prosecution risk. This involves 

large sums of compensation (e.g. in tobacco or fast food industry). Often prosecution 

leads to a change in company behaviour, or else there is a risk of image loss. 

3.5 Considerations in building successful partnerships 

 

In a study by Borwanker et al (DFI, 2009, p. 327) three considerations regarding the 

successful building of partnerships between NGOs and the private sector are 

presented: 

 

(1)  The who (choosing the right partner); 

(2)  The why (the objectives that the parties to the partnership want to achieve); and 

(3)  The how (the dynamics of the working relationship).  

In the implementation stage of a partnership, the emphasis is placed on the process of 

partnership building and dynamics between the partners are identified. There are 

some critical steps in partnership building. One is to set a clear definition of goals.  

Secondly, it is important to build a good relationship based on mutual trust to obtain 

senior-level commitment to the partnership. Engaging in frequent dialogues as well 

as assigning professionals to lead the work is another important step. Finally, to share 

the commitment of resources and evaluate progress and results of the partnership is 

important to ensure the accomplishment of the previously agreed upon goals 

(Googins and Rochlin, 2000, p.133 in Seitanidi, 2010). 

For partnering to be a successful strategy for social change, it must evolve by 

addressing drawbacks and limitations (Bendell, 2010, p. 23). Bendell (2010) states 

that a partnership itself is neither good nor bad. The usefulness of the partnership 

requires continual attention by the involved practitioners to the public goals, wide 
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systems and personal intentions at play. According to Halper (2009), “the most 

successful and productive partnerships are those that do not resist change by trying to 

contain the partnership in a fixed format but rather accept, manage and even thrive 

on change as a key element in their partnering approach.” (Halper in Bendell, 2010, 

p. 19)  

3.5.1 NGO perspective  

Kanja and Kramer (2011) argue that the NGO sector frequently uses an isolated 

impact approach when addressing social issues. The isolated impact approach is 

oriented towards finding a solution to the social problem – where the solution is 

carried out by one single organisation. According to Kanja and Kramer, the main 

issue with this approach is that social problems often arise from the interplay 

between the various societal sectors and are therefore very complex. Complex social 

problems can only be solved by coalitions across sectors - with engagement of actors 

outside the NGO sector, e.g. companies. They call this approach collective impact. 

Collective impact is the “commitment of a group of important actors from different 

sectors to a common agenda for solving a specific social problem”. (Kanja and 

Kramer, 2011a, pp. 2)  

Waddell (2006) presents four strategies for how NGOs can influence businesses and 

thus increase their positive social impact. Instead of analysing the internal processes 

of an NGO, he examines the outcome of the interaction between NGOs and 

businesses. The four different strategies are as follows: (1) forcing change, (2) 

promoting change, (3) facilitating change, and finally (4) producing change. The key 

unit of analysis is not the NGO itself but the NGO strategy and its interaction with 

businesses. (Waddell, 2006, p. 3) The most advanced strategy, if NGOs aim to 

influence businesses, is the third one - to facilitate change. Here the interaction is 

characterised as being collaborative rather than confrontational, and the NGO 

business engagement strategy is driven and controlled equally by both parties. 

However, there is a danger that the facilitating change strategy can turn into „co-

optation‟, where the NGO becomes dependent on its corporate relationship. This 

danger is constantly present and needs to be taken into consideration at all stages. 

(Waddell, 2006, pp. 4)  
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3.5.2 Business perspective 

Hess, Rogovsky and Dunfee argue that in designing partnership initiatives, 

companies should seek for projects that are connected to the firm‟s core values and 

core competencies provide legitimate responses to moral pressures and set clear 

objectives and means of measurement (Hess et al, 2002, pp. 110). 

Pearce and Doh extend this idea by presenting five collaborative principles: (1) 

pursue a durable mission and participate over time, (2) leverage core capabilities, (3) 

contribute specialised services to a large-scale undertaking, (4) consider government 

support or minimise interference, and (5) assemble and value the total package of 

benefit (Pearce and Doh, 2005, pp. 30) 

3.6 Implications of the changing role of NGOs 

 

As NGOs play an increasingly important role in our society, it becomes even more 

critical for them to perform effectively (McKinsey, 2001, p. 5). In recent years, 

several NGOs have demonstrated an accelerated interest in management practices 

and principles that will help them build high-performing organisations (ibid). This 

development is called the marketisation of the non-profit sector. Marketisation 

describes the adoption of market discourse and practice in nowadays NGOs where 

business-like practices and discourses are becoming the primary way of running the 

organisations. Many scholars have noted the ways in which profit-driven, self-

interest and commercialism are dominating the ways in which society conceptualises 

how NGOs should improve (c.f. Brainard & Siplon, 2004; Eikenberry, 2009).  

NGO Incorporated is another concept trying to understand the increasing level of 

professionalism in nowadays NGOs. Similar to marketisation, this term explains how 

NGOs are becoming increasingly professional and “business-like” both in the way 

they manage their strategies and operations and use business language. (Heap, 2000, 

p. 4) INTRAC (1997) portrays the blurring boundaries and shifting identities 

between NGOs and businesses in the following way;  

“We see NGOs with no value base, as against commercial enterprises with very 

strong ethical values; certain non-profit organisations run counter to the traditional 

spirit of voluntarism; commercial consultancy competing with established NGOs to 

operate programmes in former „NGO territory‟, and NGOs setting up commercial 

consultancy wings” (INTRAC 1997, p. 7). 
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The reasons behind the professionalisation of NGOs, presented by practitioners and 

scholars, are many. The success of many NGOs has led to an increased demand for 

their services. To a larger extent, NGOs recognise that most of the issues that they 

are addressing - such as health, poverty and environment - will not be solved during 

our generation. Stronger and more stable NGOs capable of continuously addressing 

these important issues are thus needed. Moreover, NGOs constantly seek better and 

more efficient ways to reach their mission (McKinsey, 2001, p. 3) Cooley and Ron 

(2002) have described the issue of NGOs acting like business units as being the 

result of two developments; the increasing number of NGOs and the marketisation of 

that sector with the rise of competitive tending and renewable contracts given by 

governments vis à vis a wide-spread notion that private actors are acting under 

market-like conditions will always result in the most efficient solutions (Cooley and 

Ron, 2002, pp. 8). Eikenberry and Kluver (2004) claim, that the resource-

dependency theory explains part of this development. The authors point out the fact 

that NGOs depend on their environment and donors in order to survive. As the public 

sector becomes more and more reliant on NGOs to implement and provide public 

services, practices like contract competition and commercial revenue generation 

become more common among those organisations. Hence, NGOs adopt market 

strategies in order to ensure their long-term survival and view other NGOs as mere 

competitors in the same market. The same authors also add an institutional 

perspective to their analysis, stating that the recent marketisation is the result of the 

adoption of practices and procedures that are institutionalised in society. These 

practices are adopted in order to achieve legitimacy and support from external 

stakeholders. Thus, external demands have induced market practices and instilled the 

NGOs with market values which make them think and act like for-profit businesses. 

(Eikenberry & Kluver, 2004, pp. 132) 

The marketisation trend can be traced back to a broader societal development. 

Sangeeta Kamaat (2004) writes about how NGOs in the wake of the 21
st
 century are 

seen as the catalysts of growth and social development in a bottom-up discourse 

about economic development, where private actors are seen as superior at delivering 

social services. This results in NGOs stepping in into weak and poor states to take 

over the supply of these formerly public services. This bottom-up discourse is a 

result of an extensive struggle between neo-liberal and social democratic values. 

(Kamaat, 2004, pp. 155) 
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There are of course some risks associated with marketisation. A central concern is 

that it might weaken civil society (Eikenberry & Kluver, 2004, p. 138). As NGOs 

operate within a market economy, underlying values of the NGOs can be 

overshadowed by neoliberal economic values that seek to secure competitive 

advantage and other commercial aims. Others warn that marketisation can replace 

the voluntary spirit that traditionally has enabled them to have a rather unique 

societal role.  

Neergaard et al point out that in Denmark, the more professionalised NGOs are, the 

more likely they are to engage in partnerships with companies. Furthermore, if the 

partnerships are managed professionally they are more likely to succeed. This points 

to a recent development of NGOs becoming increasingly professional and to some 

extent more similar to businesses reflected in the way they operate, administer their 

strategic direction and in their human resource management. (Neergaard et al, 2009, 

p. 12)  
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4 Theoretical background  

 

This chapter outlines the theoretical foundation of the thesis. Two main theories have 

been selected, the principal-agent and principal-stewardship theory. These theories 

emphasise the interaction between the NGO and the business in a partnership, and 

will be outlined separately. The first theory elaborates on risk sharing, division of 

labour and the power relationship between a principal and an agent. The principal-

stewardship theory is used to close gaps that might arise when applying the principal-

agent theory on evolving partnerships. Following the discussion of the two theories, 

three analytical frameworks are introduced. These are: NGO strategies for 

influencing businesses, the three-generation typology of partnerships and finally a 

guide to ensure the highest possible impact from the partnership, the concept of 

collective impact. Overall it is argued that these three analytical frameworks are 

helpful in ensuring a successful transition from a principal-agent to a principal-

stewardship relationship between the NGO and the business. 

The purpose of the theoretical chapter is to gain a deeper understanding of the 

concept in order to move forward in the analysis and in answering the research 

question: How can WWF address interaction-related difficulties in the Climate 

Savers Programme in order to move closer to its goals? 

4.1.1 Agency theory 

Agency theory is an important but, at the same time, a controversial theory. 

(Eisenhardt, 1989, p. 57) At the heart of the theory the goal conflict is inherent when 

parties with different preferences engage in cooperative activities. (Eisenhardt, 1989, 

p. 63) The theory is directed by the agency relationship, where the principal 

delegates work to the agent, who then performs the work. The theory focuses on risk-

sharing and agency problems arising when collaborating parties have different 

attitudes towards risk, separated goals and the division of labour (Eisenhardt, 1989, 

p. 58). In NGO-Business Partnerships negative stereotypical perceptions about the 

other party tend to run deep on both sides. This can lead to mutual suspicion and 

resistance to change. NGOs often see themselves as the weak link in a partnership 

with companies. NGOs view companies as unreliable and, in turn, companies 
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perceive NGOs as idealists and undisciplined by the reality of the market place 

(Heap, 2000, p. 4).  

Agency theory is concerned with solving two problems that can arise in such a 

relationship. Firstly, there is the agency problem. This problem arises when the goals 

or desires of the principal and agent conflict or when it is difficult for the principal to 

control what the agent is doing. Then there is the problem of risk sharing emerging 

when the principal and agent have different risk attitudes and thus prefer different 

actions as a response to handle risk. The theory aims at identifying the most efficient 

contract governing the principal-agent relationship, given assumptions about 

organisations (e.g. goal conflict), people (e.g. risk aversion, self-interest) and 

information. (Eisenhardt, 1989, p. 58)  

Other issues connected to the principal-agent relationship are adverse selection and 

moral hazard. The problem of adverse selection occurs when one party acts 

opportunistically prior to entering into a contract. In a buyer/seller situation, the 

buyer does not know the real intention of the seller. (Eisenhardt, 1989, p. 65) In an 

NGO-Business Partnership, the parties do not know from the beginning what the 

other party‟s real intentions are. Does the company enter a particular partnership only 

for PR purposes (i.e. greenwashing) or are the incentives more meaningful? While 

business is perceived as caring only about the financial bottom-line, the NGO sector 

is typically seen as being concerned with poverty reduction, and more social or 

environmental goals. This has led to stereotyping on both sides translating into 

mutual suspicion and ultimately resistance to change. NGOs fear that partnerships 

with businesses would threaten their integrity and independence (Bendell, 2010, p. 

117). The moral hazard difficulty occurs when a party acts opportunistically after a 

contract has been signed. For example, after an insurance contract has been signed, 

there is a temptation to take advantage of and claim more from the insurance 

company than is justified in the contract. In an NGO-Business Partnership situation, 

the NGO normally perceives itself as the losing party because of the weaker 

bargaining power. Its members therefore believe that corporations enjoy most of the 

benefits of the partnership. In an IMF working paper from 2009, de Palma and 

Prunier use the principal-agency theory to examine the risks of public-private 

partnerships. An interesting aspect of the paper related to the desire of both sectors to 

limit their exposure to the risks involved in large-scale projects by allocating these 

risks - depending on who is best able to bear them - among themselves (preferably to 
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the other) or to a third party. An important dimension of risk has its root in the 

asymmetry of information between the partners. While the principal-agent model 

only allows for the agent to be better informed than its principal, de Palma and 

Guillaume stress the case where the principal can hold more information than the 

agent on certain aspects of the project. (Palma and Prunier, 2009, pp. 10) 

4.1.2 Strengths and weaknesses of the agency theory 

The principal-agents‟ theory‟s three important strengths are the broad applicability, 

the explanatory power and its solution-oriented focus. First, agency theory is 

applicable to a broad field of enquiry. The literature on agency theory began by 

examining agency relationships between managers of companies (the agent) and 

shareholders (the principal). Thereafter the agency theory has extended to 

relationships in a wide range of contexts. This broad application of the theory leads 

Sorrell et al. (2004, p. 41) to state that principal-agent relationships “pervade both 

markets and organisations”. Proponents urge the adoption of an agency theory 

perspective when investigating the many problems that exist in relationships that 

have a principal-agent structure. The second strength is the theory‟s explanatory 

power. For example, Wright states, “by narrowly focusing on the principal-agent 

relationship, and with a given set of assumptions, the contribution of this theory is 

that it provides logical predictions about what rational individuals may do if placed 

in such a relationship”. (Wright et al, 2001, p. 414) As a result, agency theory 

“provides a unique, realistic, and empirically testable perspective on problems of 

cooperative effort.” (Eisenhardt, 1989, p. 72) Finally, agency theory is focused on 

solutions to agency problems. The main contribution of agency theory is the insight 

that economic inefficiency is inevitable in principal-agent relationships. The theory 

turns naturally to considering the ways in which the relationship between agents and 

principals can be made more efficient. That is, agency theory focuses on improving 

the contracts between parties. 

Despite the obvious insights that agency theory provides into issues such as 

principal-agent problems, the theory has many critics (c.f. Mitncik, 1992 and Sorrell, 

2004). Critiques of the agency theory centre around two issues: its ability to 

adequately portray real-world situations, and the incompleteness of the theory. 
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4.1.3 Principal-stewardship theory 

Similar to agency theory, the principal-stewardship theory examines the relationship 

and behaviour encountered in and between different organisations when 

collaborating on a project. The theory examines collective, pro-organisational and 

contractual behaviour in which managers are no longer motivated only by a set of 

individual goals but are rather seen as stewards whose motives are aligned with the 

objectives of their principles. This theory is a bridge, or a „next step‟, deriving from 

the traditional principal-agent theory. Van Slyke describes the transition as “the 

manner in which NGOs are managed evolves over time from a principal-agent to a 

principal-stewardship relationship” (Van Slyke, 2006, p. 158). It rests on the 

assumption that long-term contractual relations are developed based on collective 

goals, trust and involvement. A set of shared goals between the contracting parties is 

fundamental for its success.  

The differences between the two, to some extent complementary theories, are 

summarised in Figure 4 below. In contrast to agency theory, a steward places more 

emphasis on collective instead of individual goals. Stewards are motivated by 

intrinsic reward, like e.g. trust, reputational enhancement, reciprocity, autonomy, 

stability and mission alignments. This theory also places value on cooperation since 

it is the steward‟s perception that the utility gained from contractually aligned 

behaviour is higher than the utility gained from individualistic, self-serving 

behaviour.  

Another difference lies in the agency theory‟s initial disposition of distrust. 

Stewardship theory also involves higher transaction costs than agency theory since 

the stewards need to be involved in the whole process; beginning with the problem 

definition to joint decision making and informational exchange. (Van Slyke, 2006, 

pp. 157-187) 
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Figure 4. Theoretical Tenets and Applications of Agency and Stewardship Theory (Van Slyke, 2006) 

4.2 Theoretical frameworks 

 

In this section three different analytical frameworks are presented. They are both 

practical and progressive in nature and have been picked because they support the 

transition from a principal-agent to a principal-stewardship relationship between 

businesses and NGOs. Moreover, they fit together since they build on one another. 

To start with, the framework for NGO strategies for influencing businesses can be 

viewed as a pre-requisite for the next framework - evolving partnership. NGOs that 

are approaching businesses in a collaborative rather than a provocative way facilitate 

rather than force change. As described in the Literature Review, the facilitating 

change strategy is preferred to other competing strategies since it better prepares for 

advanced NGO-Business Partnerships. Secondly, the evolving partnership 

framework explains how NGOs, by working together with companies, can move 

from the first generation of partnership to a more advanced stage by moving from 
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criticising, mobilising, engaging, building to finally transforming companies through 

partnerships.  

But why is this important? This thesis seeks to answer the question of how WWF can 

address interactional difficulties in order to move closer to its goals. As shown in the 

case description (section 5.3), the goals of the CSP are very ambitious since they aim 

at combating the climate change issue. To achieve these goals however, the WWF 

programme studied in this thesis needs a high impact level. Consequently, the two 

impact concepts introduced by Kanja and Kramer (2011) seek to explain how this 

can happen in real life. It is argued that WWF can more easily overcome difficulties 

and thus move even closer to its mission, vision and therefore its goals by striving for 

a collective rather than an isolated impact.  

4.2.1 A framework of NGO strategies to influence business  

Waddell (2006) presents a framework for analysing the interaction between NGOs 

and businesses from an NGO perspective. The author introduces “a framework of 

NGO strategies to influence business” to show how NGOs, as a consequence of their 

changing approach towards businesses, are moving away from the lower part of 

Figure 5 (Civil Society Insider). A general trend is that NGOs are moving from a 

confrontational spectrum, where they would try to force or produce change in 

businesses, towards the collaboration spectrum (Business Insider), where they try to 

facilitate change or promote change in collaboration with the businesses. (Waddell, 

2006, p. 1-8)  

 

Figure 5. A framework of NGO strategies to influence business (Waddell, 2006) 
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From Waddell‟s framework, four different strategies can be distinguished, all 

including different strengths and weaknesses. The characteristic of each strategy is 

further explained in Table 1 below. 

1. Forcing change: The strategy is to force change in businesses and to stop 

corporate actions. The business is generally viewed negatively, which 

precludes collaboration with businesses. Instead, boycotting and campaigns 

are common tools. Thus, the NGO keeps control over its own organisation. 

However, the critical view of business and the confrontational approach may 

end up being disregarded from the business side, which can ultimately lead to 

a marginalised position of the NGO.  

2. Promoting change: The strategy is to work in the civil society to influence 

businesses by forming NGO advisory groups or monitoring of companies. 

Businesses are viewed positively but within a protective approach. It is 

mostly the NGO controlling the process, including some involvement from 

the business sector. These initiatives run the risk of being regarded as 

irrelevant from the business side.  

3. Facilitating change: The strategy is to work with businesses for mutual gain 

and the business is generally regarded positively. Incentives are important for 

promoting change within businesses and the strategy is normally executed 

through joint-collaboration in NGO-business boards or contracts. There is a 

danger of co-optation where the NGO runs the risk of losing control of the 

relationship with the business and becomes the weak link with a limited 

power. 

4. Producing change: The strategy here is to work in a minority position inside 

a specific industry to create basic reform by taking business share. Businesses 

are viewed critically and the strategy is executed through forming 

cooperatives, employee ownership or business community advisory 

committee. There is an embedded danger connected to adopting this strategy, 

which is commercialisation. (Waddell, 2006, pp. 2) 
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Table 1. Characteristics of the Four Civil Society (CS) Business Strategies (Waddell, 2006, p. 2) 

The key unit of analysis is not the NGO itself but rather the NGO strategy and the 

NGO‟s interaction with businesses. (Waddell, 2006, p. 3) The most advanced 

strategy if NGOs wants to influence businesses is the third one - to facilitate change. 

This interaction is characterised by a collaborative rather than a confrontational 

approach, and the NGO business engagement strategy is driven and controlled 

equally by both parties. However, there is a constant danger that the facilitating 

change strategy can turn into „co-optation‟, where the NGO becomes dependent on 

its corporate relationship. This risk is looming and needs to be taken into 

consideration at all stages of collaboration. NGOs may adopt more than one of these 

strategies, but, in order to be successful, each one of them requires specific skills and 

clarity on how to use it. (Waddell, 2006, p. 6) 

4.2.2 Evolving partnerships 

As demonstrated earlier in the Literature Review, research about strategic NGO-

Business Partnerships offers a broad range of typologies examining various stages of 

a partnership‟s lifecycle. The three-generation partnership typology, developed by 
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Professor Jem Bendell, has been chosen as the theoretical foundation and one of the 

analytical frameworks in this thesis. First of all, the framework analysis partnerships 

from an NGO perspective, which naturally fits the CSP examined in this thesis. It 

also emphasises how partnerships can develop further into broader and deeper 

relationships, thus leading to a greater overall impact of the programme. (Bendell, 

2010, p. 91) 

4.2.2.1 Three generations of partnerships  

The first-generation partnership describes the situation when an NGO and a business 

do something different together. These types of partnerships do not challenge a 

company‟s normal assumptions, behaviours or beliefs, but rather function as an ad-

on to doing „business-as-usual‟. A second-generation partnership involves being 

something different. In this case, the NGO constantly asks the company tough 

questions on how it operates and seeks ways for improvements. As a result of this, 

the businesses start changing their internal operations. The third and final generation 

of partnerships define the situation when both parties become something different by 

working together. Here the partners seek change in the system. In these partnerships, 

both parties realize that support is needed from each other in order to continuously 

improve (Bendell, 2010, p. 139).          

                

Figure 6. Three-generations of partnerships (Bendell, 2010, p. 36) 

Third generation partnerships do not only focus on improvements within the 

relationship, but also on changing frameworks in their operational contexts, 

competitors included. The impact tends to be broader and go deeper than in previous 

partnership stages, and it is arguably strong enough to address the social challenges 

involved. Broader participation includes involving more organisations in society, 

while a broader purpose seeks to influence not only other participants but also non-
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participating organisations. These partnerships aim to have a lasting impact on a 

broad range of behaviours affecting a number of environmental and social issues. 

They also go deeper into the system of the participating organisation by working 

with the underlying drivers that cause wrong behaviour. Moreover, it focuses on 

engaging on an individual basis by creating personal awareness and ultimately 

lasting commitment as part of the solution. (Bendell, 2010, pp. 90) 

The key steps in moving towards more transformative partnerships include: 

• Recognising the limitations of existing partnerships  

• Taking collective and personal responsibility for overcoming these limitations 

• Valuing the relations across sectors with corporations that has the potential to 

shape the system (market or societal). 

• Assessing the nature of those systems and understand the ways companies shape 

them (Bendell, 2010, pp. 91)          

4.2.3 Isolated vs. collective impact 

The desirable response to social problems obviously depends on the nature of the 

problem. More specifically, it depends on whether the problem is of adaptive or 

technical nature. Technical problems are well-defined and have available solutions 

that are possible to implement. Adaptive problems on the other hand, are much more 

complex. For these problems, answers are unknown and if found - no single 

organisation has the capacity or the power to implement the solution. (Heifetz, 2004, 

p. 45) Among other societal problems, climate change is an adaptive problem. In 

order to reach a possible solution, not only collaboration across borders is needed, 

but also learning by the stakeholders involved in the problem that ultimately leads to 

changes in their behaviour and a co-creation of the solution. (Kanja et al, 2011b, p. 3) 

One viable solution to adaptive challenges is to launch a collective impact initiative. 

Collective impact, as described earlier in the Literature Review, is a commitment of a 

group of important actors from different sectors to a common agenda for solving a 

specific social problem”.  Isolated impact on the other hand, is an attempt of an 

individual organisation to solve social challenges. (ibid) A collective impact 

initiative requires a centralised infrastructure, a structured process towards a common 

agenda, shared measurement systems, a dedicated staff and mutually reinforcing 

activities among all participants. Three conditions must be in place before launching 

a collective impact initiative. There have to be an influential champion, i.e. someone 

who commands the respect necessary to bring CEOs or other high-level leaders 

together across sectors and keep the engagement alive over time. Moreover, there is a 
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need for adequate financial resources for the initiative and finally a sense of urgency 

for change for the issue the initiative aim to resolve. (ibid)  

 
Shifting from isolated impact to collective impact is not only a matter of encouraging 

more collaboration. It also requires a strategic and systematic approach to social 

impact that focuses on the relationships between organisations and the process of 

setting up shared objectives. It further requires the creation of a new set of NGO 

management practices with the skills and resources to collect and coordinate the 

necessary elements for collective action. (Kanja et al, 2011a, p. 4)  A common 

agenda where all participants have a shared vision for change, including a common 

understanding of the problem and a joint approach to solving it, is imperative. 

Secondly, there is a call for a shared measurement point to collect data and measure 

results consistently across all participants. Other traits are mutually reinforcing 

activities including differentiated participant activities and continuous 

communication involving a consistent and open communication to build trust and to 

assure mutual goals between the parties. Finally, it is important to have a strong 

backbone support organisation to create and manage collective impact. This requires 

staff and a specific set of skills to serve as the coordinator and fundament for the 

entire initiative. (Kanja et al, 2011b, pp. 3) The expectation that collaboration can 

occur without a supporting body is one of the most frequent reasons why they so 

often fail, argue Kanja and Kramer. “In the best of circumstances, these backbone 

organisations embody the principles of adaptive leadership: the ability to focus 

people‟s attention and create a sense of urgency, the skill to apply pressure to 

stakeholders without overwhelming them, the competence to frame issues in a way 

that presents opportunities as well as difficulties, and the strength to mediate conflict 

among stakeholders” (Kanja, 2011a, p. 40) This citation implies that backbone 

organisations must maintain a balance between strong leadership and the invisible 

“behind the scenes” role that let the involved stakeholders own the success of the 

initiative. (Kanja et al, 2011b, p.7) A backbone organisation provides strategic 

direction, facilitates dialogue between partners, manages data collection and analysis, 

handles communication, coordinates and mobilises funding. (Kanja et al, 2011b, p. 

6)  
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5 Analysis  

 

In this section the main findings from eleven in-depth semi-structured interviews are 

being analysed, through the lenses of selected theories and with support from the 

Literature Review.   

Outlining the analytical framework of the case studied the analysis begins with a 

structure developed on the basis of preselected theories and frameworks. A 

contextual stakeholder analysis is then used to assess how the interests of the 

stakeholders should be addressed in NGO-Business Partnerships. Thereafter, the case 

is described commencing with available solutions to the climate change dilemma. 

WWF‟s CSP, as an NGO-Business Partnership, is presented as one of the answers to 

climate change mitigation. The case goes into depth with a selection of Climate 

Savers membership agreements in Denmark and Sweden. Normative elements will 

follow in the conclusion, where a synopsis of key learning will be provided for.  

5.1 Analytical framework 

 

The analytical framework in Figure 7 is an attempt to visualise the connection 

between selected theories and the supporting theoretical frameworks from section. 

 

Figure 7. Analytical Framework 
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Together they create a structure of the analysis and provide guidance to the reader 

throughout this chapter.  

Figure 7 suggests a roadmap for how to overcome interactional difficulties in NGO-

Business Partnerships, the main focus of this thesis. Overall, it is argued that NGO-

Business Partnerships should move from a principal-agent to a principal-stewardship 

relationship in order to overcome agency problems and thus increase the probability 

of achieving goal alignment. The goal of this particular case study, WWF‟s CSP, is 

presented in the case description included in this chapter.  

To enable this transition, three theoretical frameworks have been selected; NGO 

strategies for influencing businesses (Waddell, 2006), the evolving partnership 

framework (Bendell, 2010) and the concept of collective impact (Kanja and Kramer, 

2011). These frameworks are interlinked as they all build on one another. More 

notably, they respond to the three sub questions and together provide an answer to 

the main research question. To start with, the framework on NGO strategies for 

influencing businesses is helpful in answering the first sub question on how the role 

of NGOs has changed in society over the last decade. The advancement in this 

framework corresponds to the shift from a confrontational to a collaborative 

approach a NGO has towards its business partner. This is a pre-requisite for the 

second framework of evolving partnerships. By advancing a partnership with 

companies, NGOs can ensure a transition from a first to a second, and later to a third 

generation of partnerships. The connection between the different stages also offers a 

response to the second sub question on how the changing role of NGOs affects 

NGO-Business Partnerships. The third and final stage of this analytical framework, 

aims to move beyond interactional difficulties between the parties towards the 

concept of collective impact. By striving for a collective rather than isolated impact it 

is argued that WWF can more easily overcome difficulties and move closer to its 

goals. This also provides answers to the last sub question on the way WWF, through 

the CSP, can improve its impact on global climate change. 

In the following, a context-related stakeholder analysis and the description of the 

case will establish the profound analytical groundwork for the case analysis.  
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5.2 Contextual stakeholder analysis 

 

The findings from the interviews are summarised and analysed according to the 

categories (partnership-related and NGO-related) and contextual stakeholder rating 

scale introduced in Chapter 2. In a first step, the findings from the interviews were 

clustered according to the interest groups. Afterwards the results were evaluated on a 

scale ranging from zero to five (0 = no answer (N/A), 1 = very low, 2 = low, 3 = 

medium, 4 = high, 5 = very high). The graphs developed accordingly will be 

introduced below. Based on Appendix 7 Figure 8 summarises the overall results of 

the stakeholder analysis. The graph shows a largely high evaluation in a first 

observation of the findings, with all answers of the interviewees, except of the 

consultancy role of NGOs, being above 16.00 out of 25.00 (five as the highest score 

taken times five for the five interviewee groups), meaning a result above average.  

 

Figure 8. Overall evaluation of partnerships and NGOs 

In general, the impact of NGO-Business Partnerships was evaluated the highest 

(19.83) together with the changing role of NGOs (19.00) and opportunities (18.67) 

through partnerships. The professionalism of NGOs (17.83), challenges in NGO-

Business Partnerships (16,83) and the  importance of NGOs (16.67) were also judged 

to be relatively high whereas the consultancy role (10.83) was neglected by some of 

the interviewees, as reflected in the low score in the figure. More specifically, while 

there are many perceived challenges the high level of opportunities released through 
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the CSP are noteworthy (> 1) and seem to, together with the impact, overweigh 

challenges. This is also reflected in the elevated level of recognition of the 

importance of NGOs, the high level of professionalism and the changing role of 

NGOs.  

In order to gain a further understanding of the composition of the overall findings, 

the subsequent section provides a categorical breakdown according to the 

interviewee groups. 

5.2.1 Stakeholder-related analysis of NGO-Business Partnerships  

The data explained below is based on Appendix 7. Figure 9 depicts the interviewees‟ 

clustered according to Figure 3.  A radar chart, also known as spider web, displays 

multivariate stakeholder data. Each of the spider webs represents one of the 

interviewee groups and how each one of them has responded to the three partnership 

and four NGO-related categories during the semi-structured interviews. The scale 

used was the same as for the overall evaluation of partnerships and NGOs (cf. section 

5.2, Figure 8). By making use of the spider webs as a way of depicting findings, the 

reader can quickly identify high and low evaluations of the different categories by 

the various interviewee groups. The categories are listed in the same order as during 

the interview and arranged clockwise. Further, the grouping of respondents could be 

applied here for the respondents answered in a similar fashion to the categories, as 

can be seen in Appendix 7.  

 

Figure 9. Evaluation of Partnerships and NGOs according to the different interviewee groups 
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In terms of partnerships, WWF and its first-tier partners evaluated opportunities to be 

high (4.50) to very high (5.00). This is because from WWF‟s perspective 

partnerships add value on both the NGO and business side and provide access to the 

private sector for NGOs. Through partnerships NGOs furthermore gain the 

opportunity to raise awareness. (Interview WWF Denmark, 2012; Interview WWF 

Sweden, 2012) From a first-tier partner perspective, partnerships provide an 

opportunity in that they are a challenging, critical voice for companies. They foster 

dialogue and discussion in the climate change debate. (Interview Novo Nordisk, 

2012; Interview Tetra Pak, 2012) Novo Nordisk‟s answer was scored with a five, 

because the CSP meant a model the company could use in order to develop a climate 

strategy while at the same time gaining a discussion partner “to push the organisation 

towards innovation and higher commitment to reduction targets” (Interview Novo 

Nordisk, 2012). Tetra Pak was also scored high (4.00) on the opportunities the 

respondent recognised in partnerships. However, Tetra Pak identifies opportunities 

rather on a general level and not specifically for the company itself. Second-tier 

partners are in agreement (3.50) but further see the scalability and business case  

 

NGO-Business Partnerships provide for companies instead of only the social benefit 

(Interview CODAN, 2012) DONG Energy, for example, does not state opportunities 

at length (3.00) but rather emphasises how the company constantly aims to “involve 

partners at a very early stage” to seize the opportunity and avoid resistance and 

negative publicity through NGOs (Interview, DONG Energy, 2012). Consultancies 

are less enthusiastic and recognise only few opportunities in NGO-Business 

Partnerships such as the CSP, reflected in the low score of two (2.00). Despite the 

very low score (1.00) due to the counter argument that COWI has all the solutions in-

house as opposed to WWF, the consultancy considers partnerships to contribute to 

awareness raising (Interview COWI, 2012). Further, the Haga Initiative states that 

partnerships “motivate others to act” (3.00), contributing to the outreach of the CSP 

(Interview Haga Initiative, 2012). According to expert opinion, opportunities are 

hidden in mutual benefits (Interview Miguel Alves, 2012) and securing the market 

share of a company (Interview Alexander Rose, 2012). Both experts argue strongly 

for opportunities created through NGO-Business Partnerships for both parties and 

therefore reach a medium and a high score (3.00 and 4.00). CARE Denmark states, 

that NGO-Business Partnerships promote the creation of “new knowledge but also 
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knowledge sharing, [they foster] innovation, and the development of networks” 

(Interview CARE Denmark, 2012). Thus the CARE agrees on the spectrum of 

partnerships (4.00). 

 

Challenges, which were overall evaluated with 16.83, indicating numerous 

difficulties in NGO-Business Partnerships, were evaluated medium (3) to high (4) 

when taking an independent look at the interviewees responses. WWF and second-

tier partners perceived the challenges to be the lowest (both 3.00). According to 

WWF Denmark the challenges derive from the dependence on market trends and 

company leadership (Interview WWF Denmark, 2012). They can also be traced back 

to the “complexity of the organisation” and the time-consuming relationship process 

(Interview WWF Sweden, 2012). First-tier partners recognise the challenges of 

partnerships with NGOs rather to be in the achievement of the set goals and the 

engagement of the entire organisation (Novo Nordisk: 3.00; Tetra Pak: 4.00) 

(Interview Novo Nordisk, 2012; Interview Tetra Pak, 2012). In need for a tertiary 

partner in order to be able to comply with the commitment, the innovative 

partnership model of DONG Energy and Novo Nordisk was established. The second-

tier partner DONG Energy struggles mostly with receiving the critical views from 

NGOs upfront and not after the implementation or in the media (4.00). However, 

these challenges do not seem to be perceived equally indicated by the low level of 

challenges perceived by CODAN considering mutual understanding to be among the 

key challenges but not necessarily crucial to the partnership (2.00). (Interview 

DONG Energy, 2012; Interview CODAN, 2012) 

Another challenge, recognised by the consultancies of the study and spoken out loud 

by COWI is that “there is no one fits all solution” for partnerships (Interview COWI, 

2012). Other experts see the main challenge in “the structure and understanding of 

the partnership” process (Interview Miguel Alves, 2012) or respectively in the 

“compromising and unspoken non-altruistic intentions of business” (Interview 

Alexander Rose, 2012).  

The opinion on the impact of partnerships had an overall score of 19.83 out of 25.00, 

indicating a high average in how the interviewees perceive the impact of 

partnerships. In detail, the scores range between three (3.00) and five (5.00) and the 

impact is evaluated the lowest by consultancies (3.00) and the highest by WWF 

(5.00). All interviewees agreed that generally spoken, partnerships and NGOs tackle 
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the root causes and not just the symptoms of climate change. Moreover, the impact 

can be increased by making use of complementary skills. Novo Nordisk elaborates 

that innovative partnerships fostered by WWF have an additional, maybe less visible 

but high impact (Interview Novo Nordisk, 2012). The Haga Initiative adds that 

ideally companies should “move beyond climate neutrality towards a carbon storage 

phase” in order to correspond to the needs of our planet. However, this is not a 

realistic solution as of today – therefore appropriate climate friendly solutions still 

need to be identified. (Interview Haga Initiative, 2012) 

The aforementioned findings of the first three categories under the partnership set of 

questions of the interview are to be interpreted taking into consideration 

opportunities considered high by WWF may be subjective, since it is WWFs 

programme which is being analysed. However, partners evaluate opportunities 

similarly which indicates that WWF delivers a product in which companies see the 

same potential, showing the understanding of business needs. Second-tier partners, 

consultancies and experts do not show a high difference in their answers. They do 

not seem to evaluate opportunities as high, supposedly because they offer similar 

products, which are subjectively being regarded as better. The result may further be 

an indicator for the reason why second-tier partners are not direct CSP partners – the 

opportunities do not seem to be motivating enough for them to overweigh the 

challenges, as indicated on general terms. Challenges in general are moderate, and 

seem to be noteworthy but not condemning for the partnership. They rather indicate 

difficulties in the relationship which may need to be overcome in order to reach a 

higher, more sustainable impact. In the end, opportunities outweigh challenges, 

explaining the high impact interviewees in direct contact with the CSP feel they have 

by participating in a climate partnership with WWF. 

Moving on, the second set of answers from the interviews concerns NGOs in the 

light of partnerships and will be analysed subsequently. In the spider webs NGOs 

were paid attention to clockwise by the fourth to seventh category (importance, 

professionalism, changing role, consultancy role) and yet again according to the 

different groups of respondents. 

Overall, the importance of NGOs was perceived low (2.00 – 2.50) by second-tier 

partners and consultancies and high (3.67 – 4.50) by the other respondents (overall 

16.67).  
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WWF Denmark judges its role as a reliable green voice and serious partners of both 

civil society and the business community in the climate change debate for over ten 

years as being and having been very important (5.00) (Interview WWF Denmark, 

2012). Similarly, WWF Sweden adds that the CSP is an agreement of “serious 

commitment” (4.0) for the companies (Interview WWF Sweden, 2012). First-tier 

partners argue for the need of WWF‟s voice or logo (4.00) as a signature to verify 

that company goals are ambitious (Interview Novo Nordisk, 2012). Through the 

Climate Savers Programme WWF is “joining companies and providing an outlet to 

show to the world that they can achieve growth and at the same time take care of the 

environment” (4.00) (Interview Tetra Pak, 2012). Securing the market share and 

raising awareness are named by the second-tier partner CODAN to be of primary 

value (Interview CODAN, 2012). COWI, somewhat contrary to the other 

respondents, answered that it is the governments and municipalities pushing the 

companies rather than the NGOs (1.00), thus neglecting the importance of such 

organisations to a certain extent (Interview COWI, 2012). The Swedish Haga 

Initiative, on the other hand states that “the importance increases with the level of 

engagement of the CEO” (3.00). If the CEO cares and wishes to engage with NGOs, 

WWF can be a very important partner – if the CEO does not recognise the 

company‟s responsibility and opportunities, than the importance, from a company 

perspective, is low  (Interview Haga Initiative, 2012). Alexander Rose states that the 

relatively high importance of NGOs is further reflected in their “active participation 

in conferences where they fight for their goals” (4.00) (Interview Alexander Rose, 

2012). CARE Denmark adds that “throughout history NGOs often did not talk 

because they believed that they had nothing to talk about”. Now that is changing and 

the voice of NGOs is increasingly important (4.00) which is reflected in the 

perceived impact of NGO-Business Partnerships on climate change mitigation 

(Interview CARE Denmark, 2012). 

The second criterion in analysing NGOs is professionalism. It is perceived as average 

(3.00 – 3.33) by second-tier partners, consultancies and experts and high (4.00 – 

4.50) by WWF and the first-tier partners.  In comparison to many other NGOs, WWF 

claims to be better in strategising and lobbying for change, although not being very 

strong in campaigning (Interview WWF Denmark, 2012). According to WWF 

Sweden partnership candidates must pass the “needle-eye” of WWF to ensure the 

organisational fit for the partnership (Interview WWF Sweden, 2012).  First-tier 
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partners recognise this approach to professionalism in the NGO world. However, 

there is a limit to “how many and who NGOs can work with; they have to find a way 

to secure resources” (5.00). Nonetheless, more time is needed to find out what the 

right and ultimate NGO will look like, if there even is one, so Novo Nordisk. “It took 

NGOs many resources to become organised and have an impact and this may be an 

indicator that they have found their new platform”. WWF works balanced and well-

thought out, and does not engage in extreme approaches, an indicator for an 

advanced type of a partnership. (Interview Novo Nordisk, 2012) According to 

CODAN, the professionalism is also reflected in the constant presence of WWF 

(3.00) in the relationship and during projects (Interview CODAN, 2012). COWI 

states that some NGOs, WWF being one of them, are becoming more professional 

(3.00) (Interview COWI, 2012). The Haga Initiative puts the very modern and trendy 

networks facilitated by NGOs on the table (Interview Haga Initiative, 2012).  The 

increasing professionalism is additionally confirmed by experts (3.33). CARE 

emphasises the fact that it is a learning process to become professional; it is not 

something that can be achieved over night, especially not with limited financial 

resources (3.00) (Interview CARE Denmark, 2012). 

The changing role of NGOs was distinguished as medium (3.00) to very high (5.00). 

WWF argues that NGOs have undergone an enormous transition and they themselves 

are by far not as dominant as ten years ago anymore and have developed a better 

understanding for the relationship between people and society in general (both 5.00) 

(Interview WWF Denmark, 2012; Interview WWF Sweden, 2012). According to 

Novo Nordisk a greater impact can be achieved through the increasingly professional 

role NGOs assume by for example “sitting down with the decision makers and 

having discussions” (4.00) (Interview Novo Nordisk, 2012). Unfortunately, Tetra 

Pak did not provide any answer in that regard. DONG Energy arrives at the 

conclusion that the changing role is closely related to the media and the power NGOs 

have gained through the increasing media attention (Interview DONG Energy, 2012). 

Therefore the answer was evaluated at three (3.00). The statement that “WWF works 

as a company and professional consultant” indicates once more the professional 

weight and thus the changing role of NGOs (5.00) (Interview CODAN, 2012).  

COWI believes that NGOs have changed in so far that they actually possess the 

power to move governments nowadays (Interview COWI, 2012). The changing role 

gives them an approving “blue stamp” (2.00). Moreover, “NGOs are much more 
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open to the business sector and companies, [in turn], take them seriously” (4.00). 

From a NGO management perspective a positive collaboration can be acknowledged 

and “everyone has realised that we have to collaborate in order to solve the 

challenges.” (Interview Haga Initiative, 2012) Besides agreeing that NGOs have 

changed within the past ten years CARE accentuates that, whereas in the past NGOs 

were more focused on awareness raising for a specific topic but not very confident in 

negotiations, they are and should be more self-assured today (3.00) (Interview CARE 

Denmark, 2012). 

Regarding the consultancy role of NGOs, most interviewees agree that NGOs and 

consultancies are rather mutually reinforcing, but some of the respondents expressed 

more resistance to that claim than others, hence the low score of less than average of 

10.83 in Figure 8. Whereas WWF Denmark states that to a certain extent they are 

providing consultancy services but the brand means something very different (3.00), 

WWF Sweden provides a definite no to that question (1.00) (Interview WWF 

Denmark, 2012; Interview WWF Sweden, 2012). WWF Denmark, nevertheless, 

admits that in Denmark cooperation with a consultancy fee exists, however, the 

further the requested service moves away from WWFs key priorities they either 

charge until a certain point or neglect the request (Interview WWF Denmark, 2012).  

Novo Nordisk, as a CSP partner, still uses consultancies but does not consider WWF 

as one (3.00). They rather appreciate the “frank, honest, challenging response WWF 

provides to their activities” – the company states that “by having WWF confirming 

that the absolute reduction target is ambitious is important for the credibility of 

company activities”. Still, environmental consultancies are no competition to WWF. 

They have a different purpose, work client based in an advisor relationship and do 

not have WWFs long-term view. “WWF provides a real relationship, and builds up 

trust and credibility, which companies have to earn in return from WWF”. (Interview 

Novo Nordisk, 2012) This implies that Novo Nordisk recognises the value of the 

frequent interaction with WWF through the CSP as opposed to a philanthropically 

oriented partnership. In addition, second-tier partners state that to a certain extent 

“NGOs should remain NGOs”, meaning that NGOs should remain independent but 

understand and assist companies in achieving ambitious societal goals. (Interview 

DONG Energy, 2012; Interview CODAN, 2012) Therefore DONG Energy‟s 

responds were rated at 1.00 and CODAN‟s at 2.00. Consultancies support the above-

mentioned and the expert Miguel Alves adds that “consultancies are one of the ways 
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that the market understands value creation” (4.00). That WWF may be regarded as an 

“environmental consultancy is no problem” (Interview Miguel Alves, 2012). 

Alexander Rose goes even further, declaring that experts in NGOs like to be 

compared to a consultancy that gives them a better status (5.00). For the directors or 

the image it might not be so good (Interview Alexander Rose, 2012). CARE opposes 

that view by stating that they themselves “would not want to be considered a 

consultancy” (1.00). According to them CARE educates, advocates and is more 

objective (Interview CARE Denmark, 2012). 

5.3 Case description 

  

In this section the case of WWF‟s CSP is described as a promising alternative 

solution towards climate change mitigation. The case description focuses on the 

vision, structure and outcome of the programme in Denmark and Sweden.  

5.3.1 Available solutions to climate change 

At the heart of the problem, climate change represents an enormously complex 

problem given its scale and urgency in causes and implications. It represents an 

adaptive challenge, which requires collective changes in behaviour and actions – 

from governments, companies as well as individuals. (Heifetz, 1994, p. 45) Many 

scholars, politicians and professionals have tried to present potential solutions to the 

climate change dilemma. The question still left unfold is whether these solutions are 

tackling the root causes or whether it is limited to only tackling the magnitude of the 

problem. Since the 90‟s, companies‟ climate positions have gradually changed from 

opposition to climate measures to a more proactive approach. Many have taken steps 

preparing to deal with regulations, or even to go beyond corresponding to formal 

requirements. Some companies rely on their national governments, e.g. following the 

adoption of the Kyoto Protocol, or simply wait until the actual implementation of 

climate policy before acting. Others have launched voluntary initiatives for emission 

reduction to anticipate future policy and future market developments, thus facilitating 

the development towards the new green economy. Viewed from a business 

perspective, proposed solutions can generally be classified as being reactive, 

proactive and innovative (Kolk and Pinkse, 2007, p. 5).  

Reactive solutions are those where external pressure forces companies to comply 

with certain regulations and policies in the area (e.g. regulations and policies from 
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international and national jurisdiction). Proactive solutions can be associated with 

situations where companies are staying on top of the game, trying to foresee potential 

costs associated with climate change adaptation and mitigation, and act accordingly. 

Finally, among the more innovative solutions are NGO-Business climate 

Partnerships, where NGOs, e.g. help to fill the gaps of a weak climate policy agenda 

from the government‟s side, by pressuring the business. Within the partnership the 

company, in collaboration with the NGO, sets an accepted emission reduction target. 

Later, the two parties can support each other‟s climate agenda through sharing of 

knowledge and learning. There is a growing consensus among companies that taking 

action on climate change is a responsible business decision and the only right thing 

to do. Climate change is driving a major transition that will both create opportunities 

and challenges as well as winners and losers. Its transition is changing existing 

markets while at the same time creating new ones. (Hoffman et al, 2008, p. 5) 

5.3.2 WWF and its partnerships  

WWF Denmark and Sweden are the national branches of the WWF International, 

one of the world‟s largest environmental preservation societies. Since its 

establishment 50 years ago, WWF has invested almost EURbn 7.9 in more than 

13,000 projects and it currently employs 2,500 full-time staff (WWF, 2012a).
1
 WWF 

is a respected independent conservation organisation, supported by five million 

people and present in more than 100 countries on five continents with the mission “to 

stop the degradation of the planet's natural environment and to build a future in 

which humans live in harmony with nature” (ibid). The organisation has a clear 

vision working globally to secure the nature as an essential foundation for animal and 

people. The Danish branch mainly works in four focus areas: wood, ocean and 

fishery, climate and the Danish nature. (WWF, 2012b)  

In the Annual Report 2011, WWF clarified its standpoint on businesses and the 

reason-being for their partnerships. According to WWF, businesses have an 

enormous impact on the planet but at the same time the ability to innovate and 

influence current developments to solve “some of the world‟s most pressing issues” 

and the “scope to make positive changes happen on a massive scale” (WWF 2011a, 

p. 28). To achieve this mission, WWF considers it to be indispensable to engage with 

the private sector.  Thus they can work together and assist companies wanting to 
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change the way they work today, and cooperate to find solutions to make a 

difference. WWF‟s strategic partnerships are of assistance to some of the world‟s 

leading businesses to minimise their ecological footprint and instead have a positive 

effect on the environment. Working like this WWF hopes that these organisations 

function as multipliers influencing their suppliers, competitors, customers and 

employees to succeed in the overall goal to transform whole sectors, promote new 

business models and ways of thinking, and to thus make a large-scale, long-term 

difference. WWF works with several companies worldwide to first help them 

understand their impact on the environment and assist them in taking steps in the 

right direction to address associated issues. Innovative approaches have helped to 

decrease the impact of climate change (WWF, 2011a, p. 30) In that context Jean-Paul 

Jeanrenaud, the director of corporate relations of WWF International, Director of 

Corporate Relations was interviewed by Knox (2009) stating the following: 

“WWF sees a future in which companies make a net positive contribution to the well-

being of society and the planet. We believe corporate engagement is key to 

transforming markets. It's a lever for changing domestic and international law and 

for adopting and promoting sector-wide shifts to sustainable development. Our work 

with companies ranges from strategic partnerships (bilateral), through convening 

and round tables (multi-lateral), to pull-activities like training and push-activities 

like campaigning, when needed.” 

WWF has identified 100 large companies that most directly impact the places and 

species they seek to protect. They believe that if these companies commit to 

sustainability, global markets will shift in favour of the planet. By engaging in 

strategic partnerships, WWF works with companies to reduce their environmental 

footprint, embrace competitive and sustainable solutions and change the global 

marketplace into a force for conservation. (WWF, 2012a)
2
 

WWF‟s approach to working with the private sector is “constructive and solution-

oriented” that it uses collaborative methods under challenging objectives. (WWF, 

2012a)
3
 WWF‟s basic guiding principles for corporate engagement are (a) 

transparency, (b) measurable results and (c) the right to disagree with the partnering 

company. The latter implies that WWF reserves the right to criticise its partners in 
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public at any time. The organisation also reserves the right to exit the contract 

whenever it desires to. This helps to ensure independence from corporate partners. 

(WWF/CocaCola presentation, 2012) The mission and aim of the corporate 

partnership role is to serve as a “critical friend” for businesses to assist them in 

understanding their impact on the environment and then work with them to develop 

strategies to reduce or eliminate these negative impacts.  

These are the four types of partnerships WWF Denmark offers potential business 

partners:  

(1) Sponsorship: a sponsorship is the same as for individual people – only for 

companies instead. 

(2) License: the corporate partner acquires the permission to use the panda logo - 

only if the company is working for green principles. 

(3) Green Office: WWF assists offices to save material and energy through 

advice and guidance. 

(4) Business and Industry: WWF and the company collaborate on a project or 

concept with an environmental angle aiming to decrease the negative impact 

on nature and the environment. 

(5) Climate Savers: the programme solely focuses on significant CO2-emission 

reduction among partnering companies. (WWF, 2012b, p. 29)  

 

In general WWF‟s partnerships are examined using the following four parameters, 

the first one being performance measured through reductions in key impacts. WWF 

also examines the transformation in supply chain, industry and among customers and 

the influence through reform are two other ways of measuring partnership impact. 

Lastly, the partnerships can be measured through restoring by removing damage. 

(WWF/CocaCola presentation, 2012)  

5.3.3 The Climate Savers Programme 

WWF‟s CSP was first launched in 1999 and is a Programme that ensures that the 

member companies cut their CO2 emissions while creating a competitive advantage 

and increasing shareholder value. Leading corporations are partnering with WWF 

and establish ambitious and voluntary targets to reduce their greenhouse gas 

emissions. Collectively, WWF‟s Climate Savers partners have reduced GHG 

emissions by over 50 million tons over the last decade. By increasing efficiency, 
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Climate Savers companies are saving money while proving that protecting the 

environment makes good business sense. (WWF, 2012c)
4
 

WWF further states that by cooperating with the private sector companies have not 

only achieved significant cuts in CO2 emissions but also developed objectives on 

renewable energy and set long-term, sustainable goals together. Funding from 

corporate partners is, nonetheless, important to be able to carry out fundamental 

conservation projects all over the world. (WWF, 2011a, p. 30) 

5.3.3.1 Definition of the CSP 

The partnerships established within the programme aim at delivering “real, 

measurable and additional reductions in CO2 emissions”. The vision of the CSP is to 

“contribute to a climate safe future in which global warming is kept well below 2
o
C 

on average from pre-industrial levels, and greenhouse gas emissions are reduced 

80% from 1990 levels by 2050.” (WWF, 2012a)
5
 The CSP‟s plan is to achieve these 

ambitious goals by contributing to the transformation towards a low-carbon 

economy. This is accomplished by demonstrating to consumers and key players in 

the industry that businesses are prepared to deliver substantial reductions in 

greenhouse gas not only for that sake of compromising their financial bottom-line 

but because they recognise their corporate social responsibility. (ibid) 

5.3.3.2 Benefits for companies 

The CSP is a global programme for companies with strong values. It is open to 

companies that wish to position themselves in the forefront of corporate climate 

commitments at a local and global level. It is said to be an effective and robust 

knowledge platform for the formulation and endorsement of climate strategy. WWF 

Climate Savers themselves state that the programme offers “management solutions 

and clarity to the performance target setting process.” (WWF, 2012a)
6
 Moreover, 

companies joining the CSP are promised enhanced brand equity since Climate Savers 

members are “respected leaders towards the low-carbon economy of the future” 

which eliminates the current threat of being accused by e.g. engaging in green 

washing activities. Improved business performance is another benefit of joining 

Climate Savers. It enables members to tap into expertise on reduction strategies and 

carbon accounting from other members. Members can also access WWF‟s global 

                                                           
4
 Retrieved, 2012-06-13 

5
 Retrieved, 2012-05-27 

6
 Retrieved, 2012-05-27 



 

 

71 Analysis 

networks of specialists in science and policy-making. WWF offers their Climate 

Savers members support in developing their business model in accordance with the 

new traits demanded from the low-carbon economy.   

Another benefit is the improvement of risk management. It is a part of the Climate 

Savers strategy to assist the members to be better prepared to deal with climate 

change. For example, it might make the company less dependent on declining energy 

sources and thus less vulnerable to fluctuating energy prices. It may also enhance the 

company‟s “licence to operate” by positioning the company as an attractive and 

sustainable partner within a specific market. Last but not least, through WWF‟s 

regular events, members are enabled to connect with other global leaders for sharing 

of practice, which can potentially lead to cooperation between new business partners 

from across the globe. All in all, the programme is said to increase a member‟s 

networking opportunities. (WWF, 2012a)
7
  

5.3.3.3 The structure of the CSP 

Before becoming a member of the CSP, the businesses are carefully screened 

through WWF‟s extensive selection process. The first stage of this screening is a 

consultation between the potential member company, WWF and an independent third 

party. During this consultation the three parties are trying to answer questions such 

as how the company can go beyond existing emission reduction targets and what it 

takes to become a leading company in the climate change context. Being a member 

of Climate Savers requires a high-level of ambition at company management level, 

as well as a broad commitment throughout the organisation to achieve the commonly 

established targets. 

Secondly, once all parties agree that a successful partnership is possible, a tailored 

agreement is proposed. The design of the agreement depends on the specific 

circumstances and industry in which the company operates. Reduction targets are set 

in absolute terms and within a defined timeframe. Once the partnership is concluded, 

targets and progress are reviewed on a regular basis and publicly communicated. 

(WWF, 2012a)
8
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5.3.3.4 Targets and solutions 

The Climate Savers agreements involve targets and/or solutions in one or more of the 

following categories:  

- Energy efficiency of products  

- Energy efficiency in processes or facilities 

- Energy-saving products 

- Transport efficiency 

- Fuel switching to natural gas or increased use of co-generation 

- Conversion to renewable energy (supply, use, marketing) (WWF, 2012a)
9
  

 

Today, the CSP works with companies which have a leading position in one of the 

following sectors: cement, steel, metals and mining, power, chemicals, pulp and 

paper, transportation, construction, electronics and household products, retailers, 

tourism and finance. In Figure 10 the current members of WWF‟s CSP are shown, 

including the latest member SKF, a Swedish based industrial engineering company 

that is a member since May 2012.  

 

Figure 10. Current members of WWF‟s Climate Savers Programme (WWF,2012a)
10

 

Out of 30 members, three are Swedish (Volvo Group, Tetra Pak and SKF) and one is 

Danish (Novo Nordisk). In the next section selected partnerships will be described in 

more detail.  
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5.3.4 WWF’s Climate Savers Partnerships in Denmark and Sweden  

In Denmark, WWF has three different types of climate partnerships. The first one is 

the Climate Savers Partnership with Novo Nordisk. The second one is a strategic 

partnership with CODAN where WWF assists with two sets of activities; as an 

advisor to create green insurance products with CODAN and raising public 

awareness about the CSP. The last one is a license agreement with Natur Energi. 

(Interview WWF Denmark, 2012; Interview CODAN, 2012; WWF, 2012a
11

) 

The country-specific selection criteria for becoming a corporate climate partner to 

WWF Denmark are not publicly available. However, international criteria are drawn 

upon and adapted to the national context. Today, most partnerships are established 

by coincidence and companies approach WWF Denmark themselves. (Interview 

WWF Denmark, 2012) In Denmark WWF has also, together with Grontmij, 

developed a climate guide for companies, especially for those companies that are too 

small to engage in larger scale programmes but that are highly willing to make an 

effort in the mitigation of climate change. This handbook is a toolbox for companies 

wishing to improve their business practices and reduce CO2 emissions. It further 

provides a guideline with instructions on how to develop a climate strategy. (WWF, 

2008, p. 3; cf. Appendix 8)  

 

The WWF Annual Report 2011 provides evidence for the growing importance as 

well as interest of companies in the CSP. WWF‟s market transformation work seeks 

to „tip‟ strategically selected markets towards sustainability so that, by 2020, there is 

no more loss of high conservation value areas due to commodity production. The 

levers for change are major companies. The corporate partners include, as previously 

mentioned, four of the world‟s ten largest retailers which indicates a high level of 

professionalism and prestigious reputation of WWF and the CSP. (WWF 2011a, p. 

27) In the Annual Report (2011a) WWF further states why partnerships with WWF 

mean inevitable change and an end to business as usual. To set an end to business as 

usual WWF established the subsequent rules of engagement for corporate 

partnerships: 

 

(1) Transparent relationships, 

(2) Constructive and focused on solutions, 

                                                           
11

 Retrieved, 2012-05-25 



 

 

74 Analysis 

(3) Collaborative but challenging, 

(4) The right to disagree, 

(5) Measurable results and real conservation benefits. (WWF 2011a, p. 28) 

 

Moreover, the financials of the annual report indicate an increasing interest in NGO-

Business Partnerships but also that WWF is not simply sitting on its funds but invests 

on a continuous basis. In terms of revenues, only 6% or approximately EURm 10.6 

are obtained through corporate contributions. The three largest revenue streams are 

made up of individual contributions (35%), in-kind contributions and other revenues 

(25%) and government grants and contracts (18%). 85% of WWF‟s overall 

expenditures are connected to programme expenses. Since 2001 the programme 

spending has more than doubled. (WWF 2011a, p. 39, cf. Appendix 9 - 10)  

For WWF Denmark the financials look promising for the years to come. The surplus 

amounted to DKKm 2.2, with a total equity of DKKm 5.1. 22% of the turnover of 

DKK 55.740 came from corporate partnerships in 2010/2011. (WWF 2011b, p. 51)  

As previously mentioned the Climate Savers Programme in Sweden is taken into 

consideration in this study but rather for comparative reasons; the focus remains on 

the WWF‟s Climate Savers Partnership in Denmark. Nonetheless, in Sweden, WWF 

currently has three members of the Climate Savers Programme. The goal is to get 

maximum six Swedish Climate Savers Partnerships. (Interview WWF Sweden, 2012) 

 

In the following WWF‟s Danish and Swedish climate partners will be presented.  

5.3.4.1 Novo Nordisk 

In 2006 Novo Nordisk entered as the tenth company worldwide the Climate Savers 

agreement with WWF Denmark. Through this partnership, Novo Nordisk is 

committed to alter a large part of its energy usage. The company guarantees to 

restructure its energy consumption from global production with a 2014 target of CO2 

emissions 10% lower than in 2004, using 2004 as a baseline. By committing to the 

CSP, Novo Nordisk also agrees that despite significant growth in production 

capacity, the absolute reduction target of approximately 65% (when the agreement 

was made) will be accomplished. According to Novo Nordisk, the set goals have 

been achieved in the past and will be achieved in the future through three levers: 

(1) Process optimisation  



 

 

75 Analysis 

(2) The company‟s LEAN programme cLEAN (global energy saving 

programme) 

(3) The promotion of renewable energy  

(Novo Nordisk, 2010; Novo Nordisk, 2011; Novo Nordisk, 2011a) 

Moreover, Novo Nordisk has decided to prolong the partnership and to further 

reduce its CO2 emissions significantly by 2020, compared to 90‟s levels. WWF 

Denmark and Novo Nordisk are currently working on establishing more concrete 

goals for their climate efforts in a range of new areas. Later in 2012 Novo Nordisk 

will present these new goals and plans. (Novo Nordisk, 2011a; Novo Nordisk, 2012) 

5.3.4.2 DONG Energy 

Together with Novo Nordisk, DONG Energy is stimulating innovation.  In 2007 the 

two companies entered into a partnership which created a unique link between 

energy savings and greening of electricity supply, converting energy savings realised 

at Danish production sites into the purchase of renewable energy certificates from a 

new wind farm DONG Energy was planning to build.  Ever since 2007, 250 energy 

savings projects have been implemented resulting in annual savings of 57 million 

kWh. Therefore this partnership can be considered as a win or even win (WWF) – 

win (Novo Nordisk) – win (DONG Energy) model. According to the award winning 

partnership model and DONG Energy, this was an inspiration to others. “Until today 

more than 122 Danish companies and municipalities have entered similar partnership 

agreements with DONG Energy” (Interview DONG Energy, 2012). In 2008 DONG 

Energy established a new department dedicated to driving this new business area in 

European energy market. 

5.3.4.3 CODAN 

CODAN is one of Denmark‟s largest insurance companies, owned by the UK based 

parent company RSA. CODAN is not an official member of the CSP in Denmark, 

but has developed a strategic climate partnership with them. (Interview CODAN, 

2012) Together, WWF and CODAN are arranging Denmark‟s largest climate 

campaign, the “Earth Hour”. Moreover WWF helps CODAN to develop climate- 

friendly insurance products and provides advice on how they can reduce the 

company‟s emission target of 40% by 2020. The insurance industry is heavily 

affected by climate change with an increasing amount of extreme weather situations, 

including more storms, snowfalls and unexpected cold and warm periods. Therefore, 

CODAN wants to be part of changing the negative trend of climate change. Thus, 
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they have entered a strategic climate partnership with WWF Denmark, outside the 

scope of the CSP, in 2006. Among other things, this entails the development of 

climate-friendly insurances and advocacy in related political matters. Together with 

WWF, CODAN has established a Nordic Green Team with the task to develop more 

climate friendly solutions to the clients. The first solution was launched in the 

beginning of 2011 with free energy checks and the exchange of old broken windows 

through new better isolated ones. (CODAN, 2012) 

5.3.4.4 Tetra Pak 

Tetra Pak is world leading in processing and packaging for food. The company sells 

its products in 130 countries worldwide and employs over 20.000 people. Tetra Pak‟s 

vision is to “commit to making food safe and available, everywhere”. (Tetra Pak, 

2012, p. 9) Between 2005 and 2010 Tetra Pak has completed its first Climate Savers 

agreement with WWF achieving a global reduction goal of 10% in absolute numbers. 

At the same time, the company turnover has increased by 23% during the same 

period. Moreover, the CSP requires that all the Renewable Energy Certificates that 

Tetra Pak buys must live up to WWF‟s Climate Savers requirements in order to 

account for a proper reduction of carbon dioxide emissions. The agreement also 

includes a third party audit and any application of accounting methods must follow 

global standards. (Tetra Pak, 2012, p. 14) The new more ambitious goal is to keep 

the greenhouse gas emissions in 2020 to be the same as in 2010, despite the level of 

growth of 5% per year up to 2020, meaning that the new climate target represents a 

relative reduction in greenhouse gases by 40%. This time the entire value chain is 

included in the climate goal. (Ibid) 

5.3.4.5 Other partnerships 

In regard to the CSP the Swedish Volvo Group guaranteed to reduce its CO2 

emissions by 2014 from production plants by 12% from 2008 levels, first and 

foremost through energy efficiency improvements. It will further decrease the total 

duration of CO2 emissions from trucks sold between 2009 and 2014 by 13 Mt by 

means of improved fuel efficiency. By 2014, Volvo also promised to launch a truck 

prototype with 20% lower fuel consumption compared to a 2008-year model truck. 

For the period of time the CSP is running, the Group will additionally commercially 

offer at least one truck model running on renewable fuels. (WWF Sweden, 2012 

(CSP Volvo Fact sheet)) 
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SKF Group is the most recent Swedish and the world‟s first industrial engineering 

company to join WWF‟s Climate Savers Programme. It is a leading global supplier 

of bearings, seals, mechatronics and lubrication systems. SKF‟s climate strategy 

includes ambitious targets for the internal reduction of greenhouse gas emissions, as 

well as external (suppliers and customer solutions). (WWF, 2012a)
12

 SKF‟s updated 

climate strategy and WWF Climate Savers commitment includes the following 

targets: (1) Reduction of the total annual energy use of the SKF Group by 5% by 

2016, (2) reduction of the energy use per production output by 5% between 2012 and 

2016, (3) 100% of SKF‟s energy-intensive suppliers are to be certified according to 

the new Energy Management Standard ISO 50001 by the end of 2016, (4) reduction 

of CO2 emissions/tonne-km for all transport managed by SKF Logistics Services by 

30% below 2011 level by 2016 and (5) increase the revenue from the BeyondZero 

portfolio from EURm 282 in 2011 to EURm 113 in 2016. (SKF, 2012) 
13

  

5.4 Case Analysis 

 

The case is studied in three different parts following the analytical model developed 

on the basis of preselected theories and frameworks. The first part assesses the 

process of moving beyond the principal-agent role allocation through the changing 

character of NGOs. The second part examines the fit between the CSP and a 

principal stewardship position. Lastly, the analysis explores to what extent WWF‟s 

CSP has a collective impact on climate change. 

5.4.1 Challenging the former principal – agent structure of partnerships 

Within WWF‟s Climate Savers Programme, it is primarily the companies performing 

the actual work to internally reduce their carbon emissions. Therefore the companies 

are acting as the agents in their relationship with WWF. WWF Denmark and 

Sweden, Novo Nordisk and CODAN support this argument by acknowledging WWF 

as a significant discussion partner in the climate change debate (Interview WWF 

Denmark, 2012; Interview WWF Sweden, 2012; Interview Novo Nordisk, 2012; 

Interview CODAN, 2012).  

As a principal, WWF creates the framework and dictates the rules for the 

collaboration.  
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First of all, the companies have to pass through a very tough selection process or 

pass through “the needle‟s eye” as WWF Sweden calls it. (Interview WWF Sweden, 

2012) Besides the requirement of having a strategic and ambitious climate goal in 

place, the potential CSP member must be a global player from a different industry 

than the rest of the members in the current portfolio. Most importantly the potential 

member must have a willingness and ability to adapt and change (Interview WWF 

Sweden, 2012; Interview WWF Denmark, 2012). WWF‟s CSP further recognises the 

potential for change and thus the importance of relations with businesses across 

sectors (Bendell, 2010, p. 91). However, previous studies reveal that finding the right 

partner and overcoming traditional prejudices often lead to challenges in the 

establishment of partnerships (Neergaard et al, 2009). These challenges have not 

only been recognised by first tier and second tier partners of the CSP but also WWF 

itself. The complex organisational structure of big companies and their dependence 

on market developments as well as company leadership are recognised as the main 

challenges by WWF (Interview WWF Denmark, 2012; WWF Sweden, 2012). Novo 

Nordisk reflects on the challenges in a similar fashion, not directly referring to 

WWF, stating that there is still “little understanding of the company complexity” 

adding that NGOs are improving but yet “not used to business professionals” 

(Interview Novo Nordisk, 2012). The difficulties of “understanding the other‟s 

language” and learning “how to speak it” seem to be a major issue identified by 

CODAN and CARE Denmark (Interview CODAN, 2012; Interview CARE 

Denmark, 2012). 

Secondly, the company proposes a reduction goal that WWF has to approve. The 

companies have to prove to WWF that they are trying hard, and actually succeed in 

achieving the goals by the end of each 5-year contracting period. (Interview WWF 

Denmark, 2012; Interview WWF Sweden, 2012) Within the CSP, bilateral goals are 

set between the NGO and the member company. Individual long-term contracts 

between WWF and the member company govern the relationship. However, the 

actual reduction goals vary a lot from case to case which might cause problems in the 

long term. When one member company takes up less ambitious goals than another 

member in the same or even a different country, but receives the same benefit this 

might cause problems. That is why the targets are set on an individual basis and 

behind closed doors. The result is a seemingly lack of transparency and a feeling of 

unfairness. This behaviour can further result in fewer companies interested in 
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engaging in as well as committing to the CSP. The blurriness of the selection criteria 

becomes even more apparent taking into consideration that companies “are not 

altruistic” and therefore often look for loop-holes and to bend the selection criteria of 

NGOs to their advantage especially when they know the NGO is relying on them 

(Interview Alexander Rose, 2012). WWF Denmark supports this statement in so far 

that there are companies the organisation really yearns for. For those companies the 

selection criteria can be more flexible, WWF assures, whereas for others, such as 

plain oil companies, they do not provide the same room for discussion. (Interview 

WWF Denmark, 2012) 

The principal-agent theory, moreover, often relates to a few challenges around 

agency and “co-optation” problems.  

There are three elements related to agency problems: mutual suspicion due to 

negative perceptions, adverse selection and moral hazard. When it comes to co-

optation, this phenomenon describes the risk of NGOs becoming dependent on their 

corporate partnerships. This derives from Waddell‟s theoretical framework (2006) 

when NGOs are facilitating rather than forcing change on businesses. It tries to 

capture the situation where the NGO runs the risk of losing authority over the 

relationship with the business which can in turn lead to a weak link between the 

parties with a marginalised power as a net result.  

These negative perceptions can, firstly, lead to mutual suspicion and resistance to 

change and thus progress in NGO-Business Partnerships. NGOs habitually consider 

themselves as the weak link in the partnership. They might further view the company 

as unreliable. (Interview CARE Denmark, 2012) Companies on the other hand view 

NGOs as idealistic and non-disciplinary in the market place. (Interview COWI, 2012; 

Interview CODAN, 2012) 

This misconception can become a challenge as it has between CODAN and WWF 

Denmark during their first year of their collaboration. CODAN employees had a hard 

time understanding why WWF suddenly joined their internal meetings. They simply 

could not see how the NGO could help them. After all they are “an insurance 

company working with companies and private persons”. They also had a problem 

understanding each other‟s language. Finally, after the first year of partnership, the 

two parties attempted to solve the collaborative barriers by asking the simple 

question of how they can actually help each other in order to “create a win-win 
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situation”. It was not an easy task but after a while they managed to reach a good 

solution where WWF could contribute with inputs to new climate friendly insurance 

products, enabling CODAN to save money and satisfy the clients as well as 

protecting the environment in the end. WWF on the other side saw potential in 

tapping into yet unexplored market of new clients, which enables them to reach out 

further with their messages about protecting the nature. (Interview CODAN, 2012)  

Another example is the current debate of the membership fee. WWF Denmark 

introduced a membership fee based on the companies‟ turnover. However, the 

introduction of the fee was, according to Novo Nordisk, without prior consultation 

with the partner. But Novo Nordisk has another concern reaching beyond the ad hoc 

costs that is a loss in credibility of the partnership. The company is afraid that doubt 

will rise if they “pay” WWF because WWF‟s opinion is very important to them in 

the partnership. Thus Novo Nordisk fears that the public will perceive it as a “paid 

for good image”. (Interview Novo Nordisk, 2012)  

This example from Denmark can be translated into an agency problem which can 

occur when goals conflict or when it is hard for the principal to control the work of 

the agent. The empirical findings indicate that usually WWF manages to mitigate and 

thus prevent the risk of agency problems through signing written agreements with the 

members of the CSP. This helps them to govern the relationship and enables them at 

the same time to exit the collaboration after the contracting period if the company is 

not able to live up to the jointly agreed-upon reduction goals. (Interview WWF 

Sweden, 2012) Nonetheless, the examples stated above indicate that there is still 

room for improvement especially in contract compliance (cf. Interview Novo 

Nordisk, 2012). 

Secondly, as previously discussed in Chapter 4, adverse selection happens if the 

agent is hiding information before entering a contract with the principal. That is the 

reason for the tough selection process and long negotiation phase in establishing new 

WWF Climate Savers Partnerships. (c.f. Interview WWF Sweden, 2012) Moving 

closer towards the principal-stewardship approach this means that if WWF Denmark 

and Sweden want to work with companies it is a “give and take relationship”. 

Adaptation on both sides may be and should be a consequence. “They [WWF] can 

still criticise or say bad things about their partners”, but both partners also need to be 

aware of operational differences i.e. in the decision making process and the time it 
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takes to arrive at a decision in a large and complex organisation. (Interview CODAN, 

2012) The Danish CSP partner Novo Nordisk agrees with CODAN to the extent that 

WWF can work together with businesses, they are not “in bed with business but they 

are not completely out of the bedroom either because they have to be in the bedroom 

in order to understand [the reason for why] businesses [...] have these partnerships” 

(Interview Novo Nordisk, 2012).  

Thirdly, moral hazard problems occur when one party acts opportunistically 

throughout the contracting period. For the present case study this can be seen in that 

one of the pre-requisites for joining the program is for the company to get internal 

support from the CEO and management side. This ensures a deep and serious 

commitment from the company (agent) side implying that they are treating climate 

change with the seriousness it deserves across the organisation. Most likely, this will 

diminish the risk for opportunistic behaviour – both from a company and WWF‟s 

perspective. Although top-management support is needed to begin with, WWF 

Sweden warns that even the counterperson at the partner company is passionate and 

committed about the issue (normally a CSR manager). This person faces the 

challenge of involving the entire company and getting everyone on board once the 

process begins. (Interview WWF Sweden, 2012)  

In regards to the co-optation problem it is important to highlight WWF‟s relatively 

strong and stable status. The organisation‟s corporate partnerships follow a set of 

predefined principles, all aiming at ensuring independence. These include 

transparency, measurable results and the right to disagree with the business. But, as 

WWF Denmark stated, even today, if there is a company of special interest to WWF, 

negotiations and a softening of the selection criteria or to-do‟s may occur (Interview 

WWF Denmark, 2012). At times selection and other seemingly unchangeable 

partnership rules of engagement are more flexible because they need to compromise 

by following directives from the companies (cf. Interview Alexander Rose, 2012; 

Interview WWF Denmark, 2012). According to CODAN, WWF could spend the 

money better possessing all decision making power. Sometimes, they have to 

compromise in the Climate Savers Programme to the companies‟ benefit. “They 

[WWF] think that since we are partners, they have to please us.” Moreover “they are 

devaluating their own profile.” (Interview CODAN, 2012) The arguments above 

signalise that the goal conflict is undersized yet present in the CSP. In the interviews 

partners, on both sides of the partnership, were asked not only about their own 
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motives, goals and opportunities by participating in the CSP but also the 

counterparty‟s ones. This revealed that the perceived parameters are to some extent 

compatible to the actual answers, meaning that WWF and its business partners in 

Denmark and Sweden are well aware of the motives, goals and opportunities of the 

partnership. Another reason for WWF‟s independence from their business partners is 

the relatively small percentage of WWF‟s incomes that actually comes from the 

corporate partners (see Appendix 9 - 10). The financial contribution from 

corporations internationally, as part of the total turnover in 2011, accounted for 6% 

(WWF, 2011c, p.32). In Denmark 23% of the turnover in 2010/11 originate from a 

combination of sponsorships, funds and licensing from corporate partners (WWF, 

2011b, p. 52). The amount is in turn divided between several business partners. Thus 

each individual company is less significant for the organisation‟s survival. 

Additionally, speaking against the co-optation problem is the right WWF possesses 

to criticise its corporate partners. Together, these factors strengthen the role of the 

CSP and its likelihood to create equality between WWF and its business partners.  

When analysing the various interviews regarding challenges and opportunities for 

NGOs in the interaction with businesses, the findings demonstrate that the perceived 

opportunities outweigh the challenges. Still some difficulties can be distinguished. In 

the past there has been a rather high information asymmetry as confirmed by one of 

the interviewees; “The NGOs do not have enough power to always do what they 

want” (Interview Alexander Rose, 2012). WWF Denmark thinks that businesses 

evaluate opportunities and challenges within the CSP the same way they do. 

According to WWF, Novo Nordisk decided to have the CSP agreement, because they 

were looking for serious change while parallel assessing the kind of brand value. 

This is distant from WWF‟s focus, target and mission but they emphasise that they 

do not mind contributing to these goals. (Interview WWF Denmark, 2012) Another 

Danish NGO recently engaging in strategic partnerships is CARE Denmark. 

According to CARE Denmark “partnerships bring new knowledge and new ways of 

looking into programs, insights about technology, innovation, network, new 

volunteers and new people to inform”. CARE claims that the approach from NGOs 

working with companies is still regarded sceptically. Another change that has 

affected the NGO-Business Partnership nature is that many think that it is still 

difficult to understand the way companies are working and the way they are speaking 
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„their‟ language. It takes time, courage and willingness to learn the language. 

(Interview CARE Denmark, 2012) 

Novo Nordisk argues otherwise saying that they signed the partnership agreement for 

the reason that they saw in WWF a “sparring partner pushing the organisation 

forward and helping it to develop a climate strategy”. According to the corporate 

partner, NGOs sometimes do not understand that decisions take time and petitions 

cannot be signed over night. (Interview Novo Nordisk, 2012)  

Tetra Pak argues that each organisation has different opportunities and challenges. 

WWF has to manage its part and remain independent, which may well be a challenge 

at times, but for the partnership it is important that “they keep the distance from the 

industry”. (Interview Tetra Pak, 2012) 

5.4.2 Moving beyond a principal-agent position  

The principal-stewardship is a natural next step for NGO-Business Partnerships after 

an initial phase dominated by a principal-agent relationship since relationships tend 

to develop positively over time. The collective action approach echoes a shift away 

from a high principal-agent level, where in the past the resource strong partner from 

the private sector could push for a favourable agreement. It has shifted towards a 

higher, more meaningful outcome and likelihood of strategic partnerships recognised 

in the principal-stewardship paradigm.  

5.4.2.1 The changing role of NGOs 

In accordance with the new societal divide introduced in the Literature Review 

(Seitanidi, 2006, p. 2), contending that the state, private and NGO sector co-exist as a 

result of increasingly blurring boundaries between them, the interviewees seem to 

agree that NGOs in general have undergone a transformation over the last decade 

(Interview WWF Sweden, 2012; Interview Novo Nordisk, 2012; Interview CODAN, 

2012). Two interviewees further indicate that NGOs and businesses, both aware of 

the critical climate change situation, do not want, nor cannot afford, to wait for the 

government to execute the needed legislation (Interview Haga Initiative, 2012; 

Interview CODAN, 2012). CODAN portrays the situation; “The frontrunners are the 

businesses, NGOs and private persons saying that we cannot just sit back and wait 

for politicians to make the big decisions. But if we wait and do not act we will lose 

momentum”. (Interview CODAN, 2012) Haga Initiative stresses the urgency of 

climate change as one of the strongest drivers for this recent development; “You 
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cannot sit at home and wait anymore. Everyone has realised that one have to 

collaborate in order to solve the challenges. We must do this together.” (Interview 

Haga Initiative, 2012) COWI distinguishes itself from the rest of the interviewees, by 

arguing that it is the governments and municipalities pushing the companies rather 

than the NGOs. NGOs in turn, can move and influence governments. Therefore, 

COWI argues, the relationship between business and NGOs is indirect and facilitated 

by an intermediate party - the government. (Interview COWI, 2012) 

One of the reasons for the changing role of NGOs is that they tend to be less 

offensive and instead more constructive in their relationships towards businesses 

today. (Interview CARE Denmark, 2012; Interview Novo Nordisk, 2012) This new 

approach can be linked to the fact that NGOs in general are more open for 

collaboration with businesses (Interview WWF Sweden, 2012; Interview Haga 

Initiative, 2012). In Figure 5 in the theoretical chapter, Waddell (2006) introduces a 

framework on changing NGO strategies towards businesses, where a general shift 

from confrontational towards a more collaborative approach can be determined. 

Many NGOs realise that both businesses and NGOs actually “sit in the same boat”, 

as CODAN phrases it, implying that they are all facing the same issue of a changing 

climate. Thus they should, and need to act together. The transformation is occurring 

in the movement from a “hardcore NGO” into adapting a softer approach where the 

NGO goes out and says “we can help you, we want to involve you and take you to 

the next level.” (Interview CODAN, 2012)  

This changes the relationship and ultimately the division of roles between business 

and NGOs.  

Apart from internal changes within the NGO and in their interaction with businesses, 

there are external reasons for the transformation. Novo Nordisk points out that in 

Denmark NGOs may have “become too common” due to an increase in absolute 

number of NGOs. (Interview Novo Nordisk, 2012). This development has occurred 

vis à vis a decreasing number of social problems in Denmark. (ibid) This creates a 

new, more competitive, landscape for NGOs to operate in, including changing 

conditions when it comes to gaining attention and ultimately funding from potential 

donors. According to Novo Nordisk, today‟s NGOs “blend in with the wallpapers”, 

as they are less visible and act less like activists (Interview Novo Nordisk, 2012). 

CODAN argues that the transformation also has to do with changes on an individual 
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level. Individuals have moved beyond using NGOs as their intermediate sphere, or 

their prolonged arm, whom are representing their opinions. Today‟s technology has 

created endless opportunities for private individuals to directly influence society via 

various online tools and forums. (Interview CODAN, 2012) WWF Sweden has, for 

example, experienced a decline in the number of private members in recent years 

(Interview WWF Sweden, 2012). Businesses have become a more important target 

group for NGOs as potential future members.    

Overall, NGOs are more organised today compared than before, in that “they have 

become more of a business with a more proactive approach” (Interview Novo 

Nordisk, 2012). Waddell (2006) acknowledges this change as a step in line with 

NGOs‟ overall strategies towards businesses, which has moved from a 

confrontational to a more collaborative approach. The most advanced stage, among 

Waddell‟s four strategies, is the facilitating change strategy. This strategy states that 

NGOs work with businesses for mutual gain. Within the facilitating change strategy, 

incentives are important for promoting change inside the businesses. The net result of 

this change is that NGOs might come out as less visible, due to more discussions 

behind closed doors and less attention in the media – nonetheless, NGOs tend to 

achieve a greater impact today than they used to (Interview Novo Nordisk, 2012).  

There is a looming danger of the “co-optation” phenomenon pointing out the risk of 

NGOs losing authority over the relationship with the businesses and thus becoming 

the weak link with a marginalised relative power.  

Nevertheless, the level of change regarding the approach towards businesses differs 

from case to case. CARE Denmark has acknowledged that when they are 

approaching businesses in a more self-confident way, which according to CARE 

“makes a huge difference”. Then the companies tend to treat them more seriously. 

(Interview CARE Denmark, 2012) In other words, even if the general perception in 

society is that NGOs are more collaborative and “easy” to work with, it is ultimately 

up to the NGO to demonstrate to the company that they are proactive and 

professional. In this way they can be taken more seriously and thus enhance the 

chances of achieving a positive social impact.   

5.4.2.2 Professionalism 

As seen earlier in the thesis, literature and theory reveal that NGOs have become 

more professional over time, both from a process and an organisational point of view 
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(c.f. McKinsey, 2010; Neergaard, 2009). Many of the interviews reaffirm the fact 

that NGOs are acting on a professional level today (c.f. Interview Alexander Rose, 

2012; Interview Novo Nordisk, 2012; Interview CODAN, 2012) According to 

CODAN, NGOs are working increasingly like companies and act as a partner to the 

business. CODAN invites WWF inside the company to help improve climate change 

issues and related practices. “If they want to work with companies, it is a give and 

take relationship. They probably have to adapt and should adapt a company view and 

[…] work more professional […]”. (Interview CODAN, 2012) 

But why are NGOs acting more professional today compared to in the past? In 

section 3.6 in the Literature Review, a number of reasons for the professionalisation 

or marketisations of NGOs were presented. Many of these reasons were also 

reflected on in the interviews. Novo Nordisk stated, for example, that the success of 

many NGOs has led to an increased demand for their services (Interview Novo 

Nordisk, 2012). To a larger extent, NGOs also recognise that most of the societal and 

environmental issues they are trying to solve will not be resolved within the span of 

one generation. Therefore there is a call for stronger NGOs who can continue 

addressing the issues in the decades to come. Moreover, NGOs are constantly 

seeking better, more efficient ways to reach their mission and use their funds 

intelligently, rather than increasing the level of them. (c.f.  Interview Haga Initiative, 

2012) 

Recognising regularities, the entire professionalisation process seems to have a 

positive spill over-effect on the companies‟ attitude towards NGOs. Thus companies 

act more welcoming towards NGOs, which is encouraging and thus beneficial when 

entering a partnership with the private sector. (Interview CARE Denmark, 2012) 

Nevertheless, some of the interviews show that there are also some limitations to this 

development. After all, businesses and NGOs differ in structure and purpose. 

CODAN highlights the fact that WWF is still working in distinct ways that differ 

from those of CODAN especially as far as production and delivery are concerned. 

Delays can be problematic since a large company like CODAN often needs a specific 

analysis up front, at an exact time. (Interview CODAN, 2012) WWF Denmark 

discloses that they are more professional in some areas compared to others; one area 

being that WWF Denmark is better and more efficient in their lobbying activities 

compared to for example in their campaigning efforts (Interview WWF Denmark, 

2012). 
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NGOs generally need to focus their limited resources in order to become and stay 

professional in the long run. This implies that they can only work with a limited 

number of partners in order to ensure high quality. Novo Nordisk understands that 

there is a limit to how many and who NGOs can work with. That is because with the 

increase in the organisations wishing to work together with NGOs, they have to find 

a way of securing resources. (Interview Novo Nordisk, 2012) WWF Sweden states, 

as aforementioned, that companies have to make it through a tough selection process 

(“needle‟s eye”) before getting approved as a qualified partner (Interview WWF 

Sweden, 2012). In this way, both parties can uphold quality and reputation in the 

future.  

There are also some risks associated with professionalisation or marketisation of a 

NGO. A central concern is that it might weaken civil society or that it replaces the 

voluntary spirit that has traditionally enabled them to have a rather unique societal 

role. For WWF‟s part, acting as a leader within the environmental NGO field, this is 

not seen as a major concern. WWF is regarded to be a respected, serious and 

professional player and does not run the risk to lose its voluntary spirit if they 

become more professional in their operations. They also have many full-time 

employees, and thus depend more on their members as donors than on volunteers 

taking time to work on a pro bono basis. Especially within the WWF CSP, where 

WWF is working in close collaboration with some of the world‟s most prominent 

companies, WWF simply is expected to be professional in all aspects of the 

operation.  

Literature suggests that nowadays NGOs not only act more professionally, but they 

are also, to some extent, taken for consultants to businesses in specific issues. (c.f. 

INTRAC, 1997) The contextual stakeholder analysis reveals that WWF and CARE 

Denmark do not necessarily like this association. They simply do not see how this 

can add extra value to their work – in many cases they even believe it has a negative 

effect; “We are not, not, not consultants,” WWF Sweden states in the interview. 

WWF Sweden further argues that it is normal that their partners have more in-depth 

knowledge in some areas compared to WWF themselves, which makes it hard for 

them to take on a consulting role - “Many of our members are very technical and 

many times you get very impressed by their knowledge. We do not have the same 

level of technical expertise like for example Tetra Pak. What we can do, however, is 
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to push them and also make their commitments public.” (Interview WWF Sweden, 

2012)  

WWF Sweden also declares that the organisation is more “solution-oriented” 

compared to other NGOs, and less provocative in their approach compared to for 

example Greenpeace (Interview WWF Sweden, 2012). WWF sometimes experiences 

that companies want to hire them as their consultants and thus treat them 

accordingly. CARE has a similar experience. In this regard, the respondents mention 

how companies tend to take advantage of the connection to consultancies. CARE 

explains how companies sometimes try to push them in a certain direction by using 

arguments such as “you should do this because you are our consultants” (Interview 

CARE Denmark, 2012). CARE highlights the importance of NGOs having an 

equally important opinion and voice when partnering with businesses. (ibid) 

In the interviews with Alexander Rose and Miguel Alves the situation differs. They 

state that NGOs in fact want to be considered, and prefer to work as consultants. The 

reason is that it gives them a better status. (Interview Alexander Rose, 2012) Since 

WWF already possesses a good reputation with a trusted brand, this might be a 

possible explanation for WWF‟s negative approach towards being associated with a 

consultancy (Interview Haga Initiative, 2012). 

The business partners are divided in their opinions on this particular topic; some of 

them like to view WWF as their consultant while others are more sceptical towards 

the connection. CODAN goes as far as stating that they actually are paying WWF a 

“consulting fee”, indirectly, via donations. They also mention that WWF is a better 

advisor than private consultancies. CODAN knows that they will always get WWF‟s 

honest opinion on the climate change field, no matter what. WWF constantly asks 

their partners tough questions; e.g. whether the company has considered all available 

options or if things can improve? CODAN concludes: “In the end, it is not just 

paying a consultant. It means actually paying a guy for coming in and improving our 

business. That is a huge difference”. (Interview CODAN, 2012) Tetra Pak on the 

other hand, does not view WWF as a consultant. They support their arguments with 

evidence to show that NGOs tend to work on a much longer time basis, and the 

relationship is more trust-based compared to the work with regular consultants.  They 

distinguish some important differences between WWF and a regular consultancy 

such as the fact that WWF takes a long-term view and builds its relationship on trust 
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and credibility. Novo Nordisk does not understand WWF as an advisor in this sense 

either. Instead the company is praising WWF‟s ability to give a “frank, honest and 

challenging response” to Novo Nordisk‟s core business.  

5.4.3 The principal-stewardship partnership level 

As described earlier in the study, the principal-stewardship theory emphasises the 

long-term contractual relationship based on collective goals, trust and involvement. 

WWF sets individual goal for each member company on a bilateral basis. If these 

goals vary too much from case to case, a sense of unfairness might arise and threaten 

the relationship between WWF and its partners within the CSP. This indicates that 

there is room for improvement before WWF and CSP partners have fully moved to a 

principal-stewardship position.  

Another factor that needs to be taken into consideration when analysing the shift 

towards the principal-stewardship approach is involvement and thus the question of 

how much is WWF actually involved in the implementation of the member 

companies‟ emission reduction targets? In Denmark, according to CODAN, WWF is 

very involved and highly active in helping, supporting and sparring with the 

company in the implementation of their climate-related goals. (Interview CODAN, 

2012) WWF Sweden is lacking services in this area, leaving it to the companies 

themselves and external consultancies to deal with the implementation of reduction 

targets. A lack of support may also be indicated regarding the innovative business-to-

business partnership between Novo Nordisk and DONG Energy. Through the 

initiative, launched as a consequence of Novo Nordisk‟s membership of the CSP, 

DONG Energy assists in the fulfilment of requirements established in the CSP. 

Without the partnership Novo Nordisk‟s compliance with the energy reduction goals 

in the past is uncertain. (cf. Interview DONG Energy, 2012; Interview Novo 

Nordisk, 2012) 

Moreover, it takes time and effort to build trust between the collaborating parties. As 

the CODAN interview demonstrates, many small but important successes are needed 

in the beginning of the partnership to overcome typical problems. (Interview 

CODAN, 2012)  

5.4.3.1 The effects of the changing role of NGOs on partnerships  

The previous analysis of the changing role of NGOs has provided evidence for 

investigating how it influences and shapes NGO-Business Partnerships, and in 
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particular the CSP. The stakeholders have confirmed the effects the changing role of 

NGOs has on the respective partnerships. In this context Seitanidi‟s (2010) argument 

of the changing societal model can be used to explain the increasing importance and 

shift of responsibilities towards NGOs and the private sector (Seitanidi 2010, p. 2). 

The increasing mutual recognition of skills and resources is another very important 

part of the picture. Ever-rising awareness and a sense for corporate responsibility 

such as by Novo Nordisk, DONG Energy, Tetra Pak and CODAN to support 

sustainable development, can be considered imperative for NGO-Business 

Partnerships to work and grow (cf. Bendell, 2010).  

Figure 5 in section 4.2.1 is drawn upon in the assessment of partnerships taking into 

consideration the transformation of NGOs. WWF and many more NGOs have moved 

from forcing change as pure activists towards promoting change and ultimately 

facilitating it. Novo Nordisk has described changes in terms of impact and visibility 

of NGOs. This indicates that the focus has shifted from an activist role where the 

visibility was much higher, towards an outcome-oriented role where visibility is 

lower but NGOs are, according to DONG Energy, frequently consulted to assure 

their approval and avoid negative publicity for DONG Energy and its climate 

partners. The company further states that “journalists are very eager to bring the 

stories up; through the media, they [NGOs] have actually gotten a lot of power”. 

(Interview Novo Nordisk, 2012; Interview DONG Energy, 2012) Likewise, the 

promotion of change can be seen in the extensive lobbying WWF is undertaking in 

Denmark but also in Brussels and other countries. Although the going is tough, by 

highlighting the responsibility of businesses in the climate change mitigation context, 

WWF raises awareness and actively works towards making sure that the private 

sector understands its responsibility and acts upon it. (Interview WWF Denmark, 

2012) This also reveals the increasing political recognition of WWF Denmark as 

well as appreciation from the businesses. The role as a facilitator for change means, 

according to Waddell (2006), that NGOs get involved in collaborations with the 

private sector. The fourth strategic direction, introduced by the author does neither 

apply to WWF Denmark nor to Sweden or the Climate Savers Programme, but it is 

rather valid for funds and to some extent consultancies working with climate change.  

NGO-Business Partnerships are of growing importance seen from both the NGO and 

business perspective. For NGOs those partnerships are an effective means of 

achieving their strategic goals and missions despite their less activist and visible role 
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today. (cf. Interview Novo Nordisk, 2012) The greater credibility of partnerships and 

NGOs, the fast return on CSP related investments for companies (cf. Interview Novo 

Nordisk, 2012) as well as the renewed and renegotiated partnership agreements 

within the WWF CSP indicate how positively the changing role of NGOs affects 

partnerships and their longitude (Interview WWF Sweden, 2012; Interview Novo 

Nordisk, 2012; Interview Alexander Rose, 2012).  

Different authors providing different typologies and definitions of NGO-Business 

Partnerships were presented in the Literature Review. Bendell‟s approach matches 

the findings of this study arguing that a higher form of relationship has emerged and 

moved the partnership from a rather philanthropic (first generation) to a more 

strategic (second or third generation) stage (Bendell, 2010). Nonetheless, 

philanthropic partnerships are still the most common associations between the 

respective two entities today. The study of the CSP in Denmark revealed that only a 

limited number of advanced NGO-Business Partnerships exists in Denmark. This is 

in line with Neergaard et al (2009) stating that although it is a great opportunity for 

both parties, there are still very few but the interest is growing which leads to the 

belief that the number of strategic partnerships will increase (Neergaard et al, 2009).  

As a result, key steps in reaching the principal-stewardship status were identified, 

one being goal alignment in terms of mutual goals and objectives to be achieved 

through initial trust disposition. Another one being the continuous involvement 

management and empowerment of the member company, which can be achieved 

through: (1) Responsibility, (2) Autonomy, (3) Shared culture and norms, (4) 

Personal power and trust, and (5) Other governance mechanisms. (Van Slyke, 2006, 

p. 158) 

To constantly see the improvement potential in the partnership is a challenge also for 

NGOs nowadays. However, decreasing the information-asymmetry and increasing 

the trust between the partners can transform challenges such as these into 

opportunities for the CSP beyond imagination.  

5.4.3.2 The CSP’s collective impact on climate change  

The successive section addresses the third sub-question of this study, commencing 

by describing the way in which the CSP has an impact on climate change. It will then 

describe the emerging consensus to take responsibility in the private sector and 

elaborate on prerequisites for a high collective impact in acting together against 
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climate change. The CSP currently lives up to all three requirements needed for 

launching a collective impact initiative. Yet, like this section reveals, there is room 

for some improvements.  

First of all, WWF acts as the influential champion within the Climate Savers 

Programme. The organisation has a respected brand and a long tradition of 

experience of managing similar initiatives and is thus able to gain the respect needed 

from the top-management of the member companies. In the first-tier interviews, 

Tetra Pak and Novo Nordisk refer to WWF as an influential player with the ability to 

lead an initiative like the CSP. Their belief in the capability of WWF is also reflected 

in them being direct partners of that programme. (cf. Interview Tetra Pak, 2012; 

Interview Novo Nordisk, 2012).  

A collective impact initiative also needs adequate financial resources. For WWF this 

is relevant regarding WWF‟s general financial statements, demonstrating a healthy 

turnover and a relatively large financial surplus. (WWF, 2011b, p. 52) However, as 

findings from the interview with Novo Nordisk revealed, there is little transparency 

around each member‟s contribution to the initiative‟s financial pool and on what 

basis this amount is calculated. (Interview Novo Nordisk, 2012) Finally, there should 

be a sense of urgency for change. As seen throughout this thesis, the climate change 

issue definitely reflects this last requirement.  

Another favouring argument is that WWF serves as the backbone organisation of the 

CSP. It provides the strategic direction, facilitates the dialogue between partners, 

manages data collection and analysis, handles communication, coordinates and 

mobilises funding – traits that normally describes a backbone support organisation 

(Kanja et al, 2011b, p. 6) The backbone organisation is one of the pre-requisites for 

successful collaborative impact. Creating and managing collective impact requires a 

separate organisation and staff with a very specific set of skills to serve as the 

backbone for the entire initiative. At best they represent the principles of adaptive 

leadership: the ability to focus people‟s attention and create a sense of urgency, the 

skill to apply pressure to stakeholders without overwhelming them, the competence 

to frame issues in a way that presents opportunities as well as difficulties, and the 

strength to mediate conflict among stakeholders (ibid).  

The stakeholder analysis revealed that WWF serves as such a backbone organisation 

to large companies. CODAN recognises the business potential in engaging in climate 
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change adaptation and mitigation. However, such an undertaking needs to be 

communicated and implemented across the entire organisation (Interview CODAN, 

2102). WWF is an NGO understanding that. They speak the language of the private 

sector to some extent while at the same time remaining distant and independent 

enough to retain their critical view on their partners and thus contributing to the 

mitigation of climate change.  The pros of letting an existing NGO, such as WWF, 

serve as the backbone support organisation is that it tends to lead to credibility, clear 

ownership and a strong understanding of the issue. (Kanja et al, 2011b, p. 7)    

Moreover, the CSP activities have a positive effect on other companies, not least on 

WWF‟s second-tier partners which benefit a lot from the partnership (c.f. interview 

CODAN, 2012). The CSP gathers key players in the different industries and thus 

creates spill-over effects to other companies within the sectors. It works with long-

term relationships instead of a project-oriented approach, which contributes to a 

better and more sustainable outcome and fosters learning through frequent meetings. 

Together, these facts support this thesis‟ initial statement regarding the possibility for 

scale in the CSP.  

Apart from having WWF acting as a backbone organisation, the CSP initiative has a 

strategic and systematic approach to social impact - the climate change issue. It 

focuses on the relationships between organisations and the process of setting up 

shared objectives with a shared vision for change. The shared objectives are secured 

through the CSP contract that both parties need to agree upon and subsequently 

approve every fifth year. 

5.4.3.3 Moving towards a solution - tackling root causes to mitigate climate change  

Climate change represents a complex problem given its scale and urgency in causes 

and implications. Moving towards a solution, the adaptive nature of the issue has to 

be acknowledged by all stakeholders (Heifetz, 1998, p. 48). Action is needed beyond 

collaboration across borders. Inclusive learning and an integrative solution are 

necessary (Kanja et al, 2011a, p. 8). 

Taking a look at it from the principal-stewardship perspective, the theory examines 

collective, pro-organisational and contractual behaviour in which managers are no 

longer motivated only by a set of individual goals but rather as stewards whose 

motives are aligned with the objectives of their principals (Van Slyke, 2006, p. 158). 

It is imperative for WWF and the CSP to advance to a third generation partnership. 



 

 

94 Analysis 

This allows for collective action and consequently leads to a collective sustainable 

impact, which is beneficial on a large scale. The CSP is moving towards the third 

generation partnership. As previously defined by Bendell (2010), this stage involves 

moving beyond financial contributions from businesses and internal operational 

changes. Bendell identifies the third generation as being more transformative, 

because partners seek to change their external operating contexts and thus support 

internal changes better. At the same time they encourage potential partners to do the 

same. However, the most important step is not signing new partnership agreements 

but setting up effective and functional partnerships. WWF is following that approach 

as they engage in long negotiations and carefully choose their partners. The number 

of climate savers agreements signed in the past decade around the world is limited, 

yet having reliable, fitting, long-term relationships with the largest CO2-emitters in 

the world, has an important long-term effect. By additionally advising and guiding 

non-CSP partners WWF argues that they are tackling the root causes and not just 

symptoms. (Interview WWF Denmark, 2012; Interview Sweden, 2012) In return 

companies are very good collaborators in convincing politicians to change 

environmental policies. 

In the interview the Swedish business driven climate network Haga Initiative 

answers the question whether an emission reduction programme is the right way to 

tackle root causes negatively. According to them companies should not only move 

towards carbon neutrality but actually towards storing carbon emission to have a real 

impact. (Interview Haga Initiative, 2012) Nonetheless, partnerships such as WWF‟s 

and the Haga Initiative‟s programmes are a step in the right direction.  

Further, companies increasingly agree that taking action on climate change is a 

responsible business decision. However, the shift from an isolated impact to a 

collective impact requires a strategic and systematic approach that focuses on the 

relationships between organisations and NGOs - the partnership level.  Climate 

change is driving a major transition that will both create opportunities and challenges 

as well as winners and losers. This transition is changing existing markets while at 

the same time creating opportunities for new ones. (Hoffman et al 2008, p. 5) 

Waddell‟s framework for analysing the interaction between NGOs and businesses 

shows the move from a confrontational to a collaborative spectrum from an NGO 

perspective, facilitating or promoting change in collaboration with businesses. 
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(Waddell, 2006, pp. 1) In regard to the CSP, Novo Nordisk agrees with the theory 

and literature stating that “WWF is an important sparring partner” motivating them 

to think out of the box. An outcome of the partnership was another partnership 

helping Novo Nordisk to comply with the agreement. (Interview Novo Nordisk, 

2012) Novo Nordisk and DONG Energy became founding members of a state-of-the-

art partnership aimed at reducing energy consumption. The savings are allocated in 

buying green electricity from DONG Energy. (DONG Energy, 2012) Moreover, 

both, COWI and the Haga Initiative, state that their goal is to correct energy 

efficiency as well as climate-friendly solutions which are the key to energy 

efficiency (Interview COWI, 2012; Interview Haga Initiative 2012). Haga Initiative 

goes even a step further and reveals that companies actually like to be their partners 

because it “gets busy and they get challenged and pushed” (Interview Haga Initiative, 

2012). 

In the same way WWF‟s CSP facilitates and promotes change by collaborating with 

businesses. Tetra Pak sums up the argument by saying that NGO-Business 

Partnerships, such as the CSP, are “a very important component in the mitigation of 

climate change”. However, Tetra Pak believes that this will never totally eradicate 

climate change. Nonetheless, the company recognises the value of the long-term 

relationship and the need for collaborative action. (Interview Tetra Pak, 2012) 
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6 Discussion  

 

The purpose of the discussion is to elaborate on the trends and the key findings of 

this study. It seeks to answer questions such as which major trends are deriving from 

this thesis and the implications they have on WWF‟s Climate Savers Programme as 

well as the impact. This chapter also addresses the research questions of the study 

and moreover provides practical recommendations to further develop WWF‟s CSP. 

Finally, it wraps up the thesis with conclusive remarks.  

6.1 Major Trends 

 

WWF has a long tradition of working with companies and is increasingly 

professional when interacting with them. As seen earlier both in the Literature 

Review and Theory, partnerships tend to evolve over time as a result of a constant 

learning process on both sides. Among other things, WWF has learned to speak in 

the right language to the companies. This has arguably made the companies more 

committed and goal-oriented over time. Kofi Annan commented on this somewhat 

blurring boundary between businesses and NGOs during the Partnership 2012 

conference; “the smart ones will speak the same language – the blurring is an attempt 

to raise resources to achieve their goals – that does not mean that deep down they 

feel the same”.
14

 This implies that even if the two parties aim to tackle important 

environmental issues, fundamentally they still have different reasons for engaging in 

the partnership. Most companies take action on climate change in order to anticipate 

future regulations and price fluctuations while WWF is driven by a deep desire to 

protect the nature and environment. It is important to be aware of this difference and 

use it as an advantage rather than a constraint in the negotiations with potential 

partners. To stay open-minded about the diverse motives for entering a partnership is 

of importance when seeking to understand each other‟s needs and success criteria. 

This will ultimately enhance each partner‟s contribution to the partnership.  

                                                           
14 Annan K. (2012) Partnership 2012 NGO+Business Conference, Speech at Copenhagen Business 

School, Denmark 
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To a large extent, WWF adapts a strategic approach towards businesses. Yet, the 

ambitious work starts long before that, already during the process of selecting the 

right corporate partner, because partnerships cannot be built with everyone. The 

NGO and the business both need to ask themselves what they stand for and if they 

have anything in common with the potential partner. WWF incorporates these 

principles.  As demonstrated in the documentation earlier in the thesis, WWF has 

some globally predefined criteria for selecting and screening partners. However, 

these rules are somewhat bendable through what seems to be a direct connection to 

WWF‟s primary desires of which companies they would like to see potential 

partners. If WWF wishes for a specific company to become a member, other 

parameters apart from the global selection criteria, such as their willingness to 

engage in the programme, matters a lot. The screening process to enter the CSP is 

extremely tough and demands extensive monthly negotiations. A part of WWF‟s 

strategic approach within CSP and for WWF in general, is to work with large 

corporations - the big emitters. WWF believes that if these companies commit to 

some predefined sustainability goals, global markets will shift in favour of the planet. 

By engaging in strategic partnerships, WWF works with companies to reduce their 

environmental footprint while embracing competitive and sustainable solutions.  

Yet, for this global market shift to happen, more companies need to enter the 

programme. Since each new member requires a lot of attention and support many 

resources are required – financial as well as non-financial ones. NGO-Business 

Partnerships in Denmark and Sweden are gaining more and more attention and are 

increasingly regarded as important. These partnerships are constantly changing and 

developing. Still, the number of strategic NGO-Business Partnerships is low. Even if 

WWF is generally seen as a pioneer in the NGO-Business Partnerships field, it is 

important to constantly seek ways to improve the relationships with the companies to 

make it more attractive for companies to become part of such a programme. 

Companies generally aim at the highest possible exposure and impact for every unit 

of input. WWF and the CSP have a facilitating role as well as they are a ´critical 

friend´ for partners. This important role is arguably the backbone of a partnership 

and the engine for change. In the end of the day, it is WWF setting the standards for 

the partnership. Thus they have the possibility to steer the partnerships into their 

preferable direction. Listening to and incorporating the companies‟ view is important 

in order to find a mutually beneficial design. At first glance, such an alteration 
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requires a lot from WWF and might threaten its independence from the business. 

However, as this study shows, WWF tends to play the role of a principal in relation 

to partnering companies (the agent), at least in the starting phase of the partnership 

with the CSP‟s members. In the end of the day, it is WWF screening the company 

and not the other way around. Any company can seek contact with WWF, but WWF 

only selects a few chosen strategic partners. Over time, the relationships are likely to 

evolve to principal-stewardship relationships along with more trust, communication 

and equal role division in between the parties. One of the main reasons for this 

independence is the relatively small percentage of WWF‟s incomes that actually 

comes from the corporate partners. This amount is in turn divided between several 

business partners, which makes each individual company less significant for the 

organisation‟s survival. Another reason is the right of WWF to criticise their 

partners, at any time and for any reason. Together, these factors strengthen the role of 

WWF CSP and its likelihood to create equality between WWF and its business 

partners.  

This leadership means an increased level of responsibility for WWF. A responsibility 

towards its members to do all it takes to ensure that the mission and vision of the 

CSP can be met. As described earlier, the vision of the CSP is to contribute to a 

climate safe future in which global warming is kept below 2
°
C on average from pre-

industrial levels, and greenhouse gas emissions are reduced 80% from 90‟s levels by 

2050. The mission and therefore the plan to achieve these ambitious goals, is to 

contribute to the transformation towards a low-carbon economy by demonstrating to 

consumers, key players in the industry and consumers that businesses are prepared to 

deliver substantial reductions in greenhouse gas without for that sake compromise 

the financial bottom-line. A key-step in the success of the CSP is to focus on 

achieving collaborative impact instead of working „alone‟ under the conditions of 

isolated impact. Climate change is a very complex issue and one of the most serious 

and looming threats of today. WWF and the CSP have an important role to play to 

facilitate the change needed to mitigate the risks associate with this particular threat. 

Not only do the member companies need to reach out to the rest of the business 

sector to inspire change by demonstrating viable solutions, but they also need to get 

more advanced in their own journey towards reaching carbon neutrality. As a 

backbone organisation, WWF‟s CSP facilitates, drives, and ultimately works as a 

catalyst for this change.  
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6.2 The relevance of strategic climate partnerships 

 

According to Kofi Annan, the world currently faces three main challenges. These are 

poverty reduction, fighting unemployment and mitigating climate change.
15

 When 

someone who has dedicated his life to solve some of the world‟s most pressing 

problems mentions climate change as a top political priority, it is certainly an 

alarming sign. The earth is already showing many signs of worldwide climate 

change. There is a high likelihood of leading to large-scale food and water shortages 

with catastrophic effects on wildlife, just to mention a few of its implications. In the 

absence of appropriate jurisdiction or strong enough private initiatives to mitigate 

these effects, strategic partnerships between companies and environmental NGOs are 

and will be regarded as an important contribution.  

From WWF‟s point of view, lobbying and advocacy is simply not enough in order to 

reach their ambitious climate change targets. WWF also needs to get the businesses 

involved and on-board of this journey. Not only because businesses tend to have the 

resources and knowledge indispensable to scale up their activities, but also in order 

to reach out to other important players; employees, competitors, industry 

representatives and ultimately politicians. For the company‟s part, there is a 

competitive advantage and possibly a business case associated with engaging in a 

NGO-Business Partnership with a focus on emission reductions. Companies adapting 

a climate strategy and involved in a NGO partnership become better at anticipating 

future cost fluctuations and thus avoiding them. They might also gain some PR and 

marketing related benefits from it. Basically NGOs and businesses face the same 

amount of challenges and opportunities. But instead of trying to fight it separately, 

they should collaborate on finding appropriate solutions. This will allow for 

collective impact development and further enhancement. 

6.3 Recommendations 

 

The findings have indicated that there are different levels of understanding and ways 

of applying NGO-Business Partnerships. Also, the findings have suggested the 

importance of reacting to interactional difficulties in climate partnerships in order to 

                                                           
15

 Annan K. (2012) Partnership 2012 NGO+Business Conference, Speech at Copenhagen Business 

School, Denmark 
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address the urgency of the problem by reaching the highest collective impact 

possible. 

This chapter provides recommendations to WWF‟s CSP in Denmark and Sweden on 

the basis of the findings of this study. 

6.3.1 Recommendation 1: provide more support to partners 

The first recommendation to the CSP is to broaden its support function to member 

companies. This means an extension of its role as a backbone organisation. WWF‟s 

role as a “critical friend” motivates and guides the companies and can thus be applied 

to a larger extent. One concrete example is that WWF can provide its expert view in 

relevant decision-making processes at company level. It also entails the forthcoming 

with concrete inputs to climate-friendly products developments, in line with already 

established initiatives such as the climate guide for companies WWF Denmark 

developed with Grontmij (cf. Appendix 8). 

The interviews with WWF Denmark and Sweden revealed that the member 

companies are given a limited amount of support and critical resistance from WWF 

once they have entered the CSP. Second-tier partners on the other hand, like the 

strategic climate partnership between WWF Denmark and CODAN, are, however, 

given more attention from WWF in their climate efforts. WWF is, among other 

things, actively involved in internal meetings at CODAN serving a critical discussion 

partner as well as a catalyst for climate friendly innovation. Although this takes time, 

companies are able to reach well beyond set goals with an increased impact, so 

WWF. As introduced throughout the thesis, the Haga Initiative is an initiative WWF 

could learn from. The Haga Initiative provides a lot of training and meetings to their 

member companies, such as monthly meetings inviting experts from relevant fields. 

This allows for best practices and lessons learned sharing in between the member 

companies. Together with their members they lobby and meet up with politicians and 

lawmakers. Thereby members get increasingly involved over time which inspires 

them (and in the end also others) to set more ambitious goals.  

6.3.2 Recommendation 2: take on more companies 

A second advice is that WWF‟s CSP should take on more members. Currently 

WWF‟s CSP has 30 members worldwide. There is one in Denmark and three in 

Sweden. At the same time WWF has pointed out that there are at least 100 large 

companies worldwide that are important to engage in climate friendly activities, if 
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they want to reach their climate goals. The recommendation for WWF‟s CSP is, in 

the short term, hence, to work with more of these already appointed companies and 

in the medium to long term to turn them into Climate Savers. In this way, they 

should be able to push and ultimately transform their business operations to be more 

sustainable and long-term driven. Other networks and initiatives show that it can be 

beneficial to expand the programme by reaching out to more participants. Examples 

are the DONG Energy and Novo Nordisk climate partnership with 122 partners or 

the Haga Initiative with eleven members, only a year after its establishment. 

Needless to say, it is important to keep a good balance between quantity and quality. 

As pointed out already in the Literature Review, NGOs generally need to focus their 

resources in order to become and stay professional in the long run. An implication of 

this is, also mentioned by Novo Nordisk, that they can only work with a limited 

number of partners in order to ensure high quality. In that respect, a necessary step 

for WWF Denmark and Sweden may be to hire a second person for the CSP to 

secure a continued improvement in the quality of each partnership. 

Another way for WWF to ensure continued quality in their work is to improve its 

communication with members to order to guarantee continuous progress. Within this 

context it is also important to stress that WWF reserves the right to criticise its 

partners, which the companies already have accepted and appreciated from the start. 

For that reason WWF should remain independent and not try to be too similar to 

business to not lose the value companies see in the partnership. According to the 

interview with CODAN “they [WWF] can still criticise or say bad things about their 

partners”, but both partners also need to be aware of operational differences i.e. in 

the decision-making process and the time it takes to arrive at a decision in a large and 

complex organisation. (Interview CODAN, 2012) 

6.3.3 Recommendation 3: find an appropriate way of charging members 

WWF should be more transparent in their approach to charging CSP members. It 

should be stated up front which activities WWF needs money for (e.g. training WWF 

staff, training members, arrange conferences for CSP members, organise and print 

material for partners, seek new partners, administration). This will make it easier for 

member to see what the membership fee is used for and when and where the money 

is needed. Novo Nordisk expressed discontent over the current situation in the 

interview saying that WWF just confronted them with a membership fee without 

consulting them beforehand. “It is a very, very high price – we have to figure out, 
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what is then the value of the credibility from WWF and what would the alternative 

be?” (Interview Novo Nordisk, 2012). Without knowing exactly what the money is 

used for, there is a high likelihood for WWF losing its credibility and ultimately its 

partners. According to WWF‟s Patrick Laine, transparency is and should be a key 

driver in the engagement with corporations (WWF/ Coca Cola presentation, 2012). 

WWF should try to discuss this with existing or potential partners, by asking them 

questions such as: how much are you willing to pay for the WWF stamp? Moving on, 

how much are you willing to pay to have WWF as a strategic partner?  

6.3.4 Recommendation 4: try to harmonise member requirements  

Finally, a common lowest denominator for reduction goals across members and 

countries is recommended. This could for example be 30% of the absolute reduction 

from year one to year five of the contracting period. Of course it is understood that 

this might be delicate since some of the companies are expanding to coal-intensive 

markets like China and India (c.f. Interview WWF Sweden, 2012). In any case, more 

transparency about the common goals is encouraged across the programme. 

As described in the Theory Chapter, the principle-stewardship theory emphasise the 

long-term contractual relationship based on collective goals, trust and involvement. 

Within the CSP bilateral goals are set between the NGO and the member company 

and hence, individual long-term contracts govern their relationship. In the meantime, 

the actual reduction goals vary a lot from case to case which might cause problems 

connected to mistrust and confusion in the long term. If the individual contracts 

instead are based on harmonised and collective goals, the companies would not only 

be able to see the larger picture and the CSP‟s collective contribution to climate 

change mitigation but they would also be able to support each other to reach the 

common goal. This might also motivate individual members to go even further, 

beyond the collective goals, and thus win the trust and respect from the rest of the 

participants.  

6.4 Conclusion and perspective 

 

The purpose of this concluding chapter is to provide an answer to the main research 

question of how to overcome interactional difficulties in NGO-Business Partnerships 

and thereby moving closer to the ultimate goals of WWF‟s Climate Savers 
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Programme. In doing so, three sub-questions were of assistance in providing an 

answer to the research question.  

This single-case study has investigated the CSP to understand how WWF can 

address partnership difficulties in NGO-Business Partnerships in order to move 

closer to its climate change mitigation goals. Those partnerships are alternative, 

innovative ways in which the different parties can bring together complementary 

competencies and resources in order to have an impact on climate change. Together 

with the literature, theory and documents, the realisation of eleven semi-structured 

in-depth interviews revealed that interaction difficulties in partnerships still exist as 

reflected in the analysis. Issues arising vary from scepticism and poor 

communication, to structural, interaction-related difficulties, such as goal 

misalignments or a lack of transparency in the process.  

The first sub-question treats the changing role of NGOs in society over the past 

decade. One of the reasons for the successful development of climate partnerships is 

linked to the changing role of NGOs in society. NGOs, including WWF, have 

undergone a considerable transformation over the last decade. They have become 

more open and collaborative in their approach towards businesses for a number of 

reasons: The NGOs realising that they cannot solve the issue at stake alone but need 

to involve the businesses given the amount of resources and time needed is one of 

them. Another aspect is the increasing competition among NGOs for funding that has 

led to the process of marketisation and professionalisation to enable the more 

efficient use of resources. WWF in particular has become more solution-oriented in 

its approach towards businesses – a trait generally appreciated among the partnering 

companies.  

The CSP, along with other NGO-Business Partnerships, has been affected by this 

recent development. This ties into the second sub-question of this thesis on how the 

changing role of NGOs has affected NGO-Business Partnerships. WWF counts 

many of the leading companies of different industries as partners of their programme 

to tackle climate change. They have managed not only to attract and win companies 

for the CSP but also engaged them in frequent dialogues and other projects. This has 

been described in connection with the case of CODAN and the energy giant DONG 

Energy in Denmark. Further, WWF has become increasingly important in the 

political climate change debate realising, however, that the private sector is needed in 
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order to convince politicians that businesses are ready to make adaptive changes in 

favour of the climate.   

The final sub-question explores various ways in which WWF can improve its impact 

on global climate change. The concept of having a collective rather than an isolated 

impact and the importance of developing a collective impact initiative, such as the 

CSP, to its full capacity, have been introduced as normative responses to this. It 

reflects a movement towards a higher, more meaningful outcome and likelihood of 

strategic partnerships where the participating companies are acting more as stewards 

than agents. Thus, WWF has gained the members‟ respect and acts as an influential 

champion within the CSP initiative. They have adequate financial resources and the 

climate change issue at stake involves a high sense of urgency. 

Overall, it is argued that the CSP should move from a principal-agent to a principal-

stewardship relationship in order to overcome interactional difficulties and, thus, to 

increase the probability of achieving goal alignment. Many of the steps required for 

this transition have already occurred in the case of WWF CSP. Among these are 

WWF‟s approach and strategy on how to influence businesses. WWF is facilitating 

rather than forcing change by collaborating with, instead of confronting, the 

corporate partners. This, in turn, has enabled the partnerships within the CSP in 

Denmark and Sweden to move towards a second and even third generation level and, 

consequently, closer to achieve a principal-stewardship relationship. Nonetheless, 

there is room for improvement in order to live up to the need for scalable and urgent 

solutions to mitigate climate change.  

The contextual stakeholder analysis has further shown that Danish and Swedish CSP 

partners and affected parties agree on the opportunities entailed through this 

programme. Additionally, the study discovers that those opportunities (e.g., growth 

and the brand value of WWF) outweigh interactional difficulties. WWF and its first-

tier partners were very strong in this argument, whereas scepticism increases the 

further the stakeholders moved away from the CSP. Moreover, the findings of the 

study are reflected in the recommendations provided above (see Chapter 6.3). To 

further strengthen and improve the role WWF plays as a backbone organisation to 

the CSP, a more structured and systematic approach within the CSP is crucial. In this 

regard, in order to overcome interactional difficulties and increase the impact on 

climate change mitigation, more support to partners and a higher number in 
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partnerships was recommended. Nonetheless, this should not be at the expense of 

high quality. Therefore, the harmonisation of requirements and stricter, less flexible 

guidelines were suggested. An appropriate way of charging members in terms of the 

membership fee, introduced to the Danish CSP partner, should also be found by 

involving CSP partners in the process and make the fee more transparent.  

Finally, to put the conclusive remarks into perspective, limitations of this study are 

outlined and different fields for future research are suggested in the following. As 

indicated earlier in this thesis, any potential cause relationship between the changing 

role of NGOs and the decreasing role of the state is left outside the scope of the 

analysis. The reason for this is simply the need to narrow down the research and 

scope of the thesis. Moreover, according to the context-related analysis, the 

consultancy role seems to play a minor role. Therefore, the analysis did not treat it as 

a focal point. One explanation for this is the limitation of the research conducted for 

this thesis. For this reason, in combination with the fact that the NGO connection to 

the consulting industry has potentially important effects on NGO-Business 

Partnerships, it is suggested as a topic for further research. Moreover, due to 

conflicting data between the first-tier partners and WWF and because it is an on-

going discussion between WWF and the CSP partners, a deeper analysis on the 

associated costs of the programme was left outside the scope of this thesis. The cost 

aspect is also suggested as a future research topic, preferably using a quantitative 

survey approach when gathering data from all global CSP members. Since this thesis 

is based on a single case study another suggestion for future research should also be 

to conduct a multiple case study. There, the relevance and usefulness of the 

analytical framework could be tested in NGOs within different contexts, but with the 

common aim of establishing strategic partnerships with the private sector. 
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Appendix 1. Qualitative and Quantitative Research Objectives   

             (Bryman 2008, p. 393) 
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Appendix 2. Interview guide WWF Denmark and Sweden 
 

Date:  

Means/ How Interview is conducted/ Recorded: 

 

Location:  

 

Interviewer:  

Interviewee:  

Company/ Organisation:  

Title/ job description:  

 

Topic: NGO – Business Partnerships 

 

Introduction: 

We are two master students from Copenhagen Business School writing our thesis on NGO – 

Business Partnerships addressing the climate change debate. In our work we aim to investigate 

the matter of how WWF can address interaction-related difficulties in the Climate Savers 

Programme in order to move closer to its goals.  

I n t e r v i e w 

I Background Questions 

- Your role at WWF?  

- When and why did you start working for WWF? 

 

II Partnership Questions 

In general and in particular in terms of the Climate Savers Programme  

- Types 

- Selection Criteria  

- Purpose of partnership 

- Reasons of partnership 

- Challenges 

- Opportunities 

- Impact (tackling root causes or symptoms?) 

- Success factors and measures of effective partnerships 

- Costs 

 

How do you think business would evaluate challenges and opportunities? Do you see any 

differences? 

III Role of WWF in the Climate Change Debate 

- Changing role of WWF in society over last decade 

- Main contributions to climate change context 

 

- Response to Criticism:  

 

o Challenge to be seen as consultancy  

o Decreasing importance of environmental NGOs due to increasing environmental 

interest of the private sector (Competitive Landscape) 
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Appendix 3. Interview guide first-tier partners 

 

Date:  

Means/ How Interview is conducted/ Recorded:  

 

Location: 

 

Interviewer:  

Interviewee:  

Company/ Organisation:  

Title/ job description:  

 

Topic: NGO – Business Partnerships 

 

Introduction: 

We are two master students from Copenhagen Business School writing our thesis on NGO – 

Business Partnerships addressing the climate change debate. In our work we aim to 

investigate the matter of how WWF can address interaction-related difficulties in the 

Climate Savers Programme in order to move closer to its goals. In order to secure a valid 

and valuable outcome of our study, we really appreciate you sharing your experience with 

your company’s involvement in WWF’s Climate Savers Programme. In doing so, we strive to 

assess the changing environment NGOs, such as WWF, and businesses operate in today. 

I n t e r v i e w 

I Background Questions 

- Your role at … ? 
- When and why did you start working for … ? 

 
II Partnership Related Questions 

In general and in particular in terms of the … 

- Types of activities within climate change 
- Purpose of partnerships 
- Reasons for partnerships 
- Challenges 
- Opportunities 
- Impact (tackling root causes or symptoms?) 
- Success factors and measures of effective climate change activities/partnerships 
- Costs 

 
How do you think WWF would evaluate challenges and opportunities?  

III Role of NGO-Business Partnerships in the Climate Change Debate 

- Competitive Landscape (environmental NGOs vs. consultancies vs. other Business-
to-Business Partnerships) 

- Main contributions to climate change context 
- Challenges/ benefits NGO as opposed to consultancies (costs, objectiveness, 

research, professionalism etc.) 
- Role of NGO-Business Partnerships from your point of view 
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Appendix 4. Interview guide second-tier partners 

 

Date:  

Means/ How Interview is conducted/ Recorded:  

 

Location: 

 

Interviewer:  

Interviewee:  

Company/ Organisation:  

Title/ job description:  

 

Topic: NGO – Business Partnerships 

 

Introduction: 

We are two master students from Copenhagen Business School writing our thesis on NGO – 

business partnerships addressing the climate change debate. In our work we aim to 

investigate the matter of how WWF can address interaction-related difficulties in the 

Climate Savers Programme in order to move closer to its goals. In order to secure a valid 

and valuable outcome of our study, we really appreciate you sharing your experience with 

your company’s involvement in WWF’s Climate Savers Programme and the business 

relationships you have with other companies in that context. In doing so, we strive to assess 

the changing environment NGOs, such as WWF, and businesses operate in today. 

 

I n t e r v i e w 

I Background Questions 

- Your role at … ?   
- When and why did you start working for … ? 

 
II Partnership Related Questions 

In general and in particular in terms of the … 

- Types of activities within climate change 
- Purpose of partnerships 
- Reasons for partnerships 
- Challenges 
- Opportunities 
- Impact (tackling root causes or symptoms?) 
- Success factors and measures of effective climate change activities/partnerships 
- Costs 

 
How do you think WWF would evaluate challenges and opportunities? 

III Role of NGO-Business Partnerships in the Climate Change Debate 

- Competitive Landscape (environmental NGOs vs. consultancies vs. other Business-
to-Business Partnerships) 

- Main contributions to climate change context 
- Challenges/ benefits NGO as opposed to consultancies (costs, objectiveness, 

research, professionalism etc.) 
- Role of NGO-Business Partnerships from your point of view 
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Appendix 5. Interview guide consultancies 

 

Date:  

Means/ How Interview is conducted/ Recorded:  

 

Location: 

 

Interviewer:  

Interviewee: 

Company/ Organisation:  

Title/ job description:  

 

Topic: NGO – Business Partnerships 

 

Introduction: 

We are two master students from Copenhagen Business School writing our thesis on NGO – 

Business Partnerships addressing the climate change debate. In our work we aim to 

investigate the matter of how WWF can address interaction-related difficulties in the 

Climate Savers Programme in order to move closer to its goals. In order to secure a valid 

and valuable outcome of our study, we really appreciate you sharing your experience with 

innovative approaches to mitigate climate change. In doing so, we strive to assess the 

changing environment NGOs, such as WWF, and businesses operate in today. 

I n t e r v i e w 

I Background Questions 

- Your role at … ? 
- When and why did you start working for … ? 

 

II Partnership Related Questions 

In general and in particular in terms of the … 

- Types of activities within climate change 
- Purpose of activities 
- Challenges 
- Opportunities 
- Impact (tackling root causes or symptoms?) 
- Success factors and measures of effective climate change activities 
- Costs 

 
How do you think your client would evaluate challenges and opportunities?  

III Role of Consultancies in the Climate Change Debate 

- Competitive Landscape (environmental NGOs vs. consultancies) 
- Changing role of environmental NGOs and potential effects for a consultancy like 

yours 
- Main contributions to climate change context 
- Challenges/ benefits to be a consultancy as opposed to a NGO (costs, objectiveness, 

research, professionalism etc.) 
- Role of NGO-Business Partnerships from your point of view 
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Appendix 6. Interview guide others 

 

Date:  

Means/ How Interview is conducted/ Recorded:  

Location: 

Interviewer:  

Interviewee: 

Company/ Organisation:  

Title/ job description:  

 

Topic: NGO – Business Partnerships 

 

Introduction: 

We are two master students from Copenhagen Business School writing our thesis on NGO – 

Business Partnerships addressing the climate change debate. In our work we aim to 

investigate the matter of how WWF can address interaction-related difficulties in the 

Climate Savers Programme in order to move closer to its goals. In order to secure a valid 

and valuable outcome of our study, we really appreciate you sharing your experience with 

innovative approaches to mitigate climate change. In doing so, we strive to assess the 

changing environment NGOs and businesses operate in today. 

I n t e r v i e w 

I Background Questions 

- Your role at … ? 
- When and why did you start working for … ? 

 
II Partnership Questions 

In general and in particular in terms of your partnerships:  

- Types 
- Selection Criteria  
- Purpose of partnership 
- Reasons of partnership 
- Challenges 
- Opportunities 
- Impact (tackling root causes or symptoms?) 
- Success factors and measures of effective partnerships 
- Costs 

 
How do you think businesses would evaluate challenges and opportunities? Do you see any 

differences? 

III Role of NGOs in the Climate Change Debate 

- Changing role of NGOs in society over the last decade 
- Main contributions to climate change context 
- Response to Criticism:  

o Challenge of NGOs to be seen as consultancy  
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Appendix 7. Presentation of primary findings 
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Appendix 8. The 6 phases of climate strategies  

                     (WWF’s klimaguide til virksomheder) 
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Appendix 9. Operating Trends and Ratio (WWF, 2011c, p. 32)  



 

 

123 Appendix 

Appendix 10. Turnover and Expenditures (WWF 2011b, p. 52) 
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