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Executive Summary 

Initially working from the theory of strategic alliances and cross-sector alliances this study 

investigates value creation in corporate-NGO partnerships.  By using the method of case studying 

it analyses the value created in partnerships and categorizes the value according to the Triple 

Bottom Line. All case companies studied, experience economic value creation due to the 

partnership. The partnerships are then analyzed in order to determine which factors have enabled 

the value creation and are crucial in order to create successful corporate-NGO partnerships. The 

study shows that a good personal relation between the partnering organizations is crucial for the 

partnership to succeed. It also confirms that the closer linked the partnership is to the core 

competencies of the company, the more value emanate from the partnership. A main finding is 

also that in a cross-sector alliance more emphasis should be put on mitigating the risk of conflict 

between the partners than on constructive conflict resolution techniques, in order to be 

successful. What also affects the value creation within a partnership is how well the partnership 

fits into the overall strategy of the company. The stronger link, the faster will the partnership 

develop and the more value it will create.  

Having this thesis focused on value-creation within a corporate-NGO partnership, a topic for 

further research would be how investors value companies that enter into a cross-sector alliance. 

This thesis also discovered that the economic gains a company receives from a partnership is often 

publicly being put in the background, as companies are not “comfortable” with earning too much 

from their NGO partnerships, thus making further research into this topic very interesting. 
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1.0 Introduction 

Throughout time, companies have always had some kind of collaboration with NGOs. They have 

made donations of different kinds, usually around holidays or through bigger fundraising 

campaigns. Most of this collaboration has been on a philanthropically level, but around the 

millennium there was an increasing focus on the possibilities of strategically partnering with NGOs, 

combining social, environmental and economic value creation. The concept of strategic 

partnerships has evolved since corporations and nongovernmental organizations (NGOs) 

recognized the benefits of collaborating on a wide range of social and environmental issues. James 

Austin (2000: 69) gives an interesting explanation of the increased focus on strategic partnerships: 

“The search for new resources and more effective organizational approaches is bringing NGOs and 

corporations together. These alliances are also emerging because businesses are increasingly 

reexamining their traditional philanthropic practices and seeking new strategies of engagement 

with their communities that will have greater corporate relevance and higher social impact.” 

This new paradigm includes visionary companies that see how the social context in which they 

operate affects their bottom lines and with social entrepreneurs who understand how business 

principles can enable them to fulfill their social missions more effectively. The fact that 

collaboration with NGOs can affect the bottom lines and give the company a competitive 

advantage was already indirectly described by Porter in 1979. Porter believes that there are 

external forces surrounding a company that will affect its performance. Therefore, a firm’s ability 

to sustain its competitive advantage lies in its ability to take advantage of the forces surrounding it 

(Porter, 1979).  

The strategic benefits from collaborating with NGOs stem from the fact that wealth and growth in 

modern economies are driven primarily by intangible assets. A partnership with an NGO can 

create value that, due to its origin, will be not be replicable by competitors, contrasting more 

traditional physical and financial assets since they are equally accessible to competitors.  

There is also another power that pushes companies towards more collaboration with NGOs. 

Companies are no longer evaluated solely on their financial performance. Investors look at 

stakeholder management, community contribution and reputational risk (Heap, 2000). The role of 
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companies in society has evolved from just being about philanthropy and social impact to being 

about how the individual company constructs and positions itself in society (Warhurst, 2005). 

Despite the fact that academics line up to praise the strategic partnerships with NGOs, it is still a 

rare phenomenon in the society. Neergaard et al. (2009) examined 1,900 Danish corporate-NGO 

partnerships and less than 1 % could be defined as what this paper defines as a strategic 

partnership. The fact that strategic partnerships are rare and little research has been done within 

the field is confirmed by several scholars that call out for further research to expand the empirical 

database on such collaborations (Austin, 2000, Googins and Rochlin, 2000).  

Berger et al. (2004) encourage that further research be done on the factors that drive and sustain 

the value creation in this new organizational form. This paper picks up the gauntlet and will do 

what it can to contribute to this interesting field. 

1.1 Thesis objective and research question 

This paper purpose is to shed light on value creation within strategic partnerships. It will examine 

the different kinds of value created in cross-sector partnerships. The paper also examines the 

different factors that affect such partnerships and discusses what makes the partnerships value-

creating and successful. As this is a management research paper the main focus will be on the 

partnering company.  

The research question is formulated like this and will be the common thread throughout the 

paper: 

“Which value is created in strategic corporate-NGO partnerships, and what factors enables a 

partnership to create the value and being successful? 

1.2 Structure 

The paper is structured according to figure 1.2. After the introduction section, the methodology 

follows. It will provide an outline of the scientific purposes and explanations of the methodological 

foundation of the thesis, such as the research philosophy and the choices made in the decision-

making process and their consequences. Afterwards follows the theoretical part. Here will terms 

central in the paper be defined and the underlying theoretical foundation will be shortly 

described. Then a framework for the value analysis will be presented based on the relevant 
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research. Last in the theoretical part will be a theoretical examination of factors defined in both 

intra-sector alliance theory and cross-sector alliance theory as value-creating and foundation for 

successful alliances. The analysis begins with a short presentation of the different case 

organizations and an overview of the different partnerships examined in the paper. In the value 

analysis, the value created within the partnerships will be analyzed according to the framework 

from the theory presented. The section gives a clear overview of the total value creation in the 

partnership. The purpose is shed light on which value is created in the partnerships and to ensure 

that the investigated partnerships are creating at least some economic value for the partnering 

company in order for the purpose of the this thesis to define them as successful. As existing 

research in the area of value creation within strategic corporate-NGO partnerships is scarce it 

would not be desirable to have a minimum requirement to the economic value creation as that 

could exclude cases suitable for research. After the value analysis follows the in-depth analysis of 

factors required to create a successful partnership. The analysis will be based on the theoretical 

framework presented earlier and expanded when case examples indicate important factors that 

theoretically had not been taken into account. The paper concludes with describing the main 

findings in the study. Then the paper will be put into a wider perspective by comparing it to the 

other research done in this field and lastly, interesting topics for further research found during the 

making of the paper will be presented. 
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Figure 1.2 Thesis structure Source: Own creation 

 

2.0 Methodology  

The purpose of this section is to present the research design and data collection methods for this 

thesis. The methodological aspects of the thesis are important as they clarify how the research in 

strategic corporate-NGO partnerships has been executed. First, the overall research philosophy 

and design of the thesis will be presented and explained, and then a section will describe the case 

selection and the collection and analysis of primary and secondary data. The section ends with a 

discussion of the limitations of the chosen approach.  
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2.1 Research philosophy 

The research philosophy part of a paper clarifies the perspective taken in the thesis or “the pair of 

glasses” used to review the research phenomenon. It explains the important assumptions about 

the way the world is perceived by the author (Lewis, Thornhill and Saunders, 2009).  

The ontological1 view of this paper is based on critical realism. It assumes that reality is objective, 

which exists independently of human thoughts and beliefs, but that it is interpreted and affected 

by social conditioning (Lewis, Thornhill and Saunders, 2009). For critical realists, reality is deep and 

does not only consist of our knowledge and observations of events and phenomena, but also of 

structures and mechanisms on a deeper level. To illustrate this view the classical analogy of the 

iceberg can be used. When looking at an iceberg from a boat, only a small part of it is visible to the 

viewer. So in order to understand the experience on the actual level (the tip of the iceberg), we 

have to go to deeper (under water) to investigate structures and relations that are not directly 

observable (Nygaard, 2005). Accordingly, this paper will try to come to a deeper understanding of 

the underlying factors that adds value and ensures successful corporate-NGO partnerships. 

Epistemologically2, critical realists believe it is impossible to render the truth completely (Lewis, 

Thornhill and Saunders, 2009), and therefore it is acknowledged that the complete truth about the 

value creating factors within partnerships shall not be found, but by exploring the field in-depth, 

this paper aims to approach that truth. Critical realism perceives the world as an open system, 

meaning that the characteristics of the world cannot be conducted in close system experiments 

(Nygaard, 2005). Therefore an inductive approach will be used in the analysis of this paper which 

will be further explained in the next section. 

2.2 Research design 

The research design defines how the thesis approaches the research, the processes and phases 

involved throughout the study. Research approaches can be divided into two different 

approaches; deduction (testing theory) and induction (building theory) (Lewis, Thornhill and 

Saunders, 2009). This paper will make use of both approaches. Within the research field of social 

sciences, it is very difficult to separate the deductive approach from the inductive approach as 

they are mingled into each and used simultaneously (Andersen, 2005). With this in mind, this 

                                                      
1
 Researcher’s view of nature of reality or being. 

2
 Researchers’ view regarding what constitutes acceptable knowledge. 
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paper aims to use a deductive approach to develop a theoretical framework for value creating 

characteristics in corporate-NGO partnership. It is deductive as the characteristics in the 

theoretical framework stem from theories in which most of them have been subject to rigorous 

tests as would be done in scientific research (Lewis, Thornhill and Saunders, 2009). As mentioned 

earlier, a critical realism philosophy does not support a deductive approach in the analysis. 

Therefore, the case analysis of value creating characteristics will be done in a more inductive 

approach to inform and expand the theoretical framework. This is done to include the context and 

what is “under water” in the search for the factors that makes partnerships successful.   

In the analysis, the analytical tool for analyzing case study data called pattern matching will be 

used. Patterns observed from each case study will be compared to patterns from the others and to 

the ones in the theoretical framework (Yin, 2003). This tool enables an identification of similarities 

and differences in value creating factors between the different case partnerships and between the 

partnerships and the theoretical framework. Also, this serves as a contribution to our knowledge 

about the characteristics of a successful corporate-NGO partnership.  

The goal of this thesis is to be a descripto-explanatory study. Description in management research 

has its place as a means of conducting the research and being the precursor of the explanatory 

research (Lewis, Thornhill and Saunders, 2009). 

2.3 Case studies 

In this thesis uses case studies are used in order to answer its research question. As the theme of 

the thesis is based within the social sciences, it can be very helpful to use qualitative research 

methods such as case studies to examine contemporary situations and topics. A typical 

characteristic of case studies is to examine a matter and the context and then seek answers to 

why, how and what questions (Andersen, 2005, Yin, 2003). Case studies are also well-suited when 

the context of the investigation is rather complex, and with the alliance of two social actors from 

different social sectors the context of this thesis must be considered complex. This research 

method also is appropriate when the objective is to get a deeper understanding of a single or 

multiple phenomena (Eisenhardt and Graebner, 2007). Critics of the case study method believe 

that the study of a small number of cases cannot offer a foundation for establishing reliability or 

generality of findings (Lewis, Thornhill and Saunders, 2009). However, other researchers claim that 
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a single-case study can richly describe the existence of a phenomenon and that multiple-case 

studies typically provide a strong base for theory building and development (Eisenhardt and 

Graebner, 2007). This paper examines three different partnership cases, which is modest in terms 

of numbers, but offers 3 times the analytic power compared to a single-case study (Eisenhardt and 

Graebner, 2007). 

2.3.1 Case selection 

The case selection is important in order to be aware of the choices made. It is not just about 

picking the most convenient case with abundant data accessible, but also to find specific reason 

why each case in the paper has been selected (Yin, 2003). 

The first criterion was to ensure that the cases investigated in the thesis could be defined as 

strategic. With only 0.6 % of partnerships in Denmark being defined a strategic (Neergaard, Jensen 

and Pedersen, 2009) this was not an easy task. But since no geographical limitation was regarded 

relevant for the purpose of this thesis, foreign partnerships could also be included. 

The second criterion was about the characteristics of the companies involved in the partnerships. 

Preferably, they should differ in both size and industry in order to make sure that the analysis was 

not biased by size and industry specific conditions.  

The third criterion was about the characteristics of the NGOs involved in the partnerships. As the 

companies, they should also vary in size. Besides that, the NGOs in the partnerships should cover 

both member and purpose oriented NGOs. This was in order to get data from the different types 

of strategic partnerships.  

These different criteria led to selecting the following partnership cases:  

Company NGO Partnership Country 

Call me DaneAge Familietele Denmark 

Codan LEV Handiforsikring Denmark 

Marks & Spencer Oxfam  Clothes Exchange United Kingdom  
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2.4 Data collection 

The data collection in a critical realism perspective must fit the subject matter by either 

quantitative or qualitative research. As this thesis is based within the field of social sciences, the 

use of qualitative research methods as case studies with both primary and secondary data is 

recommended. Ensuring consistency and maintaining quality in the data collected can be done by 

triangulating3 multiple types of different data collection (Lewis, Thornhill and Saunders, 2009), 

which in this study is done by the combinative use of primary and secondary data. 

2.4.1 Primary data 

In complex issues, interviews are seen as a very good tool to gather information. The interview 

allows a high degree of flexibility and makes it possible to receive rich and detailed information 

that would not be possible otherwise. The primary data in this thesis is obtained from semi-

structured interviews. This approach entails that the interviewers commence with a set of 

interview questions but is prepared to vary the order in which questions are asked and to ask new 

questions according to the research situation. This approach corresponds well with a descripto-

explanatory study (Lewis, Thornhill and Saunders, 2009). 

The interviews were conducted with representatives from both the involved companies and the 

involved NGOs. In the case of “Familietele”, a competing company was also interviewed in order 

to enhance the data related to that case example. In the “Clothes Exchange” partnership, it was 

not possible to conduct interviews with the involved partners, so the information concerning that 

partnership stems from secondary and primary data collected from contacting competing firms.  

2.4.2 Secondary data 

Secondary data is considered a good additional source of information when the primary data 

collection is collected through interviews (Lewis, Thornhill and Saunders, 2009). This thesis uses 

secondary data in the form of written materials such as academic articles, books, reports, 

company information on websites and newspaper articles. However, there are risks involved in 

collecting and using secondary data. One is that its specific purpose might differ from the purpose 

of this research project, another that there has been a deliberate or intentional distortion of the 

                                                      
3
 Using two or more independent sources of data collection methods to verify research findings within a study. 
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data. Accordingly, the credibility, quality and the validity of the data have been considered before 

use.  

2.5 Validity and Reliability 

An important issue is to know if the findings are really what they appear to be, and if the analysis 

will yield consistent findings. As one can never be certain, the only thing to do is to minimize the 

probability of being wrong. To reduce the probability of getting the answer wrong means giving 

attention to two particular emphases on research design; validity and reliability (Lewis, Thornhill 

and Saunders, 2009). 

The validity examines if the research is actually focused on what is wanted to explain and 

understand – in this case the characteristics of a value-creating and successful corporate-NGO 

partnership. The reliability examines whether the findings in this analysis are case-specific or 

representative for other partnerships as well. By using multiple cases with companies of different 

industries and sizes combined with distinct NGOs (big, small, member and purpose-oriented) and 

partnerships with various goals, there is a narrow focus on value-creating factors, but with a lot of 

different characteristics of the case study examples. This is a strength of the research, as the study 

gives insight into the things that create successful partnerships independent of the focus of each 

partnership or the type of NGO or business involved in the partnerships. Several people with 

different perspectives were interviewed to help mitigate data bias in the study (Einehardt & 

Graebner 2007). In addition, the interview data is combined with secondary data. So overall the 

data and findings produced in this thesis are considered valid and reliable.  

2.6 Limitations 

In general, limitation is connected to the research philosophy of this paper. In critical realism the 

axiology4 states that every research is value-laden, biased by world view, cultural experience and 

upbringing (Lewis, Thornhill and Saunders, 2009). This could lead to a situation where a researcher 

from a different country with a different cultural background would get different results. This 

limitation was mitigated by the researcher by being knowledgeable of his values and trying to be 

aware of not making value judgments during the research. 

                                                      
4
 The researcher’s view of the role of values in research. 



 

14 
 

The case company Call me is a business unit of the TeliaSonera Corporation, but this thesis limits 

its investigation from the corporate effect and focus solely on Call me. This has been done to 

narrow the research and leave out factors considered irrelevant for the study, as both Call me and 

DaneAge said that nothing in their partnership changed when Call me was acquired by the 

TeliaSonera Corporation (Interview Call me, 2012, Interview DaneAge, 2012). 

The thesis can be categorized as management research, and therefore the focus throughout the 

paper will be on the partnering company and not the NGO, as it aims to end up with 

recommendations to companies that want to engage in strategic partnerships. This also means 

that the main focus will be on the gains for the companies engaging in partnerships. 

This paper uses no confidential information in its research. The contracts between the partnering 

organizations have not been reviewed, and if companies were unwilling to give precise 

information about the economic gains, well-reasoned estimates were made. This can be seen as a 

weakness in the research, since confidential information could be valuable. But the interviews and 

the extensive research of secondary data have minimized its absence. Since the research within 

strategic corporate-NGO partnerships and their value contribution to companies is scarce, the 

author feels it is important to publicly release the research and thereby contributing to the 

literature no matter how small the contribution may be.   

 

3.0 Definitions  

In every paper it is important to have a clear definition of the main concepts and terms used in 

order to avoid misunderstandings. This is the purpose of the following section. 

3.1 Definition of corporation 

The main characteristics of the corporation is that it is a for-profit organization and that is has 

limited legal liability (Encyclopædia Britannica Online, 2012). Corporations are considered a part of 

what is defined as the private sector despite the fact that sectorial frontiers are becoming more 

and more blurred (Heap, 2000). Even though some of the companies used in this paper are sub 

businesses and subsidiaries of larger corporations, they are still considered coherent with the 

above definition. 
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3.2 Definition of non-Governmental organizations/NGOs 

Besides a very clear indication by their name what these organizations are not, NGOs have been 

described as extremely diverse, heterogeneous and with hugely varied goals, structures and 

motivations. In order to bring a more coherent understanding what an NGO is, the European 

Union has set up some common characteristics of NGOs (European Union, 2000): 

 NGOs are not created to generate personal profit. 

 NGOs are voluntary, and although they may have paid employees and engage in revenue-

generating activities, they do not distribute profits or surpluses to members or 

management. 

 NGOs are distinguished from informal or ad hoc groups by having some degree of formal or 

institutional existence. 

 NGOs are independent, in particular of government and other public authorities and of 

political parties or commercial organizations. 

 NGOs are not self-serving in aims and related values. Their aim is to act in the public arena 

at large, on concerns and issues related to the well-being of people, specific groups of 

people or society as a whole.  

These characteristics are similar to the ones in the academic literature, where academics describe 

NGOs as non-profit organizations in the civil sector5 that work towards social or environmental 

goals (Googins and Rochlin, 2000, Heap, 2000) They do so by focusing advocacy and/or 

operational efforts on their goals, including equity, education, health, environmental protection 

and human rights (Teegen, Doh and Vachani, 2004). In relation to corporate partnerships, the 

more idealistic oriented NGOs are seen as less flexible than organizations with more instrumental 

or pragmatic objectives (Minkoff and Powell, 2006). Neergaard et al. call the less pragmatic NGOs 

for “Watchdog oriented” (Neergaard, Jensen and Pedersen, 2009). It has been verified that the 

NGOs used in this paper are coherent with the definition in this section. 

                                                      
5
 Also referred to as the Third Sector (Austin and Reficco, 2005) or the Social Sector (Sagawa and Segal, 2000) 
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3.2.1 Types of NGOs 

As NGO is an umbrella term for the types of organizations defined in the previous section, it is 

important to distinguish between the two main types of NGOs that exists in the civil sector; 

member-oriented and purpose-oriented (Teegen, Doh and Vachani, 2004). 

3.2.1.1 Member-oriented 

A member-oriented NGO includes a lot of different NGOs in its scope, but a main characteristic is 

that the included organizations are pursuing the interest of its members, as by joining forces the 

members can improve their own utility (Teegen, Doh and Vachani, 2004). It is important to notice 

that a member-oriented NGOs not necessarily only work for their members; they can also work 

towards a condition or a change in some segment of society, hence being social influence 

organizations (Tschirhart, 2006). 

3.2.1.2 Purpose-oriented 

The members of this type of NGO are the environmental and the human rights organizations. A 

main characteristic is that they are usually a product of a social movement that reflects an 

important emerging social change. The mission of these organizations is often linked to the social 

movement that created them (Teegen, Doh and Vachani, 2004).    

3.3 Definition of corporate-NGO partnerships 

There is no consensus in the literature defining a corporate-NGO partnership. Though there is an 

overall agreement in literature that it is based on the connection of the two sectors and thus 

combining different resources (Waddock, 1989, Googins and Rochlin, 2000). Jamali & Keshishian 

(2009: 279) define partnerships like this:  

“A partnership is a sort of collaboration to pursue common goals, while leveraging joint resources 

and capitalizing on the respective competences and strengths of both partners.” 

In this paper partnerships between corporation and NGOs will be used synonymous with other 

expressions in the academic literature such as corporate-NGO collaboration (Dahan et al., 2010), 

corporate-NGO alliances (Shumate and O'Connor, 2010), cross sector partnerships (Selsky and 

Parker, 2005), cross sector alliances (Rondinelli and London, 2003), social alliances (Berger, 

Cunningham and Drumwright, 2004) and social partnerships (Waddock, 1989).  
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3.3.1 Types of partnerships 

Partnerships between corporations and NGOs may vary a lot and as in other organizational forms, 

they are dynamic and may evolve over time (Austin, 2007). In the academic world, there is not a 

complete consensus about the different typologies. Some researcher mentions three different 

types of partnerships, from philanthropic to integrative (Austin, 2000). Googins and Rochlin also 

uses three different types but does not include the philanthropic partnership in their research 

(Googins and Rochlin, 2000) and others take four different types of partnerships into account 

(Neergaard, Jensen and Pedersen, 2009). This paper takes into account the four different types, 

but will draw on literature from all research concerning types of corporate-NGO partnerships.  

Despite the fact that the purpose of this section is to highlight and explain the main types of 

partnerships that exist, it is important to remember that one partnership can contain elements 

from several of the typologies (Neergaard, Jensen and Pedersen, 2009). 

3.3.1.1 Philanthropic partnerships 

Whether philanthropic relations can be defined as a partnership have been questioned by 

academics (Waddock, 1989, Googins and Rochlin, 2000), but as it is usually the first contact 

between the company and the NGO, and therefore the first stage from where the partnership can 

develop into more advanced forms of collaboration (Austin, 2007), this paper considers it a 

partnership. In a philanthropic partnership the corporation donates money, products or services 

to the partnering NGO. This is a one-way exchange of resources from the company to the NGO 

and the interaction between the parties is limited (Neergaard, Jensen and Pedersen, 2009). Such 

low-level engagement relationships are the most common, and even though the size of 

denotations may not insignificant, it is generally not critical to either party (Austin, 2007). It has 

only a peripheral connection to the company’s business and its strategic value can at most be 

defined as modest (Jamali and Keshishian, 2009). 

 

 

 

Example 3.3.1.1: CBB, a Danish mobile service 

provider gives charitable support to NGOs which 

uses dialogue and communication in their daily 

work. In June 2012 this resulted in a donation of 

300,000 DKK to Børns Vilkår (Children’s Welfare) 

(CBB, 2012). 
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3.3.1.2 Partnerships with reciprocal exchange  

This kind of partnership is a traditional transactional relationship. There is an explicit or implicit 

contract that partners have agreed on an exchange of goods or services (Googins and Rochlin, 

2000). This kind of partnership houses a cause-related marketing relation between a company and 

an NGO. The company will be able to use the NGO’s logo in their marketing in exchange of 

donations, which size will depend on the sales volume (Neergaard, Jensen and Pedersen, 2009). 

The characteristics of this kind of partnership are that engagement of the partners is more active 

and the value flow is more reciprocal compared to the philanthropic relationship (Austin, 2000).   

 

 

3.3.1.3 Independent value creation partnerships 

In this partnership, each partner has individual goals. These goals are achieved by working 

together to generate the desired value and it requires a lot bigger effort from the parties involved 

than the two previous partnership types (Googins and Rochlin, 2000). One way this could be done 

is by donating the company’s employees’ working hours to the NGO, and thereby gaining more 

motivated employees and improving the image of the company. Another way is to work with an 

NGO in order to secure that the suppliers of the company fulfill the code of conduct demanded by 

the company; such a partnership contributes to the fulfillment of each partner’s individual goals, 

but in different ways (Neergaard, Jensen and Pedersen, 2009) 

 

 

 

 

Example 3.3.1.2: Aqua d’or, a Danish natural water bottling 

company supported the Danish Red Cross organization in a 

campaign highlighting the global lack of clean drinking water. 

For three months Aqua d’or donated 0.50 DKK to the Danish 

Red Cross for each bottle sold (Politiken, 2005). 

Example 3.3.1.3: Codan, a Danish insurance company, works 

together with Børneulykkesfonden (Foundation for prevention of 

accidents involving children) by promoting the use of reflector 

strips in traffic. Every year in October on the morning of “Yearly 

Reflector Day”, volunteers from Codan are handing out reflector 

strips to passing cyclists and pedestrians in the streets of 

Copenhagen (Codan, 2011). 
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3.3.1.4 Strategic partnerships 

In the cross-sector alliance theory this partnership stage is also defined as “the integrative stage” 

(Austin, 2000) or “symbiotic value creation relationships” (Googins and Rochlin, 2000). Whereas a 

philanthropic partnership is considered the first stage of cross-sector collaboration, a strategic 

partnership is considered the most advanced form of corporate-NGO collaboration and thus the 

one with the highest potential for mutual value creation (Austin, 2000, Neergaard, Jensen and 

Pedersen, 2009).  

This partnership creates a much more dependent relationship between the partners, and value 

will only be created through a mutual exchange of ideas, resources and efforts (Googins and 

Rochlin, 2000) . The criteria for success will often be overlapping (Neergaard, Jensen and 

Pedersen, 2009). The partnership is characterized by activities being linked to the organizations’ 

strategy and intensifying personal interactions (Austin, 2010). The partnership cases investigated 

in this thesis belong to the strategic partnership definition.  

 

 

4.0 Theoretical approach 

4.1 Underlying theories 

The section reviews the most important underlying theoretical perceptions, explaining the 

motivations and necessary conditions for cross-sector alliances, and even though most of the 

Example 3.3.1.4: In 2008, HSBC Amnah, the global Islamic finance services arm of 

the HSBC Group, entered into a partnership with Islamic Relief to offer an Islamic 

microfinance system in Pakistan. HSBC Amanah provides funding for Islamic Relief's 

microfinance projects in Rawalpindi, Pakistan. HSBC Amanah also assists Islamic 

Relief as required in developing the Shariah structure for financing models, 

contracts and providing Islamic finance training to Islamic Relief staff. In turn, 

Islamic Relief manages microfinance projects, identifies and screens beneficiaries, 

sets out eligibility criteria, encourages entrepreneurs to come forward with 

lucrative business ideas for investment and provides financial and social reports to 

HSBC Amanah (AmeInfo, 2008). 
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theories were developed with focus only on businesses, they can also be applied to other kinds of 

organizations, such as NGOs (Ebrahim, 2003, Peterson, 2010). 

4.1.1 Stakeholder theory 

One of the first people to address the stakeholders’ importance to a company’s context was R. E. 

Freeman. If the company is to succeed, he argues, it must be able to manage and develop the 

relationships with its stakeholders. He also claims that the company’s legitimacy and survival 

depends how it deals with these different and often opposing interests (Freeman, 1984). Examples 

of stakeholders are customers, employees, suppliers, competitors, regulators, NGOs, media and 

local communities (Freeman, 1984). This importance of stakeholder management is followed up 

by Heap, who argues that the maximization of shareholder value is no longer valid. The company’s 

impact on its stakeholders is an emerging benchmark of corporate performance since stakeholders 

are starting to ask what companies can do for the society, not what society can do for companies 

(Heap, 2000). This external pressure on companies and the risks involved in mismanagement of 

stakeholders have increased the companies’ attention on their stakeholders (Googins and Rochlin, 

2000, Yaziji, 2004). Some predictive academics also claim that the future society will be a 

“stakeholder” society where partnership within the community must be a core element of a 

business strategy (Elkington, 1998). A framework using stakeholder theory for addressing 

stakeholders demand and assuring their support to the company was created by Maignan and 

Ferrell. It was created within the marketing business, but it can be applied to other industries as 

well (Maignan and Ferrell, 2004).    

The company’s stakeholder context is a dynamic world with ever-changing expectations and 

demands; therefore it is essential for companies to integrate the stakeholders concerns in the 

decision making process and have a continuously dialogue with them (Waddock, 1989, Pedersen, 

2006). With pressure from the numerous stakeholders, it can be more convenient and more 

efficient for companies to engage in NGO partnerships as they thereby can address wider social 

causes (Warhurst, 2005). 

4.1.2 Social network theory 

While other theories focus on individual behavior, attitude and belief, social network theory 

emphasizes how these interactions constitute a framework that is suitable for studying. Social 
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actors are embedded in relational systems and one must understand this relational context in 

order to understand their behavior (Rowley, 1997).  

Some academics believe that social network theory is only a complement to stakeholder theory 

(Abzug and Webb, 1999) , but in this paper it is considered an individual theory as in cross-sector 

alliances the theory is considered central due to its main focus on the establishment of relations 

(Neergaard, Jensen and Pedersen, 2009). Also an NGO possesses a distinctive network which is a 

resource which a partnering company can use to gain a competitive advantage (Yaziji, 2004). 

Social network theory indicates that organizations centrally located within the network possess 

unique social capital that gives them access to specific actors and resources (Tsai, 2000). The social 

capital is a precondition for the process of transferring and utilizing the knowledge required for 

the partnership to succeed. As this influences how the possible synergies from partnering will be, 

it can be critical for the learning and long term success of a cross-sector partnership (Arya and 

Salk, 2006). 

4.1.3 Resource dependence theory 

Two assumptions constitute the resource dependence theory. Firstly, organizations are assumed 

to be comprised of internal and external coalitions and secondly, the environment is assumed to 

contain scarce and valued resources essential to organizational survival (Pfeffer and Salancik, 

1978)  

The theory proposes that actors lacking the essential resources in their business environment will 

seek to establish relationships with others in order to obtain the needed resources. Organizations 

will also attempt to adjust their dependence relationships by minimizing their own dependence or 

by increasing other organizations’ dependence on them. Within this perspective, organizations are 

perceived as coalitions alerting their structure and patterns of behavior to acquire and maintain 

the external resources needed (Ulrich and Barney, 1984). In the cross-sector alliances, this theory 

has been widely used by academics in their research. Yanacopulos uses the theory as a basis to 

explain why NGOs in their dependence of money, information and legitimacy should seek 

corporate partnerships (Yanacopulos, 2005). A highly related theory that also focused on the 

importance of resources is the resource-based view. But while the resource dependence theory 

focuses more on the external interdependence with other organizations, the resource-based view 
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has a more internal view on resources and how the company can obtain and maintain competitive 

advantage through resources (Wright and McMahan, 1992, Nemati et al., 2010). Yaziji mentions 

the following as resources in NGOs which companies can use to gain a competitive advantage: 

legitimacy, awareness of social factors, distinct networks and specialized technical knowledge 

(Yaziji, 2004). The resource-based view can also be used as a theoretical basis to explain why 

companies engage in alliances as these are driven by a need for both social and strategic resources 

(Eisenhardt and Schoonhoven, 1996). 

4.1.4 Transaction cost theory 

This theory is also called Efficiency theory and has its main focus in the savings or productivity 

gains through lower transaction costs when combining resources and efforts (Williamson, 1985, 

Austin, 2000). In corporate-NGO alliances the transaction cost theory can be used as tool to 

explain why some companies choose to engage in alliances with NGOs in their CSR efforts while 

others keep the CSR activities in-house. The theory explains this by the difference in comparative 

cost of governance (Williamson, 1991). Also when a company moves from a philanthropically 

relation with an NGO to a more alliance-based relation, it is the increase in frequency of 

transactions that creates the benefits of creating an alliance (Williamson, 1991, Austin, 2000). For 

companies operating in developing countries, transaction cost theory will advocate that the cost 

could be lower when working with an NGO instead of dealing with the local government 

(Peterson, 2010). 

4.2 Framework for analyzing value creation in corporate-NGO partnerships 

Strategic partnerships between companies and NGOs are centered on developing economic 

possibilities by strategically engaging in corporate social responsibility (CSR). Therefore, in order to 

analyze the value creation in these partnerships, all dimensions of the partnership must be taken 

into account in order to give a true and fair view of the value creation within the partnership. 

Hence, only focusing on the economical value creation would be misleading. This requires a 

framework that not only reviews the economic gains that the organizations get from partnering 

but also the CSR value achieved by the partnership.  

The history for including CSR in corporate performance begins in the 1980s when one of the first 

frameworks for CSR was introduced by Tuzzolino and Armandi. The CSR concept was put into 
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Maslow’s hierarchy of needs (Maslow, 1954) as it poses as the self-actualization of companies. By 

using a factor analysis, a table of social responsibility indices would be created and companies 

could thereby by compared by their score (Tuzzolino and Armandi, 1981). What this framework 

lacked in refined economic theory, did Edward Freeman’s framework from 1984 have. He used the 

stakeholder approach to explain and define the CSR concept; he believed that making economic 

profit is not the only value-adding purpose of a company (Freeman, 1984). Using the stakeholder 

theory as a foundation for incorporating CSR has later been used by other academics, e.g. in 

responsibility disclosure reporting (Roberts, 1992).  

The stakeholder view was enforced by the Triple Bottom Line, a CSR framework coined by John 

Elkington. The idea is that a company should measure its success according to 3 bottom lines: 

economic (profit), social (people) and environmental (planet) (Elkington, 1998). The Triple Bottom 

Line (3BL) captures an expanded spectrum of values and criteria for measuring organizational and 

societal success in relation to economic, ecological and social activity. Elkington created it to 

assess the new environment for corporate responsibility (Googins and Rochlin, 2000). Elkington 

presented 3BL as an accounting framework for corporations and therein, it has received the most 

criticism. Julie Richardson notes that the most commonly held conception about the 3BL is that it 

presumes that each of the three components can be calculated in monetary terms, but it is not 

possible to monetary social and environmental value as no recognized framework have been 

developed to do so (Richardson, 2004). The 3BL framework’s claims have also been fiercely argued 

for and against by other academics (Norman and MacDonald, 2004, Pava, 2007). Despite the 

critics, the 3BL have been widely used by many parties. In early 2007, the framework received 

ratification by the United Nations and ICLEI6 as a standard for urban and community accounting 

(UNEP, 2011). Also, an ever-increasing number of businesses have embraced sustainable 

development and adopted 3BL as their accounting framework, among others: Novo Nordisk and 

PepsiCo. Therefore, it is considered fit to use in the analysis of value creation of cross-sector 

alliances. The 3BL consists of the following three dimensions: 

                                                      
6
 International Council for Local Environmental Initiatives 
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4.2.1 People/Social Bottom Line 

This dimension relates to fair and beneficial business practices regarding labor and the community 

and region in which a corporation conducts its business. This includes the social capital in 

organizations, which is a capability that makes people work together for common purposes in 

groups and organizations. In a business where people are working according to a common set of 

ethical norms, doing business costs less. Widespread distrust in a society imposes a kind of tax to 

all forms of economic activity, a tax that high-trust societies do not have to pay (Elkington, 1998).  

Besides referring to social capital, the dimensions also relate to the society’s health and wealth 

creation potential. The social variables refer to social dimensions of a community or a region and 

could include measurements of education, equity and access to social resources, health and well-

being, quality of life and equality among social segments (Slaper and Hall, 2011).  

4.2.2 Planet/Environmental Bottom Line 

This dimension refers to sustainable environmental practices and to natural capital. Natural capital 

is the stock of natural ecosystems that yields a flow of valuable ecosystem goods or services into 

the future. It includes how the organizations make use of critical, renewable and replaceable 

natural capital. Companies should be aware how its use of natural capital is affected by its current 

operations (Elkington, 1998). Environmental variables should represent measurements of natural 

resources and reflect potential influences to its viability. It could incorporate air and water quality, 

energy consumption, natural resources, solid and toxic waste and land use/land cover. Ideally, 

having long-range trends available for each of the environmental variables would help 

organizations identify the impacts a project or policy would have on the area (Slaper and Hall, 

2011). 

4.2.3 Profit/Economical Bottom Line 

The economic bottom line consists of the economic value created by the organization after 

deducting the costs of all inputs, including the cost of the capital tied up. It measures everything 

included in the economic capital: physical and financial capital, human capital and intellectual 

capital (Elkington, 1998). The economic variables ought to be variables that affect the bottom line 

and the flow of money. It could consider income or expenditures, taxes, business climate factors, 

employment and business diversity factors (Slaper and Hall, 2011). 
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4.2.3.1 M&S Event Study 

The event study made for the profit section in the M&S and Oxfam partnership 6.3.3 was based on 

the event study theory created by Stephen Brown and Jerold Warner (Brown and Warner, 1985) 

and Craig MacKinlay (MacKinlay, 1997, Campbell, Lo and MacKinlay, 1997). But as it showed no 

results, the theory behind it will not be further elaborated.  

4.3 Framework for successful corporate-NGO partnerships 

In the 1990s, internal business sector alliances and social sector alliances experienced a huge 

growth in order for the companies and the social organizations to accommodate the new global 

environment; this lead to cross-cutting corporations and social organizations also starting to look 

outside their own sector for alliances to address their specific needs (Sagawa and Segal, 2000). 

In 1998, one of the first to address the possible value creation within these cross-sector alliances 

was John Elkington in his book “Cannibals with Forks” where he highlights the cost-cutting 

possibilities for a company when working with an innovative NGO to minimize production 

resources and waste (Elkington, 1998).  

Another value-creating aspect of a cross-sector partnership is addressed by Michael Yaziji. His 

focus is on the risk mitigation and risk minimizing by allying with NGOs, that companies can avoid 

a lot of bad public media if they involve and listen to NGOs in the early faces of a project. He also 

argues that partnering with an NGO may help shaping new legislation and setting industry 

standards (Yaziji, 2004) 

One area where partnering with an NGO may be very important is in developing markets. Here, 

the market with customers, producers and suppliers differs significantly from the markets in which 

corporations are used to operate in, and a good way to get market know-how is from NGOs 

operating in that market (Perez-Aleman and Sandilands, 2008). 2010 Dahan et al. stated that such 

partnerships can create completely new business models for developing markets that would be 

more successful than the current ones (Dahan et al., 2010).               

So, in literature it is widely agreed that corporate-NGO partnerships can be mutually value-

creating, but when it comes to a framework for analyzing what makes a corporate-NGO 

partnership successful, little research has been made. Therefore, it is necessary to find different 
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branches of literature that can shed some light on which factors create value in a cross-sector 

alliance. As most of the literature about corporate-NGO partnerships originate from the existing 

research within strategic business alliances (Neergaard, Jensen and Pedersen, 2009), it would be 

obvious to use that particular theoretical branch as a starting point for the development of a 

value-creating framework in corporate-NGO partnerships. Advantages in using that strategic 

alliance theory is that there are several studies within the value creation field and that the studies 

are founded in large empirical studies.  

One framework made by Morh & Spekman is constituted by the factors associated with the 

success of a partnership. The framework is based on two premises. Firstly, that partnerships show 

special behavioral characteristics compared to a standard business relation. Secondly, since 

partnerships in general will have these characteristics, the successful ones will have a greater 

intensity. The various overall factors are:  Attributes of the partnership, Communication Behavior 

and Conflict Resolution Techniques (Mohr and Spekman, 1994). The study uses managerial 

assessments of performance in testing, which despite earlier criticism has shown a high 

correlation with more objectively measured performance based on accounting data (Kale, Dyer 

and Singh, 2002).  

Another interesting framework was recently presented by Carlson, Frankwick et al. Their 

framework focuses on the success of new product alliances. The framework has two overall levels; 

a firm level and alliance level. The firm level looks at both external factors such as environmental 

factors, but also internal factors such as organizational factors. The alliance level considers 

relational factors and alliance market orientation factors (Carlson, Frankwick and Cumiskey, 2011). 

The strength of this framework is its specificity to product development, which can be a purpose 

for a corporate-NGO partnership, as the companies team up with an NGO in order to create a 

product that fulfills the needs of a market segment (Dahan et al., 2010). 

Based on the above theory, a simple framework is created that contains three overall factors; 

company external factors, company internal factors and alliance/partnership factors. Each 

element will contain the different success factors found in both the strategic alliance theory and in 

the cross-sector alliance theory. Many of these success factors may be mutually affecting each 

other and should therefore not be seen as individually independent factors.  
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4.3.1 Company external factors 

The external factors cover the elements based in the company’s external environment. These are 

elements that affect the company but are outside the control of the company and it can do little 

to change them. The company needs to be aware of them in order to take them into account 

when making decisions. This section elaborates on the external factors that are identified in the 

literature to affect the success of a strategic partnership between a company and an NGO. 

The partnering NGO is part of the company’s external world and in order to achieve a successful 

partnership, it is important that the match between the corporation and the NGO is good. The 

wrong match between company and NGO is often addressed to be part of the reason why some 

partnerships fail (Jamali and Keshishian, 2009). In intra-sector alliances “cultural compatibility” is a 

key success factor and though it can be hard to find that in a cross-sector alliance, Rodinelli and 

London states that at least a good cultural understanding of the partner’s organization is key to a 

successful corporate-NGO partnership (Rondinelli and London, 2003). If the differences between 

the partners are severe and there are no cultural overlaps, the partnership can end up a mismatch 

rather than a partnership that foster synergies (Berger, Cunningham and Drumwright, 2004). 

Besides the cultural dimension, it is also important how professional the NGO is. Simon Heap 

studies the term “NGO Incorporated” where charitable NGOs are run like professional companies 

with turnover, marketing strategies and revenue targets (Heap, 2000). Neergaard et al. states that 

a more professional NGO will ease the communication between the partners and thus the 

partnership will be more successful (Neergaard, Jensen and Pedersen, 2009). Working with a 

professional NGO will also minimize the misunderstanding of the company’s efforts and context, 

which often occurs in the early phase of a partnership (Berger, Cunningham and Drumwright, 

2004). 

If the partnering NGO is a pragmatic oriented NGO or more idealistic/watchdog-like, it also affects 

the success of the partnership. Studies have shown that companies work better with more 

pragmatic orientated NGOs as the company feel more secure and the communication is often less 

problematic (Neergaard, Jensen and Pedersen, 2009). This is usually connected to the NGO’s 

understanding of the company. A partnership only works if there is a sufficient shared interest and 
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if the commercial undertone is seen as important for any partnership to remain sustainable 

(Turner, Hagan and Rasmussen, 2012).  

Other external factors that affect the success of a partnership are the company’s market factors 

presented by Carlson, Frankwick et al. They consider the degree of the market turbulence, 

technological turbulence and competitive intensity and claim that the higher these are, the higher 

are the requirements for the company’s organization’s ability to change. The more developed an 

organization’s ability to change is, the better the joint alliance will work, which will lead to a better 

joint product launch and increase the success of a such product launch (Carlson, Frankwick and 

Cumiskey, 2011). The ability of an organization to change is an internal company factor, but since 

it is caused by external factors in this connection, it seems more appropriate to place it among the 

company external factors. 

4.3.2 Company internal factors 

The company’s internal factors are composed of the elements within the organization’s internal 

environment. The internal environment consists of the inherent competencies and resources of 

the firm but also the structure of its internal systems and processes. This section elaborates on the 

internal factors that are identified in the literature to affect the success of a strategic partnership 

between a company and an NGO. 

An important factor when it comes to partnership is the motivation behind it. The motivation is 

crucial as it constitutes the cornerstones upon which the alliance is built (Austin and Reficco, 

2005). A very comprehensive framework for companies’ motivation to engage in NGO-

partnerships was made by James Austin; please see table 4.3.2. Firstly, he categorizes the major 

motivations into four distinguished, yet sometimes interrelated motivational reasons. Then each 

major motivation has a behavioral force behind it, as when going left to right the behavioral forces 

goes from obligatory to voluntary. Next is the management approach, which captures the 

underlying motivation for management. Finally there are the action focal points, which are the 

specific reasons for engaging in the partnership. In general, it would be the last two columns of 

motivational factors that would constitute a condition for a successful partnership (Austin, 2007).   
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Table 4.3.2 Source: Own creation based on table 3.1a in (Austin, 2007) page 52 

 Motivational categories 

 Compliance-

driven 

Risk-driven Values-driven Business-

opportunity-

driven 

Behavioral forces Legal obligation External threats Core beliefs Economic self-

interest 

Management 

orientation 

Preserving status 

quo 

Averting negative 

consequences 

Validating 

institutional 

integrity 

Capturing 

economic gains 

Action focal 

points 

Politics 

 

Reputation 

protection 

Philanthropy 

 

Product 

differentiation 

Legislation 

 

Employee loyalty CSR Market 

expansion 

Regulation  Reputation 

enhancement 

Employee 

enrichment 

  Resource access 

 

Supply 

development 

  Consumer 

support 

Production 

efficiencies 

   Competitive 

advantage 

 

The more experience a company has with both inter- and cross-sectorial partnerships, the greater 

is the probability of success. This is confirmed by both the literature within strategic alliances and 

cross-sector alliances (Dyer and Singh, 1998, Neergaard, Jensen and Pedersen, 2009). Dyer and 

Singh claim that companies with more experience in alliance management will know what kinds of 

partner/resource combinations are successful for the company and due to experience the 

company will have developed alliance capabilities which are an important condition for success 
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(Dyer and Singh, 1998). Neergaard et al. reasons that a lack of cross-sectorial experience causes 

the company to meet the NGO with prejudice and thereby complicate the communication within 

the partnership.  

Another factor that is important in order for the partnership to be a success is commitment from 

the top management. They authorize and legitimize the partnership and their support is necessary 

to sustain the long-term participation of the organizations in the partnerships (Bruijn and Tukker, 

2002, Googins and Rochlin, 2000, Waddock, 1989). Support from the top management is even 

more important when the company have little or no experience with cross-sector alliances 

(Rondinelli and London, 2003). 

4.3.3 Partnership factors 

The partnership factors are composed of the elements within the environment of the partnership. 

These elements are attributable to the specific relationship and are affected by how the involved 

organizations collaborate together. This section elaborates on the partnership factors that are 

identified in the literature to affect the success of a strategic partnership between a company and 

an NGO. 

A strategic partnership needs to be linked with or promote the core activities of the company in 

order to be successful (Neergaard, Jensen and Pedersen, 2009). The core activities consist of the 

key areas in which the company operates; their business products, their value chain and the 

mission of the company. The more linked the partnership is to the core activities, the greater 

potential for value creation, as the organization leverages special competencies and/or providing 

special resources (Austin, 2000). Jamali and Keshishian also mentions the link to core activities as 

essential for the evolvement of less strategic partnerships into more accomplished and value 

creating partnerships (Jamali and Keshishian, 2009). 

An element that characterizes successful alliances was discovered by Kale, Dyer et al. They found 

out that companies who enjoyed great alliance success had created a dedicated alliance function 

in the company to coordinate and manage alliance activity within the company (Kale, Dyer and 

Singh, 2001). Without individuals with a designated responsibility for the relationship on both 

sides, communication is likely to be ad hoc, responsibility low and actions uncoordinated (Austin, 

2010). The dedicated alliance function is closely linked to what in some cross-sector alliance 
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theories is mentioned as the personal connection and relation (Neergaard, Jensen and Pedersen, 

2009, Austin, 2000). Neergaard, Jensen et al. indicates that the personal relation and the 

chemistry between the company and the NGO is an important factor for the success of the 

partnership, because if the people coordinating the partnership have a personal interest and 

“drive” to make it work, the partnership has a higher chance of being productive (Neergaard, 

Jensen and Pedersen, 2009). 

One factor that creates successful alliances is a high degree of interdependence. The partners 

involved have to recognize that each of them is dependent of the other and that the advantages of 

interdependence provide greater benefits than any of the partners could obtain by itself (Mohr 

and Spekman, 1994, Kanter, 1994). The influence of interdependence is closely linked to another 

success factor that has been mentioned in both the strategic alliance theory and in the cross-

sector alliance theory. It is the requirement for complementary resources/capabilities among the 

partners (Dyer and Singh, 1998, Austin, 2000). Dyer and Singh also mention that in order for the 

complementary resources/capabilities to create value, these must not be purchasable in a 

secondary market (Dyer and Singh, 1998). Therefore, a strategic alliance enables a company to 

obtain specialized expertise and intangible assets, such as reputation which it cannot buy (Oliver, 

1997). When the mutual value created in the partnership is derived from a joint value creation, it 

is a particularly good source of value as it is uniquely related to the partnership’s existence and 

therefore nonreplicable (Austin, 2000). The pooling of complementary capabilities is also 

considered a significant factor in the shareholder value creation of strategic alliances (Chan et al., 

1999). 

Companies acknowledge interdependence as they join to achieve mutually beneficial goals for the 

partners involved, which is the next factor of successful alliances. The partnership must yield 

mutual benefits and create win-win situations for all partners (Googins and Rochlin, 2000). If a 

partnership does not create mutual benefits to the participating organizations, there will be a 

mismatch between a partner’s contribution and its benefits, and this misallocation of cost and 

benefits are often the reason for the failure of many partnerships (Berger, Cunningham and 

Drumwright, 2004). Therefore, it is crucial that there is a feeling of equity between the partners 
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and that they both gain benefits proportional to their investment (Austin, 2000, Jamali and 

Keshishian, 2009).   

A factor that can be related to the mutual beneficial factor is goal alignment in the partnership. 

The cross-sector literature emphasizes that the partnership has to find common goals that are in 

all partners’ interest, as this will serve as the common thread throughout the partnership and a 

basis for determining success or failure (Cohen, 2003). This goal must be clearly formulated and at 

best be formulated into a contractual agreement (Austin, 2000). The goal alignment for a 

partnership is one of the conditions that enable the partnership to create innovation projects and 

solution (Jamali and Keshishian, 2009). In order for strategic partnerships to succeed the content 

and goals must be of strategic importance for both the company and the NGO (Googins and 

Rochlin, 2000, Austin, 2000). 

Morh and Spekman indicate in their framework that commitment is an important factor of 

successful alliances. A high level of commitment provides an environment where both parties can 

obtain individual and joint goals without being afraid of opportunistic behavior. This makes 

partners to make an effort to balance out short-term problems with long-term goal achievement 

(Mohr and Spekman, 1994). Commitment is also mentioned in the cross-sector alliance theory as 

an important success factor (Googins and Rochlin, 2000, Cohen, 2003). As cross-sector alliances 

are a rather new phenomenon, some researchers even mention that the level of commitment in a 

corporate-NGO partnership has more influence on the success than in intra-sector alliances 

(Rondinelli and London, 2003).  

In the framework of the success of new product alliances by Carlson, Frankwick et al., 

communication is mentioned as a key element for success. Communication here is considered the 

informal and formal sharing of meaningful and timely information among alliance partners 

(Carlson, Frankwick and Cumiskey, 2011). Effective communication between the partners is 

essential to the partnership as communication represents the utility of information shared and 

thereby becomes an indicator of the partnership’s vitality (Mohr and Spekman, 1994). In the cross-

sector alliance theory there is also consensus of the importance of communication. There has to 

be a frequent, meaningful, frank and constructive communication in order for the partnership to 

be successful (Neergaard, Jensen and Pedersen, 2009, Googins and Rochlin, 2000, Jamali and 
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Keshishian, 2009, Austin, 2010). This kind of communication is also necessary in order to 

continuously improve the activities and the relation within the partnerships as they are dynamic 

(Austin, 2000). Sustaining a peaceful relationship between partners also require effective 

communication within the partnership (Cohen, 2003). Well-functioning communication and 

interaction between the partnering organizations are also central to the trust-building process 

within the partnership (Austin, 2010). 

Morh’s and Spekman’s framework also shows that constructive conflict resolution techniques 

such as joint problem-solving are linked to successful partnerships. Opposite there are destructive 

techniques such as ignoring/avoiding the issue, harsh words and imposed domination by one 

party, which all are negatively linked to creating successful partnerships (Mohr and Spekman, 

1994). This is also acknowledged by Carlson, Frankwick et al. who indicate that a company which 

possesses the capability to reduce or manage conflicts will experience higher value creation in 

their new product alliances (Carlson, Frankwick and Cumiskey, 2011). 

Knowledge sharing within the partnership is also a factor that is a value-creating initiative in an 

alliance (Dyer and Singh, 1998). The more knowledge a company can obtain about its market, the 

higher chances they have to outperform their competitors and therefore getting new knowledge is 

vital to a company’s competitive success (Ireland, Hitt and Vaidyanath, 2002). In cross-sector 

alliance theory, knowledge sharing is a main point of how NGOs can add value to the partnership, 

as they possess a knowledge that a company cannot obtain unless entering into a partnership 

(Choi, Chen and Millar, 2004). Knowledge sharing across the partnership also alleviates the 

problems of information asymmetry and thereby becomes a main ingredient in a partnership 

success (Jamali and Keshishian, 2009). Despite the value of knowledge sharing in cross-sector 

alliance, they face unique difficulties. Given their organizational differences in governance and 

goal, the partners must be aware of identifying ways to overcome the distrust caused by these 

differences (Rondinelli and London, 2003). 

A factor that is considered crucial for the success of a partnership is trust (Neergaard, Jensen and 

Pedersen, 2009). Trust in a partnership consists of three key elements; predictability, 

dependability and faith (Ireland, Hitt and Vaidyanath, 2002). Trust is also mentioned in the 

strategic alliance theory as highly related to the desire for collaboration and only when trust is 
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established, joint value creation will be possible (Mohr and Spekman, 1994). So the issue of trust is 

central in both inter-sector alliances and cross-sector alliances, but due to the historical mistrust 

between corporations and NGOs, trust must be considered especially important in cross-sector 

alliances (Rondinelli and London, 2003). Trust also cuts the costs and delays involved in projects 

and processes, and growth of trust between the company and the partnering NGO will increase 

their competitive edge and provide a source of new business ideas (Elkington, 1998, Ireland, Hitt 

and Vaidyanath, 2002). Trust as an intangible asset is the organizational glue that creates alliance 

unity (Austin, 2007). The importance of working against a trustful partnership is crucial as mistrust 

can result in covert behavior, opportunism and further breakdowns in communication (Berger, 

Cunningham and Drumwright, 2004). In a worst case scenario, a partnership without trust can 

result in the partnering organization becoming an enemy instead of an ally (Cohen, 2003). 

 

5.0 Presentation of selected partnerships 

This section gives a short description of the chosen case companies and NGOs, including their 

industry, size and key economic figures. This serves to get an understanding of the actors in the 

partnerships.  

5.1 Case Companies 

5.1.1 Call me 

Call me is a Danish mobile service provider, founded in 1997 under the name Debitel. In 2007, the 

company was acquired by the Swedish/Finnish telephone corporation TeliaSonera at approx. 1 

billion DKK and the name changed from Debitel to Call me (Call me, 2009). In 2008, the company 

changed from being a bricks and clicks company with both online and offline presence in the 

market to be a company with online presence only. The company employs approx. 75 employees. 

Call me has its headquarters in Copenhagen, Denmark, and in 20087, it had a revenue of 524 

million DKK and a net profit of 4 million DKK (Call me, 2009). This company is considered a small-

sized company compared to the other case companies. 
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5.1.2 Codan A/S 

Codan is a Danish insurance corporation. The corporation has approx. 3,900 employees, and 1,700 

of them are located in Denmark (Codan, 2012b). The company also operates in Sweden under the 

brand Trygg-Hansa. Since 2008, the company has been fully owned by RSA Insurance Group. 

Codan’s primary market is general insurance in which it is third in the Danish market by market 

share (Forsikring & Pension, 2011). The company’s headquarter is in Copenhagen, Denmark, and in 

2011, the company had a revenue8 of 7.6 billion DKK and a profit of 61 million DKK (Codan, 2011a). 

This company is considered a medium-sized company compared to the other case companies. 

5.1.3 Marks & Spencer PLC 

Marks and Spencer (M&S) is a UK retail store and it is among the top 5 of retailers in UK 

(Euromonitor International, 2012). M&S has more than 700 stores in the UK and 300 stores 

outside the UK (Marks & Spencer, 2012d). They employ approx. 78,000 people and the annual 

sales of the company is broadly split between its two primary markets; General Merchandise9 and 

Food. M&S has its headquarters in London, United Kingdom, and in 2011, the company had a 

revenue of 9.7 billion GBP and a profit before tax of 780.6 million GBP (Marks & Spencer, 2011). 

This company is considered a big-sized company compared to the other case companies. 

5.2 Case NGOs 

5.2.1 DaneAge (Ældre Sagen) 

This is a Danish member-oriented NGO, which purpose is to improve the conditions for the 

elderly/senior citizens in the society and fight for the idea that the person is more important than 

their age. Despite the fact that it is a member-oriented NGO, it also works for the common 

purpose of the elderly. DaneAge was founded in 1986 by among others Poul Hastrup, who has 

been the CEO of the NGO ever since (DaneAge, 2012a). DaneAge have approx. 110 corporate 

partners who generated a total revenue of 600 million DKK in 2011 through their partnership with 

DaneAge (Interview DaneAge, 2012). The organization is characterized by more than 200 local 

boards located all around Denmark and their main headquarters located in Copenhagen, 
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Denmark. DaneAge has approx. 596,000 members and had a revenue of 154 million DKK in 2011 

(DaneAge, 2011). This NGO is considered a medium-sized NGO compared to the other case NGOs. 

5.2.2 LEV (Landsforeningen LEV) 

A Danish member-oriented NGO, which purpose is to represent the mentally handicapped10 and 

their relatives in relations to the government, the municipalities and the European Union. The goal 

is to improve the quality of life of their members in all aspects. Despite the fact that it is a 

member-oriented NGO, it also works for the common purpose of the handicapped. The 

organization is an umbrella organization for various NGOs with a focus on different kinds of mental 

disabilities. The headquarters of LEV is located in Copenhagen, Denmark. The NGO has around 

10,000 members (LEV, 2012) and revenue of 57.2 million DKK in 2011 (LEV, 2011). This NGO is 

considered a small-sized NGO compared to the other case NGOs. 

5.2.3 Oxfam 

The organization is an international purpose-oriented NGO, which purpose is to help create 

sustainable solutions for injustice and poverty in the world. It is a confederation of 17 

organizations networked together in 92 different countries. Oxfam works directly with 

communities and seeks to influence governments to ensure that poor people can improve their 

lives and livelihoods. Besides receiving fund-raising, Oxfam have 1,200 shops worldwide selling 

second hand donated things11, where the profit goes to the charitable work of the organization. 

Approx. 750 of these shops are located in the United Kingdom (Oxfam, 2009a). Oxfam has approx. 

9,000 employed staff and 35,000 volunteers working in 92 countries. The headquarters of Oxfam 

is in Oxford, United Kingdom, and in 2010/201112, the organization had a revenue of 894 million 

EUR (Oxfam, 2011). This NGO is considered a big-sized NGO compared to the other case NGOs. 

5.3 The partnerships content 

The purpose of this section is to give a short description of the examined partnerships. When did 

they start, what is the focus of the partnerships, how do they work and what are the goals of the 

                                                      
10

 Also known as people suffering from arrested development. In the rest of the paper, for simplicity they will just be 
referred to as handicapped 
11

 E.g. clothes, books, music etc. 
12

 Oxfam’s reporting period is from 1 April to 31 March 
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companies/NGOs. This is to give a basic understanding of what the partnerships are about and 

what they seek to achieve.    

5.3.1 Call me’s partnership with DaneAge – Familietele 

The partnership between Call me and DaneAge started in 2009 with Call me wanting to create a 

mobile brand that targeted the elderly with a seal of approval from an NGO. As DaneAge is the 

biggest NGO for the elderly in Denmark, they were asked to collaborate with Call me. Together 

they discussed which requirements DaneAge had in order for them to vouch for the brand 

(Interview Call me, 2012), and they ended up creating a sub-brand to Call me with the name 

Familietele. The products and mobile contracts were tailored to fit the members of DaneAge. A 

membership of DaneAge is required to be able to buy at Familietele, but all the administration of 

the brand is handled by Call me. As part of the agreement, 2% of Familietele’s revenue would be 

donated to DaneAge at first, but this was later stopped in order for DaneAge to keep it self-

economical independent of Call me (Interview DaneAge, 2012). The sub-brand had in end of 2011 

a total of more than 10,000 subscribers (Interview Call me, 2012). The goal is to continue 

developing of the brand to fit the ever-changing needs of the elderly. 

5.3.2 Codan’s partnership with LEV – Handiforsikring 

In 1996, LEV wanted to change the “discrimination” of handicapped people. For years, the 

insurance industry had refused to issue policies to handicapped people due to the lack of 

statistical data of their accident frequency rate (Ritzaus Bureau, 1993). A hinder was also that 

normal accident insurance claims are linked to the person’s loss in capacity for work, but most 

handicapped people do not have a capacity for work. What also characterizes the normal accident 

insurances is that personal health details had to be provided, and this information could affect the 

coverage of the insurance so handicapped people could actually be writing worthless insurance 

policies (Ritzaus Bureau, 1993).  

Therefore, LEV contacted Codan to join in a partnership to tailor insurances to meet the needs of 

the handicapped. Together they launched Handiforsikring which provides handicapped people the 

opportunity to take out house content insurance13 and accident insurance (Handiforsikring, 2012). 
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The accident insurance offers lower claims than the normal one, but it does not require personal 

health details and a person’s handicap does not affect the coverage (LungePatient, 2004).  

Handiforsikring is operated in the way that LEV works through Handiforsikring as an agent for 

Codan. LEV takes care of administration, sales, collections and everything else except for insurance 

claims processes which Codan handles, as they are the risk carrier of insurance policies issued 

through Handiforsikring. At the end of the year, LEV delivers the result to Codan who settles 

accounts and any yearly profit is shared between Codan and LEV (Interview Codan, 2012a). 

Handiforsikring currently insures around 15,000 people (Codan, 2012). Handiforsikring is the only 

insurance agent that offers tailored insurances to people suffering from arrested development. 

LEV estimates that there are around 40,000 people with the previous mentioned handicap and the 

goal of Handiforsikring is to insure 20,000 people (Interview LEV, 2012) 

5.3.3 Marks & Spencer partnership with Oxfam – Clothes Exchange 

Since 1996, M&S has been working on different charitable projects with Oxfam and on 28 January, 

2008 they launched the Clothes Exchange program together. The program is a part of M&S Plan A, 

which sets out 100 commitments for M&S to ultimately become the world's most sustainable 

major retailer. One of the objectives of Plan A is to create partnerships that help their customers 

reuse or recycle all M&S products and packaging. Richard Gillies, Director of Plan A, CSR and 

Sustainable Business at M&S, says this about the motivation behind:  

“It's clear that far too many clothes still go to landfill when they could be making money for 

charities and helping the environment. We're calling on our customers to donate their clothes: it's 

an easy way to make a difference and you get a great M&S money-off voucher.”(Richard Gillies, 

2011) 

The main customer target in the project is people who are willing to recycle as long as it is easy. 

The concept of the programme is simple; M&S customers who donate an M&S item14 to any 

Oxfam store will receive an M&S voucher which entitles them to 5 GBP off any 35 GBP purchase 

made in an M&S store. The program was set out to run as a six month trial but due to its success, 

it is still active.  

                                                      
14

 Not voucher eligible clothing: lingerie, underwear, swimwear, hosiery and socks 
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Since the beginning of the program, a total of more than 11 million garments have been collected 

and over 500,000 vouchers have been issued. The aim for the Clothes Exchange partnership is to 

make customers recycle 20 million items of clothing each year by 2015 (Marks & Spencer, 2012a).  

 

6.0 Analysis of value created in partnerships 

Before the analysis of which characteristics are causing success and value creation in partnerships, 

a short analysis of the value creation within the partnership is required. Otherwise it is unclear 

whether the partnership is successful or not. There will not be a minimum requirement of the size 

of value creation, as the main criteria is just that there is some. However, as this focuses on the 

companies, the partnerships need to create value at the “profit/economical bottom line” in order 

to be defined as successful. Due to limitation in accessible financial data when detailed profit 

numbers are not available, revenue figures will be used. 

The measurement of the value created in the theses partnerships will be distributed according to 

which of the triple bottom lines it contributes to. The Triple Bottom Line framework encourages 

that monetary units be used in all three lines (Elkington, 1998), but as monetary value definition 

and measurement of contribution to “people” and “planet” is not yet defined (Richardson, 2004), 

this will only be done when the companies engaged in the partnership have done so. The 

monetary value definition and measurement of CSR related activities are very interesting topics 

but not a part of this thesis’ main research areas.  

6.1 Call me’s partnership with DaneAge – “Familietele” 

6.1.1 People/Social Bottom Line 

With the great technological developments over the last many years, some of the older citizens in 

society are being left behind. With Familietele, DaneAge and Call me try to include this earlier 

marginalized segment into the world of mobile telephony. This helps to decrease the technological 

inequality in society. Apart from tailored products, this social value is achieved by a specialized 

customer service that is trained to deal with older people. The customer service employees 

dedicated to Familietele are educated to handle even basic questions such as how to turn the 

phone on or what to do with a SIM card (Fredericia Dagblad, 2011). The specialized customer 
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service is given to the members of Familietele at no extra charges, as one of DaneAge’s 

requirements for a corporate partnership was that its members will not be charged more than the 

general market rates for products (Interview DaneAge, 2012). 

6.1.2 Planet/Environmental Bottom Line 

No evidence has been found that the partnership contributes to the environmental bottom line of 

any of the involved organizations. 

6.1.3 Profit/Economical Bottom Line 

For DaneAge, there was 2% of revenue donation, but that was only until the concept was 

developed and launched, and since then there have been no economic benefits for DaneAge in the 

partnership (Interview DaneAge, 2012). This is the only one of the analyzed partnerships where 

the economic value creation only goes to the company.  

For Call me on the other hand the partnership has given them around 10,000 new subscribers 

(Interview Call me, 2012). The increase in revenue depends on the size of the subscription plans, 

and Familietele offers plans that cost: 119/199/249/299 DKK/month. So the incremental revenue 

caused by the new subscribers may vary between 14,280,000 DKK and 35,880,000 DKK annually. 

With company revenue of 524 million DKK in 2008, the partnership part of a 2008 revenue would 

be between 2.6% and 6.8%; a minor, but not an insignificant contribution. 

In the mobile market in Denmark which is characterized by fierce competition (Interview Call me, 

2012, Interview CBB, 2012), the partnership with DaneAge could be seen as a way to differentiate 

Call me from other companies. Thereby they could try to compete on other parameters than rates. 

Also, a competing firm in the mobile market, CBB, thinks that Familietele is a very good idea and 

that it gives Call me a competitive advantage in the senior citizen segment (Interview CBB, 2012). 

If Call me’s partnership with DaneAge is viewed as a real option, besides the current value 

creation, the biggest economic value for Familietele would be the current and even more, the 

future potential of addressing the senior market.   

Figure 6.1.3 shows the percentages of the Danish population owning a mobile telephone in 2010. 

It shows that the older generation (65+) falls behind the younger generations when it comes to 

owning a mobile phone. Normally, seniors prefers to own a landline due to confidence and safety, 
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but with the current increased rates on landlines, DaneAge has appealed to the media to 

recommend the seniors to switch to mobile telephones (Politiken, 2010). This is complemented by 

Familietele as the only mobile service provider that offers “mobile landline”, a product specially 

developed to provide customers with the same confidence and safety as a landline but with the 

rates of a mobile (Interview Call me, 2012). 

Figure 6.1.3 Overview of percentages of the Danish population that owned a mobile phone in 2010. 

Source: Own creation based on report from IT-Telestyrelsen (IT- og Telestyrelsen, 2011) 

 

 

 

 

 

 

 

 

 

Apart from the current potential, the senior citizen segment in Denmark will experience a high 

growth over the next years as the big generations born in the 1960s will get older (Danmarks 

Statistik, 2012), thereby both increasing the size of the target segment, but also the demands for 

Familietele’s products (Interview DaneAge, 2012). 

6.2 Codan’s partnership with LEV – “Handiforsikring” 

6.2.1 People/Social Bottom Line 

The main social value that is created in the partnership concerns the equality in society. As the 

normal conditions in insurances made them worthless for handicapped people to write, the 

segment has been marginalized. This social value is achieved, and due to the partnership this 
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segment is offered the same options in insurance as those without any handicaps, and thus not 

being discriminated anymore. Besides the tailored products, the value is also executed by a 

specialized customer service trained to deal with handicapped people.  

The Social Bottom Line also refers to the value perceived by the company’s employees by 

engaging in the partnership. The employees at Codan are proud and happy that their company 

supports a social cause and help the handicapped to a more equal status in society (Interview 

Codan, 2012b) 

6.2.2 Planet/Environmental Bottom Line 

No evidence has been found that the partnership contributes to the environmental bottom line of 

any of the involved organizations. 

6.2.3 Profit/Economical Bottom Line 

A good indicator for the economic value creation in the partnership is based on the number of 

customers. In figure 6.2.3, the development of people insured by Handiforsikring is shown.  

Figure 6.2.3 Number of people insured by Handiforsikring                          

Source: Own creation based on several sources (LungePatient, 2004, Autismeforening, 2008, Codan, 2012) 

The figure shows that despite the 

partnership’s founding in 1996, the 

growth has been most significant in 

the past decade. In less than 10 years 

Handiforsikring have gone from 

insuring 6,000 people to 15,000. Due 

to governmental changes in public 

insurance responsibility, LEV and 

Codan plan to intensify the sales work 

during 2012 and thereby hope to increase the amount of customers considerably (LEV, 2011). 

This is a partnership where both parties are rewarded at the economical bottom line. First is the 

focus on LEV and how they gain economically by being part of Handiforsikring. Due to the fact that 
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they are administrating Handiforsikring, they claim the biggest part of the economic pie. In table 

6.2.3, an overview of the revenue and gross profit in 2010 and 2011 is presented. 

Table 6.2.3 Economical figures from LEV’s involvement in Handiforsikring, in 1,000 DK                                     
Source: Own creation based on annual report from LEV and interview with Codan (LEV, 2011, Interview Codan, 2012b). 

 2010 2011 Change 

Revenue from insurance sold 3,587 4,293 +20 % 

Gross profit from insurance sold  2,400 3,100 +29 % 

    

Profit between insurance 
premiums and insurance claims: 

   

- Accident insurances 919 1,259 +37 % 

- Other insurances 1,481 1,841 +24 % 

 

What is noticeable is the high growth percentage between 2010 and 2011. The highest growth in 

percentage was from accident insurances where LEV and Codan have agreed upon profit-sharing, 

with 60% to LEV and 40% to Codan (Interview Codan, 2012b). The positive difference between 

insurance premium and claims gets more impressive when comparing them to Codan’s overall 

gross profit from their total insurances operations. In both 2010 and 2011, Codan experienced 

negative gross profit and their annual result only became positive due to financial income (Codan, 

2011a).  

The revenue from Handiforsikring as a part of LEV’s total revenue was respectively 6.5% in 2010 

and 7.5% 2011 (LEV, 2011). So the partnership with Codan is quite an important financial factor for 

LEV’s finances, which enhances their work for ensuring a better quality of life for handicapped. In 

2012 LEV expects the revenue from Handiforsikring to grow with 10% (LEV, 2011). In 2012, they 

will intensify their active sales efforts, but the effect of this is not estimated to have an impact 

before the figures for 2013 (LEV, 2011).  

When considering Codan’s economic gains from the partnership, the main focus is on the house 

content insurance. The insurance also covers a civil liability insurance, which means that if the 

insured person in any way damage goods and/or injure people the insurance will cover the claims. 
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As some handicapped people can sometimes lose control and cause severe damages, the 

profitability of the insurance varies a lot and right now it is just a break-even business for Codan 

(Interview Codan, 2012b). The insurance which is profitable to Codan is the accident insurance. As 

mentioned earlier Codan receives 40% of the profit which in 2010 was equal 613,000 DKK and in 

2011 it was 839,000 DKK15. These are minor figures in Codan’s overall account, but with a negative 

gross profit in both years on Codan’s overall insurance business, the money from Handiforsikring 

was welcome (Interview Codan, 2012b).  

Besides the direct economic gains, there is also the positive brand value Codan hopes to receive 

from the relatives to the handicapped people insured by Handiforsikring, but Codan has no 

estimate how much this is worth in monetary terms (Interview Codan, 2012b). To do get a 

monetary estimate of this, an extensive analysis of Codan’s brand value development have to be 

done, due to the estimated minor effect of this, such analysis will not be performed here. 

6.3 Marks & Spencer partnership with Oxfam – “Clothes Exchange” 

6.3.1 People/Social Bottom Line 

The contribution that this partnership gives to the social bottom line is very much linked to the 

charitable work of Oxfam. But as charitable work not is directly linked to the partnership, and 

Oxfam’s economic gains are described at the economic bottom line, it will not be elaborated here.  

6.3.2 Planet/Environmental Bottom Line 

The environmental impact of the Clothes Exchange first starts with a focus on reuse of raw 

materials. This is an important factor as it is confirmed by M&S that claims that they would use the 

scheme to recover cotton, wool, cashmere and polyester. They say: 

“What we’re looking for are pure waste streams such as wool, cashmere, polyester or cotton – 

wherever there’s pure raw material we can break down or turn back into clothing. It’s about 

securing raw materials for the future." (Drapers 2012) 

The direct impact of the partnership’s ability to increase the reuse of raw materials is difficult to 

measure but it is linked to the amount of clothes collected. In the figures of clothes collected it is 
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important to be aware that not all the clothes collected are clothes “saved” from going to the 

landfill as part of the clothes would have been recycled even if the Clothes Exchange did not exist.  

In the first 7 weeks after the introduction of the Clothes Exchange, approx. 680,000 items were 

donated (M&S and Oxfam 2008). Since then, the amount of donated clothing has only increased.   

The latest data shows that nearly 11 million garments have been collected and re-used, which 

equals approx. 5,500 tonnes of clothing (Marks & Spencer 2012a).  

6.3.3 Profit/Economical Bottom Line 

Both organizations gain economic value from this partnership. Mainly, the focus is on the 

economic value distributed to Oxfam. The source of the economic value is generated by the sale of 

the additional M&S clothes donated to Oxfam shops through the Clothes Exchange. During the 

first six months of the partnership, an additional 1 million GBP had been generated at Oxfam 

(Marks & Spencer, 2008b). In 2011, the total additional funds generated to Oxfam were approx. 

3.3 million GBP and the recent data shows that the partnership has raised a total of 8 million GBP 

to Oxfam (Marks & Spencer 2012a). This revenue is part of what Oxfam in their annual report 

categorize as trading revenue which in 2010/201116 was approx. 12517 million GBP. So the 

partnership’s generated revenue is 6.4% of the total trading revenue, which is quite substantial. 

Apart from this economic value, Oxfam also receives indirect value from an increased footfall, 

attraction of new customers and a general increase in sales due to the publicity. Unfortunately no 

data has been disclosed in order to help estimate the economic impact of these (M&S and Oxfam, 

2008).  

The economic value that M&S can derive from their partnership with Oxfam can be related to an 

increase in revenue due to customers redeeming the discount vouchers. The usual redemption 

rate for discount vouchers issued outside the partnership is somewhere between 2-5% (Stratos, 

2009, Peattie, 2009), but the redemption rate on vouchers offered through the Clothes Exchange 

is much higher. The general average is approx. 50%18, a massive increase indicating that improved 

results can be achieved if the retailer can engage the consumer to take meaningful action (Stratos, 

2009). In order for the voucher to be redeemed, the customer’s purchase has to surpass 35 GBP. 
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 Oxfam’s reporting period is from 1 April to 31 March 
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 159 million Euro 
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 48.3% (M&S and Oxfam, 2008), 55% (Stratos, 2009) and above 48% (Peattie, 2009) 
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This amount has been set strategically as the average customer In M&S spends around 20 GBP per 

purchase (Retail Week, 2008). With the high percentage of vouchers redeemed, this strategic 

minimum buy amount has caused a substantial revenue increase for M&S. The incremental 

increase by customers redeeming a voucher is thus around 20 GPB, a double up compared to 

normal basket size. In the first seven weeks, a total of around 68,000 vouchers (M&S and Oxfam, 

2008) were redeemed, which equals a revenue boost at M&S at about 1.36 million GBP. The data 

from the beginning in 2008 to 2011 shows a total of 500,000 vouchers issued in the Clothes 

Exchange (Marks & Spencer 2012a) and with a redemption percentage equal to 50%, the 

incremental increase in revenue would amount to approx. 5 million GBP. With an average of 9,700 

vouchers issued per week during the first seven weeks, the overall average based on 2008-2011 is 

3,200 vouchers per week. This shows that the level of vouchers issued experiences a downturn, 

thereby making the conclusion that M&S makes 1 million GBP (Peattie, 2009) in additional 

revenue per month is over-optimistic. 

 With M&S’ total revenue being 9.7 billion GBP in 2011, the partnerships revenue increase is not 

essential for M&S. But when the revenue increase is combined with improved PR, brand value and 

beneficial future prospects, it could be interesting to determine if investors have rewarded the 

M&S stock by this innovative and first of a kind partnership. To do so an event study with two 

events was initialized; one on the day of announcing the partnership and the other on the day of 

the first indications of the partnership increase in M&S revenue. However, neither study showed 

any significant results, probably because that with a market cap based on a price per share around 

370-400 GBP and 1.5 billion shares, the effect of 5-10 million GBP per year in revenue with a 

growth rate of 10% and a discount rate of 15%, in a best case scenario it would only be 0.01% of 

the market cap. So in the current state, where the number and sizes of partnerships are growing, 

there is still some time ahead before a thorough event study with multiple events can be made to 

highlight investors’ reactions to cross-sector alliances. 

6.4 Opportunity cost 

No academic paper used or read during the preparing of this thesis focus on the opportunity costs 

for companies entering into a corporate-NGO partnership. Despite this, it still deserves a few 

words. All companies entering into a partnership with an NGO are becoming more vulnerable to 
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bad image events, as they are expected to behave better. But there is also another aspect of this; 

the more companies partner with NGO, the more they are aware of stakeholders and therefore 

minimize the risk of bad image events occurring.  

The choice to partner with a specific NGO is equal to a choice of not choosing another. This can 

affect the company’s market position in the market. The choice of an NGO can strengthen the 

position of the company if it is aligned somehow with the company’s profile. As oppose to a 

partnership with an NGO which not can be related to the company’s profile, customers may be 

confused about the position of the company. In the Call me case, the company has tried to 

separate their partnership with DaneAge from Call me by creating a sub-brand dedicated to the 

senior citizens, thus trying to avoid that customers will perceive the Call me brand as a company 

focused only on seniors citizens. In the second case, Codan is considered a company addressing 

the more high-end part of the society (Interview Codan, 2012b, Interview LEV, 2012). By 

separating its engagement with LEV at Handiforsikring, they try not to confuse the customer as to 

which segment they are focusing on. M&S has chosen a different approach. The partnership with 

Oxfam is considered a match of similar brand profiles and thereby the collaboration is used to 

strengthen M&S’ position as a retailer focused on sustainability (M&S and Oxfam, 2008).  

 

7.0 Analysis of success criteria  

This section analyses how the success factors described in the theoretical framework are shown in 

the case examples. The factors are also compared between the case examples and the impact and 

the importance of the mentioned factors are discussed. The discussion aims to conclude if the 

factor has an important role in the success of the partnership and if it has the effect implied by the 

theory. The importance of the factor as part of the value creation within the partnership is also 

discussed.  

Also, if the case examples show evidence of other relevant factors which are not mentioned in the 

theoretical part, these will be mentioned here as well and discussed if they are case-specific and if 

they could be regarded representative for other partnerships. These factors’ headlines will be in 

italics. 
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7.1 Company external factors  

The external factors cover the elements based in the company’s external environment. These are 

elements that affect the company but are outside the control of the company and it can do little 

to change them. The company needs to be aware of them in order to take them into account 

when making decisions. This section analyses the external factors of the three case companies. 

7.1.1 Right match 

The first criterion of success is the choice of picking the right partner, as a wrong match between 

company and NGO causes some partnerships to fail. 

Call me wanted to engage in a partnership with an NGO with a focus on the senior segment. They 

had several choices, as Denmark has several organizations with senior citizen orientation. The 

various organizations are shown in table 7.1.1. 

Table 7.1.1 Overview of senior citizen oriented NGOs in Denmark  

Source: Own creation based on numbers from Pensionist Tidende (Pensionist Tidende, 2012) 

 Approx. number of members 

DaneAge (Ældre Sagen) 596,000 

LO Faglige Seniorer 190,000 

Pensionisternes Samvirke 52,000 

Sammenslutningen af Pensionistforeninger i Danmark 48,000 

Danske Pensionister 40,000 

 

Despite the many organizations, Call me did not engage in an analysis to figure out with which 

NGO had the best cultural compatibility. It addressed DaneAge being the biggest, and luckily for 

Call me it turned out that the match between the partnering organizations was good (Interview 

Call me, 2012). So a right match was found, but not by the company’s conscious choice.    

Where the company looked for the NGO in the case of Familietele, the opposite happened in the 

Handiforsikring case. Due to the discrimination in the insurance area for handicapped people, LEV 

announced in 1996 that it was searching for insurance partners to tailor insurance products to 

handicapped people. At Codan the CEO in 1996 was Peter Zobel and he had a handicapped 
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daughter, so he did understand some of the challenges that handicapped people did face 

(Interview LEV, 2012). So Codan answered the announcement and it resulted in the creation of 

Handiforsikring due to a good match (Handiforsikring, 2012).  

In the last example, M&S already had a relationship with Oxfam before they engaged in the 

Clothes Exchange partnership. Since 2007 M&S has been a part of Mali Cotton initiative with 

Oxfam which can be defined as an independent value creating partnership (Oxfam, 2009). So here 

the right match NGO was well-known through an earlier relationship which was not the case in the 

other case examples.  

Overall speaking, the case examples confirm that the right match between the company and the 

NGO is important, but it is not mandatory to perform an extensive analysis beforehand or to have 

an earlier stage of cross-sector collaboration with the NGO in order to develop a successful 

strategic partnership such as some theories would indicate (Austin, 2000).  

7.1.2 A professional NGO 

An external factor that affects the success and value creation within the partnership is how 

professional the partnering NGO is. Looking at Call me’s partnership with DaneAge that 

requirement has been fulfilled. DaneAge emphasizes to have a business approach in its 

collaboration with companies and have specialized employees educated from business schools to 

manage its partnerships (Interview DaneAge, 2012). On their website they even emphasize the 

importance of having a professional organizational culture. They write that: 

“The professional organization. An organizational form which is necessary when an organization 

reaches a particular size and has ambitious goals. From a central position, there must be a 

coordination of activities, a protection of a specific level of quality, follow-up on goals and 

ambitions etc… … To a great extent, the professional attitude is crucial to keep and strengthen 

DaneAge’s reliability and visibility” (DaneAge, 2012). 

In the case of Handiforsikring the NGO also fulfills the criterion of being run professionally. LEV 

acknowledges the same elements that theory characterizes as an “NGO incorporated” (Heap, 

2000). In their annual report, they focus on turnover, marketing strategies, revenue targets and 

how further to develop the NGO (LEV, 2011).  
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The same can be said about Oxfam. They are also run as a professional company, which can be 

documented from the annual report, which is even more extensive than LEV’s. All revenues and 

expenditures are specified, and future strategies and targets are mentioned (Oxfam, 2011). 

No information retrieved about any of the case examples indicates that a professional NGO is one 

of the important factors for success. But this could most likely just be because a professional NGO 

is deemed a given for the involved companies. NGOs have simply begun to believe in the benefits 

of being an “NGO incorporated” (Heap, 2000) and thereby render it unnecessary for companies to 

focus on this factor when engaging in strategic partnerships with NGOs. 

7.1.3 Pragmatic NGO 

Studies have shown that companies work better with more pragmatic orientated NGOs as the 

company feel more secure and communication is often less problematic. A thing that characterizes 

DaneAge and its work is that it is a very pragmatic NGO. It does not support a specific political 

party or direction and in their corporate partnerships, they fully understand the commercial 

undertones. They acknowledge that partnering companies need to earn money and they 

understand the markets conditions they work under (Interview DaneAge, 2012). As the primary 

goal for Call me in the partnership with DaneAge was to get more customers and secondary the 

CSR value in developing products for a socially marginalized group (Interview Call me, 2012), the 

partnership would never have been created if DaneAge had not been a pragmatic oriented NGO.  

What was seen in the previous case can also be said about LEV, as they are not bound to any 

ideological views that would complicate the communication with Codan when developing 

Handiforsikring and they see no problems with Codan making some money on the partnership 

(Interview Codan, 2012b). In the case of Handiforsikring, it was just important that the economic 

gains for Codan covered their expenses in relation to the partnership. The fact that Handiforsikring 

is actually profitable for Codan is just seen as an extra bonus (Interview Codan, 2012a). Also that 

LEV agreed to work through Handiforsikring as an agent for Codan also confirms their pragmatic 

orientation as an NGO. 

M&S clearly states that an important part of their partnership with Oxfam is also about developing 

new revenue streams for the company (Marks & Spencer, 2012b), so also here a pragmatic 

oriented NGO is needed. Luckily, Oxfam is probably an NGO that takes a very clear step towards 
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being a pragmatic oriented NGO, and in Oxfam’s official partnership principles they address the 

issue and have the following viewpoint: 

“Oxfam must not impose our views on partners. We take responsibility for clearly communicating 

our positions to partners. We are open to being challenged, and will create opportunities for 

dialogue and debate around goals, values, results and impact. While there must be some 

commonality in vision and values in order for the partnership to be viable, we accept that partners 

may not share all our views” (Oxfam, 2012a). 

The three case examples confirm what the theory states about better partnerships with pragmatic 

NGOs rather than idealistic NGOs. Something that possibly could be added to the theory is that a 

pragmatic NGO is not just needed, but necessary if one of the goals of a potential partnership is 

direct economic value creation for the partnering company. 

7.1.4 Market turbulence 

The theory mentions market turbulence as a criterion for an organization to be able to embrace 

change and thereby being able to successfully to engage in partnerships. The mobile service 

provider market in Denmark is definitely characterized by fierce competition and a turbulent 

market (Gallup, 2012), so these factors have made Call me able to embrace changes and thereby 

being able to successfully engage in partnerships. These characteristics can also be said about the 

retail market the UK in which M&S operates (Euromonitor International, 2012). But in the case of 

Handiforsikring, the insurance market can only be characterized by medium competition and not a 

lot of turbulence (Berlingske Tidende, 2010). As this theoretical factor has its origins from a 

successful product launch alliance study, which is what Handiforsikring is, this study spreads doubt 

of the importance of the necessity to operate in a strongly competitive environment in order for 

the organization to be able to engage in successful strategic partnerships. Hence further 

investigation in this topic is encouraged. 

7.1.5 Type of NGO 

In our case examples, DaneAge and LEV are member oriented NGOs, while Oxfam is a purpose 

oriented NGO. The literature about value-creation in partnerships does not distinguish between 

these different types of NGOs, despite that in this research there was a wide agreement that it is 

much easier partnering with a member oriented NGOs to deliver economic value to the company 
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(Interview Codan, 2012b, Interview DaneAge, 2012, Interview CBB, 2012). The reasoning for this 

view is that when working with a member oriented NGO the partnership is about tailoring 

products to a socially marginalized group, be it handicapped, old people or extremely poor people 

living at the bottom of society, the company would operate in a known context (Interview 

DaneAge, 2012, Interview Codan, 2012b). The opposite to this is engaging with a purpose oriented 

NGO, an example could be that Codan is also working with an environmental NGO (WWF), but 

that partnerships is very far from the context in which the company usually operates and they find 

it difficult to include economic value creation within the partnership.  

In order to create economic value with more purpose oriented NGOs, companies have to be more 

innovative (Interview DaneAge, 2012). M&S in the partnership with Oxfam have succeeded in 

doing this by turning clothes recycling into a new stream of revenue. The degree of difficulties in 

what M&S have done is shown by that it is one of the most admired corporate-NGO partnerships 

in the world; actually their partnership with Oxfam is number 1 on C & E Advisory’s annual 

corporate-NGO barometer (C & E Advisory, 2011).  

The finding is regarded representative and not case-specific as it is based on information from 

many various and different sources. Therefore, the theoretical framework for value creation in 

corporate-NGO partnerships needs to add the differentiation between the different types of 

NGOs, as this affects the possibilities for companies to gain direct economic value from the 

partnership.  

7.2 Company internal factors 

The company’s internal factors are composed of the elements within the organization’s internal 

environment. The internal environment consists of the inherent competencies and resources of 

the firm but also the structure of its internal systems and processes. This section analyses the 

internal factors within the three case companies. 

7.2.1 Motivation 

The theory mentions motivation as an important factor for successful partnerships. In the 

framework for companies’ motivation to engage in NGO-partnerships in the theoretical part, it is 

mentioned that a condition for successful partnerships is a motivational background that is either 
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values-driven or business opportunity-driven (Austin, 2007). Table 7.2.1 shows the various 

motivational backgrounds for the companies in the case examples studied.  

Table 7.2.1 Overview of the companies’ motivation for entering in a partnership  

Source: Own creation  

  Motivation  

Call me – “Familietele” Business opportunity-driven 

Codan – “Handiforsikring” Values-driven 

M&S – “Clothes Exchange” Business opportunity-driven + Values-driven 

 Behavioral forces 

Call me – “Familietele” Economic self-interest 

Codan – “Handiforsikring” Core beliefs 

M&S – “Clothes Exchange” Economic self-interest and Core beliefs 

 Management orientation 

Call me – “Familietele” Capturing economic gains 

Codan – “Handiforsikring” Validating institutional integrity 

M&S – “Clothes Exchange” Capturing economic gains + Validating institutional 

integrity 

 Action focal points 

Call me – “Familietele” Product differentiation and Competitive advantage 

Codan – “Handiforsikring” Philanthropy 

M&S – “Clothes Exchange” Market expansion, Supply development and CSR 

 

First of all, it is worth noticing that all motivational backgrounds for the studied companies fulfill 

the theoretical requirement for successful partnership as they are Business opportunity-driven 

or/and Values-driven.  

In the case of Call me, there was not a lot of doubt what their motivational background was. They 

expressed it like this: 
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“We wanted to create a brand directed towards the seniors in society and we needed an NGO to 

give us their seal of approval and help us tailor the products” (Interview Call me, 2012) 

This quote also expresses Call me’s focal points; product differentiation and gaining competitive 

advantage in the senior citizen market. This obvious behavioral focus on economic self-interest 

was just the opposite of Handiforsikring. They saw an opportunity to help a group that had been 

unable to get insurance and Codan had no intention of earning money on the handicapped 

(Interview Codan, 2012a). The lack of economic motivation is confirmed in the economic value 

creation in the partnership in section 6.2.3 where it is seen that LEV is the partner who is having 

the biggest economic gains of the partnership. The interesting part is that despite the partnership 

being more than a decade old, it was first mentioned in Codan’s CSR report for 2012 and even only 

in one single sentence (Codan, 2012). This underlines that CSR was not a focal point for Codan’s 

motivation to engage in the partnership.  

Whereas the previous two cases were pretty clear in their motivational backgrounds, the Clothes 

Exchange case is a bit more mixed. As previously mentioned the partnership is part of M&S’s Plan 

A where they acknowledge that the earth’s resources are scarce, and that companies have a 

responsibility to create sustainable business. They state their motivation behind the Clothes 

Exchange is to help their customers reuse or recycle all their products and packaging (Marks & 

Spencer, 2012a) and their hope is that the recycling of clothes will affect their supply-cost by 

lowering the costs of raw materials (Drapers, 2012). This is combined with the overall motivation 

for sustainability, where market expansion is a focal point; they state that: 

“Sustainability is not just about making a business more efficient; it’s also about creating new 

revenue streams from more sustainable products and services” (Marks & Spencer, 2012b). 

What these successful cases show is that a clearly defined motivation is present in all of them. The 

motivation is really important to the execution of the partnership, and the motivation affects the 

further progress of the partnership. The Clothes Exchange case shows that it is even possible to 

combine two motivational factors, and “Handiforsikring” shows that huge economic value gains 

will not be given to the company unless it is part of the company’s motivation. The examples 

confirm that a clearly defined motivation becomes a solid cornerstone on which the partnership 

can evolve successfully.   
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7.2.3 Experience 

In the theory, previous experience with alliances and NGOs is considered an important success 

factor for strategic partnerships. In the case of Call me, they had some experience in working with 

NGOs before. Their previous experience was based on making special discounts for different NGOs 

such FDM and Forbrugsforeningen19 (Call me, 2012). The partnership with DaneAge was their first 

distinct strategic partnership, which included co-developing products and services in order to 

create a sub-brand for senior citizens (Interview Call me, 2012). 

In the second case, Codan has had a long and broad record of working with NGOs. They have been 

working with WWF and Børneulykkesfonden20 (Codan, 2012a). Apart from that, for the past 20 

years they have had a very successful strategic partnership with DaneAge, where they co-

developed tailored products to senior citizens. Their experience of how to develop specialized 

products to certain customer segments with distinct insurance statistics was considered an 

important factor that their partnership with LEV became successful (Interview Codan, 2012a).  At 

LEV, they confirm that Codan’s previous experience with NGOs is valuable, as it eases the 

communication between the partners (Interview LEV, 2012). 

Just like Codan, M&S has a comprehensive record of working with NGOs. Since 2007 they have 

among others joined in a partnership with WWF. The purpose is to in increase M&S’ sourcing of 

sustainable raw materials and contribute economically to WWF’s conservation work in Borneo 

(WWF, 2007). As mentioned earlier, they also had previous experience with another partnership 

program with Oxfam (Oxfam, 2009). So M&S has some experience in working successfully with 

NGOs.  

So there is a verification of at least some previous NGO experience in all the case companies. This 

confirms the notion mentioned in the theory that previous experience with NGO is an important 

factor for the partnership to prosper. When the company has no or little previous experience with 

cross-sector alliances, it is crucial to have support from the top management (Rondinelli and 

London, 2003) which leads to the next important criterion for successful partnerships.  

                                                      
19

 Supply association for consumers 
20

 Foundation for prevention of accidents involving children 
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7.2.4 Commitment from the top management 

Another factor that is important for a successful partnership is commitment from the top 

management. Support from the top management is even more important when the company have 

little or no experience with cross-sector alliances. What is seen in the previous point was that Call 

me was the one of the case companies with the smallest level of experience in working with NGOs. 

In the case of Familietele, the importance of support from the top management was expressed by 

the partnering NGO DaneAge that the support and understanding from the CEO Hanne Lindblad21 

was and still is crucial in the work of the partnership (Interview DaneAge, 2012). 

At Codan, the support and commitment from the top management is less evident. There was 

initially a support from top CEO Peter Zobel, but since he retired in 1999 the focus from top 

management have been less and less. The partnership since played a small part in the company, 

living its own life and not causing too much attention of the top management (Interview LEV, 

2012). The low level of attention from the top management is also seen in the company’s CSR, 

where despite the obvious connection between Handiforsikring and CSR, it has never been part of 

the established CSR strategy (Interview Codan, 2012b). Codan’s earlier experience with NGOs have 

thereby caused the commitment from top management not to be an influential factor on the 

success of the partnership.  

In the last case of M&S and Oxfam, it was the current CEO of M&S, Sir Stuart Rose22, who 

announced the partnership in 2008, thereby signaling its importance for the top management: 

 “We are pleased that we have teamed up with Oxfam, the UK’s biggest charity shop to help 

customers to raise money for developing countries by recycling their clothes they no longer need. 

It’s a triple win – it’s good for customers, good for people in developing countries and good for the 

environment” (Stuart Rose, 2008) 

It’s interesting to notice that Sir Rose does not mention the possible economic gains for M&S by 

entering into the partnership, but this is in line with that all of the case companies were not very 

willing to publicly admit the economic gains from their NGO partnerships. This interesting detail 

will be discussed in the end of this paper. 

                                                      
21

 Previously Sales and Marketing director at Call Me 
22

 Was replaced in 2010 by Marc Bolland 
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All the cases support the literature in that top management commitment is of some importance to 

the success of a partnership. Call me’s case even shows that when a company has little experience 

with NGOs, the top management’s commitment to the partnerships becomes even more 

important.  

7.2.5 Fit with overall strategy 

A factor noticeable in the cases, which the literature mentions little about, is how the partnership 

is affected by how well it fits within the companies’ overall strategy. In both Call me’s and M&S’ 

cases, their partnerships are aligned with their corporate strategy. Call me has a clear strategy to 

try to differentiate themselves in the competition by entering into different partnerships, ranging 

from offering discounts to co-developing tailored products to certain NGOs (Interview Call me, 

2012). M&S’ overall strategy is to become the first sustainable retailer in the world, and the 

partnership with Oxfam is a part of the well-known Plan A which will lead M&S to its goal (Marks & 

Spencer, 2012a).  

As Codan’s main motivational background for entering the partnership with LEV was value-based, 

it is relevant to consider how the partnership matches Codan’s CSR strategy. Codan’s CSR strategy 

focuses on climate, safety and health (Codan, 2012) and even though the partnership with LEV has 

existed in more than 15 years, its first appearance in Codan’s CSR report was in 2012. The lack of 

Handiforsikring’s association with the company’s CSR strategy was also confirmed in the interview 

with Codan: 

”Handiforsikring has never been part of the company’s CSR strategy, maybe it will be in the future, 

but right now we are focusing on environmental sustainability” (Interview Codan, 2012b). 

As mentioned earlier, Codan also operates in Sweden under the brand Trygg-Hansa. Therefore, it 

would have been a natural step to take advantage of this possibility and introduce Handiforsikring 

to the Swedish market, as the handicapped there have had the same problems concerning 

insurances as the Danish. But since Handiforsikring has not been in focus in Codan’s CSR strategy, 

this has never been done and now the first mover advantage which Handiforsikring could have 

had has disappeared as Unik Försäkring was established in 2010 offering tailored insurances to the 

handicapped (Unik Försäkring, 2010).  
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The differences between the cases in the alignment with their overall strategy affect the 

development of partnerships. Both Call me and M&S have a big focus on continuously expanding 

and developing their partnerships; Call me with new product developments and M&S with 

introducing possibilities to recycle clothes in their own stores and not only at Oxfam’s. Codan 

shows no initiative in this direction, as they have no plan to expand the partnership to e.g. Sweden 

and the development of the partnership is left to LEV (Interview Codan, 2012b). The fact that the 

relevance of this factor is present in all case studies indicates that the factor is representative for 

partnerships in general. A factor which also influences the development of the partnership is the 

organizational structure, which leads us to the next factor. 

7.2.6 Flat organizational structure 

In the previous section, the lack of Handiforsikring’s alignment with Codan’s overall strategy was 

blamed for not developing the partnership in comparison to the other cases. But when comparing 

the three companies’ organizational structure, an interesting difference is noticeable. Call me has 

a very flat organizational structure, it is flexible and there is a short way from idea to 

implementation. As Call me puts it: 

”There is short distance from idea to action… … We are very straight-forward, and we have short 

decisions processes. Our CEO is just down the hall, so we can just go to her and present an idea and 

then she can almost immediately say if we should go forward with it (Interview Call me, 2012). 

M&S has made substantial organizational changes the recent years. The changes within the 

company have created a business that now has a flatter organizational structure. The business has 

decreased their layers of authority through a process of delayering. This means that employees 

throughout the business have more responsibility and it enables them to make quick decisions 

when required (The Times 100, 2007). 

In Codan, the processes are a bit lengthier that the other two. If someone has an idea about new 

insurance products or expansion of the market, the involved people need to go through the 

analytics department. They make a complete analysis of insurance statistics and end up with a 

recommendation to either continue or to withhold the idea (Interview Codan, 2012b). These 

rather comprehensive processes have definitely slowed the development of Handiforsikring and 

not allowing it to expand beyond the Danish borders.  
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So in cross-sector alliances, the flatter and more flexible the companies are, the easier and faster 

the partnership will develop and prosper.  

7.2.7 B2C or B2B 

An internal factor that is not mentioned in the theory is whether the company is a business to 

consumer (B2C) or a business to business (B2B) company. No articles were found that addressed 

this issue. This becomes interesting as all the case examples studied here are B2C and when 

looking at the different strategic partnerships mentioned in corporate-NGO literature, the 

companies involved are dominated by being B2C companies (Austin, 2000, Prahalad, 2006, Dahan 

et al., 2010, C & E Advisory, 2011). This could indicate that when it comes to strategic corporate-

NGO partnerships, an influential factor is whether the company is a B2C or B2B. By partnering with 

an NGO the company thereby gains some of the NGO’s brand value, which could be more valuable 

to B2C companies as their customers are more influenced by emotions than B2B customers. This 

study unfortunately shows no results or indications in this matter, so this is a topic for further 

investigation. 

7.3 Partnership factors 

The partnership factors are composed of the elements within the environment of the partnership. 

These elements are attributable to the specific relationship and are affected by how the involved 

organizations collaborate together. This section analyses the partnership factors from the three 

case studies. 

7.3.1 Core activities 

The tighter the partnership is linked to the company’s core activities, the greater is the potential 

for value creation. In all the partnerships analyzed here, there is a close connection between the 

partnerships and the companies’ core activities.  

Besides having to learn how to address the senior segment, the development of Familietele is very 

much linked to Call me’s core activities such as their business products and their value chain. The 

fact that DaneAge expects honesty and good governance in the way Familietele is run (Interview 

DaneAge, 2012) also complies with Call me’s mission which is creating trustful bonds with its 

customers by improving customer service and by not favoring new customers over existing loyal 

customers (Huset Markedsføring, 2012). The link between Familietele and Call me’s business 
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products, value chain and their mission has enabled them to create the value described in section 

6.1. 

In the second case, Codan is using its knowledge and statistics within insurance industry to co-

develop the products for Handiforsikring. This link between Codan’s business products and value 

chain has led to the insurances being well-constructed and thereby they able to create the value 

described in section 6.2. One could argue that although environmental value creation can be 

difficult to measure, due to the closer connection to core activities between Handiforsikring and 

Codan than for example in Codan’s partnership with WWF which is only linked in mission (Codan 

Klima, 2012), Handiforsikring would create a greater value.  

Lastly M&S also keep their partnership with Oxfam closely linked to their core activities. The 

recycling of clothes and encouraging people to do that by issuing discount vouchers does not 

include activities outside of the context in which M&S normally operates. The partnership is linked 

to their business products, their value chain and their mission of becoming a sustainable retailer. 

Hence, one could argue that the value creation in Clothes Exchange described in section 6.3 will be 

greater than e.g. M&S’ partnership with Butterfly Conservation, which does not have a lot in 

common with neither their business products nor their value chain (M&S and Butterfly, 2012).   

All these partnerships are closely linked to two or more of the companies’ core activities, thereby 

confirming that value creation in these very much depend on this factor and the stronger the link, 

the more value the partnership can create. 

7.3.2 A dedicated alliance function and personal relation 

Studies have shown that companies who enjoyed great alliance success, had created a dedicated 

alliance function in the company to coordinate and manage alliance activity within the company 

(Kale, Dyer and Singh, 2001). In the case studies none of the involved companies had a dedicated 

organizational alliance function; instead they all have employees with designated responsibility for 

the relationship. In both the Familietele and Handiforsikring cases, each organization has one or 

two specific employees responsible for the coordination between Call me and DaneAge and Codan 

and LEV respectively. In the Clothes Exchange case it is the public relations departments in both 

organizations who have the responsibility for coordination between M&S and Oxfam (Marks & 

Spencer, 2008).  
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In order for the partnership to be successful, having designated people to coordinate the 

partnership is deemed less important that these people have a good personal relationship and 

chemistry. This is especially important in the startup phase, exemplified by how DaneAge decides 

whether they want to start a partnership with a company:  

“The idea proposed by the company might be very good, but if there is no personal chemistry and 

mutual understanding, we say no to engaging in a partnership with that company” (Interview 

DaneAge, 2012). 

So without the good relationship between the employees at Call me and DaneAge, the partnership 

might never have seen the day of light. In Call me’s industry, there is also a high employment 

turnover which has caused some replacement of the employees responsible for the DaneAge 

partnerships, but due to the good personal relationship between DaneAge and the top 

management at Call me, the partnership has been able to overcome these changes (Interview 

DaneAge, 2012). 

The theory mentions that personal interest in the employees involved increases the chances of a 

successful partnership. Codan confirms this, when they try to explain their success: 

“I believe that this partnership has become a success due to my colleague Jan Rud and his personal 

engagement into this as well as the drive and interest from LEV to make the partnership work 

(Interview Codan, 2012b). 

So the case studies show that dedicated alliance functions are not necessary, but in order for the 

activities not to be ad hoc and actions uncoordinated, it is necessary to appoint employees with a 

designated responsibility for the partnership. The case studies also show that the personal 

relationship between the employees at each organization is crucial for the partnership to be 

successful. 

7.3.3 Interdependence – combining complementary resources/capabilities 

This means that the involved organizations have to recognize that each party is dependent of the 

other and that the advantages of interdependence provide greater benefits than any of the 

partners could obtain by themselves. This is very much linked to the fact that the partnership 

combines complementary resources and capabilities. In Familietele, DaneAge has offered access 
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to and knowledge about senior citizens, which Call me could not have obtained in any other way. 

DaneAge have partnered with a mobile service provider whose focus on customer satisfaction has 

ranked them second-best in Denmark (EPSI, 2011). Apart from that, Call me have had the 

technological resources  and capabilities to set up a sub-brand with specialized products and 

customer service, which is something that other companies such as CBB could not have done 

(Interview CBB, 2012).  

The case of Handiforsikring is in line with Familietele as the NGOs offers knowledge and access to 

the segment. But in addition to this, LEV also contributes with the daily administration and 

customer service, which according to Codan is very important: 

“We cannot afford to have a specialized customer service department for such a small segment, so 

customer calls [from Handiforsikring] would just be directed to our central call center, where they 

would probably have a bad experience. Therefore it is much better that LEV is taking care of the 

administration and customer service as they know how to communicate with this particular 

segment” (Interview Codan, 2012b) 

Codan contributes with their insurance expertise and financial stability. Handiforsikring may be 

considered an agent for Codan, so the company is the risk bearer in this arrangement. Hence LEV 

has no financial risk involved in this project (Interview Codan, 2012a).  

In the last case, Oxfam contributes with all their operational capabilities concerning the entire 

clothes recycling process; from receiving clothing at the store to either selling it second-hand or 

distributing the clothes to people in need (Peattie, 2009). They also add the brand value of Oxfam, 

a big international NGO which was ranked in the top 3 of the best NGOs in the world by The Global 

Journal (The Global Journal, 2012). M&S on the other hand brings the economic incentive for 

people to recycle by giving discount vouchers in the partnership. They also add the brand value of 

M&S, a top 5 UK retailer which is number 6 on a global index for meaningful brands compiled by 

one of the largest communications groups worldwide, Havas Media (The Guardian, 2012). 

All the organizations each offer complementary resources and capabilities to the partnership, thus 

making them interdependent of each other, as none of them could have obtained on their own 

what the partnership have achieved. What is important to notice is also that all the value created 
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in these different cases stems from joint value creation, which makes the value created very prized 

as it hence its origin is nonreplicable. 

7.3.4 Mutually beneficial 

The creation of win-win situations and a feeling of equality between the partners and the fact that 

they gain benefits proportional to their investment is an important factor for partnerships to 

succeed. 

For DaneAge, it was only in the initial phase with the co-development of the brand and products 

that DaneAge received an economic compensation for their contribution. Since then, their gains 

are the improved customer services and products to senior citizens, and as they have no daily 

obligation in the matter of Familietele, they are satisfied with this arrangement (Interview 

DaneAge, 2012). Call me on the other hand is solely responsible for the daily operation of 

Familietele and therefore gather the economic gains from the partnership and also express 

satisfaction with the benefits derived from the partnership (Interview Call me, 2012).  

In Handiforsikring, LEV receives the biggest benefits from the partnership. They gain insurance 

opportunities for handicapped people and a substantial economic profit as described in section 

6.2. This has to be seen in the light that they also manage the daily administration and customer 

service and thus invest more into the partnership than Codan. Because of this arrangement, Codan 

is still satisfied with the benefits they receive; the CSR value and the minor economic profit 

mentioned in section 6.2 (Interview Codan, 2012b). 

The Clothes Exchange has tremendously increased the amount of people who donate their used 

clothes to Oxfam. This simple, yet powerful benefit has also created satisfaction at Oxfam, as their 

Director of Trading David McCullough expresses it: 

“The M&S and Oxfam Clothes Exchange has been an incredibly successful partnership for us. The 

generosity of the thousands of M&S customers who have donated to our shops has helped us raise 

more than £3.5million to support our ongoing work fighting poverty around the world.” (David 

McCullough, 2011). 

For M&S, the benefits from the partnership ranges from the increased customer intake and the 

increased number of purchases created by means of the discount vouchers, which in combination 
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with the CSR value generated have caused satisfaction with the partnership at M&S (Retail Week, 

2008). 

All the partnerships involved expressed mutual satisfaction with the benefits, thereby confirming 

that for a partnership to prosper, the gains of it must be acceptable beneficial to each partner. For 

a partnership to be mutually beneficial, their goals must be aligned, which leads us to the next 

point. 

7.3.5 Goal alignment 

A factor that can be related to the mutual beneficial factor is goal alignment in the partnership. 

The goal for DaneAge is the improved services and products which Familietele can offer senior 

citizens (Interview DaneAge, 2012). For Call me, the main goal is the increased market share and 

the financial gains from the customers in Familietele (Interview Call me, 2012). With the current 

fierce competition in the mobile service market, these goals are aligned, as Call me cannot attract 

customers to Familietele if they do not offer specialized customer service and products. In here, 

the goals of the partnership are only of strategic importance to Call me and not to DaneAge 

(Interview DaneAge, 2012). 

In the case of Handiforsikring, LEV’s goal was for handicapped not to be discriminated insurance-

wise and that they will be able to write reasonable insurances (Handiforsikring, 2012). The main 

motivation for Codan was the CSR value and to create a good brand image towards the relatives of 

the handicapped (Interview Codan, 2012b). Here, the goals are also aligned as the one goal cannot 

be accomplished without the other. In this case, the goals of the partnership are of strategic 

importance to the NGO and not to the company, as it is just considered a minor part of its 

business (Interview Codan, 2012b).  

At the Clothes Exchange, the goal for both of the organizations was to reduce the many tonnes of 

clothing sent to landfills each year (Marks & Spencer, 2008a). For Oxfam, they also aimed to get 

increasing business in their charity shops. M&S also had a motivation to make new revenue 

stream from people using the vouchers (Marks & Spencer, 2012b). Here the secondary goal for 

M&S is not completely aligned with the rest of the goals, as the reduction in clothes sent to 

landfills and the increased business in Oxfam charity shops do not necessarily mean that people 

would actually use their vouchers to increase revenue at M&S. But compared to the two other 
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partnerships, the goals of the partnership are of strategic importance for both the company and 

the NGO.  

In the described cases, not all of the underlying goals are aligned and not all goals were of 

strategic importance to both the company and the NGO, which contradicts the theory that 

demands strategic importance for both organizations in order for the partnership to be a success. 

This study hence indicated that as long as the goals are aligned, the partnership needs not to be of 

strategic importance to both organizations. 

7.3.6 Commitment 

A high level of commitment provides an environment where both parties can achieve individual 

and joint goals without fearing opportunistic behavior. Commitment is often linked to the trust 

between the partners, and as the first case proves, Call me has no contract with DaneAge that 

they cannot contact other mobile service providers in order to put pressure on Call me’s rates. 

There is a gentleman’s agreement among the partners that opportunistic behavior from either 

partner is not tolerated (Interview Call me, 2012). DaneAge has no economic benefit from the 

partnership, and this makes it easier for them to break it off, thereby ensuring that Call me have 

little incentive to act opportunistic (Interview DaneAge, 2012). 

In the second case, LEV has the liberty to add their administration costs to the rates of the 

insurances offered by Handiforsikring. There is no control with these rates, but here, Codan also 

trusts that LEV will not misuse their power. LEV is confident with Codan’s commitment, as they 

risk severe bad media coverage if they started acting opportunistic in the partnership. “Company 

taking advantages of handicapped people” is not something Codan would want as a headline in 

the newspaper (Interview Codan, 2012b).  

M&S has publicly announced Plan A in its entirety which the Clothes Exchange is a part of, thus 

making a very public commitment to the success of the collaboration with Oxfam. This also signals 

to their partner that they are committed and hence decreasing the possibilities of opportunistic 

behavior from M&S’ side, as this could damage their image. And as Oxfam focus a lot on creating 

partnerships, they too risk much by acting opportunistic against M&S, as it will damage their 

reputation when working with other organizations. 
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In all partnerships there is a mutual feeling of commitment and some are more publicly committed 

than others, but all the partnerships have created an environment where opportunistic behavior is 

not something to be afraid of. It is worth noticing that the companies have high trust in the 

commitments of their partnering NGOs and that the risk of opportunistic behavior from the 

companies is mitigated by the bad media coverage they would get by doing so. A high degree of 

commitment is also important, as it eases communication within the partnership, which leads us 

to the next factor.  

7.3.7 Communication 

Effective communication between the partners is essential to the partnerships, and it has to be 

frequent, meaningful, frank and constructive in order for the partnership to be successful. The 

communication between Call me and DaneAge is very effective, as the both organizations are 

characterized by being flat with a short distance from idea to action. The communication is also 

meaningful and constructive which can be lead back to DaneAge’s high degree of professionalism 

and their business-like attitude to partnerships (Interview DaneAge, 2012). This kind of 

communication is according to theory necessary in order to keep the partnership dynamic and 

continuously improve it. Familietele recently introduced a new product, a “mobile landline” that 

makes them enter into competition with market leader TDC for the landline customers. This shows 

that the dynamics of the partnership is still intact. 

In Handiforsikring the communication between Codan and LEV are by both partners considered 

very effective and it enables them to develop the partnership. They recently introduced dog 

insurance to the customers of Handiforsikring, an insurance that was not available to handicapped 

people before. The addition of this insurance comes from a constructive communication between 

the partners as described by Codan: 

“The partnership is about developing new insurance coverage to them. E.g. we recently developed 

a specialized insurance for glasses to them. It is a big part of what communication in this 

partnership is” (Interview Codan, 2012a). 

The fact that the communication between M&S and Oxfam is dynamic and constructive can be 

seen by the way they are developing the partnership. They have expanded the partnership by 

introducing “Shwopping” where M&S clothing stores accept unwanted clothing of any brand, all 
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year round. Through Oxfam, the clothes will be resold, reused or recycled, and the money raised 

will go Oxfam’s work (Marks & Spencer, 2012c). Oxfam also acknowledges the importance of good 

communication, as they state in their partnership principles: 

“We take responsibility for clearly communicating our positions to partners. We are open to being 

challenged, and will create opportunities for dialogue and debate around goals, values, results and 

impact […] Oxfam understands that the credibility and trust required to sustain healthy 

partnerships comes from good communication.” (Oxfam 2012a). 

By their constant development and dynamics, all partnership cases have indirectly proved that the 

communication between the partners is of a satisfying character. 

7.3.8 Constructive conflict resolution techniques 

Nothing can destroy a well-functioning partnership as a conflict between the involved partners. 

Therefore it is crucial that organizations engaging in cross-sector alliances try to mitigate the risk 

for serious conflict and develop constructive conflict resolution techniques within the partnership. 

In Familietele, the risks of conflicts are e.g. mitigated in that before marketing Familietele, Call me 

sends the planned advertising to DaneAge for inputs, and to ensure that nothing could be 

misunderstood by its members. This help prevent conflicts and if the arise, they do so internally in 

the partnership. To this point, there have been no conflicts worth mentioning between Call me 

and DaneAge and therefore neither partner could tell how constructively they settle real conflicts. 

One conflict that could arise stems from the fact that Call me mentions that they have the 

exclusivity to adjust the content of Familietele’s products accordingly to their economy (Interview 

Call me, 2012), but according to DaneAge, that has to be approved by them first and they will not 

likely accept any deterioration of products offered to their members (Interview DaneAge, 2012). 

At Handiforsikring, there is a more official way to settle conflicts. There is an agreement that if 

conflicts should arise they have to be settled in unity (Interview Codan, 2012a). A good example of 

how conflicts are settled is an example told by LEV: 

“In Codan’s standard [house content insurance] policy there is a max insurance coverage of 12,000 

DKK for bikes. Not a lot of handicapped have bikes, but when they have, they buy these special 

bikes with three wheels. These usually cost up to 40,000 DKK. So when an insurance claim 
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appeared we did contact Codan to ask what to do about this, and they responded with “Tell 

them[bike owner] that we are covering the full amount and then we will figure out what to do”” 

(Interview LEV, 2012).    

Now the policy for Handiforsikring has been changed, so there is no maximum insurance coverage 

for bikes (LEV, 2012a). This is good example how a possible conflict is solved and furthermore it 

show that they adjust the partnerships to avoid the conflict for future times. LEV also mitigates the 

risks of conflicts by making sure they contact Codan as soon as they seen a possible dispute 

(Interview LEV, 2012). 

In the case of the Clothes Exchange, M&S and Oxfam mitigated the risk of conflicts by including an 

operational audit of the Huddersfield Wastersaver facilities to ensure that any operational risk for 

M&S was addressed and a review of all elements of the ethical agenda for M&S to ensure that any 

reputational risks for Oxfam was addressed (Peattie, 2009). No information about internal 

conflicts within the partnership and how they were settled was available. 

As long as there is no documentation for conflicts and how they will be/were solved, this study 

says little about importance of constructive conflict resolutions, and this might be because that 

the factor has it roots in the general alliance theory. On the other hand, conflict mitigation has 

been crucial in the studied partnerships. This could indicate that conflict mitigation in cross-sector 

alliances has a more relevant impact on the success of partnerships than the organizations having 

developed constructive conflict resolutions techniques.  

7.3.9 Knowledge sharing 

The more knowledge a company can obtain about its market, the higher chances they have to 

outperform their competitors and therefore getting new knowledge from the company’s 

partnerships is vital for its competitive success. A more extensive and better knowledge sharing 

ensures a greater possibility for value creation in the partnership. At DaneAge, they are often in 

contact with senior citizens and thus, they know what kind of problems and changes in demands 

this segment has. This knowledge is shared with Call me, who adjusts Familietele to offer the best 

services and products to the seniors in society. This knowledge sharing has resulted in different 

solutions. E.g. the customers at Familietele receive a monthly mobile bill by snail mail, which is no 

longer custom in the Danish mobile market. They do so because the seniors find it important to 
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receive the paper bill every month. The knowledge sharing also helped Call me to tailor the user 

interface of their new product, the “mobile landline”, giving the users a feeling of safety and trust 

which was an aspect that the seniors treasured when characterizing their old landline. Without 

taking this into account, the product would not be able to replace the landline (Interview Call me, 

2012).  

In the second case, LEV provides knowledge and information to the partnership about the needs 

and demands from the handicapped segment to their insurance products. Codan shares their 

experience and know-how from the insurance industry to help develop well-thought-out insurance 

policies. This knowledge sharing enables Handiforsikring to offer tailored professional insurance 

products to the handicapped segment. An example of how this knowledge sharing work is that LEV 

tells Codan that their members would like to be able to sign dog insurances through 

Handiforsikring. Codan then uses its insurance know-how to figure out the terms and rates of such 

a policy, which later is implemented as a part of the Handiforsikring product portfolio (Interview 

Codan, 2012b). 

While the previous two cases’ knowledge sharing was about tailoring products and services to 

specified segments, the M&S-Oxfam partnership demands a different kind of knowledge sharing. 

Oxfam shares their operational knowledge about the entire recycling market and second-hand 

sale of clothes which enables the Clothes Exchange to be operationally successful (Peattie, 2009). 

M&S adds their knowledge about their customer segments to develop the Clothes Exchange in 

order for it to be attractive to their customers (M&S and Oxfam, 2008). The importance of 

knowledge sharing is also expressed by Oxfam in their partnership principles:  

“Oxfam, as a learning organization, promotes continuous and systematic learning. In partnerships, 

this requires upfront agreement on how Oxfam and partners can learn from their joint work, and 

from each other, with the aim of incorporating learning, communications and knowledge-sharing 

into the relationship.” (Oxfam 2012a). 

All these partnerships’ successes depend a lot on mutual knowledge sharing. The sharing enables 

the partnerships’ value creation to be based on joint efforts and thus give them a competitive 

advantage as the value, hence its origin is nonreplicable. 
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7.3.10 Trust 

Due to the historical mistrust between corporations and NGOs, trust must be considered 

especially important in cross-sector alliances. Trust is the organizational glue that creates alliance 

unity. Trust also cuts the costs and delays involved in projects and processes, and the growth of 

trust between the company and the partnering NGO will increase their competitive edge and 

provide a source of new business ideas. The trust level is also very much linked to the commitment 

level, as both factors mitigate the risk of opportunistic behavior by the participating organizations.  

In the partnership between Call me and DaneAge, trust is exemplified by the fact that there is no 

formal agreement in the partnership that DaneAge cannot contact other mobile service providers 

to increase competition for the benefit of its members. Instead there just is a gentleman’s 

agreement that DaneAge do not engage in partnerships with other mobile service providers. Trust 

among stakeholders is important to create new business ideas which can be confirmed by 

Familietele’s introduction of the “mobile landline”. A high level of trust also eases the processes 

within the partnership and lowers the cost of coordination: 

”In the beginning, there was a lot of coordination; how should we do this, what about marketing 

ads, what about this and that. Now it is like a steady custom.” (Interview Call me 2012). 

Between Codan and LEV, there is also a high degree of trust. Codan trusts LEV enough to let them 

control the administration of Handiforsikring despite Codan being the final risk bearer in the 

partnership. In addition to this, Codan does not perform any kind of annual check on how 

Handiforsikring is administrated (Interview Codan 2012b). So the high level of trust here also 

enables the partnership to run without delays or interference.  

M&S and Oxfam enjoy a high level of trust between them, which is proven by the speed it took for 

them to launch the Clothes Exchange. The country-wide initiative included: training of 23,000 

Oxfam staff and volunteers, 65,000 M&S employees, figuring out the transparency of sorting and 

re-sale. Going from concept idea to full store implementation took less than 6 months (M&S and 

Oxfam 2008).   
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All these partnerships show the indirect results of high levels of trust among the partners. None of 

the mentioned value creation would have been possible if there was no trust, thereby confirming 

the trust factor as one of the most important factors for success in cross-sector alliances.  

7.3.11 Structure of the partnership  

An aspect that is not covered in the theory is how to structure the partnership. When entering into 

an alliance concerning a certain process, product or task, a decision has be made for the 

operations of the company or the NGO. This choice can affect the value creation and its 

distribution but also the flexibility of the organization as the integrated organization grows easily 

but shrinks with great difficulty (Chan, Kensinger et al. 1999). 

In the first case, Familietele was established as an integrated part of Call me. The partnership is 

run like a sub-brand to Call me. The employees specialized to handle Familietele’s customers are 

placed among the normal customer service employees and thus support them if having surplus of 

time (Interview Call me 2012). This arrangement of the partnership enables Call me to claim all the 

economical profit mentioned in section 6.1.3, but the flexibility of their organization is lowered, 

and should they encounter changes in demand, it is more costly for them as an integrated 

organization to adjust.  

At Handiforsikring, the partnership is structured very differently than in the previous case. Here, 

LEV being the NGO is much more involved in the partnership, as LEV works through 

Handiforsikring like a sales agent for Codan. Codan’s involvement in the administration is only 

focused on the claim handling and the yearly statement of accounts concerning Handiforsikring 

(Interview Codan 2012a). LEV mentions that this structure has been part of the success as the 

employees of Handiforsikring are hired by LEV and are not paid on a commission basis. This have 

made people have a favorable view on them when they have been out and informing handicapped 

and their relatives about the insurances that Handiforsikring offers (Interview LEV, 2012). 

 This structure has also affected the economic value distribution between the partners as 

described in section 6.2.3, but on the other hand, Codan has a much greater flexibility to adjust to 

changes in demand as Handiforsikring is not an integrated part of the Codan organization.  



 

72 
 

In the last case, the partnership is structured with Oxfam handling the receiving process, sorting, 

cleaning and potential resale or distribution of the clothes. M&S handles the redemption of the 

vouchers in their stores (M&S and Oxfam 2008). The benefit for M&S is that by having their 

recycling out-house, it makes the arrangement more flexible. The partner who would be most 

affected by any changes in patterns of the recycling customers, would be Oxfam, as the main 

processes of the partnership is part of their organization. But as described in section 6.3.3, Oxfam 

is also the partner receiving the most economical profit from the partnership. The advantages of 

this structure is also proven when comparing it to another recycling partnership that H&M 

Denmark has established with the Red Cross. In this partnership, the clothes recycling are events 

only and take place at H&M’s stores and not at Red Cross’ second-hand shops. The customers are 

still offered discount vouchers but the percentage of vouchers redeemed is not measured 

(Interview H&M 2012). All this makes it more of a marketing collaboration than a real strategic 

partnership. This example show that clothes recycling can be structured in many ways, but none 

so far have made it as beneficial for both the company and the NGO as the M&S-Oxfam Clothes 

Exchange. 

It can be concluded that the structure of partnerships to some extent influences their success, but 

more importantly, it affects the organizational flexibility, value creation and distribution of it 

among the partners. The fact that the structure has affected all partnerships in the value 

distribution indicates that this factor applies to partnerships in general. 
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8.0 Conclusions 

The following concluding section will elaborate the main findings and provide an answer to the 

research question: 

“Which value is created in strategic Corporate-NGO partnerships, and what factors enables a 

partnership to create the value and being successful?” 

The section finishes by putting this paper in a wider research perspective and brings forth 

suggestions for further research. 

8.1 Concluding remarks 

The goal of this thesis was to shed light on the value creation within these partnerships and 

performing an in-depth analysis to better understand the factors affecting value creation and 

enabling the partnerships to become successful. Due to limited resources, the aim was not to give 

an exhaustive study of strategic corporate-NGO partnerships, but to obtain greater knowledge on 

value creation and success criteria by digging deep into a few select partnerships.  

The M&S partnership with Oxfam is a leader in the area of successful cross-sector alliances and 

can be used as inspiration for other companies. On the basic idea of clothes recycling, they have 

created a partnership that delivers substantial value to both organizations. But in order to create 

successful partnerships, a company does not have to be as committed to sustainability as M&S. 

This study also shows that small and medium companies can be successful through smaller 

partnerships using their core competencies to help marginalized groups in the society obtaining 

more equal opportunities in the areas the companies operates in.  

8.2 Main findings 

The analysis started by investigating the value creation in the partnerships and showed that 

substantial value can be created when partnering with an NGO. All investigated partnership 

delivers economic value to the partnering in company and were therefore in the purpose of this 

thesis seen as successful. The study also shows that the partnerships are able to deliver value 

creation both socially, environmentally, and most importantly, economically. The study highlights 

that the economically value creation and distribution among partners is greatly affected by the 

company’s motivation to enter and the structure of the partnership. In order for the partnership 
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to create significant economic value for the company, it has to be part of the motivation and must 

be thought into the construction of the partnership. How to incorporate the motivation of 

economic gains can be seen in the Clothes Exchange where the discount vouchers can only be 

redeemed on purchases above 35 GBP. This is a very strategic decision since the average purchase 

amount is around 20 GBP and it confirms the M&S’ goal of increased revenue stemming from the 

partnership.  

The study confirms that a crucial factor for partnerships to be successful is the personal 

relationship between the partnering organizations. This is especially important in the initial phase 

where the partners are getting to know each other and needs to align their expectations. A good 

personal connection also positively affects communication and coordination between the partners 

as it makes it easier to maintain and develop the partnership. As much of the success of the 

partnerships are tied to a few people in each organization, it is very important that partnerships in 

industries where employment turnover is high ensure a high level of support from the top 

management, thus enabling the partnership to continue even if key employees leave the 

organization.  

There is no doubt that combining complementary resources is what drives companies to engage in 

cross-sector alliances. By combining complementary resources and knowledge sharing, the 

partnerships are able to make a joint value creation that gives them competitive advantage within 

each of their business areas. 

An interesting endorsement of theory is that the stronger link between the partnerships and the 

core activities of the company, the more value will be created in these partnerships. What the 

study found that is not mentioned in the theory is that the flatter and the more flexible the 

companies’ organizations are, the easier the partnership will be able to develop and prosper. 

What also affect the development and value creation how the partnership fits into the companies’ 

overall strategies. Specially, Codan has had a successful partnership with LEV since 1996 that 

creates value both socially and economically, but when their CSR strategy was formed in 2006, the 

strategy makers did not include it (Codan, 2007), thereby not giving it the focus that could have 

helped it to develop further and perhaps even extend the partnership beyond the Danish borders. 

Also at LEV there is a puzzlement why Codan does not use them more in their CSR strategy and 
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they are pushing to further develop the partnership with Codan to go beyond just Handiforsikring 

(Interview LEV, 2012).  

In all the case examples, the NGOs have a high degree of professionalism, which is something that 

the companies now expect. A characteristic of the NGO that enables easier value creation is if they 

are member-oriented representing a marginalized group in some way. This is because when a 

company uses NGOs to gain segment knowledge in order to tailor products or services to the 

specified segment it is not far from the context in which the company usually operates and knows 

how to create value. This is seen in both Handiforsikring and Familietele.  

This study also shows that it is not necessary for a partnership to be of strategic importance to 

both partner organizations to succeed. This is as long as the internal goals within the partnering 

organizations are aligned. The alignment makes sure that each partner when pursuing their goals 

also influences the other partner’s goals in a positive way. 

Trust is, as the theory predicted, an important factor for the success of a partnership. The level of 

trust in the partnerships directly affects how conflicts are handled. This study have shown that the 

things emphasized by the partnering organization are not as much constructive resolution 

techniques but more as a means to involve the opposing partner early in the process, thus 

mitigating the risk of major conflicts arising between the organizations. The reason for this is a bit 

unclear, but maybe due to a former distrust between NGOs and companies, a partnership cannot 

survive a major conflict between the organizations and therefore it is more important to avoid 

such conflicts in the first place. 

8.3 This paper in perspective and further research 

Genuine strategic partnership between corporations and NGOs are rare and little research ahave 

been done in the field. One who has performed research is James Austin. He also considers the 

characteristics of a successful partnership (Austin, 2000) and is a main contributor to this paper’s 

theoretical framework. There is consistency between his success criteria and the ones found in 

this study. This study differs from his in that this paper has found a higher emphasis on the value 

created in the partnerships, and it is both characterized and analyzed. The focus on analysis of the 

value creation also differentiates this study from the one performed by Sagawa and Segal (Sagawa 

and Segal, 2000). 
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This study is based on the company and its part of the partnership, which is in line with Michael 

Yaziji’s study on which benefits companies can get from collaborating with NGOs (Yaziji, 2004), but 

different from James Austin’s research as he focuses on both organizations’ involvement in the 

partnership. What distinguishes this paper from the other papers published about corporate-NGO 

partnerships is that it makes a clear distinction between member-oriented and purpose-oriented 

NGOs. The paper acknowledges that NGOs cannot be classified as a common group and that in 

research, it is important to make this distinction. 

During the progress of creating this paper, additional interesting research areas were detected. 

One of them was that this study only uses partnerships with B2C companies, and therefore a 

comparative analysis between B2B and B2C partnerships could uncover interesting differences 

and similarities. Should companies who serve the business segment have different approaches to 

cross-sector alliances than companies who serve consumers? 

When analyzing the factor about market turbulence presented by Carlson, Frankwick et al. it 

appeared not to be consistent with the findings of this study. The insurance market is not 

characterized by being turbulent yet Handiforsikring still managed to successfully launch their 

products in contrast to what the theory states. So this study spreads doubt of the importance of 

the necessity to operate in a strongly competitive environment in order for the organization to be 

able to engage in successful strategic partnerships. Hence further investigation in the influence of 

market turbulence on strategic partnerships is necessary. 

As this study shows, substantial economic value can be created through cross-sector alliances and 

an interesting topic for further research would be an investigation of how investors regard 

corporate-NGO partnerships. Are they even part of the valuation and which framework and 

techniques are used to value them?  

In the interviews with Codan, there was a concern about making “too” much money from their 

partnership. A news story saying that Codan is making millions on products targeted at 

handicapped people could evolve into bad publicity, where Codan could be accused of using a 

marginalized segment to make profits. This topic was also confirmed by M&S’ CEO, who did not 

mention his hope of increased revenue for M&S by partnering with Oxfam, and later press 

releases about the Clothes Exchange has put little weight on the economic gains for M&S. This 
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raises a very interesting discussion about how much companies are “allowed” to earn when 

partnering with NGOs; is there a limit? While scholars stand in line praising the concept of 

strategic collaboration between companies and NGOs, research is also needed to uncover how 

companies balance their need for economic profit with their CSR work in strategic NGO 

partnerships.  
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10. Appendices 

Appendix 1 – Interview Call me, 2012 – Key takeaways 

Kenneth Palm, Online Partner Manager – Personal and mail interview 03.05.2012 

Kenneth explained how the partnership began. Call me discovered that the elderly was a 

marginalized segment and thus they contacted DaneAge to ask them join them in a partnership to 

tailor a sub brand to that segment. He explained that Familietele was made by the two 

organizations sitting down and working together so each partner got their requirements fulfilled. 

For Call me it was the first time they engage in such an integrated partnership with an NGO. He 

said that they are currently introducing a “mobile landline”, which attributes was designed to fit 

the requirements of the elderly. Kenneth also told that the motivation behind the partnership was 

to differentiate and gain market shares from their competitors in the fierce competitive market of 

mobile service providers. Kenneth also said that Call me being bought by TelieSonera has not 

affected the partnership with DaneAge. He provided information that Familietele now has over 

10,000 subscribers. Kenneth gave his opinion about why the partnership has been a success; he 

believes that it is due the flat organizational structure of Call me. He told that there does not exists 

a written agreement that Call me have the exclusivity of working with DaneAge about mobile 

products but that there is a gentleman’s agreement among the partners that opportunistic 

behavior from either partner is not tolerated. He lastly expressed that Call me have the right to 

change the content of Familietele in order to align in with the economic resources of Call me. 

Appendix 2 – Interview H&M, 2012 – Key takeaways 

Mia Møgelgaard, PR Department – Mail interview – 07.05.2012 

The interview with H&M revealed that they perform an event where they invite people to deliver 

their used clothes (no H&M brand requirement) and in return receive a discount voucher to H&M 

of 25 DKK per bag of clothes.  The delivered clothes are given to Red Cross. This event is only in 

H&M’s main store at Amagertorv but they are considering expanding this type of event to their 

other stores. They are not considering having the event to take place at the shops of Red Cross like 

in the M&S-Oxfam Clothes Exchange. The delivered clothes are given to Red Cross. They are not 

measuring the percentage of vouchers redeemed but they might do that in the future. 
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Appendix 3 – Interview CBB, 2012 – Key takeaways 

Holger Wilcks, Head of Marketing – Personal interview – 13.07.2012 

Holger also confirmed that the mobile market in Denmark which is characterized by fierce 

competition. He said that as a competing firm he thought that Call me’s partnership with DaneAge 

was a good idea and that it defiantly gave them a competitive advantage in the elderly segment. 

He also said, that due to technological requirements when setting up a sub brand with different 

prices, CBB would not have been able to do what Call me did when creating Familietele. 

Appendix 4 – Interview DaneAge, 2012 – Key takeaways 

Søren Højer, Market consultant – Personal interview – 19.07.2012 

Søren explained that in the initial phase of the partnership with Call me, DaneAge received 2 % of 

Familietele’s revenue to compensate them for the time spent on developing Familietele. After the 

initial phase was done, the donation stopped as it is important to DaneAge to keep themselves 

economically independent of their corporate partnerships. Søren explained that is because 

DaneAge needs to be economically independent in order for them to pressure their corporate 

partners to continuously improve the products and services offered to the members of DaneAge. 

He also said that they has no problem with their corporate partners making money from 

partnering with DaneAge as long as they deliver improved services and products without charging 

more than general market prices. Søren expressed that due to the many shifts in DaneAge’s 

contact person at Call me, it has been crucial for the partnership’s success to have had the support 

from the CEO of Call me, Hanne Lindblad. He also mentioned that for DaneAge the partnership 

with Call me is not of strategic importance but that they still were happy about the partnership 

and that through it they can offer improved services and products to senior citizens. Søren lastly 

expressed that Call me cannot deteriorate the products and service of Familietele without first 

getting the approval of DaneAge. 

Appendix 5 – Interview LEV, 2012 – Key takeaways 

Jens-Kristian Møller Hansen, Head of Handiforsikring at LEV – Personal interview – 08.08.2012 

Jens-Kristian told that the CEO of Codan at the time of initiating the partnership with LEV also had 

a handicapped daughter, so that was one of the reasons that it  was Codan and not another 

insurances company that offered to join LEV in a partnership to tailor insurance products to 
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handicapped. He feels that Handiforsikring in Codan is a small part and that it is living its own life 

and not causing too much attention of the top management. He also says that due to the 

vulnerable handicap segment, LEV does a lot to prevent conflicts with Codan and contact them as 

soon as possible when something is unclear. He believes that Codan’s previous experience working 

with NGOs eases the communication and enables the partnership to be successful. He said that 

when he is out informing the handicapped about Handiforsikring, he gains positive feedback by 

not being employed by Codan but by LEV, as insurance sales people do not have the best 

reputation. He told that LEV estimates that customer segment of Handiforsikring is around 40,000 

handicapped people and that the goal of Handiforsikring is to insure about half of that amount. He 

ends telling that he also believes that Coda’s brand is addressing the more high-end part of the 

society, but despite  this he does not understand why Codan do not use the partnership more in 

the CSR strategy and further develop the partnership. 

Appendix 6 – Interview Codan, 2012a/2012b – Key takeaways 

Marianne Stigborg, Personal Lines – Personal interview – 24.05.2012a and 10.07.2102b 

She started with explaining how the partnership works, that LEV works as Codan’s insurance agent 

and is responsible for the daily operation and that Codan is the risk carrier, meaning that Codan 

has the economic risk of the partnership. Once a year the accounts are settled and the eventual 

profit is shared between the partners, with the main part going to LEV. She explained that Codan’s 

main motivation for entering the partnership for not for earning money, that Handiforsikring also 

delivers a surplus to Codan is viewed as an extra bonus. She also said that Codan hope to gain 

improved brand value from the relatives to the handicapped people Handiforsikring is insuring. 

She mentioned that there exists an exclusivity clause that gives Codan the sole right to partner 

with LEV about insurances. She also said that Handiforsikring is not part of Codan’s CSR strategy; 

instead they focus on environmental sustainability. She explained that the organizational 

processes to introduce new insurance products and that she considered them pretty widespread. 

She said it was important for the success of the partnership that LEV is responsible for the 

customer service as if it was Codan they would be receive in their big call-center where employees 

do not have the know-how in dealing with handicapped people. She also mentioned that 

Handiforsikring is a very small part of Codan and that they do not have any plans to expand it to 
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their Swedish subsidiary. She expressed that they are afraid of earning too much money on the 

Handiforsikring as a negative media story about Codan making money of handicapped could hurt 

their image. 


