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Abstract In April 2013, a 7.0 Mw earthquake struck along the Longmen Shan fault in the
city of Ya’an, Sichuan Province, China, causing serious damage. The invaluable contri-
butions of the non-governmental organizations (NGOs) in dealing with this disaster
highlighted the significance of government-NGO relationships in post-disaster recon-
struction and the effect this has on the efficiency and quality of post-disaster reconstruc-
tion. This paper examines government—-NGO relationships (GNR) in the post-Lushan
earthquake period as a multi-stakeholder collaborative problem based on organizational
lifecycle perspectives through the birth, growth, stability, and saturation stages. Two-year
field research was conducted in the affected areas which identified the GNR as a bridged
government—NGO relationship (BGNR) during the reconstruction period, with the Ya’an
service center acting as the bridging organization. The BGNR’s experience was compared
to the previous Wenchuan earthquake, and the general BGNR post-disaster reconstruction
situation is discussed on two dimensions: mutuality and organizational identity.
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1 Introduction

Earthquakes often have a catastrophic impact, particularly in developing countries which
have large populations and less earthquake-proof infrastructure (Alexander 1993). Fre-
quent earthquakes occur mostly in active seismic fault areas (Smith and Arabasz 1991), of
which the Longmen Shan fault area in southwest China is one of the world’s most active
(Xu et al. 2008). According to statistical data, 18 earthquakes higher than 6 Mw have
occurred in the Longmen Shan fault area in the last 365 years (Xu et al. 2015). Recently,
the 2008 Wenchuan earthquake (M 8.0) resulted in 69,226 fatalities, 374,643 injured, and
17,923 missing and caused direct economic losses of about $130 billion (Xu and Lu 2012).
The recent earthquake in Lushan County, Ya’an City, Sichuan Province, on April 20, 2013,
had a magnitude of 7 and a focal depth of around 13 km and resulted in 200 fatalities,
11,470 injured, and 433,316 damaged housing units (Xu et al. 2016).

Reconstruction is a crucial part of disaster recovery. Successful post-earthquake
reconstruction is important for psychological, physical, and economically sustainable
community development and significantly reduces the vulnerability to future hazards
(Paton et al. 2000; Paton 2003; Lawther 2009; Lu and Xu 2015; Lu et al. 2017). When
catastrophic disasters strike, besides the government, many NGOs are also involved in the
reconstruction. Generally, for reconstruction projects, governments, and NGOs have been
found to have common goals and visions with respect to social sector development, par-
ticularly in health and nutrition, poverty alleviation, human resource development, envi-
ronmental protection, non-formal education, and the development of women (Begum 2003;
Ahmad 2001). Further, a good relationship between governments and NGOs can improve
the efficiency and quality of post-earthquake reconstruction.

First, NGOs provide differentiated public services and can complement government
work. Because NGOs and the government have similar post-disaster reconstruction
objectives, NGOs can identify complementary areas and provide differentiated community
services in areas the government does not have the capacity to deliver goods and services
(Col 2007; Derthick 2007). Second, NGOs can reallocate or coordinate non-government
resources and supervise effective resource utilization using targeted and flexible approa-
ches, especially in volunteer recruitment and management. During reconstruction, NGOs
are vital for the mobilization of volunteers and volunteer services (Eikenberry et al. 2007;
Simo and Bies 2007). Third, NGOs can communicate with the government on the behalf of
the disaster-hit people, help disadvantaged groups, support the government in providing
equal social services, coordinate with the government to solve public service crises, help
the people to comprehend government policies and lubricate the relationship between the
government and the population (Shaw 2003; Col 2007).

However, due to their inherently different institutional characteristics, research has
found that in many cases, the relationship between governments and NGOs has been poor,
leading to ineffective and inefficient programs and a consequent waste of resources
(Telford and Cosgrave 2007; Wood 2004; Roney 2011; McMahon 2014). Because of this
confusion and lack of coordination, a reexamination of these existing government—-NGO
relationships in post-earthquake reconstruction is vital to ensure future effective, efficient
collaborations.

In this paper, the government—-NGO relationship (GNR) in the post-Lushan earthquake
period was examined as a multi-stakeholder collaborative problem based on organizational
lifecycle perspectives. A 2-year field research was conducted in the affected areas, and the
GNR was found to be a bridged government-NGO relationship (BGNR) during the
reconstruction, with the Ya’an service center acting as the bridge. The BGNR advanced
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experience and reasons were summarized through compared to the previous Wenchuan
earthquake, and the general BGNR post-disaster reconstruction situation discussed on two
dimensions: mutuality and organizational identity. This study could offer significant
guidance to future bilateral collaborations in post-disaster reconstruction.

2 Literature review
2.1 The GNR in the literature

Lester Salamon (1987) claimed that in the absence of a firm theoretical basis for a GNR,
strains between governments and NGOs can signify the impossibility of achieving a
positive working relationship between the two sectors. Various approaches have been
taken ranging from country-specific studies (McCarthy et al. 1992) to the development of
comparative definitions and frameworks specific to particular research questions (Salamon
and Anheier 1996) and organizational sociology (DiMaggio and Anheier 1990). These
efforts all confirmed the extensive variety of organizational forms, behavior, and hence the
inter-sector relationships (Coston 1998). Bebbington and Farrington (1993) developed an
asymmetrical power continuum to reflect the government’s relative acceptance or resis-
tance to institutional pluralism, the degree of formalization in the relationship, and the
relative power asymmetry in the GNR. Based on the five government linkage levels
(autonomy, low, moderate, high, and direction) defined by Esman and Uphoff (1984),
Coston (1998) gave an overview of eight types of GNR (repression, rivalry, competition
contracting, third-party government, cooperation, complementarity, and collaboration),
with each of these relationships being based on several dimensions: government resistance
or acceptance of institutional pluralism, government-NGO linkage, relative power rela-
tionships, degree of formality, favorability of government policy toward NGOs, and other
type-specific characteristics.

GNR research can be divided into three streams. The first is the normative perspective
primarily promoted by NGO advocates that posits that a GNR should seek to maximize
equity and inclusiveness and be in the position to critique government practices. The
normative approach advocates a larger role for NGOs and views the relationship
(Brinkerhoff 2002) as being built upon democratic values that encompass participation and
empowerment, and specifically promote GNR values and principles of mutual influence,
equality, and reciprocal accountability (Van der Heijden 1987; Malena 1995; Smillie
1995). A second stream of the literature has emerged in response to the first stream. This
reactive perspective has been illustrated in some international donor, government, and
corporate materials, including mission statements, annual reports, strategic planning
efforts, special reports, and project documentation (Brinkerhoff 2002). This approach
describes the GNR in glowing terms in an attempt to counter past criticism, whether or not
this criticism was explicitly acknowledged, and to promote better public relations. Typi-
cally, it is difficult to distinguish the public relations objectives from actual practice
without a more critical view of the subsequent results (World Bank 1996; USAID 1997;
Shell International 1998).

The third stream focuses on pragmatic analyses. Generally, these studies have viewed
the GNR as instrumental, that is, a means to reach other objectives related to effectiveness,
efficiency, and responsiveness, and have considered particular types of government—-NGO
relationships or donor—NGO relationships and purposes (Bell and Shea 1998; Charles et al.
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1998). These studies have been informative in a general sense, but have been analytically
weak, have overlooked many of the constraints and opportunities associated with the GNR
and have offered little discussion on how to improve GNR effectiveness. For example,
Gazley (2010) discussed the multiple potential advantages and disadvantages in the GNR
from institutional, economic, sociological and source perspectives to determine the factors
that might inhibit NGOs from collaborating with local government agencies.

These studies tend to be based on areas such as network theory, the political economy,
and new public management and governance models and examine inter-organizational
relations, particularly those between the public and private sectors (Agranoff and McGuire
1999; Bogason and Toonen 1998; Machado and Burns 1998). Network theory, in partic-
ular, is highly analytical and includes rigorous identification and examination of inter-
organizational coordination challenges, incentive systems, control mechanisms, and
structural alternatives (Brinkerhoff 2002). Kapucu (2006) claimed that forming and
developing inter-organizational networks was a response to the multifaceted nature of
complex problems between government and NGOs which were difficult to conceptualize
and analyze and were thus immune to simple solutions. Shaw (2003) identified eight main
characteristics (trust, flexibility, understanding, balance of power, shared mission, com-
patibility, communication, and commitment) for successful GNR networks and provided
some feasible suggestions regarding each characteristic for the formation and development
of successful networks. Brinkerhoff (2002) developed a partnership model, which included
two dimensions: mutuality and organizational identity: to analyze the networks between
governments and NGOs. Mutuality encompasses the spirit of GNR principles, such as
mutual dependence, and requires each actor to willingly give respective rights and
responsibilities to the others (Kellner 1999). Organizational identity refers to the distinctive
and enduring qualities of a particular organization which drive the rationale for selecting
particular partners, with the maintenance of the relationship being seen as value-added
(Brinkerhoff 2002).

2.2 The GNR in the earthquake context

In complex and turbulent disaster environments such as earthquakes, organizations fre-
quently develop formal or informal relationships so as to work together to pursue shared
goals and address common concerns (Kapucu 2007). As earthquakes differ from routine
events because of the need for critical and timely information and the high level of
uncertainty, effective reactions significantly test the relationships between public, private,
and non-profit sector organizations (Comfort 1999). Therefore, effective and efficient
earthquake responses require a comprehensive, in-depth relationship between government
and NGOs.

In recent earthquakes, good government and NGO relationships have improved the
efficiency and quality of post-earthquake reconstruction. For example, after the 1995 Kobe
earthquake in Japan, the government and NGOs took part in societal structural recon-
struction (Shaw and Goda 2004), after the 1999 Turkish earthquake, engaged in permanent
housing projects together (Johnson 2007), after the 2001 Gujarat earthquake, crafted,
planned, and implemented an informal housing recovery program to meet the land tenure
and housing needs of squatter households within the town’s municipal limits (Mukherji
2016), and after the 1994 Northridge earthquake, established progressive working rela-
tionships with city, county, and federal agencies using local knowledge and expertise and
implemented programs that connected victims with unmet needs to diverse resources
(Bolin and Stanford 1998).
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However, governments and NGOs have different functions because of their different
institutional characteristics. As shown in Table 1, there are five main reconstruction areas
in which the government and the NGOs differ in terms of structure and basic institutional
approaches to the post-disaster environment: areas of concern, resource availability,
management, effectiveness, and contribution level. These differences can obviously lead to
conflicts on the ground and hinder government—NGO collaboration.

Therefore, the relationship between governments and NGOs has been found to be
generally poor, leading to ineffective and inefficient programs and a consequent waste of
resources (Telford and Cosgrave 2007; Wood 2004; Roney 2011; McMahon 2014). This
was evident in the 2003 Bam earthquake reconstruction, in which a lack of cooperation
resulted in a significant waste of resources. An official from the Iranian Ministry of Health
said that while they were desperately focusing on psychological recovery, over 100
international NGOs requested individual meetings, adding to the confusion (Wood 2004).
There was also poor communication in the 2008 Wenchuan earthquake reconstruction
effort, whereby the local governments ignored the Chinese government regulations
regarding NGO cooperation, so when an NGO sought permission from the relevant gov-
ernment ministry to become involved, they were told that if they stopped asking, the
ministry would not have to refuse them (Roney 2011). With this temporary relaxation on
oversight, the NGOs were afforded the space to collaborate with the local governments in
an informal partnership. However, these efforts were largely ineffective because of general
distrust and unfamiliarity; consequently, there were many imbalanced and unfocused
activities in the affected regions, which not only influenced reconstruction efficiency and
quality but also limited NGO development.

In addition, NGOs usually have geographically limited services, are spatially frag-
mented, often exclude important subpopulations (Lake and Newman 2002), are sometimes

Table 1 Differences in basic institutional approaches and structures between the government and NGOs in
post-disaster reconstruction activities

Area Government NGOs

Concerns Focus on policies and strategies for overall Most NGOs have their own specific
reconstruction (Gazley 2010) problems, geographic area, and targeted

population (Gazley 2010)

Resources Capability to generate own resources plus  Mostly dependent on donations, contracts,
reserve resources (Van der Heijden 1987) and donor funding (Van der Heijden 1987)

Management  Guided by rules and regulations with Guided by legal frameworks and
limited scope for flexibility in operations organizational constitutions but relatively
(McMahon 2014) simple and more flexible (McMahon 2014)

Effectiveness The quality of services is dependent on the Effectiveness is determined by the ability to
regulatory mechanisms and the mobilize target groups at the grassroots
bureaucracy (Col 2007) level (Gazley 2010)

Contribution  Reconstruction planning and policy Management and marketing expertise

Legitimacy and institutional support

Best practice and global vision

Resource channels and resource allocation
(McMahon 2014)

Training facilities and expertise (Lu and Xu
2015)

Community sensitization and awareness
building

Help with sustainability and low-priced
services
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inherently undemocratic, and are unaccountable to the populations they are serving
(Harvey 2005). In the 2010 Haiti earthquake, NGOs operated within a precise set of legal,
economic and political restrictions that have variously been described as too lenient or too
obstructive, meaning that many failed to meet many their most important long-term
objectives (McMahon 2014).

2.3 Collaboration theory

Collaboration has been seen as a prerequisite to the sustainability of interagency programs
(Gajda 2004; Frey et al. 2006), particularly for programs (such as post-earthquake
reconstruction) initially created with the support of time-limited funding sources. Because
there is often time pressure on each stakeholder to complete post-disaster housing projects
and restore normalcy as soon as possible (Olshansky 2006), success requires partnerships
between representatives from many local government departments, a wide variety of non-
government groups as well as community residents and organizations; therefore, effective
collaboration is critical and can play a key role in facilitating the success of the recon-
struction effort.

Networking is one of the most common and effective methods for the construction of a
collaborative platform between different stakeholders (Girvan and Newman 2002; Borgatti
and Foster 2003; Radicchi et al. 2004). The stakeholders involved in post-disaster
reconstruction projects, no matter whether they are individuals or organizations, are part of
the collaborative networks through which information, knowledge and funds are circulated.

A conceptual framework was sought to theoretically describe the collaborative levels
between the various stakeholders. Hogue’s (1993) five-stage model for community linkage
levels was chosen as the theoretical foundation (Table 2). In addition to Hogue’s five

Table 2 Hogue’s five collaboration level model

Collaboration levels Relationship characteristics

Networking Awareness of organization
Loosely defined roles
Little communication
All decisions made independently

Cooperation Provide information to each other
Somewhat defined roles
All decisions are made independently
Formal communication

Coordination Share information and resources
Defined roles
Frequent communication
Some shared decision making

Coalition All members have a vote in decision making
Share ideas
Frequent and prioritized communication
Share resources

Collaboration Members belong to one system
Frequent communication is characterized by mutual trust
Consensus is reached on all decisions
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collaborative levels, it was possible that some stakeholders had no direct interaction with
others, so this possibility was reflected in the final instrument by allowing respondents to
answer “no interaction”.

3 Research method

Based on field research and a literature review, this paper studied the relationship between
the government and NGOs in the aftermath of the Lushan earthquake (see Fig. 1). First,
historical data were collected from a literature review, policy papers, program reports and
registers, job logs and other related published or unpublished third-party evaluation reports.

Research Method
Literature survey Field research
Qualitative and quantitative Quantitative Qualitative

Describe the parameters in linguistic
terms and translate them into quantifiable

[Intemal organizational reports} data. [ Field notes ]

Hogue's Six Collaboration
Levels Model

No Interaction 0 No line
Networking e : +

+ Cooperation

1
2
Coordination 3 —_— H
Coalition 4 — ; Interviews
5 :

Collaboration —
Job loggings l ;
[ gging : Report as
: representative
Different experienced engineers and : of their group
I workers Human behavior impact H
Group Decision Making I

Group Aggregation Method

Third-party evaluation reports (Person Ay, Person A, , Person Az R
i | | Report as individual
=+ Person Ay) = Group A :
Stage Analysis : :

p 31020
o e \
i

Tert
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Fig. 1 Research method for the post-Lushan earthquake reconstruction government—NGO relationships
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Second, observed data from a 2-year field research project in Lushan were collated, in
which both qualitative and quantitative methods were used. To research the government—
NGO post-Lushan earthquake reconstruction relationship, nine typical NGOs and nine
provincial and local government departments were selected for a tracking survey, each of
which had different scales and operated in different locations and areas (see Table 3). The
Social Organization Authority of Sichuan Province, the Sichuan Disaster Reduction
Committee Office, and the Ya’an earthquake relief headquarters were the provincial
government representatives; the Communist Youth League Committee Office of Ya’an
City, the Housing Construction Department of Tianquan County, the Civil Affairs
Department of Lushan County, the Civil Affairs Department of Baoxing County, the
Housing Construction Department of Shimian County, and the Communist Youth League
Committee Office of Minshan County were the local government representatives; the
China Foundation for Poverty Alleviation (CFPA), One Foundation (OF), the Narada
Foundation (NF), the China Social Entrepreneur Foundation (CSEF), and the China Youth
Development Foundation (CYDF) were the National NGO representatives; Shanghai Roots
& Shoots (SRS) and the One Day Social Service Center (ODSSC) were the large-scale
local NGO representatives; and IYouShe (IYS) and Cloud for Public Good (CPG) were the
small-scale local NGO representatives.

For the quantitative section, thirty tracked survey stakeholders were asked to complete a
self-assessment questionnaire and a semi-structured interview every month. The self-
assessment questionnaire used the six-collaboration-level model to translate the linguistic
terms into quantifiable data (Table 4 is an example of the Narada Foundation), after which
a group aggregation method was used to avoid the impact of differently experienced
interviewees speaking on behalf of the same group.

The qualitative section was primarily made up of the researchers’ field notes and
interviews with stakeholders. The relationship cores (governments and NGOs) were the
collaborative positive personal relationships between the individuals in the groups and the
effective emotional connections between the partners (Gajda 2004; Frey et al. 2006).
Therefore, in the semi-structured interviews, a “half-individual and half-group” interview
guideline was designed, in which respondents were asked to report as individuals for half
the questions and report as representatives of their groups or as a combination of roles for
the other half. Using grounded analysis (Strauss and Corbin 1998), we analyzed the data
line by line. In the open coding stage, we logged all collected information according to its
present state, and in the axial coding stage, we discovered and established the various
relationships in conceptual categories so as to establish the organic connections between
the parts. Finally, in the selective coding stage, we selected “core classes” to represent all
found categories to further focus the analysis.

Finally, by combining the collected historical and observed data, a stage analysis was
developed for the post-Lushan earthquake reconstruction relationship between the gov-
ernments and NGOs, with further analysis being done for each stage using social network
analysis.

4 The Ya’an service center
The Chinese government had already begun attaching importance to the NGOs because of

their excellent performance and outstanding contribution to the 2008 Wenchuan earth-
quake reconstruction. China’s first official white paper on disaster prevention, published on
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Table 3 The basic information of tracking survey stakeholders

Category Organization Age Name Details
Government Provincial 42  MrLi Social Organization Authority of Sichuan
government Province (Officer)
39  Miss Xu Sichuan Disaster Reduction Committee Office
(Officer)
44 Mr Wang The Ya’an earthquake relief headquarters
(Secretary)
Local 32 Mr Zhao Communist Youth League Committee Office of
government Ya’an City (Director)
34  MrlLi Housing Construction Department of Tianquan
County (Officer)
35 Mr Luo Civil Affairs Department of Lushan County
(Officer)
37 Mrs Luo Civil Affairs Department of Baoxing County
(Officer)
37  Mr Wang Housing Construction Department of Shimian
County (Officer)
46  Mr Huang Communist Youth League Committee Office of
Minshan County (Officer)
Bridged The Ya’an 48  Mr Zhao Director of the Ya’an service center
platform service center 4 Mr Xu Director of the Project Department
30  Mr Han Staff from the Synthesis Department
34 Mr Wang Staff from the Dapingxiang Service Station in
the Tianquan County
34 Mr Zhao Staff from Longmenxiang Service Station in
Lushan County
22 Miss Shi Volunteer
National CFPA 28  MrLu Major in feeding management assistance
NGOs 23 Mr Feng Volunteer
OF 36  MrLi Project director
29  Mrs Qian Major in disease control consulting
NF 28  Mr Xu Major in house rebuilding training and
counseling
23 Miss Zhuo Volunteer
CSEF 33 Mr Sun Major in villager training services
24 Miss Luo Volunteer
CYDF 25  Mr Chen Major in house rebuilding training and
counseling
Large-scale SRS 40  Mr He Major in mental assistance
local NGOs  opgsc 28  Mr Zhu Major in professional training for volunteers
32 Mr Han Volunteer
Small-scale IYS 41 Mr Zhou Major in education services
local NGOs 22 Mr Zhou Major in professional training for volunteers
CPG 31 Mr Wu Major in disease control consulting
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May 11, 2009, to mark the first anniversary of the Wenchuan earthquake, revealed a
number of these changes. The white paper suggested that the government should
strengthen “social mobilization mechanisms” so as to “give full play to the functions of
non-government organizations and organizations at the grassroots level as well as to
volunteers in the sphere of disaster relief.” This ensured that in the Lushan earthquake, the
NGOs were given a relatively loose policy environment in which to operate.

In addition, after the Lushan earthquake, academic institutions such as Sichuan
University and Beijing Normal University proposed the establishment of an intermediate
organization to promote and manage the collaboration between the government and the
NGOs, to which the NGO alliances and the provincial and local governments responded
positively and provided strong support. Therefore, the “Ya’an civil social organization and
volunteer service center for earthquake relief” (shortened to the Ya’an service center) was
established for the first time to act as a bridge between the representative governments
(national, provincial, and local) and the NGOs, and the newly bridged government—NGO
relationship (BGNR) was formed. In the Ya’an service center, the key stakeholders
(provincial and local government and NGOs) are required to establish their resident offices
and dispatched permanent representatives to form a decision-making board that had tri-
partite interests.

The Ya’an service center had a three-level mode, with the top-level service center being
located in Ya’an and 7 secondary service centers and 26 service stations distributed across
the affected areas (Fig. 2). The top-level service center had reception, service, project and
general departments, which were mainly responsible for directing the secondary service
centers in such areas as the collection, aggregation and dissemination of information, the
recruitment, training and dispatch of human resources, the integration of social resources
and bridging reconstruction projects and the registration and guidance of civil organiza-
tions, NGOs and volunteers. The secondary service centers ensured that the information
flow between the top-level service center and the service stations was timely and accurate
and that there was sufficient supervision and guidance at the service stations to complete
the projects.

The service stations were widely distributed across the affected areas and were mainly
responsible for the collection and reporting of objective information that reflected the real
situation on the ground and the needs of the affected areas to ensure project progress. This
three-level mode allowed for both a horizontal expansion (26 service stations covering the
entire disaster area) and a longitudinal extension (three-level organizational structure) of
the organizational system through the erection of a platform or bridge on which the
governments and NGOs were able to effectively collaborate in earthquake relief and
reconstruction activities.

As of May 2015, the Ya’an service center had contacted and cooperated with 232 NGOs
and 3,529 volunteers and had 38 NGO members such as the China Foundation for Poverty
Alleviation, the China Youth Development Foundation, One Foundation, the Narada
Foundation, the Tencent Foundation, and the China Children and Teenagers’ Fund. The
service centers bridged 1403 social welfare projects costing around 3299 million CNY. Of
these, 705 projects costing about 537 million CNY that were mainly related to employ-
ment, industrial development, education, training, community development, environmental
protection, and psychological counseling were completed with NGO—center collaboration.
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Ya'an City . Sichuan Province

Minshan

Ya’an civil social organization and volunteer service center
for earthquake relief (shortened to Ya'an service center).

@ The secondary service center at Baoxing ,Lushan, Minshan,
Tianquan, Yingjing, Hanyuan and Shimian.

e The service station.

Fig. 2 Distribution of Ya’an service centers in the affected areas
5 Stage analysis

The above description demonstrates the scale of the BGNR mode and its contribution to
the reconstruction effort. However, similar to people and plants, each organization has its
own unique organizational characteristics and lifecycles, with at least 33 different orga-
nizational lifecycle models having been recognized, each of which emphasizes different
factors to explain the changing characteristics of organizations over time (Phelps et al.
2007). Greiner stated that organizations evolved through five sequential stages, each of
which was followed by a revolution or transitional phase arising from a major organiza-
tional problem, and only by solving the problem inherent in each developmental stage
could the organization successfully advance to a more mature stage (Greiner 1972; Quinn
and Cameron 1983). Torber proposed an eight-stage lifecycle model based on the mentality
of the members (Torber 1974). Beverland and Lockshin suggested that an organizational
lifecycle was made up of four stages: resource gathering, production, brand building and
rationalization (Beverland and Lockshin 2001).

First, while working at the Ya’an service center, we interviewed key stakeholders based
on Hogue’s (1993) five collaboration levels and analyzed the correlations in the collected
data. The correlation analyses for the NGOs, governments and Ya’an service center are
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shown in Fig. 3a. Specifically, we analyzed the correlation in the collaboration network
between the first month (2013.05) and the others and drew a correlation analysis curve.
From the curve, three break points can be seen, each of which shows an obvious decline
compared to the front. Over the 2-year reconstruction period, the collaborative networks
had four relatively independent stages: stage 1 (from 2013.05 to 2013. 08), stage 2 (from
2013.09 to 2014.04), stage 3 (from 2014.05 to 2014.12), and stage 4 (from 2015.01 to
2015.05).

Second, from the Ya’an service center job logs, NGO organizational reports, and
internal government documents, we identified the bridged projects and funds used for the
government—NGO collaboration over the 2-year reconstruction period. As shown in
Fig. 3b, the curve shape for the bridging projects and funds was “steep—flat—steep—flat,”
indicating that from an organizational capacity perspective, the Ya’an service center
experienced four stages: stage 1 (from 2013.05 to 2013. 08) was the starting stage, when
the number of bridged projects and funds were low; stages 2 (from 2013.09 to 2014.04) and
3 (from 2014.05 to 2014.12) moved from growth to stability as funds and project numbers
grew; and in stage 4 (from 2015.01 to 2015.05), funding reached its peak and project starts
flattening out, indicating stagnation.

Third, we selected social network analysis which was then used to assess the inter-
viewee and questionnaire data. Two attributes were set for the cooperative networks in
each month: collaborative depth and width, which reflected the vertical and horizontal
NGO-government-Ya’an service center cooperative network. As shown in Fig. 3c, from
2013.05 to 2013.09, the Ya’an service center stakeholders began to establish collaborative
relationships, after which the horizontal development (collaborative width) grew rapidly
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from 2013.10 to 2014.05. Longitudinal development (collaborative depth) then grew
rapidly from 2014.06 to 2015.01, at which time the collaborative depth was the greatest.

Finally, by integrating the correlation analysis, organizational capacity, and the three
cooperative network aspects, the BGNR mode in the post-Lushan earthquake reconstruc-
tion was found to be divided into four stages based on organizational lifecycle theory: a
birth stage (from 2013.05 to 2013. 08), a growth stage (from 2013.09 to 2014.04), a
stability stage (from 2014.05 to 2014.12), and a saturation stage (from 2015.01 to 2015.05),
as shown in (d).

6 Social network analysis

For the social network analysis, two attributes were set for each stakeholder: width, which
reflected the number of collaborative stakeholders, denoted “X”, and depth, which
reflected the mean level of collaboration across all stakeholders, denoted “Y”. From the
interview and questionnaire analyses, each stakeholder’s (X, Y) value at different stages
was calculated from which four analysis graphs were developed. The social network
analysis of the four stages is shown in Fig. 4.

In Fig. 4a, the connecting lines between the spots (stakeholders) indicate that the
stakeholders reported moderate or high levels of collaboration; O level collaboration was
not shown with lines. Line thickness was used to indicate the mean value for both
stakeholders’ scores to illustrate the various collaborative levels, with thicker lines indi-
cating higher levels of collaboration. Further, to highlight the core network, strong—weak
cooperation and weak—weak cooperation were filtered out based on the mean number of
lines and the mean collaborative levels (shown in the right corner). For example, in the
birth stage, the Ya’an service center was in the core network as it fully cooperated with
provincial and local governments, indicating that they were the backbone of the cooper-
ative network.

Using Scott (2017), the relative local centrality of each stakeholder was measured and
based on this value, Fig. 4b is established. From an analysis of the shadows on the radar
graph, the cooperative gravity center and the overall collaborative levels were identified.
The shadowed part of the growth stage shows the bias distributions, with the center of
gravity being almost in the Ya’an service center, and provincial and local government side,
indicating that the NGO participation degree was relatively low.

In Fig. 4c, each stakeholder was allocated a coordinate point, the value (X, ¥) which
indicated the width and depth of the stakeholder relationships (Fig. 4a), with the coordinate
origin value being the mean number of lines and the mean level of collaboration. The
stakeholders in the first quadrant were the core stakeholders, and the activity degree was in
accordance with the stakeholder’s distance to the coordinate origin. These stakeholders, the
Ya’an service center, OF, CFPA, and provincial and local governments, made greater
contributions to the collaborative network in the stability stage. Conversely, the stake-
holders in the third quadrant were relatively isolated stakeholders. However, these stake-
holders could not be ignored as they were auxiliary to the collaborative networks.

Figure 4d shows the organizational capacity of each stage in terms of the bridged funds,
bridged projects, completed funds, and completed project indexes, which indirectly reflect
the activity and efficiency of the BGNR mode. For example, because the post-Lushan
earthquake reconstruction was coming to an end, the organizational capacity in the satu-
ration stage was relatively stagnant.
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6.1 Birth stage

ODSSC: One Day Social Service Center

CESF : China Social Entrepreneur Foundation
O F : One Foundation

IVS: IYOUshe

CPG: Cloud for Public Good

Birth is the beginning stage of the organizational lifecycle, so organizations at this stage
are new, smaller, unstructured, flexible, and informal in terms of their management and
operations (Tam and Gray 2016). As shown in Fig. 4 (birth stage), the cooperative network
during this period was inactive and uncomplicated and the overall collaboration level was
still low. Although the governments and the Ya’an service center had strong collaboration,
the other stakeholders were relatively isolated.

Many NGOs have a try mentality to join the Ya’an service center and a wait-and-see
attitude for future cooperation. Most stakeholders are at the first contact and coop-
eration stage, especially between local governments and some national NGOs. (Mr

Wang from the Ya’an service center)

However, the primary objective in the birth stage is to secure the necessary resources,
build support from social networks, and launch basic operations to ensure survival (Smith
et al. 1985). Therefore, the provincial government provided significant support for the
collaboration by implementing a relatively loose policy, commencing collaborative
reconstruction projects, and providing funds; according to the State Council Office’s
policies and measures of post-Lushan earthquake recovery and reconstruction, the
provincial government has the right to completely arrange all kinds of donations to support
NGOs in reconstruction activities. The local government also collaborated closely with the

@ Springer



552 Nat Hazards (2018) 90:537-562

Ya’an service center, ensuring the smooth implementation of the bridged projects. Due to
the support of the governments and the Ya’an service center and the passive NGO par-
ticipation, the Ya’an service center successfully organized 443 bridged projects in the first
four months.

We considered the overall demand from the disaster-affected areas, combined these
with the master reconstruction plan, and entrusted part of the reconstruction projects
to the society force. At the same time, local governments were required to provide
support for these projects and actively participate in them. (The secretary of the
Ya’an earthquake relief headquarters)

6.2 Growth stage

A major characteristic of high growth is the overall change in coordination, in which work
processes become moderately formal and systematic (Smith et al. 1985). As shown in
Fig. 4 (growth stage), the cooperative network underwent significant changes. First, they
became more active and there was increased in-depth collaboration between the govern-
ments and the NGOs, and second, the collaboration channels between the NGOs had
become well established and the cooperative networks had become richer and more
comprehensive.

Through regular meetings and daily conversations at the Ya’an service center, we
had a greater understanding of the governments’ roles and also met many of our
peers with whom we could exchange experiences and learn from each other. (One
Foundation Project director)

At this stage, the policies and procedures had been developed and an organizational
structure had begun to emerge with clear functional contexts and task specializations
(Lyden 1975; Hanks and Chandler 1994). The Ya’an service center had summarized and
preliminarily developed some regulations based on previous NGO-government collabo-
rations and NGO-NGO collaborations, which included contract administration, project
management, supervision and responsibilities. These regulations allowed for more detailed
and efficient supervision and management of all stakeholders and determined the organi-
zational division of labor.

Finally, the information collection and distribution platform based at the Ya’an service
center had been preliminarily established, which allowed stakeholders to gain access to
resources and publicize their requirements, all of which led to the gradual formation of a
multi-dimensional communication mechanism.

We could understand the characteristics of the different NGOs through the infor-
mation collection and distribution platform, which allowed us to select the most
suitable NGO for the project. (An officer from the Housing Construction Department
in Tianquan County)

6.3 Stability stage

The stability stage arrives when an organization has a formal organizational structure and
is supported by established office systems, regulations, and work documentation which
allow for the development of norms and routines in the workplace (Hanks and Chandler
1994). As shown in Fig. 4 (stability stage), by this stage, a mature stable, high-density

@ Springer



Nat Hazards (2018) 90:537-562 553

cooperative network had developed. In particular, two NGOs (OF and CFPA) appeared for
the first time in the core network.

In addition, a three-level mode at the Ya’an service center had developed which allowed
for both expansion (26 service stations covering the entire disaster area) and a longitudinal
extension (a three-level organizational structure) of the organizational system through the
erection of a platform on which the governments and NGOs were able to effectively
collaborate in the reconstruction. Further, the information collection and distribution
platform, supervisory system, accountability mechanisms, and regulations had been
gradually perfected, the process and time for the reconstruction projects’ docking phases
had been simplified, and the quality of the implementation phase had been guaranteed. By
this time, the Ya’an service center had successfully organized 1392 bridged projects, of
which 652 had been completed.

6.4 Saturation stage

In the last stage, organizations emphasize pattern maintenance and structural institution-
alization. In general, the development pattern moves from an emphasis on innovation to
stability and institutionalization (Lyden 1975). As of January 2015, more than 80% of the
post-Lushan earthquake reconstruction projects and investment had been completed. The
reconstruction collaborative process was coming to the end as demand for reconstruction
projects in the disaster-affected areas began to decrease, so the main tasks in this stage
were project completions. In addition, as per the initial operating procedures, the Ya’an
service center was to be dissolved after the reconstruction. Therefore, even though
stakeholder collaboration was no longer expanding, the NGO-NGO and the government—
NGO collaborative efforts continued to deepen (see Fig. 4 saturation stage).

The core network had also changed as the Ya’an service center and the provincial
government had dropped out and a further two NGOs had been added. These changing
trends in the core network meant that the Ya’an service center, as the initial catalyst,
gradually withdrew from the cooperative network when the NGO-government collabo-
ration was stable and also reflected the provincial government’s devolution of power to the
local government to ensure continuing grassroots collaboration with the NGOs in the field.

With the bridged projects gradually reducing, volunteers were reduced to about 2100
people from the initial 3299 people, and the staff had also reduced both in the top-
level service center and the secondary service centers. (Mr Li from the Ya’an service
center)

The information collection and distribution platform, supervisory system, accountability
mechanism and regulations had by this time extended to other fields and covered more than
just disaster reconstruction, which further expanded the government-NGO collaboration.

Besides the post-Lushan earthquake reconstruction, we are already preparing to
collaborate with the government and other NGOs in many normal state fields. (Mr
Luo from I'YouShe)
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7 Discussion
7.1 Comparisons and summary

From the detailed discussion above, it can be seen that each stage had its own specific
context, processes, and approaches. Therefore, from this analysis, five key indexes (scales,
core stakeholders, core network stability, mean number of lines, and mean collaborative
level) were determined to compare the differences between the four stages (see Table 5).

As shown in Table 5, each of the four stages had different scales and durations. The
stability stage had relatively high capacity and duration, which was in sharp contrast to the
saturation stage. The core stakeholder and core network stability indexes indicate the
stability of the cooperative network. At the beginning of the reconstruction effort (birth and
growth stage), the core stakeholders were the Ya’an service center, the local government,
and the provincial government, with the core network stability being relativity low,
indicating the importance of the governments and the Ya’an service center at this stage as
NGO participation was low. However, in the stability and saturation stages, a stable core
network had developed and there was diversity in the core stakeholders, which now
included NGOs. The mean number of lines and the mean level of collaboration in these
two indexes indicate the cooperative network degree, and it can be seen that the stability
and saturation stages had relatively high values compared with the birth and growth stages,
indicating an increase in the collaborative efforts.

In summary, the birth stage had a middle yield and a relatively fragile cooperative
network, realizing a qualitative change from zero to one. In the growth stage, the col-
laboration between the NGOs, governments, and the Ya’an service center rapidly expan-
ded, with the mean links changing from 1.16 to 1.80, thus providing a solid foundation for
next collaborative stage. The stability stage was, as expected, the most active and efficient
stage, with the highest number of bridged projects and the highest use of funds. By this

Table 5 Comparison of the four stages

Birth stage Growth stage Stability stage Saturation stage
Scales 443 bridged 169 bridged 788 bridged projects, 11 bridged
projects, projects, 1772 million bridged projects,
1072 million 326 million bridged funds (RMB) and 89 million
bridged funds funds (RMB) and 8 months bridged funds
(RMB) and 8 months (RMB) and
4 months 5 months
Core Ya’an service Ya’an service Ya’an service center, OF, CSEF,
stakeholders center, local center, local OF, CFPA, local CFPA CYDF
government and government and government and and local
provincial provincial provincial government
government government government
Core network 0.32 0.33 0.58 0.57
(stability)
Mean links (X) 1.16 1.80 1.82 1.82
Mean 1.66 1.66 2.92 2.89
collaboration
)
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time, a comprehensive and in-depth cooperative network had been established. Finally, as
the post-Lushan earthquake reconstruction was coming to an end, the organizational
capacity at the saturation stage was relatively stagnant; however, the stakeholders in the
cooperative network were not affected by this stagnancy and maintained a high partici-
pation level.

To examine the specific changes for each key stakeholder more closely, the relative
local centrality of the stakeholders in each stage was measured based on Scott (2017)’s
research to study the cooperative changes over time (Fig. 5).

In Fig. 5, the distribution of all the key stakeholders across all four stages and the
specific changes in each key stakeholder’s cooperative effort can be seen. For example,
over time, stakeholder participation steadily improved and finally stabilized. In the first
three stages, the highest participation was from the Ya’an service center and the provincial
government; however, this participation declined rapidly in the last stage. As the Ya’an
service center was the initial catalyst, when the government-NGO collaboration was
stable, it gradually withdrew from the cooperative network allowing for devolution from
the provincial government to the local government to ensure continued NGO collaboration
at the grassroots level.

7.2 Advanced experience and reasons

The previous Wenchuan earthquake reconstruction, which costs 861.3 billion CNY, had
given the research team the opportunity to observe government—-NGO efforts to change
their “bad” relationships. Unlike previous post-disaster reconstruction activities in which
government-based institutional obstacles had prevented NGOs from effectively partici-
pating, the Chinese government adopted a “very tolerant” attitude toward NGOs after the
Wenchuan disaster. Even though the NGOs had also sought government collaboration and
had actively participated in the reconstruction, these efforts did not evolve into effective
collaborative relationships between the local officials and NGOs. Because previous
stringent NGO registration requirements had not been relaxed, the autonomy granted to the
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NGOs was minimal, so the government continued to maintain “an atmosphere of low-level
harassment” toward the NGO leaders and staff. As a result, the NGOs were only minimally
considered in the central government’s plan for Sichuan’s reconstruction.

In the Lushan earthquake reconstruction, the Ya’an service center (bridged platform)
created a more appropriate environment for government-NGO collaboration as it allowed
both parties to develop cooperative relationships. The Ya’an service center also actively
promoted NGO-NGO collaboration. A primary driver for collaboration is access to the key
resources needed to reach the objectives (Brinkerhoff 2003), meaning that the NGOs were
able to learn from each other and share key resources, thereby avoiding project duplication.
For example, different NGOs may have had the same donation intentions or project
objectives, but certain types of reconstruction projects were restricted. The Ya’an service
center’s information sharing capabilities ensured that the NGOs were able to identify and
promptly respond to any duplication. Therefore, the information sharing coordinated by the
Ya’an service center significantly improved reconstruction efficiency. Finally, significant
progress was made in government—NGO relationships for the Lushan earthquake recon-
struction compared to the shaky relationship seen after the Wenchuan earthquake (2008,
M&.0).

Three major changes were observed in the Lushan earthquake reconstruction. First,
NGOs provided more funding assistance. NGOs had provided only 8363 million CNY or
0.97% to the Wenchuan earthquake reconstruction out of the total 861.3 billion CNY
reconstruction fund. However, the Lushan earthquake reconstruction center received 3299
million CNY or 3.84% of the 86 billion CNY reconstruction fund from the NGOs. This
increase in the NGO funding percentage meant that they were able to more actively
participate in the reconstruction and also meant that the BGNR system improved the
efficiency and scale of the reconstruction. Further, as few of the 46 NGOs were involved
with project partnerships with the government for the Wenchuan earthquake reconstruc-
tion, many other small NGOs or newborn NGOs had found it difficult to establish broad
partnerships with the government. When we interviewed the newly formed IYouShe and
Benefit the Public (BP) NGOs, they pointed out that before, direct project partnerships with
the local government were rare and some of the projects that were offered did not match
their unique resources or skills. Their usual practice had been to transfer the funds to the
government, thereby allowing the government to use them in accordance with the donors’
wishes. In contrast, in the Lushan earthquake reconstruction, 232 NGOs had broad part-
nerships with the government, including many small or new NGOs such as IYouShe,
Benefit the Public (BP), and One Day For (ODF). For these NGOs, the most impressive
part of the Ya’an service center was the creation of a more appropriate environment for
government collaboration and the provision of projects which matched their own unique
resources and skills, thus allowing them to participate more fully and deeply in the
reconstruction efforts.

Second, the communication mechanism between the government and the NGOs had had
a revolutionary change. A newly established NGO alliance called the “5.12 NGO Alli-
ance,” which included 25 local NGOs, 6 international NGOs and 3 volunteer organiza-
tions, was established based on the Sichuan Youth Volunteer Program from the Wenchuan
earthquake reconstruction. Each member of “5.12 NGO Alliance” elected a representative
for the “5 e 12 center joint meeting,” who was given the highest authority to make
decisions, manage, and supervise projects, and, most importantly, coordinates with the
government. This mode dramatically altered the communication mechanisms between the
NGOs and improved their relationships; however, there were no significant changes in the
government—-NGO communication mechanism, which basically remained a one-
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dimensional point-to-point mode. Compared to the Wenchuan earthquake reconstruction,
the Lushan earthquake reconstruction established the Ya’an service center, which had 3529
volunteers, 38 NGO members and 232 collaborating NGOs. Related government depart-
ments also established resident offices in the Ya’an service center. Therefore, in the Lushan
earthquake, the governments and NGOs became integrated through the bridged platform,
resulting in a multi-dimensional communication mechanism.

Third, there were significant improvements in the policy environment, supervisory
systems, and accountability mechanisms. According to the deputy director of the NGO
Research Institute at Tsinghua University, in the Wenchuan earthquake reconstruction,
58% of the NGOs’ funds had flowed to the government and only 42% had been labeled
“self-arranged”; further, only 4.7% of the donors and one-third of the public had clearly
understood where the donated funds had gone, indicating the inequality in the government—
NGO relationship as well as the lack of an effective supervisory system or accountability
mechanism. However, in the Lushan earthquake reconstruction, the government issued and
revised some policies or regulations related to NGOs such as the State Council Office’s
policies and measures of post-Lushan earthquake recovery and reconstruction, the Sichuan
Earthquake Disaster Mitigation Ordinance, and The Master plan for post-Lushan earth-
quake recovery and reconstruction. These policies and regulations empowered NGOs by
providing clearer guidelines for reconstruction participation and also limited the non-
standard behavior of some local governments. Importantly, these policies provided a solid
foundation for extensive collaboration. However, this more relaxed policy environment
required a stricter supervisory system and a more efficient accountability mechanism. In
the Lushan earthquake reconstruction, the governments and NGOs collaborated to improve
the supervisory system and the accountability mechanism based on the daily collaborative
work reflections (e.g., the self-discipline Alliance Convention for China Foundation). The
foundation transparency index (FTI) from the China Foundation Center (CFC) found that
62% of the NGOs disclosed their funding expenditure directions. In particular, the FTI of
some NGOs including One Foundation (OF), the China Foundation for Poverty Alleviation
(CFPA), the China Youth Development Foundation (CYDF) was more than 90%.

7.3 The BGNR mode and implication

Coston (1998) provided an overview of the eight types of government—NGO relationships
(GNR), with each of these relationships being based on several dimensions: government
resistance or acceptance of institutional pluralism, government—NGO linkages, relative
power relationships, degree of formality, favorability of government policy toward NGOs,
and other type-specific characteristics. However, the post-Lushan earthquake relationship
between the governments and the NGOs was different from these traditional types as an
intermediary organization (bridged platform) was added. Intermediary organizations, or
mediating structures, can facilitate collaborative relationships and can have a variety of
functions such as engaging, convening, and supporting critical constituencies, promoting
quality standards and accountability, brokering and leveraging resources, and promoting
effective policies (Blank et al. 2003). They can also function as “change agents” to build
capacity at the individual, relational, and organizational levels (Lopez et al. 2005).

The post-Lushan earthquake BGNR mode integrated the intermediary organizations and
the communication platform, effectively providing a bridge between the government and
the NGOs, which was a more appropriate environment for the government and the NGOs
to develop a relationship. The specific structure and operations, however, were dependent
on the actual situation which included such issues as reconstruction background, culture,
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and the overall government-NGO relationship. The improvements and advantages of the
BGNR mode were manifested in the following areas.

First, the BGNR mode helped reduce the impact of the government—-NGO reconstruc-
tion differences. Instead of two totally independent participants, the government and the
NGOs formed a linked system using the bridged platform, which increased their interac-
tions and reinforced system stability. Further, the frequent interactions between the gov-
ernment and the NGOs meant that they could screen out specific fields to allow for the
attainment of common goals and to improve the openness of the BGNR mode.

Second, the BGNR mode had clear, efficient communication mechanisms. The bridged
platform linked the government and the NGOs and acted as an information superhighway,
which allowed the communication channels to be diverse and efficient. As the governments
and NGOs were integrated on the bridged platform, they were both working toward the
same goals, and therefore, the environmental and communication mechanisms shifted from
a one-dimensional to a multi-dimensional mode, significantly improving overall commu-
nication. Information collection and dissemination were concentrated on the bridged
platform, meaning that both the governments and the NGOs became information media-
tors, thus avoiding any multi-sectoral, multi-level, regional, or field limitations to the
information flow.

Thirdly, the BGNR mode purified the collaborative environment. The bridged platform
provided a collaborative platform on which the NGOs were able to influence policy for-
mulation through their frequent collaborations with the government. This enabling policy
environment, in turn, improved collaboration and assisted both sides to develop. In
addition, the governments and the NGOs were also in a position to collaboratively improve
the supervisory systems and accountability mechanisms to deal with daily problems.
Experience suggests that establishing formal supervisory systems and accountability
mechanisms based on agreed rules and clear procedures creates a basis for mutual respect
and equality, thereby contributing to the sustainability of the collaboration.

Based on the defining government-NGO partnership framework provided by Brinker-
hoff (2002), the BGNR mode can be discussed on two dimensions: mutuality and orga-
nizational identity.

7.4 Mutuality

Mutuality refers to mutual dependence and requires each actor to give respective rights and
responsibilities to others (Kellner 1999) to maximize the benefits of each party and ensure
the meeting of joint objectives (Brinkerhoff 2002). In the BGNR mode, the governments
and NGOs had frequent communication and interactions throughout the program design,
implementation, and evaluation stages. Compared to simpler supplier or production con-
tracting models, joint value was integrated in the reconstruction partnership. As the gov-
ernments and NGOs were integrated on one platform, face-to-face communication was
possible, which is considered the richest form of communication as it allows for multiple
cues (e.g., voice inflection, body language) to facilitate shared meaning and ensures rapid
mutual feedback about personal feelings and emotions (Daft et al. 1987).

Further, the government and NGOs were equal in the collaboration, as opposed to being
dominated by one or more stakeholders. All stakeholders had the opportunity to influence
the reconstruction objectives, processes, outcomes, and evaluations. The BGNR system
mode allowed for connections between research and practice and policy and practice, as
well as facilitating the ability for collaborators to meet and address shared concerns (Austin
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et al. 1999). Therefore, there were continual improvements to the policy and legal
frameworks, the supervisory systems, and the accountability mechanisms.

Finally, the BGNR mode encouraged the government and the NGOs to be interde-
pendent, as opposed to the previous sequential dependence. The NGOs required financial
and material resources from the governments and, more importantly, required legal and
institutional frameworks to work within, whereas the governments often needed the NGOs
to play important intermediary and social mobilization roles in the locally affected com-
munities, as the NGOs were often more flexible, responsive, and innovative.

7.5 Organizational identity

Organizational identity refers to the distinctive and enduring qualities of a particular
organization (Brinkerhoff 2002). The key is not to maintain the organizational systems,
processes, and strategies over time, but to maintain their core values and constituencies
(Gagliardi 1986). It is generally believed that the creation and maintenance of organiza-
tional identity is essential to long-term success (Gioia et al. 2000; Albert and Whetten
1985). Governments and NGOs have their own missions, values, and identified con-
stituencies to which they are accountable and responsive. However, through the rich
communication channels and equal decision-making mechanisms in the BGNR system, the
governments and NGOs were often matched with others who shared the same missions and
core values, allowing them to pursue their respective missions while maintaining their
organizational identity. This was especially important for the NGOs, as they tend to define
their value in terms of their mission rather than their financial performances (Moore 2000).
The opportunity to equally participate and influence outcomes meant that each actor was
more easily able to protect their organizational identity and reap the efficiency, effec-
tiveness, and synergistic rewards of the partnership.

The BGNR system also reinforced organizational identity as it empowered the gov-
ernments and NGOs to elaborate on their own distinct advantages, skills, and legitimacy
while being given the opportunity to understand and accept the other stakeholders’ orga-
nizational identities, thus allowing the stakeholders to more easily propose new, more
effective approaches. For instance, when the governments understood the NGOs project
experiences and the speed at which they were able to mobilize resources, they were more
able to see how the NGOs could complement the government efforts, increasing the
effectiveness and extent of the government resources, thus avoiding the risk of failure
when the government wanted to replicate successful NGO projects on a much larger scale.
The NGOs also learnt how to work within government processes, to coordinate activities
across different groups and to transmit information about their activities and needs to a
wider audience through the extensive use of the internet and the media.
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