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ABSTRACT 
 
There are a lot of studies and literature dealing with different aspects of sustainability and 
implications it can have on companies but there is very little existing information about which 
forces are affecting companies with regards to adapting a more sustainable practice. There is 
also little information regarding how the in-house processes of a company is changed (and 
who affects and starts these changes) when a change towards a more sustainable focus is to be 
made.  Here is where we find a distinct gap in the existing research that we by researching this 
topic hope to fill.  
 
In this thesis, we will examine and investigate the changes taking place in company processes 
when a sustainability focus is to be made and enforced, but these processes cannot be 
understood in isolation. Therefore we will also investigate the drivers stimulating and 
affecting these changes as well as the outcomes these changed processes bring to a company 
is also very important in order to understand. Therefore; 
 

 “The purpose of this study is to investigate how different drivers affect 
company’ processes and what kind of outcomes this brings for the companies that are 
creating a more sustainable focused business” 
.   
We have a subjectivist ontology (where our own background and experience affects how we 
view reality), an interpretive epistemology (where the interpretation of context and 
understanding play a central role in how knowledge is created) and we have used theories in a 
mostly inductive way. We chose to perform a qualitative research (by interviewing four 
managers working at Norrmejerier, Bostaden, Umeå Energi and Volvo) and after this we 
performed a qualitative analysis based on our interviews. By us using an open ended 
interview method with interview guide approach we aimed at answering the “how” and “why” 
questions connected to our topic which we also succeeded with according to us. 
 
We found that the most prominent drivers of company change in our investigated companies 
are the customers, the owners/board, the manager, the market (customers and competitors), 
the employees and the government. The customers affect the companies’ sustainability goals 
and processes primarily via expectations created by reputation of the companies, current 
trends of demand and social expectations on company practices.  The owners/board affect 
sustainability goals and processes via specified company goals, challenges and deciding 
power, the managers affect goals and processes via their personal experiences, their 
knowledge and their ability to take initiatives. The market affects the goals and processes via 
current norms and trends, the employees via their attitudes and finally, the government affects 
sustainability goals and processes via power to set and enforce laws and standards on the 
companies. The processes of change starts with either a idea or a need or a combination of the 
two in our investigated companies and some outcomes that has been connected to the 
companies enforcing a more sustainable way of doing business are reduced transportations, 
reduced use of energy, reduced costs, increased awareness and interest in environmental 
issues, increased ambition level regarding environmental initiatives, improved communication 
and knowledge. 
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1. INTRODUCTION  
In this chapter we will describe and introduce the field of this study, formulate problem and 
the purpose with this study. 

1.1 BACKGROUND 
 
In today’s markets, customers are getting more interested in the environmental and social 
aspect of products, where products are created, how they are created, by whom and with what 
material. This is of a growing concern since people are more aware of the global warming, the 
green house effect and that some companies use children as plant workers. This means that 
people today put more time and consideration into how they live their lives and how they 
affect the world around them. This changed state of mind is something one meets on a daily 
basis, a family buying a new “green” car, a customer asking were the cloths are made or an 
employee demanding better recycling facilities at work. An increasing numbers of customers 
are said to seek environmentally and socially responsible products and favour 
environmentally conscious business behaviours and current research approaches suggest that 
these types of customers cannot be overlooked (Sharma et al, 2008). The demand for products 
and services that are thought of as green or sustainable is said to get more and more apparent 
on a vide variety of markets. This wave of interest from customers brings a lot of implications 
and complications for organizations and companies, but also opportunities to differentiate 
from competition in ways to meet these new interests. According to Jahdi & Acikdilli (2009) 
companies have a lot to gain from becoming more environmentally friendly. Companies 
succeeding at adapting to these new circumstances may find them to bring new ways to 
differentiate from competitors, to strengthen their positions in the market or find new market 
opportunities. There is also a growing recognition that environmentally-friendly product 
strategies gain better customer endorsements and therefore, contribute to long-term 
profitability. Companies with clear environmental positioning in the market, such as Ben & 
Jerry and Body Shop are often cited as successful examples (Sharma et al, 2008, p. 331). This 
increased attention towards a more environmental focus is also something noticeable in 
companies’ advertisement. The advertisement in media today often focuses on the 
environmental and social aspects of the products, even if the companies themselves often are 
seen as “non-ethical” or bad for the environment. According to Chan et al (2006) 
environmental claims in advertisement clearly enhances the effectiveness of the 
communication.  This suggests that marketing managers should adopt this perspective and 
according to the situation adapt the communication towards specific customers and their 
environmental consciousness (Chan et al, 2006). There is however skepticism occurring on 
customer markets towards beneficial, ethical, “green” advertisement and other efforts made 
by the companies. Many customers do not trust the companies claiming to be green or to not 
for example use child workers in their production. Customer questions concern issues like: 
 

� Company previous not claiming to be “green” now making that claim 
� Are the company really “green” and environmental friendly or is this just a marketing 

scam? 

These are commonly heard thoughts and critics about companies that are claiming to be 
ethical or environmentally friendly. The customer skepticism is enhanced by the companies 
within ”non-ethical” fields claiming to be ethical or “green”, for example oil and petroleum 
companies marketing that they are ”environmental friendly”. These types of companies using 
environmental and ethical marketing have contributed to the skepticism many customers have 
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towards “green” marketing today (Jahdi & Acikdilli, 2009). Despite this skepticism, it has 
shown that investing in environmental initiatives have a positive effect on organizational 
results (Fraj et al, 2009). This market concern for environmental issues is increasing the 
pressure on companies to design their commercial messages towards promoting these features, 
but also on making these messages believable. Customers trust in the companies’ “green 
message” is a crucial part of the company’s success with their advertising. Constructing and 
following environmental goals, policies and guidelines is a way for companies to be perceived 
as more reliable and also a way for companies to show their customers that they are 
concerned about the environment. Hence, sustainability, “green” management and corporate 
social responsibility is important issues for today’s companies. These three concepts are 
similar and to some extent overlapping and we will therefore look closer into these concepts 
in the upcoming sections. 
 

1.2 FORMULATING THE PROBLEM: Driver-Process-Outcome  
 
Although there are a lot of studies and literature dealing with aspects of the issue of 
sustainability in business and what implications it can have on companies, there is little 
existing information about which forces are affecting companies with regards to adapting a 
more sustainable practice. What it is that pushes them towards this? There is also very little 
information regarding how the in-house processes of a company is changed (and who affects 
and starts these changes) when a change towards a more sustainable focus and strategy is to 
be made.  Here is where we find a distinct gap in the existing research and by researching this 
topic we hope to fill this gap.  
 
In this thesis, we will examine and investigate the changes taking place in company processes 
when a sustainability focus is to be made and enforced. However, these processes cannot be 
understood in isolation and therefore we will also investigate the drivers stimulating this 
change as well as the outcomes of these changes and by doing this we hope to increase the 
understanding of our topic. Starting with the drivers affecting a company to change, Keeble et 
al, (2003) identifies three drivers that is said to substantially affect company practices, and 
these are the customers, the employees and the governments/social society. The roles of these 
three drivers for the change processes within firms are important to further explore but it is 
also important to find out if there are any additional drivers except these three affecting 
companies that current literature does not address. Some questions of importance are if any 
additional drivers can be identified besides the ones existing literature mentions, how different 
drivers affect company processes, if and how drivers exert power over the company, what 
changes are the different drivers demanding and how does companies respond to this? 
 
This leads us to the second issue of focus in this thesis; the processes of change towards 
increased sustainability within firms, and these processes can be considered to have two 
“parts”.  

 
� First, processes can be seen as the “thinking process” which for example can be the 

way the employees feel towards a sustainability focus of the firm, what they think, 
how they express themselves and their attitudes towards the company. 

� Second, processes can also be considered more as an outcome of the drivers’ pressure, 
such as changes being made in the way things are produced and manufactured, the 
way the company communicates and other process changes.  
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One part of the process is therefore more focused on for example changes employee attitudes, 
more commitment to sustainability issues or a change of company focus. The other part is 
more focused on the process of for example producing; cleaning material and waste 
management and we will examine both aspects. Some questions of importance are if we will 
be able to connect different drivers to different process changes in the companies, how the 
“relationship” between drivers and processes will look in reality and what process changes 
has really taken place in the companies connected to their sustainability focus.  
 
Moving on to the outcomes, we have divided these into internal- and external outcomes (for 
example competitive advantages or increased financial performance might be external 
outcomes of the change; a more effective way of communicating, better attitude or happier 
employees might be internal outcomes). We would in this part like explore questions like 
what kind of outcomes can be connected to which processes and what kind of outcomes 
(internal and external) has been noticed that can be connected to the firm adopting a 
sustainability focus. To summarize, the overall purpose and aim of this research is for us to 
investigate and explore the relationship: 
 
 

Drivers � Process � Outcome 
 
We have set out to identify and investigate how different drivers affect company processes 
and what outcomes this may lead to. The outcomes will however be limited to the ones we 
can connect to the internal processes changes. The sustainability goal of the companies will 
also be investigated to find additional information for example regarding if and how different 
types of sustainability goals are connected and affected by different drivers. Maybe there are 
drivers affecting one aspect of the sustainability goals more than other drivers? Connections 
between sustainability goals, drivers’ pressure, process changes and resulting outcomes will 
be the general focus of this paper.   

1.3 PURPOSE  
 

“The purpose of this study is to investigate how different drivers affect 
company’ processes and what kind of outcomes this brings for the companies 
that are creating a more sustainable focused business” 

1.4 DEFINITIONS 
  
Corporate social responsibilities (CSR), sustainability and green management debates have 
becoming more and more frequent, and many companies are discussing the possibilities of 
incorporating sustainable practices into their strategies. The concepts are similar but slightly 
different. Green management is a concept that focuses on the aspect of the environment alone, 
whilst CSR and sustainability include other aspects as well. In this thesis we focus on firms’ 
sustainability focus in a broader sense. Below, we define sustainability and relate our 
definition to the concept of CSR in order to set the stage for our paper.  
 
Sustainable development is defined as “Development that meets the needs of the present 
without comprising the ability of future generations to meet their own needs” (European 
commission, 2006). This is a quite wide definition of the term sustainability, and therefore we 
will try to define it a bit more in detail. Sustainability is by many believed to have three 
crucial parts, the social part, the economic part and the environmental part. The concept is 
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closely related to the CSR as CSR is defined as “A concept whereby companies integrate 
social, economical and environmental concerns in their business operations and in their 
interaction with their stakeholders” (European commission, 2006). The concept CSR includes 
social, environmental and economical dimensions. We have however decided to focus on the 
concept of sustainability and not on the concept CSR because CSR is in many companies 
closely connected to routines and specific company policies. The concept sustainability 
covers more of the change in the way of thinking in the firm, which in the corporate context 
includes all individuals in the firm, whereas CSR is more related to policies and routines and 
the company direction incorporating both financial and performance objectives and 
responsibilities. Incorporating sustainability in a company’s business is a process requiring 
time and effort and this is something we find very interesting and will therefore address closer. 

1.5 LIMITATIONS 
 
This study will focus on companies in and around Umeå. We will conduct interviews with 
companies first and foremost doing business with customers (not B2B market), since 
companies in different situations can be classified as “ethically different” as we discussed in 
the background according to Chan et al (2006). Hence focusing on companies working in 
similar “fields” (selling to customers) will minimize the risk that we will end up with 
investigating different types of companies with very different views and usage of 
sustainability. We hope that this study will give important insights to issues surrounding 
companies adopting or changing towards creating a sustainable focused organization and how 
different drivers affect this process. We hope our findings will be beneficial for companies 
with other attributes and in other industries than those used in our study, since understanding 
and information about these issues will give managers a better basis for making decisions 
concerning how different drivers affect companies’ processes. Our study will hopefully be 
useful for managers as it gives them insight to how they themselves can adapt and act faced 
with a similar situation, where outside drivers pressure a company to changes towards more 
sustainable business practices. 

1.6 STUCTURE OF THE THESIS 
 
The thesis is structured in nine chapters where this introductory chapter had the purpose of 
describing the background of the focal field and highlights the aim and the focus with this 
study. 
 
The second chapter will describe the research method, what kind of methodological 
assumptions we have made and point out the theoretical aspects we have decided up on. In 
this thesis we will use open-ended interviews; we decided on this method since we wanted the 
companies to describe their situation and give us specific examples from their own point of 
view. This method meant that we would get a lot of information and since we are young 
researcher there can always be certain aspects we might overlook; more information would 
minimize this risk. 
 
The third chapter is a comprehensive theoretical chapter. The chapter is structured in the way 
of Drivers-Process-Outcomes i.e the chapter starts with describing and discussing different 
drivers. Then different aspects of processes are discussed and the chapter ends with describing 
different outcomes. We have chosen this structure since it is the logical way change is 
implemented in an organization, hence the best way of discussing and describing the theories 
connected to this process. 
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In the fourth chapter we ones again focus on method. In this chapter we describe the practical 
aspect and how the chosen methodology actually was implemented. 
 
The fifth chapter continues with the empirical work. We have structured this chapter 
according to the four major areas we discussed during the interviews i.e starting with 
Bostadens view on sustainability and then continuing with Umeå Energi and so forth. We 
chose this structure since we thought it was the best way to display the empirical section and 
the easiest way for the reader to understand and se the similarities and differences between the 
companies. 
 
The analytical chapter is the one following the empirical. This chapter is structured in a 
similar way as the empirical. We start with discussing and analysing the companies connected 
to drivers and forces influencing them and then continuing with processes and outcome. This 
chapter is aimed at giving a complete picture of the subject by connecting it to the empirical 
part and theories as well as expose and highlight similarities and differences between the 
companies. 
 
In the seventh chapter, the conclusion, we have a comprehensive model which is followed by 
a concluding discussion. 
 
Chapter eight gives suggestions for further research. As we have gain a lot of knowledge 
during our work with the thesis we, in this chapter, point out some interesting field that would 
be interesting to research. 
 
This thesis is finished with a chapter discussing how trustworthy the study is. 
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2. METHOD 
 
In this chapter we’ll take you through, motivate and argue for our methodological choices in 
this thesis. 

2.1 BACKGROUND AND GOALS OF THIS STUDY 
 
We have during our studies at Umeå School of Business had courses concerning the areas of 
environmental-, marketing- and company strategies on a very broad basis. This has fueled our 
interest regarding these subjects. We therefore decided to take a step further from our existing 
knowledge base by conducting a thesis in the subject of marketing, more specifically within 
the field of environmental/sustainability goals and strategies and company processes. By 
doing this we hope to gain further understanding and add important information and insight to 
the existing research in this field. Our background of course affects how this study is made, 
and also which questions we chose to answer and how, and we hope that the results of our 
study will contribute positively to our understanding by educating and develop our knowledge 
within our selected field.  In the background we addressed the notion that many companies 
are currently discussing the possibilities of incorporating sustainable practices into their 
business strategies based on the recognized need to conduct business that is both “good” in 
the eyes of the stakeholders and the business and company. We could also identify a growing 
recognition on the market, that environmentally-friendly product strategies gain better 
customer endorsements and therefore, in the long run contribute to profitability. We addressed 
our interest of looking into how different drivers (D) affect/might affect company processes 
(P) when a change toward a more sustainable and environmentally friendly focus is to be 
made, and possible outcomes (O) for the company connected to this change. How a company 
reacts, address and changes due to pressure from drivers is something not widely described in 
today’s’ literature and research and by addressing these issues we hope to shed light over this 
field. How the design of a study is made depends on the purpose of the study, and in this 
section we will take you through the methodological choices we have made for our research.  
 
Our general overall goal of this paper is to investigate and explore how different drivers may 
influence company processes when it comes to adopting and communicating a more 
environmentally friendly focus of the firm. We wish to create understanding regarding how 
process changes may lead to changes in thinking, routines and practices within the company 
and what roles and importance drivers have in this process.  Exploratory objectives aims to 
generate information, insight and understanding (Kent, 2007, p.17) and we will do this by 
analyzing the answers we get from performing interviews with company managers of selected 
firms. We will try to find answers to the “how” questions regarding our topic, for example 
“How does different drivers affect company processes?” With answering these questions we 
hope to increase our knowledge about company processes and stakeholders influence on these 
processes as well as what possible outcomes this may lead to. If we succeed in fulfilling our 
exploratory objectives we hopefully can build a foundation that future research regarding our 
topic can use. The investigative approach goes one step beyond just gathering information and 
sets out to find associations between variables (Kent, 2007, p.18). Even if this is commonly 
more connected to an quantitative approach via for example finding statistical correlations 
between variables, we still find it suitable for our research as well, since we will try to find 
connections and relations between different drivers and process changes and understand the 
processes connected to this (even if these connections will not be statistically testable in this 
particular research since we are performing interviews).  
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We are performing an academic research study, since we are not hired to perform this 
research, we will try to be neutral to our subject and our goals are to add to existing 
knowledge and contribute to increased understanding for our topic (Kent, 2007, p.46). As an 
underline to our research, we now take one step further to explain our paradigm as 
researchers and by that cover our ontology, epistemology, view and use of theory, research 
method and technique (Kent, 2007, p.49). Many researchers mention and consider a conscious 
and clear perception of their own paradigm as something crucial for the success of the 
research (Joahnsson Lindfors, 1993, p.32). 
 

2.2 ONTOLOGY AND EPISTEMOLOGY 
 
The ontological and epistemological views of a researcher are two important dispositions to 
define in order to understand the “starting points” of the research, since this maps the view the 
researcher have with regards to reality and knowledge. This is where every research starts, 
and this sets the stage from which the whole research is then built. 
 
Ontology is the researchers’ perception of reality, and the two most opposed options are (1) 
the assumption that there is a “real” reality “out there” that can be observed (objectivist), 
compared to (2) reality is constructed by individuals and can therefore not be observed but has 
to be inferred by interpretation (subjectivist) (Kent, 2007, p.48-49). Ontology has been 
defined as having huge potential to improve information organization, management and 
understanding (Ding & Foo, 2001). Our own background and experiences (from social 
background, education and practical experiences) as humans constitutes our ontology 
(Johansson Lindfors, 1993, p.23-25), since it is connected to how we as researchers observe, 
interpret and assign meaning to the world around us. Our view of reality affects everything we 
do, and therefore it also affects this study. Our perception of realty is something we construct 
based on our background, and therefore the subjectivist view is according to us the one most 
suitable with regards to that. Our topic in this study is, like mentioned before, to investigate 
and explore how different drivers might/do affect companies to redesign their in-house 
processes towards a more sustainable and environmentally friendly focus and what outcomes 
this have brought or may bring, these outcomes might be both external (ex. Competitive 
advantages) as well as internal (ex. Changed in-house processes or thinking). We do not view 
this topic as something having rational characteristics (with clear cause and affect 
relationships) but instead we recon that the processes probably will come to look very 
different between cases, and that’s probably also the case with regards to how the drivers 
affect the different companies. Based on these assumptions the subjectivist approach is the 
one most suitable, since this will entail us to construct our own view of our topic via studying 
our respondents’ perceptions and different opinions regarding our topic. Further reasons to 
why the subjectivist view is the one we consider being most appropriate with regards to our 
topic are that this will enable us to interpret the answers we get from our respondents and put 
those answers into a larger perspective via our analysis. In this way, we hope to get the most 
out of our interviews and investigate our topic as thorough as possible. With subjectivist 
ontology we can perform the interpretations we find necessary in order to get an end result 
with the highest quality possible, we will also be able to investigate if there are any similar 
patterns occurring across different companies, even if we (like mentioned) earlier does not 
look for cause and effect relationships per say. We view reality as something that is created by 
individuals based on the context surrounding that particular individual and if we succeed to 
understand how the surrounding affect our respondents’ thoughts and attitudes regarding our 
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topic we can also get a much deeper analysis of them and their answers. If we understand the 
context in which our respondents are creating their perception of reality, we might also get an 
understanding for how drivers, processes and outcomes connected to our topic is perceived. 
This understanding will probably be on a much deeper level than if we were to ignore the 
context as having an influence on our respondents and ourselves. 
 
Epistemology relates to researchers’ implicit or explicit assumptions about how “knowledge” 
is established, and the two most opposed options are a positivist view (the scientist “knows” 
by following correct scientific procedures based on natural sciences, the scientist is detached 
from the subject of the study) compared to the interpretive view (the scientist can only 
“know” through understanding, and individuals understand and interpret the world around 
them) (Kent, 2007, p.48). The positivist view is commonly most connected to an objectivist 
ontology, and the interpretive is commonly most connected to the subjectivist ontology. Since 
our topic is regarding how different drivers affect company processes, one of our main 
objectives is to create understanding. Connected to the subjectivist view we will interpret and 
consider how both our own and our respondents’ background might affect the answers we’ll 
get from our study and this will help us in our interpretations of our topic, we also have to 
consider our own affect on the respondents via for example our questions and the interview 
situation. Based on this discussion, we choose an interpretive view. With an interpretive view, 
individual behaviour can only be understood by the researcher sharing their frame of 
reference and by that understand and explain reality through the eyes if different participants 
(Cohen et al, 2007, p.19). We wish to uncover our respondents’ subjective views regarding 
our topic. Epistemology, methodology and method is said to be the three fundamental facets 
of any research and they should be used as a framework for planning and implementing 
research and also for evaluating the quality of the research when it’s completed (Gwynther & 
Possamai-Inesedy, 2009). In our study, like mentioned before, we adopt more of an 
interpretive view since we are out to understand how different drivers do/might affect a 
company’s processes and interpreting these forces. We also want to understand how company 
processes can be/are changed as a response to these drivers, understanding what kind of 
outcomes this might/do bring and investigate how the term sustainability is understood. With 
the interpretive view, the human is said to be active (since he or she actively forms their 
interpretations of knowledge) (Johansson Lindfors, 1993, p.43-44) and this also confirms our 
view regarding the importance of understanding the background and what affect/might affect 
our respondents to answer in a certain way. The subjectivist ontology is closely connected to 
the interpretive epistemology, and interpretation and understanding is according to us crucial 
in order for us to research and investigate our topic properly. 

2.3 USE OF THEORY 
 
A research study is not just about receiving and interpreting information about what happens 
in reality, but added to this the researcher also have background knowledge which makes it 
relevant to discuss the role of theories in a research. Since we have some kind of background 
knowledge regarding our topic (which leads us to the theories we’ll select to investigate) we 
will go through all for us relevant theories and then make a critical selection between which 
ones we are going to use (Johansson Lindfors, 1993, p.90). These theories will then underline 
and create the “frame” for our empirical part of this research. Decisions regarding the 
information collection unit as well as how the data is to be collected are two decisions that has 
to be considered at the same time, with all previous methodological decisions in mind 
(Johansson Lindfors, 1993, p. 91). 
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Different ways of using theories can be loosely categorized into three parts, deductive use, 
inductive use and a mixed use. Connected to the above selections regarding us having a 
subjectivist and interpretive view, an inductive use of theory is often suggested by the 
literature connected to those previous choices (Kent, 2007, p.49). Whichever you choose, the 
inductive or deductive use of theory should work as a basis point for the assumptions the 
researchers makes before moving on to the empirical part of the work (Johansson Lindfors, 
1993, p.55). When a researcher begins with empirical observations and then infers constructs 
he or she is engaged in inductive reasoning. Using constructs as the basis of making 
predictions about new, specific observations is deductive, in other words, going from the 
specific observation to the general idea is inductive, going from the general idea to the more 
specific observation is deductive (Graziano & Raulin, 2007, p.36). A deductive view starts 
from existing theories and takes forward some clearly stated assumptions which are then 
tested empirically, therefore we consider our study to be more inductive with regards to the 
fact that we base our research on more loosely defined assumptions and questions, rather that 
a limited number of clearly stated ones to be tested. These assumptions might also have to be 
re-defined during the process of our research as we find more information regarding our topic, 
and this point to a more inductive way of thinking. We are not sure about what we are going 
to find, but we are aiming towards finding something new that can contribute to- and work as 
a complement to existing research, this is also a sign of an inductive approach. However, a 
completely inductive use of theory would entail the researcher not knowing anything at all 
regarding his or her topic, and that is not the case in our study since we have a background 
knowledge and understanding from both our education and life regarding our topic and 
therefore, we will use theories in a inductive way, but not in a completely inductive way. 
Based on the discussion above, we find an inductive way of using theory most suitable with 
regards to our topic, even if the clear separation between the two ways of using theory is hard 
to identify and keep throughout the whole research. The goals of our theory section will be to 
give us a frame and a way to look at our research, but it will not answer our research 
questions completely since this can only be done with the help of our empiric part. The 
subjective ontology is an important part of the interpretive epistemology, and creating 
understanding via interpretations is the researchers way of moving from empiric observations 
to theories (inductive use of theory) (Johansson Lindfors, 1993, p.57). Therefore, all of our 
previously discussed methodological selections are both connected to each other as well as to 
our topic. With an inductive approach, the empiric observations is underlined by the 
knowledge and experience regarding the topic that has evolved over time with the research 
(Johansson Lindfors, 1993, p.58), and this can be connected to the previous discussion 
regarding the importance of understanding ones background and its role in the research. 

2.4 RESEARCH METHOD AND TECHNIQUE 
 
Regarding research method and technique we have decided to use a qualitative research 
approach with qualitative analysis. We base this decision on our previous selections of 
performing exploratory and investigating research with subjectivist ontology, an interpretive 
epistemology and an inductive use of theories as well as with regards to our topic. The 
qualitative research method is by some understood to stand for research performed with an 
inductive use of theory and subjective methods for data collection and analyzes (Johansson 
Lindfors, 1993, p.72). Literature often suggests this method to be the most suitable when the 
goal with the research is to understand “how” and “why” questions regarding the selected 
topic and problem (Kent, 2007, p.49-55). Qualitative research methods hopefully bring 
“insightful” analyses of each case studied and perhaps also how they relate to each other. 
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Qualitative approaches are also said to be more flexible than quantitative ones, since they can 
be modified as the research progresses (Kent, 2007, p.250-251). The “how” and the “why” 
questions are the ones we primarily aim to answer with the help of our interviews and these 
answers will contribute to our analysis and understanding and that’s yet another evidence that 
a qualitative approach is most suitable with regards to our topic. We will have to closely 
consider the language we’ll use in our interviews, since the interviewer can effect the 
respondents to answer a certain way just by framing the questions a certain way. Qualitative 
research is based on open-ended interview methods, which we are going to apply in our 
research in order to hopefully get in-depth answers we then can use in our investigation as a 
basis to interpretations. The open-ended interview method is based on interviewing without 
constrains of pre-coded questions (Kent, 2007, p.99). When performing our interviews, we 
will use an interview guide approach which means that we will specify topics and issues we 
want to cover in advance and decide the sequence and working of questions in the course of 
the interview (Cohen et al, 2007, p.353). The topics and issues we will include in our 
interviews will be taken from our theory section, since the interviews should cover something 
not present in current literature and theory and thereby contribute to our investigation. The 
reasons to why we chose this interview approach are several, first we consider this approach 
most suitable with regards to our topic, since it will allow the respondents to speak their mind 
and make interpretations regarding our subject. Second, this approach will allow us to adapt 
our interview to some extent to the respondent, which will make the “flow” better and allow 
us to hopefully get the most out of every answer we’ll get. Third, this interview approach 
allows us to keep the interview somewhat “conversational” and we think this is something 
that can affect the thoroughness of our answers, which will contribute greatly to the quality of 
our analysis. One mentioned negative aspect of this approach is that answers can be very 
different, and this can mean that the comparability of answers may be reduced. However, 
since our goal is to investigate, explore and understand the topic we think that answers being 
different only give us more material to base our analysis on, and by that we will also cover the 
potentially very different views connected to our topic. Since we are not out to generalize, the 
comparability is of less importance.  
 
When doing interviews, researchers regard knowledge as something being created between 
humans through conversations, it is a change of views between two people and the respondent 
gets a chance to express his or hers interpretations regarding the subject (Cohen et al, 2007, 
p.349). Since we are aiming at understanding, investigating and exploring we consider the 
respondents interpretations regarding our topic as a crucial part of our work and that further 
validates our decision of using interviews. So, we consider a qualitative research with a 
qualitative analysis technique as the one most suitable with regards to our topic about what 
and how different drivers affect company processes with regards to changes being made 
towards a more environmentally friendly company focus. For our interviews, we will use the 
interview guide approach to explore and interpret our topic. 

2.5 COLLECTION AND ANALYSIS OF INFORMATION 
 
The first step in our data collection is the collection, examination and analysis of articles and 
documentation that has been done in the field of our topic and for this; we have used 
published secondary data (Kent, 2007, p 73).  We will analyze the data in terms of relevance 
to our topic, believability and quality. The published sources include articles we found from 
nongovernmental sources (journals and magazines) as well as some publications made by 
international bodies (for example the European commission statement from 2006). We have 
made sure, as far as possible, to ensure the articles we have used are of scientific nature by 
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closely checking the origin, author, publishing paper and date of the articles. By using 
Business Source premiere (EBSCO) as our primary source of finding articles we have done 
our best to try and make sure that the articles we use are of upmost relevance and reliability 
with considerations to our research. From the articles, we will gain valid input regarding 
what’s been done within the field of our topic; we will also gain statements and theories we 
can use as basis underlining our empiric section. 
 
The second step of our data collection is the examination and analysis of literature and books 
regarding our field of research. This is primarily done to find material for our theory section, 
as well as work (alongside with the articles) as a basis for our outlining of issues and topics 
for the interviews. From the books and the articles we will be able to find the topics and issues 
not covered in today’s literature, and thereby be will have a base for investigating, exploring 
and understanding how different drivers might/do affect company processes when a change is 
to be made towards a more environmentally friendly organization. We will use books we find 
connected and contributing to the understanding and investigation of our topic. All literature 
included in our work have been scrutinized to make sure they are trustworthy, fit our subject 
and contributes in a positive way to the investigation and exploration of our topic.  We 
consider our used sources as both reliable and believable, and we find them very useful in 
helping to push our work forward towards finding new insights regarding our subject. 
 
The third and final step in our data collection is the interviews. We will perform the 
interviews with managers within companies currently working with some kind of 
environmental perspective. The overall goal of interviews is to give the respondent a chance 
to express in a unlimited way their own opinions regarding the topic (Johansson Lindfors, 
1993, p.120), and here again is the importance of wording and sequence of questions 
important to consider (as mentioned earlier) These interviews will we transcribed via 
inductive coding (Johansson Lindfors, 1993, p. 141), where we will categorize and group the 
answers we’ll get into topics, these topics will then be analysed in terms of similarities and 
differences and if needed, they will be further grouped into smaller groups with common 
features. We will summarize the information from our interviews into relevant categories as a 
preparation for the analysis part of our research, these categories of interest will be formed by 
us based on our interpretations of the material. The analysis will grow simultaneously as the 
data categorization of our empiric material goes on and we will use constant comparisons as 
the primary analytic tool which means that as the coding goes along we develop perceptions 
regarding aspects and relations from that material. (Johansson Lindfors, 1993, p. 151) Taken 
together, all of these three data collection methods (articles, books and interviews) will 
contribute to us investigating, exploring and understanding our topic.  

2.6 THEORY SELECTION 
 
To keep our imposed structure of our work (drivers affecting “Processes” affecting 
“Outcomes”), the first theory we will handle is the stakeholder theory. This theory will set the 
stage for us understanding who the drivers of change for a company is/might be, and how 
those drivers can/might affect a company to change their in-house processes, the stakeholder 
theory will hence help us to understand the nature and role of these “drivers”. Connected to 
this theory we also use the Maslow theory regarding hierarchy of needs, this in order to bring 
even more insight and understanding on what affects and drives stakeholders, and in 
particular the stakeholder “customers” since we find this group to be by far the most 
mentioned and considered in today’s literature. By understanding the reasons behind actions 
we can also better understand the “why” regarding stakeholder influence, why are they acting 
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like they do? How are they acting towards the company? a.s.o. We will also include the 
decision making theory Solomon et al (2006) in this section to further enhance our 
understanding of what forces drive stakeholders. To bring understanding to the issues of what 
major forces affect both stakeholders and companies in the market, we will finish our driver 
section of the theory part with a short examination of Kotler & Kellers (2006) theory 
regarding the four over-all market forces affecting every actor on the market. 
 
The next section of our theory chapter will be connected to the processes within a company 
and how these might be/are changed when faced with pressure from drivers. We start this 
section with the article by Zint (2010) which point out the difficulties with implementing and 
evaluating processes. We then continue by examining Dafts (1998) four forces affecting the 
structural design of any company. This theory will help us understand the overall forces 
affecting any company’s design and structure. We connect these four variables with Jones 
(2006) who discusses the importance of these influences and how they affect different part of 
an organization. We also use the article by Erickson (2008) in this section since this article 
gives insight into the changing market and what implication it has on organizations and 
companies.  We’ll then move on to examine model called “Sequence of elements for a 
successful change in the design of an organization” by Daft. These five elements will help us 
to gain understanding of how in-house processes can be changed, and what parts are crucial to 
include to bring about a successful change. These theories, connected to what we now know 
about stakeholders, will provide us with a great basis for understanding and further 
investigating our topic. 
 
In the final section of our theory chapter we will move on to the last step in our model, the 
outcomes of process changes affected by the drivers. We separate these outcomes into 
internal- and external outcomes. To investigate the internal outcomes we will use theories 
regarding BSC (Balanced score card) and the newly developed SBSC (Sustainable balanced 
score card) by Leon-Soriano et al (2010). Furthermore we will use theories concerning 
communication and attitudes to investigate the internal outcomes, theories by Heide et al 
(2005), Larsson (2008) and Miller (2006). The external outcomes are investigated by looking 
at theories consernng competitive advantages and economical profits by Cravens & Piercy 
(2009) and Jahdi & Acikdilli (2009). Taken together, these theories connected to the 
previously mentioned will serve as the basis for our empiric section, since these theories will 
show where additional information is needed with regards to our topic.  

2.7 CRITICISM OF SOURCES 
 
Bell (1999) gives a couple of clear guidelines one can follow when the sources for 
information are to be investigated. For example, one can ask questions like; Have this source 
been cited by other researchers? Are the references in line with current research development 
within that particular area? (Bell, 1999, p. 66) We have tried to follow these guidelines when 
examining our sources, and from that examination we consider them quite good. However, 
the point about the references being in line with current research development is a bit hard to 
fully check, since we realize that we as student researchers possess limited knowledge about 
our field per say, which can lead to some of our articles being a bit “outside” the current 
development track. We have included only sources we find relevant, but our judgement is not 
perfect which we realize can affect the relevance of our sources connected to our topic to 
some extent. However, all of our used articles are of scientific rigor and connected to our 
topic, which we consider makes them reliable and valid to our work.  
 



13 
 

The books we have used are well cited and used by others, they are also published mostly by 
well known publishing houses (such as McGraw-Hill, Pearson Prentice Hall and International 
Thomson Publishing) and therefore, we find them believable to use. We have selected and 
used parts we find suited to our topic, and again our judgement might make us select material 
not completely in the line of the current research development. However, we have found the 
literature very useful and contributing to our understanding, investigation and exploration of 
our topic, which makes them relevant according to us. In some parts of our method section we 
used method books written in, or translated to, Swedish, which might create questions 
regarding the accuracy of our translations of the material. This is however not something we 
consider being a problem, since we are highly familiar with writing in, and translating to, the 
English language. We also made sure our translations were correct by having others look at 
the translations and validate them (for example one person educated in teaching high school 
English). Our search, use and rejection of sources have been with considerations to our 
subject and our own believes regarding what theories and articles are most valid for us to use 
with regards to our helping our work forward. Overall, we consider the sources we used to be 
out of high quality and validity, both by themselves and connected to our topic. 
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3. THEORY 
 
In this chapter we will present the theories we have found to be appropriated to our problem 
and to the purpose of our study. We have divided these theories into three parts, theories 
concerning the drivers, theories focusing on the process and finally theories concerning the 
different outcome of the processes.  

3.1 THEORETICAL PERSPECTIVE 
 
Which authors we have used for this section can be derived from the model below, where the 
connection between authors and which part we have used them in also is shown.  
 
      Drivers  Process                Outcome 
 
 
               
 
                   
 
 
 
 
 

                   
 
 
               

Figure 3.1 Theoretical Perspective 

3.2 DRIVERS 
 
Organizations are said to have a responsibility to do more than just “satisfying” the customers, 
stakeholders or the society’s needs, organizations need to continuously work on changing 
these values and create new needs along with these values. Companies are also urged to 
consider environmental questions as opportunities and not as threats (Barin & Avila, 2009, p. 
1177). It is also important to generate social-environmental awareness among employees of a 
firm and there’s a need for an attitude within the company that encourages employee 
awareness regarding environmentally friendly goals. Employees who perceive strongly 
encouraging signals on the part of their company have a greater probability of developing and 
implementing creative ideas that positively affect the environment. These individual attitudes 
can be called “eco-initiatives”, which is defined as any action made by an employee based on 
the notion that that action could improve the environmental performance of the company. It’s 
suggested that these “eco-initiatives” can significantly improve the environmental 
performance of a company through for example pollution prevention, recycling and reduce 
the use of dangerous raw materials (Barin & Avila, 2009, p. 1178). This can be further extend 
to sustainability in a broader sense, since decreased emission and pollution have a social and 
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economical dimension i.e it can decrease the cost for energy as well as increase the positive 
response from society. 
 
Current research has identified three drivers with a lot of power over a company and its 
practices. These three drivers are all part of Freeman (1984) model of stakeholders. We will in 
this chapter look into these three stakeholders as well as the additional stakeholders 
mentioned by Freeman (1984) as having power over companies as we think it can serve as a 
help to us finding information about drivers affecting a company’s process. 
 
In order to understand the drivers that affect companies to change their in-house processes we 
first need to understand the nature and role of these drivers. To help with this, we will use the 
stakeholder theory, since all of our previously mentioned “drivers” are stakeholders in the 
company. Stakeholders are defined as “Any group or individual who can affect, or is affected 
by, the achievement of a corporation’s purpose. Stakeholders include employees, customers, 
suppliers, stockholders, banks, environmentalists, government and other groups that can help 
or hurt the corporation” (Freeman, 1984, p.vi). Stakeholder theory is said to combine the 
pursuance of business goals and responsibility towards a firm’s stakeholders (Plaza-Ubeda et 
al, 2010) and the influence of stakeholder pressure on a company adopting environmentally 
friendly practices has been well established in literature (Sarkis, Gonzalez-Torre & Adenso-
Diaz, 2010). To involve stakeholders in corporate decisions and strategies is thought to be 
both a requirement and a valuable strategic resource that may give a company competitive 
advantages and activities deployed by firms to know their stakeholders and their demand is 
the first step for the company to include and integrate their stakeholders in their processes 
(Plaza-Ubeda et al, 2010). These are all reasons to why we find the stakeholder theory 
appropriate for us to use with regards to our topic. (Model below adapted form Freeman, 1984, 
p. 25) 
 
 

 
Figure 3.2 “Stakeholders” (Freeman 1984, p. 25) 

 
Knowledge of stakeholders is said to include the identification and knowledge of stakeholder 
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demands and integrate them into corporate management. (Plaza-Ubeda et al, 2010) All firms 
are said to face two different kinds of forces that can bring change to the company, the 
internal change forces (the owners, the customers, the employees and the suppliers) and the 
external change forces (the governments, the competitors, the customer advocates, 
environmentalists and media). All of these stakeholders can be, and often are, the cause and 
reason for company change their processes or strategies, but there is a difference between 
companies in which stakeholders are mostly prioritized and listened to. (Freeman, 1984, p. 8-
22) It has also been said to be necessary for any firm to identify a set of practices in-house to 
incorporate stakeholders’ demands or desires in the company’s decisions in order for the 
company to be able to respond to these demands and wishes (Plaza-Ubeda et al, 2010). From 
our previous discussion, we clarified that the three most important drivers of change 
mentioned in current research are the customers, the employees and the governments/social 
society. By making this distinction, both the internal change forces as well as the external 
change forces are covered. But, there are still a number of forces not covered and these may 
be of equal or even higher importance to a firm in reality. We will now take your through the 
three most mentioned stakeholders and then move on to handle the other ones.  
 
The customer in today’s society has a lot more options available on the market, which also 
makes their power towards the companies increase since they are now in the position to desert 
a company not fulfilling their wishes and instead engage in business with a competitor to the 
firm. The customer has the power to indirectly impose new standards towards the company by 
demanding for example “green” products and companies are then indirectly “forced” to oblige 
the customer in order to keep them doing business with them and not competitors. The 
competitiveness of organizations today has gone beyond just building quality products at low 
cost in a timely manner and the environment and natural focus is now the centre of a new, 
broad, sustainability competitiveness that a lot of firms today faces (Sarkis, Gonzalez-Torre & 
Adenso-Diaz, 2010). Customers expressing their demand for environmentally friendly 
products and companies are many times the centre of the new sustainability competitiveness 
amongst companies.  
 
The hierarchy of need (Maslow, 1987) is something we consider to be relevant in this 
discussion since people today; especially in the “west” have “climbed” far up the hierarchy of 
needs model, otherwise called the “pyramid”. People, employees, customers and managers in 
today’s society are focusing on the final step in this hierarchy, Self-Actualization, and how 
they can reach self – fulfillment. Customers can demand and request more environmental 
friendly products, demand that companies decrease their pollution, request products that the 
companies can prove to be constructed or produced in a human and ecological way and by 
doing this, they can be drivers of change. This of course has an impact on the companies, 
what they can sell and produce and how they design and change their internal processes. As a 
respond to these drivers, during the last couple of years we have seen companies starting to 
focus more towards the green aspect of production and distribution, boosting their image to be 
more environmental friendly.   
 
As discussed previously, customers are important “drivers” of change in company processes. 
When we further connect this discussion to Maslow’s (1987) theory of needs we see that it is 
indeed very important for companies to be attentive and listen to these stakeholders. Not 
listening or changing too slowly to adapt to these needs of the stakeholders might hold 
companies back. This could for example mean that a company misses an opportunity to enter 
a market, gain a new customer or attract better employees. In the case of existing customers 
this would probably lead to dissatisfaction and thereby the company could lose important 



17 
 

business opportunities. Managers not listening to their employees’ ideas can create a bad 
working environment, where the employees might feel that they cannot grow and reach self- 
fulfillment.   
 
The theory by Maslow (1987) is a good tool for us to use in this thesis since it helps us to 
explain how different customers react and the reasons to these reactions and it gives hints and 
ideas to what a company’s’ drivers are motivated by. But there are a lot of things in addition 
to the Maslow theory that can influence a customer. We all go through a five step decision 
making process when we are to buy something and we can thereby easily be influenced by 
other people in how we interpret messages, information and how we evaluate this. One 
important aspect that influences humans are other groups of people. Solomon et al (2006, p 
351) writes that there are three forms of reference groups a person can connect himself or 
herself to. Informational influences are influence when people are searching for information, 
being influence by professionals, celebrities, and people who works with the product. 
Unitarian Influence, is when a person is influenced to act in a certain way or purchase a 
certain product because of the expectation the person want to live up to, this can be towards a 
group of friends, family or work associates. With Value – Expressive influence, buying a 
brand will help the person to boost their self image, since people buying a certain brand can 
be perceived to be more respected and admired then others. (Solomon et al, 2006, p 351) 
 
In these three groups, a bundle of reference groups can be identified. Family, friend, work 
associates, celebrities, professionals, idols etc. All of these groups have some type of 
influence on humans and customers. While this influence can differ a lot between how strong 
it is and how it affects a person in the decision making process, the influence is still there. A 
person might buy a certain type of car because of group relations, a car he would not have 
bought if he had a different set of friends, work associates etc. Hence, it is crucial for a 
company to understand how their stakeholders are influenced. The companies might not need 
a detailed map to accomplish this, depending on context and situation there are always people 
with more influence than others. Solomon et al (2006, p 374) call these people Opinion 
Leaders, people that have a lot of knowledge about products and whose advice is taken 
seriously by their surroundings. Identifying these people can be a good way to ensure that an 
organization is keeping itself update to what their customers want. As these opinion leaders 
are present in most groups of people it can be very important to identify them, not only from a 
regular selling / production point of view but also in order to understand how the customer or  
employees are feeling, reacting or thinking with regards to new products or changes taking 
place within or outside the company.  
 
The next stakeholder researchers have argued can be one of the most important to manage is 
the employees of the firm and specifically the “culture” or “shared values” within the 
workforce (Freeman, 1984, p.10), and we can connect this to our previous discussion about 
the fact that “eco-initiatives” and favourable employee attitudes is said to be a crucial part of 
companies succeeding with enforcing a sustainability goal and redesign their internal 
processes to accomplish this goal. The employees are important drivers of change within the 
company, since they can affect the internal processes of the company in a much more direct 
way then for example the customers. Employee satisfaction is also something all firms should 
work on creating, since a lot of research has shown a positive relationship between positive 
performance of firms and in-house employee satisfaction. Developing the necessary 
organizational knowledge to adopt and implement environmental initiatives requires 
developing knowledge and capabilities within the firm, and this entails educating and 
empowering employees to make them comfortable and encourage them to take own initiatives 
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and actions to reach the company goals. (Sarkis, Gonzalez-Torre & Adenso-Diaz, 2010) 
Hence it is very important for companies to acknowledge employees. For example it would 
not be good for a company to have a very influential employee dissatisfied with a company 
manager or a specific process within the company. This could easily lead to other people 
becoming dissatisfied and by that threaten the production and success of the company. The 
theory of how people are influence by other groups of people and the importance of opinion 
leaders (Solomon et al, 2006) is a good example of how an employee can have a big influence 
over a company, and hence be the driver of change. 
 
The employees are the working force and if their needs are not considered and if their ideas 
and whishes are not fulfilled a company can easily lose ground to competitors. Employees 
have a lot of power over organizations; to ignore them can have dire effects on a company’s 
productivity. Employees can for example demand to have “eco-food” in the cafeterias, better 
handling of paper products, “greener” goals and motives from their managers and by that be 
the drivers of change. Hence, the “driver” employees can be an important part of the changes 
taking place within an organization, and managers can facilitate positive behaviour via 
education and empowerment of employees. However, we do not yet know to what extent and 
how this is done in reality. 
 
The governments and the social society is the last of the drivers that current literature has 
identified as influential ones. Companies are facing numerous sets of regulations from the 
governments, and companies doing business at an international level faces even more of them, 
sometimes also a number of conflicting ones (Freeman, 1984, p.15-17). Companies today 
must comply with a growing number of environmental regulations to not risk facing legal 
actions, penalties and fines. Equally important is that a company doesn’t want to risk hurting 
their public image or customer relations by not complying with existing laws and regulations 
(Sarkis, Gonzalez-Torre & Adenso-Diaz, 2010). The government can hence be very powerful 
driver of company change, and this driver also has the power to severely damage a company 
both economically and image- wise if their requirements are not met. Regarding the social 
society, we can connect this term to three of Freemans (1984) mentioned external change-
forces, the customer advocates, the environmentalists and the media. All of these forces 
posses the power to influence the market, and thereby the companies. Customer advocates 
represent the customers view against the companies. Some consumer advocates are accused of 
constantly seeking attention and media coverage, and deliberately finding issues to pursue that 
appeal to both the media and the majority of the public (Freeman, 1984, p.18). The concerns 
for environmental quality traces back to the 1960s, where the focus was put on clean air, 
water and land (Freeman, 1984, p.20). Today, the basic idea of the environmentalists is still 
the same, but with more specific focuses such as reducing consumption, stop pollution from 
factories, promote recycling, stop global warming, reduce the power of multinational 
companies and promote fair trade agreements protecting environment and humans. No doubt, 
the public focus on environmental issues has increased immensely the last ten years, and this 
development is much thanks to the increased media coverage of these issues. Mass 
communications technology has changed the role of the media with regards to business. More 
than ever, organizations find themselves and their actions open to some form of public 
scrutiny (Freeman, 1984, p.22).  Media plays a crucial role in any business and company, and 
an unflattering message about the company, the product or even the characteristics of the 
company manager can have devastating consequences for the firm.  The current media focus 
on companies’ obligation to act environmentally friendly makes the media a powerful tool for 
companies to use in order to promote their focus.   Combined, the customer advocates, the 
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environmentalists and the media connected to the driver social society can be a very 
influential one on company’s and their practices. 
 
The competitor is another stakeholder Freeman (1984) acknowledges as an important factor 
with power and influence over a company. The competitors were not one of the currently 
most mentioned drivers in literature. Though it can be argued that this stakeholder actually 
have a lot of interest in- and power over- a company. According to Anderson et al (2009) it is 
very important for a company to know what their competitor is doing and competitive 
intelligence has become a quite important part of a business operation. Competitive 
intelligence can help a company to strengthen their position on the market or to fight of 
competitors. Hence it can be argued that a company therefore should look closely at what its 
competitor is doing. If a competitor would implement a new way of making business or a new 
way of approaching customer their competitors will probably be interested in the same 
solution if it would prove to be more profitable or efficient. Depending on what market a 
company is active in and what type of customer they have, the type of influence competitors 
have on each other will be different. In a high competitive market companies will have to be 
able to change according to customers need. Hence if a competitor found a way to attract new 
or more customers, other actors on the market will probably follow and implement the 
changes as well. We think that competitors actually may be a very influential driver of change, 
but it might become a bit challenging to determine as a fact in this research. It can be the case 
that our respondents are quite resilient to admit if they in fact place more weight on what 
competitors are doing than customer demand when making in-house changes. Furthermore we 
think it can be hard to define if a company has changed because of a competitor’s action or if 
it in fact were the change in the customer market that where acting as a driver for the 
company. However, the driver competitors are not something we can ignore, and therefore we 
add this one to our three previously mentioned ones. 
 
The owners could also be argued to have an impact on a company’s change towards a more 
environmental focus. As this stakeholder according to Freeman (1984) can be perceived as an 
important actor and influencer in a company. The ownership of a company can be very 
different due to the size of the firm and in what market the companies are acting in. Though 
most that are seriously competing in their markets are public limited companies and have 
therefore a lot of owners in their share holders. Since the share of stocks is very different 
between companies it cannot really be argued that some companies in specific markets are 
more influenced by their owners then other. Hence it will be very interesting to investigate 
this further and see if there are some companies valuing their owners as more influential than 
others. It will also be interesting to see if owner demands of for example cost reductions or 
profit have an impact on company direction. By this, we add the owners as another possible 
“driver” of company change.  
 
The suppliers are stakeholders that can be said to have a lot of influence over companies since 
many companies are relying on their suppliers to deliver production parts etc so that the 
company can produce their own products, hence if a supplier would fail or stop to supply the 
company would suffer. However, this can also be viewed from another perspective. There are 
a lot of actors on the market and suppliers too have a lot of competition, which can make 
suppliers forced to oblige the company the deliver to in order for that company to not switch 
and do business elsewhere. According to Anderson et al (2009) businesses selling to other 
businesses must be able to create supreme value in their delivering. If this cannot be achieved 
the company the supplier is selling to will probably start doing business with another 
supplying firm instead. This relationship is of course somewhat different between markets. In 
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some markets the suppliers have a lot of power, for example in the petroleum market the oil 
companies have a lot of power over the companies they are delivering to. In other markets the 
suppliers have very little power and are easily changeable, for example IKEA have a lot of 
power since their suppliers are constructing simple products and can be easily replaced if they 
are not living up to IKEAs standards. Therefore the suppliers can be very powerful and 
influential in some markets but at the same time have very little power over their business 
customers in other markets. We will add suppliers to our possible “drivers” of change as well, 
even of we on a personal note consider the previously mentioned drivers to have more power 
and influence on company change. 
 
Conflicting stakeholder interests and focus is something widely discussed in literature, and we 
will try to map this phenomenon with the help of our interviews, by for example asking if any 
of the mentioned drivers are more or less important, how the drivers are evaluated with 
regards to their importance and how much they actually affect company processes.  
 
To summarize, the Freeman (1984) model of stakeholder gave us nine examples of 
stakeholders, divided into internal- and external change forces and we looked deeper into 
them. Research has also stated that adapting to the stakeholders’ demands is a very important 
issue for firms to consider, since companies need to propose and carry out suitable actions to 
meet these demands. (Plaza-Ubeda et al, 2010) Questions we have yet to answer after this 
section are for example which ones of these drivers possess influential power towards 
changing a company’s structure and focus. We also do not know if these drivers are the same 
ones that companies think are important, and if not, which “drivers” do they consider as 
affecting their business practices? Hopefully, our empiric part will help answer these 
questions.  

3.2.1 Macro Influence on Company Strategy 

Every company is affected by the environment in which they exist, and there are forces 
besides the stakeholders affecting the company strategy and the goals that company pursues. 
Kotler & Keller (2006) addresses four over-all market factors affecting every company, both 
directly and indirectly via the stakeholders since they are also affected by these forces. The 
four are labelled demographic/economic environment, technical/physical environment, 
political/legal environment and finally, social/cultural environment (Kotler & Keller 2006, p. 
27). All of these factors affect the buying and purchasing power of companies, employees, 
customers and governments a.s.o and are hence a major influence on the possible “drivers” of 
company change as well as on the companies themselves. They are important to consider and 
have in the back of the mind when examining how companies do business, how drivers 
influence companies to change and how important an environmental focus is considered to be. 
These factor gives an understanding of how current trends might and do affect actors in the 
business market. We offer them here as a help for understanding the environment facing every 
actor on the marketplace, but we will not discuss these factors to a further extent in this thesis 
since other aspects of our topic is according to us more important to focus on further on. 
 
The demographic/economic environment deals with for example population growth, age mix 
and educational groups. It also deals with current economical trends on the market and other 
economical factors such as income distribution, savings/credit availability and free trade 
agreements (Kotler & Keller, 2006, p. 78-87). The technical/physical environment contains 
the pace of change in the market, the innovative rate and the innovative opportunities of the 
market and the R&D budgets, the raw material usage is also a part of this factor (Kotler & 
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Keller, 2006, p.92-93).  The political/legal environment deals with for example the increase in 
business legislation, current trade laws and regulations regarding tariffs (Kotler & Keller, 
2006, p.93-95). Finally, the social/cultural environment has to do with the cultural values of a 
country, the existence of subcultures and differences in views of society, nature and universe 
(Kotler & Keller, 2006, p.87-89).  
 
We have now investigated stakeholders and forces affecting these stakeholders, we did this in 
order to gain a deeper understanding of the drivers that might/ do affects a company why 
these drivers can be the reason to why company processes are redesigned. A want or a need 
for more environmentally friendly products can come from any one of these drivers, however 
it’s yet to be seen what drivers in reality affects company processes to change and what kind 
of influence these drivers really have on company processes and re-designing.  Our empiric 
section will hopefully help us bridge this gap. We now move on to investigating theories 
regarding how organizations evaluate and redesign their operations, this in order to get an 
understanding for the next step in the sequence, the processes. 

3.3 PROCESSES 

3.3.1 Organization Structure, Design and Change 

Since more companies are implementing different environmental policies and strategies in 
their organizations and within their in- house processes, different evaluation programs and 
services have emerged during the last couple of years that aim to make this implementation 
easier. One of these programmes is the MEEERA or My Environmental Education Evaluation 
Resource Assistant. This program suggests an eight step model that helps companies to 
evaluate their processes (Zint, 2010). This points to how hard it can be to first of all 
implement the environmental strategies and procedures into an organization but most of all, 
how hard it is to evaluate the effectiveness and how well the environmental strategies have 
been implemented in the company. This is crucial since there are a wide range of different 
variables that can influence the in-house process and success in an organization. 
 
Daft (1998) proposes a general framework of variables that influence any company structure 
which contain four parts that all has an affect on the structural design of an organization.  
These four parts are the environment, the goals of the company, the technology and the size of 
the company.  
 
Regarding the environment influencing the company, there are two essential points of focus. 
(1) There is a need for information about the environment and (2) there is a need for resources 
from the environment. These is also a level of uncertainty regarding the environment, this 
uncertainty can be managed by examining and understanding the level of environmental 
change and the level of environmental complexity (Daft, 1998, p.51-53). As the complexity of 
the external environment increases, a company is urged to increase the number of positions 
and departments within the company, the company should also look into the possibilities of 
differentiation as well as integration and collaboration between departments (Daft, 1998, 
p.54-57). The growing focus on environmentally friendly products and companies is a force 
that makes the market uncertainty increase, since this phenomenon is something that has 
grown immensely for the last five to ten years. We consider differentiation as one of the key 
courses of action a company can take in order to gain shares from competitors, if a company 
can show a new way of “green” production they have a chance of standing out from “the 
pack”. 
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The goals of the company affect the direction the company takes in the market. Those goals 
can be separated into for example performance goals, resource goals, market goals and 
innovation goals and these goals all fit under the label “operative goals” (Daft, 1998, p. 27-
29). The stated goals work as a guide to the direction of the company, and also a signal to the 
competitors about current strategy of the company. With the environment being more and 
more complex the goals may have to be redesigned in order to meet new market demands, and 
this will be very interesting for us to investigate further in our interviews. We hope to be able 
to study if the growing environmental focus on the market has affected the companies to 
change some of their goals for the future.  
 
Technology is defined as “The tools, techniques and actions used to transform organizational 
inputs into outputs, it is an organization’s production process and include machinery and 
work procedures” (Daft, 1998, p.73). Today’s companies are said to strive for being more 
flexible in order to be more equipped to cope with a changing market environment, and new 
technology may influence organizational structure to become more flexible. However, 
decisions about organizational structure may also shape or limit technology. Technology of 
the firm is hence interacting with the structure of the firm (Daft, 1998, p.73). This is further 
supported by Erickson (2008) who discusses the importance of technology in today’s market 
and how important it is for companies to stay updated and continuously develop their 
organization. Erickson (2008) discusses how changes in the market will push companies to 
adapt since the new trends of technology, skills required and capabilities connected to this 
change will alter the fundamental structure and design of many companies. When we analyze 
the processes of the companies we’ve selected to investigate, it will be very interesting to see 
if they have made/will make any technology or structure changes in the firm to meet the 
increasing demand for environmentally friendly products. It will also be interesting to see if 
flexibility with regards to technology is something they value. 
 
The size of the firm refers to both to the actual size of the firm (large vs. small) and the 
internal structure of the firm (degree of formalization, decentralization and complexity) (Daft, 
1998, p.102-110). For our research we will chose companies big enough to have quite well-
known names, and also with a stated focus of being environmentally friendly is some way. 
Besides that, we will not investigate the firms in term of for example degree of formalization 
of decentralization since this would be more about the individual firms internal decision 
making processes and hierarchical structure, and that’s not our focus in this study.  
 
This theory by Daft (1998) is supported by Jones (2006) and the theory of a company’s 
building blocks. This theory states that a company is built up by four building blocks: the 
strategy, boundaries, internal structure and governance (Jones, p. 167). Within these building 
blocks there are different aspects shaping the organization. One important aspect that is 
present within every building block is the change pushed forward by the environment, which 
is one of the four variables Daft (1998) mentioned as influencing any company. The other 
three variables are also present in the discussion on features shaping and changing these 
building blocks, hence we see a big similarity in how Daft (1998) and Jones (2006) views the 
different forces or variables influencing an organization. 
 
As we now have discussed the four parts that affects a company’s structural design and the 
evaluation processes needed, we will move on to investigate what is called as the “Sequence 
of elements for a successful change in the design of an organization” (Daft, 1998, p.187)  
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The Organization 

 
Figure 3.3 “The organization” Daft (1987, p.187) 

 
For a change to be successfully implemented, company managers must make sure each 
element occurs within the organization, is one element missing the change process will fail. 
The five elements are (1) ideas, (2) needs, (3) adoption, (4) implementation and (5) resources 
(Daft, 1998, p.187). 
 
(1) Ideas 
No company can stay competitive over time without new ideas. An idea is a new way of 
doing things; it may be a new product or service, or a new management concept. Ideas may 
come from the inside or the outside of the company and creativity is something mentioned as 
highly valued in the ideation process.  
 
(2) Needs 
Ideas are not used if there is not a perceived need for that particular change. A need occurs 
within the organization when the manager sees a gap between the actual performance and the 
desired performance of the organization. Often, ideas are generated to meet perceived needs, 
but it can also be the case that a new idea occurs first and this stimulates the consideration of 
what needs or problems this idea can solve or which opportunities it can create. Therefore, its 
plausible for both the idea and the need to occur first in the process and therefore, they are not 
always in the order we listed them here with the idea element as number (1).  
  
(3) Adoption 
Adoption takes place when managers decide to go ahead with a suggested idea, and here it’s 
important that both managers and employees are on board and support the change. 
 
(4) Implementation 
Implementation occurs when the new idea, technique or behaviour is actually used or 
practiced. At this stage, material may have to be bought and employees may have to be 
educated to use the new idea or solution. Implementation is the final step that makes the 
previous steps worth wile, but it’s also the most difficult step. Until the new idea is used, no 
change has really taken place. 
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(5) Resources  
This is often discussed not being the final step in the process, but instead something that has 
to be available in previous steps to bring about the change. All changes require time and 
resources in order to both create and implement a new idea.  
 
In the model above we dealt with the process taking place within the organization, but it is 
also important to clarify that ideas and needs can not only be found in-house. The external 
environment affects the needs via the customers, legislation, regulations, competitors and 
labour force. The ideas are affected by the suppliers, consultants and existing research (Daft, 
1998, p.187). 
 
These models and theories helped us to get an overview of how processes within firms are 
designed and redesigned; we get a set of clear steps by which the process redesign is made. 
By starting with examining the four parts that affects a company’s structural design and then 
moving on to the five elements that contributes and decides a company’s success in process 
redesigns, we think we cover the basics and the essentials of theories concerning company 
processes and design. However these theories also raise some additional questions regarding 
our topic. For example, from which source are ideas in reality taken? Are in-house ideas 
more/less valued that ideas from ex. Suppliers? How important or crucial is the need for 
environmentally friendly products perceived by companies? Which ones of the drivers (if any) 
have an effect on the needs the company is pursuing to fulfil? From the theory we also got a 
new suggestion for a possible driver we were not aware of from the beginning, the labour 
forces. Can they be a driver for change worth noticing; is it relevant to our topic and can it be 
a driver companies will acknowledge as important? It would also be interesting to know how 
the adoption and the implementation process look in reality. To what extent are the companies 
actually succeeding in fulfilling the need or idea that started the process? Can it be possible to 
take another order of the steps, for example start with examining the recourses, then form the 
idea of the need these resources can help filling? During the adoption phase, employee 
commitment is said to be crucial and we can connect this to our previous discussion regarding 
if attitudes and “eco-initiatives” from employees are important with regards to the process 
changes within a company. This is also something that will be interesting to investigate 
further with the help of our empiric section. It would also be interesting to see what kind of 
follow up evaluation is performed in companies to ensure that the whole re-designing process 
had the intended effect. Hopefully, our empiric section will help answering some of these 
questions.  
 
Many research authors emphasize the proactive and reactive role a company should adopt 
when faced with social and environmental laws, and Payne & Rainborn (2001) propose four 
different stages that companies should go through when incorporating the concept of 
sustainability development into their strategies: basic, currently attainable, practical and 
theoretical. At the basic level, the company takes minimum action in order to fulfil the 
imposed law. The company is not convinced at this stage of the importance of these actions 
(the level reflects minimally acceptable behaviour that complies with the letter, but not the 
spirit, of the law). The currently attainable level is where the company engages in activities 
required by law that are related to sustainability, but the only purpose of this action is to 
guarantee greater short-term financial benefits than the cost that the action entails (reflects 
behaviour deemed moral, but not laudable, by society). At the practical level, the company 
performs an environmental and social “responsible” action because they understand that this 
is considered the “right thing” to do and because they realize that this may bring opportunities 



25 
 

to enter new segments (reflects extreme diligence toward moral behaviour; achievable but 
difficult). At the last level, the theoretical one, the company engages in socially and 
environmentally responsible actions because they feel that this must be done for the “well-
being” of everyone, and they have truly incorporated the concept of sustainable development 
into their strategy (reflects the highest potential for good or the spirit of morality) (Payne & 
Rainborn, 2001, p.161-164). We will use these four definitions to investigate the possible 
process change that takes place within the company when a change of focus is to be made. 
We hope that in our empirical section we will find answers to the question about at which 
“stage” the companies we investigate are at.  The change towards a more sustainable focus 
almost certainly has an effect on the processes of the company, and this will be very 
interesting to investigate further.  One other interesting aspect is to investigate how a 
particular company goes from simply responding to the drivers request towards adopting a 
complete environmentally focused strategy. Which forces besides the drivers can affect a 
company to redesign their existing processes?  

3.4 OUTCOMES 
 
The process of incorporate environmental focus in a company can have many outcomes. We 
have divided these into “Internal” and “External”. Internal outcomes are the outcomes that 
can be identified within an organization, a change in how employees work or different 
demand from managers. While External outcomes are the outcomes other actor can recognize, 
like financial performance or competitive advantage. 

3.4.1 Internal Outcomes 

Company’s efforts towards a more sustainable development is predicted to steadily increase 
worldwide over the next decade and the predicted drivers of this change is said to be market 
forces, rather than government policies. These market forces are predicted to affect the 
companies via a rising demand for sustainable goods as well as a changing pattern of demand 
for natural resources (Salierno, 2006). Leon-Soriano et al (2010) denotes that the context of 
the market and enterprise strategy management is more challenging today than ever, and 
sustainable interests are more pivot than ever before. Some researchers have identified the 
balance score card (BSC) as a way to help develop a conceptual framework of sustainability 
management. A further development is said to be the sustainable balanced scorecard (SBSC), 
which clarifies the importance of making sustainability strategies a part of the BSC equation 
as well as acceptable for all stakeholders. Since the environment is continuously changing 
around the company, that process of strategic planning is a continuous process within the 
company and companies use strategic planning to anticipate and respond to dynamic market 
changes, the market focus more aimed at sustainability practices is one of those changes. 
There are many stated expectations regarding the return of sustainable and socially 
responsible management of corporations, one of them is that companies could be able to 
increase their shareholder’s values and at the same time act responsible towards society and 
stakeholders. A series of steps is proposed for the designing and implementing of a SBSC and 
one initial point is the analysis of the stakeholders. With the stakeholders in mind, the mission 
statement should be reformulated with sustainability concerns in mind and defining a set of 
values that has to be suitable for all part of the company’s’ environment. (Leon-Soriano et al, 
2010, p. 250, 252, 256) Current literature suggests that sustainability strategies can be 
classified according to their strategic orientation (market or society) as well as according to 
their strategic behaviour (reactive or proactive). It is suggested by some that employee 
involvement in the strategic definition and design can be one way to increase the chance of 
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succeeding with the new strategy, since employees often have input and objectives relevant to 
the company (Leon-Soriano et al, 2010). 
 
Leon-Soriano et al (2010) further suggests a number of factors contributing to the success of 
an SBSC strategy. These are to use step-by-step planning (dividing projects into stages), to 
use trained and experienced consultants in sustainability (use people capable of transferring 
the needs of the business to the strategy map), to get end-users involved in designing the 
SBSC (work close to the end-user since the project has to be both useful and usable to those 
who are going to utilize it) and finally, to use permanents control and evaluation of the 
sustainability strategy (the sustainable strategy should be under continuous development and 
evaluation, it should also be systematically measured, controlled and analysed in order to 
possibly improve the results of it). Despite these suggestions, it is said to still be a lot of 
research left to do until sustainability is adopted by organizations in its wider range, and to 
date there is no universal agreement on how to design a SBSC strategy. (Leon-Soriano et al, 
2010, p. 266) 
 
The outcomes within an organization due to a change to a more environmental focus can 
hence be difficult to assess since it takes time and effort to use SBSC. Furthermore the type of 
outcomes from the implementation of environmental sustainability can be very different 
depending on what it is that drives this implementation.  
 
A company or an organization can be managed in several of different ways. In the beginning 
of the 20th century Heri Fayol composed theories concerning what managers should do, 
“Elements of management” and how the managers should enact these elements in “Principles 
of management” (Miller, 2006, p. 5). These early theories were focused on efficiency and 
productivity through systems of power and control. Hence aspects like employees’ needs and 
feeling were neglected. It is important to regard employees’ emotions since in most of today’s 
workplaces the employees have some type of emotional contact that can affect the company. 
For example, a flight attendant must be perceived as happy and cheerful during the flight 
hours. There are of course different level of emotions needed depending on what a company 
produces, sells or what type of position a employee have. Emotional labour refers to jobs that 
need a higher involvement from the workers, job were the employees have to display a higher 
amount of emotions (Miller, 2006, p. 241). Furthermore, emotions are a part in the day-to-day 
workplace relations. According to Miller (2006, p. 243) people have co-workers, employees, 
bosses, CEO: s that they do not like. Hence, when working with these co-workers there is a 
chance that feelings like anger or frustration will be created or sustained and thereby affecting 
the working environment within the company. Therefore, sustaining a good environment 
where people are able to work together without disturbing and  creating negative emotion is 
important, this is something Larsson (2008) agrees with. Larsson (2008, p. 82) writes that the 
internal communication is important when the company wants to create a good environment 
were employee emotions are heard and were employees are participating in the organization, 
since it can work as a motivating tool and hence affecting the overall process and profitability 
of the company. Heide et al (2005) describes an organization as a social system where 
communication is the tool that keeps the system alive. The internal norms, values and ways of 
thinking an organization is built up with could not exist if the employees and people working 
within the organization did not communicate. The internal communication is also well 
connected with employees’ attitudes. Because a person’s emotions affect what type of attitude 
that person has. If an employee is angry or frustrated there is a chance he or she will have a 
pessimistic attitude for a new task or when dealing with customer or other employees. It will 
be interesting to see if we through our empirical work can find some connection to this aspect 
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of the internal organization. Do implementing environmental practises in companies enhance 
the internal communication or emotions of the employees? Furthermore we hope to be able to 
make some conclusion about different ways companies are affected by “in-house” process 
changes and how these changes can affect various internal outcomes. 

3.4.2 External Outcomes 

It can be said to exist a lot of different potential external outcomes resulting from the 
company implementing a more environmentally friendly or sustainable focus. We will in this 
section discuss two of them, namely the competitive advantage and financial outcomes that 
might come as a result of implementing this focus. 
 
One commonly discussed and for the company very positive outcome is a competitive 
advantage and competitive advantages is something important to ever company. To be able to 
compete in a highly competitive market, companies need to have some type of advantage over 
one and another. According to Cravens & Piercy (2009, p.130) competitive advantages can be 
everything from an organization with employees who learns quickly to superior production 
facilities. Hence it can be argued that anything that helps a company to gain advantage over a 
competitor or helps a company to better compete in the market is a competitive advantage. 
With the aim towards an environmental focus companies therefore could be said to reach a 
very different advantage depending on what market they are acting in or in what situation they 
are. For example, a company using environmental strategies as a help to be the first movers in 
their markets might gain advantages. This could give them time to build up the market and 
demand for their solutions and by that gain a lot of customer. On the other hand, a company 
driven to implement the environmental focus due to pressure from competitive companies in 
the market might not experience the same amount of success or competitive advantage. 
 
As discussed in previous chapter there is research suggesting that implementing an 
environmental focus in a company and to use environmental marketing have a positive effect 
on the company’s’ profitability. This is of course a very important side effect of the 
environmental investments, and it can probably work as a very good encouraging force that 
attracts more companies to implement an environmental focus. But companies have to think 
about how they are implementing this focus, as according to Jahdi & Acikdilli (2009) 
customer have become more skeptics due to “non – ethical” companies implementing this 
focus. Hence, customers have become more aware and view companies claiming to have an 
environmental focus more critically and with more skepticism than before due to actors on the 
market making these claims without ever living up to them. The change towards a 
environmental focus or to implement environmental marketing in a company might therefore 
not be suitable for every company since it can lead to a negative effect if customers feel that 
they are being “tricked” into believing the company to be environmental friendly when it in 
fact is seen as a “non – ethical” company. 

3.5 SUMMARY OF THE THEORY SECTION 
 
In this chapter we have introduced and connected several theories to the problem and topic we 
discussed in the first part of the thesis and we have connected the theories to different parts of 
the model D-P-O (Drivers-Processes-Outcomes). Hence, we have been able to identify a 
number of possible drivers, we have discussed what affects company processes and how 
change occur within organizations and finally, we have been able to identify different 
outcomes these processes might lead to. But there are important areas that we cannot explain 
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with current research and theories. How do companies’ value different drivers, in what way 
does these drivers affect the company’s process, what is changed in the companies process, 
what type of change leads to what kind of outcomes and so on. All of these are questions 
concern areas we have not been able to learn more about and answer with the help of current 
literature and research. We have summarised this theoretical chapter a model on the next page. 
This model shows what theories we have discussed and some examples of what we still do 
not know and need our empirical part to answer. Hence the model helps us to point out why 
and what is needed from our empirical part in order for us to further investigate and explore 
our topic. 
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Figure 3.4 “Summary of the Theory Section 

 
 
 

 
 
 
 

 
Examples of what we still do not know: 

� What drivers are important to the company and why? 
� How well does the Freeman model fit reality, will our investigated companies 

mention the same ones?  

Examples of what we still do not know: 
� How do the drivers of change affect processes within and outside the companies? 
� How does the process of change start? 
� What are the companies doing today to reach their environmental goals and what 

needs to be improved?   
 

 

Drivers 
Customer, Employees, Competitors, Owner, Government/ Social Society, Suppliers, 

Media, Customer Advocates and Environmentalist 

Processes 
There are four main influential variables: environment, the goals of the company, the 
technology and the size of the company.  These are influencing the five step change 

process consistent of ideas, needs, adoption, implementation and resources 
 

Outcome 
Internal outcomes can be for example a change in employee attitudes or improved in-
house communication. 
External outcomes of the process can be for example competitive advantages or 
increased positive financial performance. 

Examples of what we still do not know: 
� What kind of outcomes will we be able to see and connect to the company’s 

environmental investments? 
� How familiar will the managers be with these outcomes? 
� Are there any particular outcomes expected in the future due to the company’s 

environmental investments? 
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4. PRACTICAL METHOD 
 

Here we’ll take you through our decisions regarding practical method for interview design 
and conduction.  

4.1 RESEARCH STRATEGY: open-ended interviews  
 
As discussed in previous chapters we want to examine and investigate the problem we have 
recognised regarding lacking research in the field of how different drivers affect company’ 
processes and what kind of outcomes this brings for the companies that are creating a more 
sustainable or environmentally focused business. There are different methods a researcher can 
use to conduct a research with an inductive view of the world. These ranges from open focus 
group discussions where respondent discuss certain issues with each other to structured 
interviews were the researcher asks specific questions to the one respondent at a time.  
 
The one best suited for our purpose is according to us open-ended interviews (with using the 
interview guide approach). Kent (2007, p 99-101) writes that open-ended interviews and 
semi-structured interviews can both be labelled as depth interviews since the reason for the 
interviews is to gain more information and knowledge from certain respondents. Kent (2007, 
p 101) continues with clarifying that the degree of structure in an interview is a clear 
differentiation between an open-ended and a semi-structured interview. In addition to this, 
Kent (2007, p 100) suggest that a researcher should consider five other issues when determine 
what type of interview is best suited and how the interview should be designed. These are; 
“who to talk to”, “type of interview”, “degree of depth”, “stimulus material” and “location”. 
When we contacted the companies we had chosen to interview we specifically asked to talk to 
managers who had insight in environmental issues and policies in the company. This means 
that the respondents in our interviews are either responsible for their company’s 
environmental and/or sustainability work or have a higher position in the company that entails 
them being very familiar with that particular work. Furthermore, we chose to perform face-to-
face interviews at each of the company’s local offices. This can have an impact on an 
interview and the results of that interview since there can be disturbing items or stimulus 
material at the company’s own office. This can be hard to prevent or to account for, since 
companies and respondents have offices in different environments. However, we think we 
were able to conduct our interviews without any major disturbance and since we used a tape 
recorder we could catch everything that was said, even through disturbing phone calls or other 
interrupting noises. We considered the steps suggested by Kent (2007) and thereby we think 
we were able to create a good and trustworthy interview environment for us and our 
respondents. 
 
These six steps suggested by Kent (2007) is further strengthen by Kvale (2009) though the 
suggestions by Kent (2007) fits within the second step of the seven step process that Kvale 
(2009, p 118) discusses that a researcher has to go through in the process of creating a 
trustworthy interview. We carefully looked through the first three of these steps before we 
conducted our first interview, namely, we formulated a clear purpose with the interviews and 
we created an interview guide through discussion and planning. According to Kvale (2009, p 
146) the interview guide should be carefully written and planned for each interview. This 
helps the interviewer to ask relevant questions and to focus on the purpose of the interviews. 
Kvale (2009, p 147) continues with describing two different ways to address the questions. 
They can be asked either thematic or dynamic. Thematic questions relate to the questions of 
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“what” while the dynamic questions relates to “how” questions asked to keep the conversation 
going and to lead the respondent into talking about their own experiences and emotions. We 
will use both type of questions in our interviews and especially the “how” questions we 
consider to be very important with regards to our topic. In the interview guide we have 
constructed questions of both natures in order to address important issues as well as keeping 
the conversation flowing and get insight into personal experience of our respondent connected 
to our topic. 
 
In addition to the consideration suggested by Kent (2007) and Kvale (2009) we used a couple 
of other regulatory consideration when looking for and contacting our respondents. 
 

� The companies had to have an office in Umeå.  
� The companies had to have implemented environmental issues into their business.  
� They companies should be selling products our services to customers and not be 

focused towards the business to business market.   
 
These were the three most important characteristics we used when searching for our 
respondents. Hence we have deliberately filtered the available companies we could contact. In 
addition to this we chose public companies since these types of respondents hopefully would 
be in a good position to giving us answers helping us to fulfil the purpose of our study: 
 

 “The purpose of this study is to investigate how different drivers affect 
company’ processes and what kind of outcomes this brings for the companies 
that are creating a more sustainable focused business” 
 

We do not think we would have been able to investigate and explore the answers in our stated 
purpose if we interviewed small companies with few employees, and therefore we have only 
interviewed managers in companies that are “big” actors on their particular markets. The 
processes occurring within smaller companies can be very hard to assess since in many cases, 
small companies only consists of one or a few person doing much or all the work. Thereby 
there is no “real” process change within these companies, but instead more of a change of one 
persons mind. Hence we chose to look for respondents in bigger companies. 

4.2 RESPONDENT SELECTION 
 
In order to be able to investigate and explore our topic, we selected and conducted interviews 
with local company managers. The companies we selected to contact are those with a stated 
goal for sustainability or environmental concern, these companies also have a clear policy 
towards how to enhance their individual environmental friendliness. These managers have a 
unique insight into the prominent drivers of change in their particular firm as well as their 
respective company’s in-house processes; they also have insight into the possible outcomes of 
the changes in processes that have been made in their company. How the term sustainability is 
understood is also interesting to investigate with the help of our selected managers. We have 
purposively chosen to contact companies in very disperse fields of business and these are 
Bostaden (in the housing business), Volvo (in the vehicle manufacturing business), Umeå 
Energi (in the energy business) and finally Norrmejerier (in the dairy business), this in order 
to get as many different inputs and perceptions concerning our topic as possible. This will 
also make our analysis and discussion of similarities and differences between our investigated 
companies reach a wholly different level than it would have had we just chosen companies 
within the same field of business. The similarities and differences we might observe will 



32 
 

according to us be so much more interesting if the companies are working in disperse fields. 
In appendix I-IV we give a background and overview of the environmental goals of the 
companies we have chosen to include in our research. 

4.3 INTERVIEW DESIGN 
 
When we designed our interviews, we used themes/topics and issues that have occurred in the 
process of writing this thesis as outline, this in order to bridge the gaps we found in current 
literature regarding our topic. Since we selected to use an interview guide approach (Cohen et 
al, 2007, p.353) we focused on finding themes of questions relevant to our topic to a greater 
extent than to formulate standardized questions used for all respondents. The four themes we 
have identified with the help of our theory section is (1) Questions regarding sustainability, (2) 
Questions regarding drivers, (3) Questions regarding processes and finally (4) Questions 
regarding outcomes. In appendix V we give a complete outline of the themes and below each 
theme or topic section we have specified some of the questions we wanted to ask, but we 
deliberately kept the actual interview as open as possible to allow the discussion to travel 
freely and by that hopefully be able to investigate and explore our topic to a greater extent 
with the help of our respondents.  
 
We tried to keep the topic sequence (sustainability first, drivers second a.s.o) for every 
interview but the discussions often travelled back and forth between our topics, which of 
course made us adapt the sequence of topics as well as the discussions went along. We tried 
as much as possible to encourage our respondents to talk as freely with regards to our topics 
and we deliberately did not try to steer the direction too much since we were out to get their 
view on our topics and themes. This of course meant that some times the discussions travelled 
out of the range of our subject, but this we consider as good since it allowed us to get a much 
more multifaceted view of the companies, the respondents and their views. By keeping the 
themes and topics quite general we were also able to adapt to different levels of knowledge 
and experience, which proved to be important since there were a lot of differences between 
the respondents with regards to for example how long they have been working in their 
respective companies (One has only worked for about six months, others for much longer), as 
well as with regard to their knowledge regarding the particular themes. This made it crucial 
for us to be able to adapt our approach and questions to our respondents.  Even if the actual 
question sequences and topics discussed varied to some extent between our interviews, we 
think we got a wide range of questions and very interesting answers. We think we will be able 
to find interesting and maybe even surprising similarities and differences between our 
respondents which will help us to a great extend when we are moving on to the analysis and 
conclusion part of our work. The answers we received will help us increase the understanding 
of our topic, and it will also help us to investigate and further explore how sustainability is 
perceived and worked on in companies, how different drivers actually are affecting company 
processes, what and how these processes have/will change as a result of this as well as how 
the outcomes of these processes are viewed and experienced.  

4.4 PERFORMING THE INTERVIEWS 
 
When contacting the companies we left it op to them to decide which day and time was most 
suitable, but we made sure to get them all under one week to keep our schedule. The 
interviews all and all took between 40-60 minutes each, where the length of the discussions 
was dependent on the one hand on the respondents’ eagerness to discuss and on the other 
hand on our questions. All initial contact took place over the phone and while calling them we 
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made a short description of our subject but without mentioning our particular themes. The 
themes were instead mentioned at the actual interview points as to give an outline to the 
interview. On the interview we were also asked by all of our respondents to again make a 
short description of our subject and ourselves.    
 
At the beginning of each interview we made sure to check that the respondents felt 
comfortable with us recording the interview. We realize that a recording device can have an 
inhibiting effect on the respondents and their answers, which means that they might change 
their answers to some extents when they know they are being recorded. (Ejvegård, 1996, p. 47) 
We prevented this as far as we could by explaining that the recorder material was just going to 
be handled and listened to by us and only used as a help when transcribing the interviews.  
None of our respondents objected to the recording device being used. At each interview we 
both participated in the discussions in order to make them as good and informal as possible 
and by that we think we were able to get much more out of our respondents than if we would 
have had only one person doing the interviewing.  The actual interviews were performed in 
Swedish, this since we thought that our respondents may be a bit more comfortable discussing 
our subject in their mother tong. For the interviews, hence, we translated the topics/themes 
and issues as well as the connected question to each.  
 
We feel that our respondents did understand our topic and our questions. When we felt that 
something might be unclear or misunderstood we tried to explain further what we were asking 
about. Overall, we think we got answers relevant to our subject and our selected themes/topics 
were proven to be very valid and helpful, the answer we got will for sure help us find 
similarities and differences between our respondents and their companies and investigate our 
subject further.   

4.5 PROCESSING THE DATA 
 
Like mentioned earlier we used a recording device during our interviews. The sound material 
was then transferred to computers in which we could listen, flash and pause the material 
whilst transcribing it. The transcriptions were made from Swedish to English which of course 
meant it took some time. We think that the quality of our translations is high, and we think 
our subject was equally interesting and possible to discuss in both languages. Some words 
used in Swedish were of course not possible to directly translate into English and in those 
cases, we used our combined knowledge and experience to find synonyms working equally 
well in the context. By grouping and categorizing the discussions under our four specified 
topic headlines and by further categorizing what was said during the interviews under sub- 
headlines (inductive coding, Johansson Lindfors, 1993, p.141) we were able to get a lucid and 
workable material that will be very useful when we are doing the empiric part of our work as 
well as basis for our analysis. Parts of the discussions not fitting under any headline were in 
some instances cut out (if it didn’t regard or suit our subject or any of the topics) or it was 
kept for further reviews to possibly be added to the material later on. We have, as far as 
possible, tried to ensure that wording and citations are intact in order to correctly reflect our 
respondents’ expressions and views (With the exception of the translation between Swedish 
and English of course). 

4.6 INTERVIEW CRITICISM  
 
We realize that we as interviewers may, and probably do, affect our respondents in more ways 
that with just our questions. Since we are not experienced interviewers our own effect on the 
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respondents and their answers may be important to consider. We tried to keep our own nerves 
as controlled as possible, however we did notice a difference between our respondents with 
regards to how nervous they seemed towards us. This is something we think is connected to 
the time the respondents have worked on their companies as well as their previous 
experiences of being respondents. The respondents we perceived as being the most nervous 
were the ones fairly new at their positions or new to the company and this is perhaps not so 
surprising. We tried to make sure that all of our respondents felt comfortable with the 
situation by us being well prepared and giving of a calm impression. As the discussions and 
interviews went along, we noticed a change in all of our respondents by them being more and 
more open and willing to discuss the topics with us. But still, our own nerves as well as the 
respondents’ nerves may affect the quality and usability of the answers we got.  
 
The level of truthfulness in our respondents’ answers we consider to be high, even if this of 
course cannot be proven for sure. The recording device might have affected our respondents’ 
to answer in certain ways and maybe avoid talking about some aspects of their business, but 
we did not perceive any of our respondents’ as being uncomfortable or even slightly disturbed 
by the fact that we were recording the conversation taking place. Therefore we conclude that 
the answers we got are truthful and thereby usable. 
 
Recent events beyond our knowledge (either within the companies or to the respondents 
themselves) might have had an effect on the answers they gave us but this is something we 
can only speculate about and therefore not something we consider as compromising the 
answers we got. We also tried to make the wording of our questions as “neutral” as possible 
to minimize the possible affect of leading questions on the quality of the answers we got, this 
we think we managed to do very well and therefore we consider the answers we got as very 
telling and usable. We tried to leave our personal feelings and thoughts regarding our subject 
out of the discussion to minimize our effect on the respondents’ answers. 
 
We also realize that attitudes and feeling regarding our subject and topics are likely to change 
with time since our subject is very current and much debated. Therefore, the responses we got 
may be just a reflection of current notions and therefore may (and most likely will) change 
over time. We are aware of this and since we are not out to generalize but to investigate and 
explore we do not consider this as anything compromising the quality of our work. 
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5. EMPIRICAL SECTION 
 
In this chapter we present the empirical discussions taking place during our interviews  

5.1 SUSTANABILITY 

5.1.1 Bostaden 

The Vice President of Bostaden started at 2008 and before that she worked with school 
questions. She has worked with environmental questions within the field of transportation and 
she was a part of the group introducing the first ethanol buses in Umeå. Environmental 
question, she says, has always been a part of her agenda.  When she started at Bostaden, she 
quickly discovered that this was a field of business with a lot of potential, but also a field that 
needed a lot of work. 
 
The V. P told us that in previous days, environmental commitments like reducing energy use 
were primarily made with economical interests in mind but without any overall or direct 
environmental thought. Bostaden, at this point, needed some clearly formulated guidelines of 
their environmental work. This needed to function as a practical document for the whole 
company to follow and work of as a guide. The V. P wanted things to happen fast, and she 
didn’t just want to create a policy for the sake of having one but instead creating something 
truly valuable and usable for Bostaden. At the same time as these thoughts took place, the 
SABO organization (an organization for housing companies in Sweden) formed an initiative 
called “The Skåne initiative” that were aimed at helping companies reduce their energy use as 
a way to reach a goal of a reduction of energy use by 20 % by the year 2020. When being told 
this, the V. P for Bostaden thought to herself that this goal could be improved, as she aimed at 
Bostaden reducing their and their tenants’ use of energy with 20 % by the year 2016. This 
new initiative could also function as a way for her to establish a new type of environmental 
work in the mind of the board of Bostaden, as something she could use as a help to 
communicate that it should be a given that Bostaden should be a part of this initiative. About 
90 other companies were already a part of the initiative. 
 
After meeting with the board, she managed to introduce a set of guidelines and goals that was 
signed and agreed upon to be followed up at a yearly basis to ensure that the environmental 
work pursued as wanted and that results were accomplished. The board needed to be 
completely in agreement with the goals to pursue, and the V. P used “The Skåne initiative” as 
a backup when setting the environmental goals. In Mars 2008 the programme was approved 
and named “Environmental focus 2016”. This programme separated Bostaden into six natural 
areas of business, were all areas were said to affect and impact the environment and by that 
the environmental goals.  These areas are (1) Energy use (The one most connected to “The 
Skåne initiative”), (2) Material and product purchase, (3) Construction technique, (4) 
Transport and deliveries (Bostadens own as well as their entrepreneurs) and finally, (5) Waste 
management (Said to be especially important in the field of housing companies). One 
additional area has been added called (6) Commitment and knowledge. After establishing 
these six areas, Bostaden moved on to thinking what clear objectives and goals should be set 
for each of the area, and this was made in cooperation between employees appointed to have 
responsibility for each of the fields. One overall notion, the V. P says, is that the goals set 
should be ambitious but not impossible. The last dimension, commitment and knowledge, 
should work as guiding words for the environmental work, and Bostaden also appointed 
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people responsible for the communication between the six areas with the mission to 
coordinate and control guidelines being established and followed.  
 
This is how Bostadens’ environmental work was started, and this is how their sustainability 
goals were established. By fall 2008, the first evaluation was made and positive results were 
observed even at that early stage. Bostaden realized at an early state that the goals that were to 
be set with regards to sustainability have three perspectives or dimensions, (1) An ecological 
perspective, (2) A social perspective and (3) An economical perspective. The sustainability 
goals need to be integrated in the way Bostaden does business and the long term solutions 
should always be sought in every situation; sustainability needs to be present in ever action 
and decision with the long term affects of each decision guiding the process. This way of 
thinking, the V. P says, is something Bostaden need to work on communicating to all actors in 
the organization. She also mentions that Bostaden need to focus their thinking on long term 
affects, and not short term pay off times, since sustainability is something accomplished over 
time. 

5.1.2 Norrmejerier 

The manager of the environmental issues of Norrmejerier is fairly new at her position; she has 
been working at Norrmejerier from August 2009. The environmental work of building 
policies and setting goals connected to environment had previously been conducted by 
another person but due to illness the position was vacant for about one and a half year before 
Norrmejerier decided to hire a new manager. This means that the environmental work and 
development of Norrmejerier had reached somewhat of a standstill for quite some time. 
Therefore, the manager explained to us, there are still some lacking bits and pieces to be 
worked on for her in her new position at the company. She further describes that the 
environmental side of Norrmejeriers business had been somewhat neglected before she 
entered the company. The previous environmental work of Norrmejerier where focused 
towards certifications and policies, and now the current manager is trying to somewhat shift 
the focus towards being more towards the three perspectives of sustainability (Economical, 
ecological and social). Norrmejerier need to work more on overall issues connected to these 
three perspectives, as opposed to the previous way of working in smaller units and 
departments instead of focusing on Norrmejerier as one big company. The manager says that 
it’s important to promote Norrmejerier as one company, and this is something they are 
currently working on. The slogan “Doing good” should be the overall direction of the 
company, with regards to the three perspectives. Sustainability is one part where Norrmejerier 
should “Do good”, but there are more areas than that where Norrmejerier need to work. The 
work today, the manager tells us, is focused on creating overall goals for Norrmejreier to 
work for and she also says that this were one of her demands when taking the job, that 
Norrmejerier were willing to create goals and guidelines to work towards on a companywide 
level.  

5.1.3 Umeå Energi 

Umeå Energi started to work with environmental issues in the 80ies as the company 
recognized that energy and environmental issues are similar in many ways, these are said to 
be different side of the same coin. There is no way to reform energy without affecting the 
environment, the manager at Umeå Energi tells us. According to the manager of the 
environmental issues at Umeå Energi this is why the environmental issues and question are 
raised and hence very important for Umeå Energi and the entire field of energy companies. 
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When these questions became more outspoken, Umeå Energi had the highest chimney and 
this was perceived as important and therefore Umeå Energi wanted to continue to take 
responsibility for their actions and show the market that their products were better than those 
offered by competitors. Umeå Energi has used environment arguments in their advertisement 
for a long time, hence it is very important for them to live up to these arguments and show the 
market that they are trustworthy. 
 
Sustainability means to conduct business in a sustainable way, and the definition that present 
generation should not risk preventing upcoming generation from having a good life. For 
Umeå Energi this means finding energy system that will hold over time and systems that the 
company needs to survive on the competitive market. It is important for Umeå Energi that 
they are present and taking responsibility for their actions, the manager tells us. Umeå Energi 
has a clear and outspoken goal that they at 2018 will not affect the environment in a negative 
way. This means that that all the products and services that the company offers also should 
not affect the environment. According to the manager this will be accomplished by changing 
the part of district heating that currently not is a renewable source of energy. The manager 
continues with stating that there are some parts of Umeå Energi´s production that is very hard 
to replace or change. For example the plant burning wood and waste. These are hard to 
change since there always is some kind of plastic or other materials mixed in these 
components, materials that should not have been recycled.  
 
Umeå Energi tries to compensate these types of non recycled materials and the part of their 
business that are not sustainable by conducting other measures. For example a new product 
called environmental neutral district heating will be introduced. This product will compensate 
the part of the district heating that currently consists of oil and peat (materials that are fossil). 
In addition to this the company conducts CDM project according to the Kyoto protocol, where 
the company can conduct measurements in the third world and then sell the decrease in 
emission to a market price, hence the company can buy certificate and nullify these to cover 
the emission the company produces. The thought with this is that it will create a market where 
the price for these certificates will increase and hence increasing the interest for other 
companies to conduct measurements in third worlds countries. In this way the company 
reaches a decrease in emission though in another country. 

5.1.4 Volvo 

The environmental coordinator at Volvo has a responsibility given to her by the CEO at the 
plant in Umeå. This responsibility concerns administer environmental issues, contact with 
authority, regulations and laws, handling strategic environmental issues as well as long term 
planning. There is also an operative part which is handled by production and operation 
managers and they have the responsibility for the operative environmental issues. The 
manager tells us that she has worked as an environmental coordinator at the Volvo plant in 
Umeå since autumn last year. 
 
The manager tells us that Volvo has one environmental manager, and that Volvo Lastvagnar 
in turn has a specific environmental manager since Lastvagnar is a part of the big Volvo 
Corporation. There is also an environmental manager on the central level. The environmental 
coordinator at the Volvo plant in Umeå is sitting in a special unit; hence there are a lot of 
different managers working with environmental issues in the Volvo Corporation.  
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The manager tells us that Volvo in Umeå is governed from the central office. Volvo AB puts 
up goals and challenges for the entire Volvo Group, these challenges is then something the 
different companies have to break down into smaller local goals. So in the case with the 
Volvo plant in Umeå, they get challenges from Volvo Lastvagnar and from them they set own 
local goals to meet these challenges. Furthermore the manager tells us that it can differ 
between different plants but that she thinks that on the energy side there are central goals and 
challenges of Volvo. These can be hard to measure but the focus is on reducing energy cost, 
she tells us. Then it is up to the local plants to decide how they should work to reach these 
goals and she tells us that she believes that every plant is using these kinds of goals. There are 
also goals stating that Volvo should decrease their deposit waste, but it is not a big issue at the 
plant in Umeå, the plant in Umeå has no goal connected to this. The manager continues to 
explain how they follow and measure the deposit waste but that they have no specific goal 
connected to it and this is something that can differ between different Volvo plants. 
 
The manager says that she can only speak for the environmental part of sustainability since 
this is her area of expertise. She does not have that much knowledge about the social part of 
sustainability, but she says that the economical part is always present in every investment and 
strategy. Furthermore she tells us that the goals set by Volvo are aiming for an 
environmentally friendly company and a sustainable society. For example, the Volvo 
Corporation has set a goal that they will create carbon dioxide neutral production facilities. A 
goal the manager tells us that Volvo in Umeå then has to break down into smaller local goals 
in order to fulfill.  

5.2 DRIVERS 

5.2.1 Bostaden 

Bostaden needs, according to their V. P, a business plan that closely builds upon and connects 
to the three perspectives of sustainability (Ecological, economical and social) and every goal 
need to be based on these three. The ecological goals of Bostaden are all mentioned in 
“Environmental focus 2016”, the economical goals are provided by Bostadens owners, and 
these are for example regarding solidity and rate of returns. The social goals of Bostaden are 
(amongst others) housing, making places to live that are open to everyone and supporting 
different target groups and their needs.  

Connected to the ecological goals of Bostaden, the V. P mentions the customers as the most 
relevant and strong driver to the sustainability focus. However, she says, that there is a catch 
22 present where customers on the one hand want to live in houses that take consideration for 
the environment, but on the other hand they don’t want to pay anything extra in money or 
effort to make this happen. Particularly young customers are expressing the wishes of living 
environmentally right, but at the same time they want to live as cheap as possible. The V. P 
says that it is a constant balance act between comfort and environmental concern.  

One driving force the V. P mention as very strong is the one from the organization, owners, 
board and staff, where she tells us that almost everyone has adapted a very environmental way 
of thinking. Bostaden, she says, could probably enforce and encourage a more sustainable 
state of mind in the tenants via their strong commitment to these issues. By arranging get-
togethers with the tenants and offer them the opportunity to for example try eco-driving, the 
V. P thinks Bostaden can work as a strong force to encourage peoples´ environmental 
thinking.  Bostaden tries to promote the environmental thinking in a fun way by integrating it 
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in everyday life and promote a message of doing well for everyone. The customers have 
showed a very big interest in receiving information especially regarding projects involving 
how to save energy, the V. P tells us. She also mentions the importance of actions always 
following the worded promises. Bostaden, she says, has to make sure to set their ambition 
level high, but at the same time not be swept away and want to do everything at ones. She also 
mentions the importance to not expect huge results right away, since a work for sustainability 
by definition takes time.   

The V. P tells us that she thinks Bostaden have succeeded very well in calculating their 
sustainability goals long term, which may not be the case for smaller firms in the business that 
Bostaden competes with. Therefore, she says, Bostaden is probably in a quite good position 
with regards to perusing and fulfilling environmental goals. The privately owned housing 
companies may have a harder time to participate in and put together large projects, and that’s 
something the V. P thinks Bostaden are benefiting from since Bostaden has the size and the 
resources it takes to make big projects. The V. P also thinks that since Bostaden does a lot of 
projects, they also raises the demand on other housing companies in the eyes of the customers, 
which can mean that smaller housing companies have a hard time keeping up. Bostaden 
currently have a limit for how much energy their new houses are allowed to use per year (65 
Kwh/sqm a year) whilst the norm for houses in the market are on using maximum 130 Kwh 
/sqm a year. By keeping this limit, the V. P says, Bostaden gets a chance to promote and 
communicate their environmental thinking both to the entrepreneurs building the houses, as 
well as to the market. Most of the houses ordered by Bostaden today are low energy houses, 
and the V. P says that she thinks Bostaden have succeeded in setting new standards for the 
market when it comes to sustainability goals and environmental work.  

5.2.2 Norrmejerier 

The manager tells us that the environmental work as it has developed today with regards to 
the three perspectives is something fairly new at Norrmejerier, the previous work were mostly 
focused at an economical perspective, where the departments wanted to find ways to reduce 
for example energy use in order to save money. However, Norrmejerier is still a co-operative 
society (which means that they are owned by the farmers) and therefore the farmers have to 
work as a guide to the business and business direction. The farmers can by that work as 
drivers of change within the company. The manager also tells us that she perceives 
environmental questions as being very important to the farmers, which makes an 
environmental focus of Norrmejerier crucial. Norrmejeriets overall environmental goals 
should apply to energy, water, transportation, chemicals used in the factories and waste, and 
Norrmejerier need to invest money every year to reach these goals. Out of these five, the 
manager specifies energy and transport as the two most important ones to work on.  
 
Norrmejeriers reputation and image is also something driving the company’s environmental 
focus, since customers perceives Norrmejerier as a modern and environmentally friendly 
company. This, the manager says, is something Norrmejerier greatly appreciates but it also 
brings responsibilities and pressure on Norrmejerier to deliver this. Norrmejerier have to be in 
the front of the development, not taking the backseat and just follow current environmental 
regulations without trying to improve beyond this. This is a notion well known in 
Norrmejerier. The manager also mention that her and the boards personal interest in 
environmental issues is something driving the company towards an environmental focus, but 
also economical interests when Norrmejerier sees that environmental investments potentially 
can work to benefit the company. If for example energy use is reduced, Norrmejerier can save 
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millions every year, the manager tells us. Since Norrmejerier is dealing for the most part with 
local farmers, the environmental benefits are easy to understand (reduced transportation etc). 
Despite this, she mention the customers as a driver having a lot of power and this especially in 
the north of Sweden since people, according to her, tend to be more patriotic in this part of 
Sweden and more keen to make local farmers succeed. However, the managers says, she can’t 
really tell if the customers are demanding more environmentally friendly products since she 
has not been in the company for so long. But she do know that the sales of ecological products 
are steadily increasing, which can be a sign of the demand shifting. Students and young 
people are the group that is said to take the most interest in the environmental work of 
Norrmejerier, and this is something the manager mention is true for Sweden as a whole. It’s 
the younger crowd that has and expresses the highest interest with regards to environmental 
work.  

5.2.3 Umeå Energi 

The environmental manager at Umeå Energi believes that it is the market that is the most 
powerful driver of company change, this because the company acts on a highly competitive 
market. Umeå Energi, he says, competes by selling products that is good for the customer. 
 
According to the manager there has been question raised to whether or not the company have 
a monopoly on district heating and pricing in Umeå. But according to the manager this is not 
true since they compete with their product because it is a good product, and they are able to 
compete because they are able to deliver products according to the standard the market have 
set on the companies. It is the local district government that owns Umeå Energi and according 
to the manager these politicians think the measurements with regards to environmental issues 
taken by the company are good. But he states that the local government is not a driver for the 
company, Umeå Energi is well ahead of the local district government and instead dragging 
them behind.  
 
The company also wants to be perceived as a serious and good company in the eyes of society 
he tells us. Umeå Energi wants to be perceived as a company that takes responsibility for the 
society in a sustainable way and according to the manager this is a driver pushing the 
company forward. He also discusses how it is good to be perceived as an attractive employer. 
By having these environmental goals the company, he says, can live up to the standards of 
younger employees or people searching for a jobs since these people tend to want to work for 
companies who values the environment and conduct sustainable businesses. Hence this is also 
an important driver for the company. 
 
The manager says that the revisions of whether or not they are able to live up to the standards 
of ISO 14001 also have an impact on the company. He continues with saying that no company 
wants to be caught doing something wrong or hazardous. He think that these regular and 
repeatable revisions is a good driver of change since it gives the employees of the company a 
reason to really think of what they are doing and how they are conducting their business. But 
the manager also states that this certificate is perceived as a first and minimal step by the 
company. He tells us that its important for any company to “keep clean outsider their door” as 
well as inside the company, which means that the environmental work must focus on both in-
house changes as well as changes in the marketplace.  
 
When the manager started at Umeå Energi, he tells us, they were handing out pins with their 
company logo on. On the pin it said that “our company is good for the environment”. The 
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manager asked the employees what they are really doing that is good for the environment and 
to this they had no good answer. They did not know what their company was actually doing 
for the environment but instead they were using that statement because it sounded good.  So 
the managers’ first action in his position was to start enforcing the certification process. 
 
The manager continues with saying how interesting he thinks it is that the reality can be 
perceived in very different ways depending on if you are a regular blue-collar worker or 
sitting in the stab or board. He thinks this is very important to address these differences in 
perception since there cannot be any difference in how people within the organization views 
things as environmental work. The CEO, he says, cannot presume that everything is working 
as it should if for example the employees on the floor have no idea what they are supposed to 
recycle of how to handle waste. 
 
The manager continues by stressing how important truthfulness is, the company cannot 
advertise environmental claims if they re not ready to live up to these claims, if the market 
finds out he says, Umeå Energi would be “done” and no longer welcome. The company 
would in that case have to spend a lot of time, money and effort into explaining why the 
company did not live up to their claims. The manager continues with describing how 
important it is for a company to act when something negative but unforeseen occurs, and he 
stresses the importance of the company acting by going to the media and explaining what 
happened and what went wrong as well what the company is doing to fix the problem. This is 
something the company has specific routines for, he tells us, were they contact the media, the 
environmental office and sanitation firms (if needed). By doing this and quickly fixing the 
problem, he tells us, there is a chance the whole thing is forgotten in the eyes of the market 
and business can go on. 
 
The manager says that it is very important with openness when these things occur, because if 
not there can be big news of them hiding the problem in the media. Furthermore he tells us 
that when this happened at Umeå Energi’s plant and the company acted according to their 
routines, they met a very modest response from the media. If they would have tried to keep 
quiet about it and it had leaked to the press the focus of questions would have been on why 
they covered the problem, and not on the problem itself. Hence the manager states that it is 
very important to be open since it strengthens how trustworthy a company perceived to be. 
 
The manager says that the fact that Umeå Energi is a local company could affect them since 
they meet their customers face-to-face on a regular basis. He thinks that customers puts higher 
pressure and expects more from their local companies then they would do on a competing 
company working on a larger market. He continues with discussing that the market Umeå 
Energi is competing in is viewed with a bit of skepticism by a lot of customers. Most of all 
due to raised prices, but unethical claims by competitors can also have led to this. According 
to the manager there is not much Umeå Energi can do about this, with regards to the prices 
they need to raise them to a level at which they can compete or else they will lose a lot of 
money, something the company cannot afford. 
 
According to the manager the decrease in customer trust is something the company is 
suffering from. But, he tells us, if one looks at the research conducted in this area most 
respondents think that the companies overall are pretty bad, but if asked what they think of the 
company they currently are using, the answer almost always is “yes well they are pretty good”.  
Umeå Energi realizes the value of this kind of information and conducts these types of SCI 
(NKI), satisfied customer index ones a year. This research concerns a wide area of business, 
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for example question about the company’s environmental responsibility and according to the 
manager Umeå Energi reached an all time high rating when this year’s research was 
completed. 

5.2.4 Volvo 

The environmental coordinator at the Volvo plant in Umeå says that there are different parts 
of the company that can be affected by different drivers and Volvo has an operational license 
which regulates their business. Furthermore the manager tells us that Volvo in Umeå gets very 
powerful and regulatory demand from the local authority if compared with other Volvo plants 
and facilities. Even when compared with international companies, Volvo has a lot of demands 
they must work according to and follow, for example, the emission of solvent materials in the 
air. The manager thinks that this is a powerful driver for them since Volvo will conduct 
business according to the demands and condition the local authorities have set. In addition to 
this, the plant in Umeå is also managed from the central Volvo Corporation and in the Volvo 
Corporation; the environment is one of the three core values (quality; safety and environment) 
and hence, environmental concern is supposed to be present in everything Volvo does. She 
continues with saying that Volvo has an internal drive toward environmental issues, but it is 
also dependent on how these goals are managed in each specific plant. The manager tells us 
that she thinks it is important that the core values are not forgotten on the plant level. She 
continues with discussing how the plant in Umeå is positioned close to an area of houses and 
living areas of a lot of people which also makes the local environment important to take care 
of since it’s important for Volvo to keep a good relation with their neighbors. 
 
The manager tells us that the plant in Umeå is certified by ISO 140001 and that they have 
revisions concerning how they live up to these standards two times a year. These revisions 
control how Volvo is working with environmental goals and how they try to improve; hence it 
is something that drives Volvo since they need to live up to the standards set by ISO 14001. 
The manager also thinks that the employees can be viewed as a driver in some sense and she 
tells us that they are very good at working with technical issues at the plant in Umeå and in 
those areas the environment is considered. Volvo also has projects focusing on implementing 
environmental goals, and the manager thinks these projects are important since environmental 
issues have a tendency to be forgotten in the normal day-to-day business. However, she tells 
us, she thinks Volvo have a lot of good project managers at the plant who help bring about 
and complete environmental goals via different projects. 
 
The manager thinks that the fact of Volvo being a big company can be a factor influencing 
Volvo, since Volvo is a very important company for many people. Volvo is a very big 
employer in Umeå and they have a lot of different suppliers which are dependent on the 
company. The manager tells us that if Volvo has a bad year it affects a lot of people. She 
continues with discussing that newspapers often write about Volvo and that they have the 
medias eyes on them all the time since they are such big and influential actors on the market. 
Hence Volvo has to show the society that they are a good company by showing the media the 
"best side" of the company. Hence, she says, the society and media has a lot of influence on 
the company. 
 
The manger tells us that the customers the plant in Umeå has are the assembly plants, since 
the plant in Umeå produces one part of the truck and then deliver this to another plant where it 
is put together into a complete truck, therefore they do not have the end-customer as a direct 
customer. But the manager tells us that she has seen question being raised to a higher extent 
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regarding for example how environmentally friendly the color of the truck is, or about the 
painting procedures. These questions are directed to the plant in Umeå since it is them who 
are painting the trucks. She also tells us that there have been some questions raised about how 
the plant works to reduce the negative effect the painting can have on the environment as well 
as questions regarding the ingredients in the painting materials. 

5.3 PROCESSES 

5.3.1 Bostaden 

Today  

With regards to the area of business called knowledge and commitment mentioned earlier 
Bostaden established goals handling for example the making of new employee- and customer 
surveys. This, the V. P tells us, will entail Bostaden asking questions to employees and 
customers about their thoughts regarding Bostadens’ environmental work and how they feel 
Bostaden can improve.  

The economical perspective of sustainability, the V. P tells us, makes it a bit hard for 
Bostaden to perform all of the changes they want to since the tenants can and will react 
negatively if these changes entails a higher rent for them. For example, she says, a raise of 
300 SEK in rent will probably not be accepted, even if that may be what it takes to make the 
living situation more environmentally friendly.  Since this is not plausible, Bostaden has to 
work with a long term perspective and not push changes too fast. The new solutions, the V. P 
says, must be integrated in current systems to not raise the costs too much. Bostaden is 
currently building new waste handling stations and completely environmentally friendly 
houses but this work too has to take place step wise and the V. P says that Bostaden need to 
be able to foresee and evaluate what can be done now and what needs to be put on hold to be 
done later on.  

The housing industry is according to the V. P very traditional, and product development have 
moved at a very slow rate the last forty years and still to date there are a lot of aspects not 
working as the should. Procurement and housing design have also changed very little over the 
years and Bostaden are currently doing procurements that are completely defined and set in 
advance, which means that Bostaden tells the entrepreneur exactly what they want and when. 
The V. P tells us that Bostaden actually tried to make the procurements more open in order to 
allow the entrepreneurs to be more creative, but that was not received well at all so Bostaden 
had to rethink and go back to the clearly defined procurement. However, the V. P says, 
Bostaden still tries to make changes from one procurement to the next in order to try and step 
away from the traditional building norms and give the whole business incentives for change. 
To make something different is not easy, she says, but in the building and housing business 
it’s even harder since this business is so restrained by tradition, but despite this Bostaden 
continues to try.  Bostaden, the V. P tells us, also took part in starting a network called 
“Sustainable building in cold climates” together with entrepreneurs, insurance companies and 
banks with the aim at finding ways to create a sustainable housing industry.   

What pushes Bostaden to make changes are often a combination of ideas and needs, and from 
these two resources are allocate to where they are most needed. Most changes, the V. P tells 
us, starts with a will to do something in a better way within the company, and what other 
companies are doing in the market works as a very good source for inspiration and input. The 
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tenants also sometimes work as the initiator of change, for example via the residents’ 
association, the V. P tells us. Bostaden, she says, value the communication with their 
customers very high, and are currently working on improving the ways of that communication 
by for example developing the Bostaden homepage to create an increased space for dialogue. 
The most important dialogue, the V. P states, is the dialogue taking place at Bostadens 
residential areas between the block attendants (kvartersvärd) and tenants, and she further says 
that the system with block attendants itself is inviting and encouraging dialogue to take place.   

The future  
 
One thing the V. P mentions as very important for Bostaden to work on improving is to make 
sure that the communication not only works between the tenants and the block attendants, but 
also between the block attendants and Bostaden. The block attendants, she says, gets a lot of 
valid and important information from the residents, but the problem is that this information 
(that can be very important for people in other parts of the company to get) often gets “stuck” 
with the block attendants, which makes the learning and development of Bostaden slow down. 
Bostaden is currently working on developing processes to improve these in-house dialogues 
and prevent obstacles to limit the information sharing. The V. P also tells us that Bostadens’ 
last yearly survey showed that about 86 % of the residents are happy with their block 
attendant and thinks that he or she is useful, and this is a very encouraging number that 
confirms the success of the system. 
 
Bostaden covers the personal side of the dialogue need with the block attendants, and the 
virtual dialogue with the homepage, the V. P tells us. She also says that Bostaden tries to be 
out in public as much as possible to inform and spread their message, and even special 
“dialogue- leaders” have been appointed to make sure to create as much dialogue with 
customers as possible. Bostaden also works continuously on making sure no venue is left 
empty since, as the V. P puts it, this can lead to a down-turning spiral with more and more 
empty venues in the area.  Here she also mentions the importance of the contact and 
communication with the communities, since for example Bostaden can ask people living in 
the neighbourhood what they would like to see the empty venue being used for. Bostaden, she 
says, are constantly trying to find new ways of communicating with the public, and they are 
deliberately trying to avid the most traditional methods of for example doing a simple survey.  
On current debate going on in Bostaden is the one regarding if Bostaden should join any type 
of social network, such as for example facebook, but the V. P says that she is very hesitant 
towards this. The V. P says that she wants Bostaden to be open and answer questions from 
customers, on the homepage as well as when out on projects, but she is sceptical towards 
having a public and general page where anyone can write anything. She says she wants to 
have clear reasons and arguments on what will be improved by Bostaden joining any social 
network before she can make a decision. She also says that the fact that everyone else has it 
does not entail it being the best way for Bostaden to go since Bostaden affects about 40.000 
people and that can make for example a facebook page hard to handle and control. She further 
states that since Bostaden are not producing a product in its traditional sense, facebook may 
not be a suitable media for them.  
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5.3.2 Norrmejerier 

Today 
 
The manager tells us that other milk- and dairy producers have established a technique where 
the customer can trace from which part of the region (and sometimes even from which farm) 
the milk comes from. However, this is not something she considers is needed for Norrmejerier 
since she believes that people in the north of Sweden sees the whole north of Sweden as one 
unit which would make specification of region or farm unnecessary.   
 
Norrmejerier takes ideas for company changes in-house for the most part. But of course, the 
monitoring of the market is still an important part of the decision making and to spot early on 
what the market wants is important. Norrmejerier are currently only using new trucks that are 
environmentally friendly, but Norrmejerier does not own any of the trucks themselves. In 
95 % of these trucks, the manager tells us, the “Drivec” system is installed to help the drivers 
to drive more environmentally friendly.   In Norrmejerier, the manager tells us that often 
when a change with regards to environmental work and policies is made this change is starts 
with an idea of some sort.   
 
The future 
 
The manager identifies two main areas where Norrmejerier need to improve in the future, and 
these are transportation and energy use. She also would like to see Norrmejerier being 
completely free from using fossil fuels within the very near future.  With regards to 
transportation, she tells us that Norrmejerier still does not have any bio-gas vehicles (And 
other milk and dairy companies have) despite the fact that Norrmejerier are making their own 
bio-gas in the factory. This bio-gas is currently used in other parts of the factory, and this is 
something the manager would want to change. One downfall with bio-gas trucks that she 
mention is the fact that they don’t run the same distances as diesel trucks, and the distances in 
northern Sweden are far greater than in for example Skåne, which can make the transition to 
bio-gas trucks harder for Norrmejerier. With regards to energy, she tells us that the reduction 
of energy use is something Norrmejerier need to work much more on than they do today, and 
on a more company- wide level. 

5.3.3. Umeå Energi 

Today 
 
The manager tells us that the company works with different branch organizations and helps 
spreading competence and knowledge to all people that are working within and towards these 
organizations. There is, he says, a good cooperation in Umeå Energis’ field of business and 
there are a lot of programs and organizations which they are member of. The company puts a 
lot of effort into these projects and groups to raise the competence of the entire branch of 
business and this way of working gives a lot of knowledge back to the company, the manager 
tells us.  
  
Umeå Energi tries to spread knowledge and increase competence on the local market by 
visiting schools and other places to inform people about their work. The company has worked 
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and is working with companies in other countries as well, for example in Russia and China 
where the company has helped other organizations to prepare for constructing new kinds of 
plants. They have also tried to extend their cooperative project abroad, not to make money but 
instead engage in different activities and try to be able to pay the expense with the earnings, 
the manager tells us. The manager considers this as very important, an attractive employer 
need to offer their employees the ability to work abroad and to engage in new activities as 
well as educating them.  
 
Umeå Energi has projects on a lot of different fronts and the manager tells us that he was out 
to inform students in the third and ninth grade just last week. Who they chose to visit and 
inform or how they conduct this is very different from time to time since they conduct these 
informational meeting on a very big market. Furthermore, Umeå Energi has reoccurring 
educational meeting with their personal concerning environmental issues. They have had a 
couple of big “broad educational meeting” and the manager tells us that the whole personal 
watched “An inconvenient truth” by Al Gore together. There are demands in the certificate 
ISO 14001, where the company should raise the competence of the personal concerning 
environmental issues. Hence this is something Umeå Energi is working towards. Furthermore 
the newly employed has to go through an education dealing with these issues and education in 
environmental issues is something the manager tells us that Umeå Energi conducts every year. 
 
The future 
 
The manager tells us that he thinks Umeå Energi is communicating to their customers what 
they do for the environment, but that they might be able to improve how this communication 
is done. He further tells us that he thinks Umeå Energi is pretty good and well prepared to 
“tackle” problems that may occur when an environmental focus is to be made, and he says 
that a lot of the employees are very engaged in what the company is doing and their 
environmental work. Sustainability and the environment has become an important issue at 
Umeå Energi he says, and this he notices especially when talking to the personal of the 
company. They have, he says, moved from being a bit skeptical to very engage in these issues. 
The manager says that especially the environmental goal set for 2018 has lead to a lot of 
discussions within and outside the company. For example discussions regarding if the 
company really will be able to meet these ambitious goals and how much this will cost. The 
manager himself thinks that it is very important to show what focus the company has and he 
says that they should not be blind and just focus on details; if the company does not reach 
2018 it is no big deal, it’s still the message that is important, that the company is changing and 
therefore he thinks that it’s a lot better to aim high since probably the customers will overlook 
if the company do not reach the goal of 2018 and still know that Umeå Energi is trying. The 
manager thinks it is a lot better to try than to tell the market that the company did not dare to 
set and implement ambitious environmental goals. This level of ambitiousness, he says, has 
spread inside the organization.  
 
At Umeå Energi change often starts with a need and an idea. Often, the manager says, it is a 
bit unclear what the need is, but the company knows that they for example must stop using 
fossil material as fuel. The reasons for this, he says, are first that these materials are growing 
scarce, and second they are increasing the green house effect. Hence to stop use these fossil 
fuels are a clear need for Umeå Energi. From this need, he says, Umeå Energi is able to reach 
an idea about what to do. The manager further tells us that he talked to the management stab 
to set the goal for completely eliminate the use of fossil fuels to 2020. But the stab told him 
that Fortum (another energy company) had 2020 as their goal and hence Umeå Energi had to 
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be better. He says that this need drives the company to be ambitious and help them to set 
goals that hopefully will mean that Umeå Energi will be able to stay on the market and to be 
as competitive as they need to reach the environmental goals that they have put up. The 
manager continues by mentioning something he thinks Umeå Energi should improve, and that 
is the decision making process within the company. Problem and issues that needs to be 
solved sometimes end up between offices without anyone saying what to do or taking 
responsibility, he tells us, and in the end, he continues, the issue may be forgotten. There are 
no clear instructions and decision routines and the manager feel that there sometimes is a fear 
within the company of making critical decisions. 

5.3.4 Volvo 

Today 
 
Regarding emission being released in the air and BOC solvent, there is a directive from EU 
that states that new painting facilities should have an emission on max 55 gram BOC/ painted 
square meter. The manager tells us that the painting facility at the plant in Umeå has below 10 
gram BOC / Square meter. According to her, there are no competitors even near these 
numbers. Scania and the plant in Oskarshamn is a bit above and in the research that has been 
done in this area the plant in Umeå have the lowest emission numbers. She continues with 
describing that this is regulated by the terms of Volvo’s business permission which states that 
the Volvo plant can release 90 ton BOC on 100 000 cabins that the plant is producing. 
Because of this directive the Volvo plant has to keep their emission down to be able to hold 
the terms of the business permission. She continues by explaining that due to this directive 
Volvo release less BOC then their competitors and Volvo are currently promoting themselves 
by saying that they are the world cleanest painting facility. 
 
The Volvo plant in Umeå has a close cooperation with their suppliers and Volvo pushes these 
suppliers to decrease the amount of solvent in their paint. Volvo has also started to use water 
based base-lacquer, the manager tells us. Furthermore Volvo has implemented system to keep 
the outgoing air from the paint shop cleaner and the manager tells us that this type of system 
is not something that every paint shop has, since they might not have as hard terms and high 
standard as Volvo. Since Volvo has such high standard they need this kind of air cleaning 
system to be able to reach the standards and hold the terms. The manager continues by 
describing how the environmental work in Volvo is performed in steps by for example trying 
to start using water based materials in the cleaning of robotic materials. This is an area, she 
says, where Volvo has worked hard to reduce emission. Furthermore, she tells us, Volvo has 
changed to district heating instead of older gas based furnaces when it comes to specific ovens 
within the company. When the new paint shop were to be built, she says, Volvo worked hard 
with the entrepreneur who was building the facility to get the possibility to reuse the air in the 
facility. The reason they could reuse the air, she says, is that the Volvo was using robots in the 
paint shop and not people.  
 
The future 
 
The manager tells us that today, the Volvo plant is 90% carbon dioxide neutral and this is 
achieved by for example using district heating and environmental proclaimed electricity. Yet 
Volvo still has some high temperature operations where they need to use gas to reach a certain 
temperature and the manager tells us that they on a short-term range cannot replace the ovens 
that need high temperatures since district heating cannot reach the high temperatures 
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necessary in the process. This is something the manager thinks Volvo can improve in the 
future, to eliminate the left over processes that needs gas, (currently about 10% of the total 
energy need). Volvo is, the manager tells us, looking into possible solution to this, where Bio 
DME can be an option. The manager tells us that this material is similar to gas and hence 
could be used in the gas ovens. The goal is to become carbon oxide neutral before 2013, and 
the manager is hopeful Volvo can reach this goal, but tells us that this is also affected by the 
external environment. Volvo, she says, did for example not allowed any environmental 
investments (or practically any investments) during 2009 as a result of the recession. 
 
In some cases when a change is occurring it can be due to a need, for example a facility is old 
and there is a need to invest to renew or build a modern facility. The manager says that in 
these cases the environmental issues are hopefully represented in the project, to be able to 
affect the process and the project. The energy questions, chemical materials used, emission 
etc. are dependent on how Volvo views the situation, she says, the need might not be the 
environmental issue but it is still integrated in the process. It can also be directed by terms 
where it is directly connected to environmental issues. For example, the manager says, Volvo 
has demands on them to investigate how to reduce the Volvo plants emission to water. Volvo 
is forced by these terms to investigate how they can change their processes from an 
environmental perspective, she says. The manager continues by telling us that practically all 
process changes looks the same at Volvo, where they start by looking at what the facility 
needs and what technique they should have, but what started the process in the first place 
might look different, it could for example be environmental demands.  
 
The manager thinks that Volvo also could change the way they work especially in the day-to-
day business. Volvo, she says, is very good at working with project and technical 
development, but she thinks that Volvo could be better at thinking on how they could change 
their day-to-day business for example with regards to how they direct their production and 
operation hours to a reduced environmental influence. For example, she says, this can mean 
looking into how to decrease the idling driving. How Volvo employees work on a daily basis 
with environmental issues, the manager says, is something that could be worked on and 
changed for the better. She also thinks that the commitment to environmental issues and 
sustainability should be clear and consistent from the CEO level down to the blue-color 
workers on the floor, and this is something that also needs to be improved 

5.4. OUTCOMES  

5.4.1 Bostaden 

Every goal of Bostaden is written down and based on the three dimensions of sustainability 
(Ecological, economical and social), and this has been done since 2008 the V. P tells us. By 
using this type of thoroughness and care, Bostaden can keep its goals stabile and unchanged 
and by that keep the focus of the company direction. The goals are followed up and evaluated 
by the end of each year by going through results and matching activities to check if Bostaden 
managed to reach them or not. The V. P says that this transforms the term sustainability into 
something that is closely connected to the values of the company where caring for the 
environment, the human and the buildings are important parts. Other leading words she 
mentions for Bostaden are company spirit, openness and equal opportunities and value for all.  

The V. P says that she has noticed a clear result of Bostadens environmental work on their 
employees and co-workers. Their ambition, awareness and understanding of sustainability 
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work have increased immensely since Bostaden started with clear environmental directives 
and goals, she says.   

She also mentions a couple more tangible results of Bostaden step by step reaching their 
goals. For example regarding goals of transportation, those she says were reached very fast 
since Bostaden made some drastic changes with buying new vehicles.  The energy goals 
regarding reducing energy consumption were also met since from 2009, all of Bostadens 
buildings have low energy consumption. One goal the V. P mentions as needing more work 
are the goals of rebuilding and insulate old houses better. New houses, she says, holds a much 
higher standard than the old ones, and the reconstruction of the old houses with too high 
energy consumption have begun but it’s not done yet. Another thing Bostaden needs to work 
on is to achieve a change of focus, the V. P says. The focus need to be somewhat shifted to 
not only be on big projects giving affect in the future but also on smaller projects that can be 
fixed today. She expresses it like “A hunt for the small outflows of money and energy”, and 
examples of this can be lights being on all hours of the day in stairwells, buildings without 
motion sensors controlling the light and excessive heating. The hunt for reducing these small 
outflows, she says, is something Bostaden needs to be much better at doing. 

She also mentions that there is a current problem with how the use of energy is measured. 
Umeå Energi is hired to do this and before they always used measuring instruments that were 
mechanical, but now they have changed to electronic measuring devices. This, the V. P says, 
has resulted in the results of the measurements being different, since the mechanical 
instruments often did not catch short intervals of energy use (for example a light being turned 
on and off again quickly) but the new electronic devices do. This makes it look like the use of 
energy has increased, even if that’s not really the case. The V. P says that she has pointed this 
problem out for Umeå Energi and asked them to just compare numbers taken from the same 
type of devices and give some kind of guarantee that the numbers used are in fact correct and 
without error.  

In the future, the V. P sees a more widespread use of individual measuring of energy use and 
hot water for all customers of Bostaden, but this she says must be something the customers 
benefit from or else they will not see the need for it. The profit of individual measurements 
must go to the customers, she says. Bostaden needs to work on balancing on the one hand 
giving the customers lowered living expenses with on the other hand reaching environmental- 
and company goals.  

The V. P thinks that Bostadens environmental work can contribute to creating interest for the 
company, and also work as an initiative to customers selecting to live with Bostaden, but only 
if the living expenses and costs can be kept on a low level. If Bostaden manages this, she says, 
she thinks they have a competitive advantage. The customer, however, are said to be quite 
price sensitive which is something Bosatden need to consider. The customer, she says, are 
first and foremost interested in living comfortably, and secondly in living in the “right” area 
and if Bostaden can show that they not only offer this but also provides a living situation that 
takes care for the environment she thinks that this can be a deciding factor working in favour 
for Bostaden compared to other housing companies. 

 5.4.2 Norrmejerier 

The installation of ”Drivec”, the manager tells us, in the delivery trucks has proven to be very 
successful in creating awareness and interest for the drivers to drive more environmentally 
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friendly and lower the use of diesel per mile (7-8 % per year). The awareness and interest this 
brought was something Norrmejerier was positively surprised by, whilst the reduction of 
diesel use was more expected. In addition to this, she tells us, the companies owning the 
trucks have also put up in-house goals that for example a monetary reward is given away if 
the truck drivers can reduce the use of diesel even more. 
 
The manager tells us that she has clearly noticed a change in employee attitudes towards 
environmental work and sustainability when she works on building overall goals and 
guidelines for Norrmejerier. She has noticed a big interest for this field within Norrmejerier, 
and this she connects partially to the fact that the employees she works closest to are all of 
younger ages. She also sees a connection to the level of excitement and willingness to put 
forward changes within the company to the age of the people involved, older people, she says, 
may be more in the line of keeping things as they are. The personal at Norrmejerier, she says, 
is going in the same direction, and this is something crucial for the company. 
 
The manager firmly believes that the goals of reducing harmful waste, using resources in an 
optimal way and reducing Norrmejeriers negative affects on the environment are plausible for 
them to reach. By reaching these goals, she tells us, Norrmejerier can keep the image of being 
a serious and trustworthy company in the eyes of the market, it would also confirm the notion 
that Norrmejerier are at the front of the environment development. She also thinks that 
Norrmejeriers financial results will benefit from the sustainability goals being met, but not in 
the way of increased sales but instead by for example reducing the use of energy. Currently, 
Norrmejerier are buying energy for about 60 million a year, and a reduction of about 10 % a 
year would mean costs being lowered by 6 million a year. To achieve the same profit by 
selling, Norrmejerier have to sell a lot more than today, and this she says is not very easy. 
However, the short-term costs have to be weighed against the long term results, and this is 
something Norrmejerier is currently debating and negotiating in-house.  
 
Currently, Norrmejerier are the single provider of dairy and milk products present in the north 
of Sweden and have by that been fairly protected from wars between milk and dairy 
companies currently going on for example in the southern parts of Sweden. However, the 
manager tells us, Norrmejerier have now started to hire some milk farmers in the 
Örnsköldsvik area (An area belonging to the milk and dairy company Milko), which has 
resulted in an intensified competition in that area. Norrmejerier, however, is the company 
paying the farmers the highest return on their milk, which can be a strong reason according to 
the manager to why they chose to be a part of Norrmejerier instead of other companies. This 
is, she mention, just with regards to the milk since for example Västerbottenost, Jokk and 
Gainomax are shipped all over Sweden which of course means that they are exposed to a 
much higher competition. She further considers Norrmejeriers sustainability goals and 
environmental work to work as a way to create competitive advantages, but just with regards 
to the milk sales.  
 
When it comes to ecological milk, that milk has to be transported in separate departments of 
the trucks or even in different trucks (Ecological milk is not allowed to mix with regular milk), 
which could mean that transportation can be more complicated and the distance longer if the 
truck driver has to drive two times instead of just one. This however is not something the 
manager thinks is a big problem, since trucks are often adapted for this. The factory also has 
to be adapted if ecological milk is to be processed, this since the ecological milk has to have a 
separate line to not come into contact with the regular milk, she tells us. Norrmejerier has not 
completed the construction redesigns this entails yet which means that the ecological milk 
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currently has to be transported to Luleå (270 kilometers up north) to be processed and then 
transported back down to Norrmejerier in Umeå. Norrmejerier realizes the negative image this 
might send to customers, but the manager says that it’s more valid to look at the products 
whole life cycle before making too hasty judgements. She says that the environmental affect 
of the milk is highest when the milk is produced at the farms (When the farmer uses his 
tractor, the cows are burping and manure is piled and releases fumes). At this stage, she says, 
90 % of the milks total carbon dioxide emission is released. The rest of the life cycle like 
transportation from farms to Norrmejerer, from Norrmejerier to stores a.s.o taken together 
accounts for only the final 10 % of the total emissions. So the transportation per say is not 
such a big part of the emission of carbon dioxide as one might think, she says. However, she 
continues, this does not mean that the transport issues should not be worked on and improved.  
 
Norrmejerier are also working towards the farms to encourage them to reduce their emissions, 
where Norrmejerier takes on a counselling part to help the farmers to make changes. One 
initiative that Norrmejerier is about to start this year (2010) is especially aimed at actively 
working as climate advisories to the farmers with the goal to raise awareness for 
environmental questions and hopefully in the long run, she says, maybe encourage them to 
start for example bio-gas facilities. However, she continues, in Umeå there is still no bio-gas 
stations (The closest ones are in Sundsvall and Skellefteå) which can make it a bit harder to 
really establish bio-gas as an alternative fuel in the north of Sweden. She further mentions that 
the city of Umeå should be able to invest more in bio-gas, since the knowledge already exists; 
she also wishes that for example Umeå Energi would reconsider their current focus of not 
providing bio-gas alternatives.  

5.4.3 Umeå Energi 

The environmental work of Umeå Energi, the manager tells us, has made the company 
decrease its negative influence on the environment. This is something the company where 
able notice due to the certification. One clear outcome of this is that the company has 
decreased the use of fossil fuel, from 20% a couple of years ago to 1% today, he tells us. This 
outcome, he says, is very tangible but there are other outcomes that are not as easily identified 
and counted for, one example is the outcomes of commitment of the whole company and the 
outcomes of investments made in research and development. Umeå Energi is also looking into 
new ways to use their waste materials, for example, they used waste products to build a small 
road at Ålidhem. This project, the manager tells us, have lead to several dissertations and 
scientific articles. Hence Umeå Energi has contributed to new knowledge within this field, the 
manager concludes.  
 
The manager tells us that Umeå Energi conducts regular measurements and follow-ups on 
their emission and the company has sees a down going curve on carbon dioxide emission and 
also the emission of sulfur dioxide. The company is, he says, constantly getting better thanks 
to the improvement systems the company works towards. He also says that the company 
engages a lot of people in their work to improve, for example, Umeå Energi have a project 
focused on how to absorb carbon dioxide by using green algal and Umeå University tries to 
absorb carbon oxide by using the plants own photosynthesis. Umeå Energi, the manager says, 
is very active in many different projects and therefore evolving as a company.  The manager 
also tells us that he feels that the employees are prouder because the company has taken these 
steps, and that the employees likes the fact that the company have engaged themselves in 
these issues. The goals, he says, are big and long-termed and it is up to every different 
business field within the company to look into what they can do to reach these goals. He 
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further tells us that when the long-term goals are set, a lot of people within the company start 
to analyze and think on what they can do to help the company reach the goals. Suddenly, he 
says, creativity is unleashed and that’s amazing.  
  
The problem with financial outcomes of a sustainability focus, he says, is that there is no way 
for the company to know how good the results would have been if the company had not 
implemented for example the environmental goals. There is no book with answers, as the 
manager puts it. The company, he says, had a very bad year 2009 due to circumstances the 
company could not control when for example the price on bio fuel increased and the delays in 
the making of the plant DÅVA 2 happened and this was all due to the recession, the manager 
tells us. Hence the company made a loss of 40 million SEK without Umeå Energi doing 
something clearly wrong. The manager think that its sometimes hard to measure and conclude 
what outcomes are connected to the company’s environmental work because the 
environmental work is so integrated into the daily routines and work tasks at Umeå Energi. 
 
Umeå Energi have a lot of different products, district heating, district cooling, electricity, 
electricity from wind turbines. Umeå Energi are building more wind turbines and are working 
on having products specifically adjusted to customers only wanting electricity from wind 
turbines, the manager tells us. However, he says, he do not think they make so much money 
on these products. He also says that it’s very hard to detect outcomes specifically connected to 
the company’s’ environmental focus, a lot of outcomes are probably a combined effect of 
several goals being met.   
 
The manager tells us that he thinks Umeå Energi have gained competitive advantages due to 
their environmental work, but that it can be hard to really say that it is only because of that. In 
this line of business, he says, it is most commonly the price that decides who gets the most 
customers. He continues by saying that he thinks that Umeå Energi cannot be the market 
leader with regards to price since they cannot compete with those companies focusing on low 
prices, but instead he thinks they have a competitive advantage because people perceive them 
to be a good and honest company. He further denotes that it’s very important to handle the 
products in the right way as well as the customers, it is important to have a good customer 
service and this service should also have a good knowledge about the different products, but 
the people working with customer service also need to also be perceived as polite and 
accessible for the customer. Umeå Energi, he says, have performed different customer studies 
and noticed that customers perceive Umeå Energi as a trustworthy company and that they 
believe in their environmental work and efforts. 
 
The manager thinks that probably every employee working at Umeå Energi has the company 
as their at-home energy supplier. He thinks the employees are loyal to the company and that 
they would have a hard time buying electricity from another supplier. According to him 
though, there have not been any study looking into this issue, but he still believes that the 
majority of Umeå Energis’ employees have the company as their energy supplier.   
 
Umeå Energi, the manager says, does not have any interest in the market over consuming 
electricity, they instead work with a service called “The energy service” where the company 
helps house owners to optimize their energy use, to help them not use more than necessary by 
for example looking into ventilation. The manager tells us that this service does well for 
Umeå Energi, since an increase in energy consumption would mean that the company might 
be forced to build new and expensive facilities. A plant costs about a billion to build, and if 
Umeå Energi can postpone the building of the next one they would be able to save a lot of 
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money, he says.  When Umeå is growing, he says, the demand for district heating is growing 
with it with a linear ratio whiles the production is growing “a chunk at a time”. Hence it is 
very good for Umeå Energi if they can postpone the investment of a plant 5 or 10 years and 
instead use and maximize the energy their current plants are producing. Umeå Energi, the 
manager continues, does not get profit on all the energy they are selling. During days when it 
is around -10 and -12 degrees Celsius the company makes most profit. But during days when 
it is really cold Umeå Energi have to use backup systems to provide their customers with 
energy. This backup system is expensive, he says, hence the company does not make any 
profit during the really cold days. The backup system consists of furnaces burning oil and this 
is not good from an environmental perspective, but since the furnaces is easy to use and are 
only used one or two weeks every year, it is the cheapest alternative for Umeå Energi, the 
manager denotes.  

5.4.4. Volvo 

Volvo have seen a positive effect on the environment connected to their sustainability focus, 
the manager tells us, and she thinks that the marketing department in Volvo is very good at 
promoting that Volvo are an environmentally friendly organization dealing with 
environmental issues which is a positive PR. Hence it is important to reach the goals; it gives 
a positive picture of Volvo she says. She also tells us that Volvo have seen an effect in the 
energy sector, since reducing the amount of energy spent will reduce the cost of energy. This 
is something that the economic department follows and measures every month, she says. 
 
Volvo has also implemented a system to cool facilities with the groundwater and for that they 
use water from Umeå Älv, the manager considers this as positive since it means that Volvo 
will not need big cooling facilities and from a financial point of view it is also a cheaper 
alternative. The manager tells us that she thinks that the environmental issues will grow in 
importance in the future, for example connected to the issue of the green house effect. There 
are a lot of concerns about this issue and the emission of green house gases and she thinks that 
this will have an effect on Volvo. 
 
When money is to be distributed in Volvo, the manager tells us that different departments can 
choose different types of strategies, for example an environmental point of view. Since the 
repayment rate might not be the best in environmental investment it’s important to press other 
reasons to make those kinds of investments, she says. And of course, she says, the overall 
economical situation in the market and the company decided how much money (if any) is 
distributed towards solving environmental issues. She finished by saying that the highest 
environmental influence take place when the trucks are driven, and therefore Volvo is also 
working on projects aimed at developing new stations for bio fuel and gas.  
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6. ANALYSES 
 
During our work with this thesis, we have come to realize that some of our previous choices 
and definitions need to be changed at this stage of the work. Many of the activities we 
previously defined as processes are actually outcomes (for example Volvo using water to 
clean robotic material can be an outcome of the owners pressuring Volvo to reduce emission 
and save money). We have also come to realize the importance of mentioning the forces 
affecting each driver to act a certain way as well as what kind of influence they have on the 
sustainability goals of each firm. The disposition of our analysis will be a bit different than the 
previous one since we think this will improve the understanding of our analysis. We will start 
by analysing the drivers of change and what type of influence they posses over the companies; 
we will then move on to talk about how drivers affect the different dimensions of 
sustainability. After this we will discuss the processes and mention how change starts as well 
as discussing the different levels of incorporating sustainability practices. We will finish by 
discussing the outcomes that have resulted from the drivers pressuring the companies in 
different ways.   

6.1 FORCES AND DRIVERS 
 
Companies can be pushed to make changes by different forces and in some instances these 
forces pushes companies towards implementing a more environmental practice. This is 
something we have discussed throughout this thesis and from the start we identified the three 
most mentioned in current literature (Customers, Employees and Government/Social society). 
However, these three drivers are not the only ones in position to push a company towards 
change, and in the theoretical section we discussed that there are additional drivers possibly 
affecting a company and for this we used the Freeman (1984) stakeholder model, where we 
were able to identify a total of nine different drivers in the position to affect company change. 
When continuing with our theoretical chapter, we managed to find one additional possible 
driver (the labour force) which makes it a total of ten possible driver of change affection a 
company. With the help of our empirical work we found that the companies we interviewed 
were similar with their ideas on which and how different driver affect their company’s 
practices in some aspects, but there were also aspects were the companies had very different 
perceptions. 
 
The V. P of Bostaden told us that in previous days, environmental commitments like reducing 
energy use were primarily made with economical interests in mind but without any overall or 
direct environmental thought. The new sustainable focus was started in 2008, after the V.P 
had joined the company. The V.P told us that she was inspired by a project in Skåne and 
adopted ideas to Bostaden. Hence it can be discussed that the V.P (who we chose to call 
Manager) was a very important driver for Bostaden when the company decided to implement 
a sustainable focus. But how did the V.P influence the company?  As we noticed during the 
interview the V.P at Bostaden had experience from other similar work places hence she had 
experience from other type of environmental work. Furthermore the V.P was very driven and 
had a personal connection to the change in the company; this could have been an important 
motivator for the V.P to influence the company. Finally being the V.P of Bostaden means that 
you have a lot of power over a company, the manager could use this power to influence the 
company to adapt a sustainable practise. We recognised this as an important driver for 
Bostaden but the V.P identified the customer as the most relevant and strong driver for their 
sustainable focus. This driver could influence Bostaden through different ways. The customer 
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are an important stakeholder for Bostaden, since they are their end customer, hence Bostaden 
needs to be adherent to what this group of people want. Thought customers can have 
influence through other channels. They can influence Bostaden indirectly through reputation 
and trends. If the market trend is toward a more sustainable practice and housing service, the 
customers are possibly the driver behind the trend. The same could be argued for reputation, if 
a company does not live up to what they promise their reputation will decrease. So customers 
could have an intense and powerful influence over a company. Though, it is quite interesting 
that Bostaden identifies the customer as their strongest driver since the company is a powerful 
actor on the market. Hence it could be argued that they due to how powerful they are should 
have more power over their customers then the customers would have over them. In a high 
competitive market it can be said that customer has more power over the companies since 
they have the ability to choose between more companies. But since Bostaden is the biggest 
actor at the housing market in Umeå it can be discussed that maybe the customer does not 
have such substantial power to drive the company direction. Why Bostaden mention 
customers as drivers of company change (as well as for example Norrmejerier) can according 
to us be connected to the fact that it sound much better to say that the company is very 
customer oriented than to say that actually the managers or the board/owners are the ones 
most driving the company focus.  
 
Furthermore the V.P of Bostaden said that there is a catch 22 present where customers on the 
one hand want to live in houses that take consideration for the environment, but on the other 
hand they don’t want to pay anything extra in money or effort to make this happen. 
Particularly young customers are expressing the wish of living environmentally right 
according to Bostaden, but at the same time they want to live as cheap as possible. This shows 
how different interests from customers are working against each other. On one hand the 
customers want to live environmentally friendly, but on the other hand they do not want to 
pay for it. Hence the V.P of Bostaden has by telling us this contradicted herself.  Can it be 
said that customers really are a powerful driving force for Bostaden when the customers have 
conflicting interests on what should be done; hence focusing on one issue would upset one 
side or the other. Therefore it can be discussed that there might be some other driver that have 
a bigger influence on the company then the one that  was mentioned as having the highest 
importance. The V.P of Bostaden told us that their economical goals are provided by 
Bostadens owners and board of directors and these are for example regarding solidity and rate 
of returns. The owners and board can hence be argued to be an important and powerful driver 
for Bostaden, since the owners and the board decides the economical goals and thereby what 
Bostaden can invest money in and what focus the company should have. By deciding on goals 
for the company the board is influencing the company in different directions. The board has 
hence a lot of power they can use to either drive change or prevent it. 
 
The manager at Norrmejerier described that the environmental side of Norrmejeriers business 
had been somewhat neglected before she entered the company. The previous environmental 
work of Norrmejerier where focused towards certifications and policies. Hence the manager 
now tried to shift the focus towards the three perspectives of sustainability (Economical, 
ecological and social). Hence we see that the manager at Norrmejerier is in a similar situation 
as the manager of Bostaden and may be a powerful driver of change. The manager at 
Norrmejerier saw potential and areas that needed to be changed, hence used knowledge and 
initiative similar to the V.P at Bostaden. Furthermore the manager told us that Norrmejeriers 
reputation and image are something driving the company’s environmental focuses, since 
customers perceive Norrmejerier as a modern and environmentally friendly company.  Here 
the managers named two different ways the customers could influence the company indirectly. 
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These two are quite similar since what type of reputation the company have affect what type 
of image they have and how customers perceives them. Different aspects can affect the 
company’s reputation but one that we find important is the media. Norrmejerier conducts 
different kind of advertisement in different channels. It is hence important that they “live up 
to” their promises, so that they can keep their reputation and be perceived as a legitimize 
company in their customers eyes. This, the manager says, is something Norrmejerier 
understand and appreciates but it brings responsibilities and pressure on Norrmejerier to 
deliver what they promise.  
 
Norrmejerier have to be in the front of the development, not taking the backseat and just 
follow current environmental regulations without trying to improve beyond. The market for 
dairy products is divided between a couple of big dairy companies. This is especially 
noticeable in northern Sweden were Norrmejerier is the only dairy company on the market 
from the northern point of Sweden down to the area around Örnsköldsvik. Hence it can be 
discussed if the customers really are pushing the company to the front of new development, or 
if Normejerier are pushed by something else. The manager at Norrmejerier told us that the 
company still is a co-operative society with farmers and therefore the farmers have to work as 
a guide to the business and business direction. The farmers can hence work as drivers of 
change within the company. This could be seen as a third and important driver for 
Norrmejerier. The owners (farmers) in Norrmejerier are powerful since they can be said to 
have a similar position as a suppliers, they are supplying the “base product” to the company. 
Though the manager told us that the farmers in Northern Sweden practically cannot chose 
which dairy company to work with since Norrmejerier is the only local dairy company in 
Northers Sweden. This could be discussed to point towards a market were Norrmejerier 
would have monopolistic influence. Though it is not that easy, the milk market could be 
described as someway monopolistic since milk are most commonly sold on a local market, 
though Norrmejerier have additional products that compete on a bigger market with other 
competitors. Hence we argue that the company is more influenced by the board then by their 
farm owners. They influence and affect the company through economical regulations, 
challenges and goals.  
 
When we interviewed the manager at Umeå Energi he told us that he identified the market to 
be a driver with high important and influence over the company. By looking at the market of 
energy companies it is easy to see that it is very competitive and the manager told us that they 
have to follow their competitors when they changed their pricing even if they knew that 
changing prices may decrease their customers’ trust in them.  This is interesting since it 
describes how much power the competitors and the market have over Umeå Energi. The 
company needs to follow the trends on the market to keep a competitive position. Furthermore 
there are a lot of different companies within the energy sector and some are more focused 
towards providing low prices, others on providing sustainable energy or high service level. 
The manager at Umeå Energi told us that they are local and that they meet their customer on a 
regular face-to-face level, hence they try to make and compete with selling products that is 
“good” for the customer. This implies that the companies have to specialize on certain areas 
and sell “more tangible” energy to their companies. Hence the first notion by the manager 
about the market being an important driver is a good an honest notion. Though it can be 
further discussed what element of the market has power over the company? In this case we 
would say that competitors and customers are the two elements with highest power. The 
manager at Umeå Energi told us that they had gotten complaints from customers about them 
having a monopolistic hold over the market, since they are providing district heating to the 
Umeå region. This was something the manager did not agree with since he told us that it was 
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completely optional to install district heating, though he did not repel the notion that they are 
the only company offering district heating in Umeå. So if a customer wants to install a more 
environmental friendly way of using energy in their home, and Umeå Energi is the only one 
providing it, what choice does the customer have? As mentioned the manager told us that they 
need to adapt according to what their competitors are doing, hence if comparing the influence 
of the customer and the competitor for Umeå Energi it seems like the competitors should be 
the driver with highest influential power over the company.  
 
The manager also told us that they had regular educational meeting with the employees. 
Furthermore the manager said that he had noticed an increase in sustainable thinking in the 
company and that more employees started to use sustainable practices. Here we can determine 
three different factors that the employees are affected the company with. The increase in 
knowledge has led them to gain a deeper insight into the field and according to the manager at 
Umeå Energi changed the attitudes of the employees. Here it is interesting to discuss how 
different the power can be used within a company. In the case of Bostaden the V.P used the 
power she possessed as a manager to influence the company to adapt a more sustainable focus 
according to here initiative. This type of change is a lot harder to accomplish if you are a 
regular employee within the company as could be said to be the fact in Umeå Energi. Even 
though these employees have started to use sustainable practices in their day to day business it 
is hard for them to really change the entire company. So for Umeå Energi the employees can 
be identified as a driver, though the impact they actually have on the company can be 
discussed and questioned. On the other hand, the manager at Umeå Energi also mentioned 
that the CEO had started to talk more about the sustainable work the company were doing. 
This could be discussed as something showing that the owners in Umeå Energi have gained 
and developed a more personal interest in the question of sustainability, since that can be a 
way to positively market the company. Since Umeå Energi is competing on a highly 
competitive market it could be argued that the owners need to set goals to change, adapt and 
develop to stay competitive. The manager told us that the goals to not have a negative effect 
on the environment at year 2018 was set according to their competitors as Umeå Energi 
wanted to be better than them. Furthermore the manager told us that they had implemented 
energy saving services to prevent the investment of another power plant. This is something 
that clearly shows that the board and high management have a lot of power over the company, 
and that they have a focus toward more economical aspects.   
 
When we interviewed the manager at Volvo she told us that the Volvo plant in Umeå does not 
sell the product they are producing to the end-user; instead they deliver the truck cabins to an 
assembly plant. Hence it can be discussed how important the end-users are for the 
environmental change at the plant in Umeå. Volvo Corporation competes on a big and 
competitive market where they have a couple of big multinational competitors. To be able to 
cope on such a competitive market companies need to constantly develop and evolve to be 
able to gain advantages and sell their products. It can be argued that the market is a driver for 
the Volvo Corporation, which sets goals or challenges the plants then have to live up to. 
Something the environmental manager at Volvo in Umeå mentioned was that the corporation 
challenges each of the plants by setting big goals for the corporation to reach, then it is up to 
the individual plants to set more practical goal. There is though another aspect of this, since 
the Volvo plant sells parts to assembly plant within Volvo Corporation the plant competes 
with other plants around the world. The plant in Umeå has for example downsized and 
changed several times to keep up with “competing” plants. Hence, this can be seen as another 
aspect of the challenges and goals set by the Corporation i.e the plant in Umeå need to change 
and adapt so that they can keep producing parts to the truck cabins. This can also be related to 
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the society, since Volvo is a very big employer in Umeå they have a lot of pressure to reach 
their goals so that they can keep producing and employ people that are working at the plant. 
The manager told us that the company knew what effect their downsizing and change had on 
the society and hence it was a very important issue for the company. So the Volvo plant in 
Umeå has a strong driver towards environmental issues within their own organization. 
Furthermore the manager told us that they have an operational license, which regulates their 
business and that they get very powerful and regulatory demand from the local authority if 
compared with other Volvo plant and facilities. So one driver with substantial power over the 
Volvo plant in Umeå can be said to be governmental regulations and the internal organization, 
something very different compared to Bostaden and Umeå Energi but similar to the owners’ 
power in Norrmejerier. Though it can be further discussed if the internal challenges set by the 
Corporation are driven by the competitive market. This certainly can be said to be a driver 
with power, a competitive market forces companies to development and change. But what 
element of the market has more power, competitors or customers. Since the manager at the 
Volvo plant in Umeå did not have extensive expertise in this area we can only use what 
information the web-page and the market situation gives us. Trucks are expensive products, 
sold most commonly to some kind of Transportation Company. The competitors on the 
market are offering similar products, almost everyone have a truck for each customer segment. 
Hence the competitors have not differentiated themselves as obvious and clear as for example 
within the energy market, as discussed earlier. In Volvos type of market a customer has a lot 
of power and since the companies are selling similar products to similar prices it is up to the 
customer to chose which one to do business with, hence the customer have the power to 
demand more of the selling companies. In this case it can be concluded that the driver with a 
substantial power over the Volvo Corporations’ would be the customer, thereby affecting the 
local production plants indirectly. Different factors of the driver customer affect Volvo and as 
discussed the company can be influenced through social initiative since they employ a lot of 
people and the plant in Umeå is located in a housing are. Though the customer can also affect 
Volvo through the reputation that they have, they need to keep their promises and marketing 
claims so they are perceived as a legitimized company. Since the customer have a lot of 
power on the market, not reaching of holding their environmental claims can have a 
devastating effect on how the customers perceives the company i.e how many trucks Volvo 
sells. 
 
In additions to the drivers we have discussed above, the managers we interviewed gave 
examples of other drivers with influences over their companies, and the drivers mentioned 
were interestingly enough very similar. Customers, Employees, Government/Social society, 
Competitors, Media and Owners were drivers that almost all managers we interviews 
mentioned as having more or less power to influence to drive their company operations. The 
three most mentioned in current literature were present, which we expected and were not 
surprised by, but the additional ones mentioned (the Competitors, the Media and the Owners) 
added a very interesting view of our subject. Connected to the Stakeholder theory, we can 
conclude that drivers perceived to influence the company practices are the six mentioned 
above with addition to the driver managers that we found to be important, we define managers 
as a “middle- level” influencer between employees and owners/boards of the companies. 
Dependent on the managers’ position in the company the power to influence the company and 
its direction differs. It’s also very interesting to see which stakeholders were only mentioned 
by a few companies, such as the stakeholder suppliers which we thought was going to be 
talked about in all companies. Volvo and Bostaden mentioned suppliers, but since these 
companies are big actors the managers talked about how they are putting pressure on their 
suppliers and not if the suppliers influenced their own environmental issues in return. This 
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could be a result of the fact that we chose to interview quite big and powerful companies, and 
hence their suppliers are small and often relying on the bigger company to be able to sell their 
products. If we had interviewed smaller companies this might have looked a bit different since 
the suppliers then might be more powerful hence driving the companies they deliver to. Some 
stakeholders not mentioned at all were environmentalists, customer advocates and labor 
forces. We were not surprised by this fact, since we think that environmentalists may be more 
active towards big corporations for example dealing with oil or corporations perceived to be 
“unethical” in their practices. None of our investigated companies are fitting under this 
description, which also according to us makes environmentalists a stakeholder not affecting 
their business to any extent to date. With regards to customer advocates, we think that these 
may still be most common in The United States, the culture of suing companies for whatever 
one can has not according to us reached Sweden to any great extent yet and therefore we were 
not surprised by customer advocates not being mentioned by our investigated companies. 
Lastly, the labor force is according to us still more focused towards the individual workers 
rights and not on the overall environmental work of the companies, which makes it possible 
for them to be active in certain areas but not to date connected to driving the company 
direction with regards to the environment. This can however change in the future, and maybe 
if we were to do this investigation again at a late point the labor force (or any of the other 
ones not mentioned) may be of more importance.  

6.2 SUSTAINABILITY 
 
As discussed in the background of this thesis, there has been a change in the market and the 
society towards a more environmental friendly view on business. Sustainability consists of 
three different aspects or dimensions; the environmental dimension, the economical 
dimension and the social dimension. Focusing on these aspects has become more interesting 
for companies since it is thought to bring clear advantages to have a sustainability focus. 
Implementing environmental promotion has shown to increase the positive responses from 
customers and for example changing to newer facilities and away from using fossil fuels has 
shown to have a positive effect on both the environment and on a company’s economy. Hence 
there are valid reasons to why companies should discuss incorporating an environmental 
focus and maybe change how they work with regards to this focus.  
 
At Bostaden, a lot of emphasis is put on the communication taking place both within the 
company and with the customers. The communication flows from owners and board, via 
managers to the customers. The Manager in Bostaden is the driver that primarily is 
responsible for Bostadens environmental focus, even if the initiatives of course have to go via 
the owners and board. The manager herself is responsible for Bostaden changing and 
improving their in house communication channels (this by decentralizing the communication 
and decision making process, departments are now individually responsible for reaching 
company goals and follow directives). The customers of Bostaden can also be seen as an 
important driver for change (as mentioned earlier) and that might be explained by Bostaden 
being in the housing business, where no actual product is made but instead they provide 
homes, which makes it crucial that the customers are satisfied since you cannot “return” an 
apartment. The driver customers are according to us primarily focused on (and have an effect 
on) the environmental as well as the economical dimension of sustainability connected to 
Bostaden. We motivate this by the customers often communicating their concern about the 
environmental aspect of their living to Bostaden, for example by a shown interest in new 
solutions that can make their living more environmentally friendly.  However, the customers 
also state their concern for keeping living expenses down at the same time as living 
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environmentally right, which according to us means that they also are concerned about and 
affects the economical side of Bostadens sustainability goals. On the contrary, the driver 
owners/board of Bostaden we feel are almost solely concerned about reaching and affecting 
the economical part of the sustainability goals, since the profitability of the firm seems to be 
the number one concern. If the economical part of the sustainability goals is not met, we do 
not think Bostaden would even consider the social or environmental part as something to 
pursue. The driver we chose to call the Manager we think primarily is interested in and 
affecting the environmental and the social side of the sustainability goals, since she seemed to 
have a legitimate and honest interest and commitment in Bostaden meeting their 
environmental goals as well as providing a good living alternative to people from all places 
and levels of society.  
 
In Norrmejerier, ideas for improvements are said to be primarily taken for in-house sources 
but without neglecting the market demands and the ability to spot changes in the market and 
demand early on is said to be crucial for both Norrmejerier and Bostaden. For Norrmejerier, 
the driver customers are according to us primarily focused on and affecting the environmental 
part of Norrmejeriers sustainability goals. However, we do not think the customers are 
communicating this directly to Norrmejerier but instead we think that Norrmejerier perceives 
the customers as being very concerned for the environment by looking at the market and 
based on that they pursue environmental goals. The current trend with customers being 
perceived as very interested and invested in environmental issues might be a strong driver for 
Norrmejeriers sustainability goals. The owners of Norrmejerier is according to us primarily 
focused on and affecting the economical dimension of sustainability, based on the reasons 
stated above for Bostadens owners. The owners of Norrmejerer (the farmers) are first and 
foremost focused on making profit and according to our investigation, much less concerned 
about the other two dimensions of sustainability. The driver called the Manager is according 
to us focused on and affecting the economical and the social part of sustainability, the 
economical by the interest in making the company grow and the social as to the interest of 
keeping Norrmejeriers good reputation of “Doing good” for both human and animals on the 
market.  
 
Umeå Energi mentions the competencies and the knowledge of employees and owners as 
crucial as well as to consider market/competitive situation in order to make an environmental 
perspective of the firm work. The driver market is according to us primarily focused on and 
affecting the economical as well as environmental aspect of sustainability. The market affects 
the environmental aspects of the sustainability goals of Umeå Energi by competitors setting 
standards for environmentally friendly electricity provider, and the economical dimension by 
competitors forcing Umeå Energi to keep costs down in order to compete. The owners are 
(similar to what we mention earlier) according to us mostly focused on affecting the 
economical part of the sustainability goals. The driver employees are according to us affecting 
and focusing on the social and environmental parts of sustainability, since the employees 
according to our investigation have shown a clear interest and ambition for environmental 
issues. At the same time, employees are also focused on the social part by wanting Umeå 
Energi to be a stabile, trustworthy and environmentally friendly company to work in. 
 
At Volvo, the sustainability work is mostly connected to reducing emissions and harmful 
waste in a market that is quite heavily regulated by standards and regulations. The driver 
owners are again according to us mostly focused on and affecting the economical part of 
sustainability by having clear profit and savings goals for the individual companies as well as 
for the whole corporation. The driver market and government is according to us mostly 
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focused on and affecting the environmental dimension of sustainability, whilst the market also 
drives the social part of Volvos sustainability goals, this by customers demanding 
environmentally friendly procedures from the factory, as well as the public and society 
demands on Volvo to do their part in reducing the vehicle industry overall emissions. The 
government is affecting the goals by imposing standards and rules Volvo are forced to follow. 

6.3 PROCESSES 

6.3.1 Change, where does it start? 

Bostaden says that changes to their company comes from a combination of an idea occurring 
and a need being noticed. These needs or ideas can come from both within the company as 
from tenants, which strengthen the notion of the manager, the board/owners and the customers 
being important initiators of change. This also means that probably all aspects of 
sustainability goals can be starting point for change (since customers affects on the economy 
and environment dimension through trends and reputation, the owners/board affects the 
economic dimension through economic goals or other type of challenges and the manager 
affect the environmental and the social dimension thorugh knowledge, personal experience 
and power) At Umeå Energi, change is also said to start from a combination of an idea and a 
spotted need. However, Umeå Energi says that the need can sometimes be a bit unclear which 
makes the ideas more important in those particular cases. Umeå Energi does not mention if 
ideas and needs occur inside the company or outside on the market but we think that it’s 
probably a combination. The market is probably the driver with the most influence on 
company changes and this statement we base on the impression we got from the interview 
where the market and competitors were mentioned extensively as having an affect on Umeå 
Energis’ practices. Probably, Umeå Energi spends a lot of resources finding out what 
competitors are offering to be able to change in order to meet and match these offerings. This 
may also mean that the environmental and economical dimensions of sustainability might be 
the ones most often changed, since these were the ones we connected to the driver called 
market. In Norrmejerier, the idea was the only thing mentioned as starting changes. Despite 
this, we think that the need is also important to Norrmejerier even if that was not mentioned, 
this since of course no change is worth doing if the market or the company doesn’t see or 
have a need for it. We got the impression that ideas most often comes from inside the 
company, and in that case from owners/board and managers. This may mean that demands 
form the customers are neglected, which also means that maybe the economical and social 
dimensions of sustainability are more worked on than the environmental part. Opposed to this, 
Volvo says that change almost always starts with a need, for example the need to rebuild an 
old facility. This need, Volvo says, might not be an environmental need to improve but the 
environmental issues should be a part of the process. The needs might also appear as 
conditions and terms that the Volvo factory are forced to follow, for example Volvo are 
“forced” to look into how they can reduce emission of water in the plants. So, the need that 
encourages Volvo to change might actually not be a need from the market, but instead a need 
to follow rules and conditions given to them and this might be an explained by the discussion 
above about Volvo being the only traditional production company in our study. This gives us 
the impression that the owners and government has a lot of influence on the sustainability 
goals, which also according to us might mean that all of the three dimensions of sustainability 
probably are covered (based on our previous discussion). Production companies might be 
more affected and changed by rules and regulations then companies competing in a service 
environment. Even if Volvo also mentions that the process of change might start with a need 
connected to environmental demand we get the feeling of rules and regulations being common 
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starters of change. So, in Bostaden and Umeå Energi change starts with a combination of an 
idea and a need, in Norrmejerier it starts with an idea and in Volvo with a need.  

6.4 OUTCOMES 

6.4.1 Today 

In this section we will analyse the outcomes we previously called processes. These outcomes 
are actions and strategies companies are pursuing today as a respond to the pressure from their 
drivers towards adopting sustainability goals. These outcomes are all brought on by a changed 
process of thinking within the companies towards a more sustainable focus. 
  
Some new processes taking place within Bostaden today are building new waste stations and 
environmentally friendly houses, and here the emphasis is put on doing the right things at the 
right time, and that everything cannot be done at the same time. Here the communication also 
plays crucial part since Bostaden need to be able to foresee and gather information regarding 
what improvements the customers need and want today and what improvements might be 
performed later on. Bostaden is also said to try and change a very “stiff” housing market by 
finding new ways of building their houses, and this can be a sign of Bostaden realizing that 
the demand for new environmental solutions from the market is growing in the future (like we 
mentioned in the Introduction section). If they manage to be the first ones perceiving this 
demand they will probably gain some real competitive advantages, according to us. The 
manager also told us that she personally works a lot on a daily basis to improve 
communication and information spreading between the owners/board and the customer.   
Norrmejerier also tries to somewhat step away from how other dairy deliverers for example 
mark their products based on origin, and a reason for this is that they perceive their market as 
different to other dairy companies active in the southern parts of Sweden. This means that 
Norrmejerier are trying to adapt what information they are providing to their customers based 
on their perception of those customers’ individual demands. Norrmejerier perceives their 
target market (north of Sweden) as being patriotic, which means that the customers in this 
market will not care from what farm the milk comes from as long as it comes from the north. 
This generalization may be true, but we think it is crucial for Norrmejerier to not only trust 
this notion but actually look into what the customers want to know about their products origin. 
What this generalization about people living in the north and what they wish to know about 
their products is based on is, according to us, somewhat unclear when talking to the 
representative of Norrmejerier. This is however something we think is important for 
Norrmejerier to further look into to make sure that decisions are not made on doubtful or 
prejudice basis but that the market is investigated thoroughly.  
 
Norrmejerier are said to currently only do their transportation with new trucks, and those 
trucks are designed to be environmentally friendly. The “Drivec” system installed in all trucks 
are also used to help the truck drivers with eco-driving. It’s clear that the transportation issues 
are important to Norrmejerier, since these are primarily mentioned. We think this coheres 
with what the customers might consider to be the most important issue for Norrmejerier to 
work on, and this shows according to us that Norrmejerier are succeeding in monitoring what 
the market thinks is important to improve and then address those particular issues. If 
transportation and use of diesel/energy is reduced, the owners/board and manager also 
benefits since costs may be dramatically reduced thanks to this. By addressing the 
transportation issue, hence, Norrmejerier are succeeding in meeting demands from all of our 
mentioned drivers of change by on the one hand reaffirming their slogan of “doing good” in 
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the eyes of the customers as well as improving the economical state of the company. This can 
be called a classical “win-win” situation according to us. 
 
Volvos current environmental work is mostly regarding reducing emissions and harmful 
waste and to keep them below current standards/regulations and competitors. Volvo is heavily 
promoting the fact that they are below many competitors with regards to these factors and the 
environmental work is very production oriented within Volvo. The use of water to clean 
robotic material is a clear environmental change Volvo is trying to enforce. Its not surprising 
that Volvo is the company with the highest “production focus” in their stated goals, this since 
Volvo is the only truly “traditional” manufacturing companies of the ones we have examined.  
The emphasis when talking to the representative for Volvo is on particular and very precise 
production improvements and this separates Volvo from the other companies in this 
investigation since they talked more about knowledge, communication and awareness as 
crucial parts of their environmental and sustainability goals. Volvo also mentioned the effort 
of cleaning and reusing air in factories where not humans work as one important step towards 
reducing emission. By Volvo working to meet government and owner standards on reduced 
emissions and waste they also get the chance to promote their efforts to their market and 
customers. At Volvo, we get the impression that the image promoted to the public via media 
is of great importance, more that any of the other companies even if Norrmejerier and Umeå 
Energi also mentioned the importance of the “right” company image being promoted via 
media. By Volvo thoroughly following and being below current emission standards they get a 
clear advantage over competitors and the communication of this is very important to Volvo, 
maybe because of the fact that trucks are quite homogeneous products with small possibilities 
to be differentiated long term since design and function are easily copied by competitors. It 
can therefore be the case that company image gives Volvo the chance to differentiate, and if 
this image concurs with the customers demands they probably have a good chance of 
succeeding over competitions.   It can also be the case (like discussed before) that the Volvo 
Corporation may exert a lot of power over Volvo factories with pressuring them to make 
profit to stay in business, since a current trend seems to be to move factories that are not 
performing as they should to other countries.  
 
Umeå Energi places a lot of importance (like mentioned before) on the spreading of 
knowledge and competencies via seminars and educational meetings, and this is done by the 
company visiting schools and other places to inform and spread their sustainability message. 
This message is aimed at communicating the environmental focus of the company and the 
communication is said to be important (similar to Bostadens’ view on communication) as a 
tool used to promote Umeå Energi as an attractive employer that educates and gives 
possibilities for the individual to develop as well as a company with competitive strengths on 
the market. By hopefully managing to communicate with the market, they may spot changes 
in demand before their competitors’ do which can mean that they will be able to adapt their 
operations to a change in demand before anyone else. Umeå Energi are succeeding, according 
to us, with promoting themselves as a more environmentally friendly and sustainability 
focused company, which we think may bring competitive advantages in the future if the 
company manages to keep their image.  However, as mentioned earlier, it’s important for all 
companies to prove that the focus is not just fancy words but actually follow words and 
promises with clear actions and results. They should not make the mistake and regard the 
customers as gullible but instead be prepared to be scrutinized and prove their commitments. 
Umeå Energi is also working extensively with compensating for their waste by making efforts 
in other countries and this of course adds to their possibilities to compete on the local market, 
if these efforts are communicated that is. If their possibilities to compete are increasing via 
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their environmental efforts, so does also the possible gain for the owners and board of the 
company and this is probably a strong influencer on Umeå Energis’ strategies. The media can 
also be discussed to play a vital role in the success of Umeå Energi, and this we base on the 
fact that the manager from Umeå Energi mentions the importance of nurturing a good image 
of the company in the media extensively. It’s mentioned to be almost vital for the company to 
keep their good reputation on the market by making efforts quickly to fix problems that occur 
and come clean to the public when mistakes are made. We think this is crucial for all of the 
companies we have investigated, since they are all big actors on their respective markets. A 
media scandal of for example any of the three dimensions of sustainability being neglected or 
tampered with would almost certainly have negative or even devastating affect on any of the 
companies as well as on their stakeholders. 
 
From the managers we have talked to we have noticed that all of them seems to be very eager 
to give clear examples of how their company is doing their part in the environmental field and 
this might be a sign of them being serious about their commitment since they by clearly 
mentioning specific actions also puts themselves and their companies in a position where their 
efforts might be scrutinize by others. Overall, we perceive the commitment level to 
environmental issues as very high in all the companies we have investigated and this can be 
interpreted as a sign that the notion of the importance of incorporating sustainability practices 
and strategies are spreading across very different fields of business.  

6.4.2 Networks 

Bostaden states that they have realized that networks are crucial when it comes to 
environmental work, since no actor by themselves can really make a sustainability focus that 
covers all aspects of their fields. Norrmejerier also mention the importance of networks, and 
their network is between them and the farmers where they work together on reducing the 
harmful effects on the environment.  They are doing this by looking into the whole life cycle 
of the milk produced in order to be able to spot and reduce parts of the cycle responsible for 
negative environmental affects. Umeå Energi also works with different branch organisations 
in networks as a tool to spread competencies and knowledge regarding sustainability and 
environmental work both within and between the companies. With this work they want to 
raise the competencies of the entire branch and increase the overall knowledge.  Umeå Energi 
is also co-operating across borders (For ex. Russia and China) to find alternative ways of 
building energy plants. Volvo is the only company not mentioning any network co- operations 
taking place, and this might be because of the fact that Volvo is the only traditional 
manufacturing company in our study. Maybe a big production company as Volvo doesn’t 
need to co-operate to reach environmental goals, they probably posses the power to make 
substantial changes by themselves. Volvos environmental goals are, like mentioned before, 
mostly focused on production and manufacturing procedures and this can make Volvo more 
able to reach them by themselves without the help of other actions. When having goals like 
increasing the knowledge and awareness for environmental issues (like for example Umeå 
Energi) there is more co-operation needed between different actors to reach these goals. 
Despite Volvo, we think this “network- thinking”, about working together to reach goals, is 
something that will increase in the future in all markets and companies. Because the “green” 
aspect of business is growing in importance across all fields and sustainability according to us 
can only really be obtained by long term, focused and coordinated actions and this is true for 
Volvo as well.  
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6.4.3 What needs more work? 

Bostaden identifies their communication as the most important area where change need to be 
made. The communication between the customers to the company via the block attendants are 
crucial and need to work flawlessly in order for Bostaden to get the feedback they need in 
order to keep providing what the customers want. If the demand is changing towards a more 
environmentally focus, like mentioned before, it’s crucial for Bostaden to detect and respond 
to this in time to get a positive competitive advantage. Bostaden are even appointing 
“Dialogue- leaders” which also shows that the communication is perceived as a very 
important aspect that needs to function within the company. Norrmejerier, on the other hand, 
does not mention communication as something needing to be improved but instead they 
mention more hands-on improvements needed (for example introducing bio-gas vehicles and 
reducing energy use in the facilities). Overall, the communication within Norrmejerier is not 
mentioned a lot, which can mean two things. On the one hand it can mean that Norrmejerier 
have a well functioning and effective communication system both within and outside the 
company, on the other hand it can mean that communication is not perceived as something 
connected to the environmental goals of the firm. We are more inclined to believe in option 
two, since we have a hard time believing that the communication is (or can) work perfectly 
flawless in any company.  Volvo also did not mention any communication needing to be 
improved. Instead the manager stated a lot more particulate goals being worked on. Such as 
high temperature owns being replaced and a change of focus towards reducing each 
departments individual affect on the environment. Connected to our discussion of drivers, we 
though Volvo would mention the importance of improving their communication with their 
market and customers as important but this were not the case. The fact that neither 
Norrmejerier nor Volvo mentioned that their communication needs improvement can also be 
related to the fact that the managers we interviewed at these companies were relatively new 
on their position. In Umeå Energi, on the other hand, the communication is said to be very 
important to improve, since it promotes the company focus and goals to the market. The 
message of having ambitious goals hopefully gives the company competitive advantages and 
performing company changes can also mean that the company is perceived to be an attractive 
employer to work for. This fits very well with the discussion about the drivers affecting Umeå 
Energi. Umeå Energi also mention that the decision making process within the company 
needed to be improved, since sometimes there seems to be an unwillingness to make crucial 
decisions when needed. This can of course have an effect on environmental decisions, since 
an unwillingness to make decisions may make the company fall behind competitors and 
market demands with regards to environmental work.  

6.4.4 Social networks and goals 

With regards to the fact of Bostaden being hesitant to join a social network we tend to agree 
with the managers’ notion that it may not be the best media for Bostaden to join, since the 
“product” actually is peoples living areas and controlling what is written on that page may be 
very hard. We think that Facebook might work as a way for inventive marketing, but that it 
would be more suitable for actual products and not for the housing business. Since Bostaden 
already have a well developed homepage we do not consider Facebook as important for them, 
since they already are providing the possibility for virtual contact and communication 
between the company and their customers. Before making the decisions to join a social 
network, companies should do like Bostaden and really question what benefits this might 
bring as well as what negative aspects in might entail. From the companies we have 
investigated, we would consider Volvo and Norrmejerier as more suitable for using a social 
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network, since they are producing and delivering more “traditional” products then Umeå 
Energi and Bostaden. We think that Umeå Energi might get a lot of criticism on such a page 
with regards to the prices of electricity, which really they cannot do much about since they 
must be able to compete and make profit. 
 
At Bostaden, every goal is said to be written down and based on the three dimensions of 
sustainability. This shows, according to us, a serious focus on and knowledge about the 
components of sustainability, since the company seems very familiar with the term and very 
eager to incorporate it in their planning. Bostaden also mention the importance of keeping the 
goals stabile and unchanged, which according to us is a very good way to go when 
sustainability is to be aimed at. However, the goals still need to be possible to adapt, since the 
ways of reaching sustainable practices might have to change as the process goes along and if 
the goals are too rigid Bostaden may fall behind. Bostaden also seems to have a thorough 
evaluation process in place to make sure that goals are understood and met, which according 
to us further confirms their commitment to make sustainability an integrated part of their 
business. At Umeå Enegi, goals are to reduce the company’s negative influence on the 
environment. The follow-up procedures at Umeå Energi are also regularly performed and 
investigated to make sure goals are met and deadlines are held.  Volvo and Norrmejerier did 
not mention any follow-up procedures, and this can again be explained by the respondents not 
having worked at their companies for long since we doubt that they do not have any 
guidelines regarding this.  

6.5 INTERNAL OUTCOMES 
 
We now move on to discussing the outcomes we defined as outcomes from the beginning of 
this work, and these will be divided into internal outcomes (results observed in the companies) 
as well as external outcomes (results outside the company) connected to the sustainability 
focus of the firms. 
 
At Bostaden, clear in-house results of their sustainability goals are said to be noticed. 
Employee and managers ambition, awareness and understanding of sustainability work is said 
to have increased immensely thanks to the clear environmental guidelines and goals. At Umeå 
Energi, outcomes of an environmental focus on, for example, company and employee 
commitment are said to be hard to identify. One outcome that is identified however is an 
increase in knowledge in the market and market actors regarding sustainability issues, which 
have originated from Umeå Energi co-operating with Umeå University. Umeå Energi also 
mention results being observed on their employees, by them being prouder, more engaged and 
focused on reaching the goals the company has set up with regards to the environment. At 
Norrmejerier, the installation of the “Drivec” system is said to have contributed in a very 
positive way to the awareness and interest for driving environmentally friendly for the truck 
drivers, this was something Norrmejerier was positively surprised by. This has also lead to 
creating initiative and inspiration to further reduce diesel in the companies owning the trucks. 
Hence also a positive outcome of Norrmejeriers environmental focuses. At Norrmejerier there 
have also been a change noticed in employee and manager attitudes and commitment to 
environmental issues. This has resulted in the formulation of sustainable goals and guidelines. 
The interest for environmental issues and how to solve them has also spiked since the goals 
were set, and at Norrmejerier this is partially explained by the employees being of younger 
ages. This connection between age and environmental focus was only made by Norrmejerier, 
and we do not know if this notion is in any way confirmed and valid. Personally, we think that 
age and willingness to commit to new ideas and environmental ways of working might be 
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connected, since personal experiences tells us that younger people obviously are less “stuck” 
in old ways of doing things (Since they have not worked 20 years with the same things the 
same way). This question would need a complete own study to investigate, and therefore we 
leave this topic with this short discussion. At Volvo , the person we talked to seemed to have 
somewhat of a vague perception of what results and outcomes have occurred connected to 
Volvos environmental focus, but she did tell us that she is perceiving a positive effect 
connected to the environmental goals. So, all of our investigated companies except Volvo 
have noticed clear changes in their employees and managers attitudes, commitment and 
interest in environmental issues that they connect to their environmental goals. This is very 
interesting according to us, since again these companies are working in completely separate 
lines of business and still such clear and cohesive results are observed. We also think that 
Volvo may have or will experience something similar with their staff, and maybe our 
respondent just did not have particular examples of this to give us then and there. This can 
mean, based on our observations, that an environmental focus of the firm affects the staff in a 
positive way despite what business the company is in. 

6.6 EXTERNAL OUTCOMES 
 
When talking about Bostadens goals of transportation and reducing energy consumption we 
got the feeling that these goals have already been reached. However, we did not get any 
example of clear tangible outcomes this has brought the company, just gave us statements like 
“We now have a lower energy consumption”. Despite this, we can assume that reduced 
energy consumption as well as reduced usage of gas when transporting in newer trucks have 
brought Bostaden positive financial results with costs being cut. However, since Umeå Energi 
is the number one provider of electricity to Bostaden customers, we wonder if houses built to 
consume as little energy as possible actually is a good idea in the eyes of Umeå Energi? If less 
and less energy is used, Umeå Energi will undoubtedly sell less and this cannot be profitable. 
At Umeå Energi, like mentioned above, goals are to reduce the company’s negative influence 
on the environment, and the company has seen tangible results from this focus in the form of 
decreased use of fossil fuel from 20% down to 1%. Umeå Energi also states that they actually 
does not want people to over consume electricity with the argument that over consumption 
will force Umeå Energi to build new and expensive facilities to cope with the new usage level, 
overuse can also mean the backup system on the plant will need to be set in use and this 
system is not very environmentally friendly. By launching “The energy service” they hope to 
help people optimize their use of energy. We find these arguments a bit strange, since Umeå 
Energi ultimately are out to sell energy, and if they don’t sell enough energy they will not be 
profitable. We can understand the fact that a new facility costs a lot of money up front, but 
still we think that a new facility is not built unless that company sees a clear profit potential of 
this. The manager of Umeå Energi explained that the demand of energy rises like a curve, 
whilst the costs of building a new facility is more formed like a stair (Since a lot of money 
have to be spent at particular times).  So if the demand rises a bit above the current one, Umeå 
Energi might have to spend a lot of money to meet this small increase of use with building a 
completely new facility (Take a whole step up the “stair”). This could be a valid reason for 
Umeå Energi not wanting their customers to over consume energy, but Bostadens new houses 
with a very low energy consumption we cannot see Umeå Energi profiting on. It can then be 
the case that by Bostaden reaching their goals, Umeå Energi will come to lose a lot of money.   
 
Some outcomes Umeå Energi have observed connected to their environmental focus are a 
down going curve of carbon dioxide emission, but Umeå Energi also mention some problems 
connected to finding which outcomes actually results from the environmental work since the 
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environmental work is said to be so integrated into daily routines. The financial outcomes are 
also said to be hard to observe, since there is no way of knowing how well the company 
would have been doing if it had not implemented their environmental goals. We concur with 
this notion, even if we think that some results still could have been possible to identify since 
not all results need to be compared to results that would have occurred if the environmental 
focus was not implemented. Umeå Energi also says that a lot of observed outcomes probably 
are a result of many different goals being met, and this we agree to. Umeå Energi and Volvo 
were the only ones mentioning the downturn in the economy year 2009 and how it affected 
their business, this is according to us because these two are the ones whose operations are 
most sensitive to recession in our study. Even if the recession affected pretty much all 
companies, Volvo especially experienced a hard blow of this with massive layoffs and 
business cut downs. Umeå Energi also says they lost approximately 40 million SEK due to 
delays caused by the recession. We do not consider Bostaden and Norrmejerier as vulnerable 
as Volvo and Umeå Energi in the case of recession, since people always have to have a place 
to live, and dairy is not a major investment for customers or companies to make. Hence, that 
can be a reason to why the recession was only mentioned by these two. At Norrmejerier, the 
tangible results (connected to the “Drivec” system) are first and foremost a reduction in the 
use of diesel per mile, which means saved costs for the company. However, since the 
environmental focus and work of Norrmejerier recently have changed direction (as mentioned 
earlier), clear result of their environmental work has not been noticed to a great extent yet. 
Norrmejerier however believes firmly that their goals of reducing harmful waste materials 
optimize the use of resources, hence reducing overall negative effects the company have on 
the environment. When these goals are reached, it will affect their financial results positively 
via reduced costs. Since this is still just words and plans, we find it a bit hard to discuss the 
likelihood and possible affects of the goals being reached, even if we do think that 
Norrmejeriers goals are possible for them to reach. At Volvo, the environmental focus of the 
company is said to have brought a reduction in energy use, which have entailed a reduction in 
energy costs paid. We did not get any additional information regarding particular outcomes 
and tangible results in Volvo connected to their environmental goals, and this might be 
explained by the respondent in question being fairly new at her position and maybe not 
completely familiar with all aspects we asked about. She did however tell us that she thinks 
that environmental issues will grow in importance in the future, which will have an effect on 
Volvo. This might mean that tangible results also will grow in importance for Volvo in the 
future. We are not saying that no tangible results have been observed in Volvo, we just did not 
get many examples of this in our interview. Bostaden mention the rebuilding and insulating of 
old houses to reduce energy consumption as something that needs more work.  Something 
also mentioned was the “Hunt for the small outflows” which means that Bostaden need to 
reduce their small, everyday use of energy. Here again we can connect to Umeå Energi, since 
a reduction of use will mean a reduction in income for them. Since Umeå Energi is coping 
today with delivering energy to their customers with their existing facilities, a reduction in 
these buildings use of energy will mean a reduced profit. Bostaden also mention their current 
problem with how the energy use is measured as something needing improvement and they 
say that this problem has been pointed out to Umeå Energi, but we did not get any clear 
information about what Umeå Energi is doing/have done to help out with this problem. 
Bostaden further mention the balance act between customers lowered living costs with the 
company making profit and reaching their environmental goals as something needing work in 
the future. This concern is according to us present in all companies contemplating to enforce 
some kind of environmental goals; an environmental focus needs to be weighed against 
company costs and customers demand in order to be profitable for the company. If it’s not 
perceived as being profitable for the company to adapt an environmental focus, we do not 
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think the company will. At Norrmejerier the transportation and the energy use are the two 
main areas mentioned when improvements are discussed, but still the transportation emission 
are said to only account for 10% of the total emissions released during the milks lifecycle. 
The current problem of ecological products being transported long distances, due to 
Norrmejeriers current inability to process them, is something we perceive that Norrmejerier 
only considers as a temporary and somewhat small problem since they are apparently 
rebuilding their factory to be able to handle these kinds of products. Still, we wonder how 
long this work has been going on, and how long it will take for them to finish. During this 
time, the ecological products will continue to travel quite long distances. Of course, one can 
argue that ecological products are bought for other reasons besides the environmental one 
(cows not being medicated to produce more etc.) and those reasons are of course still valid 
even if the product is transported long distances.   But, since Norrmejerier states that transport 
is a main area that need to be improved this would, according to us, be a very important issue 
to handle as quickly as possible. Especially since the image of Norrmejerier of being a serious 
and environmentally conscious company is said to be very important to maintain in the eyes 
of the customers. As a addition to the reasoning of transportation only accounting for 10% of 
the emissions in the milks life-cycle, Volvo mention that the driving of the trucks are 
responsible for the highest environmental influence during the trucks lifecycle.  
 
The question regarding how “good” ecological products actually are from an environmental 
point of view, as well as how these products are processed and perceived by customers would 
be a very interesting topic to investigate further on some other occasion. One thing 
Norrmejerier mention that they wish for in the future is that the use of bio-fuelled truck 
increases, Norrmejerier are manufacturing bio-gas as it is but until there are possibilities to fill 
up trucks with bio-gas along the roads they cannot make the change to use these kinds of 
trucks. They mention that Umeå Energi should take their responsibility and redirect their 
efforts towards making bio-fuelled stations available, but from the discussion above we see 
that bio-fuel is not mentioned by Umeå Energi as something they will work on spreading 
more in the future. This can mean that they just forgot to mention it, or it can mean that they 
do not see the profit potential or the demand for it right now (we are more inclined to believe 
the latter alternative) and therefore maybe Norrmejerier should be more communicative about 
their wishes in order to encourage Umeå Energi to make this investment. This can then be 
promoted as a joint effort that might bring positive customer feelings and feed- back to both 
companies about their efforts for environmental practices. One company that did mention that 
they are working on projects aimed at developing new bio fuel and gas stations are Volvo, so 
maybe a co-operation between Norrmejerier, Umeå Energi and Volvo could be beneficial? 
These trucks can then also be used by Bostaden, since Bostaden are mentioning that they have 
clear goals for reducing harmful emissions connected to transportation. 

6.6.1 Competition  

At Bostaden, environmental work is believed to create interest and positive feelings towards 
the company, which hopefully brings customers to choose Bostaden before competitors. This 
is however only the case, Bostaden says, if the costs and living expenses can be kept on a low 
level. The customers seem to be an important factor Bostaden considers, and the 
environmental work seems to be believed to function as a way for them to reach competitive 
advantages. We think that since Bostaden are the number one actor on the market in Umeå, 
they also have the power and resources to invest in environmental work to a higher extent 
then the small actors since Bostaden does not have the need for investments to pay off right 
away.  This can give Bostaden a clear competitive advantage if they manage to set high 
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standards of environmental work that can be hard to live up to for other actors. Since the 
market according to us is experiencing a trend towards more environmentally focused 
customers, Bostaden stands to gain a lot by being in the front of the environmental work of 
their market. Umeå Energi also considers their environmental work as something that can and 
will bring competitive advantages, even if this is said to be hard to measure exactly what type 
of advantages is particularly connected to their environmental work.  Umeå Energi also 
mention the importance of keeping the price and cost for the customers down, and since 
Umeå Energi isn’t the cheapest energy company on the market it is said to be very important 
(like we previously discussed) to create an image of being good and honest and by that 
compete even if their prices are slightly higher that some other companies. Norrmejerier also 
mention the importance of them reaching their goals in order to create and sustain an image of 
being serious and believable in the eyes of the market, and also in order to communicate the 
notion of Norrmejerier being in the front of the development when it comes to environmental 
work. So, both Bostaden and Umeå Energi realize the importance of costs, and Bostaden, 
Umeå Energi and Norrmejerier all talk about the importance of creating and sustaining a 
favourable image of the company in order to compete.  
 
Norrmejerier are currently pretty much the only supplier of milk present in the north of 
Sweden (At least with regards to amount sold), which makes their competitive situation a bit 
monopolistic. Recently however, Norrmejerier have engaged in taking some of the milk 
farmers previously working with Milko, which have made the competition heat up. In this 
competition, Norrmejerier think they have an advantage thanks to their environmental work, 
but primarily it’s the price they pay to the farmers that decides who the farmers choose to do 
business with. The environmental work, hence, is thought to give a small positive contribution 
in competition, but the price is the primary factor Norrmejerier competes with. We are not 
surprised by this, since the dairy market is according to us very dependent on margins, both 
profit margin to the farmers as well as for the company itself. Since the farmers are the 
owners of Norrmejerier they also are in the position to pressure the company for higher profit 
margins (we connect this to the discussion above about the owners primarily affecting and 
focusing on the economical dimension of sustainability). This pressure can also be towards 
Norrmejerier being even more environmentally friendly, but this does not seem to be 
happening to any greater extent today. One reason to this is according to us that farmers focus 
on their own farms and its environmental work and somewhat neglects to use their power 
towards making the company do environmental improvements on a higher level. Norrmejerier 
are currently working towards encouraging farmers to reduce their emission and raise the 
awareness on these issues. This is good, but we also think (like mentioned before) that the 
farmers can take a more active role with demanding Norrmejerier to make environmental 
changes.  
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7. CONCLUSION 

7.1 CONCLUDING MODEL 
 
 
 
 
 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 7.1”Summarized analytical model” 
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We start this concluding section of our paper with connecting this model to the purpose of our 
study.  
 

“The purpose of this study is to investigate how different drivers affect 
company’ processes and what kind of outcomes this brings for the companies that are 
creating a more sustainable focused business” 
 
With the help of the model we are able to fulfill our purpose with showing how different 
drivers affect companies (the Forces in the model, for example in Bostaden the customers 
affect the company’s sustainability goals through current trends of demand and the reputation 
of the company via the customers’ expectations of what the company has to deliver). We are 
also able to see which driver affects which dimension of the sustainability goals as well as 
process changes (for example the customers in Bostaden affect the economical and the 
environmental dimensions of sustainability and the customers can also be a source of ideas or 
needs that start a process change in the company). Finally, we are able to see what outcomes 
the process changes have lead to (for example in Bostaden, some outcomes have been new 
waste stations being built and improved communication).  

7.2 CONCLUDING DISCUSSION 
 
In our research we used the Stakeholder model from Freeman (1984) where nine stakeholders 
were identified as possible drivers of company change. In addition to these nine we also 
identified the labor force as a possible driver. However, during our empirical investigation 
one additional stakeholder emerged that Freeman (1984) had not mentioned. We chose to call 
this stakeholder the manager and identified it as a “middle-level” influencer between the 
employees and the owners. One reason to why we found it very important to add this 
stakeholder to our analysis was that when our respondents talked about the employees of the 
firm as well as the owners they did not talk about themselves, which according to us makes it 
crucial to add the stakeholder, manager, to cover this aspect. Furthermore we got the 
impression that the term “Employees” were used about people working below our 
respondents, and “Owners” as working above. It is therefore important to include the manager 
as a driver since otherwise these middle-level influencers between owners and employees are 
missed.   
 
In our analysis as well as in our final model we noticed that power was a very important 
factor in explaining how drivers affect companies. Power is also a force in all of our 
investigated companies, a force that allows stakeholders to affect company practices. Power, 
hence, is a factor to be reckoned with in companies that are working in very different fields. 
Furthermore this makes it interesting to connect to theoretical reflections regarding 
stakeholders’ power over company practices. We have not mentioned the importance of 
power earlier in this thesis, though we saw a clear need for mention it in this section. We 
connect it to what we have learned from our empiric section, the analysis as well as from our 
final model.  In current literature, the connection between stakeholders’ power and 
organizational learning is often made and researchers have mentioned that there is a complex 
relationship between the ambition of company goals, the structure of company learning and 
the influence of stakeholders on the process and outcome of learning (Roome & Wijen, 2005). 
Stakeholder influence occurs through stakeholders forcing or making the company act in a 
way that they would not otherwise do, and Roome & Wijen states that influence of 
stakeholders on companies is the equivalent of power, influence is said to be a materialization 
of power.  Stakeholders without power over the company will most certainly not be identified 
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by managers as important and power is said to be the number one influence on how salient the 
stakeholder is perceived by the company (Parent & Deephouse, 2007). This means, according 
to us, that the stakeholders mentioned by our respondents in our interviews also possesses 
power over the company even if not all of them were specifically stated to have power over 
company practices. Power, hence, is a very important aspect and explanation of how 
important stakeholders are perceived to be and there seems to be a clear connection between 
how much power the stakeholder have and how much that stakeholder actually influences 
company practices.  
 
From our analysis we noticed that the forces “Reputation” and “Trends” were important for 
all of our investigated companies. We can connect this to the theories of Maslow (1987) and 
Solomon (2006) when they discuss how customers are looking for self fulfilment as well as 
looking for being a part of a group. Customers are affecting each other and their reference 
groups, therefore a company benefits a lot by keeping their reputation flawless, since 
reputations of a company may lead to customers having expectations about the company even 
before they engage in business with them. This is very similar to the theory of word-of-mouth 
(Kotler & Keller, 2006) and “good” and “bad” information about a company can spread 
between customers on a market. If understanding the power and importance of reference 
groups and word-of-mouth, companies can take an important step towards anticipating and 
understanding their customers.  
 
From the model in the theory section regarding the “Sequence of elements for a successful 
change in the design of an organization” (Daft, 1998, p.187) we formed a notion about three 
possible “starters” of change within a company, an idea, a need or a resource. As we thought, 
the idea and the need were the two mentioned by the investigated companies, resources was 
not mentioned as having any particular effect on starting changes in the companies at all. It 
was mentioned as more of a condition than a starter of change for the companies that are 
considering implementing new ideas or fulfilling needs. Therefore we say that based on our 
observation it looks like the two places where company change starts are the idea or/and the 
need, which confirms the Daft (1998) model where these two are labelled as the starting 
points of change. Where ideas and needs comes from is according to us related to which 
drivers are identified to have the most power and influence over company practices, for 
example in Norrmejerier we identified the in-house drivers (owner/board and manager) as the 
ones with strongest influence and ideas or needs for change concurred with this since they 
were mostly taken from these drivers.   
 
Based on the Payne & Rainborn (2001) model of the four stages a company goes through on 
their way of completely adopting sustainable practices, we would say that all of the 
investigated companies are currently somewhere between the currently attainable and the 
practical level of the model. We base this on the fact that we think they all are performing 
sustainability actions since it is perceived as the right thing to do, but with the behind thought 
of making financial benefits and maybe get competitive advantages out of it. We would, 
based on our previous discussion, say that Volvo and Norrmejerier are at the currently 
available level whilst Bostaden and Umeå Energi are at the practical level. This since we feel 
that Bostaden and Umeå Energi has a sustainability focus for more stated and clear purposes 
then to make profit out of it (this is based on overall impression, since non of out investigated 
companies stated that they have a sustainability focus primarily for the money it may bring). 
One reason we think may have contributed to this notion is also the fact that the respondents 
on Volvo and Norrmejerier where the ones least familiar with the concept of sustainability 
and environmental processes and this may lead us to make the faulty assumption about them 
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being at a “lower” stage in the model than they actually are. If we had talked to someone else 
in the companies (maybe more familiar with the term and topic) chances are that we would 
have gotten a different image of the situation, but based on what we got we stand by our 
conclusion. In Bostaden and Umeå Energi the environmental dimension of sustainability 
seems to be more integrated into daily business practices, in the model we noticed this by the 
in-house drivers of Umeå Energi and Bostaden pushing towards the environmental 
dimensions of sustainability to a high extent, whilst the push for the environmental dimension 
came from the market or the customers and not from in-house drivers in Norrmejerier and 
Volvo.  
 
Every company in our investigation has outcomes that we have identified as being related to 
the economical as well as the environmental dimension of sustainability. However, we think 
that the reduction of costs connected to the sustainability goals is a primary reason to why the 
companies have selected to implement this focus. The environmental affects seems to be more 
of a positive side effect of for example costs being reduced by trucks using less fuel. The 
economical aspect of sustainability is also very much affected by the owners of the companies 
and this also confirms that the economical part of sustainability is very important.  By cutting 
costs the companies increase their chance of competing and by that we identify the cost 
reductions as possibly contributing to creating competitive advantages. Based on the 
definition of Cravens & Piercy (2009) we can conclude that a company’s ability to cut costs 
indeed can have an influence on their ability to compete, even if cutting the cost may not be 
the aspect most mentioned as something creating competitive advantages. The sustainability 
work was mentioned as creating competitive advantages by all of our investigated companies 
but one, but the costs were not mentioned as an aspect contributing to this. Instead, the image, 
the reputation and the environmental improvements were stated as the factors giving 
competitive advantages. Despite this, we think the reduction of costs play a major role and 
why this was not mentioned by our respondents, we explain by the fact that the companies are 
eager for being perceived as “good” and considerate companies in the eye of their customers. 
Mentioning the saved costs as a reason to do environmental or sustainability work does not 
sound as good as stating that it is done for reasons the customer thinks is important, like doing 
it for the future of mankind or to save the earth.  
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8. SUGGESTION FOR FURTHER RESEARCH 
 
During our time working with this thesis we have gained a lot of knowledge regarding the 
issues of implementing sustainable strategies and goals in organizations. But during our 
empirical study and the analysis section of this thesis we also noticed other interesting fields 
which would be interesting to look further into. 
 

� The manager at Norrmejerier told us about the long transportation routes they had 
when gathering Eco-products from their farmers. Hence it would be interesting to look 
further into how good Eco-products really are with regards to the environment and 
what impact the increased transportations has. 

 
� It would also be interesting with a more comprehensive study on each company to see 

if there are any differences within the company regarding attitudes toward 
sustainability. This can be done by interviewing several employees within the same 
company to find similarities and differences.  

 
� A study focusing on the age aspect could also be beneficial; to investigate if people of 

certain ages are more committed to sustainable practices then others. 
 
� We discussed that some companies might claim to be driven by or listen to their 

customers since it could be perceived as “better” then stating that the company is 
driver by other forces, for example the owners or the board. This would be an 
interesting issue to look further into.  
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9. EVALUATING REFLECTIONS 
 
In our method section (Chapter 2) we specified the methodological choices we have made for 
this study and these now serve as a basis for us when assessing the truthfulness of our work. 
We specified our general goal as to investigate and explore how the term sustainability is 
understood, how different drivers affect company processes towards an environmental focus, 
how these processes are designed and changed and finally, what outcomes this may/do bring. 
We specified that we have a subjectivist ontology (where our own background and experience 
affects how we view reality), an interpretive epistemology (where the interpretation of context 
and understanding play a central role in how knowledge is created), we have used theories in 
a mostly inductive way and performed a qualitative research with qualitative analysis. By 
using an open ended interview method with interview guide approach we aimed at answering 
the “how” and “why” questions connected to our topic.  
 
Ours and our respondents interpretation of our topics and themes as well as our discussion 
regarding similarities and differences between the companies and respondents are the central 
part of our investigation, and based on this as well as on our methodological choices we have 
selected the criterions below to help us asses the quality of our work. To judge, the 
truthfulness is centred around looking at the methods chosen for the investigation and based 
on this selecting relevant criterion to determine if the researchers have reached their goals. 
(Johansson Lindfors, 1993, p. 160) 

9.1 VALIDITY 
 
In our case, since we have performed a qualitative study, we apply the term validity as to us 
observing what we set out to observe (Kent, 2007, p.141). We think we were able to observe 
what we set out to, since we kept our purpose and structure throughout the thesis. By doing 
this, the themes and topics for the interviews were all the way connected to our purpose, 
which also made the discussions taking place during our interviews centred on and around our 
topic. Since we did a lot of work on our interview themes and topics before the actual 
interviews we were able to make sure that we brought up discussions about what we needed 
to know, which makes our work according to us valid. All of the sources and the information 
we have used in this thesis have according to us been connected to what we set out to 
investigate and explore.  

9.2 RELIABILITY 
 
The term reliability we apply as us evaluating if the results of our study can be useful and 
valid in the future (Kent, 2007, p.141). Like mentioned before, attitudes and perceptions 
connected to our topic will most likely change over time, since this topic is very current and 
debated it can make our results and conclusions lose some of their relevance . However, since 
we were not out to generalize but instead to build knowledge and understanding connected to 
our topic we consider our conclusions as being very useful in the future as well as in the 
present. It can shed light over the situations companies might face during the process of 
implementing an environmental focus. We think the conclusions will be useful for people in 
different situations (both company managers, employees, customers and the public) since we 
have reached our goal of creating knowledge and understanding for our topic.  We therefore 
consider the reliability of our work as good, since we have succeeded with increase both our 
own and hopefully the readers’ knowledge concerning our field of focus.  
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9.3 BELIEVABILITY 
 
We think that our study is giving a fair image of our respondents and their opinions. We have 
ensured, as far as we could, to cite them correctly and not take statements out of their context. 
We have not changed any of the answers to better fit our study, there was also really no need 
what so ever for this since our interview topics and themes were carefully worked through by 
us before the interviews. We think our translations from Swedish to English are of high 
quality and the essence and meaning of the answers have in no way been compromised by 
these translations. We think that our interviews may have created an increased interest for 
environmental issues in our respondents, and we also think we have inspired them to reflect 
and discuss these issues within their companies after our visit.  

9.4 HONESTY 
 
As researchers, we trust our own judgements and knowledge when it comes to the 
thoroughness and honesty of our work. We do not have any interest in forging or making false 
statements in our research, nor have we any personal gains or other stakes invested in this 
research showing certain things or going in certain directions. We were aiming at, and 
succeeded with, showing attitudes and issues connected to out topic as they really were, 
without any affect or direction from us. We have not left out information in order to confirm 
or disconfirm any of our thoughts, instead we have tried to encourage and map as many 
different opinions as possible.  We have also tried as much as possible to limit our 
unconscious affect on our respondents to make sure that it is their opinions that are coming 
forth in our material and nothing else, but this we obviously cannot know and ensure for sure. 
We do however consider the honesty in our work as very high since we have not forged or 
angled the information we have received and we have based our analysis on the truthful 
transcriptions of our respondents’ answers. We have made sure to make room for the 
respondents’ perceptions and interpretations regarding our topic in our interviews by 
frequently asking for their personal opinions and by that we think we have been able to get 
their perceptions of reality. This reality is, like mentioned before, constructed based on the 
background and experiences of our respondents and this makes it so much more interesting to 
try and catch in a research. We think we have managed to do this in a very satisfactory way. 
Since our respondents are involved in and affected by the issues surrounding our topic we 
consider our interviews as beneficial for them as well as for us. 
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Appendix I 
 
BACKGROUND AND GOALS OF NORRMEJERIER  
 
(All information below is taken from www.Norrmejerier.se) 
 
BACKGROUND 
 
Norrmejerier is a co-operative society operating in the northern Sweden. They refine 
approximately 192 million kilogram milk from dairy farmers in their facilities located in 
Umeå, Luleå and Burträsk. From this “raw” milk they make regular milk, sour cream, cream 
and cheese. Some of their most famous brands are Västerbottensost®, Verum®, Gainomax® 
and JOKK®. Norrmejerier is owned by approximately 630 farmers in the northern parts of 
Sweden, they have about 475 employees and has a turnover of about 1, 8 billions per year. 
Norrmejerier states that they want to contribute to their customers’ success, and to do this 
they must provide new products and strong brand names that sell to their customers. As 
“partners” rather than providers they also have to contribute by for example adapting their 
transport solutions for the customers’ individual needs.  
 
Norrmejerier delivers daily to 770 stores and 1 600 schools, restaurants and hotels. This 
demands highly qualified logistical knowledge, as well as a well functioning distributions 
system.  Norrmejerier considers their distribution net as one of their most important assets, 
and this net is developed by Norrmejerier working together with other actors in the business 
and these collaborations helps keeping the costs down. To date, Norrmejerier has about 100 
trucks travelling five days a week in all regions of northern Sweden. According to 
Norrmejerier, surveys and studies have shown that the customers value and rank Norrmejeriet 
and their locally produced dairy products high. The closeness to the customers are believed to 
be a crucial part of this, since short delivery routes makes it possible to deliver the goods fresh. 
By making delivery distances as short as possible Norrmejerier also minimizes their use of 
energy and affect on the environment.   
 
The overall business idea of Norrmejerier is that, with maximum respect for the environment, 
collect, refine and market milk. By offering the market high quality products they hope to 
create the best possible conditions for a vivid and local farming industry. The local dairy 
farmers are said to be crucial for Norrmejerier, and local deliverers, distributors and service 
providers are also an important part of Norrmejeriers business. The demands on deliverers are 
said to be as high as the ones Norrmejerier have on themselves. Norrmejerier want to 
contribute in a positive way to everyone involved in doing business with them, and they state 
that “The customers’ success is our success”. Norrmejerier wants to be seen more as a partner 
than a deliverer to their customers. Norrmejerier further state that the struggle for the 
customers’ attention is growing fiercer and fiercer, and it’s no longer enough to offer state of 
the art products. The building of strong brand names is crucial for success. By offering 
practical and high profiled packages Norrmejerier hopes to shine on the shelves of the stores. 
 
Norrmejerier has a lot of experience in product development with special competencies in 
house in the R&D section. They also collaborate with research institutes and universities as 
well as with actors specialized in the fields of food and nutrition.  
 
 
 



 

 

ENVIRONMENTAL GOALS 
 
Norrmejerier states that they place great importance on, and listens a lot to, what the market 
wants and follow current trends regarding both lifestyles and eating habits. By monitoring the 
world around them they have identified three main trends, health-, comfort and pleasure. 
These three now form the basis for Norrmejeriers long-term development of products and 
product mixture. With trust comes responsibilities, and Norrmejerier is said to take 
responsibility for both the environmental aspect of their operation, as well as for the 
employment situation in the northern Sweden. Since almost all of the farms are located 
outside the cities, Norrmejerier plays an important part in preserving and developing a vivid 
countryside.  Take together, Norrmejerier is said to create about 3 000 local jobs.  
 
Norrmejerier are working with the policy to be active from the cow pen to the stomach of the 
end- customer. Since the cow, the sun, the water and the plants are natural, the milk and the 
cheese also becomes natural and Norrmjerier says they also want to be a part of the natural 
cycle.  
 
The environmental and quality aspects are two cornerstones for Norrmejeriet. These two 
function as basis for innovations as well as a basis for the reoccurring improvement initiatives. 
Norrmejeriet want to not only to live up to the markets formal demands but also create added 
value and secure products that nurture the environment as well as the customers’ trust.   
Norrmejeriets environmental vision is to work for sustainability in all parts of production and 
sales. They want to align positive environmental outcomes work with positive economical 
outcomes in order to minimize their impact on the environment. This means that Norrmejerier 
always should consider the environmental effects when they select paths of actions. 
 
Norrmejerier works on minimizing their environmental impact by coordinating their 
deliveries to never drive with half- empty trucks, which makes the efficiency increase when 
the environmental affect decreases. Since most of the products are made locally, the length of 
the transportation are short. Norrmejerier also have a number of demands on the vehicles 
doing the transportation, for example that all new vehicles should be equipped with 
environmentally friendly engines, tires and oils.  
 
Norrmejerier have also invested in the driving optimization system ”Drivec” which is said to 
be equal to an education in eco driving. This reduces the diesel consumption by 7-8 %, which 
is about 100 000 litres of diesel per year. Norrmejerier are also working on substituting oils 
for bio-gas on their factory in Umeå, which have entailed a reduction in the oil usage with 
close to 2000m3 oil per year. Norrmejerier also buys locally produced electricity which is 
carbon monoxide free.  
 
Every facility also recycles their waste and leaves paper, well pap, glass and plastic for 
recycling. Every package from Norrmejeriets products can also be recycled, either by 
resolving them to make new products or burn them to create energy by electricity or heat (two 
tons of used cartons contains the same amount of energy as one ton burning oil). One carton 
being burned can enlighten a small reading lamp for one whole hour. 
 
 
 
 
 



 

 

Appendix II 
 
BACKGROUND AND GOALS OF VOLVO 
 
(All information below is taken from www.volovtrucks.com)  
 
BACKGROUND 
 
Volvo was founded 1927 and are one of today’s leading manufacturers of heavy duty trucks 
and diesel engines. The Volvo Corporation also offers solutions and systems for finance-, 
leasing-, insurance and service connected to urban traffic. Trucks from Volvo are sold and 
serviced in more than 130 countries worldwide; this takes place via 650 authorized dealers 
and 450 workshops. More than 90% of Volvos total production is trucks in the heavy weight 
class ( over 16 ton) and this means that Volvo are one of the largest truck manufacturer in the 
world.  Volvo has nine assembly factories around the world as well as eight factories that are 
owned by local partnering firms.  
 
One of Volvos stated challenges are to meet the increasing need for transportation at the same 
time as generating profitability for their customers as well as reduce emission of greenhouse 
gases. This challenge is very difficult and contains somewhat of an moment 22 since the need 
for transportation is growing and Volvo intend to meet that need, but at the same time the 
negative affects of these transports are to be reduced and primarily this would be done by 
reducing the number of transportations. 
 
Volvo has three goal dimensions that function as the cornerstones and foundation on which all 
Volvo solution rest. These three are safety, quality and environment.  
 
ENVIRONMENTAL GOALS 
 
Volvos states their overall environmental goal as “Reducing the vehicles affect on 
environment” and more detailed as “Our goal is to meet the continuously increasing need for 
transportation, generate profitability for our customers and at the same time reduce 
emissions of greenhouse gases and harmful substances. We want to create a production 
process that is sustainable in its entirety; from our plants, to our dealers”. Volvo states that 
the Earth’s climate system is out of balance, and turning this negative trend around may be 
one of the greatest challenges Man has ever faced. It is also by far the most important 
environmental issue for those working in the transport sector. Emissions of substances have, 
according to Volvo, fallen substantially in the OECD countries and diesel fuels with low 
sulphur content have been introduced which has improved the air quality. However, with the 
business of transportation growing these efforts must be continuously improved upon.  
 
Volvo states that they define their goals in ”humanity” terms: They want to not just sell more 
trucks, but sell trucks that reduce emission and fuel consumption. They want to look at the 
products whole life- cycle (making the material to sustainable methods for manufacturing, 
driving, service and recycling) and hopefully by that create long term and efficient transport 
solutions. 
 
Volvo recognizes themselves as a part of the environmental problems, but they also consider 
themselves as are part of the solution to these problems. The solution, according to Volvo, 
must be a joint response from the transportation industry, politicians and society as a whole. 



 

 

With new technology, political will and a shared determination to solve the problems Volvo 
believes that the environmental challenges we face will only strengthen us. 
 
Some examples of how Volvo is going to achieve their goals are to continue improving 
energy efficiency and examining alternative fuels. When selecting partners and future 
strategies, Volvo states that they always keep their goals in mind. Volvos hybrid solutions are 
said to be one step in the right direction in using fuel more efficiently, as well as the biodiesel 
and methanol/ethanol fuel usage. These alternative fuels are said to be close to CO2 neutral 
and add no extra carbon dioxide to the atmosphere. Volvo also states that they have 
challenged all of their distributors and material deliverers to decrease their CO2 emissions 
drastically and by that, Volvo hopes to reduce their total climate impact by half the year 2020, 
compared to 2005.  
 
Volvo states that the cab paint shop in Umeå has lowest solvent emissions in the industry, and 
this is said to set an example for the whole industry. Waste is said to be dealt with in a 
controlled way in all Volvo factories and in order to save and preserve water supplies, all 
majority-owned Volvo facilities have their own water treatment plants or are linked to 
external water treatment plants. Recycling is also done to an increasing degree in all factories. 
Volvo further states that “As a part of our environmental approach we have focused on 
making sure that our production methods, factories and transports to and from our plants are 
continuously improved regarding the environmental impact. We were the first company to 
build a CO2 neutral factory, our plant in Umeå is one of the cleanest in the industry and we 
are also working to establish more CO2 neutral dealers”. 
 
In the Volvo factory in Ghent the work towards the environmental goals have reached far, by 
for example switching to low energy light bulbs, have more and better control over hot water 
circulation, exert increased temperature control and using more efficient hydraulic tools. 
Volvo states that these improvements alone have led to halved energy consumption and the 
pay off time of the entire investment is calculated to approximately two years. This 
development is something Volvo states that they intent to take further to other factories as 
well.  
 
 



 

 

Appendix III 
 
BACKGROUND AND GOALS OF UMEÅ ENERGI 
 
 (All information below is taken from www.umeaenergi.se) 
 
BACKGROUND 

Umeå Energi produces, distributes, and sells energy to around 57 000 private and corporate 
customers. They offer environmentally adapted district heating and district cooling as well as 
electrical power and telecom services, all over Sweden. Umeå Energi is also a successful 
broadband company. Umeå Energi has 270 employees and an annual turnover of just over 
SEK 1 billion. The electricity network covers more than 4 400 kilometer and is one of the 
most reliable networks in Sweden. The network has far fewer and shorter interruptions in 
power supply than the national average. 

The company is certified in accordance with ISO 14001, an international standard for 
environmental management system guaranteeing satisfactory operational control and 
monitoring. This means, among other things, that Umeå Energi are subject to annual auditing 
by independent auditors and the company must continuously develop and improve their 
environmental work to keep the license. 

Most of Umeå Energis’ customers choose to sign an electricity contract to safeguard against 
price rises. The most popular contract is Tryggel, offering customer advantageous term, such 
as the right to sign a new contract after half the period of the existing contract. 

By innovative ideas and solutions Umeå Energi has been able to construct the DÅVA 
combined heat and power plant just outside the city of Umeå. It is one of the world’s most 
energy effective and environmentally adapted waste-fuelled plants. The DÅVA plant converts 
waste into energy and electricity in an environmentally acceptable manner. This is managed 
by a combination of innovative solutions and essentially the entire energy value of the fuel 
can be recovered. 

Today, more than 70 per cent of the total indoor area in Umeå is heated by district heating and 
the figure continues to rise. Environmentally adapted district heating has replaced thousands 
of polluting oil boilers and reduced the amount of electricity used for heating. Umeå Energi 
has a number of district heating production plants. The two largest plants are Dåva combined 
heat and power plant, and the Ålidhem plant, which is a pure heating plant. 

Umeå Energi also uses absorption refrigerators to produce district cooling, the biggest is 
located next to the Ålidhem heating plant. These hi-tech refrigerators are driven by district 
heating from the heat production. District cooling is good for the climate, indoors as well as 
outdoors. Moreover, district cooling can, in most cases, replace conventional electricity driven 
refrigerators that contain refrigerants contributing to the greenhouse effect. 

ENVIRONMENTAL GOALS 

• Umeå Energi  have a long-term environmental strategy  
• The environmental initiatives concerns the entire company 
• It is driven by the company managers and the environmental organization 



 

 

• The environmental work is based on the company’s environmental policy 

Umeå Energi work with environmental initiatives in a modern way. Environmental data from 
the heating plants are analyzed and stored on special servers. Employees can reach a 
comprehensive managing system for the environment, through the conjoint intra-net. It 
consists of information about how to handle chemicals, environmental goals of the company 
and other aspects of the company’s environmental policy. 

In the production plant for district heating, Umeå Energi put a lot of effort into supervision 
and measurement of environmental parameters which then is reported to governmental 
authorities. By constantly working with optimizing of the work processes Umeå Energi tries 
to decrease the amount of resources they use and thereby their effect on the environment. 

At Umeå Energi the environmental work is an ongoing progress which consists of daily 
routines and projects, environmental issues is something used in day-to-day business. 

 



 

 

Appendix IV 
 
BACKGROUND AND GOALS OF BOSTADEN 
 
(All information below is taken from www.Bostaden.umea.se) 
 
BACKGROUND 
 
Bostadens business concept is: Bostaden will provide value-for-money homes to rent!  
 
Bostaden wants to be the natural choice for people who wish to rent their own home in Umeå. 
The company wants to help their customers turn the flats and residential areas into their own 
homes and neighborhoods. Bostaden is also keen to develop good, long-term relationships 
with their customers, and they want this to be felt in the many contacts they have with 
customers. 
 
Today, Bostaden is the biggest actor on the Umeå housing rental market, with a market share 
of approximately 45%. The company also has a large stock of student housing. Through its 
growth, Bostaden has helped turn Umeå into a town that in many ways is the capital of 
Norrland. Bostadens’ expansion has now entered a slower phase. Umeå, however, continues 
to grow, and Bostaden will continue to contribute to its development. Bostaden want their 
organization to be characterized, both internally as well as externally, by their core values: 
 
- People's equal value - a positive belief in people's willingness and ability regardless of their 
background, origin and gender. 
 
- Transparency - in all of Bostadens’ contacts and relationships internally and externally. 
 
- Caring - about people, houses and the environment 
 
- Professionalism - a holistic approach with smart and sustainable solutions. 
 
ENVIRONMENTAL GOALS 
 
In June 2008 Bostaden started a new environmental focus and the idea with the new focus is 
quite simple: Bostadens business is based on an approach to reduce the load on our shared 
environment. However, it´s crucial to increase environmental awareness among both tenants 
and employees-as well as with the suppliers and contractors the company uses. Bostaden 
believes that the paths to reach their goal goes through, knowledge, cooperation and open 
dialogue. 
 
To make the environmental work a little more manageable, Bostaden has divided the work in 
five main areas: energy consumption, waste disposal, construction and materials, 
transportation, and knowledge and commitment. Each focus area is led by a sub-project leader 
who, with his project team, works to achieve its goals. 
 
Energy consumption 
"Energy use will be reduced by 20 % by the year 2016" 
Bostaden has already been working a long time to save energy. They have used recycling and 
fine-tune the heat, saving water in different ways, ensuring reduced engine heaters, extinguish 



 

 

lights and switch to energy-efficient washing machines. Now they are set to use new 
technologies for ventilation and heat recovery. Moreover, the division is starting a pilot 
project with the individual measurements in individual apartments in 2009. Bostaden has 
already begun work on energy declaration for all our buildings, which can show the way for 
future action.  
 
Waste Disposal 
"Custom cycle waste management will be introduced and will within two years be source 
sorted in at least 50 percent of the properties." 
 
 In 2007 the company’s customers collected about 1156 tonnes of recyclable material which 
represents a reduction of Garbage fee of about SEK 1 million. The goal is to offer more 
customers the opportunity to source sorting, from the current 80 percent to 90 percent.  
 
• Increase the volume of recyclable material from 36 kg per quarter and households to 45 kg.   
• Establish waste sorting in 50 percent of Bostadens properties in the start-up phase and then 
gradually increase the share where opportunity exists.   
• Expand with additional fractions such as light bulbs where possible.   
 
Building and materials  
The material in buildings should, as far as possible be free of environmental and hazardous 
substances.  
 
• Gradually increase the amount of environmentally sound materials throughout the buildings 
life cycle. 
• Setting clear environmental requirements in procurement of new and conversion projects, 
and in the maintenance, repairs and services. 
• Within three years, all property will be free of pollution with PCBs. Bostaden will 
implement the remedial action already planned for the coming years. 
•Environmental Declarations for Bostadens’ apartments was implemented in 2008. 
 
Transportation 
Shipments will be made with environmentally friendly vehicles. The goal is to reduce fossil 
fuel consumption in all of Bostadens’ business. 
 
• To replace the vehicles to energy-saving models.  
• To increase the number of internet material orders. 
• With better internal communication and cooperation reduce the number of miles driven. 
• To use vehicles and machinery which are mainly driven by environmental fuels eg: Brush 
cutter, trimmer. 
• Influence suppliers / contractors transports to take the same directions in consideration.  
 
Knowledge and commitment 
Commitment and knowledge of environmental issues will increase and become a natural 
feature of all of Bostadens’ work. An important part of the environmental work is knowledge 
and will. The company states that they should encourage themselves, their tenants and 
contractors / suppliers to an increased engagement in environmental issues. Follow-up is done 
by additional questions in customer surveys and employee surveys carried out annually. The 
base year for performance comparison is 2009. Later on, Bostaden intend to invite tenants to 
various forms of information and dialogue on the environment.  



 

 

Appendix V 
 
GENERAL OUTLINE TO INTERVIEWS 
 
1. SUSTAINABILITY 
 
Why do you have sustainability goals in your firm?  
 
Who (if any) is the head decision maker connected to the establishment of these goals (Where 
does decisions come from)?  
 
Which are the forces affecting your company to adopt a sustainability focus?  
 
Have you noticed any changes in the market with regards to sustainability and environment?  
 
Is there an increased demand for you to provide more environmentally friendly 
products/services/way of producing?   
 
What does the term “sustainability” mean to you? (How would you define it?)  
 
Where do ideas of improvements (with regards to your company strategy and processes) most 
commonly come from? 
 
2. DRIVERS 
 
The three most commonly identified drivers for a company to change the way they do 
business from literature are customers, employees &governments/social society, do you agree 
with these three having an important impact and influence on your company as well? 
 
Which stakeholders would you say are the ones affecting your company?  
 
(More/less? Important/less important?) 
 
Customers  
 
How do your customers express their whishes?  
 
Have you noticed any changes in their demand, maybe towards more environmentally 
friendly company and product?  
 
What does the customer want from you (in terms of products a.s.o)  
 
How would you say customers affect you company practices?  
 
How do you ensure that your sustainability focus is communicated, believable and trusted?  
 
Employees  
 
Have your employees expressed any thoughts/wishes regarding your company’s direction 
(environmental)?  



 

 

(How) Do you educate your staff with regards to sustainability goals?  
 
Would you say that employee attitudes affect your company? How? 
 
Do you think the employees attitudes are important to consider and work on making favorable?  
 
Are environmental considerations something you notice amongst your employees?  
 
Does your company value employee initiatives with regards to for example environmental 
improvements?  
 
How do employees communicate within your company?  
 
Government/social society  
 
Is your company devoting attention to examining current environmental regulations?  
 
Do you have any particular department working with just this? 
 
(How) Do media affect your company direction?  

 
Do you consider media to be an important influencer on your company’s practices?  
 
Have you noticed any change with regards to this?  
 
How do governments and society communicate with your company?  
 
Competitors  
 
How do you think your competitors are doing with regards to working towards sustainability 
goals (comp. to your company)?  
 
Would you say that competitors affect your company practices? How?  
 
Does your company devote attention to examining and monitor competitor actions? How is 
this done? 
 
Owners  
 
Would you say that the owners of your company affect your company direction? How?  
 
How do they communicate with you?  
 
Have you noticed any changes in their demand on how you do business? 
 
Suppliers  
 
Have your suppliers expressed any thoughts regarding your company adopting goals 
regarding sustainability?  
 



 

 

How do your suppliers communicate with your company?  
 
Would you say that suppliers affect your company practice?  
 
How do you choose which suppliers to work with? And do your company’s sustainability 
concerns play a part in this selection?  
 
Regarding your stakeholder, have you noticed any conflicting demand with regards to what 
they what you to do with regards to the environment? How/ what?  
 
Which (if any) of the previously mentioned stakeholders do you consider to be important to 
listen to when it comes to your practices?  
 
Is the labor force a driver of change you think affects your company’s processes and strategy? 
 
3. PROCESSES 
 
TODAY 
 
How is your company working on reducing its environmental affect? 
 
How would you say that your company’s processes have changed due to you environmental 
focus?  
 
What changes will an environmental focus entail for you company (how you do things)? How 
will this be done? What changes do you have to make in house? 
 
Where does the process of change start? (Do you start with the need, the idea or the 
resources?) If/when you are to change in your company’s processes, how does this often look?  
 
Do you consider your in-house structure as flexible and changeable when faced with new 
demands? 
 
Do you think the mindset of your company and staff has changed when you established your 
sustainability goals? How?  
 
THE FUTURE 
 
How does our previously discussed stakeholders influence and affect your company practices?  
 
Would you say that your sustainability goals and practices are here to stay?  
 
What future changes in processes (the way you do things) do you see for your company?   
 
What have you yet to achieve according to environmental practices?  
 
What would you like to change today if you could (with reference to how your company does 
things in-house)?  
What would you say can be hinders to redesigning your in-house processes towards a more 
environmentally friendly focus? 



 

 

 
Have something in the past proven to be difficult?  
 
Did something occur that you didn’t expect?  
 
How do you work on preventing future problems?  
 
4. OUTCOMES 
 
What would you think can be outcomes or results of your company having an environmental 
focus/sustainability goals?  
 
For the company? 
 
For the environment? 
 
How do you think your company will profit financially by fulfilling stated environmental 
goals?  
 
How do you think your stakeholders will profit?  
 
Have you noticed any clear outcomes so far of your sustainability focus?  
 
Have you noticed any changes in for example communication and employee dedication that 
can be a result of your sustainability goals? 
 
Do you think you have gained/will gain any type of competitive advantages thanks to your 
sustainability focus and your processes adapted to that?  
 
Can you connect any particular outcomes to any particular process changes? (For ex. A 
changed way of producing led to more units being produced, or the opposite, maybe things 
take more time and are not totally positive?)  
 
Are there short term consequences that you accept with the notion that in the long-run this 
sustainability focus will pay off?  
 
Are the outcomes something considered at the beginning of any process changes or are the 
outcomes more of an unknown factor? Have you noticed any outcomes of the processes you 
did not foresee, that surprised you? Did your company gain (can you see or interpret) any 
financial outcomes from the sustainability focus?  
 
Have you heard of SBSC? Does your company have this? In this or some other form? If not, 
do you think this can be something suitable for your company to establish and follow?  
(BSC: conceptual framework of sustainability management. A further development is said to 
be the sustainable balanced scorecard (SBSC), which clarifies the importance of making 
sustainability strategies a part of the BSC equation as well as acceptable for all stakeholders) 
Would you say that your company is succeeding in fulfilling your environmental goals? How 
do you evaluate to make sure the outcomes you wanted are reached? 
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