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Executive Summary 
In modern times environmental matters have increased in importance and are being 

discussed more frequently, and especially in relation with company activity. One way of 

complying with modern standards for companies is to work with environmental 

management systems, and it has become quite normal for companies to certify their 

environmental management systems to a recognized environmental certification. 

Continuing on this, the purpose of our thesis is to gain a deeper understanding regarding 

and ultimately assess why it is that companies seek environmental certification. 

Additionally, we have developed a sub-purpose which is designed to help us gain a deeper 

understanding regarding the main purpose in a practical context. We will look at 5 

production companies in Umeå that have implemented an environmental certification, 

specifically ISO 14001, and try to understand the reasoning behind choosing to become 

certified. We will also examine the environmental effectiveness of an ISO 14001 certified 

environmental management system. 

 

We have conducted a comparative case study with these 5 companies in Umeå. Our method 

of collecting primary data was to interview the companies with a qualitative semi-structured 

interviewing technique. In the empirical part of the thesis we focused on practically testing 

the theoretical material. Furthermore, we also analyzed secondary data received from the 

companies' websites and directly from the interviewees, in order to assess the effectiveness 

of an ISO 14001 certified environmental management system in financial and 

environmental terms. 

 

Regarding the theoretical framework, we focus on two theories referred to as the legitimacy 

theory and the stakeholder theory, which are used to explain organizational behavior. We 

also have theoretical material explaining the positives and negatives of environmental 

management systems, and also ISO 14001 certification and the reasons why companies can 

benefit from such certification. 

 

Our findings suggest that the matter of legitimacy, in combination with the stakeholder 

theory, affected all of the companies in one way or another when choosing to seek 

environmental certification. In what ways the companies were affected differed even though 

there were many similarities across the companies regarding their reasoning to become ISO 

14001 certified. We also found that, despite collecting a lot of hard data illustrating the 

companies' environmental performance over recent years, it was difficult to directly link 

any improvements to ISO 14001. It was, however, stated that ISO 14001 certification for 

the environmental management systems did improve the overall quality and environmental 

focus and performance, but it is still difficult to assess this with much accuracy and 

certainty due to many contributing factors. 
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CHAPTER 1 – INTRODUCTION 
In the first chapter we will introduce global environmental issues and how this 

development has affected the world of business. We will define the concept of Corporate 

Social Responsibility, and also Environmental Management Systems, and show that 

they are linked with the aforementioned global environmental issues today. We will also 

introduce the area in which we intend to look at this problem, and how we intend to do 

it, and this discussion will then naturally lead to the purpose and research questions. 

 

1.1 PROBLEM BACKGROUND 
With the increasing environmental concerns in the world today, it has also become 

obvious that it has affected the general mindset of people regarding environmental 

responsibility and awareness. This mindset can be seen in the world of business today, 

where we have observed that it has become a standard for many companies to 

acknowledge the environmental impact of conducting business, and consequently to 

take steps to show their environmental awareness in different ways. In this introductory 

chapter we will go over the general environmental issues and how these are dealt with 

by companies, and this will then naturally lead to our purpose.  

 

1.1.1 CORPORATE SOCIAL RESPONSIBILITY  
In order to fully illustrate and explain the meaning behind what we intend to discuss in 

this thesis, environmental certification for organizations, it would be reasonable to first 

explain exactly what environmental certification is, as well as environmental 

management systems, and what they relate to. This will first be done by defining 

corporate social responsibility (CSR), as environmental consciousness is a component 

of CSR. 

 

Environmental awareness and CSR have become very trendy and basic components in 

many companies’ strategies (Rennie, 2008, p. 33). There are many reasons and 

consequences of this relatively new reality in the business world; not only is it 

important to be environmentally aware from an objective standpoint for  environmental 

reasons, but in business this has become an issue of many different layers. Considering 

the current state of the world and the somewhat modern universal concern for the 

environment, companies are faced with different pressures regarding their practices. 

(Delmas & Toffel, 2003, pp. 18-19; Marquet-Pondeville et al., 2007, pp. 2-3).  

 

As mentioned by McAdam & Leonard (2003), the International Organization for 

Standardization (ISO) defines CSR as "a balanced approach for organizations to address 

economic, social and environmental issues in a way that aims to benefit people, 

communities and society.” Components of CSR, other than environmental aspects, 

include for example human rights, workplace and employee problems, organizational 

governance, marketplace issues, consumer issues, social development and community 

aspects (McAdam & Leonard, 2003, p. 1). It is further explained by McAdam & 

Leonard (2003, p. 1) that there are some clear advantages to implementing CSR for 

companies, and some of these advantages include reducing and limiting litigation, 

protecting the company's brand image, improving customer relations and also the 

general level of satisfaction, and well-implemented CSR can also help prevent workers' 

absence from work. Additionally, it could reduce employee turnover and create better 

chances of recruiting and retaining skilled workers (McAdam & Leonardo, 2003, p. 1). 
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Another definition of CSR, as shown by McWilliams et al. (2001), is when a company 

engages in activity that results in social good; these company actions should also go 

beyond the interests of the firm, and they should also be more than just what is required 

by law. As further explained, there are countless different definitions and interpretations 

of CSR (McWilliams et al., 2006, p. 11). What this essentially means is that it is very 

open to interpretation and there is no one clear definition of CSR as a concept. What is 

somewhat clear, however, is that most definitions emphasize incorporating social 

characteristics or features into the process of creating and manufacturing products and 

materials, and also implementing solid human resource management practices and 

aiming for high levels of environmental awareness and performance through relevant 

activity (McWilliams et al., 2001, p. 12). A clear definition which sums up the 

aforementioned, presented by the European Commission (2011), is the following: 

 

“The responsibility of enterprises for their impacts on society. To fully meet their social 

responsibility, enterprises should have in place a process to integrate social, 

environmental, ethical human rights and consumer concerns into their business 

operations and core strategy in close collaboration with their stakeholders” (European 

Commission, 2011) 

 

In "What do we mean by Corporate Social Responsibility?" the author Moir (2001) 

presents definitions of CSR that are reviewed and dissected with the ultimate goal of 

explaining why companies engage in CSR related activities. Moir (2001, p. 17) presents 

different aspects of CSR quite early on, and the environmental part is highlighted as a 

common outlet for CSR activity. It is further discussed in the article whether or not 

businesses should undertake or adopt traditional CSR standards, and Moir (2001, p. 17) 

brings up a report by the World Business Council for Sustainable Development on CSR 

(WBCSD, 1999), which in its introductory section highlighted phrases such as "business 

benefits", "could destroy shareholder value", "control risks", "identify market 

opportunities", "improving reputation" and "maintaining public support". Moir (2001) 

further pushes this angle by connecting it to an Australian study on business motivations 

for community involvement (CCPA, 2000); this study found that Australian business 

was experiencing a transition in regard to the expectations of its social role. One of the 

reasons why such transition was taking place, according to the study, was that this 

social role "contributes to the continuing health and growth" of business. Additionally, 

three quarters of the studied companies had the goal of long-term business sustainability 

in the center of the business case for being involved in the community. The involvement 

was a way of maintaining trust, support and legitimacy with the government, 

community and also the employees. This is an example in our view of how CSR has 

become something that is more or less a business tool, and not necessarily that is done 

purely out of the kindness of organizations. 

 

Developments of CSR are also described by Frederick (1986, 1994) in Moir's (2001) 

article. He goes over two definitions of CSR; the first, earliest and traditional 

understanding of CSR was an examination of companies' obligation to work for social 

betterment (referred to as CSR1), but after the 1970s another understanding was 

developed. This understanding of CSR was referred to as CSR2, and this was a move to 

"corporate social responsiveness". This new development and understanding of CSR 

was defined as companies' capacity to respond to social pressures. Moir (2001) furthers 

this a bit by saying that the move from CSR1 to CSR2 illustrated the move from a 

philosophical approach to corporate action or management. (Moir, 2001, p.18). 
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Looking at modern definitions of CSR in this context, such as the following by the 

World Business Council for Sustainable Development: "the ethical behavior of a 

company towards society and management acting responsibly in its relationships with 

other stakeholders who have a legitimate interest in the business," and "CSR is the 

continuing commitment by business to behave ethically and contribute to economic 

development while improving the quality of life of the workforce and their families as 

well as of the local community and society at large." (The World Business Council for 

Sustainable Development). These definitions, which are shared in similar ways by many 

large corporations as illustrated by Moir (2001, p. 18), propose practices and operations 

focused largely around stakeholder analysis and engagement, and this includes 

understanding stakeholders' aspirations and needs as well as communicating with 

relevant groups of stakeholders (Moir, 2001, p. 19). Business Impact (2000, p. 7.03) 

shows a similar understanding by claiming that interaction with one's stakeholders can 

indeed help companies understand their reality when it comes to understanding its 

capacities to behave in ways that reflect the needs of society. Moir (2001, p. 19) 

suggests that modern analysis of CSR would require companies to meet the needs of all 

stakeholders, rather than just the shareholders, and he connects this with the certain key 

principles described by Business Impact, which are as follows: 

 

 to treat employees fairly and equitably 

 to operate ethically and with integrity 

 to respect basic human rights 

 to sustain the environment for future generations 

 to be a caring neighbor in their communities 

(Business Impact, 2000, p. 1.02) 

 

Having looked at these definitions of CSR we feel that it has become apparent that 

companies in today's world need to engage in socially responsible activities in order to 

communicate and interact with its vital stakeholders. Our view of CSR is that it is a 

multi-layered tool for companies; it is a way for companies to not only reach out to 

stakeholders and act responsibly, but we also think it is a way for companies to gain 

legitimacy by engaging in CSR related activity aimed at stakeholders. Ultimately CSR 

does not only contribute to the betterment of society, but it is in fact quite complex 

when you think about the true reasoning and design behind companies CSR and related 

motives. 

 

1.1.2 GLOBAL ENVIRONMENTAL AWARENESS AND 

DEVELOPMENTS 
Ultimately the reality for companies is quite clear, and they face pressures regarding 

environmental responsibility from many different stakeholders; governments, 

consumers, suppliers, investors, employees and local communities (Delmas & Toffel, 

2003, pp. 18-19). Governments may apply pressure by enforcing and implementing 

environmental regulations, essentially putting companies in a position where it is very 

hard to not be environmentally friendly. Consumers, as mentioned previously, are more 

well-informed and therefore care about where and how products and services are made 

and delivered. It is also in the best interest of companies to focus on the environmental 

aspect as investors nowadays understand the importance of this, and thus examine a 

company’s environmental records and performance before investing. As a consequence, 

there are financial incentives for companies to be as eco-friendly as possible. (Delmas & 
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Toffel, 2003, pp. 18-19). Additionally, as previously discussed, it helps with the overall 

credibility of a company in terms of image and reputation if it acts responsibly. Aside 

from the advantages in business that come with being environmentally conscious, it can 

also be beneficial for a company when it comes to attracting and recruiting talent; 

similar to investors, the most talented potential recruits will be interested in being 

involved in a company with a bright and sustainable future.  (Bain & Company, 2012). 

 

To exemplify, many intergovernmental bodies and investors suggest that there may be 

financial consequences for companies that do not show any regard for the impact they 

have on the environment (Lloyd’s, 2010). This is something which would be directly 

harmful for companies, and so there are clear incentives for companies to avoid any 

issues that could ultimately result in financial penalties. However, there are also less 

obvious ways in which showing disregard for the environment can be suboptimal for a 

company. In many markets there is a high demand from consumers for high company 

standards in terms of ethical behavior and environmental awareness. (Hainmueller et al., 

2011, pp. 3-4; Tallontire et al., 2001, p. 3). This is an example of how obvious 

stakeholders for all companies such as consumers can have power of an organization, 

because the effects of ignoring stakeholder opinion could potentially and quite logically 

be directly harmful. This combined with the fact that it is trendy for companies to be 

environmentally friendly, and that companies generally like to show just exactly how 

much effort they are putting into making sure that everything they do is beneficial for 

the environment (within realistic limits), means that consumers can be very extreme in 

the ways they choose which companies to be loyal to (Rennie, 2008, p. 33). 

 

A stakeholder group such as consumers that care about environmental friendliness 

expect the goods and services to be of very high standards in that regard, and this means 

that they are going to look for products and services that meet their requirement  

(Hainmueller et al., 2011, pp. 3-4; SCS Global Services, 2013). This creates a bit of 

competitiveness among companies, where the most environmentally friendly company 

will have an edge over the competition, allowing them to attract large portions of the 

market. This creates a reality where it is extremely important for companies, almost 

regardless of size, to be environmentally conscious. (Grgurich, 2012). 

 

In other words, it is evident that there are many advantages to being environmentally 

friendly as a company. As previously exemplified, there are a lot of tangible and 

intangible benefits that can be gained by a company by being environmentally 

responsible. 

 

1.1.3 ENVIRONMENTAL CERTIFICATION  
As a reaction, more and more companies have adopted a proactive environmental 

strategy, and developed specific strategies for their environmental efforts (Michael et 

al., 2010, pp. 466-467). One way of becoming perceived as more environmentally 

friendly is through different types of eco-labeling and certifications, and there are 

different environmental certifications depending on industrial sector. Some are more 

consumers specific such as KRAV, FSC and Fair-trade labels (Konsumentverket, 2011). 

Others such as ISO 14001 and the EcoManagement and Audit Scheme (EMAS), are 

certifications for organizations' environmental management systems (EMS) - 

management systems aiming to improve the company’s environmental performance 

(Swedac, 2013a).  
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The ISO 14001 certification was first developed by the International Organization for 

Standardization (ISO) in 1996 as an internationally recognizable EMS standard 

certification. The other mentioned EMS certification, EMAS, was developed by the 

European Union. (Quazi et al., 2001, p. 526). The number firms with ISO 14001 

certification is as of today 250 000 (businessGreen, 2012), and the number of EMAS 

certified firms is 4 700 (European Environment Agency, 2013). ISO 14001 is the most 

widespread EMS certification, and while EMAS is actually decreasing in some parts of 

Europe, ISO 14001 is increasing (European Environment Agency, 2013).  

 

Additionally, it is also important to explain what an environmental management system 

is, and it is a collection of different measures, internal policies and implementation 

actions which affect the whole organization and the organization’s relationship with the 

environment (Darnall et al., 2008, p. 31). As stated above, there has been an increasing 

market pressure on companies to be more eco-friendly, this is one incentive for 

companies to certify their EMS.  According to (Darnall, 2006, pp. 354-355) there are 

also lots of benefits that can come from an ISO 14001-certified EMS specifically; 

environmental benefits for the society at large, enhancing the company’s environmental 

image and conferring external legitimacy, increasing internal efficiency and competitive 

advantage which lead to economic benefits.  

 

The modern environmental situation from a business perspective is what interests us 

specifically, and this is why we feel that looking at environmental certification for 

companies is more interesting and relevant (as opposed to consumer specific 

environmental certification). Furthermore, as the ISO 14001-certification is the most 

widespread certification for environmental management systems, and is also increasing 

as previously explained, this is the reason why we have chosen to focus heavily on ISO 

14001 as an environmental certification in this thesis. Environmental action or 

sustainable operations have been brought up and discussed in previous research (as we 

have shown before and will be seen below), but often as a part of a larger CSR context. 

We, however, are focusing specifically on the environmental aspect by looking at 

environmental certification; we will be looking at a fairly modern and increasingly 

popular way for companies to be "green"; which is by implementing an environmental 

certification. We will combine this environmental CSR outlet for companies with the 

commonly used theories relating to stakeholders and legitimacy to gain a deeper 

understanding regarding organizational behavior which will ultimately contribute to a 

greater understanding of why companies seek such certification. 

 

1.1.4 SOCIETY AND ORGANIZATIONS 
 

STAKEHOLDERS & LEGITIMACY 

 

Wood (1991) explained CSR from an institutional pressure-viewpoint, built on Davies' 

(1973, p. 314) “Iron law of responsibilities”, which describes legitimacy as the 

responsibility of businesses as a social institution to not abuse its power towards the 

society, it they do they tend to lose it. As a part of the institutional pressure, Wood 

(1991, p. 697) argued that Freeman's (1984) stakeholder perspective outlined the impact 

companies and stakeholders have on each other. Freeman (1984) identified several 

stakeholders that could be affected by companies such as governments, competitors, 

consumers, and media. Freeman (1984) included these with the more traditional 
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stakeholders such as owners, customers, suppliers and employees (Wood, 1991, pp. 

695-697).  

 

Going back to Moir (2001, p.17), he considers two views in regard to CSR; whether the 

actions of companies in relation to CSR are purely driven with the goal of maximizing 

shareholder wealth, as Friedman (1962, p. 133) argued, or if the motivation to do good 

comes from a sense of what is morally and ethically right. Moir (2001, p. 17) relates this 

back to the views of CSR Europe, which believes that business benefits from being 

more socially responsible, and that it can ultimately help generate sales, build the 

workforce and trust in the company. Having gone over this sort of background of 

modern developments of CSR, there are certain theories used to explain and analyze 

CSR are presented by Moir (2001, p. 19). Firstly the stakeholder theory is presented, 

which as we have seen and established is quite common in these contexts relating to 

CSR. The stakeholder theory of the firm is used as a basis for analyzing the groups to 

whom the organization should be responsible (Moir, 2001, p. 19). As we previously 

showed, Freeman (1986, p. 46) defines a stakeholder as "any group or individual who 

can affect or is affected by the achievement of the organization's objectives". 

Furthermore, as discussed by Babiak and Trendafilova (2009, p. 13), the behavior of 

organizations is affected by how certain stakeholders perceive their efforts and whether 

or not there is actual institutionalized dialogue between an organization and its 

stakeholders. It is also stated by Babiak and Trendafilova (2009, p. 13) that stakeholders 

directly influence the motivation of organizations for adopting socially responsible 

behaviors. 

 

Additionally, Moir (2001) brings up to theories which he believes to be intertwined in 

this context for explaining CSR for companies, and these are the social contracts theory 

and the legitimacy theory. The social contracts theory essentially opens up for the 

possibility that companies may act responsibly not because it is in their interest, but 

because it is how society implicitly expects organizations to operate and conduct their 

operations (Moir, 2001, p. 19). Furthering this, there is the legitimacy theory which 

deals with the same concept or idea. Legitimacy is defined by Suchman (1995, p. 574) 

as "a generalized perception or assumption that the actions of an entity are desirable, 

proper, or appropriate within some socially constructed system of norms, values, beliefs 

and definitions.". The legitimacy theory in this regard is said that it might been seen as a 

key reason for undertaking corporate social behavior, and also using such activity to 

reach publicity goals or influence (Lindblom cited in Moir, 2001, p. 19). Furthermore, 

Babiak and Trendafilova (2009, p. 17) specifically address  environmental CSR, and say 

that they found in their research that executives responsible for decision-making in 

regard to sustainable management practices mostly sought legitimacy by conforming to 

institutional pressures, as well as expectations. There was also value in seizing strategic 

opportunities that came as a consequence of seeking (and gaining) legitimacy (Babiak 

and Trendafilova, 2009, p. 17). 

 

Having gone over CSR related activity and showing how stakeholders and legitimacy 

matter and are commonly considered and used in research on CSR, we have chosen to 

use the stakeholder and legitimacy theories as a theoretical foundation for our thesis. 

They will be used to gain an in-depth understanding of the chosen topic, and we will 

combine these theories as we believe they complement each other well; authors already 

see the value in combining these theories, such as Tilling (2004b, p. 5) who has shown 

how stakeholders are relevant from the perspective of legitimacy and that they must be 
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considered. They do complement each other in our opinion, and it would also be 

difficult to thoroughly look at one of the theories theoretically without touching upon 

the other when looking at something as complex as CSR related activity. 

 

1.2 RESEARCH QUESTIONS  
1. Why do companies seek environmental certification in the first place? 

 

2. Why did the chosen production companies in Umeå choose to certify themselves 

according to ISO 14001? Additionally, what have the results been like for the 

companies since the implementation of ISO 14001; have there been any 

noticeable changes in their performance in terms of cost effects and 

environmental effects? 

 

1.3 PURPOSE 
The main purpose of this thesis is to gain a deeper understanding regarding why 

companies seek environmental certification in the first place. We want to try to 

understand companies' reasoning behind such a decision, and what factors drove them 

to become certified. We intend to look at financial factors, environmental factors and 

also factors regarding legitimacy and stakeholders for organizations, thus hopefully 

allowing us to identify and assess the importance of all aspects for an organization 

choosing environmental certification.  

 

In order to gain a deeper understanding regarding this main purpose in practice, we have 

chosen to develop a sub-purpose which is directly connected with the main purpose; we 

will be looking at (and gaining a deeper understanding regarding) why a selected 

number of production companies in Umeå have chosen to become ISO 14001 certified. 

ISO 14001 is, as established, a well-known and recognized (if not the most well-known 

and well-recognized) environmental certification, making it a convenient environmental 

certification for us to focus on in the empirical part of the study. By understanding the 

chosen companies' reasons for choosing to seek environmental certification in the form 

of ISO 14001, we will be able strengthen our theoretical understanding of the main 

purpose.  

 

Additionally, as a part of our sub-purpose, we will try to assess the effectiveness of ISO 

14001 in financial and environmental terms in the case companies. We hope that this 

will render us capable of understanding the effects and reality of an ISO 14001 cert ified 

environmental management system, and just how beneficial it is for companies to 

certify their EMS according to ISO 14001.  

 

We have designed our two research questions in order to fit the purpose, and sub-

purpose quite logically. 

 

1.4 DELIMITATIONS 
As mentioned previously we will be focusing on companies active in the Umeå region. 

The reason for this is that it is a reasonable delimitation in the sense that it will allow us 

to work closely with companies that are in our direct environment. Also, the companies 

we are focusing on are of fairly significant size; more than 100 employees. We feel that 

focusing on such companies will allow us to gain access to the sort of data we need in a 

more structured manner. It is our belief that bigger companies generally have more 
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transparency with their environmental performance, which makes all data far more 

accessible for us. We also believe these companies will have more of an interest to 

engage in discussion regarding this subject.  

 

We also think it is hard to get significant and qualitative, sufficiently in-depth answers 

from companies not known to the public. Therefore we decided to contact companies 

with relatively high brand recognition, and left out companies we felt did not match our 

selection criteria. We have also decided to limit ourselves to production companies. 

Since we are aiming to measure certain performance results we do not believe service 

companies such as Swedbank or Handelsbanken are able to provide us with satisfying 

environmental data, and this is why we have chosen to focus on manufacturing 

companies.       

 

Another, already mentioned delimitation is that we are focusing strictly on the ISO 

14001 certification for the empirical part of our thesis, and not any other environmental 

certification. The reason for this is, as we discussed earlier, because it is the most 

widespread environmental certification. It makes sense to focus on the most recognized 

and commonly understood environmental certification in order to gain access to as 

much data as possible in this case. 

 

1.5 THESIS STRUCTURE  

 
 

 

Chapter 1 

The introduction deals with the topic of environmental management and environmental 

certification. The chapter will start with some historical background where we introduce 

the subject, and then continue to present our research purpose and research questions, 

and also the delimitations we have identified in our project.  

 

 

 

 

Chapter 2 

In the second chapter we will present how we will go forward and conduct our research. 

We will present our philosophical views of research, the research approach of this 

thesis, our data collection method, how the data will be analyzed further and criticism of 

sources. 

 

 

 

Chapter 3  

In the third chapter, we will review the existing literature and theories that are relevant 

to our purpose and research questions. We will also present a conceptual model based 

on these findings.  

 

 

 

 

Introduction 

Scientific Methodology 

Theoretical Framework 
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Chapter 4  

The fourth chapter will give an insight into how we have conducted our study. We will 

present how we have sampled, the accessibility of the companies we contacted, 

interviewing method, data collection method and quality criteria in qualitative research.  

 

 

 

 

 

Chapter 5  

Chapter five will present our empirical findings from our conducted interviews. We will 

present their answers as well as some secondary data. 

 

 

 

 

 

Chapter 6 

In the sixth chapter we will analyze the empirical results in light of the theoretical 

material, while keeping the research purpose and focus in mind. 

 

 

 

 

 

Chapter 7 

In the last chapter, we will present our results from our analytical part. We will 

conclude the thesis by answering the specific research questions. This part will also 

include contribution and further research.  

 

 

 

 

 

 

 

Practical Methodology 

Empirical Findings 

Analysis 

Conclusion 
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CHAPTER 2 – SCIENTIFIC 

METHODOLOGY 
In this chapter we will explain our choice of subject, preconception, philosophical 

considerations (ontology & epistemology), why we have chosen a certain research 

approach, strategy and design. We will also explain how we are going to collect the 

appropriate data and what ethical considerations we have to consider during this 

process.    

 

2.1 CHOICE OF SUBJECT 
Before starting this research project, we observed that environmental concerns had 

become increasingly important and were receiving a lot of attention. We also observed 

that more and more companies were practically taking advantage of this, essentially 

using different environmental certifications as a marketing tool. As students of 

management we thought this was an interesting phenomenon and worth looking into. In 

the end we came up with wanting to understand the reasoning behind choosing to seek 

environmental certification, and what exactly affected such decision making. 

Additionally, for our sub-purpose and second research question, we tried to identify a 

strong environmental certification that was very widely recognized and known all over 

the world. The result of this was ISO 14001. The ISO 14001 standard is, as of today, 

adopted by at least 250 000 companies in 150 different countries (businessGreen, 2012). 

In Sweden alone, 4466 companies are certified (Certifiering.nu, 2013).  

 

To elaborate further, we chose to focus on environmental certification in the business 

world because we feel it is a very current, modern, important and relevant subject. We 

are both management students at the Umeå School of Business and Economics, and are 

majoring in management; we have an interest in strategy and its implications, which 

resulted in us taking a natural interest in this.     

 

2.2 PRECONCEPTION 
Bryman & Bell (2011, pp. 29-30) state that researchers usually have previous views or 

opinions about the subject beforehand. These previous views and opinions might 

influence the researcher during his or her process, as well as the outcomes (Bryman & 

Bell, 2011, pp. 29-30). In our case, our theoretical backgrounds are very similar. We are 

both fourth year-students of the International Business Program at Umeå School of 

Business and Economics. During these years we, the authors, Andreas Blackestam and 

Anton Olofsson, have been studying different courses in CSR and Corporate 

Environmental Management (CEM). These courses have increased our knowledge and 

interest of the chosen subject; it was what initially got us interested in management 

issues and organizational strategy. We have also studied countless other courses in 

business administration which have helped us form an understanding of many aspects of 

business relating to our subject. This will help us in practical ways, for example when it 

comes to analyzing and interpreting data. Other than the general knowledge within 

business administration, and the more specific knowledge in the area of management 

with CSR and CEM, we have also gained valuable knowledge about research 

methodology for example. There is no doubt that this will be useful for our work, and 

this pre-knowledge and understanding of the subject will help smoothen the process of 

both writing and designing optimal research methods.  
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Furthermore, we have both spent a relatively significant time abroad as students. We 

have both lived in Canada and France, and in these countries we felt we had an 

opportunity to learn more about subjects relating to CSR, CEM and management in 

general. This was particularly true in France, where we both studied Master level 

courses in management. We were presented with a fairly fresh perspective on CEM and 

CSR, and this combined with our earlier encounters with these subjects truly got us 

interested. We gained a more in-depth understanding of the subjects during our time as 

students in France, and it essentially was what lead us to come up with the purpose of 

this thesis.  

 

As for how our preconceptions might affect or influence us during our research, we 

simply think that our theoretical background has helped create a strong foundation for 

us to build on in this thesis. We were surely affected by what we learned in the CSR and 

CEM courses that touched on this subject directly, but these courses were obviously 

taught in an objective manner and have only helped us gain a broader and more accurate 

understanding of matters. We are of no extreme opinions as a result of this in relation to 

the subject presented in our thesis. We may, however, for example have some 

underlying opinions on how companies should act in certain situations that directly 

affect the environment. That being said, we are aware of the importance of objectivity, 

and will certainly be as objective as we can throughout this thesis and not let any 

potential subjectivity shine through. 

 

2.3 OUR PHILOSOPHICAL CONSIDERATIONS OF 

ENVIRONMENTAL CERTIFICATION AND ISO 14001 
When conducting research in business or other social sciences subjects, there are certain 

philosophical considerations that need to be taken into account. These philosophical 

considerations are known as paradigms (Bryman & Bell, 2011 p. 24). Bryman & Bell 

(2011, p. 24) define paradigms as “a cluster of beliefs and dictates which scientist in a 

particular discipline influence what should be studied, how research should be done and 

how results should be interpreted”. There are two different philosophical approaches to 

research, ontological aspects and epistemological aspects, and these are later divided 

into subgroups depending on the nature and the view of the researcher (Bryman & Bell, 

2011, pp. 15-21). 

 

2.3.1 ONTOLOGY 
Ontology concerns how the researcher makes assumptions about the world and how it 

operates. There are two aspects of ontology in research, and these are objectivism and 

subjectivism (Bryman & Bell, 2011, pp. 20-22; Saunders et al., 2009, p. 110). Burrell & 

Morgan (1979) explain further that researchers in social sciences have to answer a basic 

ontological question; they have to answer if reality is imposed on individuals by 

external factors/actors, or if reality is a product of the individual consciousness (Burrell 

& Morgan, 1979, p. 1).  

 

Objectivism states the position that social entities exists independently from social 

actors, while constructionism/subjectivism holds that social phenomena are constructed 

through the perception and actions of social actors (Bryman & Bell, 2011, p. 21; 

Saunders et al., 2009, pp. 110-111). Constructionism also asserts that social phenomena 

are not only produced by social actors and interaction, they are also in a constant state 

of revision (Bryman & Bell, 2011, p. 21). 
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When trying to categorize environmental certifications, ISO 14001 certified 

environmental management systems and our purpose in an ontological context, one 

cannot ignore the debate and confusion around what it actually deals with. 

Environmental problems are known to mankind, and through our actions we dictate the 

future of our planet. However, it is hard to grasp what is happening to our planet; are 

natural disasters such as hurricanes a result of our extensive pollution, or is it the natural 

development of our planet? Either way, the development of different environmental 

certifications is something we clearly think relates to constructionism. It is something 

that has been created by social actors and does not exist independently. As mentioned, 

environmental concerns have become increasingly important, and therefore 

environmental management systems have become the response; companies have had to 

find a way to deal with the new social reality in order to comply with the standards of 

today and also to perform better, both financially and environmentally. To exemplify, 

Darnall (2006) stated, there are no regulations to implement environmental management 

systems or certifications, and companies are doing this voluntarily because there are 

both financial and environmental benefits to be gained (Darnall, 2006, p. 360).  

 

There are also additional layers to this, for example when a company implements ISO 

14001, there are clear long-term financial benefits, as mentioned (Darnall, 2006, pp. 

366-367). Being environmentally responsible as a company can help improve your 

image, and can thus ultimately increase overall performance, and this is also something 

that is socially constructed; the image of a company. There are many different ways a 

constructionist viewpoint can be applied in relation to environmental certification and 

an ISO 14001 environmental management systems, since many of the consequences 

(such as a company’s image) are directly connected to environmental involvement of a 

company. We believe the components of this thesis, as well as the purpose and the 

research questions, are clearly of a constructionist nature. Very few of these concepts 

and ideas would probably exist or be overly relevant if there were no social involvement 

or pressures from society based on what is happening in the world.    

       

2.3.2 EPISTEMOLOGY 
Epistemology concerns the question of what is acceptable knowledge in a certain area 

(Bryman & Bell, 2011, p. 15; Saunders et al., 2009, pp. 112-113). It also concerns how 

knowledge is absorbed by humans; on one hand some argue knowledge can be 

acquired, on the other hand some argue knowledge is first absorbed through personal 

experiences (Burrell & Morgan, 1979, p. 5). According to Bryman & Bell (2007) there 

are two main philosophical views on epistemology, and these are positivism and 

interpretivism. Researchers with a positivistic view on knowledge believe that the only 

acceptable knowledge is knowledge that can be measured in numbers. It is scientific and 

can typically be linked to quantitative studies (Bryman & Bell, 2011, p. 16). 

 

In contrast, there is interpretivism (antipositivism), which is the opposite of positivism. 

Researchers who view knowledge from an interpretivistic angle argue that the social 

world of business is far too complicated to understand by using only numbers (Saunders 

et al., 2009, pp. 115-116). What this means is that interpretivism goes further than just 

hard scientific data, and rather tries to understand (interpret) research and situations in 

terms of human behavior (Bryman & Bell, 2011, pp. 16-18). 

 

In this thesis we intend to gain a deeper understanding regarding why companies seek 

environmental certification, and in order to do that we will try to assess why the chosen 
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case companies in Umeå have chosen to implement an ISO 14001 certified 

environmental management system. To get deeper understanding we will look at 

theories relating to organizational behavior which can be used to explain why 

companies seek environmental certification. We will also look at secondary data 

regarding ISO 14001 certification, environmental management systems and 

environmental consciousness in general for companies. What this means is that our 

research can be categorized as interpretivistic; we will be analyzing and interpreting 

secondary data. In order to clarify, secondary data is data which is not collected directly 

and purposefully for the project under consideration (Hair et. al, 2007, p. 118). In 

contrast, primary data is the researcher's own data purposefully collected in order to 

explain specific phenomena (Hair et. al, 2007, p. 192). Additionally, we will collect 

primary data through qualitative interviews which we will then interpret and draw 

conclusions from, which is very interpretivistic as well going by the definition presented 

by Bryman & Bell (2011, pp. 16-18).  

 

However, if you look at the last part of our second research question, which concerns 

the analysis of hard data in the form of environmental performance and results in 

relation to the implementation of ISO 14001, it will not have as much of a strictly 

interpretivistic approach. We will attempt to measure the chosen companies’ 

performance after implementing an ISO 14001 certified environmental management 

system, and assess how it has changed compared to the time prior to the 

implementation. This is something that is done through analyzing numbers mostly; hard 

scientific data. However, we still believe this to be of a mainly interpretivistic nature as 

it will be combined with surrounding information. 

 

2.4 SCIENTIFIC APPROACH 
When conducting research it is important to have the main methods laid out, and 

researchers typically base their research around an inductive research approach or a 

deductive one. Inductive research works in the way that you, as a researcher, start off 

with specific observations. In other words, there are no theories to begin with that you 

are trying to test or investigate, but mere observations which may have some research 

value (Bryman & Bell, 2011, pp. 11-14). These observations are then analyzed further 

and the researcher attempts to identify relevant patterns, allowing generalizations to be 

made. This ultimately results in the researcher being able to draw general conclusions or 

come up with theories relating to the initial observations (Bryman & Bell, 2011, p. 13). 

Unlike deductive research, inductive conclusions consists of knowledge claims, not 

analytical data as  the deductive approach (Ketokivi & Mantere, 2010, p. 316).  

 

Deductive research differs from inductive research quite radically, and one may say that 

it is the complete opposite of inductive research. In deductive research the researcher 

starts off with a general theory, and then narrows it down by coming up with hypotheses 

which can be tested. By conducting relevant research these hypotheses can either be 

confirmed or rejected in the end, allowing the researcher to conclude his research 

effectively and reaching clear results. (Bryman & Bell, 2011, pp. 11-12; Trochim, 

2006). Furthermore, a deductive approach, in contrast with an inductive one, starts from 

a set of general theories, and ends up at a specific conclusion; the process of deduction 

must follow a strictly analytical  framework, from  theories to conclusion (Ketokivi & 

Mantere, 2010, p. 316).  
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In our thesis there are two sides to what we will be doing. Our research approach will 

not be purely inductive, nor will it be purely deductive. That being said, it will be 

mostly inductive as we feel it suits our purposes better. We have made certain 

observations regarding the environmental situation for companies, and have related this 

to how many companies seek environmental certification. As explained, our main 

purpose is to understand why companies seek such environmental certification, and in 

order to answer our first research question regarding exactly this, we have developed a 

sub-purpose and consequently a second research question. The second research question 

is designed to answer the first question in a practical context, as we will be interviewing 

ISO 14001 certified companies in Umeå. In the next chapter we will present specific 

theories which aim to explain organizational behavior, and these theories will make up 

the foundation for our research as we feel they are very relevant in understanding our 

main purpose and research questions. With that in mind, we will also base our empirical 

primary data collection on these theories. What this means is that we will combine our 

theories with our empirical findings in order to answer the two research questions which 

are inevitably intertwined. The second research question is necessary in order to fully 

answer the first question, and it will give us a far better understanding of how the reality 

is. We will be trying to gain a deeper understanding regarding how the ISO 14001 

certified companies in Umeå were affected by these theories, and to what degree these 

theories are accurate or relevant in the  real world. From this viewpoint our research and 

thesis can be seen to have some deductive elements, as we are using a set of chosen 

theories as a starting point for our research. However, as we are merely using these 

theories as a foundation, and are strongly focused on understanding and interpreting our 

empirical results, induction is still the most appropriate and correct approach in our 

study.  

 

Throughout the empirical process we will be very open and try to truly understand why 

the companies in Umeå chose to seek environmental certification in the form of ISO 

14001, and this does not necessarily have to be linked with our theories, even though 

they will be our starting point and foundation. In the end of the thesis, after having 

analyzed our empirical findings in light of our theoretical framework, we may find that 

these theories are very relevant and useful for understanding why companies seek 

environmental certification, but we may also end up with wildly different explanations 

for such organizational behavior. This is more inductive; investigating something based 

on general observations (such as in the beginning), and developing a theory throughout 

the thesis process, and in the end having come closer to a theory explaining the 

organizational behavior of seeking environmental certification. 

  

To conclude, while inductive research will be the foundation of our research, there will 

also be some deductive elements, or typical characteristics of such an approach, to our 

research used to support our inductive research approach. Bryman & Bell (2007, p. 14) 

explain that the scientific approach adopted is not static, and this is true in our case. 

 

2.5 RESEARCH STRATEGY 
In scientific methodology, research is often divided into two categories: quantitative and 

qualitative research (Bryman & Bell, 2011, p. 26; Hair et al., 2007, p. 151). These are 

strongly linked to what has previously been discussed in this chapter, and we will 

explain these two strategies in detail in order to make these connections as clear as 

possible.  
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Continuing, there are a few fundamental differences between the strategies, and these 

are depicted in the table below: 

 

 Quantitative Qualitative 

Principal orientation to the 

role of theory in relation to 

research  

Deductive: testing of theory Inductive; generation and 

theory 

Epistemological orientation  Natural science model, in 

particular positivism 

Interpretivism 

Ontological orientation  Objectivism Constructionism 

(Bryman & Bell, 2011, p. 27)  

As seen in the table, Bryman & Bell (2011, p. 27) explain that quantitative research can 

be interpreted as a research strategy that focuses on quantification in the collection and 

analysis of data, and relates to the table by explaining in detail: 

 " entails a deductive approach to the relationship between theory and research, in 

which the accent is places on the testing of theories; 

 has incorporated the practices and norms of the natural scientific model and of 

positivism in particular; and 

 embodies a view of social reality as an external, objective reality." 

 

In contrast, qualitative research focuses on words (as opposed to quantification) in the 

collection and analysis of data, and also: 

 "predominantly emphasizes an inductive approach to the relationship between 

theory and research, in which the emphasis is places on the generation of 

theories; 

 has rejected the practices and norms of the natural scientific model and of 

positivism in particular in preference for an emphasis on the ways in which 

individuals interpret their social world; and 

 embodies a  view of social reality as a constantly shifting emergent property of 

individuals' creation." 

(Bryman & Bell, 2011, p. 27) 

 

Hair et. al (2007, p. 152) define these strategies very similarly, and continue to explain 

that quantitative research is more useful for testing and tracking trends, whereas 

qualitative research is more useful when discovering and understanding. Bryman & Bell 

(2011, p. 410) further explain some general distinguishing characteristics between 

quantitative and qualitative research, and these are shown in the table below: 
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Quantitative Qualitative 

Numbers Words 

Point of view of researcher Points of view of participants 

Researcher distant Researcher close 

Theory testing Theory emergent 

Static Process 

Structured Unstructured 

Generalization Contextual understanding 

Hard, reliable data Rich, deep data 

Macro Micro 

Behaviour Meaning 

Artificial settings Natural settings 

(Bryman & Bell, 2011, p. 410) 

 

Having explained these strategies in great detail, and showing how they are connected 

with the philosophical considerations as well as deductive and inductive research, we 

can explain how this is relevant. Our thesis will be heavily qualitative, as we are setting 

out to understand why companies choose to seek environmental certification; we want 

to know the reasoning behind such a decision. In order to answer this we will look at 

theories which explain organizational behavior, and then combine this with our 

empirical primary data collection and eventual analysis. The theories which will be 

presented in the next chapter aim to explain organizational behavior, and we will base 

our empirical approach on these theories as mentioned in the scientific approach. 

Answering our second research question is a large part of answering the first question; 

they are very closely intertwined in this study. We will try to gather rich and deep data 

from the companies through semi-structured interviews in a natural setting, and there 

will be a large focus on understanding and meaning behind their decisions and answers. 

This is very traditionally qualitative (Bryman & Bell, 2011, p. 467), and we deliberately 

chose to have our research strategy as largely qualitative in this regard, which is also in 

line with our ontological and epistemological stances.  

 

Additionally, there is one part in our thesis that will contain some of the quantitative 

elements seen in the table above, and that is the very last part of the second question 

which deals with actual environmental and financial performance. The focus will be on 

hard and reliable data in the form of numbers, and this is generally not very qualitative 

in essence. As such, even though our study is qualitative, there will be some quantitative 

characteristics included in the thesis in regard to this specific part of the second research 

question. 

 



17 

 

It can also be argued that we are using triangulation to some extent. Bryman & Bell 

(2011) and Saunders et al. (2009) state when research is conducted by using different 

data collection methods, it is called triangulation. Triangulation is usually based on data 

analysis, interviews and academic theory (Bryman & Bell, 2011, p. 397: Saunders et al, 

2009, p. 146), and this is true for our research. Our research will include using academic 

theory, interviews and analysis of secondary data. 

 

2.6 RESEARCH DESIGN 
The research design provides a framework for the collection and analysis of data. In 

comparison with research strategy, research design is solely how you as a researcher 

collect the data (Bryman & Bell, 2011, pp. 40-41: Saunders et al., 2009 p. 136). The 

research design works as a general plan on how the researcher will answer his or her 

research question (Saunders et al., 2009, p. 136). Regarding our thesis, Saunders et al. 

(2009, pp. 145-146) state that a case study is “a strategy for doing research which 

involves an empirical investigation of a particular contemporary phenomenon within its 

real life context using multiple sources of evidence”, and as stated earlier, 

environmental certification and ISO 14001 certified environmental management 

systems will be considered in a real life context. We are also going to use different 

sources of data. 

 

Furthermore, there are a number of different research designs; experimental-, cross-

sectional-, longitudinal-, case study and comparative design (Bryman & Bell, 2007, pp. 

45-63). In this study, we will conduct a study including multiple companies. A 

comparative design entails that a study with two or more cases, using more or less 

identical methods, is defined as a comparative case study design (Bryman & Bell, 2011, 

p. 63). Bryman & Bell (2007, p. 63) suggest a comparative case design is preferable if 

the researchers are interested in understanding a social phenomena, and by comparing 

different cases the researcher will get a better understanding of the particular 

phenomena. Yin (2008, p. 19) called this type of design a multiple-case study, however 

in our view, we interpret Bryman & Bell's (2011, p. 63) comparative design as a 

development of Yin’s (2008).  

 

We feel the comparative case study is definitely the most appropriate design for our 

study. Our objective is to get a deeper understanding of why companies seek 

environmental certification, and in order to do so we have to get a strong understanding 

regarding why the case companies chose implement an ISO 14001 certified EMS. We 

will use the same collection method for all the participating companies, and therefore 

the comparative design suits our purpose.  

 

Eisenhardt & Graebner (2007) argue that the central notions of using case studies are to 

develop theory inductively. The theory emerges from recognizing patterns and 

relationships among the participants (our companies) and their underlying motives. 

Further, it is argued that as the case studies are based on an inductive approach with a 

qualitative data collection method, they can sometimes be seen as subjective. They 

argue that it should be seen as objective because the close adherence to the data 

collected keeps the researcher honest. (Eisenhardt & Graebner, 2007, p. 25).  

 

As our second research question is based on qualitative primary data collected from 

different companies in the Umeå region, we feel a comparative case study is ideal as 

mentioned. Another reason for this is that (as will be seen in our theoretical framework), 
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according to the literature there can be different reasons for seeking environmental 

certification, and also ISO 14001 specifically. Therefore, we are of the opinion that the 

companies chosen for our study may very well have different reasons for implementing 

ISO 14001. As this is what we believe, the chosen research design makes a lot of sense 

as it allows us to compare the results and try to see if we can see any patterns among the 

companies. According to Eisenhardt & Graebner (2007, p. 27) we will also be able to 

get a more thorough understanding of the research questions if we use multiple cases, 

and not one.  

     

2.7 ANALYZING DATA  
As stated in 2.4, we have what is mostly an inductive research approach, and in 2.6 we 

state the primary data collection will be qualitative with interviews. To be able to 

understand why companies seek environmental certification and why companies in 

Umeå seek ISO 14001 certification, we have decided to illustrate this through models 

and tables. The first conceptual model will be presented in our theoretical chapter, 3.6, 

where we identify theories that explain why companies seek environmental 

certification. The model presented in chapter 3.6 will then be used as a framework for 

the interviews with the case companies in this study. During the primary data collection 

we will identify specific patterns and reasons behind both environmental certification 

and more specifically about ISO 14001. Before we start analyzing the data, we will 

present a summarizing table based on the data collected from the companies. 

Furthermore, during the analysis we will try to compare the conceptual model 

containing the theories presented in the theoretical framework, with the empirical 

findings and try to determine why companies seek environmental certification. This will 

be based on our choice of theories, primary data collected through interviews, and 

secondary empirical data from environmental and sustainability reports. In the end this 

will have made up the framework for our conclusion.    

 

2.8 CHOICE OF THEORIES 
As stated in the introduction, we have one main purpose, and a sub-purpose that is 

directly linked to the main purpose, and also two research questions that are naturally 

connected with these. The first question is more theoretically based, and the second is 

based on empirical data. The two are however closely related and the empirical data can 

and will be used to explain the first research question, in the same way that the theories 

can and will be used throughout the empirical process.  

 

When generating information and data for the first question, we searched for theories 

that would explain organizational behavior, and especially ones that would discuss 

some sort of environmental aspect related to such behavior. What we found when 

searching for this was that many companies felt external pressure to be environmentally 

friendly or to seek environmental certification, and such pressure from certain 

stakeholders was the main reason for seeking environmental certification. We had some 

knowledge about the legitimacy theory as well as the stakeholder theory before this, and 

we figured that they could be used to explain organizational behavior. We started 

searching for information and articles on these two theories specifically after this, and 

we found a lot of useful information and we definitely thought that these theories had a 

lot of potential. We felt they could explain why companies do the things that they do, 

and we made the obvious connection that these theories could also almost definitely be 

used to explain why companies seek environmental certification.  
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Furthermore, we also decided to include theories or literature published regarding 

environmental management systems and ISO 14001. We felt it is important that the 

reader gets an understanding of first the legitimacy theory and the stakeholder theory, 

and then also environmental management systems and ISO 14001 so there can be a 

natural connection between these. The information presented regarding environmental 

management systems and ISO 14001 is also of major importance in terms of pre-

understanding for the reader before our empirical data collection and presentation. We 

will present a review of what an environmental management system is, and how it 

differs from one that is ISO 14001 certified. In addition to this there will also be some 

background on ISO 14001. 

 

2.9 CRITICISM OF SOURCES 
When conducting a research study, the researcher has to have a critical view of 

literature and theories used. Hulten et al. (2007) point out three critical questions 

researchers has to ask themselves before conducting research; how objective is the 

author, how up-to-date are the theories used and to what extent they have been 

previously used. (Hultén et al., 2007, p. 54). 

 

To overcome these issues we have used sources mainly found at Umeå University 

library database as well as Google Scholar, we have used certain keywords related to 

our purpose, and what we are trying to answer. Google Scholar is good in that sense that 

it gives you, as a researcher, a good overview of the material. However, we are aware 

that some articles from Google Scholar are not published or peer-reviewed, therefore 

the articles we use are mainly from well-known databases such as Sage, JSTOR, 

Elsilver, Science Direct. We believe these are credible in the sense that they are a part of 

the Umeå University library database and well-known in the academic world. In Google 

Scholar, we have used words we believe would generate the most appropriate 

information. As a foundation we have searched for words such as; “Environmental 

Certification”, “Environmental Management Systems”, “EMS”, "Organizational 

Behavior", "Stakeholders", "Legitimacy for companies/organizations", “ISO 14001”, 

”ISO 14001”, and to get even more precise information that we added words such as 

“Benefits”, “Drawbacks”, “Why companies/organizations seek…”. 

 

Furthermore, to generate good and non-biased definitions and explanations of different 

subjects, we have tried to use both historically known authors/scholars in certain areas. 

However, there is one source which is used in the theoretical chapter which can be 

criticized, and that is the information gathered from Tilling M.V. We have looked at a 

conceptual article by Tilling, which means that it can be argued that it is not as strictly 

scientific as many other sources. However, throughout his work he refers to credible 

scientific sources, sources which we have used ourselves and believe to be scientifically 

credible. As Tilling bases his arguments on the thoughts of other more traditionally 

scientific works of other authors, we feel that this is not a major issue. 

  

2.10 SUMMARY OF SCIENTIFIC METHODOLOGY 
Initially we chose to write about environmental certification because we had observed 

patterns that suggested increased environmental concerns. We also noticed that this had 

become relevant in the world of business, and thus felt that this would be worth 

investigating and trying to find out more about. We looked at ways in which companies 

deal with environmental pressures, and one of these ways was to get an environmental 
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certification. We felt this was of value as we believe environmental issues are important 

and relevant for companies today. Additionally, we chose to look into ISO 14001 

specifically for our second research question and the case companies in Umeå as it is 

widely recognized and known all over the world. The decision regarding this subject 

also had to do with our background as students where we both have studied 

management courses, and also specific courses relating to CSR and Corporate 

Environmental Management. All of this helped make this a natural choice for us. 

 

Throughout the methodology we have tried to keep a consistent line, according to 

traditional standards. The table by Bryman & Bell (2007, p. 27) presented in 2.5 shows 

how the methodological components are typically related. For example qualitative 

research is generally linked with induction, interpretivism and constructionism. We 

figured trying to focus on as much consistency as possible could only have positive 

effects for us. With that in mind, our research is mainly focused around induction, 

interpretivism, constructionism and qualitative research, which is very much in line with 

what is considered to be traditionally consistent. However, it can also be argued that 

there are some deductive and quantitative characteristics in our thesis if you look at the 

tables presented in 2.5.  

 

It should, however, be noted that the last part of our second question which deals with 

actual environmental and financial performance after the implementation of ISO 14001 

for the case companies can be seen as having a slightly strictly less qualitative approach. 

In order to answer that secondary part of the question we will be analyzing hard and 

reliable secondary data in the form of numbers (gathered from environmental reports 

and annual reports) in a very static manner, which means that it does include some 

typically general characteristics of quantitative research. This does not in any way mean 

that our research will be quantitative though, only that there are some elements of such 

research in regard to the sort of data collected in this specific part of the second 

question.  
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CHAPTER 3 – THEORETICAL 

FRAMEWORK 
In this chapter we present theories in the field of organizational behavior, namely the 

legitimacy theory and stakeholder theory. We also present theories and information 

regarding environmental management systems and related ISO 14001-certification for 

companies. The point of this chapter is to explore and present theories which explain 

the behavior of companies, which we will then use as a foundation for the rest of the 

thesis.  

 

3.1 LEGITIMACY THEORY 
The legitimacy theory is relevant to our research questions and purpose as it explores 

and tries to explain the behavior of companies. It is very useful for us to try to 

understand why companies do the things that they do, and the legitimacy theory 

explains this from a legitimacy perspective. Here we will present and explain the 

legitimacy theory as thoroughly as possible, so that we can apply it to our questions and 

ultimately draw relevant conclusions, we will use this theory in combination with our 

empirical research. 
 

According to Guthrie & Parker (1989), legitimacy theory refers to the idea that 

company disclosure reacts to environmental factors (economic, social, political), and 

that such disclosure legitimizes actions. The thought behind this theory is that 

companies operate in society and engage in a social contract where promises are made 

to perform certain socially desired (or required) actions in return for acceptance and 

approval for its objectives from society. The theory then argues that a company needs to 

disclose a sufficient amount of information in order to reach this stage of approval; it 

needs to show enough social information so that society can determine whether or not 

the company is a “good corporate citizen”, and so this will ideally result in the company 

justifying its continued existence. Ultimately it is about the survival of the company. 

(Guthrie & Parker, 1989, p. 344). Wood (1991, p. 696) described legitimacy in a similar 

fashion; “Society grants legitimacy and power to businesses. In the long run, those who 

do not use power in a manner which society considers responsible will tend to lose it”. 

 

The legitimacy theory argues that companies attempt to create a certain agreement, or 

congruence, between the broad social values in their activities and operations, and 

societal norms. This may result in social disclosures from companies to be seen as 

rather reactive to the environment where they are employed, in order to legit imize what 

they are doing (Guthrie & Parker, 1989, p. 344).  

 

According to Tilling (2004a), there are many different layers of legitimacy theory, and 

these are presented in the figure 1 below. There is the macro-theory of legitimation, 

which is also known as institutional legitimacy theory (Kaplan & Ruland, 1991; 

Suchman, 1995, p. 370). This theory deals with how whole organizational structures, for 

example governments, get acceptance from society. Legitimacy here empowers 

organizations by giving them meaning and making them seem natural (Kaplan & 

Ruland, 1991, pp. 370-371; Tilling, 2004a).  Below the institutional level in the figure is 

the slightly more relevant part for our thesis, the organization level. As explained by 

Tilling (2004a), the fairly simple idea here is that organizations seek approval for their 
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actions from groups in society. Organizations want to reach a stage of congruence 

between what is seen as socially acceptable and their activities as an organization. It is 

also argue that when this is not the case, and there is no congruence, there is a threat to 

organization legitimacy (Tilling, 2004a; Wood, 1991). 

 

Figure 1: Layers of Legitimacy Theory. (Tilling, 2004a) 

 

As further explained by Tilling (2004), at its most fundamental part within the 

organizational view, legitimacy is something which is used as an operational resource; 

organizations often use legitimacy in order to achieve their goals, and it is taken from 

the relevant cultural environments. A comparison made is that legitimacy is almost like 

money, something which organizations acquire so that they can operate Tilling (2004a). 

What this essentially means is that legitimacy is very important, and the level of 

legitimacy reached by an organization is of significant importance. If an organization 

fails to achieve a high (or sufficient) level of legitimacy, it can have quite negative 

consequences for an organization, and it could even lead to complete inability to operate 

(Tilling, 2004a). 

 

Furthermore, if the level of legitimacy is of such major importance, it is also important 

to understand how to measure it somewhat accurately. An organization's legitimacy is 

determined by its actions in relation to social values, and what this means is that it is an 

highly subjective matter; people's views and values differ, and while some may think 

that an organization's activities are perfectly legitimate, some may not. An alternative 

method of looking at an organization's legitimacy is suggested by Tilling (2004), as 

explained by Hybels (1995, p. 244) originally, as the subjective way of determining 

legitimacy is clearly not sufficient. As mentioned previously, if an organization is 

legitimate, it allows the organization to attain and attract vital resources. It allows the 

organization to survive. Hybels (1995) develops this in the following manner: 

 

”Legitimacy often has been conceptualized as simply one of many resources that 

organizations must obtain from their environments. But rather than viewing legitimacy 

as something that is exchanged among institutions, legitimacy is better conceived as 

both part of the context for exchange and a by-product of exchange. Legitimacy itself 

has no material form. It exists only as a symbolic representation of the collective 

evaluation of an institution, as evidenced to both observers and participants perhaps 

most convincingly by the flow of resources. As discussed above, resources must have 
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symbolic import to function as value in social exchange. But legitimacy is a higher-

order representation of that symbolism – a representation of representations.” (Hybels, 

1995, p. 243) 

 

It is argued that a good model that deals with legitimacy theory has to look at the 

relevant stakeholders, and assess how each stakeholder affects the flow of crucial 

resources to the organization in terms of establishment, existence, growth and overall 

survival, either through direct control or the communication of good will (Hybels, 1995, 

p. 244). The table below is based on Hybels' (1995) findings, and later illustrated by 

Tilling (2004), and it shows in what ways certain stakeholders have power: 

 

 
 

Table 1: Critical Organization Stakeholder. (Tilling, 2004b, p. 5) 

 

As suggested, companies try to manage their legitimacy because it helps them to ensure 

the continued success or survival in terms of capital, labor and necessary customer 

demand. It can pre-empt product boycotts and other actions by external parties that may 

interfere with or affect the organization's operations. It can also work as something 

which forestalls regulatory action by the government which may otherwise occur if the 

legitimacy was not there (Tilling, 2004a). This explains why subjectively trying to 

assess legitimacy would be a suboptimal alternative, and it may be more accurate to 

look at the relevant stakeholders as exemplified in the figure above in order to truly 

understand an organization's legitimacy.  

 

Furthermore, as shown in the figure 1, there are four stages in which a company can be 

with regard to legitimacy; establishing legitimacy, maintaining legitimacy, extending 

legitimacy and defending legitimacy. First there is the stage of establishing legitimacy, 

which is often in the early stages of development in an organization, and this is where 

the organization has to deal with the fundamentals of legitimacy in terms of competence 

and general standards. The organization has to be aware of the socially acceptable way 

of operating, the social standards of quality and desirability, and also operate as a whole 

within accepted frames in relation to professionalism. (Hearit, 1995, p. 2; Tilling, 

2004a). 

 

Secondly there is the maintenance of legitimacy, and this is a stage in which most 

companies are expected to be placing operational focus. Activities here include constant 
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analysis that all is going well, and also attempts to anticipate and prevent potential 

challenges to legitimacy (Tilling, 2004a). However, as Tilling (2004a) explains 

maintenance may prove quite difficult, and is not as easy as it sounds a lot of the time. 

Legitimacy is dynamic, and communities are not static as they constantly evolve and 

change over time, which means that expectations and values also change. This means 

that organizations need to be responsive and reactive, and it also means according to 

this view that companies could lose their previously accepted legitimacy by staying the 

same and not adapting to new standards. (Deegan et al., 2002, pp. 316-317; Tilling, 

2004a). 

 

Third there is the extension of legitimacy, which is fairly self-explanatory. It refers to 

the idea that there may come a point where a company enters new markets or 

implements changes to current markets, which may require the company to extend its 

legitimacy in ways that it can win the confidence of relevant stakeholders (Ashforth & 

Gibbs, 1990, p. 180; Tilling, 2004a). Lastly there is the defense of legitimacy, which 

deals with the idea that an organization's legitimacy may be threatened at some point 

and thus need defending (Ashforth & Gibbs, 1990, p. 183). As explained by Tilling 

(2004), satisfaction of stockholder interests can often be at the expense of community 

wishes or concerns, and responsibilities to the larger community can often be at the 

expense of the stockholders. With regard to this last stage, Tilling (2004) presents an 

extension to the first legitimacy model and it is shown below: 

 

Figure 2: Refinement of the organizational Level of Legitimacy Theory. (Tilling, 2004a)  

 

What is new in this model is the addition of the possibility that an organization may not 

be able to successfully go through the defense phase. It may not be able to defend the 

threat to its legitimacy, and this could result in actual loss of legitimacy which could 

ultimately lead to disestablishment. However, as shown in the model, through good 

management, maintaining or recovering its legitimacy is definitely possible for an 

organization. For an organization to be completely incapable of defending itself, or 

managing the situation, there would have to be a very serious event (or series of events) 

which are quite shocking. Most other situations and threats to legitimacy can be 

managed. (Tilling, 2004a). As further explained by Tilling (2004a) the loss phase can 
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very often be preceded by media and NGO reporting, and also government activities in 

terms of regulation and monitoring. An example of this could be how organizations can 

easily go through a stage of legitimacy loss if they perform badly environmentally, or if 

their operations are harming the environment or breaking social environmental 

expectations in some way. 

 

The aforementioned models and different stages, as well as the legitimacy theory itself, 

can be applied to environmental concerns for companies quite effectively in our view. 

As constantly having to adapt and essentially seeking approval or legitimacy from 

relevant stakeholders, can quite easily be applied to environmental matters and current 

environmental standards. We feel it relates to our purpose very strongly, and the 

model(s) explains how failing to adapt to changing standards, or disregarding relevant 

pressures, could be damaging for companies for example, and that the consequences of 

such failure could be severe. The legitimacy theory and each of the stages shown above 

can and will be used by us to try to explain the behavior of companies in relation to 

environmental certification, and we will focus heavily on this in our empirical research.  

 

3.2 STAKEHOLDER THEORY 
As a complement to the legitimacy theory, we will also go over the stakeholder theory in 

detail as they are both closely connected. Much like the legitimacy theory, this is a 

theory which explains the behavior of companies, and it tries to understand why 

companies act in a certain why, and while the legitimacy theory covers this in a 

relevant manner, we feel that the stakeholder theory is also of relevance to our research 

questions and purpose. It can help us gain a more exact understanding of the situation 

and reality for companies, allowing us to more accurately draw conclusions in the end. 

In order to clearly define the stakeholder theory we will explain the theory as 

thoroughly as possible, and go over many potential stakeholders so we understand 

which ones may be especially relevant for us specifically later.     

 

A stakeholder is someone who is affected by corporate actions in one way or another. 

For example groups or individuals that benefit or are harmed by the actions of a 

company, or whose rights are respected by or violated by these actions. As explained by 

Freeman (1984), and further developed by Wood (1991), the concept of stakeholder is a 

generalization of the idea of stockholders, who, as a group, have a claim on the 

company. Just as stockholders have a right to make demands with regard to actions by 

management, similarly stakeholders have a right to make claims of such nature 

(Freeman, 1984, pp. 52-53; Wood, 1991, pp. 696-697). So in traditional terms, a 

stakeholder is simply any group or individual who is affected by the achievement goals 

of an organization (Freeman, 1984, pp. 52-53). 

 

The general thought behind the stakeholder theory is that it sheds a new light on what 

organizations should be, and how they should be thought of and conceptualized 

(Fontaine et al., 2006, p. 3). It is also stated that organizations should be seen as a 

grouping of stakeholders, and the sole purpose of the organization is to manage these 

stakeholders’ interests, needs and opinions (Fontaine et al., 2006, p. 3). Managers of the 

firm should manage the corporation for the benefit of the stakeholders, in a way that 

they ensure that they partake in the decision making process and that their rights are 

upheld. Managers should also, however, act as the stockholders' agent in order to ensure 

the ultimate survival of the firm, and thus protecting the long term stakes of each group 

(Fontaine et al., 2006, pp. 3-4). 
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A way to commonly look at stakeholders, and to differentiate between stakeholders, is 

to put them in groups that have certain relationships with an organization (Fontaine et 

al., 2006; Friedman & Miles, 2006, p. 13). As illustrated by Friedman & Miles (2006, p. 

13), the main groups of stakeholders are: 

 

 Customers 

 Employees 

 Local communities 

 Suppliers and distributors 

 Shareholders 

 

Additionally, there are other groups and individuals that should be seen as stakeholders 

as shown by Friedman & Miles (2006, p. 13-14) and these are: 

 

 The media 

 The public in general 

 Business partners 

 Future generations 

 Past generations (founders) 

 Academics 

 Competitors 

 NGOs or activists 

 Stakeholder representatives such as trade unions or trade associations 

 Financiers other than stockholders 

 Government, regulators 

 

As also explained by Fontaine et al. (2006, p. 8), the stakeholder theory is not 

something that has remained the same since its introduction in the business world. It is 

rather the opposite, and the stakeholder theory has developed quite significantly and 

keeps changing all the time.  

 

The idea of the stakeholder theory is clearly shown in the two contrasting models 

presented below by Donaldson & Preston (1995). The first model shows how investors, 

employees and suppliers as contributing inputs. These are then transformed into outputs, 

outputs which benefit the customers (Donaldson & Preston, 1995 pp. 67-69). There are 

different interpretations of this model, but that is the general idea in figure 3. Figure 4, 

however, illustrates the idea of the stakeholder theory. There is a quite clear contrast 

between the two models, and as explained by Donaldson & Preston (1995) it shows 

how, as many stakeholder analysts argue, that all individuals or groups that participate 

in a firm do so in order to benefit from it. As this model shows, all stakeholders are of 

importance; in a typical stakeholder theory model everyone can affect one another in 

terms of harms and benefits, and also in terms of rights and duties (Freeman, 2002, p. 

42). The third model presented by Freeman (2002, p. 42) also shows this in a slightly 

more simplified manner. This is quite obviously a general model, and there is variations 

in different organizations, but as Freeman (2002, p. 42) states this is fairly typical for 

large corporations.  

 

To exemplify the aforementioned a bit in figure 5, as Freeman (2002, p. 42) describes, 

the stakeholders are involved in different ways. The owners have financial stakes in the 



27 

 

company through stock ownership, bonds and so on, and owners generally expect some 

sort of financial reward (Freeman, 2002, p. 42). Owners have typically directly made 

financial contributions to a firm, which means that the firm can affect their livelihood 

(Freeman, 2002, p. 42). Going further, as Freeman (2002, p. 42) explains, employees 

have their jobs and typically their livelihood at stake as well. In return for their work 

they expect certain benefits such as different forms of income and security. The firm is 

expected to help and care for their employees (Freeman, 2002, pp. 42-43).The suppliers 

are also stakeholders in the sense that they are if vital importance to the firm; without 

proper materials of appropriate quality the firm cannot perform well enough, or deliver 

at a high enough standard (Freeman, 2002, p. 43). In return the suppliers rely on the 

firm as a customer, which essentially means that the suppliers also need the firm’s 

business in order to survive (Freeman, 2002, p. 43). Fourth, there are the customers, 

who exchange resources in return for the firm’s products, and the benefits of that these 

products bring (Freeman, 2002, p. 43). Customers are stakeholders in a fairly direct 

sense in this respect; they put money into the firm, and thus make up a firm’s revenue 

and directly contribute to the success and development of the firm (Freeman, 2002, p. 

43). Therefore the importance of this relationship is particularly clear, and a firm’s 

success relies upon its relationship with the customers. Then there are the local 

communities, which are stakeholders in the sense that they practically allow the firm to 

build facilities a lot of the time, and then they receive benefits in the form of tax and 

other economic and social contributions from the firm (Freeman, 2002, p. 43). Without 

the support of a local community, it will be hard for an organization to conduct its 

business freely and act as it wants. The firm is expected to be a good citizen, and thus is 

not allowed to expose the community any dangers or hazards. If the firm violates this 

connection with the local community, the consequences can be compared to that of a 

citizen that commits a crime (Freeman, 2002. p. 43). Finally in the third model, there is 

the management. The management is a stakeholder as an employee, but the 

management’s role is also to organize and run the firm optimally; the management is 

obliged to maintain the health of the corporation (Freeman, 2002, pp. 43-44). 

 

These somewhat brief explanations of Freeman's (2002, p. 42) model show how 

important the stakeholders are to an organization, and how they are linked together in 

crucial ways. It shows the importance of working together and creating sustainable 

relationships with all the involved and relevant stakeholders. 

 
 

Figure 3 : Contrasting Models of the Corporation: Input-Output Model. (Donaldson & Preston, 1995, 

p. 68) 
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Figure 4: Contrasting Models of the Corporation: The Stakeholder Model. (Donaldson & Preston, 

1995,  p. 69) 

                               

Figure 5: A Stakeholder Model of the Corporation. (Freeman, 2002, p. 42) 

 

As also explained by Grafström et al. (2008, pp. 65-88)  people who support the 

stakeholder theory claim that, as previously established, it is not enough for a firm to 

only care about shareholders, and not the rest of the stakeholders. If a firm neglects the 

environment in which it conducts business, there will not be any environment left for 

the firm to operate in. The stakeholder theory is considered to have directly laid the 

foundations for modern CSR, and many companies consider this theory when designing 

their own CSR approach (Grafström et al., 2008, pp. 65-88). Furthermore, assuming this 

view on stakeholder theory, it should directly contribute to the need for certification for 

companies. As established, being environmentally responsible is a part of CSR, and so 

in pleasing a firm’s stakeholders and conducting business in a reasonable way firms 

need to be environmentally conscious. 

 

3.3 ENVIRONMENTAL MANAGEMENT SYSTEMS 
Environmental Management Systems (EMS) are the foundation of ISO 14001. The 

purpose of this thesis is to gain a deeper understanding regarding why companies seek 

environmental certification in the first place, and the sub-purpose is to understand why 

companies in the Umeå region seek ISO 14001 certification and the factors behind this. 

In this part of the theoretical framework we will present what an EMS is and how it is 

used by companies. We will also present ways in which an EMS can be beneficial for an 

organization.   

 

“Cost-effective, attractive to business partners, environmentally friendly, easy access to 

a wide range of guidance and support - it makes good business sense to implement and 

maintain a robust and effective environmental management system” - Elliot Morley, 

Environment Minister (January 2006) 

 

Currently there are there are several certified EMS standards, and the most prominent is 

ISO 14001, but there is also the EcoManagement and Audit Scheme (EMAS), also 

known as the “European standard” (Bansal & Bogner, 2002, p. 271). However, the first 

EMS certification program was BS 7750, an EMS certification developed in the United 

Kingdom in the early 1990s. This standard is still in play, but has been replaced by ISO 

14001 and EMAS (Quazi et al., 2001, pp. 526-527). 
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An EMS is defined in many different ways; during this research we have read a number 

of articles defining EMS. There are two definitions we believe are both appropriate and 

connected to the thesis purpose: Bansal & Bogner (2002, p. 271) define it as “An EMS 

dictates requirements for the organizations structure, responsibilities, practices, 

procedures, processes and resources, so that responsible corporate environmental 

management is institutionalized in the organization”(Bansal & Bogner, 2002).  Darnell 

et al. (2008, p. 31) define an EMS as “a collection of different measures, internal 

policies and implementation actions which affect the whole organization and the 

organization’s relationship with the environment” (Darnall et al., 2008, p. 31). Both 

Darnall et al.'s (2008) and Bansal and Bogner's (2002) definition, is similar to the 

official definition by ISO. The ISO definition is as follows: “The ISO 14000 family 

addresses various aspects of environmental management. It provides practical tools for 

companies and organizations looking to identify and control their environmental impact 

and constantly improve their environmental performance” (International Standard 

Organization, 2013a). 

 

Uncertified environmental management systems vary considerably between different 

companies. However, there are some common elements that an EMS should include, 

certified or non-certified, to be categorized as an EMS. An EMS requires that the 

company identifies, targets and develops an environmental policy (Jiang & Bansal, 

2003, pp. 1048-1049).  

 

Figure 6 shows a simplified overview of an EMS. The main features are; Planning, 

Doing, Checking and Acting. Planning is such as identifying environmental impacts 

from the operation process. Further, companies should establish environmental goals 

(water reduction, recycling, use of electricity) that can be met. "Do" is what the 

companies are actually doing regarding their environmental impact. "Check" concerns 

the monitoring of the environmental goals established. Furthermore, "Act" is the review 

of the EMS. How the company could adjust the program to be more successful; are the 

goals reasonable (Fiagle, 2012)? Figure 6 is a simplified EMS model developed by the 

Iowa Department of Natural Resources (2012), there are more refined models such as 

the PDCA model (Fig. 7), which we will be examined later in this chapter.  

 
Figure 6: Environmental Management System Overview (Fiagle, 2012) 

 

As stated earlier in this chapter, EMS can be both certified (ISO 14001, EMAS, BS 

7750) and non-certified such as an “in-house” EMS. If a company wants to be certified 

according to ISO 14001, EMAS and BS 7750, the company has to get evaluated and 

certified by a third-party organization such as ISO. They also have to be continually 

evaluated by the same organization on a regular basis to keep its certification, and 

audited through independent auditors (Jiang & Bansal, 2003, pp. 1048-1049; Quazi et 

al., 2001, p. 527). 
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As the sub-purpose of this thesis, and the second research question, is to specifically 

examine ISO 14001 and its implications on companies in the Umeå region, the 

certification processes of   EMAS and BS 7750 will be omitted from this thesis. 

 

3.3.1 WHY COMPANIES SHOULD HAVE AN EMS 
There are different reasons why companies implement environmental management 

systems. Why companies choose to implement an EMS is three folded, there are 

internal  incentives to implement EMS such as organizational, financial and people 

benefits (Hillary, 2004, p. 563), external benefits; commercial benefits, environmental 

benefits and communication benefits (Hillary, 2004, p. 564), and there are pressure and 

regulatory elements; regulatory pressure, market pressure and community pressure as 

well (Darnall et al., 2008, p. 36; Jiang & Bansal, 2003, p. 1053). 

 

Hillary (2004) describes more thoroughly in table 2 the internal benefits there are to 

gain.  The main organizational benefit an EMS has, is that it boosts quality, working 

conditions and spurs innovation (Hillary, 2004, p. 563). The main financial benefit is 

that it will help the companies to decrease costs and improve process efficiency 

(Hillary, 2004). There are also strong evidence that the market value is higher for 

companies with proactive environmental management strategies (Dowell et al., 2000; 

Klassen & McLaughlin, 1996; Konar & Cohen, 2001). An EMS is one of the 

cornerstones in such strategy (Berry & Rondinelli, 1998). Furthermore, people will 

benefit from higher motivation and better internal company image (Hillary, 2004, p. 

563).   

 

 
Table 2: Internal benefits, categories and examples  (Hillary, 2004, p. 563) 

 

In table 3, Hillary (2004) outlines the three main external benefits a EMS has on a firm. 

The main commercial benefits are to that a company might attract new customers and 

keep old customers as a result of good environmental management. Further, the 

company might get a competitive- and market advantage. The environmental benefits 

gained are; improved environmental performance, legal compliance, reduced pollution 

and increased energy and material efficiency. Furthermore, there are also 

communication benefits to gain; it creates a positive public image, better customer 

relationships and better communication with stakeholders (Hillary, 2004, p. 564). 
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Table 3: External benefits categories and examples (Hillary, 2004, p. 564) 

 

Darnall et al. (2008), on the other hand, focus more on pressures that drives companies 

to implementing an EMS. They argue that the main reason companies adopt an EMS is 

because of regulatory compliance. These pressures arise usually from national 

governments to pressure or threaten companies with sanctions or fines if they are not 

able to comply with regulatory standards (Darnall et al., 2008, p. 36). There is also 

pressure from the market on the companies to adopt certain environmental standards. 

Customers are today more concerned with the environment, and are therefore able to 

pressure companies in certain markets to be more “environmental friendly”. (Darnall et 

al., 2008, p. 36). Furthermore, Darnell et al. (2008, p. 36) highlights the community 

pressure that affects companies in different ways. Such community pressure can be 

categorized as pressure from the media, NGOs, labor unions and industry associations 

(Darnall et al., 2008, p. 36). Companies have different incentives when adopting an 

EMS. As stated above, there are both threats through fines and beneficiary incentives to 

implement and adopt an EMS.  

 

3.4 BACKGROUND OF ISO 14001 
To be able to get a thorough understanding of what ISO 14001 is and how it is applied 

by companies, we think it is necessary to present the history behind ISO 14001, how 

14001 benefits companies and the PDCA model that ISO 14001 is built upon. The first 

paragraphs will cover ISO 14001 in an international context, later we will include a 

subchapter with focus on ISO 14001 in a Swedish context. By including this we will 

further strengthen the theoretical understanding of what we will be doing in the 

empirical part of our thesis. 

 

ISO 14001 was developed by International Organization for Standardization (ISO), a 

non-governmental, international organization based in Geneva. The goal of the 

organization is to develop standards on a worldwide basis that allow trade across 

borders without trade barriers. ISO does not create goals or limits, instead ISO 

establishes management system guidelines helping organizations to ensure compliance 

with customers, industry or regulatory limits (Quazi et al., 2001, p. 526).  In 1992, the 

United Nations Conference on Environment and Development (UNCED) was held in 

Rio de Janeiro. During the UNCED conference, the United Nations (UN) expressed the 

need for improved environmental quality (Bansal & Bogner, 2002, p. 271). Because of 

the need  for a standard, ISO decided in 1993 to establish a technical committee  to 

develop a voluntary management system that could be accepted and implemented 

worldwide (Bansal & Bogner, 2002, p. 271; Quazi et al., 2001, p. 526). The ISO 14000 

series was developed to “meet the goals of sustainable development and environmental 

friendliness” (Quazi et al., 2001, pp. 526-527). ISO 14001 did not focus on the 

outcomes (reduced pollution), instead it was made as a management tool for mangers to 
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capitalize on the potential cost reduction that effective pollution reduction programs 

could give (Melnyk et al., 2003, p. 330).  ISO 14001 is a process standard, and not a 

performance standard, so there are no stated performance goals in the standard, however 

as you will see further down, companies set up their own goals and these have to be 

followed and audited (Feldman, 2012, p. 70). 

 

Prior to the conference in Rio, ISO had been widely recognized and appreciated by 

companies for their ISO 9000 series. The ISO 9000 series motivates organizations to 

systematically address and improve product and service quality (Bansal & Bogner, 

2002, p. 271). ISO 14001 was argued as the future development of ISO 9000, to 

improve environmental quality and to replace the local EMS criteria that existed in 

various countries (Melnyk et al., 2003, p. 330).  

 

According to businessGreen (2013) 250 000 companies in 150 different countries were 

ISO 14001 certified in the end of 2012 (businessGreen, 2012). In comparison, 88 800 

companies were certified in 2005 (Darnall et al., 2008, p. 30), and 10700 in 1999 

(Alberti et al. 2000). This suggests that the number of ISO 14001 certified companies in 

the world have grown steadily since it was first implemented in 1993.  

 

Furthermore there is one thing that should be stated and be made clear before we 

proceed with the ISO 14001. As mentioned above, ISO 14000 are a series of different 

standards developed by ISO. The standards in the ISO 14000 series concerning EMS 

are the following; 

 

 ISO 14001: EMS – Requirements with guidelines for use 

 ISO 14004: EMS – General guidelines on principles, systems and support 

techniques. 

 

There are nine more standards, however these standards concerns other environmental 

assessments and not EMS (Feldman, 2012, p. 70). ISO 14001 is the only system that is 

third party certifiable (Feldman, 2012, pp. 69-70; Kitazawa & Sarkis, 2000, p. 234). 

ISO 14004, is a supportive document that ISO hands out to the already certified 

companies and companies in the process of being certified (Feldman, 2012). In this 

thesis the focus will only be on ISO 14001, because the purpose of this thesis is to 

investigate, why companies seek environmental certification in the first place, and why 

companies seek to adopt their EMS to ISO 14001 certification, and as stated above, ISO 

14001 are the only certifiable of the ISO 14000 series.  

 

There are certain thing that differentiate an ISO 14001 certified EMS from an “in-

house”/uncertified EMS (Jiang & Bansal, 2003, p. 1053). There are five requirements in 

section 4 in the ISO 14001 standard document, companies has to adhere to be ISO 

14001 certified. Companies have to comply with the following sections; 

 

 Section 4.1. Environmental policy: defining an environmental policy and 

ensuring commitment to it. 

 Section 4.2. Planning includes five steps: identifying environmental aspects, 

determine environmental impact, gathering legal and other requirements, 

establishing objectives and targets, and establishing an EMS.  

 Section 4.3. Implementation and operation: accumulating the necessary 

resources to achieve the goals and targets of the organizations.  
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 Section 4.4. Checking and corrective action: checking and monitoring to 

discover problems in the EMS and correct them. 

 Section 4.5. Management review: ensuring EMS review by top management. 

(International Standard Organization, 2004; Kitazawa & Sarkis, 2000, p. 229) 

 

Further, the major difference between an “in-house”/uncertified EMS and an ISO 14001 

certified one is that the ISO 14001 certification demands the company to be certified by 

a third-party register. An ISO 14001 company or facility also has to be evaluated by 

independent  auditors to keep its certification. (Jiang & Bansal, 2003; Quazi et al., 2001, 

p. 527). 

 

There are different governmental and private certification bodies that are able to certify 

facilities and organizations according to ISO 14001 standard. The certification bodies 

are separate from the ISO organization, and does not have to be accredited by the 

International Standard Organization (International Standard Organization, 2013b). 

However, the International Standard Organization, recommends companies to use 

accreditation firms that are accredited by ISO (International Standard Organization, 

2013b). In Sweden, the major accreditation organization is Swedac. Swedac is the 

governmental organization that has the authority to certify companies and facilities in 

Sweden according to ISO 14001 (Swedac, 2013b).  

 

As stated in our purpose, our sub-purpose is that we are investigating why the case 

companies in Umeå chose to adopt and implement ISO 14001. We want to present some 

information about earlier studies done in Sweden, and the number of firms that are 

certified.  

 

As stated in choice of subject, 4466 companies were certified according to the ISO 

14001 standards in 2013 (Certifiering.nu, 2013). To get a grasp of the development, in 

2001, more than 1500 companies was certified according to the ISO 14001 standards, 

that indicates an increase of 200% in 12 years (Ammenberg et al., 2001; Certifiering.nu, 

2013). 

 

Poksinska et al. (2003) conducted a thorough quantitative study concerning key 

implementation factors, motives for implementation and perceived benefits for ISO 

14001 adoption. The benefits were presented in chapter 3.5.3 in this thesis, and 

Poksinska et al. (2003) pointed out the same and motives as Darnall (2006) and Jiang & 

Bansal (2003) as motives for Swedish firms to adopt an ISO 14001 certified EMS.   

 

3.4.1 THE  PDCA MODEL AND ISO 14001  
As ISO 14001 gains wider and wider recognition as the most efficient and prominent 

environmental certification for a company's EMS, there are certain aspects that need to 

be examined more clearly. As seen in figure 6, there are simplifications and different 

models explaining an EMS.  There are certain differences between a basic 

uncertified/local EMS and certified, ISO 14001 EMS. All environmental management 

systems put a lot of weight on continual improvement, as seen in figure 7 (Feldman, 

2012, p. 70; International Standard Organization, 2004, p. 5). 
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Figure 7: PDCA Model (International Standard Organization, 2004, p. 5) 

 

Both ISO 9000 and ISO 14001 are based on the PDCA (Plan-do-check-act) model (it 

also goes under the name of PDCA cycle, or the continues improvement cycle; however 

we will refer to it as PDCA model) (Feldman, 2012, p. 70; International Standard 

Organization, 2004, p. 5; Kitazawa & Sarkis, 2000,  p. 229). When an organization 

plans to make a change in the production or a process, the PDCA model aims at 

improvement (plan), implementing the change (do), evaluating the results from the 

change (check) and in the end institutionalizing the change (act) (Kitazawa & Sarkis, 

2000, p. 229). The main difference between the simplified EMS model (figure 6) and 

the PDCA model is that, the PDCA model is set as a standard for companies with the 

intention to get an ISO 14001 certification. Instead of the four elements as in figure 7, 

the PDCA model have five elements that in the end should result in continual 

improvement (Kitazawa & Sarkis, 2000, p. 229). 

 

As stated earlier in this chapter, companies that are ISO 14001 certified, are evaluated 

on a regular basis by independent auditors (Jiang & Bansal, 2003, pp. 1048-1049; Quazi 

et al., 2001, p. 527). As a result, companies that are certified according to the ISO 

14001 standard are able to monitor the process of their EMS and the performance. 

(Jiang & Bansal, 2003, pp. 1048-1049) 

 

3.4.2 WHY DO COMPANIES SEEK ISO 14001 CERTIFICATION? 
Prior in this chapter we discovered why companies want to have an EMS in the first 

place. In this part, the focus will be on why companies choose to certify their EMS to 

ISO 14001. Prior in this chapter, the arguments to adopt an EMS was institutional 

pressure, market pressure and community pressure (Darnall et al., 2008, p. 32; Jiang & 

Bansal, 2003; Poksinska et al., 2003, p. 593) as well as certain economic and financial 

benefits (Dowell et al., 2000; Hillary, 2004; Klassen & McLaughlin, 1996; Konar & 

Cohen, 2001). However, compared to companies that adopt non-certified or in-house 

environmental management systems, the ISO 14001 certification process is both 

monetary costly and time consuming (Hillary, 2004, p. 565; Jiang & Bansal, 2003, p. 

1049; Potoski & Prakash, 2005).   

 

Jiang & Bansal (2003) did a study in 2003 analyzing why companies choose to adopt 

and certify their EMS to ISO 14001. Managers pointed out market pressure as the most 

influential factor when deciding on ISO 14001 certification, the managers in the study 
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expressed that they believed environmental management was a “consumer-driven 

thing”, and therefore the market pressure was the most prominent factor (Jiang & 

Bansal, 2003, pp. 1048-1050; Quazi et al., 2001). This was also affirmed by Poksinska 

et al. (2003) that found that 65 percent of the respondents in their study expressed 

consumer pressure as the main reason to seek ISO 14001(Poksinska et al., 2003 p. 593).  

   

Borial & Henri (2012 p. 92) did a comparative study focusing on the impact of ISO 

14001 certification on environmental performance. Borial & Henri (2012, p. 88) 

presented a hybrid model based on the instrumental model and legitimacy based model. 

These models examine reasons behind and the outcomes from ISO 14001 certification. 

The instrumental model suggest companies seek ISO 14001 certification because of 

organizational motives. The legitimacy model on the other hand, is according to Borial 

& Henri (2012, p. 86) more cynical and relates ISO 14001 certification to stakeholder 

pressure as the reason behind ISO 14001 certification. The result from the hybrid model 

suggest that companies in Borial & Henri (2012) study do not link their increased 

environmental performance with ISO 14001 certification, instead the results shows that 

ISO 14001 certification is a result of pressure from external stakeholders. In contrast to 

Borial & Henri (2012), Melnyck et al. (2003) found significant evidence that the 

presence of a certified EMS improved both environmental performance and quality 

within the company (Melnyk et al., 2003, p. 344).   

 

In comparison with an “in-house”/uncertified EMS, ISO 14001 demands independent 

auditors to evaluate each company within a specific period of time depending on size of 

the company (Jiang & Bansal, 2003, p. 1049; Quazi et al., 2001, p. 527). The auditing 

process has a positive influence on the companies credibility according to Quazi et al. 

(2001, p. 530), the process has even gone so far that consumers decision to buy a 

product or not can be affected (Quazi et al., 2001, p. 530). 

 

3.4.3 BENEFITS FROM ISO 14001 CERTIFICATION  
There are certain benefits a company can generate from being ISO 14001 certified. 

Kitazawa & Sarkis (2000) point out six different outcomes organizations with a 

certified ISO 14001 systems can generate. Darnall (2006, p. 360) suggests that ISO 

14001 has the potential to confer external legitimacy for the certified companies. 

Darnall (2006, p. 355) states that even if it is hard to quantify legitimacy, it could lead 

to increased sales, improved ability to recruit talented employees and enhance 

relationships with stakeholders (Darnall, 2006). Darnall (2006, p. 355) continues to 

argue that these factors and others such as stated by Hillary (2004), are arguments that a 

certified ISO 14001 EMS could lead to an competitive advantage in the future (Darnall, 

2006; Hillary, 2004, pp. 563-564).  

 

Furthermore, Alberti et al. (2000) did a quantitative study among firms from Italy, they 

suggest companies with a well-adopted ISO 14001 certified EMS gain both economic 

(economic, quantifiable) and non-economic (non-quantifiable) benefits (Alberti et al., 

2000, p. 4459).  As seen in table 4, Alberti et al. (2000, p. 4460) list 13 different 

quantifiable benefits that a company can gain from being ISO 14001 certified.  
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Table 4: Economic and non-economic benefits of EMS. (Alberti et al., 2000, p. 4460) 

 

There are clear similarities between table 4 by Alberti et al. (2000) and Hillary’s (2004) 

table 2 and table 3, which suggest that there is a pattern between how companies benefit 

from implementing an EMS or a certified according to ISO 14001.   

 

Furthermore, Poksinska et al. (2003, p. 595) identified that the most important benefit 

from ISO 14001 implementation was increased corporate image, 80 percent in the study 

claimed their corporate image had increased. 72 percent also reported environmental 

improvements, and significant benefits was achieved in internal procedures and 

improved relationship with the government (Poksinska et al., 2003, p. 595). In contrast 

with Hillary (2004) and Alberti et al. (2000), Poksinska et al. (2003) found that 

companies experience low benefits regarding productivity and profit margin, and as 

many as 30 percent in their study claimed they had not improved productivity and profit 

margin at all (Poksinska et al., 2003, p. 595).   

   

3.4.4 DRAWBACKS FROM ISO 14001 CERTIFICATION 
There are different reasons why companies choose to not certify their EMS. If a 

company chooses to certify their EMS according to the ISO 14001 standard, the initial 

cost for implementation and third party auditing can range from $100000 to $250000.  

For a moderate sized company the initial cost can range from $250000 to $1000000. 

(Potoski & Prakash, 2005, p. 237).  Jiang & Bansal (2003) argue that the cost could be 

lower, and more in the region of $24000 to $128000, the size of the initial cost depends 

on if the company in question had an uncertified EMS prior to seeking certification, and 

if so the cost should be considerably lower (Jiang & Bansal, 2003, p. 1049). When a 

company is certified according to the ISO 14001 standard, there are also costs occurring 

during the process (Jiang & Bansal, 2003, p. 1049; Potoski & Prakash, 2005, p. 237). 

To maintain the system costs between $10000 to $20000 a year (Jiang & Bansal, 2003, 

p. 1049). These costs are not only monetary, they also include time and preparations for 

future external auditing processes  (Potoski & Prakash, 2005, p. 237).  The major 

argument most companies (especially SMEs) have against certifying their EMS, are the 

costs (Hillary, 2004).  

 

Other authors points another common criticism is that companies with ISO 14001 

certifications are not required for public reporting (Poksinska et al., 2003, p. 589). 
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Pokinska et al. (2003, p. 589) argue that the problem is that EMS results and 

implications are seen as confidential information, and therefore does not have to be 

reported. This might cause problems with the transparency towards different 

stakeholders, as they might perceive ISO 14001 certification as an assurance that the 

company are environmental friendly, but the truth is the environmental objectives might 

be relatively easy to meet (Poksinska et al., 2003, p. 589).  

 

3.5 SUMMARY AND DISCUSSION OF THEORETICAL 

FRAMEWORK 
In order to have a good framework for the future process of this thesis, we will 

summarize and discuss the theories used and develop a framework for the empirical and 

analytical parts of this thesis. Above, models and theories relating to reasons for 

organizational behavior, EMS and ISO 14001 have been discussed, and we have also 

used two theories which we believe are relevant in understanding the thought process 

behind why companies seek environmental certification. These theories are the 

legitimacy theory, and the stakeholder theory. 

 

As seen in the theoretical chapter, and presented by Moir (2001) and Wood (1991), the 

stakeholder and legitimacy theories can explain both the concept of CSR and essentially 

also why companies engage in the environmental aspect of CSR, which makes it very 

relevant combining it with and trying to gain a deeper understanding regarding 

environmental certification. The stakeholder theory has been used effectively in this 

regard, and especially after Freeman's article (1984) where he developed and enlarged 

the concept of stakeholders from "company stakeholders" (consumers, suppliers, 

employees etc.), to include all groups of society in the stakeholder perspective 

(Freeman, 2002, p.42; Donaldson & Preston, 1995 p. 69); Wood (1991) used Freeman's 

(1984) developed stakeholder approach to explain institutional pressure and the concept 

of CSR. The institutional pressure is based on the concept of legitimacy, Wood (1991, 

p. 696) stated that "Society grants legitimacy and power to businesses. In the long run, 

those who do not use power in a manner which society considers responsible will tend 

to lose it.” Wood (1991) uses “society” as a broad concept pointing out all stakeholders 

(consumers, government, NGOs, suppliers, employees, media etc.), and if businesses 

fail to act responsibly towards society they will lose their legitimacy towards its 

stakeholders.  Fontaine et al. (2006, p. 3) stated that managers of the firms should 

manage the firm for the benefit of the stakeholders, they should also act as a stakeholder 

agent in order to ensure the survival of the firm. Guthrie & Parker (1989, p. 344) argued 

that companies operate in a society and engage in a social contract where promises are 

made to perform desired actions in return of acceptance. Both Fontaine et al. (2006) and 

Guthrie & Parker (1989) hold that to be able to get legitimacy from  the stakeholders 

and society, companies have to act in the desired needs of its stakeholders, and if they 

fail, they will ultimately lose their legitimacy.   

 

In today’s business world, the concept of CSR has become a term to describe businesses 

responsible and sustainable behavior, and in recent years environmental management 

has become one of the most debated features of CSR (RESET, 2013). In regard to 

stakeholders and legitimacy, companies are facing customers with higher demands 

regarding their products and general operations and behavior, and governments are 

increasing regulations and there is pressure from a wide range of stakeholders (Delmas 

& Toffel, 2003, pp. 18-19). To increase the legitimacy in regard to these questions, 
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companies are looking for methods to show their environmental commitment towards 

its stakeholders, and environmental certification has become such a method where 

companies are able to communicate to its stakeholders that they care about the 

environmental issue. ISO 14001 is such an environmental certification, and according to 

Darnall (2008, p. 32) companies seek ISO 14001 certification commonly because of 

institutional pressure, market pressure and community pressure. As seen by Wood 

(1991) and Tilling (2004b) , institutional pressure and community pressure are pressures 

from stakeholders. Fontaine et al. (2006), Guthrie & Parker (1989) and Tilling (2004b) 

stress the importance of communication between companies and its stakeholders, and 

ultimately if the market pressures the companies into acting or changing their operations 

they have to react and show their stakeholder they care, otherwise they might lose their 

legitimacy and ultimately the faith of the stakeholders. So as a results of this stakeholder 

pressure, companies can respond by seeking environmental certification. The 

environmental certification increases the company’s legitimacy towards its different 

stakeholders, and shows the stakeholders that they are responsible, comply with 

regulations, reduce pollution and have a structured environmental framework. (Darnall, 

2006; Alberti et al. 2000).  

  

As stated in our theoretical methodology (2.7), we have decided to develop a conceptual 

model (figure 8). The conceptual model is based on the findings we have done during 

our theoretical framework. As mentioned, we found that the legitimacy theory and the 

stakeholder theory are big theories which can be used to understand and explain CSR 

related activity in companies, and as such why companies seek environmental 

certification. As seen in figure 8 (next page), we have also identified certain outcomes 

of ISO 14001 certification specifically.  

 

 

 
Figure 8: Conceptual Model 

 

The model is outlined after, and essentially illustrates, exactly what we brought up in 

this chapter. It goes from the initial legitimacy and stakeholder theories; according to 

out literature these theories are often used in combination in order to explain and 

explore CSR related activity, and we have chosen to use these two to gain a deeper 

understanding regarding why companies seek environmental certification. What we 
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established here and what essentially is important and will be focused on in the 

empirical part of the thesis as well as analysis, is that the stakeholder theory identifies 

different types of stakeholders, and their relevance and power. The stakeholder theory 

argues that stakeholders are a direct concern for companies, and that they ultimately 

have power over the companies in the sense that they can affect them in both positive 

and negative ways (Freeman, 1984, pp. 52-53), and therefore companies should act in 

the interest of their stakeholders (Fontaine et al., 2006, p. 3).  Stakeholders can 

communicate or show their concerns and opinions in different ways depending on 

which stakeholder it is. They can show their direct power and affect on a company's 

legitimacy in the form of market pressure, and this sort of stakeholder behavior would 

incentivize or give companies very good reason to act in a way which would please the 

given stakeholders and improve the relationships. The first part of the model contains 

essential features in both the stakeholder and legitimacy theories. Companies want to 

gain the support, trust and faith from their relevant identified stakeholders, and as such 

gain legitimacy from them. As mentioned the stakeholders have different ways of 

showing their care in the form of pressures and actions, and the idea is that companies 

should and generally have to consider all of its stakeholders in order to gain sufficient 

legitimacy (and also maintain it) in order to stay in business (Guthrie & Parker, 1989, p. 

344; Tilling, 2004a), connecting both the concept of stakeholders and legitimacy. With 

the established increased environmental concerns in the world today and pressure from 

customers, governments, employees, the media and other societal groups and essential 

stakeholders (Delmas & Toffel, 2003, pp. 18-19), a natural way of complying with this 

modern reality is to gain or maintain legitimacy by engaging in environmental CSR 

activity. Implementing environmental certification would qualify as such an activity, 

and thus showing that identification of stakeholder pressures as well as caring and 

understanding stakeholders, while focusing on the legitimacy that surrounds and 

intertwines the connection between company actions and stakeholders, can lead to such 

action which naturally is the next step in the conceptual model. 

 

Furthermore, as we have established and shown in this theoretical chapter, and also 

earlier in this thesis, ISO 14001 is the most widespread and commonly implemented 

environmental certification, and that is what the arrow going from environmental 

certification to ISO 14001 illustrates; the environmental focus which we will focus on 

from this point onwards. As seen in out literature by Darnall (2008) Kitazaea & Sarkis 

(2000) and Alberti et al. (2000) among others, ISO 14001 can lead to certain 

improvements of the company’s environmental work as well as an increased financial 

performance, and this is what the final part of our conceptual model illustrates; found 

consequences of ISO 14001 environmental certification. 

 

The model summarizes our theoretical findings and understanding, and show what 

initially makes organizations seek environmental certification and what it can ultimately 

lead to. As we have mentioned, we will use this model as a theoretical foundation for 

the rest of our thesis. The way we outline our empirical research will be according to 

this conceptual model, and in the analysis chapter we will analyze our empirical 

findings in combination with this model. 

 

 

 



40 

 

CHAPTER 4 - PRACTICAL 

METHODOLOGY 

In this chapter we will present the practical part of our research. We will present data 

regarding selection of participants in our study, as well as preparation of the interviews 

and ultimately how they were conducted. Information regarding data collection and 

analysis will also be presented.  

 

4.1 SELECTION CRITERIA 
We have used certain criteria when selecting the appropriate companies for this study. 

As stated in the purpose, we want to research why companies in the Umeå region seek 

ISO 14001-certification. We are also interested in examining the environmental and 

financial performance since the implementation of the certification. To be able to have a 

reasonable number of companies, we have chosen companies with production facilities 

or regional offices in the Umeå municipality. Another delimitation is that we are 

looking  at companies with more than 100 employees, because we argue that companies 

with more than 100 employees are more likely to be ISO 14001-certified, and are more 

likely to have the appropriate resources we are interested in; we believe they will be 

able to provide us with much more relevant information than for example smaller 

companies. Furthermore, as seen in our theoretical chapter, two cornerstones of our 

research is to explore the legitimacy theory, and also the stakeholder theory. We argue 

that small companies, such as local production companies, that are not particularly 

known to the public cannot help us answer these questions to a satisfactory degree. In 

the same way we feel that larger companies, that are a known brand to the public, are 

more likely to monitor its certification processes and can thus offer more relevant 

results as mentioned. 

 

We have chosen to have face-to-face interviews, with managers in each company with 

the most experience and knowledge about ISO 14001. The result is that, the people we 

are conducting interviews with are environmental engineers, environmental managers 

and head of quality management. The sample process was done, by emailing each 

company, asking if we could interview the person with knowledge about ISO 14001 and 

its consequences for the company. The companies in our study have different 

ownership, SCA Obbola, Volvo AB, Komatsu and GE Healthcare are subsidiaries of 

larger multinational companies (MNEs), Company X, Norrmejerier and Norra 

Skogsägarna are private held companies, where the producers/members are the owners 

and Umeå Energi is a municipality owned company.  

 

4.2 SAMPLE SELECTION 
Sample selection can be done in two different ways, probability sampling and non-

probability sampling. Probability sampling is when the sampling process is assumes to 

be done on a random basis, and supported by statistics (Bryman & Bell, 2011, p.176).  

Probability sampling is most commonly associated with survey based research 

(quantitative) (Saunders et al., 2009, p. 214).  Saunders et al. (2009) argue that within 

business research that is not based on surveys, probability sample might not be possible, 

because some researcher do not use a sampling frame or are not able to generate enough 

rich data from probability sampling. Therefore, non-probability sampling provides other 

alternative to the probability sampling method (Saunders et al., 2009, p. 233). The sub-
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purpose of this thesis is to understand why companies in Umeå seek ISO 14001 

certification in the first place, we argue that we will not be able to generate enough rich 

and deep data through a quantitative survey, and therefore we are not able to perform a 

sample based on randomness. This suggests we will use a non-probability method as 

our sample criteria.  

 

There are different kinds of non-probability sampling methods, convenience-, quota-, 

snowball-, self-selection and purposive sampling (Bryman & Bell, 2011, pp.190-193: 

Saunders et al., 2009, pp. 235-241). To generate our sample, we used Google to find out 

which companies in the Umeå region with more than 100 employees, and then we 

started to investigate which of them that was ISO 14001 certified. We ended up with 

emailing eight different companies within the Umeå municipality. Saunders et al. (2009, 

p. 241) and Bryman & Bell (2011, pp. 190-191) suggest two different sampling 

methods that match our sampling process. Convenience- and purposive sampling, 

convenience sampling is when the researcher sample from accessibility (Bryman & 

Bell, 2011, p. 190). Purposive sampling (or judgmental sampling) allows us to select 

companies that are able to generate more rich and deep data (Hair Jr et al., 2007, p. 

181). The sampling method is derived from our purpose; hence we have used a 

sampling method that is something between a convenience sampling and purposive 

sampling. Convenience in the sense that our sample are from the Umeå region, and that 

they are accessible for us, purposive in the sense that we have chosen companies that 

are of appropriate size and have an ISO 14001 certification.  Because the companies are 

more likely to be selected than other, the findings in this study will not be generalizable 

outside our study.  

 

Further, as stated in our theoretical method, we have chosen a comparative case study 

design. The comparative case study design implies that we use two or more cases, and 

examine using more or less identical methods. In the study we will compare five 

different companies (as seen in 4.3); we will use the same method to study them. The 

method is based on our theoretical framework and the questions will be related to 

legitimacy theory, stakeholder theory and the indentified outcomes of ISO 14001 

certification.    

 

4.3 ACCESSIBILITY 
As mentioned in selection criteria 4.1, we indentified and sampled eight companies we 

wanted to include in our study. We started to contact the sampled companies through 

emails which we found on each of the companies' website. We got replies from five out 

of the eight companies we contacted, and these were SCA Obbola, Norrmejerier, Umeå 

Energi, Company X and Norra Skogsägarna. The companies we received no reply from 

were Volvo, Komatsu and GE Healthcare. We continued to email the companies, and 

we also tried to contact them by phone, but without any success. As seen in the table 5, 

we have listed accessibility and willingness to participate. One company wished to be 

anonymous in our study, and we have given this company the name "Company X", and 

the person we interviewed at Company X has been given the false name "Sara".  
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Contacted Companies Contacted by; Accessibility  Willingness to participate 

Komatsu Umeå Email/Phone No N/A 

Volvo AB Umeå Email/Phone No N/A 

Norrmejerier Email Yes Yes 

Company X Email Yes Yes 

SCA Obbola Email Yes Yes 

GE Healthcare Umeå Email No N/A 

Umeå Energi Email Yes Yes 

Norra Skogsägarna Email Yes Yes 

Table 5: Accessibility 

 

As a result, we were not able to collect the amount of data we wanted from the 

beginning. However, we feel that the amount collected and presented in chapter 5 is 

satisfying to get deeper knowledge about the subject and reach a full conclusion in the 

end. As this study is qualitative, we do not aim to generalize the findings outside our 

sample, and therefore we believe the amount of primary data we has collected would be 

sufficient. But we are aware that the study would be more credible if the number of the 

participating companies in our study would have been 8/8, but we were unable to get 

any more interviews.  

 

Below we have illustrated our procedure in a timeline, where we show when the 

interviews were conducted and when we first initiated contact.  

 

 

4.4 PREPARING AND CONDUCTING INTERVIEWS 
As mentioned in the methodology part of the thesis we have a mainly qualitative focus 

in our research, and this is the naturally how we chose to approach our interviews. We 

chose to focus on a qualitative interview technique commonly referred to as semi-

structured interviewing (Bryman & Bell, 2011, p. 467). A semi-structured interview is a 

typically qualitative approach, and the differences between qualitative interviews and 

quantitative interviews are highlighted by Bryman & Bell (2011 pp. 466-467). 

Qualitative interviews are less structured, and thus not as strict in terms of how the 

interviewee can answer questions; in quantitative interviews the ideal situation is where 

the interviewee follows a set of clear questions and does not depart from these. 

Qualitative interviews encourage flexibility and set out to create an environment in 
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which there is a lot of room for development; in contrast to the quantitative approach it 

is simply not as strict when it comes to preparing and answering specific questions 

(Bryman & Bell, 2011, pp. 466-467). What this means is that in qualitative interviews is 

that the researcher can ask any sort of follow-up question he or she wants, and the 

interviewee can depart greatly from any interview guide or specific set of questions 

(Bryman & Bell, 2011, pp. 466-467). Semi-structured interviews have a general 

structure and direction, but it allows flexibility in order to facilitate unstructured 

questioning  (Hair Jr et al., 2007, p. 197).  The point of qualitative interviews is for the 

researcher to get rich and detailed answers from the person being interviewed, and this 

is also in complete contrast to quantitative interviews which promote the exact opposite 

(Bryman & Bell, 2011, pp. 466-467). Qualitative interviews also typically allow for 

later follow-ups or multiple interviews; anything that is required to get the necessary 

rich and relevant data (Bryman & Bell, 2011, pp. 466-467).  

 

However, “qualitative interviews” alone do not fully, or specifically, explain our 

approach. As mentioned, what we focus on is one of two types of qualitative interview 

techniques presented by Bryman & Bell (2011, p. 467), semi-structured interviews. As 

explained by Bryman & Bell (2011, p. 467), in a semi-structured interview the 

researcher has prepared questions on a specific subject that are to be covered, and this is 

called an interview guide. It is, however, still very qualitative of course in the sense that 

there is a lot of room for the interviewee to expand or develop his or her answers in any 

way; the interviewee is not bound, or locked in, by the questions at all (Bryman & Bell, 

2011, p. 467: Saunders et al., 2007, p. 320). Furthermore, the questions may not be 

followed in any exact order, or as initially prepared in the interview guide (Bryman & 

Bell, 2007, p. 467). The structure of these interviews also allow for questions that are 

not included to be asked when the interviewer feels such questions are needed based on 

the replies of the interviewee (Bryman & Bell, 2011, p. 467; Saunders et al., 2007, p. 

320). The main thing that is important here though, as explained by Bryman & Bell 

(2011, p. 467) is that semi-structured interviews are fairly similar from interview to 

interview, and the same prepared questions will be asked in similar ways, even though 

the interviews can take totally different directions depending on the interviewee.  

 

As for the interview guide, which as already established is very typical and necessary 

when focusing on semi-structured interviews, we spent a fair bit of time preparing hours 

before conducting the interviews. We decided the obvious focus would be around our 

research questions and purpose, and after having defined these clearly it was quite easy 

to come up with suitable main questions. However, we also made sure that we added 

questions to our interview guide that would help us cover the theoretical part of our 

thesis, which would allow us to establish interesting connections between the theoretical 

research and empirical research. While the theoretical and empirical part are separate in 

this thesis, and are designed to answer two different questions, they are still clearly 

intertwined as they explore the same subject, which is why this is interesting. Ensuring 

that the interview guide includes questions that cover the entire thesis helps us gain a 

full understanding of all the concepts and ideas we discuss. We even included a couple 

of specific questions relating to certain theories, for example the legitimacy theory, 

which allowed us to understand how the companies view these concepts. However, 

while constructing the interview guide, we also decided not to include too many 

questions. We wanted to have relatively few, but big and relevant questions that could 

easily be expanded on. In total we came up with 12 questions main questions that we 

felt would be good to focus on. 
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Bryman & Bell (2011, p. 475) clearly present some basic elements which should be 

considered when constructing an interview guide, and these include the following: 

creating a certain order on topics so that the questions flow well when interviewing, 

formulating questions so that they can directly help you answer the research questions, 

trying to use language that is relevant and not difficult to understand, not formulating 

leading questions and remembering to ask for specific information about the 

interviewee (name, age, gender as well as position in the company, years of 

employment etc.). These are the basic guidelines we had in mind while constructing our 

interview guide, and we ultimately felt we followed it well. A few practical details 

which we also studied before the interviews, also presented by Bryman & Bell (2011, 

pp. 475-476), were understanding and familiarizing yourself with the setting in which 

the interviewee works, getting good recording equipment for the interview and making 

sure that the interview takes place somewhere where we will not have any major 

interruptions.  

 

Below we will show what each of the questions in the interview guide are designed to 

answer, and we will do this by categorizing them according to certain topics. What is 

important to keep in mind again is that we aim to reach satisfactory answers not directly 

through the questions, but with the help of the questions as a foundation. We will 

continue to ask follow-up questions depending on the initial answers, thus reaching a 

final answers by asking questions that are not precisely planned beforehand. In terms of 

number questions the number is deliberately quite low, as they are designed to start 

discussions around the central subject, and it is in the discussions that follow the 

questions we find the necessary value.  

 

 Introductory: Questions 1, 2, 3 and 4. These questions are designed to introduce 

the person being interviewed, and also simply state what is true about the 

company in an obvious manner. 

 Certification and specific reasons behind ISO 14001-certification (this part is 

clearly designed to deal with the concept of legitimacy, and also stakeholders): 

Questions 5 (a, b, c, d & e) and Question 7. 

 Practical reality of being certified and the general importance of ISO 14001-

certification: Question 8 (and Question 12). 

 Financial and environmental performance/results related to the implementation 

of ISO 14001: Questions 9, 10 and 11. 

 Additional thoughts and opinions: Question 12. 

 

The aforementioned basic and practical elements of constructing an interview guide are 

what we had in mind at all times while designing it and deciding which questions we 

should include and how to ask them, and we also had this in mind during the interviews. 

Additionally, we also wanted to conduct as many of the interviews as possible in 

person. We felt that asking our questions and presenting our research subject would be 

easier to do face-to-face, easier in the sense that it would be easier for the interviewee to 

understand and appreciate what we were doing. This may, of course, be a minor detail, 

but we still feel that this is true, especially after having conducted the face-to-face 

interviews and comparing those with the one phone interview we had. Being face-to-

face did, as we anticipated beforehand, enable us to create a more enthusiastic 

atmosphere and the interviewees seemed to be more interested and eager to answer and 

expand on the questions. 
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4.5 ETHICAL CONSIDERATIONS 
Regarding ethical considerations, we are going to encounter both ethical dilemmas 

when doing interviews and when analyzing secondary data. Bryman & Bell (2011, p. 

128) highlights four different problems when doing interviews; harm to participants, 

lack of informed consent, invasion of privacy and deception. Harm to participants 

includes physical harm, stress, and harm to future employment to mention a few. 

Because this study is formal and does not include any personal data (Bryman and Bell, 

2011, pp. 128-132: Hair, Jr. et al., 2007, p. 67), the persons we will be interviewing 

represent their respective companies. We do not see any potential risk for harm. 

However, if they feel it can be problematic if we use their name in the final version of 

the thesis, we will only use the company's name, and if for some reason the company's 

name cannot be used we will simply name them Company X or such. Further, lack of 

informed consent is the most debated subject regarding research ethics. Lack of 

informed consent surrounds the problem of how much can be disclosed by the 

researcher about the study to the participants of the study (Bryman & Bell, 2011, pp. 

132-136: Hair, Jr. et al., 2007, p. 68). To overcome this problem, we will be completely 

open and honest about what we are researching. Invasion of privacy concerns the 

privacy of the participants (Bryman & Bell, 2011, p.136: Hair, Jr. et al., 2007, p. 68), 

and as stated before regarding harm to participants, we will not ask any personal 

questions, they will only be about the company. Deception is the last ethical issue 

researchers have to overcome, and deception is if you as a researcher lie to the 

participant about the study. If compared, lack of informed consent is when a researcher 

withholds information to generate better results, deception on the other hand is when the 

researcher lies about the purpose of the study (Bryman & Bell, 2011, pp. 137-138). As 

stated before, we will disclose all the information to the companies about our study. We 

will thoroughly explain what the purpose and why we are conducting this study.     

  

Bryman & Bell (2011, p. 128) state that a researcher has to take ethical considerations 

into account when conducting research. Because our research is focused on secondary 

data analysis, Bryman & Bell (2007, pp.139-141) state three different ethical 

considerations that need to be considered; data management, copyright and reciprocity 

and trust. Data management concerns what information from the company can be 

legitimately be used in our research (Bryman & Bell, 2011, p. 139). The companies we 

are going to use are listed in Sweden, which means we as Swedish citizens have the 

right to review and use their financial data. Both companies’ sustainability reports are 

accessible through their websites. However, if the companies provide us with other 

information than what is available publicly, we will have to ask for their permission to 

be able to use it. Copyright and reciprocity concern the same problems as stated above, 

and will be handled in the same way. When using copyrighted material from the 

companies, we will always state the sources. To overcome the problem with trust, the 

communication with the companies will be as clear as possible. We will explain to them 

what our research is about, and in the end we will, if possible, want them to read and 

comment on the data collection parts to see if they are satisfied with the material used.  

 

4.6 COLLECTION OF DATA 
We have chosen to divide our data into two categories, primary and secondary data. As 

shown by Hair et. al (2007, p. 192) primary data is what researchers use to explain 

phenomena that exist in the business world, and such data is collected through one or 

more of the following methods: interviews, observation, and/or questionnaires. It is the 
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researchers own data, which is purposefully collected in order to explain specific 

phenomena. We will explain how we collected our primary data specifically. 

 

Furthermore, Hair et. al (2007, p. 118) defines secondary data as data which is not 

collected directly and purposefully for the project under consideration. In other words, 

data that was collected for some other purpose than your own. Bryman & Bell (2011, p. 

313) defines the concept of secondary analysis as analysis of data that was not collected 

by the researchers analyzing it, and for purposes that were not considered by those who 

originally collected the data, essentially giving it the same meaning as Hair et. al (2007). 

The secondary data we used was largely made up of environmental and yearly reports, 

and this will be explained specifically below. 

 

4.6.1 COLLECTION OF PRIMARY DATA 
The primary way in which we have collected primary data has been through conducting 

the aforementioned semi-structured interviews. Looking over our previously discussed 

goals and aims with this thesis, this was a very natural and fitting choice. This way of 

collecting primary data allowed us, in all cases but one, to go and visit the people 

representing the chosen companies in person, which was something that turned out to be 

particularly interesting and of quite unexpected value. We got to see the companies’ 

main facilities and premises, and also meet some interesting characters which exceeded 

our expectations in terms of delivery. Aside from simply answering our questions, most 

of the interviewees found a way to clearly expand on the questions and subjects, and 

also tell interesting stories relating to all of this which made things more interesting and 

gave it a richer feel. As seen in the table below (table 6), show information regarding 

our interviews.  

 

Table 6: Interview descriptions  

 

 

That being said, there was also an instance where we had to choose alternative methods 

(as seen in table 6) in order to get satisfying answers from a company, where a face-to-

face interview was not possible. This happened with Company X, where we could not 

meet the interviewee in person, and instead conducted the interview over the phone. The 

interview with Company X, in comparison with the others which offered a lot of great 

 Interviewee Interview 

Length 

Type of Interview 

Case 1: SCA Obbola Nils Gilenstam; 
Environmental Engineer 

50 minutes Face-to-Face at SCA Obbola 

Case 2: Company X Sara: Head of R&D 40 minutes Skype interview, E-mail 

Case 3: Umeå Energi Henrik Bristav: 
Environmental Manager 

70 minutes Face-to- Face at Umeå Energi 

Case 4: Norra Skogsägarna Niklas Norén: Quality 
and Environmental 
Specialist 

60 minutes Face-to-Face at Norra 
Skogsägarna 

Case 5: Norrmejerier Camilla Wolf-Watz: 
Environmental Manager 

60 minutes Face-to-Face at Norrmejerier 
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replies and extra value, did not deliver in the same sense because of this. The phone 

interview, while fairly similar in terms of ability to expand on questions and openness 

(as a face-to-face interview), did not have as much of a personal and serious feel, which 

made it less fruitful. In order to complement the answers collected from the interview 

we also e-mailed our interview guide to the person with whom we had the interview, 

allowing her to consult with others at Company X and before looking over the answers 

again. Answering questions in such a format is also, of course, wildly different from a 

face-to-face interview or a phone interview. With our questions found in the interview 

guide it is still essentially semi-structured, but we also believe that social interaction is 

required to get full answers in our case. This, however, was a good method of 

complementing the phone interview in our opinion. 

 

Additionally, all the interviews were conducted in Swedish, and they were also 

transcribed in Swedish. After this we translated the interviews into English, or 

specifically the parts we used for the empirical chapter. We decided to conduct the 

interviews in Swedish as the participants were Swedish, and we felt that the 

interviewees would be more confident and deliver more developed answers in their 

native language. We are aware that there can be problems in the translation process, 

however, we are full-time students of the International Business Program at Umeå 

University, a program fully taught in English. Through these four years our skills in the 

English language have improved considerably, and especially as we both spent 6 

months living abroad in Canada, and we are both now perfectly fluent and therefore we 

do not believe the translation process is a problem at all.  

 

4.6.2 CRITICISM OF PRIMARY DATA 
We were aware that the data collected through our qualitative interviews would largely 

be made up of the interviewees' own personal opinions, perceptions and understandings 

of our questions. This is something that could be seen as criticism, as we believe the 

people interviewed could be very biased and modify their answers according to what 

might suit them best. However, in order to minimize the risk of this happening, we 

designed the questions so there would be little room for misunderstandings, and we also 

made absolutely certain that we were fully prepared and had enough knowledge of all 

the questions and potential angles connected with them. Also, we believe it is important 

to also understand that this is actually the point of qualitative interviews to some degree 

as established earlier; these factors all contribute to a larger and deeper understanding of 

the matters discussed, and we do want the interviewees personal opinions and views on 

the questions. In order to also make everything extremely clear we explained the exact 

purpose of our thesis prior to asking any questions, minimizing all risk of 

misunderstandings taking place even more. 

 

As we mentioned in the collection of primary data, the interview with Company X was 

conducted over the phone, unlike all of the other interviews. This was something that 

we felt truly affected the outcome and results. As opposed to the interviews conducted 

face-to-face, it felt as though it was more difficult to connect with the person and extract 

enough  rich data. It was also difficult to create a certain atmosphere (and connection) of 

understanding, which we find is very helpful when interviewing. In spite of this, 

however, we still felt that the answers received from this interview were of an 

acceptable quality.  
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4.6.3 COLLECTION OF SECONDARY DATA 
As a complement to the collected primary data, more specifically the interviews, we 

have also gathered a lot of relevant secondary data. We have analyzed sustainability 

reports, annual reports and also environmental reports which we all found on the 

respective companies’ websites. A few of the companies did not have much 

environmental data on their websites (SCA Obbola and Norra Skogsägarna), and so we 

contacted them specifically and asked them if they could provide us with graphs 

detailing their environmental performance in any way in recent years, which they were 

happy to do. Furthermore, this is interesting and relevant in the sense that it allows us to 

compare the answers we got from the interviews with the environmental and yearly 

reports, which we feel enriches and raises the overall quality of our gathered data as it 

presents different perspectives. We have compared the different answers in the 

interviews, and we have used the aforementioned secondary data to identify patterns or 

environmental activity in the companies related to what has been said in the interviews. 

  

4.6.4 CRITICISM OF SECONDARY DATA  
In order to avoid any major risks associated with the interpretation of secondary data we 

have used sources which we believe to be trustworthy. Reports that are strongly linked 

with the firms can in our view be assumed to be credible and reliable, although we still 

think it is important to be as critical as possible of all sorts of secondary data. In theory, 

this sort of data could also have been manipulated by the companies to put them in a 

more positive light, which is something that needs to be considered when looking at 

reports detailing their environmental performance.  

 

The type of secondary data we have collected is not considered to be of major 

importance in our eyes, but merely a complementary addition to our primary research. 

As mentioned in the collection of secondary data, it is something we use for further 

discussion, it adds a certain element of strength and makes the analysis more interesting. 

What this means is that there is no major criticism in our case, that would typically be 

linked with secondary data, aside from what has already been mentioned. 

 

4.7 QUALITY CRITERA  
When a researcher conducts quantitative research, there are certain criteria’s that has to 

be met to secure the quality of the research; these criteria are called quality criteria 

(Bryman & Bell, 2011, p. 41). The most important quality criteria are validity and 

reliability. Validity is concerned whether the conclusions of the researcher is coherent 

with the data gathered. In qualitative studies, there are two aspects of validity the 

researcher should be concerned with, internal- and external validity.  Reliability 

concerns if the study’s results are repeatable; if other researchers can repeat the study 

using the same methods, and end up with the same results (Bryman & Bell, 2011, pp. 

41-42).   

 

However, in qualitative research, some researchers argue that there should be some 

alternative quality criteria in qualitative research, Bryman & Bell (2011, p. 395) 

proposes an alternative criteria for qualitative research; trustworthiness. Trustworthiness 

consists of four different criteria, which are equivalent to the quality criteria in 

quantitative research, credibility (internal validity), transferability (external validity), 

dependability (reliability) and conformability (objectivity).     
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4.7.1 CREDIBILITY 
Credibility parallels with internal validity in quantitative research Bryman & Bell, 2011, 

p. 396). Internal validity concerns whether or not there is “a good match between 

researchers observations and the theoretical ideas they develop” (Bryman & Bell, 2011, 

p. 395), hence, if the conclusions from the conducted research are trustworthy enough 

compared to reality (Bryman & Bell, 2011, p. 396). Hair Jr. et al. (2007, p. 297) state 

that validity can be assessed if the researcher in the end are able to cross-check the 

findings in the conclusion with the purpose.  

 

The most obvious obstacle for our study has been that we were not able to include all 

the companies we first intended. In the end were able to access five out of eight sampled 

companies, which might affect the credibility of the study. Other obstacles than can 

occur is during the interviewing, is that we conducted the interviews in Swedish, and 

later wrote up the findings in English which can result in translation issues. To 

encounter the issue, we first transcribed everything into Swedish, and then used the 

transcriptions as primary data when writing the empirical chapter. Further, we believe 

our knowledge of the English language is on a very high level, and therefore we are 

confident that the translations are correct. When conducting semi-structured interviews, 

which in nature are more “open for interpretation” than structured interviewing, we 

were careful to record the interview and to transcribe it in detail to avoid mistakes and 

misinterpretations. As Hair Jr. et al. (2007, p. 297) stated, we have cross-checked the 

conclusion with our purpose and are believe it is sufficient. Even if the number of 

companies can be questioned, we believe we have used the appropriate measures to 

these obstacles and therefore we believe the credibility of this study is good and 

appropriate.  

 

4.7.2 TRANSFERABILITY 
Transferability is concerned with how the findings of a qualitative study can be 

generalized outside the studied sample and parallels with external validity (Bryman & 

Bell, 2011, pp. 395-398).  According to Bryman & Bell (2011, p. 389) qualitative 

studies tend to be oriented towards the uniqueness of the social entity studied.  This 

implies a qualitative study is not set to generalize the findings among the whole 

population. Instead as Bryman & Bell (2011, p. 408) states: “instead the findings of 

qualitative research are to generalize theory rather than populations”.  

 

This is seen in the way in which our study is designed; it is mostly inductive based on 

semi-structured interviewing with companies located in Umeå, and as such we do not 

seek to generalize our findings. Out study aims to get deeper qualitative knowledge 

about the reasons behind why companies seek different certifications, and in more 

particular why companies in Umeå seek ISO 14001 certification and its implications.     

   

4.7.3 DEPENDABILITY 
Dependability is parallel to reliability in quantitative research (Bryman & Bell, 2011, p. 

398). Bryman & Bell (2011, p. 398) argues that qualitative researchers should adopt an 

“auditing” approach when conducting research. They entails the qualitative researcher 

should keep complete records of all the phases of the research; problem formulation, 

selection of research participants, interview transcripts and data analysis decisions 

(Bryman & Bell, 2011, p. 398). One measure to ensure the reliability of qualitative 

research is the use of triangulation (Hair Jr. et al., 2007, p. 298). We have used a 

somewhat triangulation, where we have included secondary data analysis in our 
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empirical findings as well as in our analysis. Throughout the work with our research, we 

have kept records of everything; everything from email correspondence with the 

participating companies as well as the companies we could not access. In our 

correspondence with companies we offered to email our interview guide beforehand. 

During the interviews we used at least two different recording machines and took notes 

to be able to document everything. Prior to the write-up of our findings we decided to 

transcribe our interviews. We have had regularly meetings with our supervisor where 

we took notes. All these documents have been easily accessible throughout our research 

process. 

 

A common criticism of qualitative research is the lack of transparency (Bryman & Bell, 

2011, p. 409). To overcome this criticism we have tried to be as open as possible to 

describe how we have conducted our research. We have explained our difficulties in 

accessing the desired number of companies for our study, hence the smaller sample size 

than we first wanted. However, due to these precautions we believe the dependability of 

our research is satisfying.     

 

4.7.4 CONFIRMABILITY  

Another critique of qualitative research is that is too subjective. Quantitative researchers 

sometimes argue that qualitative research findings is too often influenced by the 

researcher's own values and that sometimes the researcher's close relationship with the 

participants in the study might affect the result (Bryman & Bell, 2011, p. 408). Hence, 

confirmability is parallel with the question of objectivity in quantitative research 

(Bryman & Bell, 2011, p. 398).  To overcome bias, we were not interested in the 

participating companies’ values. Instead our focus was mere of business strategic 

nature; why do companies get certified and the results after certification. When 

transcribing we felt it was important to not let our perception of the interviewee affect 

the interpretation of the answers. Furthermore, we chose to believe that the interviewed 

person represented the company and did not express their personal values. During the 

interviews, we tried to be as clear as possible and to put as open questions as possible to 

generate deep and interesting answers. Due to these procedures, we argue that the 

confirmability of our study is pleasing. 
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CHAPTER 5 – EMPIRICAL 

FINDINGS 
In this chapter we will present the results from our interviews conducted with the 

companies in our study. We will present information from five different companies 

based in the Umeå region; SCA Obbola, Company X, Norra Skogsägarna, Umeå Energi 

and Norrmejerier. We will present first-hand information from the participating parties 

as well as some data from each company’s sustainability and environmental reports. As 

stated in our purpose we aim to seek why companies get certified, and the sub-purpose 

is to understand the specific reasons behind why companies in the Umeå region seek 

ISO 14001 certification, and the results of such implementation. We will present the 

data in two main categories; reasons for becoming certified and the practical reality of 

being certified for the companies and results/environmental performance (which 

concerns efficiency, pollution reduction and such). The first two headings will solely 

consist of information from our conducted interviews, except the graphs presented at 

the end of each company presentation which we found in the companies' sustainability-, 

annual- and environmental reports.  

 

In the table below we provide some basic information about the case companies, which 

certification they have and the person we interviewed.  

 

 Industrial 

Sector  

Number 

of 

Employees 

Interviewee Certifications 

Case 1: SCA 

Obbola 

Kraftliners and 

manufacturing 

timber 

378 Nils Gilenstam; 

Environmental 

Engineer 

ISO 9001, ISO 

14001, ISO 

50001, FSC 

Case 2: 

Company X 

Manufacturing 

industry  

 Sara: 

 Head of R&D 

ISO 14001, ISO 

9000 

Case 3: Umeå 

Energi 

Energy industry 303 Henrik Bristav: 

Environmental 

Manager 

ISO 14001 

Case 4: 

Norra 

Skogsägarna 

Forestry and 

timber 

manufacturing  

410 Niklas Norén: 

Quality and 

Environmental 

Specialist 

ISO 9001, ISO 

14001, ISO 

5001, PEFC 

Case 5: 

Norrmejerier 

Dairy products 493 Camilla Wolf-

Watz: 

Environmental 

Manager 

ISO 14001, 

KRAV, ISO 

9001, ISO 

50001 in 

progress 

Table 7: Introducing the case companies 

 

5.1 SCA OBBOLA 
SCA Obbola is a subsidiary owned by Svenska Cellulosa Aktiebolag (SCA). SCA 

Obbola is located in Obbola outside of Umeå. Obbola was founded in 1889 as a 

sawmill, Obbola was rebuilt in 1913 to produce pulp and it started producing kraftliners 

in 1973. Today SCA Obbola has two different main activities, producing kraftliners and 

timber through its sawmill (SCA, 2013a, 2013b). In 2011 SCA Obbola had 378 

employees in Umeå (Umeå Kommun, 2011). 
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We interviewed Nils Gilenstam, who has responsibility for environmental, energy 

related and quality related certificates at SCA Obbola. His main responsibility is to 

coordinate and control these systems.    

      

5.1.1 REASONING BEHIND THEIR CHOICE TO BE CERTIFIED 
SCA Obbola first applied for ISO 14001 in 1996, they have been quality certified to 

ISO 9000 since 1991.  SCA Obbola decided to apply for ISO 14001 certification due to 

the increasing debate regarding the environment. Gilenstam pointed out the following 

regarding their environmental approach in the company:  

 

“We did not have a certified EMS prior to 1996, however we already then had a 

structured environmental policy, but it was not a system such as an EMS.". 

 

However, Gilenstam said that the debate was not the only factor, he also stated that; 

“One of the reasons we were interested in ISO was because we saw lot of potential to 

have a structured framework as we did with quality through ISO 9000, which in this 

case would include an EMS”. Further, he explains that the parent company usually 

plays a great role in such decisions.  

 

Gilenstam said that that it is important for SCA Obbola to be certified because it shows 

that you work with these issues in a systematic way, and that SCA Obbola does this on 

a voluntary basis, and that there are no regulations that force companies to be ISO 

14001 certified. However, they want to show that they want to work in a structured 

manner and to be audited by independent third-party auditors, which in the end gives 

them a receipt that they are doing a respectable job from an environmental viewpoint.  

 

Legitimacy is another factor he highlights as important. Gilenstam says that SCA cares 

about its reputation in the eyes of the general public. The certifications are used in 

SCA's sustainability reports to show customers, consumers and other stakeholders that 

SCA cares about these issues.  It is also important to have from a marketing perspective 

according to Gilenstam; he elaborates on this in the following manner: 

 

“It shows that we take responsibility and spend a lot of money to be investigated by 

third party auditors”.   

 

Furthermore, Gilenstam argues that ISO 14001 and other certificates are less important, 

instead the most important factor is how the company actually deals with these issues, 

and that SCA can handle third party auditing in a satisfactory manner. As a statement 

towards the public, SCA's head of sustainability is a part of the executive board. This 

among other things shows SCA dedication towards the issue, Gilenstam notes.     

 

Gilenstam said that even if SCA and SCA Obbola are certified, and have a developed 

and systematic process that help them counter environmental issues, it is not absolutely 

vital in the present business climate for a company such as SCA. He strengthens this 

argument by using a German company as an example; there is a German company that 

neglects both ISO 9001 and ISO 14001, and they are still profitable says Gilenstam. He 

said that ISO 14001 will not be the deciding factor for consumers in the end, but instead 

price and quality play a greater role. ISO 14001 is certainly not irrelevant says 

Gilenstam, but the effect of certification matters less than price and quality do. Further, 
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Gilenstam argues ISO 14001 is more about “buying goodwill” than something of vital 

importance to stay in business.   

 

5.1.2 THE PRACTICAL REALITY OF BEING CERTIFIED AND 

RESULTS AFTER IMPLEMENTATION 
Gilenstam said that above ISO 14001 certification, they had other certificates such as 

ISO 9001 for quality, ISO 50001 for energy management and FSC (Forest Stewardship 

Council) for forestry. He said he believed that that some of the certifications such as 

ISO 14001 and ISO 9000 were benefiting from each other;  

 

“Because you have five different ISO certificates, you do not need to have five different 

routines; you can have the same routines for all of them.”. 

 

 Instead of categorizing the different systems into ISO 14001, ISO 9001 and ISO 50001, 

SCA Obbola categorizes them as operational systems. 

 

Gilenstam mentions that companies do gain certain market benefits from ISO 14001, 

but it is also beneficial if you look at internal effects in terms of the structure it gives. 

He argues companies always benefit from working with structure; the structured work 

makes it easier for the company to comply with government regulation and other 

external actors. Gilenstam further explains that SCA Obbola has internal environmental 

and efficiency goals that are evaluated continuously. He elaborates on this by saying:  

 

“We would have these goals even if we were not certified. However, the certification is 

a confirmation/receipt that we are doing a good job”. 

 

SCA uses a system called RMS throughout the organization. Through RMS they 

monitor levels of energy, pollution and waste management among others. This is then 

communicated through SCA's official sustainability report, SCA also performs internal 

inquiries where external auditing firms go through the results and confirm they are 

accurate. As a result SCA and SCA Obbola have received prizes and are in the top of 

international sustainability rankings.  

 

When discussing auditing, internal and external, Gilenstam states that the external 

auditors ask questions about the company's goals, routines and how SCA Obbola 

follows the domestic regulations. However, he argues that the external auditors do not 

help SCA Obbola forward in their line of work; his argument is that it is too difficult for 

the external auditors to identify flaws and improvements within the organization and 

production part of their operations. Their function is to ensure that SCA Obbola is 

following the regulations needed to keep its ISO 14001 certification, Gilenstam claims 

that SCA Obbola as a company is not benefiting from the external auditors that much 

and stresses that the internal control mechanism is much more precise and efficient. 

Even though it might seem as SCA Obbola does not appreciate the external revisions, 

Gilenstam holds that this is not the case and states that there are some small benefits 

from such external revisions in relation to the ISO 14001 certification. 

 

Aside from external auditors, SCA Obbola makes its own internal inquiries where they 

use an independent auditing firm. The auditing firm is hired on a voluntary basis and 

checks the data and performs random tests within the organization. These random tests 

are done to increase the quality of the environmental data produced and published, and 
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to ensure that SCA Obbola is living up to its environmental commitments, Gilenstam 

says. The independent auditors are also a part of the overall environmental commitment, 

and their role is to communicate to the society and consumers that SCA Obbola puts a 

lot of effort into these questions.        

 

SCA Obbola has certain costs connected with ISO 14001 and other certifications. The 

costs directly related with ISO 14001 for SCA Obbola is obviously the cost for the 

certification itself, but it is also costly in terms of labor hours. In total about one month's 

worth of labor hours for 3 employees is dedicated to the processes related to ISO 14001. 

The total cost for the ISO 14001 certification process each year is a couple of hundred 

thousand SEK, says Gilenstam. 

 

When discussing if ISO 14001 is an important certification to generate new customers, 

Gilenstam once again goes back to the example with the German company, which 

neglected both ISO 9000 and ISO 14001. The German company has been able to enter 

the market and generate customers even with the absence of ISO 9000 and ISO 14001, 

and in his opinion the absence of these certifications has not been overly harmful to the 

company. However, while that may be the case in Germany, it might not be the case in 

Sweden; Gilenstam explains that surveys SCA receives from customers in Sweden 

almost always include questions about environmental management systems, and if you 

for some reason do not have an EMS you have to answer 25 questions instead of 5. This 

is because the customers have to secure their own supply chain according to their own 

certificates, Gilenstam states. It is also different if the consumer requires SCA Obbola to 

be certified according to ISO 14001. This is the case when SCA Obbola is selling 

towards the government's procurement, where the government requires the suppliers to 

be certified.  

 

When discussing the results after the implementation of ISO 14001, Gilenstam explains 

that the most important feature of a certified EMS is that the environmental work gets 

more structured. The processes and routines help SCA Obbola to simplify its 

environmental work, and in the end the system is almost self-going and self-sustaining, 

Gilenstam states. Regarding resource efficiency, Gilenstam states this would have been 

an important question even if they did not have a certified EMS. SCA Obbola's own 

RMS is more helpful than the ISO 14001 standard. Gilenstam concludes his argument 

by stating the following: 

 

 “The main benefit with ISO is that you as a company is able to work in a structured 

way, and when the government pressures for new regulation, we already have a 

framework through the ISO system”.  

 

He exemplifies this by saying that a new regulation could be implemented regarding the 

European cap-and-trade CO2-system that would have to be included in their operations, 

and because they already have the ISO 14001-certification things will be smoother and 

make it a lot easier for them. 

 

The graph presented below shows how SCA Obbola has performed environmentally 

between the years 2002 and 2011.The green bars in the graph shows emission related to 

sulfur in kilograms. As for the lines, the brown line shows the NOx (nitrogen dioxide), 

the red shows liner production, the light blue line shows emission related to 

clay/dust/mould, and the dark blue line is emission related to oil. The left side of the 
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graph shows emission levels in kilograms as well as production of liners, and the right 

side shows the emission levels in kilograms as well as oil in cubic meters (m3). 

 

 

Environmental Performance Graph 1: SCA Obbola: Pollution and Production 2002-2011 

(Gilenstam, 2013) 

 

5.2 COMPANY X 
Because of the requested anonymity, we cannot disclose any information about 

Company X, the only thing we can state is that they are a production company in Umeå.  

 

We interviewed “Sara” at Company X; she is the head of research and development. 

She is responsible for matters concerning quality and environmental, as well as their 

different certifications.  

 

5.2.1 REASONING BEHIND THEIR CHOICE TO BE CERTIFIED 
Company X got EMAS-certified in the year 2000, and it was not until 2009 they 

decided to change from the EMAS-certification to ISO 14001. We asked Sara about this 

and asked her why they decided to change and Sara said it was due to the ISO 14001 

framework, and also because ISO 14001 was more known in the industry. The work 

that is connected with ISO 14001 was also very similar to other certifications and 

standards Company X worked with earlier, something they refer to as the Company Xs 

Quality Standard. Additionally, Sara explained that Company X has worked with 

environmental matters for a long time, especially from a resource efficiency 

perspective. 

 

Furthermore, Sara said that part of the reason why they wanted to become certified was 

that they wanted a more structured way of working and also more focus on 

environmental matters. The main reason for getting a certification is that you want 

guidelines to stick to said Sara, and that this was true for Company X as well. However, 

the strongest factor in Sara’s opinion was that they wanted to place more emphasis on 

environmental matters. She also mentioned that during the first mandatory revision that 
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is performed prior to the implementation of both EMAS and ISO 14001, you find out 

which environmental aspects that are the most relevant and need to be focused on. 

 

Because of Sara’s limited time at the company, she was not aware of the reasoning 

behind the ISO 14001 certification. However, she still did not believe external pressure 

from customers was a major factor behind seeking environmental certification. She 

believes it was not necessarily this type of pressure that made Company X consider 

certification and increased environmental focus, but rather more of an internal initiative.  

 

We also asked Sara whether or not she felt that ISO 14001-certification was of much 

importance in today's business world; whether or not it is something that is highly 

valued, and whether or not it is getting increasingly important. She replied in the 

following manner: 

 

"I think it is important to work with sustainability and environmental matters, and ISO 

14001 gives a structure around all of that, which is beneficial. However, from my 

perspective I feel that it is not the certification itself that is necessarily the vital 

component, but rather the work you actually do. The certification definitely gives a 

certain type of credibility (/weight) to the work that you do, and the guidelines that back 

it up add to this credibility. I also believe that environmental friendliness will become 

more and more important for all companies." 

 

Continuing on the previous subject, she added that the ISO 14001-certification shows 

that you truly care about the environment as an organization, and it is linked with 

legitimacy in that regard, and in the future this is something that will be looked at much 

more seriously; how companies operate and how they affect the environment. 

 

5.2.2 THE PRACTICAL REALITY OF BEING CERTIFIED AND 

RESULTS AFTER IMPLEMENTATION 
Sara also explained that all sorts of draining of resources cost money, and so by 

focusing and working on reducing your energy consumption, water consumption, 

making recurring revisions and reports, and using less material it is definitely a way of 

saving money and reducing costs according to her. Although Sara believes there is a lot 

of money to be saved by optimizing your resources connected with environmental 

friendliness, she says it is difficult to measure the exact results of the environmental 

efforts in terms of money saved. She has, however, noticed a clear connection between 

optimization or resource efficiency and reduced costs. Company X looks at different 

parameters and measures their performance in terms of how much electricity they have 

saved, as well as how much water they have saved and so on.  

 

Furthermore, Sara outlined the general reasons for seeking environmental certification 

in the form of ISO 14001, and  explained that environmental friendliness, as well as the 

structure itself provided by the ISO 14001-certification were the two main reasons 

behind the decision. She also mentioned several times that the most important factor in 

all of this for Company X was continuous environmental improvement and thus to 

affect the environment as little as possible.  

 

Below are environmental results from Company X's most recently published 

environmental report (2012), and the results are from their 3 different production 

facilities (Company X, 2012). Whether or not these are relevant or directly connected to 
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the implementation of ISO 14001 is difficult to say, even for the companies themselves, 

but it still shows how the companies have been doing environmentally in recent years 

which are still relevant for further discussion.  

 

The graphs below show "Kassationer", and they show the spoilage in kilos per every ton 

of their produced material in the different production facilities. The blue line shows the 

spoilage, and the red line represents the company's goal and where they would ideally 

like to be at. As seen in the graphs the amount of spoilage has gone down consistently 

in the last few years and has even dipped below the company's goal line in facility 

number 1. In facility number 2 the amount of spoilage has decreased quite rapidly as 

well, and the company explains in their environmental report from 2011 that this is 

because they have worked to optimize their production methods. In number 3, however, 

they did not reach their goal or even manage to reduce their spoilage between the years 

2009-2011 (Company X, 2012). 

 

 

Environmental Performance Graph 2: Company X’s spoilage:  three different facilities (Company X, 

2012) 

 

The graphs below show the company's "Energiförbrukning", which is their energy 

consumption. Again the blue line represents the reality, and the red line is where they 

ideally would like to be at (their goal). As seen the level of energy consumption went 

down a lot between the years of 2010 and 2011, which Company X says has to do with 

heating optimization. A similar trend can be seen in the graph depicting facility number 

2’s performance, even though the developments have not been as extremely noticeable. 

There has been a reduction in energy consumption in facility number 3 as well, even 

though they did not reach their goal there either in 2011 (Company X, 2012). 
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Environmental Performance Graph 3: Company X’s: Energy consumption : three 

different facilities (Company X, 2012) 

 

The graph below shows "Materialförbrukning", which is the company's consumption of 

materials. Company X aims to optimize their operations in this regard, and the graph 

below shows how the different production facilities have performed. As seen in the 

graph for facility number 1 (red) it is the only production facility that managed to 

actually reduce their overall consumption of materials from the previous year (Company 

X, 2012). 

 

Environmental Performance Graph 4: Company X: Raw material consumption (Company X, 2012) 

 

5.3 UMEÅ ENERGI 
Umeå Energi was founded in Umeå 1891, and is a company owned by the municipality 

of Umeå. They core-area of expertise is as a producer of electricity, they owned and 

produce electricity through water, garbage incineration, district heating, district cooling  

wind-power and sun power. They also provide other services throughout the Umeå 

region, and Sweden, such as broadband, ethanol services and mobile communication 

through different subsidiaries.  (Umeå Energi, 2013). 
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Umeå Energi has been ISO 14001-certified since the year 1998, and have as a goal to be 

completely climate neutral by  the year 2018. We interviewed Henrik Bristav, the 

environmental manager at Umeå Energi, whose duties include supervising and 

controlling environmental management systems (and also maintenance, recurring 

revision of operations etc.). In addition to this he is also the person who handles 

applications for new operations with the environmental agency. Lastly, he also deals 

with matters connected with research and development questions within the industry. 

 

5.3.1 REASONING BEHIND THEIR CHOICE TO BE CERTIFIED 
Bristav explained that Umeå Energi had an early involvement in environmental matters 

and questions compared to most companies at the time, and this was in the early 1990s. 

He claims that Umeå Energi realized that environmental issues were strategically 

important and something that needed to be worked on in order to gain confidence with 

the customers, and also with the owners. Umeå Energi also worked a lot with waste 

incineration, which is something that has been under debate from an environmental 

viewpoint according to Bristav, and this is something that helped shape the company’s 

general attitude. Umeå Energi had been used to getting criticism for the waste 

incineration very early on, and thus engaged in discussions and debate regarding this 

subject matter. Bristav explains that this relatively early sort of discussions made the 

company capable of, or used to, taking the initiative in many scenarios dealing with 

environmental issues. This initiative taking mentality is then what led Umeå Energi to 

decide to become ISO 14001-certified, which was something that was quite unusual at 

the time if you compare it to current standards where environmental certifications are 

widely expected. Umeå Energi realized, according to Bristav, that they wanted to adopt 

standards which would show that they care about the things they do, and that they are 

responsible in their operations. Umeå Energi also realized that, after the implementation 

of the certification, that their operations were not really too well-structured. Once they 

started truly looking at what they were doing they found a lot of seemingly peculiar 

activity related to the structure, and the implementation of the ISO 14001-certificaiton 

helped the company in terms of structural understanding; you identify areas where the 

environmental impact is great, and you work with those issues, as opposed to chasing 

matters of lesser significance. Being certified was something that would help with this 

structure, as Bristav explained. 

 

Furthermore, the matter of legitimacy as previously mentioned in the theoretical chapter 

was considered to be of importance when looking over reasons for being certified. As 

we designed one of the questions to specifically deal with legitimacy, Bristav answered 

quite clearly in the following manner: 

 

“Yes, it is a form of legitimacy when you show that this organization is at the top.” 

 

However, Bristav also made it clear that there was no direct pressure from customers, it 

was not something that they demanded from Umeå Energi at the time. That being said, 

Umeå Energi most certainly still wanted to look good to the general public and project a 

certain image. As Bristav said in the interview: 

 

“Yes, legitimacy. And being ISO 14001-certified does not weaken our cause when it 

comes to the environmental discussion and the credibility regarding our environmental 

work and efforts when something like this happens.” 
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What Bristav is referring to here by saying “something like this”, is the aforementioned 

discussions regarding the waste incineration, which as mentioned was quite a big issue 

for Umeå Energi at the time. 

 

Furthermore, Bristav continues to explain how ISO 14001-certification for energy 

companies is of importance in his view. As energy and environment are very closely 

connected, you cannot transform energy without affecting the environment in one way 

or another. This is why it is important to take reasonability for your actions and show 

that you are not careless in your operations. Bristav makes a connection with current 

global discussions and debates regarding climate change and energy production, since 

energy production is a largely affecting change in climate. Bristav believes that 

customers may very well blame energy companies for this problem, as he recognizes 

that they are part of the problem, or that they have an obvious responsibility. This is 

why it is particularly important to show that you, as a company, are doing something to 

be environmentally friendly according to Bristav, who also says that Umeå Energy aims 

to be completely climate neutral by the year 2018 (as mentioned in the introduction).  

 

As for being more competitive, or gaining an edge in terms of competitiveness relative 

to other companies, Bristav claims that ISO 14001-certification definitely is something 

which comes into play. He explains how being ISO 14001-certified is important and is 

something that is noticed by their customers. However, he also distinguishes between 

big customers and smaller customers, since bigger customers are the ones that usually 

prioritize environmental matters. He says that smaller customers can often be more 

price oriented and do not necessarily care as much about certifications or the level of 

environmental friendliness in an organization. This being said, it still should not be 

assumed that the smaller customers do not care at all in Bristav’s view, only that the 

price is the biggest factor when they make their decision regarding which company they 

choose to buy from. Something which affects this is also that the average person may 

not exactly have a lot of knowledge about environmental certifications or ISO 14001 

specifically, whereas this is something which the bigger customers may have a greater 

understanding of.  

 

After this we wanted to know whether or not Bristav thought this might be an on-going 

trend, or something that is changing; if the average person, or smaller customers, are 

caring more and more about the environmental factors and are not as focused on the 

price. Bristav answered in the following manner: 

 

 “In a certain group the environment matters a lot, and those are the ones that are truly 

committed, those who feel it is very important. Even if, at the same time, the larger 

masses think it is a good thing in either case, but I am not sure where the line is 

between price and environmental matters. It also depends on the price situation, when 

the price for electricity goes down you might start looking at other things. When I first 

started here we had bra miljöval (an environmental certification), and we still do even if 

it is marginal nowadays, but when I started here the price for electricity was low and 

we had a pretty large portion of customers that chose bra miljöval. But then at the 

beginning of the 21
st
 century (2000s) the price went up and then the number of people 

who chose bra miljöval went down as dramatically as the price went up. This made it 

clear that there was a primary focus on price, and if you could save 2 kg of water by not 

choosing bra miljöval then that is what you would do.” 
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So here Bristav explains with a good example how the price of electricity, or the 

products offered, very strongly affects the choices the customers make, and the smaller 

customers in particular. Bristav explained that he has seen that there is a tendency for 

customers to choose the best alternative (best in terms of environmental friendliness, 

least harmful etc.) if the price difference is marginal or non-existent. 

 

As Umeå Energi is owned by the municipality of Umeå, we thought this might affect 

the way in which the organization operates in terms of how much emphasis they place 

on environmental friendliness, as they do not have profit-demanding shareholders 

unlike many others. Bristav answered that this was indeed something that he thought 

might make it easier for Umeå Energi to pursue environmental goals quite passionately, 

they have a bit more freedom. However, he repeated something he said earlier regarding 

the strategic aspect of environmental friendliness as well; if you think strategically 

about this, environmental goals and friendliness may increase profitability in the long 

run. 

 

5.3.2 THE PRACTICAL REALITY OF BEING CERTIFIED AND 

RESULTS AFTER IMPLEMENTATION 
We asked Bristav about the financial aspect of ISO 14001, and whether or not Umeå 

Energi has experienced any clear financial rewards as a result of ISO 14001; if and in 

which areas they have been able to cut costs and save money. Bristav answered this in 

the following way: 

 

 “Yes, we have noticed some things. At the beginning you start looking at things nobody 

has looked at before, for example how we handle our own waste. This is one area where 

we could do things. Only there we made the waste management more effective, and we 

almost made a profit instead of it being an expense We have a lot of metals and such 

that we could recycle, and through effective source separation we managed to cut costs 

dramatically. This is a good example of how this low-hanging fruit meant that you could 

do something nobody else had done before; nobody had that task or cared.”  

 

Bristav continued to explain how there is a lot of money to be made here by 

implementing the structured way of thinking that ISO 14001 gives to an organization. 

An example that he presented was that Umeå Energi is an organization which has a lot 

of creative thinkers and so-called “doers”, but that these people generally work without 

much structure. However, with the right types of systems in place you can create a 

certain structure which is beneficial for an organization according to Bristav, and this is 

something that was missing prior to the implementation of ISO 14001 for Umeå Energi; 

it helped (and is helping) them work in a more structured manner. 

 

Furthermore, we asked if there were any negative thoughts regarding the 

implementation of ISO 14001, whether or not there were some clear problems that 

might have made Umeå Energi consider not implementing it at all. Bristav answered 

that it was only positive with Umeå Energi, and even though that it requires a lot of 

effort and readjustment throughout the entire organization, and it also takes time. 

Bristav also discussed the necessities for a successful implementation in the following 

manner: 

 

”What is important is that you have the board’s full support when doing this. If the 

board does not really care you might as well not do it at all. If you do not have the 
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board’s total commitment in the matter, if they do not say “we will do this, this is 

good”, and allocate resources and truly follow the project, then it is pointless. I have 

seen such examples, where you have had a board which has not been passionate 

enough, or a board that did not understand the matter, and then you do not get the 

support that is required. Unless the board feels that something is important, then the 

other managers will not either. So unless you have this support, you should not even 

attempt doing something like this. However, here we have had the board’s full support 

and it has gone well. I suppose the downside has been that it is an administrative effort 

that needs to be implemented in the organization, you need to think in a new ways, view 

things differently, adjust, and it requires the full participation of the entire organization 

when you do this and implement the ISO system. Everybody needs to be on-board. If 

someone is left behind or outside of this project it will be very hard to include them later 

on, because it means that they did not really understand the idea behind it all in the first 

place and the entire system which they did not understand was forced on them.” 

 

So while there were no strongly negative aspects of the implementation, Bristav still 

emphasizes that it requires hard work as well as a lot of commitment and effort 

throughout the organization. The implementation process of ISO 14001 resulted in a lot 

of administrative consequences, but it was never something that could outweigh the 

positive effects of the system. 

 

Additionally, there was a discussion regarding the continuous revisions that come with 

an ISO 14001-certification. Umeå Energi has kinds of revisions, their own internal 

revision and then the external one. Bristav explains how the external revision connected 

with ISO is far better for the overall quality; when it is time for external revisions the 

managers are a bit more on edge, and they truly make sure that everything is in order 

prior to such a revision. According to Bristav things would not exactly be the same 

without these external revisions; it makes people slightly nervous, and thus creates an 

atmosphere of improvement and incentivizes people to perform. He says that they 

would not have made it without these revisions, and it is refreshing and extremely 

constructive, it is improvement-aimed.  

 

To conclude, Bristav summarized the interview by saying that a company such as his 

should be certified in this day and age. It has become a normal and integrated part in 

their entire operation now, and the trick is getting it to work to work consistently. 

Getting it to work is what takes time and it is a recurring process. 

 

Below are some environmental graphs found in the most recent environmental report 

found on Umeå Energi's website, as well as some numbers found in their latest yearly 

report. As also mentioned when presenting graphs for the previous companies, the same 

idea applies here; whether or not these are relevant or directly connected to the 

implementation of ISO 14001 is difficult to say, even for the companies themselves, but 

it still shows how the companies have been doing environmentally in recent years which 

is still relevant for further discussion. 

 

The diagram below shows Umeå Energi's emission levels between the years 2010 and 

2011. As seen they reduced their emissions by 15 thousand tons from the previous year. 
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Environmental Performance Graph 5: Umeå Energi: Pollution 2010-2011 (Umeå Energi, 2012) 

 

Below are two tables showing numbers regarding production and emission connected 

with Umeå Energi's district heating operations. The first table with white background is 

from 2007, and the table with the yellow background is from 2010 (Umeå Energi, 

2012). The column on the far left shows the type of energy source, and the ones are that 

seen in both  tables are translated as follows: Avfall - Waste, Biobränsle - Biofuel, Olja 

- Oil, El - Electricity. The top part is  translated as follows: Energikälla - Energy source, 

Typ - Kind (of energy), Produktion - Production, and the rest is self-explanatory. The 

bottom part of the tables (that are seen in both tables) are translated in the following 

way: Summa Värme - Total sum heat and Utsläpp per producerad energienhet värme 

(g/kWh) - Emission per produced energy unit. 

 

 

 

Table 8: Umeå Energi Comparative Table: Production and pollution from long-distance heating 2007 

and 2011(Umeå Energi, 2012) 
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5.4 NORRA SKOGSÄGARNA 
Norra Skogsägarna operations are concentrated to the north of Sweden, and the 

headquarters are located in Umeå. The company is divided into three different areas; 

forestry, industry and retailing (Norra Skogsägarna, 2013).     

 

Niklas Norén is the quality and environmental specialist at Norra Skogsägarna, he has 

been involved in its operations for six years, and his academic background is in civil 

engineering.  

 

5.4.1 REASONING BEHIND THEIR CHOICE TO BE CERTIFIED 
Norén explained that there are many different reasons why Norra Skogsägarna decided 

to be certified. According to Norén, Norra Skogsägarna holds numerous different 

certifications, some covering the whole organization and some that are more industry 

specific. The questions regarding why they decided to seek certification, he explains 

that there was a clear demand from the customers, and that Norra Skogsägarna 

themselves were looking for more structured processes that could benefit the 

organization as a whole. Norén explains that both ISO 9001 and ISO 14001 are good 

assurances for customers, as it shows Norra Skogsägarnas dedication towards quality 

and environmental.  

 

Norén points out that PEFC (The Program for the Endorsement of Forest Certification) 

is the most important certification in their industry, and points out it is crucial to have if 

you want to stay in business in certain markets. Norra Skogsägarna has three different 

certifications from PEFC; forestry, sustainability and the umbrella certificate. In order 

to be PEFC certified, the company has to be ISO 14001 certified.  

 

Norén explains that the pressure from customers works as a chain in the following 

manner: 

  

"It is the companies we supply, and regarding PEFC the demand works like a chain; it 

starts with the end-customers demand, and then this demand is communicated to the 

companies which we supply, and so we practically receive their customers' demands 

through them. The result is that the demand the end-customer puts on the companies we 

supply affect us in the end." 

 

He adds that Norra Skogsägarna has no option but to be certified because of the 

requirements in the PEFC standard. However, even if the pressure from customers was 

the most important factor, Norén also mentions internal pressure from owners and 

members as another important factor; the members and owners wanted Norra 

Skogsägarna to have a more structured framework regarding environmental issues.  

 

Norén explains that certificates in general and the environmental certificates in 

particular, are an acknowledgement that Norra Skogsägarna cares and puts a lot of effort 

into these questions. He further develops:  

 

 “Our goal is to be one of the most attractive employers in the business, and to be that 

issues like sustainability and the environment have to be of great importance to us. 

Students we meet at different venues and career fairs clearly show that they care about 

these issues, and some often say that they are the most important issues when they 
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choose future career paths, sometimes even more important than salary or other 

employee benefits.”    

 

Norén explains that it is necessary for Norra Skogsägarna to be sustainable and 

environmental friendly, and that they show this in different ways, in order to attract new 

talented employees to the company. The different certifications help them strengthen 

their legitimacy, says Norén. Additionally, he believes it is important that Norra 

Skogsägarna places a lot of focus on environmental issues and tries to be very up-to-

date in their approach. 

 

5.4.2 THE PRACTICAL REALITY OF BEING CERTIFIED AND 

RESULTS AFTER IMPLEMENTATION 
ISO 14001 has become a cornerstone in Norra Skogsägarna's work towards 

sustainability and environmental friendliness. Norén once again highlights the PEFC 

certificate as a “must have” to do business in certain markets. The main pressure Norra 

Skogsägarna feels is the demand for PEFC-certified timber from its customers; more 

and more costumers demand certified timber, and to be able to keep up with the demand 

Norra Skogsägarna has to certify more of its suppliers, Norén states. He emphasizes the 

importance of further developing and encouraging more members to implement 

certifications. By the year of 2015, Norra Skogsägarna hopes 40% of its members will 

be certified, which is an increase from today's 30%. Today the total members are 15810. 

To get more producers to seek certification, Norra Skogsägarna has created financial 

incentives, and by doing this they are trying to push more producers in the same 

direction. Norén also points out that the producers have to make financial sacrifices to 

get certified. Norén elaborates on this: “They have to reserve some areas of the property 

that cannot be harvested.”. Norén continues to stress that foresters are being pushed in 

that direction because the demand for certified wood is increasing. 

 

Additionally, Norén does not believe ISO 14001 is the most important part of a good 

environmental policy. However, it is another way of pushing the question forward; the 

certification helps the company place more focus on environmental matters. The ISO 

standard is a very useful tool which sets up routines and helps the organization with a 

framework concerning environmental issues, which ultimately leads to better work and 

performance relating to these matters. Norén believes the framework the standard offers 

helps the organization achieve its environmental goals, and this is something that later 

can be communicated externally towards customers and students.     

  

Norra Skogsägarna performs both internal and external audits. The external audits are 

performed by Intertek which is accredited by the Swedish accreditation organ Swedac, 

and these audits are performed twice a year. In accordance with the PEFC requirements 

they also have to perform internal audits on its certified producers. Norra Skogsägarna 

performs 90 audits a year, and the amount of audits are decided by the PEFC organ. 

Through the audits Norra Skogsägarna is able to do assure that the producers are 

following the guidelines for the certification.    

 

Norén explains that the certifications have enabled Norra Skogsägarna to put pressure 

on its external suppliers and transporters of goods. Norén  mentions this in the following 

manner: “The suppliers and transporters have to sign an environmental agreement, or be 

certified according to the same standards, and this shows the customers that we extend 

the pressure outside the organization.”.  
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In the discussion about the cost of ISO 14001, Norén claims that labor hours are the 

main cost. Furthermore, he points out that Norra Skogsägarna views the cost for the 

certifications as an investment, which in the end will show clear financial benefits 

through a more efficient use of energy and resources. Norén also mentions that Norra 

Skogsägarna is committed to EESI, where saw mills in Sweden collectively try to find 

ways to reduce their energy consumption. Additionally, Norén uses diesel as an 

example to describe an area where Norra Skogsägarna has been able to lower their 

consumption levels; between 2007/2008 and 2012 the diesel consumption has decreased 

dramatically. In Sävar (one of Norra Skogsägarna's saw mills), they have been able to 

lower both the consumption of energy and diesel by 15%, which from a monetary 

perspective is about one million SEK a year in reduced costs. These investments can be 

small Norén points out: “It can be that you turn off an engine, electric motor or 

compressor”.  

 

The issue with financial benefits of systems such as ISO 14001, Norén explains, is that 

it is sometimes hard to calculate exact financial results due to the correlation between 

the level of production and resources used. It also depends on the climate for example, 

and if the winter is rough. Norén says that Norra Skogsägarna uses key ratios to 

calculate if they are becoming more efficient; Norra Skogsägarna compares machines 

according to degree of efficiency, and through that measure they are able to calculate if 

a machine is worth its price. Additionally, Norén mentions that Norra Skogsägarna puts 

up internal efficiency goals and improvement-aimed suggestions concerning energy, 

heating and the initial investment for such improvement. Norén elaborates: “We add 

new suggestions for improvement all the time, and then we meet every sixth months and 

evaluate the progress.”. The last large follow-up was 3 years ago, says Norén, and they 

then saw a decrease of 5% in energy consumption, which in the end is a lot of money 

Norén notes. 

 

Below (on the next page) are some environmental graphs given to us by Niklas Norén. 

As with all the graphs presented in this empirical chapter, the absolute relevance of 

these graphs can be difficult to assess in relation with ISO 14001, and exactly how 

much of the results can be attributed to ISO 14001. It is still, however, very relevant and 

useful for further discussion. 



67 

 

 
 
Environmental Performance Graph 6: Certified Area (Norén, 2013) 

 
This graph shows the number of hectares certified in accordance with PEFC. The graph illustrates the 

progress and the internal goals of Norra Skogsägarna.   

 

The graphs below are internal performance graphs, where the decrease or increase in the 

usage of energy and diesel are illustrated. Norén told us the savings were not only ISO 

14001-related or related to any certification. He did, however, say that it was one of the 

reasons. The first graph illustrates the energy usage in Norra Skogsägarnas two major 

saw mills, Kåge and Sävar. As illustrated, the line (linjär) shows the linear trend line, 

and in Sävar, the usage of energy has decreased between 2009 and 2012.  In Kåge 

however, the energy usage has increased slightly. As stated by Norén earlier, due to the 

savings in energy they have been able to save substantial amounts of money.   

  

 

Environmental Performance Graph 7: Energy Consumption – Industry (Norén, 2013) 

 

As seen in the graph below, Norra Skogsägarna has been able to decrease the usage of 

diesel in their production operations. This graph shows data from 2009 until the end of 

 

Certifierad areal 
[Antal Hektar certifierad produktiv areal] 
 
Tecknande av PEFC-avtal med skogsägare om att följa PEFC skogsstandard. 
Målsättningen är att minst 40 % av medlemmarnas areal skall vara certifierat enligt 
PEFC skogsstandard senast vid utgången av år 2015 . 
Resultat: 
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2012. It shows how much diesel (per cubic meter) is used in each of the saw mills, 

Sävar and Kåge. The graph suggests the diesel used in Kåge has actually increased in 

2012 compared to the years before. However, Norén noted that the usage is correlated 

with production, therefore if the level of production increases, the usage of diesel will 

also increase. Norén also said that there can be some variance due to weather 

conditions. Then in Sävar, the level of production is much lower and below, or in line, 

with the internal goals of Norra Skogsägarna.    

 
 

Environmental Performance Graph 8: Diesel consumption – Industry (Norén, 2013)  

 

5.5 NORRMEJERIER 
Norrmejerier is a dairy company and was founded in 1971 when a number of dairy 

companies were combined. Norrmejerier is owned by 570 farmers in Norrbotten, 

Västerbotten and Västernorrland, and the company has 490 employees and a yearly 

turnover of approximately 1.8 billion Swedish crowns (1,8 miljarder SEK) 

(Norrmejerier, 2013a). Norrmejerier has been ISO 14001-certified since 2012, and we 

interviewed Camilla Wolf-Watz, who has worked at Norrmejerier for 3 years and is 

responsible for environmental questions and matters. 

 

5.5.1 REASONING BEHIND THEIR CHOICE TO BE CERTIFIED 
Wolf-Watz explains that you could say that Norrmejerier controls the whole chain, from 

the production all the way to the end consumer. However, they can practically not make 

any demands on the producers as they are the owners of the company. They can only 

make demands on their own organization from the point where they pick up the milk to 

the end point where it is left off with the consumer, for example ICA. No demands can 

be made on the farms themselves, but they can still bring up ideas and advice. The 

farmers are also on the board, which means that they have an opportunity to affect them 

and discuss matters with them there, for example which certifications should be 

implemented and set as standard requirements. Today Norrmejerier has a requirement 

that all farmers have to be IP Sigill-certified, which is a quality certification primarily, 

but there are also some environmental sides to it. 

 

Norrmejerier became ISO 14001-certified in the year 2012, three years after Wolf-Watz 

became a part of the organization. She says Norrmejerier had its own sort of 

environmental management system (an uncertified/in-house environmental management 

system) before being certified. However, in her experience it never really works well if 

 

Dieselförbrukning - industri 
[MWh/m3 hanterad volym] 
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you have an uncertified EMS, and you need to take the step and become certified in 

order to make it more systematic and effective. Furthermore, she continued to explain 

that Norrmejerier decided to become ISO 14001-certified because they wanted exactly 

that; a more systematic way of working with environmental matters and questions. By 

implementing ISO 14001 it would help give them a more systematic way of operating 

and thinking as an organization; without it, it would be much more difficult to work 

with these matters effectively according to Wolf-Watz. 

 

Furthermore, she explains that there was clear pressure from the customers regarding 

ISO-certification, and not being certified might have had negative consequences for 

Norrmejerier. She concluded this by saying that their reasoning behind getting ISO 

14001-certified was a combination of clear customer pressure, and she used ICA and 

Coop as examples of customers that they might have lost if they had not gotten 

certified, and also the previously mentioned benefits of being certified. Also, recently 

after Wolf-Watz’ arrival in Norrmejerier they had created a separate position for 

environmental responsibilities, a position which did not exist before but was combined 

with communications. This decision clearly showed that Norrmejerier wanted 

environmental matters and responsibilities to become a bigger and more distinct part of 

the organization; they made a choice to become more environmentally friendly, and 

show the public that they are a company that cares about the environment, thus creating 

a certain image for the organization. This was all a part of the decision, says Wolf-Watz. 

She further elaborated on the pressure from customers and consumers, and the general 

public, in the following manner: 

 

“We have yearly surveys aimed at consumers, and we make a distinction between 

consumers and customers. Consumers are those who drink our products while the 

customers are ICA and Coop. Every year we have these surveys which contain a lot of 

questions, and some of these concern environmental matters and how the customers 

perceive Norrmejerier. Whether or not they feel the company is environmentally 

friendly and so on. From this we have seen that we have a high profile with the 

consumers, and this is something we have to work to maintain, so there is also pressure 

from the consumers. However, when customers are asked something they may give you 

one answer and then act differently in reality, it is really common.” 

 

Further, we asked whether she thinks it is important for organizations such as 

Norrmejerier to be ISO 14001-certified, and also specifically why she thinks so, and her 

reply was as follows: 

 

“Yes, I believe so. For the reason that we are so spread out geographically, between us 

(Umeå) and Luleå there are 30 miles. Then we have a smaller facility that handle our 

berries in Hedenäs. But between our two big plants there are 30 miles, and there are 

450 employees, and if you want a consistent way of working and operating I believe a 

standardization through a certificate is actually necessary. For one thing you have the 

internal demands that you have to make recurring check-ups in different ways, but then 

you also have the external revision and that is a bit like a whip.” 

 

5.5.2 THE PRACTICAL REALITY OF BEING CERTIFIED AND 

RESULTS AFTER IMPLEMENTATION 
Continuing from the last part of this, where Wolf-Watz mentioned that the external 

revision creates what is ultimately a type of positive pressure, she says it works as an 
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incentive for everybody. She exemplifies this by saying that if you are not certified you 

may want to do things a certain way, but the workers may not feel the same way, and 

the certification means people have no choice but to comply and do things correctly and 

consistently for the organization.  

 

Furthermore, Wolf-Watz briefly mentions other types of certifications that Norrmejerier 

has, and says that they are considering becoming ISO 50001-certified, which has to do 

with energy management systems. She connects this back to the company’s 

environmental goals, as one of those goals concerns energy; Norrmejerier wants to be 

completely free of fossil fuels by the year 2017. This means that the entire organization 

needs to be more effective in its operations, and the organization needs to be less 

dependent on energy in order to achieve this environmental goal.  

 

The discussion continues regarding how these certifications and systems help 

organizations such as Norrmejerier cut costs, and we ask Wolf-Watz specifically how 

she perceives the financial aspect of ISO 14001. Firstly she explained how ISO 14001 

has helped Norrmejerier minimize the risk of missing something that you have to do 

according to the law; by implementing ISO 14001 you get a better system where you, as 

mentioned, have to have recurring revisions, and this helps you eliminate the risk of 

breaking the law in any way, and breaking the law or going again certain regulations is 

something that could be very costly. She explains that it could be costly in two different 

ways; first in the obvious way in the form of fines, but the other negative consequence 

could be that you receive negative publicity and look bad the media as an organization. 

The latter is difficult to measure financially says Wolf-Watz, but it is incredibly 

important nevertheless as it could be very damaging. Additionally, Wolf-Watz explains 

that Norrmejerier has gotten a much better focus on waste, which is very costly as well; 

Norrmejerier has developed goals aimed at reducing waste. The same also goes for 

different types of chemicals. However, Wolf-Watz says that even though there are clear 

advantages in the way that they are approaching for example waste and chemicals now, 

it is difficult to measure the financial effects at this point in time. They have no seen any 

major results in those areas yet as it is all fairly new still, and she holds the avoidance of 

negative publicity as the biggest positive financial effect as a result of ISO 14001. It is a 

matter of brand image, and she exemplifies this that people might react quite strongly 

and wonder what is wrong with their organization and why they are not certified.  

 

It is indeed a matter of legitimacy here, Wolf-Watz admits. However, while that is true 

she herself mostly thinks about the environmental aspect of the implementation of ISO 

14001. There is no doubt in her mind, however, that the board definitely sees it as a 

matter of legitimacy and considered the consequences from that viewpoint when 

looking at the implementation of the certification.  

 

In Wolf-Watz’ view Norrmejerier had to get certified, as she is certain the organization 

would have had a lot to lose. Prior to her arrival there was a lot of pressure as 

mentioned, and the company probably could not have withstood much more without 

getting certified. Norrmejerier also makes sure that even their suppliers are 

environmentally friendly, as associating with suppliers who do not meet certain 

requirements could also reflect badly on Norrmejerier, resulting in the same negative 

consequences mentioned before in relation to poor environmental management.  
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As in all of the interviews, we asked Wolf-Watz if there were any negativity regarding 

the implementation of ISO 14001; any negativity aspects connected with ISO 14001 

both prior and after the implementation. Wolf-Watz replied in the following way: 

 

 “There are more administrative duties, and in an organization already burdened with 

expenses (as a result of the low price of milk compared to other foods). For example, 20 

years ago there were 4000 milk suppliers, and today there are only 400 which means 

that they are having a really difficult time. This is a trend seen throughout the country; 

milk farmers shutting down or moving on to other things, which subsequently also 

affects our organization. That is why ISO results in additional work, there are a lot of 

procedures that need to be considered and understood, as well as more documentation 

and a need for more resources in terms of labor. A lot of work hours are needed for 

this, which means that the hours workers dedicate to this could have been spent 

elsewhere, in production for example. You “borrow” hours from a lot of people. So yes, 

it is connected with expenses. 

 

While Wolf-Watz’ says that there are costs connected with the implementation and 

maintenance, the positive consequences outweigh the negative consequences. In 

conclusion, she says that ISO 14001 has given the organization a more structured way 

of working, which recurring reports and revisions are a large part of. The ISO 14001-

certification incentivizes employees within the organization, and the certification itself 

is important as it gets people to actually follow the standards set out for the company. 

On the next page are environmental graphs found in the environmental section of their 

most recently published annual report. Again, as discussed with the other companies the 

relevance of these graphs in relation with ISO 14001 is difficult to assess, but it shows 

how the companies have been performing. 

 

The graph on the top left shows Norrmejerier's excessive use of fuel, which went up 

slightly in 2009 but has gone down quite consistently since, even though there was a 

small upturn between the years of 2011 and 2012. The graph on the top right shows the 

amount of non-renewable energy used at their dairy plants, and there is a fairly clear 

decreasing trend there as well. The graph on the bottom left shows Norrmejerier's 

continued focus on biogas, which is a renewable and environmentally friendly energy 

source. The trend there is quite clear too, and their usage of biogas has been going up 

quite steadily in recent years. The last graph on the bottom right shows their recent 

phosphorus usage, which they are aiming to decrease, and they have succeeded in doing 

so this year clearly, and this is a way of enabling a wider focus on biogas for 

Norrmejerier (Norrmejerier, 2012). 
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Environmental Performance Graph 9: Norrmejerier: Overconsumption fuels & The amount of 

nonrenewable energy used in production (Norrmejerier, 2013b, p. 16) 

 

Environmental Performance Graph 10: Norrmejerier: The amount of biogas used in production & 

the phosphorus usage  

 

5.6 COMPANY SPECIFIC SUMMARY OF EMPIRICAL 

FINDINGS 
 

5.6.1 SUMMARY OF SCA OBBOLA 
Nils Gilenstam, engineer in environmental and process matters at SCA Obbola identified 

different reasons why SCA Obbola seek environmental certifications and specific 

certifications. The main reason why SCA Obbola decided to seek environmental 

certification in the first place is; market pressure, public reputation, pressure from 

consumers. The certifications also guarantee the legitimacy of their work. They are able 

to use their certifications in sustainability reports, hence promote and use them in 

different marketing ventures.  

 

The benefits SCA Obbola feels are the most vital is the structured framework. The 

structure that comes with certain ISO certification and ISO 14001/ISO 9001 in 

particular are the routines, easier to comply with regulations and the structural 

framework. With specific regard to ISO 14001, Gilenstam appreciate the third party 
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revision shows that SCA Obbola has good environmental standards and live up to its 

commitment. Even if the third-party audits are appreciated, they believe there internal 

revisions and self-hired consultants are better able to identify flaws and suggest 

improvements. 

 

Furthermore, Gilenstam said that regarding the question about resource efficiency, this 

matter is of great importance at SCA Obbola. However, Gilenstam do believe the 

question would have been important even if they did not have certification systems such 

as ISO 14001.  

 

5.6.2 SUMMARY OF COMPANY X 
Company X's reasoning for becoming certified was mainly that they wanted more 

structure around their operations, and also a stronger focus on environmental matters. 

Sara, the head of research and development at Company X, explained that the 

guidelines and framework you get are something that is very helpful. However, the most 

important factor behind their decision to be certified was the environmental aspect 

according to Sara; Company X wanted a clearer and more serious focus on 

environmental improvement and related matters in the organization. While Company X 

chose to become ISO 14001-certified for the aforementioned reasons, they were also 

EMAS-certified prior to the implementation of ISO 14001, and they chose to change to 

ISO 14001 because they felt it was more known and also better as a framework. Sara 

feels it is important to work with sustainability and environmental matters as a 

company, and ISO 14001 gives a good structure for those purposes. 

 

Sara believed that there was not too much external pressure from customers for example 

regarding the environmental responsibilities that ultimately affected their decision to 

become certified. She explained that it was mostly an internal initiative. In spite of this, 

however, she mentioned that the ISO 14001-certification (as well as certifications in 

general) is linked with legitimacy, and the ISO 14001-certification gives a certain type 

of credibility to the company. She believes that this is important because environmental 

friendliness and responsibility are important today, but will become increasingly 

important in the future for all companies. 

 

While Sara feels that the being certified is of importance she could not exactly assess 

how beneficial the ISO 14001-certification had been for Company X in financial terms, 

which is something that is difficult to do (which we have seen in all of the interviews). 

She is certain that the company has saved, and is saving money (cutting costs) by 

working on reducing its energy and water consumption, by making recurring revisions 

and reports and also using less material. This is all important in terms of resource 

efficiency, as Sara explains that even though they cannot make any specific financial 

measurements regarding their environmental performance, she says it is very clear that 

you reduce costs by being reaching higher levels of resource efficiency. 

 

5.6.3 SUMMARY OF UMEÅ ENERGI 
We interviewed Henrik Bristav at Umeå Energi, who is the environmental manager at 

the company. Umeå Energi decided to get certified quite early on because they realized 

the importance of environmental matters before most companies did, according to 

Bristav. Umeå Energi had been working with environmental issues for quite some time 

and understood the strategic importance of being environmentally responsible. Bristav 

explains that implementing the ISO 14001-certification was a way of showing that 
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Umeå Energi cared about the environmental effects of its operations, and this is 

something they would work to continuously try to improve. Bristav also connects this 

with legitimacy, as he argues that being ISO 14001-certified shows that you are at the 

top, and that your organization is truly committed to doing what is right. He also 

mentions that you gain a competitive edge as a company by being ISO 14001-certified; 

it is something that customers notice and think about a lot of the time. In Umeå Energi's 

case, however, he clearly distinguishes between large and small customers. Large 

customers may care quite a lot about a certification such as ISO 14001, whereas smaller 

customers are generally more price-oriented in his experience. 

 

In terms of financial consequences of ISO 14001, Bristav says that there is a lot of 

money to be made (or saved) just by implementing the structure that ISO 14001 gives 

an organization. ISO 14001 helps Umeå Energi identify problems and gives them a 

structured way of handling problems as well as constantly improving the environmental 

aspect of their operations. 

 

5.6.4 SUMMARY OF NORRA SKOGSÄGARNA 
Niklas Norén environment and quality specialist at Norra Skogsägarna explains the 

main reasons why Norra Skogsägarna decides to seek certification are; show their 

dedication to quality and environmental issues, internal pressure from members and 

owners and to attract new talent. One particular certification of certain importance is 

PEFC (The Program for the Endorsement of Forest Certification), PEFC is important 

because more and more customers are demanding PEFC certified timber and Norén say 

it is “a must have to stay in business”. Norén stress the importance for Norra 

Skogsägarna to remain an attractive employer and to be seen as caring company 

towards the public. Norra Skogsägarna feels it is importance to be a part of the current 

climate in the society, and a vast part of that is to act sustainable and environmental. 

 

Norén notes that Norra Skogsägarna has been able to save both money and resources 

because of an increasing dedication towards environmental issues. Norra Skogsägarna 

has thanks to the framework of ISO 14001, been able to decrease its use of both diesel 

and energy. Even if the decrease is correlated with the level of production, the use of 

resources has been decreasing between 2007/2008 and 2012. The possibility to put 

pressure on suppliers and transportation companies is also an effect of the certification. 

 

5.6.5 SUMMARY OF NORRMEJERIER 
The person at Norrmejerier which we interviewed was Camilla Wolf-Watz, who is 

responsible for environmental questions and matters at the company. Prior to the ISO 

14001-certificaiton for Norrmejerier they had an uncertified environmental management 

system, and Wolf-Watz explained that this is never something that is going to work well 

for any company. The ISO 14001-certification brings a certain structure and systematic 

effectiveness to the company, argues Wolf-Watz, and this was a strong reason for 

wanting to become certified. Additionally, there was clear pressure from their customers 

regarding the ISO 14001-certification; pressure to such a degree that not being certified 

would have been damaging to the company in terms of losing customers. In 

combination with these two factors Norrmejerier also wanted to get certified because 

they, as an organization, want environmental matters and responsibilities to become a 

bigger part of their operations. 
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As for the financial aspect of ISO 14001, Wolf-Watz mentions that ISO 14001 has 

somewhat immeasurable financial effects. Being certified minimizes the risk of 

breaking the law or going against certain regulations which could be very costly in the 

form of fines, and it could have additional negative consequences in terms of negative 

publicity; you could look bad as a company in the media which in turn would affect 

your company's image in the eyes of the consumers and customers, says Wolf-Watz. 

Furthermore, Wolf-Watz explains that there are some slightly more noticeable financial 

effects; waste can be very costly for example, and waste reduction is something that 

Norrmejerier has been working on. By focusing on resource efficiency you can reduce 

costs, says Wolf-Watz. That being said, she still holds brand image and the avoidance of 

negative publicity and general opinion as the strongest positive financial effects. 

  

5.7 TOTAL SUMMARY OF EMPIRICAL FINDINGS 
What has been made clear in the company specific summary above is that all companies 

feel that there are some obvious benefits to being certified. Each of the companies felt 

ISO 14001-certification specifically would help them gain a more serious focus on 

environmental matters, and it would also show their customers and consumers, as well 

as the general public, that their organization is truly committed to doing what is right. 

Other factors identified in the interviews which were seen in all of the companies that 

contributed to deciding to seek environmental certification, as well as ISO 14001-

certification specifically, were market pressure, pressure from consumers and 

customers, as well as the general public to some extent. However, the degree to which 

such aforementioned pressure was felt varied between the companies, so not all of them 

thought it was overly extreme pressure that pushed them in the direction of certification. 

Additionally, the matter of legitimacy was discussed with all of the companies, and 

there was no denying that this was an important factor when discussing certification and 

ISO 14001. It was made very clear in almost every single interview that legitimacy was 

an obvious factor for the organizations to become "green" in a way that is recognized by 

everyone by being ISO 14001-certified. 

  

Something that was mentioned in all of the interviews too was the each of the 

companies realized that ISO 14001 would give them a certain structure around the 

environmental part of their operations. It would make it easier for the organization to 

deal with environmental issues and it is something that was established in all of the 

interviews. The work that surrounds ISO 14001-implementation results in a certain 

green mentality and structure that is beneficial for all of these companies. Each of the 

companies also have environmental goals which are a part of their environmental effort 

as a whole, and it was made clear in the interviews that this is something that surrounds 

the ISO 14001-certification. While ISO 14001-certification in itself does not generate 

certain environmental actions, it still encourages work around it in a structured manner. 

 

As for the financial aspect of the implementation of ISO 14001, the companies could 

not specifically put exact figures on how successful or financially beneficial the ISO 

14001-certification and the environmental work surrounding it had been for them. What 

all of the companies could say however, was that they had managed to save money by 

cutting/reducing certain costs which was directly related to the implementation of the 

ISO 14001-certification and the structure it brings. There are many environmental goals 

which have been put up and ISO 14001 and a strong focus on environmental matters 

throughout each of the organizations have helped them save money in different areas of 

their operations.  
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In table 9, we have summarized the empirical findings in a comparative table. The table 

are divided into two different headings, Why companies seek certification and Results 

after the implementation.  

Table 9: Empirical Summary  

 

 

Empirical Summary Q 1: Why the companies 

sought environmental 

certification 

Q 2: Results after 

implementation 

Case 1: SCA Obbola * Increasing debate regarding 
environmental issues 

*Potential to have structured framework 

* Market pressure 

* Legitimacy, reputation 

* Better environmental framework 

* More environmental structure 

* Certification enhances credibility 

Case 2: Company X * Wanted a known environmental 
framework in the form of ISO 14001 

* Certification enhances credibility 

* Better focus on environmental issues 

Case 3: Umeå Energi * Strategic importance 

* Increases the organizations legitimacy 

* Important to take environmental 
responsibility 

 

 

* Some competitive edge 

* Increased environmental structure  

Case 4: Norra Skogsägarna * Customer pressure 

* Show dedication towards environmental 
issues 

* Internal pressure 

* Increase attraction among future 

employees  

 

* Better environmental framework 

* Helps putting focus on environmental 
issues 

 

Case 5: Norrmejerier * Pressure from general public 

* More environmental focus 

* Increase legitimacy  

* Systematic way of working with 
environmental questions.  

* ISO 14001, helps the company comply 
with regulations 
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CHAPTER 6 - ANALYSIS 
In this chapter we will analyze the results of the interviews with our chosen companies 

in combination with our theoretical material. As we designed this thesis, the first 

research question is aimed to answer why companies seek environmental certification 

in the first place, and we have amassed material which we think answers this in the 

legitimacy and stakeholder theories. The second question, regarding specific ISO 

14001-certification looks at these theories in a practical context for companies in 

Umeå. We will therefore analyze the empirical findings with heavy consideration for the 

theoretical findings, thus ultimately reaching a strong conclusion in the end in 

regarding why companies choose to seek environmental certification, as well as 

specifically why the companies in Umeå chose to become ISO 14001-certified. 

 

6.1 THE COMPANIES' REASONING BEHIND THEIR 

CHOICE TO BE CERTIFIED 
First and foremost, if we relate back to our conceptual model, figure 8 in the theoretical 

summary. We are using this model to analyze the empirical findings; the model has 

created a relevant foundation, identifying pressures and reasons for seeking 

environmental certification as well as specific outcomes of ISO 14001 certification. 

This will be kept in mind throughout this analysis. To recap, here is the model: 

 

 
Figure 9: Conceptual Model  

 

Something that was seen in all of the interviews was that they all related their reasons 

for wanting to become ISO 14001-certified back to their own company's increased care 

for the environment, and that they wanted to establish a certain increased environmental 

focus, and also more structure in relation to environmental matters and their general 

operations. They all felt implementing ISO 14001 would help them achieve these goals. 

All of the companies said that ISO 14001 brings a certain framework and structure to 

the company, a systematic way of working with environmental questions.  

 

Additionally, as we showed in the theoretical framework, part 3.4.2 ("Why do 

companies seek ISO 14001-certification?") presents reasons why companies want to 
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become ISO 14001-certified. Jiang & Bansal (2003, pp. 1048-1050), Pokskinska et al. 

(2003, p. 593) and Quazi et al. (2001) all found that it was very common that managers 

chose to certify themselves according to the ISO 14001 standards as a result of market 

pressure; it was by far the most influential factor affecting the company's decision to 

become ISO 14001-certified. These results from previous research were also seen by us 

in our interviews, as SCA Obbola, Norra Skogsägarna and Norrmejerier clearly 

expressed that there was strong market pressure regarding the implementation of ISO 

14001, and the interviewees representing Norra Skogsägarna and Norrmejerier even 

claimed that not implementing the certification would have harmed their business 

directly, thus being in line with earlier theoretical discussions from Jiang & Bansal 

(2003, pp. 1048-1050) and Quazi et al. (2001). There is also a clear connection here 

between what the companies said and the common view and consequences of 

legitimacy; as previously established much theory focuses on that legitimacy is 

something that a company attains from stakeholders, and if it is not attained it may be 

harmful to the continued operational ability of the company (Guthrie & Parker, 1989, p. 

344; Tilling, 2004a; Wood, 1991, p. 969). Environmental action and friendliness is a 

CSR related activity, and implementing an environmental certification such as ISO 

14001 is an outlet of this, which means that many authors' view coincide with the reality 

for these companies, or how they reasoned when implementing the environmental 

certification and looked at potential consequences.  

 

However, while these 3 companies did confirm this, Company X and Umeå Energi did 

not claim market pressure was as big of a factor, which contrasts the theoretical 

discussion regarding reasons for implementing environmental certification to some 

extent. Sara at Company X believed that there was not much customer pressure, but it 

was rather something that was driven from within even though they could see the 

benefits of being certified through the eyes of the customers. The fact this was driven 

from within at Company X also shows a very strong identified stakeholder, and it was 

something that was made clear here in direct connection with theoretical stakeholder 

discussions, where the importance of internal stakeholders such as management and 

owners are shown (Friedman & Miles, 2006, p. 13-14). Umeå Energi, while stressing 

many of the positive sides of ISO 14001-certification, did not say there exactly was an 

overly strong pressure from their customers regarding the implementation of ISO 14001 

either. However, Umeå Energi's case is slightly different as they got the ISO 14001-

certification much earlier than the other companies, and also much earlier than many 

other companies in Sweden relatively speaking. Also, Henrik Bristav at Umeå Energi 

made it clear that the certification is still definitely something that certain stakeholders, 

such as customers notice and care about, but in very different ways; big customers may 

care quite a bit, and it could potentially affect their decision and opinion of the company 

in current days (even though it did not affect Umeå Energi's initial decision to become 

certified), while smaller customers will generally simply be more price-oriented. Here 

Umeå Energi acknowledges that stakeholders such as customers do care about their 

operations and how they act. While there was no direct pressure, implementing ISO 

14001 undoubtedly affected the stakeholders and thus also affected the legitimacy of the 

company, which in turn adds a lot of value to the company. Many stakeholders have the 

power to affect companies, and acting responsibly in a way which improves stakeholder 

relations with for example customers ensure continued positive relations, and 

acknowledges that such stakeholders do have certain powers as discussed by Tilling 

(2004b, p. 5). However, had Umeå Energi's ISO 14001-certification process taken place 

in more recent times, the perception of market pressure regarding the certification may 
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have been different, but that is purely speculative of course. Ultimately what this tells us 

is that the results from previous studies regarding the reasons for implementing an ISO 

14001-certification, results suggesting that most companies are driven to ISO 14001-

certification by market pressure, holds true in our case for the majority of our selected 

companies in Umeå municipality.  

 

6.1.2 CREDIBILITY, REACTION, STAKEHOLDERS & 

LEGITIMACY  
As for the major theories presented in the theoretical framework, the legitimacy theory 

and the stakeholder theory, we identified the importance of these in the interviews. The 

matter of legitimacy is specifically mentioned and discussed in every interview, which 

admittedly was unavoidable as one of the questions we designed specifically dealt with 

legitimacy. To mention it again briefly, legitimacy theory as explained in the theoretical 

chapter argues that companies quite simply engage in activities that are socially desired, 

and by doing such they legitimize themselves. As argued in the theoretical chapter, lack 

of such legitimacy might threaten the company's ability to operate in many ways 

(Guthrie & Parker, 1989, p. 344) (Tilling, 2004a). 

 

Each of the companies in the interviews answered our question about legitimacy by 

confirming it without much hesitation. The companies definitely considered the idea of 

legitimacy in one way or another, and what consequences it could have for them as a 

company, while considering the implementation of ISO 14001. In is mentioned in 

different ways; for example, Gilenstam at SCA Obbola recognized the importance of 

legitimacy for their organization, and connected it by saying it is important in the eyes 

of the public as it a certification such as ISO 14001 affects the general perception of the 

company and gives the company as a certain beneficial reputation or company image. 

Wood (1991, p. 696) points out that acting responsibly towards stakeholders will 

increase the company's legitimacy as a consequence from these stakeholders, and 

Gilenstam's view is something we connect back directly with that assessment. Engaging 

in an environmental CSR activity, such as implementing an environmental certification 

in this case, can improve the company's image in the eyes of many of its stakeholders, 

thus having positive effects in the form of legitimacy from its stakeholders. Considering 

potential benefits such as improved reputation or company image are often very 

common reasons for engaging in CSR related activity, as it helps companies reach 

publicity goals and gain certain influence (Lindblom cited in Moir, 2001, p. 19), and 

this awareness was shown in Gilenstam's answers. Company X played it down a little 

bit, but the interviewee Sara still made it clear that being ISO 14001-certified gives the 

company a certain level of credibility, which again is directly linked to legitimacy and 

practically has the same end-result. By being viewed as credible by relevant 

stakeholders and society at large, companies essentially gain legitimacy from them 

Wood (1991, p. 696).  

 

Umeå Energi also, much like SCA Obbola, noted that the factors surrounding 

legitimacy indeed affected the organization's decision when deciding to become 

certified, and continues to do so; in Bristav's words it shows that the company is up to 

date and modern in terms of sustainability and environmental awareness to its 

stakeholders. Norén at Norra Skogsägarna said, very similarly, that legitimacy indeed 

affected their decision to apply for ISO 14001. He explains how showing groups of 

stakeholders, such as customers, that you are certified, and also how you handle your 

environmental business with suppliers and so on, is a quite simple way of showing the 
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relevant stakeholders that you meet their requirements or demands in terms of 

environmental friendliness and sustainability. The very same goes for Norrmejerier, 

where it was established in the interview that there was no doubt that legitimacy was 

considered from a business perspective. In other words, the general consensus in all of 

the interviews is very much in line with the legitimacy theory presented in the 

theoretical chapter; organizations do certify themselves in order to establish a certain 

level of legitimacy, which in turn is of major importance for the success (and also 

survival) of the business (Guthrie & Parker, 1989, p. 344) (Tilling, 2004a). 

 

What each of these companies have shown, in different ways and degrees, is that they 

are all reactive in their operations. It is clear that they have all adjusted, adapted and 

reacted to changing standards and expectations of stakeholders. They have reacted to 

the changing modern environmental requirements or expectations in stakeholders by 

implementing an environmental certification such as ISO 14001, or at least considered 

the potential consequences. The matter of legitimacy and its implications in terms of 

credibility and public image is, as established, shown quite clearly throughout the 

interviews and how the interviewees view the concept. As Babiak and Trendafilova 

(2009, p.17) argued in their research, many executives in charge of making decisions 

regarding environmental decisions seek legitimacy most of the time by following 

stakeholders' expectations or pressures, and gain the strategic advantage that comes of 

it. This is a pattern we have seen in each of the companies, and the implementation of 

ISO 14001 can be considered reactionary in the sense that it is a way for companies to 

showcase their environmental friendliness and by doing so improve relations with 

caring stakeholders. 

 

IDENTIFICATION OF STAKEHOLDERS AND THEIR IMPORTANCE 

 

Throughout each of the interviews several different types of stakeholders are mentioned 

that are of relevance to the companies in different ways. As explained by Evan & 

Freeman (1988, p. 38) a stakeholder is anybody who is affected by the achievement 

goals of an organization. Keeping that definition in mind, we identified stakeholders in 

the interviews specifically based on the answers we received. We will exemplify how 

these are relevant through the process of the ISO 14001-certification and company 

activity related to environmental matters, but we will also look at the general 

importance of these stakeholders for the companies. The stakeholder we identified are 

as follows (next page): 
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Table 10: Relevant Stakeholders  

It was made clear that these were all involved in some ways, and also considered quite 

heavily regarding the certification process (prior to and after), and consequently when it 

comes to the work surrounding the certification. Going into detail, all of the companies 

stated that stakeholders such as customers and consumers affect their thought process 

when making meaningful decisions affecting the standard of their operations; without 

the support and loyalty of such stakeholders there would be no financial gains. The 

reasons for caring about this is strikingly clear as it would be very damaging to the 

company if relationships with directly powerful stakeholders were to worsen. It is 

clearly very important for that reason alone, and this notion is stressed by Freeman 

(2002, p. 42-43), as well as stakeholder analysts such as Donaldson & Preston (1995) 

which claim that certain stakeholders have the power to affect organizations 

significantly and therefore can't be ignored. However, in terms of stakeholder pressure 

from customers and consumers when initially choosing to become ISO 14001-certified 

specifically, this was only explicitly mentioned by Norrmejerier, Norra Skogsägarna 

and SCA Obbola (to a lesser degree by SCA Obbola, but it was still mentioned 

regarding certain types of customers). Umeå Energi did not feel any direct pressure 

prior to certification, but during the interview it was still made clear that it is a way of 

showing customers and consumers that they care about their operations, environmental 

performance and sustainability. Company X's interview produced similar results as 

Umeå Energi in this regard, and what we can conclude from this is that even though 

there may not have been obvious customer or consumer pressure when implementing 

the discussed ISO 14001-certification for these two companies in such a way that it 

pushed them in that direction, they still care about their customers and consumers 

requirements and desires. This goes for all of the companies as mentioned, making 

customers and consumers extremely important stakeholders for all of the companies. As 

specifically exemplified by Wolf-Watz at Norrmejerier, she mentioned how the 

company was going to potentially lose a lot of business by disappointing their 

customers, and consumers, by not living up to their expectations and showing 

environmental commitment in the form of the well-recognized ISO 14001-certification. 

Wolf-Watz made it very clear that this was a requirement from, for example ICA and 

Coop, which were customers they would have lost and consequently a lot of consumers 

would be affected as well. By implementing the certification Norrmejerier directly cared 

for these stakeholders, allowing their opinions and views to affect the organization. 

Indentified Stakeholders  Customers, 

consumers 

(Potentia

l) 

employe

es 

Media General 

public 

Owners 

and 

Manageme

nt 

(Local) 

communiti

es 

Government, 

regulators 

Case 1: SCA Obbola √   √ √ √ √ 

Case 2: Company X √ 
  √ √ 

 √ 

Case 3: Umeå Energi √ 
  √ √ √ √ 

Case 4: Norra 
Skogsägarna 

√ √ 
 √ √ 

 √ 

Case 5: Norrmejerier √ 
 √ √ √ 

 √ 
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Connecting this back with theoretical reasoning in regard to CSR, where it is often 

claimed and proposed that companies should focus and adjust according to stakeholder 

analysis and subsequent engagement; understanding their needs and potential reactions 

help companies understand what sort of decisions are necessary and good for the 

company (Moir, 2001, p. 19). As exemplified above we have seen this sort of thinking 

pattern in some of the companies when considering environmental certification, thus 

showing that the developments in the world today regarding what is required from 

stakeholders in terms of environmental friendliness definitely have not gone by 

unnoticed for these companies.     

 

As for the stakeholder defined as (potential) employees, this is something that was 

specifically discussed in the interview with Norra Skogsägarna. Norén at Norra 

Skogsägarna explained that it was very important for the company to be at a high level 

in terms of sustainability and environmental performance, and being ISO 14001-

certified is a part of such goals. The consequence of this in terms of potential employees 

and new labor, as established in the interview, is that it is a way of attracting competent 

labor. Freeman (2002, p. 42) showed that employees are very typical and classic 

stakeholders in a company, as they have direct stake in the actual company and the 

company requires them in the form of labor making a clear connection. A large portion 

of students and potential employees have taken a big interest in Norra Skogsägarna's 

environmental performance and activities, and they have even shown that this is 

something that truly matters to them to a very serious extent; students and potential 

employees often make career choices based on companies' environmental philosophy 

and general approach to environmental matters, and as such it would be a huge mistake 

not to care for these stakeholders. By not caring about such stakeholders it could be 

suboptimal for companies as it might be difficult to attract the sort of competent labor 

they need, especially, as mentioned by all of the companies in the interviews, as 

environmental matters are becoming increasingly important.  

 

Furthermore, Wolf-Watz goes into the media and general public and how these may 

perceive different actions by the company. If the company were to disregard public 

opinion, or ignore what is desired or almost required by the company in terms of 

environmental performance, and as exemplified in this case with Norrmejerier neglect 

ISO 14001-certification and its surrounding environmental measures, this may result in 

the media presenting the company in a negative light. This would consequently also 

affect the general public, as Wolf-Watz herself explains, which could in turn be 

disastrous for the company when it comes to company image and reputation. As seen in 

the interview this is something that she believes could have serious financial 

consequences, which is a quite logical assumption as negative publicity will not attract 

new customers and makes it hard to keep current customers. This is where the media 

can be considered to be quite powerful, as they are very influential and can reach out the 

public quite effortlessly. This is something that is confirmed in the theoretical chapter 

by Tilling (2004b, p. 5) where it is said that the media has few direct resources, but they 

do in fact have the power to greatly influence the decisions of other stakeholders, and 

this is something that Norrmejerier and Wolf-Watz show in their reasoning. 

 

While the answers we received from the other interviewees did not specifically address 

the media in the same way that Wolf-Watz at Norrmejerier did, we believe that the 

companies indirectly care about the media and its power for the same reasons as 

Norrmejerier does; the media will indeed often be the direct link between a company 
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and the general public. In other words, by caring about the opinion of the general public 

a company also has to consider the media as an influential stakeholder (or at least 

consider that it has a lot of influence over stakeholders), whether or not it is indirect or 

direct. This is something which became evident in all of the interviews, even though it 

may be fairly obvious and not exactly controversial, the companies care about how they 

are perceived by the general public and want to be viewed as truly good. If there are 

negative consequences of being depicted as bad in the media, and also being seen 

negatively by the general public, there also have to be positive consequences of 

experiencing the opposite as a company. All of this can again be linked back with 

legitimacy, which is closely intertwined with caring about stakeholders, company image 

and the consequences of doing what is seen as socially desirable in order to avoid harm 

to the company (Guthrie & Parker, 1989, p. 344) (Tilling, 2004a). 

 

Continuing, we have combined two traditional stakeholders, owners and management, 

both of which were presented clearly as clear stakeholders in the theoretical chapter 

(Freeman, 2002, p. 42). We have done this based on the structure of the companies 

involved in the study and the answers we received regarding their understanding of 

certification and the importance of such. A clear trend when analyzing the empirical 

research in all of the companies is that, even though the reasons behind wanting to 

become ISO 14001-certified was affected to some degree by many external 

stakeholders, it was also something that was driven from within to a large extent. An 

increased environmental focus, and subsequent ISO 14001-certification, were both  

matters that were pushed forward by the companies themselves. Umeå Energi 

specifically mentions how they wanted to be "ahead of the curve", and as modern as 

possible in their environmental approach, and certifying their EMS to ISO 14001 would 

be a way of achieving this. Sara at Company X argued that the ISO 14001-certification 

was mostly the result of an internal initiative, and all the other companies mention 

similarly that ISO 14001-certification was in one way or another something that the 

management argued for in combination with the owners. Another example is the case of 

SCA Obbola's ISO 14001-certification, where Gilenstam explained that the initiative for 

implementation came from the parent company. Additionally, something we feel is 

important to note here, is that there are obvious connections between many of the 

stakeholders. While the owners and management may consider these environmental 

matters for their own gain, or the company's gain, it is also considered in the eyes of 

other stakeholders', thus linking together many of the stakeholders. There are wide 

considerations when taking decisions such as ISO 14001-implementation for the 

companies, and looking at the interviews we feel it is evident that many different 

stakeholders are part of the process in one way or another. What is shown here can be 

considered stakeholder analysis and engagement, which was discussed by Moir (2001, 

p. 19); by understanding how all stakeholders think and feel companies understand what 

should be done. As discussed earlier, it is often argued that organizations need to be 

responsive and react quickly to changes in their environment, and for companies this is 

where the owners and management come into the picture. In order to get legitimacy, or 

maintain it, organizations need to adapt to changing standards and requirements. 

(Deegan et al., 2002, pp. 316-317; Tilling, 2004a). This is something we believe was 

seen in all of the companies through their care for stakeholders and understandings of 

what is needed in terms of public environmental care, and ISO 14001 is an excellent 

way of showcasing this type of behavior.  
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Lastly, we have identified the government, as well as potential regulators as relevant 

stakeholders. We found in the interviews that each of the companies, as mentioned at 

the start of this analysis, strongly value the structure related with ISO 14001, and the 

general guidelines and framework it provides in combination with the recurring 

revisions. Wolf-Watz at Norrmejerier addressed this matter specifically in the interview, 

and said that ISO 14001 had helped Norrmejerier get a better environmental 

management system overall, and combining this with the recurring revisions help 

eliminate the risks of breaking the law, or going against regulations in any way. 

Furthermore, what connects the government and regulators with the involved companies 

in different ways are laws and regulations related to their activity as organizations; they 

are unavoidably connected in the sense that the companies obviously have to consider 

the government, as well as regulators at all times, which means that they are indeed 

relevant stakeholders.  

 

In accordance with the stakeholder theory,  the companies have shown that they   the 

companies have considered a number of different stakeholders in regard to the ISO 

14001-certification process. Additionally, we also feel that this transcends beyond ISO 

14001-certification and believe that the aforementioned stakeholders are considered 

widely by the companies in different ways for any somewhat major company decision 

or CSR related activity. We wanted to see how the companies acted when doing 

something fairly big such as implementing an ISO 14001-certification with their 

stakeholders; we wanted to understand who they considered and to what degree, and by 

analyzing their answers and thought processes we succeeded in doing so. By looking at 

the empirical findings it shows that each of the companies have indeed cared about 

many stakeholders in different ways, thus showing that the stakeholder theory holds 

value and is true for the companies, regardless of whether the theory itself is literally 

and specifically considered or not.  

 

Previous research touching on the subject of both stakeholders and legitimacy, such as 

Babiak and Trendafilova (2009, p. 17) claim that CSR related practices are sought as a 

result of companies essentially wanting legitimacy from stakeholders, which in turn also 

help the companies with potential strategic advantages. This is the case here too in our 

view as we have seen consistently throughout this analysis. We have seen the case 

companies discuss the matter of legitimacy to different extents; each of the companies 

saw value in gaining legitimacy from stakeholders, whether or not there was direct 

pressure. Implementing ISO 14001, was to us quite evidently, something that the 

companies did as a reaction to increasing environmental requirements from stakeholders 

(whether it be mostly internal or external), as well as the legitimacy sought and 

subsequent benefits. The true motives behind implementing ISO 14001 and adopting 

certain environmental standards were not purely environmentally motivated, but as we 

expected and have shown throughout the thesis there are many different layers to CSR 

related activity, such as implementing an environmental certification in the form of ISO 

14001. It is not as simple as to say that a company wants to be more environmentally 

friendly for the sake of environmental friendliness, but as we have shown both in theory 

and in the interviews of the case companies it is fairly complex. The companies want to 

establish good relationships with stakeholders, gain legitimacy through their 

relationships with stakeholders and projecting a good, stable and caring image of 

themselves as organizations - and also benefit from doing so, which again relates back 

to the strategic advantages coming from this as mentioned by Babiak and Trendafilova 

(2009, p.17). As shown in the interviews, as well as in the theoretical discussions, 
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companies can also be harmed by being passive or non-reactive in their development. 

By not paying attention to required standards and opinions of stakeholders an 

organization can lose its legitimacy from its stakeholders, and as such lose its ability to 

operate which is entirely in line with the common views of legitimacy by Guthrie & 

Parker (1989, p. 344), Tilling (2004a), Moir (2001), Deegan et al. (2002, pp. 316-317) 

and others previously discussed. The stakeholder and legitimacy theories, are indeed 

much in line with what we have found regarding the companies motives behind seeking 

environmental certification, and sheds a strong light on their reasoning. All of the 

companies consider their stakeholders and the relationships, and from good 

relationships come legitimacy, or from complying with wishes and opinions of 

stakeholders, and this is something the companies have shown clearly that they 

consider. As the stakeholder theory argues, it is not feasible for a firm to only care about 

its direct shareholders, but it is required for a company to care about all of its 

stakeholders to ensure its continued success Grafström et al. (2008, pp. 65-88), and the 

extended care or consideration for external as well as internal stakeholders have been 

brought up by each of the interviewees.  

 

Furthermore, connecting the above analysis with both the stakeholder model by 

Donaldson & Preston (1995), as well as Freeman's (2002) stakeholder model presented 

in the theoretical chapter, there are many clear similarities. These models quite simply 

suggest that certain stakeholders are very important to an organization and are linked 

together in crucial ways, and this is what has been emphasized here as well. As 

explained by Fontaine et. al (2006) an organization in accordance with the stakeholder 

theory should make it its primary goals to manage its relevant stakeholders' interests, 

opinions and needs. Having analyzed all of these companies in relation to ISO 14001 

we believe that their actions was much in accordance with the stakeholder theory in the 

sense that they cared about their relevant stakeholders. 

 

6.2 OUTCOMES OF ISO 14001 CERTIFICATION 
As shown in the table by Alberti et al. (2000), the noneconomic benefits gained from 

ISO 14001-certification is depicted, and most of the noneconomic benefits discussed are 

very much in line with our empirical findings. For example, Gilenstam at SCA Obbola 

explained that the certification would result in benefits in the form of improved public 

image (perception and reputation), and this goes line with the noneconomic benefit of 

"company image", as well as product image towards customers. This also holds true for 

all of the other companies who also made it clear in the interviews that they value the 

credibility and reputation associated with ISO 14001. Furthermore, in each of the 

interviews it was established that there would be an increased level of focus toward 

environmental issues, which connects with the pro-active attitude to environmental 

questions presented in the table. The same is true for the risk reduction mentioned, as it 

is argued that the ISO 14001 certification helps them with the structure of their 

operations, and this combined with the recurring revision will have such positive 

effects. It is mentioned that the recurring revisions makes them want to be at a high 

environmental level, which in turn has effects in terms of risk reduction, as well as the 

reduction of potential contamination; by following a high environmental standards 

which is then maintained and strengthened by the ISO 14001-certification will help the 

company establish a certain environmental strictness and seriousness. While the severity 

of the effects of ISO 14001 vary a bit in the companies interviewed, the general 

consensus is still that the structure is beneficial for the companies in such terms. It is, 

however, mentioned by SCA Obbola and Company X, that it is not the certification in 



86 

 

itself that is of importance, but rather the work surrounding it and the environmental 

work it promotes. Additionally, the relationship with authorities is also mentioned as a 

benefit specifically by Wolf-Watz at Norrmejerier, and again, while the certification in 

itself does not prevent unlawful activity or going against regulations, it is still a helpful 

tool in preventing activity that would. As for market opportunities defined as a benefit 

of ISO 14001-certificatioon, this was discussed to a large extent in the interviews and 

specifically addressed; as previously mentioned, the opinions of the companies different 

a bit here when it comes to assessing the true importance of ISO 14001 when it comes 

to market opportunities. Some of the companies feel it is vital from this viewpoint, 

Norrmejerier and Norra Skogsägarna, while the others still see the benefits but would 

not go so far as to say that it is of crucial importance when it comes to potential market 

opportunities for their companies.  

 

In other words, many of the noneconomic benefits mentioned in the table by Alberti et 

al. (2000) in relation with ISO 14001-certification is clearly shown in the companies, 

but the strongest and benefits most commonly agreed upon are the company image and 

public reputation, as well as the increased environmental focus (pro-active attitude to 

the environmental question) and the subsequent structure that ISO 14001 provides. 

 

6.2.1 FINANCIAL AND ENVIRONMENTAL PERFORMANCE 
An addition to the sub-purpose of this study is to investigate if companies in Umeå have 

experienced any efficiency improvements in connection with the implementation of ISO 

14001, both financially and environmentally. In this part of the analysis the focus will 

be on investigating if a well adopted and implemented ISO 14001-certified EMS has 

helped the companies in our study to be more efficient, financially and environmentally. 

We will compare the answers and results from the companies with scholars and prior 

studies presented in chapter 3.4.    

 

Alberti et al. (2000) pointed out thirteen different quantifiable economic benefits 

companies could gain by adopting a well-functioned ISO 14001 certification system. 

Alberti et al. (2000) pointed at; raw material savings, energy savings, reduction of waste 

treatment cost and increase in resource usage efficiency among other (full list in table 3, 

chapter 3.4.3). In our empirical data, Norrmejerier, Norra Skogsägarna, SCA Obbola 

and Umeå Energi stated that they had since the implementation have been recorded 

savings in these areas. However, as the companies state, they cannot draw a direct link 

to the ISO 14001 certification. Yet Norrmejerier, Norra Skogsägarna and SCA Obbola 

have or are in the process to certify themselves according to other ISO standards, such 

as ISO 50001 which is a system directly targeted towards energy efficiency. Therefore it 

is hard to conclude, or to find satisfying data, that ISO 14001 is the reason they have 

been able to decrease their energy consumption. A further look towards raw material 

usage and increase in resources efficiency, SCA Obbola pointed out its RMS 

(Resources Management System) as the reason they have been able to increase resource 

efficiency, not the ISO 14001, or any other certification. Umeå Energi, said that ISO 

14001 certification is the reason behind its new waste management system, the new 

system has helped them decrease costs dramatically. Wolf-Watz explained that 

Norrmejerier has gotten much better focus on waste which is costly; she also pointed at 

waste management of chemicals as something resulting from the ISO 14001 framework. 

What all of this points at is that there are financial and environmental benefits, even 

though these are hard to exactly assess in terms of exact figures and effects a lot of the 

time.  
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Furthermore, according to both Hillary (2004) and Alberti et al. (2000) there is 

substantial efficiency benefits companies can draw from being ISO 14001 certified.  In 

our empirical part, all companies have been able to show impressive results especially 

regarding energy efficiency, however as stated earlier, none of the companies could 

draw direct link to the ISO 14001 certification. However, all the case companies stated 

that the ISO 14001 framework helps them structure their environmental work. In the 

Poksinska et al. (2003, p. 595) study, 30 percent of the participating companies claimed 

they had no benefits regarding production efficiency, and instead pointed out 

environmental performance as one of the major benefits from ISO 14001. When 

comparing Poksinska's et al. (2003) findings in relation to the findings from our case 

companies, Poksinska's et al. (2003) results were somewhat confirmed, and the 

companies did not relate production efficiency with ISO 14001.   

 

Hillary (2004) stated an EMS would help organizations “Provide a strategic overview of 

environmental performance” and “review and improve procedures”. The PDCA model 

(figure 8), developed by International Standard Organization (2004) and presented by 

Feldman (2012) and Kitazawa & Serkis (2000), suggest an EMS certified according to 

ISO 14001 should result in continual environmental improvement. In the case of ISO 

14001,  all  the case companies identified increased environmental structure, improved 

routines and the ability to identify environmental problems as outcomes from ISO 

14001 certification.  The companies did not specifically point at the PDCA model as the 

reason behind their improved environmental framework, but as the PDCA model is the 

main framework behind  the ISO 14001 standard, we believe they refer to it as the ISO 

14001 framework, and therefore the case companies increased environmental 

performance is related to the use of the PDCA model.  

 

In the literature, Poksinska et al. (2003, p. 589) stated that the major problems with ISO 

14001 certification is the lack of transparency and public reporting. Hence, there might 

be doubts if the companies are actually becoming more environmentally friendly. 

However, when discussing certain drawbacks regarding ISO 14001 with our case 

companies, not one of the companies pointed out transparency and the lack of public 

reporting as a problem. Instead they pointed out costs as the only drawback from ISO 

14001. But then again, as Niklas Norén puts it, Norra Skogsägarna sees the cost of ISO 

14001 as an investment, and not a pure cost. We got the same picture from all of the 

participating companies, that the cost of ISO 14001 was not really a problem or 

anything that affected their decision to get certified. As seen in our empirical chapter 5, 

most of the companies in our study have been very open and communicative about their 

environmental performance. Therefore we do not believe questions about false results 

are a problem for the firms in Umeå. It should also be mentioned that Poksinska's et al. 

(2003) study was published in 2003, and the reality might have been different back 

then. Furthermore, Potoski & Prakash (2005) and Jiang & Bansal (2003) argued the cost 

of ISO certification could range from $24000 - $1000000 to implement an ISO 14001, 

and between $10000 - $20000 in maintains each year. The companies in our study did 

not provide us with any specific figure regarding this, however Norrmejerier, SCA 

Obbola and Umeå Energi  pointed out that there were cost connected with labor, 

resources and some minor replacements of relevant materials. Cost of labor and other 

resources was mainly connected with the third party auditing process; to exemplify, 

Gilenstam said that the auditing process was one month's worth of labor hours. 
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In contrast to our case companies, Boiral & Henri (2012) did not find any evidence the 

environmental performance increased with the adoption of an ISO 14001 certified EMS. 

However, in a Swedish context Poksiska et al. (2003) found that 72 percent of the firms 

in their study pointed out increased environmental performance from the 

implementation of an ISO 14001 certified EMS, which is more in line with the 

comments we received. 

 

In table 11, we have illustrated each company in a comparative table. The table 

illustrates what we have identified; the companies reasons for environmental 

certification, the outcomes of ISO 14001 certification and financial and environmental 

performance after the implementation of ISO 14001.  

 

Table 11: Comparative table 
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CHAPTER 7 - CONCLUSION 
This chapter concludes the thesis by answering our two research questions, and we will 

also make statements regarding suggestions for further research as well as determine 

our academic contribution. 

 

7.1 CONCLUSION 
To recap, the purpose of this thesis is to understand and determine why it is that 

companies seek environmental certification in the first place. The sub-purpose, which is 

inevitably intertwined with the main purpose, is to understand why the chosen 

production companies in Umeå have chosen to become ISO 14001-certified, giving us 

an opportunity to work with and gain a deeper understanding regarding the main 

purpose in the real world with a well-recognized environmental certification. We 

designed two questions that would help us reach a conclusion connected with the 

purpose, and these were quite logically: 

 

1. Why do companies seek environmental certification in the first place? 

 

2. Why did the chosen production companies in Umeå choose to certify themselves 

according to ISO 14001? Additionally, what have the results been like for the 

companies since the implementation of ISO 14001; have there been any noticeable 

changes in their performance in terms of cost effects and environmental effects? 

 

We also added an additional part to the second question which was to attempt to 

investigate the effectiveness of an ISO 14001-certified EMS, and to understand whether 

or not the certification itself was of much importance to the companies in that regard. 

We planned on investigating this in a secondary manner by simply asking the chosen 

interviewees about specific results after implementation, as well as by analyzing 

secondary data. 

 

What we have concluded after analyzing our theoretical material, the legitimacy theory 

and stakeholder theory, in combination with our empirical material, is that these 

theories are relevant and hold a lot of weight when it comes to companies' reasoning 

behind wanting to get an environmental certification. The companies we interviewed in 

Umeå were all directly affected by the concept of legitimacy when seeking certification, 

regardless of whether or not they were aware of the actual theoretical concept; the 

companies considered different social actors, components and other stakeholders as well 

as potential consequences of implementing ISO 14001 (or not implementing it). We 

have also made it extremely clear that the legitimacy theory is very heavily linked with 

the stakeholder theory, which holds that companies consider, or have to consider all 

relevant stakeholders to stay in business, and not only the opinions and views of actual 

shareholders for example. It became very evident in the interviews, and also when 

analyzing the material more closely that there were some easily identified stakeholders 

that the companies cared about. The companies specifically mentioned certain pressures 

from categories of people and institutions when it came to ISO 14001-certification, and 

these were for example customer pressure and internal pressure from owners and 

management for more environmental focus through ISO 14001. Additionally there were 

pressures from less straight-forward stakeholder perspectives, such as the general 

public, employees/potential employees, local communities and even the media and 
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government in different ways. The opinions of all of these help contribute to the 

stakeholder perception within these organizations, and in the analysis we showed more 

specifically exactly how this is the case. The companies showed that they either had 

direct care for many stakeholders when deciding to implement environmental 

certification, or that they at least had consideration for the potential consequences of 

implementation in regard to relationships with stakeholders and the legitimacy from 

those stakeholders. Furthermore, while there was specific pressure for ISO 14001-

certification for some of the companies (Norrmejerier and Norra Skogsägarna), there 

was also a general pressure for environmental friendliness, and a certification such as 

ISO 14001 legitimizes an organization's operations in that sense. An environmental 

certification of such caliber is something a wide variety of people, organizations and 

institutions understand and recognize, thus meaning that environmental certification 

such as ISO 14001 can have legitimizing effects for an organization through 

consideration of the relationships with its relevant stakeholders. It should also, of 

course, not be forgotten that some of the companies played down certain stakeholders 

more than others, so everything cannot be applied on everybody; a certain number of 

stakeholders that are considered relevant in one company won't be exactly the same in 

another company, and this will often differ depending on the structure of the companies. 

However, again, there are many similarities and logically there are a lot of identical 

stakeholders for many of the companies in this study. 

 

Additionally, the companies we interviewed in Umeå all claimed that there were 

environmental as well as financial motives behind their decision to become ISO 14001-

certified. These are connected to the previously mentioned theories as well, as while 

doing good for the environment does unavoidably increase an organization's level of 

legitimacy in the public eye. As for the financial motives, this was never something that 

was considered in monetary terms, as we have seen in all of the interviews it was 

difficult for all of the involved companies to say exactly how financially beneficial the 

implementation of ISO 14001 had been for them. They did, however, acknowledge that 

there were areas in which they had managed to cut costs and save money as a result of 

increased environmental performance, which they linked to ISO 14001. The companies 

involved in the study also maintained, overall, that the certification itself is not 

necessarily the most important factor for environmental performance, but rather the 

work that surrounds it; the structure and work the certification promotes. The empirical 

material (in the interviews as well as the secondary data) made it clear that it is difficult 

to identify noticeable changes as a direct result of ISO 14001, whether it be financial or 

environmental effects. However, the general consensus among the companies in this 

study is that the ISO 14001-certification definitely has contributed to helping them 

become more environmentally friendly, and has given them an increased environmental 

focus in the form of structure and framework.  

 

In conclusion, the empirical findings have strengthened our theoretical reasoning and 

has enabled us to draw conclusions regarding the first research question. The companies 

examined in Umeå decided to get an environmental certification in the form of ISO 

14001 due to matters regarding legitimacy and the relevant stakeholders, and also the 

somewhat obvious motives regarding increased environmental focus and even 

potentially financial performance in the form of cost and production efficiency (while 

admittedly the results of the latter was difficult to measure in practice, as mentioned) - 

even though the legitimacy and stakeholder theories cover these motives, which means 

that all of these components pushing environmental certification forward are connected 
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in one way or another. We applied our first research question in a practical context by 

interviewing these companies, which we think gave us a great understanding of how 

serious and accurate the discussed theories are in reality, and as established we found 

the theories to be applicable in practice. These are our conclusions within our scope 

described in the delimitations of course, which simply means that the results cannot be 

generalized to a great extent. 

 

7.2 CONTRIBUTION AND FURTHER RESEARCH 
In this thesis we set out to gain a deeper understanding regarding why companies 

choose to seek environmental certification, and specifically in a practical context why 5 

chosen companies in Umeå decided to certify their EMS according to the ISO 14001 

standard. The main reasons behind certification we have identified are based on 

legitimacy and the concept of stakeholders and the related theory. These concepts were 

discussed theoretically and then confirmed in our empirical research in many interesting 

ways, essentially confirming the theories (or parts of the theories). In terms of pure 

contribution, we have brought some further academic understanding about the reasons 

behind environmental certification for organizations, and additionally even more 

understanding in regard to companies in Umeå and such certification. This can be useful 

and interesting for scholars, academics, researchers as well as any person that has an 

interested in this particular topic for whatever reason (environmental reasons, interest in 

the mentioned theories or simply environmental certification). Furthermore, the study 

also identifies and clarifies certain pressures related to the companies, and shows how 

these are intertwined with the aforementioned theories.  

 

This study contributes to the understanding of the strategic reality in relation to CSR for 

organizations in today's business world. We have shed more light on what it is 

companies consider, and ideally should consider, when taking CSR related action or 

making a decision that affects stakeholders. In addition, we have brought a deeper 

understanding to what the strategic benefits could be of acting optimally in regard to a 

company's stakeholders and attempting to gain legitimacy from said stakeholders. The 

importance of stakeholder analysis, understanding and building strong relationships 

with these, and how they have become increasingly important in today's world is 

something we have emphasized, discussed, and also shown in a practical context.  

 

While we showed in the study how the stakeholder and legitimacy theories hold value 

in the real world, this is something that could definitely be improved upon by many 

companies. We have shown how the concepts of stakeholders and legitimacy together 

are very relevant, and also developed the knowledge on how these are especially 

important in the modern world in relation to modern CSR. Connecting this with the 

environmental certification, we have contributed in ways by showing that CSR related 

activity such as this is developing and how the mindset has evolved regarding the 

importance of stakeholders in companies. In addition to this we have also contributed to 

the understanding about the actual strategic advantages of showing that you act 

responsibly as a company, and more specifically regarding the implementation of an 

environmental certification. We have discussed the many non-tangible, tangible, direct 

and indirect effects of such a decision, and connected this back with the stakeholder and 

legitimacy-foundation of the study. Throughout this thesis we have established links 

between the theoretical reasoning in regard to stakeholders, legitimacy, CSR and 

environmental certification in the form of ISO 14001. We have contributed more 

theoretical knowledge regarding this type of strategic thinking, and what goes on in the 
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minds of organizations; we have exemplified outcomes of caring about stakeholders and 

acting accordingly as an organization in relation to CSR and environmental 

certification, as well as what the opposite might be by neglecting the importance of 

stakeholders and legitimacy.  

 

As for explicit practical recommendations as a result of this study, there are certain 

matters we would like to address. Through this research we have gotten an in-depth 

understanding of why companies seek environmental certification and the practices of 

an ISO 14001 certified EMS, and more specifically regarding the chosen companies in 

the Umeå region. While we have looked at companies in the Umeå region, the practical 

recommendations can be considered in a wider context as we believe these concepts are 

not uniquely applicable to these companies, but the findings are rather useful and can be 

of consideration for any organization. We believe our research project provide 

organizations and managers with an understanding regarding the importance of 

stakeholders, and how important it to analyze the opinions and requirements of 

stakeholders and subsequently what the consequences of certain action could be in 

relation to them. If companies fail to listen to its stakeholders, or fail to adapt or act in 

an acceptable way in the eyes of their stakeholders, they risk losing legitimacy as a 

result of this, which could very well have harmful effects on the company as we have 

discussed. This thesis helps companies, managers, or any person in a similar 

environment to get a better theoretical understanding, as well as practical understanding 

through the analysis of the case companies, regarding the role of any company’s 

stakeholders in regard to the operations of a company; and especially in terms of 

environmental CSR activity. Additionally, we have shown specific examples of how the 

role of the stakeholders can affect the company’s legitimacy regarding environmental 

issues, and this shows that it is hugely important for companies to think in these terms 

regarding their stakeholders. 

 

All in all, the practical recommendations for organizations are to strongly consider and 

analyze the relevant stakeholders. Identify them, analyze their needs and wants, 

establish and maintain relationships with them, make sure you act in a way which 

pleases the stakeholders in order to achieve certain required legitimacy which is vital for 

the success of the organization. It shows it is important for organizations to not become 

passive; it is important to constantly be reactive and aware of the thoughts of 

stakeholders and the changing standards and expectations, and consider the 

organization's legitimacy in such terms in order to understand the actual strength of the 

company. 

 

Furthermore, there are some practical recommendations relating to the implementation 

of an environmental certification such as ISO 14001. This thesis helps managers 

understand the benefits of a well-structured environmental management system, and the 

effects it can have on the company's operative and financial operations, as well as 

relationships with stakeholders and related legitimacy. Implementing ISO 14001 is an 

effective, and also quite obvious way for companies to show their environmental 

awareness and thus establish good relationships with many stakeholders simply by 

showing that they are taking positive CSR action in some way. As we have shown 

throughout this thesis there are many benefits that come along with the successful and 

honest implementation of an environmental certification, which is why this is something 

that can be used as an easy environmental CSR tool to achieve many benefits, both in 

terms of relationship with stakeholders and legitimacy, and also subsequent strategic 
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benefits. While we may not recommend ISO 14001 specifically, we still recommend 

positive environmental CSR activity in relation with all of the aforementioned, as that 

could only have beneficial effects for an organization. 

 

As stated in delimitations, we decided to focus on companies in Umeå in order to 

understand why companies seek environmental certification, and specifically ISO 

14001. In order to get a broader and fuller picture as well as understanding, future 

researchers could try to identify reasons behind environmental certification for 

organizations on a bigger population. More research could be done on a larger number 

of companies in for example all of Sweden, or any other country, or even Europe. A 

study of such size would obviously give further credibility and accuracy to the final 

conclusions. Similar studies could be done but with a different approach, design and 

methodology. Furthermore, we have focused on examining the ISO 14001-certification, 

and thus neglected other environmental certifications such as EMAS. It could 

potentially be interesting to see if companies certified to EMAS experience the same 

pressures and reasons to be EMAS certified and there implications of such.  In this 

thesis due to limitation in time not been able to interview more than five companies, 

hence not being able to get the full picture of Umeå. Additionally, other theories could 

be examined in the same context, and not just the ones we felt were the most relevant.  

 

A study specifically focusing on performance and direct results of certified 

environmental management systems and non-certified environmental management 

systems could also be of interest to accurately assess the effectiveness of certification on 

environmental management systems in terms of actual hard data. While we attempted to 

do this, it was never our main goal but rather a complementary purpose, and due to the 

inaccessibility of data and the difficulty (even for the chosen companies themselves) to 

make definite connections between certification and performance/results in such regard 

means there is room for further research. 
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APPENDIX 1 
Interview Guide 

As seen in the interview guide, we decided to focus on three main topics: 

Environmental certification, The practical reality of being certified and financial and 

environmental performance. As we stated in the practical method, the semi-structured 

interviewing gives us flexibility to adjust the interview in regard to the specific 

company and their answers.  

Introductory 

 Tell us about yourself, how old you are etc. Talk about your role within the 

company, how long you have been active in your role, and how long you have 

been active in the company? 

 Is your company ISO 14001 certified 

 Does your company have any other types of environmental certification? 

o If yes 

 What kind of certifications? 

o If no 

 Why not? 

 Did you company have an EMS (In-house/non-certified) prior to the ISO 14001 

certification? 

o If Yes: 

 Why did you choose to certify your EMS to the ISO 14001 

standard? 

o If No 

 Why did you not have an EMS prior to the ISO 14001? 

Environmental certification and specific reasons behind ISO 14001-certification 

 Why did your company seek ISO 14001 certification in the first place? 

o If the reason was market pressure 
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 What kind of market pressures?  

o If the reason was economic benefits? 

 What economic benefits did you seek with the ISO 14001 

certification? 

o If the reason was environmental 

 What environmental benefits did you seek with the ISO 14001 

certification? 

o If the reason is external pressure 

 What kind of external pressure? 

o If the reason is a combination of the above? 

 Did the idea of legitimacy effect your decision to get ISO 14001 certification?  

 Who and what did you consider when implementing ISO 14001? (Stakeholder 

theory) 

 

Practical reality of being certified and the general importance of ISO 14001-

certification 

 Did you company have an EMS (In-house/non-certified) prior to the ISO 14001 

certification? 

o If Yes: 

 Why did you choose to certify your EMS to the ISO 14001 

standard? 

o If No 

 Why did you not have an EMS prior to the ISO 14001? 

Financial and environmental performance/results related to the implementation of 

ISO 14001 

 Have you experienced any cost efficiency effects from the implementation of 

ISO 14001? 

 Have you experienced any production efficiency effects from the 

implementation of ISO 14001?  

 Have you experienced any cost efficiency effects from the implementation of 

ISO 14001?  

General Thoughts 

 Do you have any additional thoughts or opinions about ISO 14001 certification?  

 

 

 


