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Abstract 
 
This thesis is mainly directed towards readers with a basic background in Environmental or Quality 
Management Systems.  
 
More increasingly organisations and companies decide to work with Environmental Management 
Systems (EMS) and the ISO standard has ever been increasing in popularity. The advantages of the 
ISO standard are the flexibility it offers, the adaptability to a variety of organisations and processes. 
Most literature on EMS focuses on communication but very few address the issues regarding 
implementation and translation of the EMS into something functional for the core activities of an 
organisation. 
 
In this qualitative study the author focuses on studying the differences between organisational levels 
regarding working with and implementing EMS at their various levels. The theoretical frame for the 
study is that of new-institutionalism. Within this frame is gathered empirical data from interviews 
with representatives of eight larger companies or organisations, all with multiple organisational 
levels. Combined these interviews form a solid foundation for the study if intra- and inter-
organisational EMS-implementations. 
 
The conclusion of this research indicates the participating companies translated and implemented 
the EMS by standardising already existing routines and methods into complementing the EMS. A 
side-effect of this study which lies outside the actual aim of this thesis is that companies which have 
built up their EMS starting at ground-level have a better implementation and communication of 
such EMS. 
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Acronyms and abbreviations  
 
EMAS  Eco Management and Audit Scheme 
EMS  Environmental Management System 
Meta-EMS For the purpose of this study: The EMS at the highest organizational level. 
ISO  International Organization for Standardization, creates international standards  
  for businesses, organisations and governments.  
ISO 9001 ISO standard for Quality Management System 
ISO 14001 ISO standard for EMS 
ISO 14004 ISO standard for guidance on the development and implementation of environmental 
  management systems and principles 
PDCA-cycle Plan Do Check Act: method used by the ISO standard in order to work and evolve     
  the organisations work with the standard, found in older EMS-literatue 
PDSA-cycle Plan Do Survey Act: updated method used by the ISO standard in order to work and 
  guarantee continueous updates on the EMS. 
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1. Introduction 
Environmental Management Systems (EMS) come in many forms and formats, of which the 
standardised and certifiable formats are the most known and of which the ISO 14001-series 
standards (Almgren & Brorson 2003) and EMAS, which is an ISO 14001 based governmental 
regulation (Weiß & Bentlage 2003), are amongst the most widely spread methods of working with 
EMS. The popularity of those systems can be linked to the possibilities these standards offer on an 
international market, where a similar system can be applied on organisations all over the world. 
Standardisation of EMS does not mean uniformity and even though the ISO 14001- and EMAS-
systems provide an international framework, the template of the EMS-system can be interpreted 
freely in order to adapt to the organisations or companies needs (Ammenberg, Wik & Hjelm 2001).  

EMS and ISO in particular work according to a PDCA-cycle, which in later literature is referred to 
as PDSA; this model ensures a continuous update of the EMS (Almgren & Brorson 2003) and 
consists out of a phase where an action is planned followed by an implementation and in order to 
ensure the system is updated the action is surveyed and adjustments are made accordingly (Almgren 
& Brorson 2003, Morris 2004, Iraldo et al 2009, Brorson & Larson 1999). 

Regardless a certifiable format or not, all EMS share similarities in implementations and the 
majority of EMS demands a focus on functioning inter- and intra-organisational communication in 
order for the EMS to get properly implemented throughout the organisation. This focus on 
communication is widely taken up in EMS literature, Almgren & Brorson (2007) mentions the 
importance of establishing routines for communication between different organisational levels but 
most of this communication, as described in literature, has a focus that goes from top to bottom 
(Morris 2004, Brorson & Larson 1999, Iraldo et al 2009), meaning that a good communication is 
vital but mainly comes down to a good system of delegating (Brorson & Larson 1999). The same 
literature has a focus on the managerial parts of the practical work with EMS, any communication 
from ground levels up to managerial levels are mentioned for their importance in following-up the 
implementation of the EMS (Brorson & Almgren 2007, Brorson & Almgren 2003) whilst the 
overall responsibility for the EMS is often delegated to one person, a team of relevant personnel is a 
useful tool in order to implement the EMS (Morris 2004, Cascio 1996). The ground levels are 
included in most literature and are considered a vital part, together with a drive from the senior 
management, regarding implementing EMS (Azapagic 2003).  

The focus of EMS- literature lies with management, but how much liberties do the lowest 
organisational levels have when interpreting an EMS, how do those levels of the organisation 
translate this meta-EMS, a management system formed and developed at the highest organisational 
level, into something functioning for their unit/level, is not something addressed by EMS-literature. 
According to ISO14004 (1996) the evaluation of environmental impact aspects depends how 
environmental concerns are assessed, focus for these assessments are based upon scale, duration of 
impact, severity and probability, but as Pöder (2006) mentions there is no specification for how 
these assessments should be interpreted. This assessment results in what throughout this study will 
be referred to as a meta-EMS. The word meta-EMS was formed based upon the how lower 
organisational levels perceive the EMS to be something present in everyday dealings. The EMS is 
present in the form of routines and guidelines but the actual EMS, the actual management system as 
devised at higher levels is present at a meta-level, since most of the lower organisational levels do 
not actively work with the actual EMS, only the guidelines and routines set up by it. 

Spanning the communication gap between management and local organisational levels combined 
with how EMS-implementations occur within an organisation are at the core of this study. In order 
to analyse these conditions regarding EMS-communication down to the lowest level a form of 
translation occurs where the directive created at management-level is applied and transformed into 
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functions and routines at a local level. This translation is, on a theoretical level, part of the 
principles of institutionalism as described by Brunsson and Jacobsson (2000) and focuses on the 
dichotomy between a standard, EMS in this case, which is general and abstract and processes which 
are specified. The focus lies with practising the standard or standardising the practise. 
On a higher theoretical level, driving forces behind the formation and implementations of these 
management systems can be linked to institutionalism, where the need for change and adaptation 
are, according to Di Maggio & Powell (1991) a necessary result of an organisations adaptation 
towards internal and external needs and demands and where, with regards to new-institutionalism, 
focus for restrictions in handling is directed towards institutional factors (Johansson 2002). One 
way this theory addresses the handling of these factors, according to Meyers & Rowans (1977), is 
by having the committed participants engage in informal coordination, which makes certain the 
cogs and spindles of the organisation stay oiled and functioning at the same time avoid public 
embarrassments. The same authors also state how these institutional rules which emerge in the 
surroundings of the organisation can be incompatible with the technical demands put up in order to 
perform tasks within the organisation as effective as possible (Meyers & Rowans 1977).  

None of the standardised literature regarding EMS, nor the standards themselves, take up how many 
degrees of freedom these organisational ground-levels have regarding interpreting the meta-EMS. 
This in combination with the possibilities new-institutionalism offers regarding this issue, form the 
foundation of this study where the focal-point is put at analysing how the meta-EMS gets translated 
down to a local level. 

1.1 Aim of the study 
The handbooks and articles regarding Environmental Management Systems (EMS) and their 
implementations which the author of this article reviewed do not contain information or guidelines 
as to how EMS should get translated down to the ground-levels of an organisation. This study aims 
at analysing this and communications regarding translations of EMS.  The focus lies with how EMS 
is translated from the managerial levels down to the lowest organisational levels. 

1.1.1 Focal questions 
The following four questions are the focal-point of this analysis: 

• How does the meta-EMS get applied down to a local level? 

• How do EMS-coordinators translate the meta-EMS into something functional for their unit? 

• How much do the local EMS-implementations differ from the meta-EMS? 

• EMS-literature focuses on communication, can the translation down to a local level be seen 
as part of this communication or is this something to be considered being of a different 
nature? 

1.1.2 Delimitation 
The choice of persons to interview was based upon the following criteria: All interviewed subjects 
worked with EMS, no limitations to a specific organisational level were made since the aim is to 
study communication and translation within an organisation. In order to achieve a thorough 
analysis, larger companies with clear levels of organisations were selected in both Sweden and 
abroad, which has the side-effect of most organisations involved already working according to a 
standardised and often certified EMS. The minimum requirement was at least 200 employees within 
the concern/company. The aim was to get several interviews at three different levels within the 
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same organisation, which occurred in one case where the international environmental manager, a 
mid-level environmental coordinator and a person at the lowest organisational level contributed 
with an interview. No distinction regarding sector was made for the purpose of this study. 

The author of this analysis has prior knowledge about the subject of EMS, which makes this study a 
deductive one; this can be seen during the analysis and reflections regarding this thesis. The results 
of this study are of a posteriori nature due to the combination of the authors prior knowledge 
combined with empirical gathered and analysed material.  
 

1.2 Structure of the thesis 
A brief explanation of the chapters follows in order to guide the reader and aid into understanding 
the author’s intent: 

Scientific relevance: All theories regarding the analysis are presented here. 

Methodology: The methods used for this qualitative study are described. This includes the basis for 
the interviews, ethical guidelines and method of performing the actual interviews. 

Analysis: Here first the general results are presented followed by the selected quotes from the 
interviewed, under analysis of the interviews. These quotes are grouped according to which 
category they belong to and are sub-grouped under each category with regards to the interviewed 
person's organisational level; i.e. structure of the meta-EMS is divided in three organisational levels. 
This got done in order to compare the same level within different organisations and simultaneously 
compare different levels within the same organisation. 

Discussion and Evaluation: The results are discussed and put into context by the author, the 
methods and theories used are also evaluated in accordance to their purpose in the study. 

Summarised Conclusion: A recapitulation of the results linked to the aim of the study and the 
discussion is presented here. 

Addendum 1: Brief overview of the interview questions in Swedish.  

Addendum 2: Schematic overview of where the interviews were used for the analysis and at what 
organisational level.  
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2.Scientific relevance 
There are no studies found by the author that specifically take up how EMS gets translated within a 
larger organisation, there are however studies regarding translating policies and there are numerous 
studies that study the communication within practical environmentalism. These are the foundations 
for this study and provide a framework to analyse the gathered empirical data. 

2.1.Theories 

2.1.1 Hermeneutics 
The study will be deductive due to the following fact: the researcher already has an extended 
knowledge about EMS and ISO in particular and this base of knowledge makes an inductive study 
to be an impossibility. Hermeneutics is a wide concept and to specify it to a usable form, this 
analysis will use a form of Gadamer's hermeneutics where conversation is at the core. 
 

A conversation involves an exchange between conversational partners that seeks agreement about some matter 
at issue; consequently, such an exchange is never completely under the control of either conversational partner, 
but is rather determined by the matter at issue. (Malpas 2009) 

The choice of Gadamer's hermeneutics as an auxiliary tool for the analysis comes down to the 
notion of the interpreter’s subjectivity and can be directly linked to the prior knowledge the author 
of this thesis has regarding EMS.  
 

He who interprets is not without prejudice; he already belongs to a tradition and carries a horizon. (Author’s 
translation, Nordin 1995) 

 
At the same time, there is a paradoxical factor involved in Gadamer's theory, where the philosopher 
states in Wahrheit und Methode (Figal 1999), how the interpreter's background will always shine 
through in the results yet at the same time in order to interpret; the seeker of knowledge has to be 
willing to enter a dialogue of equal-terms. This is not directly used for the analysis of the gathered 
data, but it is the main guideline used during the gathering and analysis of the collected empirical 
material, since the author has previous knowledge about the field of EMS. Summarised, Gadamer's 
theory tends to have a clear discourse-nature and therefore should suit the aim of this study well, 
since the aim is to study how individuals perceive their work with EMS to be. 

2.1.2 New Institutionalism 
Institutionalism is a school within the field of Organisation Analysis, part of sociology, and of 
which new institutionalism or neo-institutionalism, as it is also called sometimes, came into 
existence during the 1970's. These theories, Population Ecology and New Institutionalism, arose out 
of a critical reaction directed towards Contingency Theory (Johansson 2002 & EB 2010) where 
organisations are foundationally considered to be rational goal-oriented, active and adaptable social 
structures (Johansson 2002 & Binder 2007). In contrast to this, new-institutionalism tends to "focus 
on a broad but finite slice of institutional cornucopia: organizational structures and processes that 
are industry-wide, national or international scope" (DiMaggio & Powell 1991). At the core of neo-
institutionalism lies what is referred to as the institution (Scott 1995) and "consist of cognitive, 
normative and regulative structures and activities that provide stability and meaning to social 
behaviour" (Scott 1995, DiMaggio & Powell 1991). These three elements, the cognitive, normative 
and regulatory, Scott (1995) considers the base of an institution, which means according to 
Johansson (2002) the structures and activities related to stabilising the social behaviour can be 
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linked to one of those three factors. There are several sub-theories within the school of new-
institutionalism but all have a different one of those three elements at their centre (Johansson 2002). 
Neo-institutionalism perceives institutionalisation to decrease diversity, due to the focus on inter-
organisational phenomenon where entire sectors or fields start to apply the same standards in their 
structure, instead cognitive factors and elements are what determines the evolution of an 
organisation. These cognitive factors can be more or less aware, but are taken for granted and form 
the foundations for institutions. Examples of these are rules, regulations, classification schemes, 
etc.(Johansson 2002, DiMaggio & Powell 1991) DiMaggio & Powell (1991) also introduces the 
concept of an abstract macro-level, which manifests itself as a series of elementary rules that are 
taken for granted. This is directly linked to the introduced concept of the meta-EMS, which can be 
seen to be existing on an abstract macro-level as defined by DiMaggio & Powell (1991). The three 
organisational levels used for this thesis are visible in and discussed in a multitude of organisational 
theories and can be found in i.e. Johansson (2002) and DiMaggio & Powell (1991) In order to work 
with these terms practically they organisational concepts got reduced to management-level, mid-
level management and ground-level. 
 
No distinct sub-theory within neo-institutionalism got used during the analysis, but limitations got 
made excluding more specialised non-Swedish sub-theories since Swedish new-institutionalism has 
a key-concept, called translation, översättning, which cannot be found in the American version of 
this theory (Johansson 2002) and translation lies at the core of this analysis. Translation for the 
purpose of this study deals with how the EMS is applied and interpreted: The idea of Brunson and 
Jacobsson´s (2000) "practising the standard or standardising the practise". This theoretical branch 
within neo-institutionalism focuses mainly on the works by Brunson and since the essence of 
translation needed for the analysis of this thesis lies with "practising the standard or standardising 
the practise" (Brunson and Jacobsson 2000), or in practical terms for the sake of the analysis: were 
the pre-existing routines adapted into the EMS or was the EMS applied and new routines got made 
accordingly. 
In order to keep the synoptic analysis of the gathered empirical material transparent., no other 
theories taken up by the same author regarding translation was used. 
 
No further restrictions got made and the theories used are meant to represent a variety within neo- 
institutionalism from older theories likes Meyers & Rowans (1977) which is takes up 
interorganisational conditions that vanish later on within this school (Johansson 2002) to Zuckers 
theory (1991) which states the analysis at micro level is undeveloped. 
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3.Methodology 
The main method used, was a qualitative study where the gathering of empirical data was done by 
usage of semi-structured qualitative interviews according to Bryman's (2006) methods. The tone of 
this study was performed with a naturalistic tradition in mind. Naturalism in this context, as defined 
by Gubrium & Holstein (1997) is one of  four traditions within qualitative studies and focuses on 
the aim to understand social reality ”as it is”, by using the terminology of the studied groups, a 
principle also recommended by Kvale (1996) and Bryman (2006). 

The analysis mainly focuses on the companies that contributed with interviews at different levels, 
complementing quotes and references from the companies whom participated with only a single 
interview are added where the author deemed they had a contributing nature to analysis. 

3.1 Main Principles 
Bryman (2006) defines six points to consider when performing a qualitative study. These steps will 
be applied throughout the writing and analysis of this study. 

For the purpose of this analysis Bryman´s (2006) steps are transformed and applied in the following 
matter: 

1) Definition of the main and auxiliary hypothesis and how to apply these on the interview. 
Bryman (2006) deems it essential to consider all factors involved. The author of this thesis 
partially agrees, but leaves room open for unforeseen factors at this stage. 

2) Choice of delimitation for the study: study objects and places, which get defined by the aim 
of the study. The boundaries for this study were set in a manner that included larger 
international and national organisations where local EMS-coordinators and meta-level 
managers were incorporated. 

3) Gathering of data: For this particular study, the interviews got performed personally, 
although in some occasions interviews by telephone and email occurred. These will be noted 
down clearly in the result-section of this study and throughout the analysis. 

4) Interpretation of the gathered data: The interviews are performed in Swedish and therefore 
demand an interpretation regarding the translation into English. The choice of method, 
which leaves the researcher extra space to explore the interviewed subjects motives, makes 
an interpretation of content essential. At this phase the principles of naturalism (Gubrium & 
Holstein 1997) will be applied. 

5) How does the gathered data relate to the theoretical angle as described under the aim of the 
study. Bryman (2006) considers this step an opportunity to reconsider the questions asked 
during the interview and to, if necessary, adjust the original questions. 

6) Note down the result and conclusions drawn from the result. 

In order to analyse the translation of the meta-EMS down to the lowest organisational levels, the 
interviewed subjects consist of people with different positions with an organisation; from 
management level down to ground-level. The reason behind this is to clarify how different levels 
within an organisation perceive and work with the same EMS. 

Complementary to the personal interviews, some candidates chose to have an interview by 
telephone or to answer the interview questions by email. The data gathered by these means is 
considered of an auxiliary nature, they will be used in order to strengthen or weaken dispositions 
made in the personal interviews. Some of these alternative interviews contained information of such 
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a relevance to the study the author decided to include them in the study. 

3.2 Interview guidelines 
For the purpose of the interviews no interview-guide in it's traditional sense was made, instead the 
principles of Lofland & Lofland (1995) regarding preparations for a qualitative interview were 
observed, this was mainly applied during the phase where the main questions were formed. Lofland 
& Lofland (1995) put emphasis on the nature of what is unclear and puzzling and how to study this..  

In order to perform this study the following categories for questions were made, these categories 
also form the backbone and structure for the analysis and are based upon the principle of categorical 
indexing by Mason (1996). 

Background information where questions about the interviewed and the participating organisation 
are posed. Which level of the organisation does the interviewed work at and is EMS-related work 
the only task the interviewed has? What is the magnitude of the participating organisation?  

Structure of the meta-EMS where the basic layout for the EMS is explained. EMS literature is 
quite clear on the different ways EMS can be implemented depending on the organisational 
structure (Almgren & Brorson 2003, Cascio 1996) and in order to analyse how the organisations 
work practically with their EMS a basic layout of the structure was deemed necessary. 

Practical application of the meta-EMS is the part where the aim is to get insight into how the 
organisation and the level on which the interviewed operates, implements and applies the EMS. 

Translation of the meta-EMS where a more in-depth line of questions regarding how the 
interviewed works with, interprets and translates the EMS. 

Discrepancies between meta-EMS and local EMS is where the aim is to get insight into 
differences between different organisational levels and how they work with the organisations EMS. 
Are there differences, which systems are there to follow-up and revise, etc. 

In order to get an overview within these categories a simple questionnaire was made, which can be 
found as addendum I, and was used as a template for the interview. The nature of the interview took 
the form of a calm dialogue where the questions were posed in order to get the dialogue starting and 
where follow-up questions were asked in order to steer the dialogue into the direction of one of the 
categories. The underlying thought was to receive an insight into how the interviewed perceives and 
works with EMS at their respective organisational level and in order to achieve this, the principles 
of Kvale (1996) regarding objectivity, structure and clarity were applied.   

Preparation for each interview consisted out of a brief analysis of the organisation and the 
organisational environmental policy, this also included a check-up on any certificates the 
organisation holds. The majority of this information was found at the organisations homepage and 
in case needed the questionnaire was slightly adapted in order to meet the organisations specific 
needs. 

This analysis is based on the following empirical material: 14 hours of interviews within 8 
organisations and at different organisational levels of which two hours are extended phone 
interviews with two companies outside of, and one, within Sweden. This resulted in roughly 112 
pages of transcribed material to analyse, excluding two questionnaires answered by email. 

3.3 Studied organisations 
A description to the nature of the companies/organisations is summarised. The nature of the 
organisation, number of employees and geographical local are mentioned. Any references to 
interviewed persons or company names are excluded. Two participating organisations chose to 
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remain anonymous due to the fact their respective internal policies state all communications are 
done through the media communications office. In order to respect their wishes and to create 
uniformity throughout this thesis, all participating organisations and companies will be treated with 
the same level of anonymity. Most information as presented underneath is found at respective 
websites and was provided by the companies themselves. 

All participants will receive a copy of this thesis and have received the authors contact information 
in case they wish to add complementary comments to their interviews and in return the author was 
welcome to contact the interviewed at any given time in order to complement the interviews. 

Addendum II gives a schematic overview of the interviews at each organisation and what they 
contributed with for the analysis. The schematic overview is meant to lead the reader into finding 
quotes made by specific organisations. 

Company A is a regional company in Östergötland County which aims to create an efficient 
community which is sustainable in the long term. The company has about 280,000 private and 
corporate clients and specialises in services – electricity, water, district heating, district cooling, 
waste management, broadband and biogas. The company currently employs 984 persons in the 
main concern. This company is ISO 9000 and 14000-certified and has worked with EMS since the 
late 90's. 
Company B is a global company with national and regional branches and is considered a global 
leader within escalator and elevator solutions. The company employed during 2009 34,000 
employees and had nett sales of approximately 4,7 billion EUR. This company is ISO 9000 certified 
for more than five years and the entire concern received the ISO 14000 certificate during late 2009, 
however local divisions have received their certificate earlier.. 
Company C is part of a nationwide federation with 720 supermarkets all over Sweden. During 
2008 the company has a turnover worth 31 million SEK (3.17 million EUR) and employed 7300 
persons. This company works according to a customised EMS and has takes EMS into 
consideration since the creation of the organisation and the focus lies more with sustainability than 
just environment. 

Company D is a local plant in Östergötland County within the paper industry. 2007 the company 
had 625 employees and had a turnover worth 2 billion SEK (204 million EUR). This company is 
ISO 9000 and 14000-certified for more than five years. 

Company E is a USA-based company within the agricultural sector and has local offices all over 
the world. Currently the company has 22,000 employees and a cash-flow for the fiscal year of 2009 
which was worth approximately $1.4 billion (1.03 billion EUR). This company participated with a 
lengthy phone interview with a mid-level environmental manager for one of the companies larger 
plants in Europe. This company has several plants that have both ISO 9000 and ISO 14000-
certifications, time-frame for certification differs between plants but in the case of the interviewed 
the timespan is more than five years of active EMS-related work. 

Company F  is a global company within the chemical sector and had annual sales of $45 billion 
and employed approximately 52,000 people worldwide. The company's more than 5,000 products 
are manufactured at 214 sites in 37 countries across the globe. Local sites are certified according to 
the ISO 9000 and 14000-standards and most have been certified for a period longer than three 
years. 

Company G is a global company with head office in the USA. This company is the market leader 
within elevator and escalator instalment and maintenance and has approximately 61,000 employees, 
with 53,000 outside the United States. The revenue for 2008 was US $12.9 billion (10.5 billion 
EUR) of which 80 percent was generated outside the United States. This organisation is ISO 9000 
and ISO 14000-certified for more than five years. 
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Company H consists of 151 hotels in Scandinavia and northern Europe. This conglomerate 
employs 6,600 persons and had a profit of 111.1 million EUR for the fiscal year of 2009.This 
organisation has a customised EMS based upon the natural step, a NGO-based EMS and has 
worked with sustainability since 1993. 

All persons interviewed worked at least partially with EMS-related questions or the organisations 
environmental performance. 

3.4 Performing the analysis 
To perform the analysis, all quotes were first organised and put into their respective categories as to 
create an overview. This categorisation is based upon the author's background and pre-existing 
knowledge, and even though this study is a hermeneutic one, there are traces of phenomenology to 
be found throughout the application of the analysis. Phenomenology as described by Bruyn (1966) 
where modes of appearing and apprehending the essential relationships between essences (in this 
case organisational levels and their EMS implementations) are used as a guide for categorising the 
quotes. Where needed the quotes are clarified by a comment of the author. The interviews are 
classified according to the principles described under 3.2 Interview guidelines. This classification is 
based upon inductive principles and guided by the categories set up by the interview guidelines. The 
quotes were when deemed necessary linked to the theories of translation, defined by Brunson & 
Jacobsson (2000) and neo-institutionalism according to Johansson (2002) DiMaggio & Powell 
(1991). In some occasions the quotes were clarified by linking them to EMS-literature. 

3.5 Validity and reliability 
The results of this study are obtained by the means of qualitative methods. These methods allow for   
the researcher to get a more in-depth overview regarding the studied matter; however these studies 
demand more transparency regarding method and analysis and a qualitative study gives often a 
description of the current situation. With these factors in mind, the author has given an extensive 
description of the methods and theories used in order to accommodate the reader of this paper and 
to enable reproduction of the study. Since ISO 14001 is a standard that has been changed little since 
it's creation, the standard has regular updates but the basic method of working with it has not 
changed, the author of this thesis deems the results of this study to be valid since any study made 
within the same subject will receive similar results. 
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4.Analysis 
This analysis is based on qualitative empirical material, in this case 14 hours of interviews within 8 
organisations and at different organisational levels. The participating organisations can be found on 
the international, national or regional market within their respective field. 

The participating companies are referred to as Company A to H in order to respect the neutrality 
request from two of the participating organisations. Each section of the analysis is divided up in 
three organisational levels; each one of these divisions represents the organisational level of the 
interviewed. The interviewed placed themselves at the level of organisation they perceived to be 
suiting their position within the organisation. This was done in order to be able to compare 
international, national and local organisations.  Responses at the same organisational levels are 
compared and summarised.  

All translations are done by the author of this thesis whom during the translation of the text kept the 
principles of Malpas (2009) and Gubrium & Holstein (1997) in order to preserve the naturalistic 
feel of the analysis. 

4.1 Results 
The following four questions are the focal-point of this analysis: 

• How does the meta-EMS get applied down to a local level? 

• How do EMS-coordinators translate the meta-EMS into something functional for their unit? 

• How much do the local EMS-implementations differ from the meta-EMS? 

• EMS-literature focuses on communication, can the translation down to a local level be seen 
as part of this communication or is this something to be considered being of a different 
nature? 

The response to these questions is not clearly divided for each question, since some of the 
comments and results apply to more than one question posed. The first part focusses on the 
implementation of the meta-EMS down to a local level. 

Literature shows EMS and ISO (Ammenberg, Wik & Hjelm 2001) are applied in different ways and 
the analysis indicates and points out the need of a functioning communication in form of audits and 
mishap-reports to achieve communication in both ways. This is nothing out of the ordinary and is 
often taken up in EMS literature (Almgren & Brorson 2003, Brorson & Larson 1999). An 
interesting result of this research shows how in most cases of this study, the EMS is formed from 
ground-level up. And even though communication focuses on a top-to-bottom perspective (Morris 
2004, Brorson & Larson 1999, Iraldo et al 2009), this communication is not always as 
unidirectional as EMS -literature can hint at. Brorson & Larson (1999) refer to to the importance of 
communication, but that the essence of the EMS comes down to delegating tasks. This can be seen 
throughout this study, yet there is also a strong communication that works from the ground level 
upwards and which manifest itself in mishap reports and direct contact with the ground levels of the 
organisations. This reinforces the statement made by Azpagic (2003) about the importance of a 
managerial motivation and the drive from ground-levels within the organisation; this also coincides 
with the last question regarding the EMS-communication within an organisation. 

The second question to be answered was regarding how EMS coordinators translate the meta-EMS 
into something functional for their unit. Here also it is clearly visible how flexible ISO and other 
EMS are (Ammenberg, Wik & Hjelm 2001). Each organisation managed to adapt the local level 
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EMS in various ways and regardless the levels of freedom the different levels had, each person 
interviewed referred to a system of check-ups and clearance with higher levels in order to work with 
the EMS at a local level. Each level of organisation worked according to the EMS where the 
majority of directives and routines were perfectly suited for the processes that occurred at that 
specific level. 

Regarding discrepancies and differences between the local level and meta-level EMS, the results are 
more ambiguous. Most interviewed persons perceived their systems to be functioning in order to 
spot and deal with these differences. The difficulty lies with not the implementation here but with 
the structure of the EMS; a large part of the organisations involved in this study have started at 
ground-level when it came down to building up the EMS and their systems are well implemented. 
However, this is only regarding the core activity of the organisation. Organisations whom had  
worked  longer with EMS were also starting to implement EMS at other parts of the organisation, 
i.e. administration divisions, maintenance, economy divisions, etc. Since their activities were not 
related in a direct way to the core activities of the organisations, their EMS got adapted at a later 
time to include these organisational branches and divisions.§ 

4.2 Analysis of the interviews 
An overview of the chosen quotes, motivation and relation to the theory and literature are displayed 
here in order for the reader to be able to scrutinise the analysis made by the author of this these.  

4.2.1 Structure of the meta-EMS 
Questions regarding the creation and structure of the meta-EMS are displayed and analysed during 
this section of the thesis. The aim is to illustrate the different background and degrees of freedom 
their respective EMS offered. It is noteworthy most participant had an ISO-based certification and 
the quotes chosen illustrate the variety this standard offers. This is addressed in literature by 
Ammenberg, Wik och Hjelm (2001) stating the framework of ISO can be interpreted freely in order 
to adapt the individual organisations needs. The citations chosen also indicate at the different 
reasons behind the creation of the EMS. 

At management level, the organisational level where the meta-EMS is created,  the following 
quotes were chosen to support the analysis: 
 
"We started in 1997 by looking into the possibilities regarding certifying our plants. One of our 
trade-organisations XX1 had just started a course in certifying our business...where we started with 
certifying our plants according to the ISO standard." (Company A, answered by email) Company A 
did not have any external demands up regarding the certification of the EMS, this came as a natural 
result of discussions with their national interest organisation and the nature of the organisation. 
 
"...if XX gets failed during an audit and we get grave remarks the certificate for the entire global 
certification gets revoked..." (Company B) This quote stands out due to how their EMS is used and 
worked with. This company has a strong interest in maintaining and updating their routines in order 
to maintain their global ISO-certification. 
 
"...our chain does not work according ISO or EMAS standard we use the Nordic Ecolabel2 instead. 
We stared sculpting our EMS back in 1993...our aim is to have a holistic approach to environmental 

                                                 
1 National interest organisation 
2 Svanenmärkning 
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issues and our company has a collaboration with the Natural Step3 in order to set up and achieve 
sustainable goals... ” (Company H) Even though this organisation does not work with an ISO-based 
EMS, this gives a clear indication at the diversity of management systems. 
 
Company E indicated at even though responsibility is regarding EMS is delegated, the ultimate 
responsibility for the system and its effects lie with the board. This is in line with Morris (2004) and 
Cascio (1996) when they state the overall responsibility lies with one person, or in this case the 
board of directors. 
 
The quotes above indicate at the different reasons behind the creation of the EMS and the 
differences in their structure as stated by Ammenberg, Wik and Hjelm (2001). 
 
At mid-level management the following quotes were chosen in order to clarify the interviewed 
persons views upon the background of the EMS and it's creation and  indicate at a difference in 
interpretation of requirements (Ammenberg, Wik and Hjelm 2001). 
 
Regarding my question on who works with EMS-related issues on a day to day basis the 
representative for Company C gave the following response: " ...our environmental work is no 
longer focused on one person but instead incorporates the entire team...it used to be focused on 
only one person, but at the moment we try to achieve a level of broadness within this matter. It is of 
course not wrong to have a person with front-end knowledge regarding issues such as process-
related questions and energy-usage for our real estate and how those parts work. This is not 
something one can demand every employee to understand." It is of interest to note this company 
does not have an ISO-based certificate. This part both confirms and contradicts EMS literature 
regarding the responsibility of the EMS. A team of relevant personnel is vital to implement the EMS 
(Morris 2004, Cascio 1996) however at this level within the organisation the responsibility is not 
delegated to one person (Morris 2004, Cascio 1996, Brorson & Larson 1999). 

Company A, applied a different principle as Company C, however their EMS was built up by 
certifying their plants first and the main company later. "I understand the issues regarding 
implementing ISO and that is why we started by certifying our plants first and build the system 
upwards. Currently the entire company is environmentally certified even though the first years were 
only regarding the plants. We worked our way from the bottom up instead of doing the opposite..." 
 
”It is possible to build up the ISO-certification in different ways sort of speech and it is so one can 
build up the EMS based upon the way one works or where pre-existing routines are available. As 
you can see there are heaps of different variants, one can have different depths...we had way higher 
demands up when we just started working with ISO but the certification got adjusted according to 
the way we operate.”, as stated by Company B, indicates clearly what Brunson & Jacobsson (2000) 
refer to as standardising the practise. The pre-existing routines were made and adapted in order to 
fit the standard. 
 
Company D gave the following answer regarding the origins of their EMS and certification: "...we 
had (sic) external pressure to acquire the ISO 14001 certificate, which results (sic) in currently only 
the production plants having a certificate but our head office does not operate according to an 
EMS. This is something we control at a local level..." This quote can be linked to the previous quote 
made by Company B and once again indicates at a standardisation of the pre-existing practise 
(Brunson & Jacobsson (2000). Where this company stands out compared to Company B is the 
control at local level. 

                                                 
3 More information regarding this NGO can be found at http://www.naturalstep.org/ 
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At ground level the following statements illustrating background and structure were chosen:  
 
Production level at Company C had the following input on how their environmental work 
developed over time. They started off with an environmental coordinator at every workplace, but 
altered this method. The reason for this is explained by the person interviewed: ”The downside was 
that all persons within the organisation would refer to this person all the time and gladly used his 
or her knowledge which lead to a halt in spreading the EMS. Knowledge did not spread within our 
team so now our environmental work is integrated with all members of our work-crew. Well at least 
regarding the issues we perceive ourselves to be able to solve and influence. The question is 
integrated with the workforce, local manager and concern management." 
 
In general the analysis of this category indicates at the differences in interpretation of the EMS 
(Ammenberg, Wik and Hjelm 2001) both inter- and intra-organisational and illustrates DiMaggio & 
Powell's (1991) idea on "organizational structures and processes that are industry-wide, national or 
international scope". The principles of Brunsson & Jacobsson (2003) can also be seen here, most 
participating organisations presented here performed a standardisation of pre-existing praxis. 
 

4.2.2 Practical application of the meta-EMS 
At management-level the following statements were chosen in orde to illustrate how the practical 
work with EMS is done at the respective organisational levels and companie.: 
 
Company A participated at management level by answering the questionnaire added in Addendum I 
by email, the practical work with EMS was perceived in the following matter by the interviewed: "I 
can say we founded our EMS in the core of our operation and we tried to build a system which 
became as less complicated as possible by using the thought 'how do we work today' and what is 
needed to achieve criteria set by the EMS standard. We filled out the parts where we did not meet 
those requirements and created routines based upon this. The idea behind this was to not 
complicate matters for those who worked on production level, so practically the transition was 
rather easy since most of the work came down to stiffening up what we already had and write down 
routines for the parts lacking."  The statement made by the representative for Company A at this 
level illustrates clearly a case of standardising the practise as defined by Brunsson & Jacobsson 
(2003). 
 
The interview with Company H led to the following remarks about practical work with EMS, 
indicating at communication and delegation from top to bottom of the EMS as described by i.e. 
Morris (2006).  "We set up goals that can be applied throughout the entire concern such as the ban 
on acquisition of water bottles for our divisions, instead we promote the drinking and usage of 
tapwater...then there are of course opportunities for local initiatives but we set our corporation 
wide goals as the minimum standard for our sustainability performance" 
 
Even here a clear indication towards the versatility of EMS is demonstrated; it is needed to note 
down only Company A has an ISO based EMS, of the two companies mentioned here. 
 
At mid-level the following statements regarding the practical work with EMS were selected in 
order to illustrate degrees of freedom displayed at their level. 
 
When the mid-level manager for Company C got asked how much influence they have on a local 
level regarding the implementations of the EMS the following response was given: "Well...we do 
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have liberties. We have about 80 % of our assortment written in stone since that one is collectively 
purchased and negotiated and then of course we follow the central policy and guideline where we 
put focus on our own organic brands and organic alternatives...making it so there is an organic 
alternative to our assortment. This makes it so that we can decide about 20 % at local level."  

"...we have here at XX a stingy concern manager who has managed quite well in understanding and 
the workings of our different divisions and who also managed to created decent dialogue within 
corporate management. We have felt that XX4  and XX5  in recent years achieved the same aims and 
goals", was how the management at Company C described their practical work with EMS. Which 
even though it requires integrated knowledge on the workfloor, still has a single focal point within 
managerial sections in order to drive forward the EMS-related work at this level. This is described 
in EMS literature and indicates that even though EMS is a part of every employees day, the overall 
responsibility can be traced back to one person (Morris 2004, Cascio 1996), this utters itself in this 
particular case in the form of a person with specialised knowledge whom in this case functions as a 
communication-bridge between different organisational levels. 
 
Company A has a system where the (meta-)EMS is very adaptable to changes. Most of these factors 
that are the driving forces behind these changes were defined by " ...changing factors can be for 
instance changes in legislation and in those situations the changes are directed from above, then 
there are also cases where we discover things not functioning properly at a local unit, this can be 
anything from waste-disposal issues to questions regarding the work environment and it is in those 
cases one gets signals from the work floor upwards.” In order to handle these signals different forms 
of reports are used within this company.  “After this we have a meeting at the location in issue 
where these points are taken up, quite often these issues are already a reoccurring point on their 
local meetings. Then regarding legislation where we have to change our mode of operations the 
change is usually driven from above."   This interview indicated clearly the two way nature of 
communication within this company. The nature of communication differs, but it clearly flows in 
two directions.  
 
"For us working with EMS is a matter of routines and protocols. Ever since we started to work with 
our EMS we have a better check up on mishaps and on average our system has improved" 
According to company F regarding their practical application of their EMS, even this indicates a 
two-way communication and can be linked to the quote above made by Company A. 
 
At ground level the following statements were chosen: 
 
Company B uses their ISO-based systems in order to guarantee quality and compliance with 
legislations and regulations and even has a system set up in order to do revisions and surveys. 
"We work according to our routines, these are built-up according the ISO-certificate and the same 
applies to our quality-goals, where we work according to quality-routines. We use only certain 
products which we are allowed to buy from one particular place. Therefore we use a specific oil 
which is the only one we are allowed to use for this particular purpose. We also have revisions 
where we check our oil supplies in the warehouse and check up whether they are oils and sprays we 
are not allowed to use and have.” 
 
A similar way of operating is used by Company B regarding practical work. The quote above deals 
with supplies and items whilst the quote that follows takes up how this company works with their 
practical routines.” The same applies in our way of working: twice a year a manager accompanies 

                                                 
4 Main organisation in this case 
5 Franchise or local level 
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a member from the work crew when performing maintenance, this is done to make sure the manager 
knows the staff works according to the routines and to make sure they work safely. Most of what we 
work with is based upon the routines we built up and to make sure the environment and safety come 
on top...." 
 
The analysis of the practical application of the EMS indicated clearer than the analysis of the 
structure of the EMS how large the differences can be between organisations regarding the 
interpretation of the EMS. This indicates at what Johansson (2002) and Binder (2007) refer to as the 
foundational nature of an organisation consisting of rational goal-oriented, active and social 
structures. It also amplifies the idea of "organizational structures and processes that are industry-
wide, national or international scope (DiMaggio & Powell 1991)". 
 

4.2.3 Translation of the meta-EMS 
Translation according to Brunsson & Jacobsson (2003), the priciple of standardising the practise or 
practising the standard, can be found all thoughout the analysis. Citations deemed by the author 
illustrating this further are presented here. 

At management-level the following statements were selected: 
 
When Company B got asked about how they interpreted the EMS and whether it differed at a local 
level the following answer was given: "I am not sure we have differences down here instead we 
work according to the ISO standards regarding quality and environment. In order to find any 
eventual differences we perform revisions both internal and external. If I am not mistaken there is 
some form of revision every few month at a local level, then there are also larger revisions which 
incorporate more of the company but they are not as frequent since the impact of our workings lies 
at a local level." 

The organisation in question relies on audits in order to follow-up on the ISO-performance. This 
follows the idea of the standard, where revisions are considered an important tool (Almgren & 
Brorson 2003) or to quote the words of Brunson and Jacobsson (2000) the "standard is practised". 

 
At mid- level the following statements were chosen, indicating how the translation of the meta-
EMS is done and how practical work with EMS is performed on a daily basis: 
 
"Well, if one looks back in time a few years, our system was quite stiff and rigid and maybe that was 
a necessity in order to start up this chain-wide behaviour. But now I haven't, not at least the past 
three years, managed to not pass anything we ourselves believed in. The most important here is to 
have a thought behind it, a strategy and that it of course offers something substantial to our 
members which is beneficial, added to this the economy in the issue has to add up as well of 
course." Company C, which does not have an ISO-based EMS, displays local degrees of freedom 
regarding translation of meta-EMS. 
 
"This is a responsibility we have here. We perform environmental analysis so each member within 
the organisation can follow just exactly how much emissions each product, farmer has, which 
fodder gets given to the animals to make the example more concrete. Everything we can, at this 
level together with the persons responsible for acquisitions, put demands up and this backcasts 
itself within the organisation. So our environmental impact decreases totally due to us having done 
these environmental analyses. We are quite at the forefront with this, so right now I am hoping 
others will follow our example..." The two quotes above were made by the mid-level manager at 
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company C and are clear indicators in the level of freedom this particular company offers at a local 
level. It is noteworthy this organisation does not work according to the ISO-standards and 
incorporates sustainability instead of merely environmental issues. This organisation does work 
according to a standardised procedure and it is the author's opinion this illustrates the principle of 
practising the standard as described by Brunsson & Johansson (2003). 
 
“I can feel safe knowing that we work here in Norrköping in a similar fashion as the divisions in 
(various geographical locations mentioned). Our EMS is built up in a way for us to work in a 
similar way and our global customers know our methods of operating are similar for each country. 
There are of course smaller differences due to national and regional legislation, but they are minor" 
Is how Company B translates the EMS at a local level. Where the principle seems to be more one of 
adapting the standard within the organisation. This is in contrast with the creation of this company's 
EMS where the practise got standardised. 
 
"I can't say our EMS differs locally. We work with so called aspect-lists where we sum up all our 
significant environmental impacts and based upon these we set up our goals. It is these significant 
factors we use in order to set up our goals and work with in order to reduce our environmental 
impact. We do this with help of our set routines and the system works rather well. I cannot say we 
missed any larger environmental aspects.” On top of this the Company does annual revisions and 
every third year a risk-assessment where any issues regarding work environment, quality and 
environment are addressed. “There have been a few cases where things did not operate properly but 
they are adjusted after these assessments. We use a risk-evaluation template where we divide the 
different environmental aspects in according to how large the probability is for these events to occur 
and how large consequences this occurrence could have. If a certain level of points is reached one 
is supposed to set up goals and routines in order to prevent and reduce risk."  
This is a detailed recount of how Company A works with and translates their EMS at a local level, 
clarifying their communication in both directions. Comparable to the citation made by Company B 
earlier, regarding differences in the EMS at different locations, it seems this company now applies 
its standard throughout the organisation in contrast to the beginning phase where the standardisation 
is based upon pre-existing praxis. 
 
The representative for Company A responded as follows when asked how the EMS is applied and 
translated into departments whom do not form the core of the organisation. "Those divisions were 
not included from the start since we started by just certifying our plants and built up our system 
accordingly, from the bottom upwards. Right now our economics department, wage department, 
support and administration have joined the race. They do not have as large an environmental 
impact as our plants do, but they form their own lists of environmental aspects and they put new 
goals up annually." 
 
What stands out the most during this part of the analysis is how the organisations which participated 
in this study seems to have degrees of freedom, well implemented follow-up systems and have built 
up their EMS from the ground level up; using what was already there in and complement with the 
parts that are lacking in order to fill the demands put up by the EMS. This is a clear case of 
"standardising the practise" (Brunson & Jacobsson 2000), however this is most clearly seem during 
the start-up phase of the EMS. When the system is working the standard is practised instead of the 
practise standardised. 
 
At ground level the following statements, in order to illustrate the translation and practical work 
with EMS, were selected: 
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Company B seems to rely mostly on revisions and routines in order to translate and work with their 
EMS at a local level. ”We work with ISO according to our routines we have set up and then we have 
revisions both internal and global and external..." In practice this leads to quite a number of 
revisions at local level " ...we had a revisions about a month ago which was a global one and next 
month we have an external one...external revisions we have twice an year and internal ones also..." 
This organisation uses the audits as a tool to optimise their ISO-performance and it was the only 
organisation that during this study showed stronger indications of both standardising the practise 
and practising the standard (Brunson & Jacobsson 2000). 

4.2.4 Discrepancies between meta-EMs and local EMS 
No direct reference from a person at management level regarding discrepancies between the meta-
EMS and local EMS could be found in the transcribed material. Company B gave reference to 
routines and revisions in order to follow up on any possible differences. 

At mid-level the following statements were chosen: 
 
Company C was aware of possible discrepancies between the different local branches, but they 
perceived this to be a natural side-effect of the nature of their business. "It is possible for us to make 
our assortment differ, we have a construction-section here which not all other stores have...but 
especially regarding produce, dairy and meat we can have serious difference at local level...local 
difference due to local deals with local framers and cultivators. We have a supplier in 
(geographical location) whom cannot supply the entire chain of stores; instead we form a local 
partnership where we decide our assortment together with local farmers. There is of course a 
demand that our businesspartners are approved and certified but we can call in for an inspection in 
order to help us with this. Either a veterinarian checks up the farm or one of our companies’ 
specialists comes in to see whether the certificates add up and such. So we actively look for local 
partners since our location provides us with opportunities and demands from customer that for 
instance stores in (geographical location) do not have." The citation illustrates differences and 
degrees of freedom at local level, yet also indicates strongly how the meta-EMS, despite these local 
degrees of freedom, can be seen throughout their work. 
 
Company A is aware of possible discrepancies but considers them to be of a minor nature since they 
have a system for catching up any aspects that slip through the maze, the reference made is to 
mishap-reports in combination with "Those who work on the floor complement specific parts but 
most of these were things we already worked with" and regarding discrepancies with i.e. 
administrative sections the perception was one of "they use exactly the same system, it just a matter 
of them having lesser an impact on the environment compared to all our transports, energy plans 
and real estate..." 
 
Company D stated the following on whether their EMS was applicable on all of their departments 
"It is mainly the administrative departments where our EMS falters, although all our departments 
have a focus on waste management and then of course the economics division has purchase and 
acquisition as one of the items on their agenda"  indicating at the exclusions of those departments 
regarding the meta-EMS however some local variations and liberties can be observed in order to 
work with the companies environmental performance, the following statement was also made, 
indicating at possible discrepancies regarding the head office: "Our EMS does not differ 
significantly even though our head office is not certified and this can cause conflicts once in a 
while, this lack of a uniform EMS. At our plant we can say everything is included in our EMS. On a 
general level that is." 
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Company G responded in the following matter: “I do not think our structure differs much between 
countries or divisions. Of course there has to be leniency in order to adapt to local legislation and 
regulations and I can assume this leads to our system setting standards higher in specific regions 
and in other regions only making the legal marker. The system has to have an amount of flexibility 
in order to work” This perception is shared by Company B, indicating at a sector-set standard. Both 
organisations provide the same products and services and although their EMS differed, the 
respective companies’ views upon the translation did not differ significantly. 
 
For the analysis at ground level the following citation got selected in order to shed light on any  
discrepancies the interviewed perceived to exist at this organisational level. 
 
Company B has a clear system for dealing with differences, in this case the response is given to the 
fictitious situation of the local municipality putting up demands to use an oil which is not part of 
what Company B normally uses: "We need to get clearance from above in order to use this oil. Our 
system has a blockade when it comes down to ordering oils so we cannot order any oils that are not 
part of our normal stock. It is of course possible to go to a retailer and buy a bottle there, but then 
our principles and routines are averted...we get a remark if one of our bottles is marked wrong and 
this applies for both the warehouse and our cars...so we really need specific approval in order to 
use these oils or we turn down the offer...if the potential customers demands do not match our 
principles we usually do not deviate regarding their request and we turn down the offer." 
 
This category indicates at how the requirements set up by the EMS are interpreted differently 
(Ammenberg, Wik & Hjelm 2001) both inter and intra-organisational (DiMaggio & Powell 1991) 
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5.Discussion and evaluation 
5.1 Evaluation of method and theory 
The main premiss for this study was the flexibility most EMS have and of which the ISO standard 
(Ammenberg, Wik & Hjelm 2001) is the best documented regarding this flexibility, this also leads 
to requirements being interpreted differently (Ammenberg, Wik & Hjelm 2001) and since 
DiMaggio and Powell (1991) state organisations are dependent on inter and intra-organisational 
factors that guide their processes this study focuses on implementations and translations of EMS at 
an intra-organisational level.  The theories used for this thesis provided the framework in order to 
analyse the interviews and by using these theories as guidelines the results regarding lead to a 
greater understanding of the subject, which is in tradition with Gadamer's hermeneutics (Figal 
1999). 

The use of a semi-structured qualitative interview suited the aim of this study well, since the goal 
was to study how EMS-coordinators perceive their work with EMS to be; it is after all they who do 
the translation and implementation. This is in combination with the slight phenomenological 
approach, where the phenomenon studied was EMS-implementations and translations, made the 
analysis of the gathered empirical data easier by providing the author room to explore and filter the 
transcribed material. This is a qualitative study, and this structured freedom lies at the bottom of the 
analysis. Common critique directed towards this method is the difficulty this method has in regards 
to replicability of the analysis and interviews (Bryman 2006). The author is aware of these issues 
and considers the interviews to be “snapshots” of a current situation and if the study would be 
replicated answers at a detail-level will most definitely differ, but the core and essential part of this 
analysis will shine through once again since the author has provides all the tools necessary in order 
to duplicate this study. 

The literature regarding EMS used for this study focuses mostly on the ISO-system, the author of 
this thesis is aware of this and actively made a choice within this matter to not include specific 
EMAS-related literature, since most organisations involved in this study have an ISO-based or -
certified EMS. ISO-based EMS are also the prevailing EMS on the Swedish and international 
market (Ammenberg, Wik & Hjelm 2001), however both ISO and EMAS share a focus on 
communications and the stress the need of implementing the management system within the 
organisation as a whole and not just focus on the core-activities of the organisation (ISO 14001 & 
EMAS). The participating organisations which did not had an ISO-based EMS, still worked 
according to ISO principles. Even Company C, whose EMS differentiated the most from the others, 
had principles about routines and communications that could be compared to ISO-standards. For the 
analysis of this organisation the author's background in EMS was deemed a useful tool, since the 
links could be made between different types of EMS. 

5.2 Evaluation of achieved results 
The variety within EMS-implementations is clearly seen throughout this study, but a few 
generalisations regarding this subject can still be made. The general opinion of the author is that 
organisations which build up their EMS starting at ground level seemed to have a better system for 
following up any errors in the system, which is consistent with what Azapagic (2003) stated. This is 
almost self-explanatory since the EMS is firmly rooted within the organisations core activities and 
even though these organisations have a communication that mainly is top-controlled as described by 
Morris (2004), Brorson & Larson (1999) and Iraldo et al (2009) there is also a defined 
communication that works in the other direction. 
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The direction of this communication is based upon which driving forces are behind the need for 
change. The study takes up the example of legislative factors being top-steered whilst production 
and local factors are being found out through mishap-reporting. This phenomenon is described in 
quite some EMS literature and is part of the PDCA-cycle (Cascio 1996) where follow-up is 
considered a vital part of working with EMS.  

From the perspective of organisational theory, this study indicates the differences in interpretation; 
translation and application of the EMS are noticeable between different organisational levels. 
Cognitive factors and elements are what drives the evolution of an organisation and these factors 
can be more or less aware but are taken for granted and form the foundations for institutions 
(Johansson 2002, DiMaggio & Powell 1991) and according to Johansson (2002), DiMaggio & 
Powell (1991) examples of these are rules, classification schemes and likewise which according to 
their definition would make working with an EMS, in a way as the participating companies did, a 
cognitive factor and a vital drive within the organisational evolution. This can also be seen in the 
concept of an abstract macro-level, the meta-EMS in this case, which is according to DiMaggio & 
Powell (1991) a manifestation of a series for rules that are considered elementary or taken for 
granted. This part is more visible at the highest organisational levels where managers worked with 
the EMS on a meta-level and assumed the rest of the organisation followed up on these rules. What 
differed this level from the other organisational levels was the level of awareness regarding the 
(meta) EMS. People at ground level would work according to routines but were not aware of them, 
whilst at a higher level the awareness increased but the actual application of these rules lessened, 
mainly due to management being somewhat disconnected from the core activities. 

All participating companies and organisations had functioning EMS and managed to implement and 
translate the meta-EMS into something functional for each unit regarding core activities. Both cases 
of practising the standard or standardising the practise (Brunson & Jacobsson 2000) where 
observed during this study although standardising the practise seemed more occurring, this due to 
organisations building up their EMS from the bottom up and the implementation and adaptation of 
already existing routines into complementing the EMS. This seems a rather successful method of 
implementing and working with EMS. 

5.3 Company B 
The case of Company B has a specific significance for this study since this organisation contributed 
with interviews at three different organisational levels: international level (highest environmental 
and CSR management), Swedish level and local level in Norrköping. This company mainly uses its 
ISO-standards as a method of guaranteeing safety and continuity for employees and customers. 

The differences between organisational levels outed itself in the percentage time the interviewed 
person spent on ISO-related issues. Each member interviewed was well adversed within the 
companies EMS, however the closer to the work floor one came the less practical work with EMS 
was involved since it became completely part of their routines and daily dealings. The higher 
organisational levels worked more with meta-EMS but any decisions regarding EMS were made at 
the highest organisational level, in a matter as is described by Cascio (1996). 

The  ways of communication ISO-related items within this organisation is mainly done from a top-
controlled perspective and the local level of freedom is quite small, which is compensated by a rigid 
framework that ensure customers and employees are working according to legislation and internal 
policies. The other forms of communications for this organisation were done in the form of audits 
and reporting. These were considered the main tools in order to find "errors" in the system and 
according to Almgren & Brorson (2003) audits have this as an effect, since their main goal is to do a 
follow up and optimisation of the EMS process. 
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6. Summarised conclusion 
The aim of this study was to answer four questions: How does the meta-EMS get applied down to a 
local level? How do EMS-coordinators translate the meta-EMS into something functional for their 
unit? How much do the local EMS-implementations differ from the meta-EMS?  And finally the 
focus of EMS literature on communication which seems to be mainly going unidirectional and 
whether translation can be seen as part of this communication. 

The answers to these questions can, after the analysis and own reflections, be summarised as 
follows: 
 

• Organisations which have implemented their EMS by starting at the local level core 
activities have a functioning method of communication and a thorough implementation of 
the core activities. 

• Translation of the EMS down to a local level was predominately done by standardising the 
practise (Brunson & Jacobsson 2000): taking the routines and standards in place and 
adapting them to fit the standard, although this was more visible during the phase were the 
EMS was created. Once the system was in place a combination of both standardising the 
practise and practising the standard could be found. 

• ISO- and other standards are considered an aid by those involved in working with the EMS 
since it provides routines that ensure legislation and standards are met. 

• Local levels of an organisation have various degrees of freedom in working with their EMS, 
however all ground-levels take aid from higher organisational levels when it comes down to 
deciding on EMS-related issues locally. 

 
This study has clearly shown the variety and diversity within a single standard and also indicated at 
the similarities between different forms of EMS. Communication regarding the EMS does work in 
both directions, even though the nature of the communication differs; from directives that are top-
controlled to mishap reports and audits that work on different levels.  
A side-effect of this analysis which lies outside the set goals by this study is the conclusion on how 
companies that started with integrating their EMS at ground-level seems to have better functioning 
communication and routines regarding working with their EMS. 
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Addendum 1 
Here the interview template (in Swedish) is added 

 
 
 
 
Intervju 
 
Person 
Företag 
Datum 
 
 
Vilken nivå av organisationen befinner du dig på? Befinner du dig närmare produktionsnivån eller 
närmare management? 
 
Är miljöarbetet det enda du arbetar med? 
 
Har du en utbildning inom miljöledningssystem? (ISO, EMAS, annat?) 
 
 
Hur uppfattar du att ert miljöarbete är integrerad i den vardagliga verksamheten? 
 
Finns det punkter i ert miljöledningssystemet som du anser inte går att tillämpa på avdelningen du 
jobbar? 
 
Finns det punkter där ert praktiska miljöarbete skiljer sig åt om man jämför med 
miljöledningssystemet? 
 
Har ni en miljöpåverkan eller ett miljöarbete som inte täcks av miljöledningssystemet? 
Om så hur jobbar ni med dem? 
 

 



26 

Addendum 2 
The follow schedule is meant to guide the reader into finding where each participant made statement that were chosen for the analysis. 

 

 Company A Company B Company C Company D Company E Company F Company G Company H 
         
Management 
level 

4.2.1.Structure 
of the meta-
EMS 
4.2.2.Practical 
application 

4.2.1.Structure 
of the meta-
EMS 
4.2.3.Transla-
tion 

- - 4.2.1.Structure 
of the meta-
EMS 

- - 4.2.1.Structure 
of the meta-
EMS 
4.2.2.Practical 
application 

Mid-level 4.2.1.Structure 
of the meta-
EMS 
4.2.2.Practical 
application 
4.2.3.Transla-
tion 
4.2.4.Discre-
pancies 

4.2.3.Transla-
tion 

4.2.1.Structure 
of the meta-
EMS 
4.2.2.Practical 
application 
4.2.3.Transla-
tion 
4.2.4.Discre-
pancies 

4.2.1.Structure 
of the meta-
EMS 
4.2.4.Discre-
pancies 

- 4.2.2.Practical 
application 

4.2.4.Discre-
pancies 

- 

Ground-level - 4.2.2.Practical 
application 
4.2.3.Transla-
tion 
4.2.4.Discre-
pancies 

4.2.1.Structure 
of the meta-
EMS 
 

- - - - - 
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