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ABSTRACT 

 

The purpose of this thesis is to analyze environmental management in companies and 

how it affects competitiveness. In order to do this a case study of two Swedish and two 

Russian companies was done by conducting interviews.  

The theoretical framework consists of environmental management strategy and 

competitiveness literature which are relevant to the study and research questions. The 

empirical findings include the case firm’s view of environmental management and 

competitiveness in their company.  

The conclusions of this thesis are that environmental management strategy can have a 

positive impact on competitiveness, but it depends on the management attitude in the 

company.  
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1. Introduction  

In this introductory chapter we will describe the background of environmental 

management and problematization of the subject. Through problematization of the chosen 

subject two research questions will be chosen for further investigation. The chapter will be 

finished with the purpose of the study. 

 

1.1 Background 

Agenda 21 which was adopted by UN in the Rio de Janeiro in 1992, emphasizes that 

"environmental management should be attributed to the dominant core of sustainable 

development and simultaneously to the highest priorities of industrial activity and 

entrepreneurship". Environmental management is considered as part of the strategic 

management concept of post-industrial era and is treated as a safe management of 

modern production, which achieved a balance between environmental and economic 

indicators (Egorova T.A. 2010). 

Environmental regulations and aspirations are seen by many companies as only a 

source of unnecessary costs. By making environmental strategies part of the general 

management, companies can find opportunities to innovate and reap the benefits of 

such improvements (Porter& van der Linde, 1995).  

Proactive environmental management has a positive impact on the competitiveness of 

the company. Firms gain competitive advantages through cost reduction which stems 

from the environmental implementations which lead to improvements in the production 

process. Things such as resource efficiency are becoming increasingly important for 

companies that want to increase their competitiveness. Companies that engage in 

environmental management also improve their image with their customers (Lopez-

Gamero et. al, 2010). 

Until now the nature of environmental management is not adequately reflected in 

economic science, there is not enough scientific and methodological support for this 

type of control. This contradiction between the need for environmental management 

and the lack of necessary and sufficient for it, ensure the scientific and methodological 

relevance led the actuality of topic research (Egorova T.A. 2011). 
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1.2 Problematization 

The structure of international and domestic market has changed and the modern market 

has certain characteristics, chief among which is its integration into the the globalization 

process (Pivovarova T. 2005). In a global economy, competitiveness means the ability to 

occupy the most advantageous position in the ever-changing marketing environment, 

evolving under the influence of factors outside of the national economy. 

The negative effects of production and modern way of life has increased public and 

political concern about the future generations and how our actions today might impact 

their quality of life. Because of this several environmental legislations have been passed 

from the international to local levels. Companies usually see this as burden to their 

organization or a challenge that needs to be overcome. They lack the motivation to 

improve their environmental aspects further than just the bare minimum that is 

required by the legislation (Madsen & Ulhøi, 2003).  

Environmental regulations are seen by companies as something that is going to increase 

their cost and restrain their competitiveness on the market. Companies see the 

regulations as something that increases their costs for cleaning up and prevention of 

various environmental problems which leads to increased prices for consumers and 

thus having a negative impact on their competitiveness (Porter & Van der Linde, 1995). 

There are various problems about implementing environmental management in 

companies. Government regulation induce only a bare minimum approach from 

companies which means that they will only do those things that they have to without 

trying to develop their environmental initiatives for a competitive edge. Business 

managers tend to overlook the potential for improving competitiveness with the help of 

corporate environmental management. Even when environmental management is 

incorporated in a company, the tendency is to ignore the potential positive effects of 

usually costly more long term development and instead favor short-term results Madsen 

& Ulhøi (2003).  

Even firms that employ international standards, such as ISO 14001 that are created for 

the purpose of reducing the negative effects of a company’s operations on the natural 

environment, are sometimes not implementing the standard for the purpose that it was 

created for. These standards can be implemented to show outwardly that the company 
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is behaving responsibly towards the environment, but they simultaneously disregard 

the intended performance results that were intended with the standard. This kind of 

practice can lead to a deterioration of the whole standard as its status is lowered since it 

won’t be performing to the environmental standards that it was intended to (Aravind & 

Christmann, 2011).  

A significant problem regarding environmental management is that larger companies 

develop proactive environmental management more frequently than smaller ones 

Lopez-Gamero et. al, 2010). This may be due to the fact that larger companies tend to 

attract the attention of the public easier since they produce larger quantities of waste 

and because of this they must somehow change the situation. Larger firm also have the 

necessary resources unlike smaller ones that may have trouble making the initial 

investments that are required because of lower profits. Most companies do not adopt 

corporate environmental management, even though there are some positive shifts 

towards more frequent adaptation, significant increase is yet to be noticed (Madsen & 

Ulhøi, 2003).  

Legislation that is forced upon companies in order to force them to adapt to 

environmental goals does not have a significant effect on managers and proactive 

environmental management. Legislation can lead to punishments from authorities if 

companies don’t apply them and there is also the problem of someone being harmed by 

the company after which they could be facing a law suit. The problem is that without a 

positive attitude from the management to engage in proactive environmental 

management there is a small chance that any focus will be on it management (Lopez-

Gamero et. al. ,2010). 

In many cases a considerable amount of work and money is spent on dealing with 

problems regarding environmental management rather than the cause that is the source 

of those problems. This is usually because the complexity of the situation makes it hard 

to identify the root of such problems. Another problem that environmental managers 

face is that the sustained development is difficult to define and its primary concept is 

still under debate. The human tendency to try to deal with a crisis when it emerges 

instead of working to avoid them in the first place is a big problem regarding 

environmental management since once they appear it might be difficult to solve them or 

they might endanger sustainability. Laws and environmental management in businesses 
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are required to adapt quickly in order to take on the challenges such as globalization and 

transboundary problems (Barrow, 2002). 

Even though a great deal of companies realize that environmental management is 

important only some of them are taking action in order to implement it and even in 

those cases it is mostly done to improve public relations or profit. Only few companies 

are applying environmental management on a strategic level and usually work on “react 

and repair” basis (Barrow, 2002). 

These problems are not made any smaller by the fact that there is also no consensus 

among researchers on the effects of environmental management on company 

competitiveness because some research suggests that there is a negative effect while 

other research points to a positive effect on competitiveness (Lopez-Gamero et. al, 

2010) and (Yang et al, 2010).  

Many companies usually argue that it is too expensive to implement environmental 

initiatives in their operations and often wait until their competitors are also forced to 

implement those improvements. They argue that they are not main source of pollution 

(in Sweden for example) and that regulations should be passes in those countries that 

pollute the most (Dobers & Wolff, 1995). A case is made also for harmonizing the 

environmental requirements for companies across borders so that some countries 

wouldn’t be at a competitive disadvantage.  

 

1.3 Research Problem 

How can companies improve their competitiveness through the use of environmental 

management? 

 How can companies implement environmental management in their strategy? 

 How can environmental management give a company a competitive edge? 
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1.4 Purpose 

The purpose of researching this subject is to gain a better understanding of what 

environmental management is and how it is used by companies in order to improve 

their competitiveness on a national and international level. 

 

The purpose will be reached through: 

Describing the environmental management in companies, how it relates to the overall 

strategies of the companies and how it affects the companies’ competitiveness. 

Analyze the effects of the environmental management in case companies in order to… 

Recommend further improvements to the environmental management in companies 

for increased competitiveness and sustained development. 
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2. Methodology 

In this chapter we are going to discuss the research methodology that is going to be 

applied. We begin by discussing our research strategy and the companies that are chosen 

for the study. Following that the data gathering methods for the empirical data will be 

elaborated. Finally we will discuss the validity and reliability of the study.  

 

2.1 Research Method 

According to Bryman (2011) there are two main research methods: qualitative and 

quantitative. The quantitative method focuses on the parts of a phenomenon while the 

qualitative method aims to create a holistic understanding. In this paper we have chosen 

to use the qualitative method because it is best suited for our purpose. The qualitative 

method focuses according to Bryman (2011) not on numbers but rather on words. It 

aims to bring into light the phenomenon and the context by gathering data in order to be 

able to understand the situation in the same way that the people that are being studied 

understand it. Describing the context and the process of the situations through flexible 

and loosely structured research is an important part of qualitative studies. Since we 

have chosen to research how companies implement environmental management in their 

strategy and what effects it has on the company’s competitiveness there is a need to 

understand the contexts and how the companies perceive the usefulness of 

environmental management and its effects on competitiveness. We have chosen the 

qualitative research method because we think that it will give us the necessary 

understanding for companies’ environmental management in order to analyze their 

strategies and competiveness.  

There is a lot of critique regarding the qualitative research method (Bryman, 2011). One 

is that qualitative research method is too subjective, because they usually are based on 

the researchers understanding of what is important and meaningful. Other critique is 

that it is difficult to replicate a qualitative study because it is unstructured and 

dependent on the researcher’s interests of what is observed and registered. Thirdly it is 

difficult to generalize the research results outside of the situation in which they are 

produced since usually qualitative research is based on interviews and observation of a 

small amount of individuals in a specific organization. We are well aware of the 
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problems that can occur with qualitative research methods, but we still think that it is 

best suited to answer our research questions. 

 

2.2 Research Strategy - Case study  

There are a number of different research strategies which can be applied when 

gathering empirical material, each of which has a certain degree of applicability for 

different kinds of studies (Yin, 2007). Choosing a research method is done mainly by 

evaluating two important characteristics of the study; the amount of control that the 

researcher has in the particular case and the time perspective of the phenomenon that is 

studied (Yin, 2007). There are five different research strategies that Yin (2007) 

mentions; experiment, survey, archival analysis, history and case study. In this paper we 

have chosen the case study method, because we think that it is best suited to answer our 

research question.  

The purpose of a case study is to be able to analytically develop and generalize theories 

(Yin, 2007). Case studies are described by Merriam (2009) and Yin (2007) as empirical 

research where the researcher studies and analyzes a phenomenon in its actual context. 

Furthermore, case studies are best suited for answering questions that have explanatory 

value, like how and why (Yin, 2007). Case studies aim to give a deep understanding of 

the subject at hand, focusing on the process rather than the end result (Merriam, 2009). 

They concentrate more on the context than specific variables and are looking for new 

discoveries rather than verifying old theories. According to Yin (2007) there are two 

ways to study the process at hand; direct observation or interviewing the persons that 

have experienced the process first hand. In this paper we have chosen interviews as the 

method for gathering data from the chosen companies, because conducting a research 

using observations would be complex and problematic since we only have a limited time 

for finishing the whole process.  

When designing a case study the researcher must take into consideration whether if she 

is going to study a single case or multiple cases (Yin, 2007). The single case study is 

about researching just one company and the multiple case study is about researching 

several companies. The second thing to take into consideration is whether one or more 

units within the case will be investigated. Using only one unit for study is called a 
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holistic approach and if there are several units within a single case then it is the 

embedded approach (Yin, 2007). In this paper it means how many people will be 

interviewed within a certain case company. We have chosen to use the multiple case 

study holistic approach as we will interview just one person from each company, but 

interviews will be conducted with several companies. Using a multiple case study to 

research and analyze several companies is according to Merriam (2009) a good way of 

generalizing theories and the more cases are studied the more valid the theories 

become. We will also be interviewing two companies from Russia and two from Sweden, 

making the variation across cases wider, which according to Merriam (2009) is an often 

used strategy for increasing the external validity and generalizability of a research.  

2.2.1 The nature of case studies 

According to Merriam (2009) a researcher should choose case study design based on the 

characteristics of the research question that is being investigated. The strengths of a 

case study are that it can shed light on a complex phenomenon which takes place in real-

life situations, giving a holistic picture of a situation where multiple variables can be 

influencing the understanding of a situation. Insights gained from case studies expand a 

field’s knowledge base and contribute to forming future research. The main issue with 

the case study approach is whether the findings in a particular research can be 

applicable or generalizable since it is based on only one case. Because of this we have 

chosen to study multiple cases in two different countries in order to try to see the bigger 

picture and to gain deeper understanding of the phenomenon. Merriam (2009) also 

mentions that in qualitative case study research one of the main limitations is the level 

of experience of the researcher in terms of interviewing and observation. We don’t think 

that our inexperience will have a large effect on the quality of this study since we are 

working closely with our tutor who has a considerate amount of knowledge and 

experience in both research as well as tutoring inexperienced case researchers.  

 

2.3 Data  

According to Yin (2009) there are two main methods of gathering data and these two 

are categorized as primary data and secondary data. Primary data is all the data that is 

gathered by the researcher relevant to the studied subject and can be found for example 

through interviews or observations. Secondary data is all the data that has been 
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gathered by someone else and not the researcher. In this thesis we will be using both 

primary and secondary data that is relevant for studying the subject.  

2.3.1 Primary data 

Primary data is the data that has been gathered by the researcher in order to be able to 

answer the research question (Merriam, 2009). There are mainly two ways of gathering 

primary data with the case study method which are interviews and observation. In this 

paper we have chosen to conduct interviews as a way of gathering primary data, 

because of it being easier to conduct than observation, but it is also a reliable method of 

data gathering.  

2.3.2 Secondary data 

Secondary data is described by Merriam (2009) as data that has been gathered by 

someone else than the researcher for another purpose than for the research project at 

hand, but that can be used regardless of that fact in the research topic at hand. 

Secondary data should be carefully chosen, due to the fact that it has been gathered by 

someone else and the researcher has not had any control over that particular process. 

We have had these things in mind when choosing the secondary data to be used in our 

study.  

2.3.3 Interviews 

According to Patel & Davidson (2003) the difference between a structured and a non-

structured interview is that in a structured interview the answers are predictable and 

there is minimum amount of room for deeper answers. On the other hand in the non-

structured interview the interviewee is given a lot more freedom to expand his answer 

as she wishes.  

Bryman & Bell (2011) mention two types of interview types that are most often used in 

qualitative research; the unstructured interview and the semi-structured interview. The 

unstructured interview aims to give the interviewee a maximum amount of freedom in 

giving his answer and because of this the researcher may only have one question or just 

the main topics that he wants to cover, not particular questions that he wants strict 

answers to. The semi-structured interview differs from the unstructured in that the 

researcher has usually an interview guide with questions and particular topics which 

need to be covered but it still gives the interviewee a great deal of room for his response. 
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Also, questions may not be asked in a specific order and the researcher may ask 

questions that are not included in the interview guide as to gain deeper understanding 

of a topic. We have chosen to use semi-structured interviews in our research in order to 

have a structure that can be used across cases, but also to give the respondents enough 

freedom to elaborate on their answers so that we can get deeper, more narrative 

answers. In this study, the interviews were recorded using a tape recorder in order to 

assure that nothing was forgotten and also the interviews in Russian lasted for a longer 

period of time than the ones in Sweden which is mostly due to cultural differences and 

not something that could affect the study.  

Every individual interview is important when gathering data and the researcher should 

try to increase her chances of getting the best response possible by motivating the 

interviewed person by clarifying the purpose of the interview and highlighting their 

individual importance for the study (Patel & Davidson, 2003). We are going to do this for 

every interviewee by telling them their importance for the study and giving them a clear 

statement of our research purpose. Furthermore Patel & Davidson (2003) emphasize 

that it is important that the researcher clarifies whether or not the interview is going to 

be anonymous or confidential. We are going to give the respondents the chance to 

remain anonymous in the study. Also it is important for the researcher to be interested 

and understanding of the interviewee and not make the feel judged or criticized as this 

might compromise the quality of the interview and in turn the whole research (Patel & 

Davidson, 2003). Although this might seem obvious, we think that making the 

interviewees feel relaxed will improve our chances of getting the best possible answers 

to our questions.   

 

2.4 Selection 

When selecting companies for our interview, the obvious choice was to get in contact 

with companies who have some kind of involvement with environmental management 

in their operations. We did not take into regard the size of the companies since we 

wanted to have some variation in order to see if there is a difference in environmental 

management with regard to company size. We also wanted to get in contact with the 

people who worked with environmental management or at least had sufficient 

knowledge on the matter. We were able to fulfill our requirements with the help of the 
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companies that we got into contact with. Below are the companies and people we have 

interviewed for our study on environmental management.  

2.4.1 Xylem Inc. 

Xylem Inc. is our first research object and environmental management is an important 

part of their business since they create water solutions. We interviewed Ingemo 

Fahlstedt who is the Facility and ESH manager at Xylem Inc. She has been working with 

environmental questions in various companies for almost 20 years. The interview took 

place in Emmaboda at Xylem’s largest production plant and lasted for about half an 

hour.  

2.4.2 QMT 

QMT is our second research object QMT who work with distribution systems of clean 

gases, liquids and other substances for hospitals, laboratories and industries. We 

interviewed Anita Olofsson who is the quality and environmental coordinator at the 

company. The interview was conducted at the company in Kalmar and took about half 

an hour.  

2.4.3 Helios-Trans 

Helios-Trans is our third research object, they are using environmental management as 

the main goal for construction. The CEO of the company is Andrey Federov. He has a 

long time experience in the construction and last few years studying environmental 

management. The interview took about one hour.  

2.4.4 Prost Info 

Prost-Info is our fourth research object; they have been working in the hotel industry 

from 1995. Yulia Tegaleva is the development manager who has knowledge and great 

experience in the different industries to answer on our questions. The interview with 

Yulia Tegaleva place near her workplace in Saint-Petersburg and lasted for about an two 

hours. 

2.5 Validity 

According to Patel & Davidson (2003) it is important that the researcher is aware of the 

decisions that are made regarding how the collected data is handled and how this in 

turn can affect the analysis of the problem.  In the case of this paper the researchers are 

both of different nationalities and collecting data in different countries which can 
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decrease the validity since there could be some things that are lost in translation. The 

thesis was also written in a third language which could mean a further decrease in the 

validity of the study, but this was compensated for by intensive communication so that 

the subject at hand and the questions in the interview guide are understood by all 

parties. Patel & Davidson (2003) highlight the problem of generalizations when 

conducting qualitative research and the validity of such generalizations. Generalizations 

should be made when the studied persons are systematically chosen, but this is rarely 

the case in qualitative studies. Therefore generalizations in qualitative studies should be 

made with regard to the context and in relation to similar situations since qualitative 

studies strive by nature for understanding of a phenomenon by taking into 

consideration its relation to the context. In this paper four companies were chosen to be 

interviewed, two Swedish and two Russian. Although from different countries they are 

all oriented towards b2b operations and are therefore quite similar.  

2.5.1 Internal validity  

Bryman and Bell (2011) divide reliability into two categories; internal and external 

validity. Internal validity is described by Merriam (2009) as how closely the researchers’ 

results reflect reality and whether or not she has brought up the most important 

concepts in the analysis. Since the main source for data in qualitative research is from 

people the concept of reality is going to be ever changing since people experience things 

that are happening around them in different ways. In qualitative studies validity should 

be seen as a goal to be aimed for rather than something that can be easily achieved. In 

this study we have chosen to use several theoretical sources such as articles and books 

for increased internal validity. We have also chosen to use several empirical sources in 

order to have a clearer picture of the researched phenomenon. 

2.5.2 External validity 

External validity is according to Svenning (2003) the ability to draw general conclusions 

from one specific study. It was previously stated by Patel & Davidson (2003) that it is 

difficult to make generalizations from qualitative studies. Svenning (2003) explains that 

the problems arise in the translations between the abstract and theoretical term validity 

and the variables which exist on an empirical and concrete level. In this study we are 

basing our research on several cases which should increase the external validity of our 

study, which according to Merriam (2009) is a good way of increasing the external 
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validity of a research study. In spite of this, we know that the external validity would 

have been even higher if more cases were researched.  

 

2.6 Reliability  

The question of reliability brings up a number of problems in the area of social sciences 

because of the ever changing nature of human behavior (Merriam, 2009). According to 

Svenning (2003) the reliability of a research is dependent on whether or not a research 

will be able to produce same or similar results if the study is conducted several times. In 

qualitative study where the aim is explanatory and descriptive results and since it is 

based on how people perceive the world around them it is very difficult if not impossible 

to strive for reliability in a traditional sense (Merriam, 2009). Focus should instead be 

on “whether the results are consistent with the data collected” (Merriam, 2009; 221). The 

researcher should therefore aim to show that the study has led to realistic results 

considering the data that has been collected. To increase the reliability of our study we 

have chosen to include our interview guide in the rapport and we are also going to tape 

our interviews in those cases that we are allowed in order to get more reliable 

transcriptions and to further improve the reliability of this study. In the theory section 

of this study there are some sources which could be seen as not scientific such as 

Harvard business review and McKinsey, but they are used in order to get a broader 

picture and should not have a great impact on the reliability of the study.   

  

 

  



 

14 
 

3. Theory 

In the following chapter the theoretical references of this study will described. Firstly 

environmental strategy will be given account of and lastly environmental management 

and competitiveness. In the end of the chapter there is a synthesis of the theories and a 

complementing figure.  

 

3.1 Environmental Strategy  

3.1.1 The Five Environmental Strategies 

According to Ammenberg (2010) there are five main strategies for commercial 

environmental management which all differ in terms of work input, commitment and 

level of ambition.  

 

Figure 1: Ammenberg (2010; 352) 

3.1.1.1 Managing Environmental Risk 

This is a strategy that is based on finding and evaluating the environmental risks that 

are involved with the company’s operations in order to anticipate and minimize 

potential negative effects. The potential risks include: risk of environmental accidents 

which cause both environmental and economic damage; risk of new laws and 

regulations that could have an impact on the company and increase costs; risk of new 

taxes and fees that are created to punish companies that fail to have adequate 
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environmental control; risk of changed customer and consumer behavior of the 

company (Ammenberg, 2010). 

3.1.1.2 Saving Costs 

In some companies there are opportunities for cutting internal costs and at the same 

time improve environmental performance. In order to implement this strategy 

effectively it is important to have a good corporate culture which not only plans 

environmental initiatives but also follows through on them. A lot of environmental 

initiatives can be made profitable if enough time is spent on taking into account all the 

relevant costs and benefits.  

3.1.1.3 Differentiating Products 

Differentiating products with regard to environmental aspects doesn’t only improve the 

competitive aspects of the product but the company could also charge more for their 

environmentally friendly product. In order to achieve this there are some criteria that 

have to be met. First of all the company’s customers must be willing to pay for the 

product/service. Secondly, good communication is required to increase their willingness 

to pay and this could be achieved with some kind of environmental marking. Lastly, the 

product/service might need to be patented or protected in some way. There is a big 

chance of failure, if a company doesn’t take these three things into consideration when 

implementing the differentiation strategy. 

3.1.1.4 Managing Your Competitors 

The idea behind the strategy of managing ones competitors is to be so far ahead the 

competition in environmental aspects that one can influence competitors or authorities 

so that the competitors are also forced to make the same costly investments while you 

are also being the branch leader. This strategy is hard for smaller companies to 

implement as they might find it difficult to influence their competitors or authorities. 

This strategy can be divided into two parts: collaborating with others to create a branch 

standard and influencing authorities so that new laws and regulations are created. The 

basic requirements for creating a branch standard are: gaining support from the affected 

authorities, taking care that financing of the startup period is handled, cooperation is 

harmonized with laws and other requirements, the cooperation is large enough and it 

includes the most important actors. When influencing authorities to create new laws 
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and regulations it is important that: the company has a clear competitive edge in the 

chosen area and that raising the requirements affects all of the company’s competitors.  

3.1.1.5 Redefining Markets 

By redefining the markets a company can go from not having a clear position on the 

market to creating a strong environmental image and companies with natural 

environmental advantages can go on to reinvent their whole business idea and 

reposition on a clearly environmental market. Successful implementation of this 

strategy could give a company the advantage of being the first at what they do which 

also creates a competitive edge because of the increased environmental focus of their 

operations.  

3.1.2 Proactive / Reactive 

According to Dobers & Wolff (1995) there are two kinds of model companies both of 

which employ a different kind of approach to handling the environmental pressures 

from the outside world. Firstly there are the companies that see the environmental 

challenge as a problem; these companies are characterized by that their business or 

products have a negative impact on the outer environment. The second type of 

companies is those that see the environmental challenge as a mission; they are 

characterized by that they implement environmental responsibility in their organization 

by using their strong corporate culture that communicates their vision to the employees 

and the various actors in the outer world.  

Those companies that see environmental challenges as a problem tend to be reactive in 

their actions, which means that they wait until environmental regulations are made by 

the government until they implement more environmentally friendly business methods. 

They usually argue that it is too expensive to implement environmental initiatives in 

their operations and often wait until their competitors are also forced to implement 

those improvements. They also argue that they are not main source of pollution (in 

Sweden for example) and that regulations should be passes in those countries that 

pollute the most. A case is made also for harmonizing the environmental requirements 

for companies across borders so that some countries wouldn’t be at a competitive 

disadvantage (Dobers & Wolff, 1995).  
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Companies that see environmental challenges as a mission tend to be proactive in their 

environmental initiatives and strive to be the front runners in their fields when it comes 

to environmental responsibility. These companies sometimes criticize others if they fail 

to implement environmental regulation and they strive to influence their customers, 

suppliers, competitors and government by creating a strong image based on an ideology 

that prioritizes environmental questions. Entrepreneurial companies usually have a 

strong leader that shows the company how to relate to others with his strong values. 

These companies act based on their values and their strong belief in that they are doing 

the right thing, making demands on others in their organizational field. The proactive 

approach has the advantage of that when a company easily passes all environmental 

requirements, it can then allocate more resources to improving its market position 

which also makes it more powerful negotiator when it comes to the environmental 

requirements it makes on its suppliers (Dobers & Wolff, 1995). 

Three Kinds of Strategic Advantages in Environmental Management 

Opportunity Advantage Terrain Advantage Moral Advantage 

When you have an early 

lead in technical skill 

base or approach, and 

when others are not yet 

ready to replicate 

When the convention of 

science and law support 

your direction of growth, as 

does your market position 

When the public and the 

press constantly want your 

“corporate” position. This is 

about image and prestige 

Figure 2: (Piasecki et al, 1999; 103) 

3.1.4 Design for the Environment  

“Design for the Environment is a systematic approach for evaluating the environmental 

consequences of products and processes and their impact on human health and 

environment” (Piasecki et al, 1999; 146)  

Design for the Environment (DfE) concentrates mainly on designing and redesigning 

products and processes of a company with regard to their environmental aspects in 

order to gain a sustainable environment and a corporate profile that is reliable. The 

analysis is based on quantitative and qualitative terms in order to connect products and 

processes to their sources and resulting waste. The time-consuming and comprehensive 

analysis of DfE covers the whole life cycle of products and processes from the starting 

raw material level to the end with all the emissions and waste that are created.  
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An important part of the DfE is the Life Cycle Assessment (LCA) which is a tool for a 

systematic analysis of the resource requirements and environmental burdens of a 

product. The main goal of the LCA model is to find opportunities for improvement when 

it comes to product design. LCA can be used to make environmental comparisons 

between different alternatives, for example: two products that have the same function, 

different process alternatives or different waste handling methods (Dobers & Wolff, 

1995). The positive effects of the LCA is that a deeper knowledge of the entire value 

chain of the product is gained which gives decision makers the opportunity to minimize 

the negative environmental aspects in the product which could lead to it’s premature 

death. A large problem with the LCA is that doing this kind of in-depth assessment and 

including those results in the products is expensive and time-consuming. Another thing 

to considerate is whether this analysis brings any benefit to the customer in terms of 

increased sales of the product that is analyzed (Piasecki et al, 1999).  

Life Cycle Assessment Steps 

 Inventory  

Assessment  

Impact  

Assessment 

Improvement 

Assessment 

Elements 

 

An objective 

qualification of 

environmental 

burdens 

A subjective 

evaluation of effects 

of burdens 

A systematic 

evaluation of the 

opportunities to 

improve the 

burdens 

Key Aspects Identify the 

elements and 

quantify in terms of 

inputs and outputs 

Resource depletion, 

human health risks, 

safety, 

environmental 

degradation 

Changes needed to 

bring about the 

desired 

improvements 

Goals Identification of 

inputs and outputs 

and evaluation 

classification of 

levels and loading 

Understanding their 

potential 

implications on 

sustainability of 

products and 

processes 

Opportunities to 

reduce the 

environmental 

burdens leading to 

sustainability 
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Figure 3: Life Cycle Assessment Steps (Piasecki et al, 1999; 148)  

 

3.2 Environmental Management and Competitiveness 

Large companies have gone from seeing the environmental challenges as threats to their 

business to treating them as opportunities for increasing their market share and 

competitiveness. An important idea is that there is often a win-win situation which can 

be created with regard to economic and environmental performance. This idea has been 

applied in the cases of environmental strategies of companies, government tax policies 

and cleaner technologies (Howes et al, 1997).  

3.2.1 Porter Hypothesis 

According to Porter & van der Linde (1995) there is a widespread misconception that 

there has to be a trade-off between economic progress and environmental 

considerations. It is thought that in order to get social benefits companies will have 

higher costs for prevention and cleanup which leads to higher prices and decreased 

competitiveness. Porter & van der Linde (1995) argue that this viewpoint is false and 

that in the world of dynamic business competition companies continuously find 

innovative solutions to problems created by regulations, customers and competitors. 

Environmental standards that are created in a correct way can improve the possibilities 

to innovate so that costs of a product are reduced or its value is improved. Innovations 

allow companies to improve their resource productivity by using a wide array of inputs 

more productively (raw materials, energy, labor etc.) so that the costs that come from 

decreasing environmental impact are nullified and the competitiveness of the company 

is increased, not decreased. Companies should shift their focus from the costs of treating 

or eliminating pollution to improving the resource inefficiencies such as incomplete 

material utilization and bad process controls which lead to unnecessary defects, waste 

and stored materials.  

Porter and van der Linde (1995) found in industries and sectors that are highly affected 

by environmental regulation that companies could minimize and in some cases even 

completely erase costs of those regulations by innovating to create other competitive 

benefits. The authors divide innovations following environmental regulation into two 

wide categories: firstly there are the innovations that create technologies and 
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approaches that will decrease the costs of created pollution. This means that the 

pollution that is created gets used and transformed into something of value. The other 

category of innovation is of higher importance than the first one and is about dealing 

with the source of pollution by improved resource productivity. This can take form in 

things such as: better product yields, more efficient utilization of inputs and better 

products. Resource productivity can be increased by utilizing cheaper materials or 

materials in use are utilized better.  

According to Porter & van der Linde (1995) companies need a push in the right 

direction by implementing regulations that give them the chance to seek profitable 

opportunities through innovation. The role of regulation should be to give industries the 

opportunity to solve their own problems through innovations. Another thing that 

regulation should do is to aim for continuing development within an industry and not 

just force particular technologies upon companies. Companies should view 

environmental issues as economic and competitive opportunities and not as costs and 

threats. The companies that manage to innovate will have the first-mover advantage 

which will improve their competitiveness compared to others.  

3.2.2 Trade-off Situations 

On the other side of the spectrum are those that think seeking for a win-win solution in 

every situation is impossible and idealistic. Walley & Whitehead (1994) argue that while 

win-win situations do exist in some situations they are likely to be very expensive for 

companies to implement and never generate enough profits to cover them. 

Environmental aspirations are costly and companies should not have the aim to find 

win-win situations as the base for their environmental strategy. Companies shouldn’t 

either return to the old ways of fighting and ignoring environmental regulations but 

should instead seek to find actions that give them most value in order to achieve 

sustainable environmental solutions. These solutions should be based on the 

understanding that there must be trade-offs between environmental considerations and 

business and that long term development of efficiency and effectiveness of 

environmental spending should be the main goal. Instead of trying to find ways to create 

shareholder value through environmental improvements, they should concentrate on 

minimizing the destruction of it that is caused by economic costs. The problem of 

seeking only win-win solutions is that the public and shareholders will become 



 

21 
 

disappointed, uncooperative and cynical when they realize how expensive it is to be 

green. The win-win thinking came to light at the end of 80’s and beginning of 90’s when 

many companies were able to decrease their pollution and also reduce costs, but the 

problem is that continued improvements are becoming increasingly expensive while the 

positive impact on environment is decreasing with each improvement. “In a world 

where you can’t do everything, only a value-based approach allows informed trade-offs” 

Walley & Whitehead (1994; 50). In order to be able to work with this complex matter 

effectively, managers should concentrate on finding trade-offs between business and 

environment and focus on value more than anything else. A value based system is 

integrated, flexible and systematic. With the help of this framework, managers can 

narrow down environmental issues with concern to three categories: strategic, 

operational and technical. Strategic environmental issues are those that can alter the 

company’s cost structure or out their business at risk. An important consideration for 

managers is to decide if they want to lead their competitors on environmental issues or 

lag behind them. This decision depends on the specific company and if it chooses to lead 

then they might become vulnerable to their competitors as their costs are higher. On the 

other hand if the company chooses to lag behind then new regulations could seriously 

harm their business. Operational issues are those decisions that require the 

management to find the best solution so that a maximum environmental effect is 

achieved though minimal costs. Technical issues are of low value but the combined effect 

of thousands of them can have a huge impact on shareholder value. In order to handle 

technical issues, companies should aim to seek opportunities through tracking 

emissions data, implementing environmental cost accounting and perform third party 

audits of their environmental performance. In order to achieve sustainability over time 

companies should seek to focus on shareholder value, instead of compliance, emissions 

or costs.  

3.2.3 Management Attitudes & Competitiveness 

When companies are forced to comply with regulation the perception of the 

management towards proactive environmental management is barely affected instead 

when companies themselves choose to voluntarily implement environmental regulation 

then it has a positive effect Lopez-Gamero et. al (2010). When this actually happens, the 

management works to increase the competitiveness of the company through 

opportunities found in environmental management. The managers could see the 
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possibilities to improve their competitiveness for several reasons; improved market 

reputation, it can act as an entry barrier for other firms, it promotes the development of 

green products and it shows the managers’ personal concerns about the natural 

environment. The attitude of management is crucial for proactive environmental 

management since positive attitude from management motivates the investments based 

on environmental considerations which in turn affect the whole organization. Another 

important part of implementing a proactive environmental management is the 

management’s values, beliefs and behavior towards the subject as it will lead to a 

greener culture and organization from within.  

According to Lopez-Gamero et. al (2010) proactive environmental management has a 

positive impact on the competitiveness of the company. Firms gain competitive 

advantages through cost reduction which stems from the environmental 

implementations which lead to improvements in the production process. They found 

that things such as resource efficiency are becoming increasingly important for 

companies that want to increase their competitiveness. There is also a positive 

relationship between companies engaging in environmental management as it improves 

their image with their customers, which leads to further advances in environmental 

management. Usually the bigger the company the more often it will adopt a proactive 

environmental strategy (Lopez-Gamero et. al, 2010). This may be due to the fact that 

larger firms can venture into risky experiments into uncertain environmental strategies 

or because they due to their size are often criticized for lacking in environmental 

management.  

Companies that invest in proactive environmental management are able to increase 

their competitiveness at the same time (Lopez-Gamero et. al, 2010). The firms are able 

to achieve competitive advantages through cost reductions made by improved 

production process which improve efficiency and minimize input and waste related 

costs. It is becoming increasingly important for companies to seek out improvements to 

competitiveness from resource savings and other environment related costs. Another 

important aspect of proactive environmental management’s effect on competitiveness is 

that companies gain large advantages when it comes to marketing and image-building 

towards customers and other stakeholders. Competitive advantages gained from 

proactive environmental management lead to a positive effect on financial performance 

of a firm.  
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3.3 Synthesis 

The purpose of a theoretical synthesis is to answer the questions that were stated in the 

first chapter of this paper using the theoretical research covered in this chapter. 

 

How can companies implement environmental management in their strategy? 

 Companies can implement an environmental management strategy by deciding 

how much work input, commitment and ambition they ready to invest in the 

strategy. Based on this they will be able to choose the appropriate strategy and 

implement it in the most effective way possible.  

 By implementing an environmental strategy, companies can choose whether to 

be reactive or proactive in their approach. Both of these approaches have their 

advantages and disadvantages which all depend on the attitude and motivation of 

the management towards the environment. 

 By including design for the environment in their operations, companies can 

assess the environmental effects of their operations and see possibilities for 

improving the life cycle of a product from an environmental perspective but also 

from a cost perspective.  

 

How can environmental management give a company a competitive edge? 

 Through proactive environmental management companies can innovate and gain 

the first mover advantage against their competitors. Resource productivity 

improvements can lead to improvements in the environmental impact of 

business operations and minimize or completely cover the costs of 

environmental initiatives and thus improve competitiveness.  

 By having a management that has a positive attitude towards proactive 

environmental management, companies are able to recognize opportunities and 

improve their competitiveness by: improving market reputation of the company, 

creating entry barriers for other firms, promoting development of green 

products, reduce costs. By accumulating these advantages of environmental 

management companies can improve their financial performance.  
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 Through analyzing the trade-off situations that they can face a company can seek 

to maximize the environmental effects with the minimum amount of costs thus 

improving the long term efficiency and effectiveness of their environmental 

spending. By creating shareholder value in this way a company can improve the 

sustainability of their business and the environment.  

  

Figure 4: The connection between Environmental Strategy and Competitiveness (Own 

Figure) 
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4. Empirical Findings 

In this chapter the empirical findings are presented from the companies that were chosen 

for the study: Xylem, QMT, Helios-Trans and Prost-Info. The gathered data is presented in a 

structured way in order to aid the reader’s understanding. This chapter will present 

environmental management in companies and how and why it is of importance to them.  

 

4.1 Xylem Inc.  

Xylem works for continuous systematic improvement of environment, work 

environment and quality issues. They have environmental and quality certifications and 

as of week 20, 2012 they are also certified in work environment. The owners have 

worked with these issues for a long time and set demands on environmental 

management on an international and also local level. When it comes to environmental 

goals Xylem focuses mostly on energy related issues, but also those that include water 

since it is so closely related to their business. They work a lot on their sustainability 

strategy which was initiated at the top level. Aside from the environmental factors, their 

sustainability strategy includes also social and economic factors. This strategy was 

adopted when ITT Flygt became Xylem in October 2011, but even before that ITT Flygt 

worked with sustainability and was on the Dow Jones Sustainability Index. When it 

comes to production, their facilities in Emmaboda have to follow specific regulations 

from authorities when regarding pollution and toxins going into the air and water, but 

also noise levels.  

As a company they feel outside pressure to be more environmentally friendly. In a small 

l place like Emmaboda it is vital to keep the noise levels down. Another important group 

are workers and potential workers such as students, because it is sometimes hard to 

attract the needed competence to a small place like Emmaboda and could be vital for the 

survival of the company. Their main interest groups are: owners, customers, workers, 

authorities and neighbors.  
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4.1.1 Environmental Strategy 

The company sets its environmental goals for four-year periods. Some environmental 

goals have a built in profit focus, but others are pursued in order to improve the plant 

and environmental performance.  

4.1.1.1 Work Input, Commitment, Ambition 

Xylem works very proactively with energy issues and is very good at re-using energy. 

They have a foundry which produces a lot of heat so they have an energy engineer who 

has found a way of using that extra heat to keep the building on their premises warm. 

They have built a bore hole supply where they can store warm water and use it during 

fall and winter. This is both good for the environment and also it decreases the cost of 

heating the facilities during colder seasons and it pays itself off rather quickly.  

4.1.1.2 Proactive / Reactive 

The purpose of their systematic improvement is to improve continuously and also set 

goals that go further than what is required by regulations. By working on their 

sustainability they want to take their responsibility as a company for future generations. 

It should be viewed in terms of environmental, social and economic factors. If a company 

is not profitable there is no reason it should exist.  

The owners audit them every other year by sending a team of five people to see how 

they work with the environment, working environment and health. It gives them 

support in their work and there are no difficulties for getting resources in that area. 

When it comes to resources, there are 3 people working with these questions and there 

is an energy engineer and also there is a local ISO coordinator in every department.  

Xylem has made thorough research in the grounds around their production facilities in 

Emmaboda and is aware of the areas of potential concern which historically may have 

been waste deposits. This is something they do around the world and every time they 

acquire or sell a building this kind of thorough research is done.  

4.1.1.3 Design for the Environment 

They conduct life cycle analysis of their products in various product categories. 

Enormous amounts of data are needed in order to do a life cycle analysis of products. 

The absolute biggest environmental impact of their products is during usage, when the 

pump is working under water because it uses a lot of energy during its life cycle. A lot of 
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improvements have been made in the energy effectiveness of their pumps and they have 

certain goals for their sales division when it comes to the energy effective pumps. It is 

important for customers to understand that they won’t be paying only for the product 

but also for the energy that it consumes during its life. An important part of their 

business is continuous improvement of their product since and patents and innovations 

are an important part of their revenues and business. Xylem has general demands on 

their suppliers which means that they must use the ISO 14001 standard, EMAS or 

similar so that they are systematically working for improvements. They also have a list 

of chemicals which they don’t want in their products and require their suppliers to sign 

a contract preventing their usage.  

Xylem is investing in building a larger air-cleaning facility for cleaning the air in their 

foundries which has a typical foundry smell. They are doing this in order to improve the 

working conditions of their employees.  

 

4.1.2 Competitiveness 

4.1.2.1 Innovations & Resource Productivity 

Xylem has been able to create two win-win situations by becoming more 

environmentally friendly and increased their competitiveness at the same time. The first 

one is the before mentioned energy saving plan by taking the spillover heat from their 

foundry and heating their buildings with it. The other one is that by continuously 

improving the efficiency of their impellers they are able to become more 

environmentally friendly and at the same time create better products which increase 

their competitiveness.  

4.1.2.2 Management Attitudes & Competitiveness 

When it comes to environmental regulations in Sweden, Xylem doesn’t think that it 

restricts their competitiveness on the international market. They have chosen to keep 

their production facilities in Sweden even if there are opportunities in a globalized 

world to move it to a low-cost country. This is mainly justified by the productivity of the 

production being in Sweden and being competitive in that way.  



 

28 
 

4.2 QMT 

QMT markets itself as a company that is oriented towards quality and the environment 

and this is clearly stated on their website. They are certified for both ISO 9000 and ISO 

14000. In December 2011 they had an audit on it and they passed even the medical 

technology part.  Certification is something that customers look for in companies and if 

they were not certified they would have problems attracting enough customers. This is 

because they are in a branch which is involved with medical equipment and the main 

customers are county councils and municipalities which have high requirements on 

suppliers to be environmentally friendly.  

 

4.2.1 Environmental Strategy 

The management has come up with four environmental goals for QMT: minimization of 

unnecessary transports, environmentally friendly packing materials, environmentally 

friendly cars and green electricity.  

4.2.1.1 Work Input, Commitment & Ambition 

The biggest environmental goal that QMT has is reducing the amount of unnecessary 

transports, mostly the so called emergency transports that have to be delivered as soon 

as possible to the customer. Minimizing unnecessary transports is not only an 

environmentally friendly option because of lower emissions; it is also cheaper since last 

minute transports are usually extremely expensive. Another important environmental 

goal that they have is to change all of their company cars to environmentally friendly 

options which in their case are ethanol fueled vehicles. Currently one of their company 

cars is going to be changed for an ethanol fueled version. Also an important goal was to 

have only environmentally friendly packing materials, a goal which they already have 

achieved. When they changed their packaging, a goal for the company was to seek 

suppliers that could supply them with environmentally friendly materials. In 2011 they 

went from using traditional electrical provider to one that provides green electricity. 

When it comes to the costs of environmental goals, they don’t think that the difference is 

significant because even if ethanol cars are possibly more expensive nowadays than 

normal cars, environmentally friendly cars have lower taxes. Green electricity is not 

either more expensive than the ones they used before.  
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The regulations on the cleanliness of medical copper pipes are much stricter in Sweden 

than in countries close by, so they have to wash every pipe that they sell. You can either 

order specially washed medical gas pipes or wash them yourself and this leads to a 

higher cost. QMT tests their products thoroughly in order to ensure that they don’t leak 

in order to prevent potentially dangerous gases from escaping.  

4.2.1.2 Proactive / Reactive  

This year they are going to invest in new environmentally friendly cars so that all of the 

old ones are exchanged by the end of the year. Although they do think that there is 

always room for small improvements. The problem of transports is frequently occurring 

which they are trying to work with and it’s all about planning from the beginning so that 

everything is sent at the same time. There is no exact goal but rather they try to lower 

their amount on a yearly basis. It is connected with the fact that they can’t have too 

many products on stock and then they get an order which should be delivered two days 

later. Something that they work hard on minimizing is carelessness which can lead to 

double shipping costs if wrong products are sent since they also have to be sent back. 

The management does not stress environmental issues a lot and in those cases that we 

do it is when new products are being developed and they need to make an 

environmental product declaration, but this is because customers want it.  

4.2.1.3 Design for the Environment  

They always try to look for alternatives when designing new products or when 

redesigning old ones from an environmental point of view. Customers want them to use 

as environmentally friendly materials as possible. QMT has a technician that has to take 

into consideration various environmental aspects when designing new products. 

Depending on what is going to be built, there are various technical and environmental 

aspects that need to be taken into consideration. When it comes to regulations that they 

must follow, an important one is sorting of waste materials; copper goes to copper bins 

etc. although there is a lot waste, they are able to sort most of it.  
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4.2.2 Competitiveness 

4.2.2.1 Innovations & Resource Productivity 

As already mentioned QMT looks for ways to build more environmentally friendly 

products when designing new ones or redesigning old ones. They are actually very close 

to achieving all of their environmental goals, since they already have green electricity 

and all of packaging materials are environmentally friendly alternatives. It is difficult for 

them to which environmental goals to pursue since they are rather small company that 

has no own production and therefore zero emissions. They strive for continuous 

improvement when it comes to environmental management and currently some of their 

washing liquids that they use for cleaning copper pipes is not yet environmentally 

friendly but they are in the process of changing it.  

4.2.2.2 Trade-Off Situations 

Even though QMT doesn’t have a specific environmental goal for their products, they 

strive to sell as environmentally friendly products as possible and improve 

continuously. Transports are the big issue for QMT since there are a lot of them every 

year. A lot of times they get orders and if everything isn’t stock they have to send half 

and then another half later when they get in the materials. Occasionally they have to 

send them by taxi or airplane so instead of sending just once they sometimes have to 

send it in two or three parts. This obviously has a tremendous impact on the 

environment and it is hard to make profit when shipping costs are high.  

4.2.2.3 Management Attitudes & Competitiveness 

It is difficult to buy copper pipes that are required by the Swedish standard. QMT 

doesn’t see this as a problem for their business since you can’t sell these pipes in 

Sweden if they don’t pass the requirements. Although it leads to a higher cost and 

therefore a price premium for their customers outside of Swedish borders it is 

something that the company has learned to live with since it would lead to even more 

problems if they had to order separate products for customers in different countries. 
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4.3 Helios-Trans 

The company was created by its CEO in 2003 year. At the core of the creation firm based 

on the idea. For "HELIOS-TRANS" the main thing is to work safely, efficiently, eco-

friendly, quickly and beautifully with optimal balance of deadlines, quality and price. 

 

Specialization of the construction company "HELIOS-TRANS" is the construction, repair 

and reconstruction of buildings for industrial production, and commercial purpose. 

Manufacture of installation metal structures of any complexity - the construction of 

prefabricated buildings: agricultural, commercial, warehouse and office space. The 

company has the certificate of admission to the works. Production company profile: 

construction. 

 

The main activities: 

• Construction and installation work; 

• Dismantling of buildings and structures; 

• Environmental and permitting assistance; 

• Road transport services; 

• Delivery of inert material; 

• Renting of construction equipment. 

Mid-list number of employees in the organization for 2012 amounted to 108 people. The 

location of the enterprise: the North-West region. 

The company's goal is to promote construction with using healthy resourses and 

technologies.  

 

4.3.1 Environmental Strategy 

4.3.1.1 Work Input, Commitment, Ambition 

The company "HELIOS-TRANS" - a team of professionals, who loves their job and 

dynamically evolving along the way to leadership. They are actively seeking new 

development opportunities to the company, strive for excellence in everything . 

Knowledge of modern materials and technology market, coupled with the normative 

base of the building gives the necessary momentum to their work, allowing to solve any 
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challenges that arise during construction.The company has many years of experience 

and its own manufacturing area, which allows them to qualitatively on time and at 

reasonable prices to fulfill the assigned tasks. At present, the main goal of company is to 

minimize the negative  environmental impact on the environment as in the industrial 

well as for civil construction (low-rise countryside houses). In the environmental 

mission of the company may be reflected the following aspects as  creating an integrated 

system of environmental management and environmental protection; definition of 

social and environmental responsibility of the company. The company has active 

program of development and introduction of environmentally friendly products for 

construction.  

 

"HELIOS-TRANS" has a specific environmental strategy such as Risk management, Cost 

savings and Managing your competitors. The main goal of Risk management is the 

reduction of risk relatively violations of environmental regulatory legal acts. Monitoring 

of new Govermental polite.  

The strategy of Cost savings include :  

⁃  Using environmentally friendly materials during construction and operation. It 

allows to company the cost reductions. 

⁃   Reuse and recycling of waste from construction activities. It allows to save on 

taxes. 

Following the Managing your competitors strategy of "Helios-TRANS": Eco-friendly 

company complies with the federal legislation of Russia in the field of ecology has a 

better chance on government orders. With observance of environmental regulations 

also has an opportunity in cooperation with major local and international customers. 

Investment in environmental strategy is a percentage of turnover. It's about 5 percent. 

4.3.1.2 Proactive / Reactive 

"HELIOS-TRANS" goal is to be proactive company. One of the main problems in 

implementing the environmental strategy is the content of the whole department, the 

selection and provision of working conditions for high-level professionals. Also, constant 

monitoring of international law and RF legislation. Sometimes customers has lack of 
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understanding of the  environment importance  and appropriate standards for the 

implementation of their order. The company's managers understand the importance of 

ecological management. For a more effective stimulation of their activity in the 

company, there are bonuses for finding new projects and areas for the company. 

4.3.1.3 Design for the Environment 

Quality control is carried out in the company at all stages of work: 

from the reconstruction and construction of buildings and structures till selection of 

materials used to efficient and cost-optimal construction techniques. Establishment of 

ecological areas in the city. Maintenance and restoration of existing ones. The company 

itself is engaged in  areas search with environmental problems and partly recover at its 

own expense. It also affects the reduction of charitable tax base of the company. 

 

4.3.2 Competitiveness 

4.3.2.1 Innovations & Resource Productivity  

Opportunities with development of products for the "HELIOS-TRANS": 

First is the improvement of relations with the State in environmental policy. Also, 

improving the quality of products allows the company to enter on the international 

level. At the general level of organization in different structural units, managers are 

responsible for ensuring that environmental performance and efficient implementation 

of environmental problems. The company is actively pursuing environmental projects to 

improve the ecological environment in the city and engaged in energy audits. Currently, 

one of the activities of the company is eco-friendly parking. The company buys the 

special grid which allows to keep grass from the impact of tires from foreign partners. 

4.3.2.2 Trade-off Situations 

"HELIOS-TRANS" strategy is to analyze trade-off situations. There are high penalties for 

violation of environmental standards. Environmental legislation complies with 

international standards but during its realization the company is facing with incorrect 

performance of it and unfortunately with corruption. The company has a positive 

experience because of its environmental management in the competition. For example 

during construction in the port of of St. Petersburg. While the contract proces for this 
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project, one of the customers conditions was the complete exclusion of sewage in the 

equatorial Gulf of Finland. This was done to of undiminished spawning of salmon. 

4.3.2.3 Management Attitudes & Competitiveness 

Implementation of environmental strategies companies can significantly improve the 

competitiveness. "HELIOS-TRANS" is environmentaly friendly company. It allows it to 

get Goverment orders. Also implementation of environmental strategies significantly 

improve the competitiveness on the domestic and foreign markets. The "HELIOS-

TRANS" cooperates with companies generating resources in compliance with 

international environmental standards. The company's specialists constantly monitor 

product suppliers, check the production standards and quality. In future company is 

going to invest in the development of environmentally friendly resources and 

cooperation with international companies. 

 

4.4 Prost Info 

The company "Prost Info" was started by CEO of it in 1995 year. The hotel complex is 

situated in a unique location on the shores of the Gulf of Finland near the town of 

Sestroretsk. The most attractive tourist destinations of the North-West of Russia - Saint 

Petersburg and the surrounding area. One of these attractions is the Sestroretsk known 

as one of the oldest resort towns in the region. Its appearanceit is obliged to Peter I. Gulf 

of Finland is located in the eastern part of the Baltic Sea and is the most shallow part of 

it, washes the shores of Russia in the east, Finland in the north and Estonia in the south. 

The main port cities in the Gulf are in Russia: St. Petersburg, Vyborg, Primorsk, 

Lomonosov, Ust-Luga, in Finland: Helsinki, Hanko, in Estonia : Tallinn and Narva. 

Cooperation in economy, ecology and tourism to Finland allows consider these factors in 

the development of company. Characteristics of products: Services. The industrial 

structure includes a hotel, 5 cottages, restaurant, fitness center, a separate building 

conference rooms and parking for trailers and cars. The three-storey hotel building has 

28 double rooms with all amenities and 3 rooms "luxury" which provided increased 

comfort. Quiet hotel lobby decorated with fresh flowers, you can sit behind a pleasant 

conversation with friends. On the ground floor is a restaurant for 80 seats. It is proposed 

the holding of wedding and anniversary celebrations, banquets, corporate parties, 

organized a complex meals for groups of tourists. On the territory of the motel has 5 
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detached cottage within each -2 double rooms with shared hallway. During whole year 

cottage guests are those who dream about quiet vacation at the cottage or just solitude. 

For conferences and seminars offers modernly equipped conference - hall. On the 

territory of there is bathhouse and fitness center, indoor recreation which is a sauna 

with a swimming pool, billiards room, table tennis and bar. Two bars offering for guests 

any cocktails, tea, coffee and a great selection of alcoholic and soft drinks. For a picnic in 

a secluded part of the territory allocated space  equipped with grill, furniture and 

umbrellas. Near is located a volleyball court. In the summer there is outdoor swimming 

pool with sun loungers and tennis courts. In the area adjacent to the pool are 

comfortable showers and bathrooms.  In addition, in the motel-camping there is possibly 

for trailer  the location of hotels with connection to electricity and water supply. The 

whole area is protected around the clock. 

 The company's goal is to promote a healthy lifestyle as the most acceptable to modern 

man. 

 

4.4.1 Environmental Strategy 

4.4.1.1 Work Input, Commitment, Ambition 

 In the environmental mission of the company may be reflected the following aspects: 

1. Definition of social and environmental responsibility of the company; 

2. Efficient use of resources; 

3. Active development and introduction of environmentally friendly products, 

production processes; 

4. Creating an integrated system of environmental management and environmental 

protection; 

5. The exchange of environmental information between different organizations; 

6. The same value for the company's economic, environmental and social goals. 

 

  "Prost Info" have a specific environmental strategy such as Cost savings and Managing 

your competitors. The main thought of Cost saving strategy is to implement the 

measures should consider all possible options to minimize costs. Particular attention is 

paid to recommend the use of internal reserves of the company as well as temporarily 

idle funds. The main with using the Managing your competitors is especially important 
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in expanding the company and enter the international markets where flexibility is 

required from the staff and the severity of the reaction is often guarantor the stability of 

the enterprise to the actions of competitors and increase competitiveness. 

4.4.1.2 Proactive / Reactive 

"Prost Info" goal is to be proactive company. The basis of environmental policy for staff 

is to introduce or develop the existing department of environmental management the 

companies activities. The work of this department should be clearly established, the 

functions are distributed and assigned responsibility. At the general level of 

organization in different structural units, managers must be responsible for ensuring 

that environmental performance and efficient implementation of environmental 

problems. 

  

 Firstly "Prost Info" want to open new department in our hotel complex.  Anticipating 

the increase in the provision of tourism services in the industrial structure proposed for 

reconstruction of the sports recreation center. The existing sports recreation complex 

includes: sauna, swimming pool, etc. This project proposes to implement an add-sport 

recreational complex covers an area of 288 m2.  

 

In the development of environmental policies is the an important issue of staff 

motivation for environmental change, how people are willing to change and realize their 

responsibility towards society and the environment. This is especially important in 

expanding the company and enter the international markets where flexibility is required 

from the staff and the severity of the reaction is often guarantor the stability of the 

enterprise to the actions of competitors and increase competitiveness. 

4.4.1.3 Design for the Environment 

As part of the organizational design, "Prost Info" will implement the design of the 

production units to improve the industrial structure and taking into account the 

environmental targets, we can asses the environmental performance of the further 

conduct of environmental audits. When designing an industrial infrastructure company 

identify the optimization of traffic flows during the organization of parking, given the 

potential infrastructure (Electricity, sanitation). Evaluation criteria for environmental 

infrastructure will allow to improve the image of company. The choice of technology for 
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the reconstruction of sports recreation complex is a multifactorial problem and can not 

be arbitrary. It should be based on a thorough analysis of numerous modern 

architectural building systems in terms of versatility, technical and economic 

performance, accessibility and sustainability of raw materials, must take into account 

the requirements of existing and emerging standards in safety, energy efficiency and 

environmental friendliness. It is proposed to introduce four options under consideration 

for the environmental policies of the organization: 

1. The introduction of environmental passive strategy in the planning of services 

exportsis PE; 

2. The introduction of an active strategy of environmental planning services exportsis 

AE; 

3. Implementing environmental policies in attracting passive services for foreign 

touristsis RM; 

4. Implementation of environmental strategies for active production planning services-

AM. 

 

4.4.2 Competitiveness 

4.4.2.1 Innovations & Resource Productivity  

At present, "Prost Info" priority - is to improve the structure of companies, improving 

the quality of management, addressing the major programs for the modernization of 

production facilities, product development. With location of «Retur» hotel it's necessary 

to market ourself though way of environmentally friendly company.  In the development 

of environmental policies is the an important issue of staff motivation for environmental 

change, how people are willing to change and realize their responsibility towards 

society and the environment.This is especially important in expanding the company and 

enter the international markets where flexibility is required from the staff and the 

severity of the reaction is often guarantor the stability of the enterprise to the actions of 

competitors and increase competitiveness.The basis of environmental policy for staff is 

to introduce or develop the existing department of environmental management the 

companys’ activities. The work of this department should be clearly established, the 

functions are distributed and assigned responsibility. At the general level of 

organization in different structural units, managers must be responsible for ensuring 
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that environmental performance and efficient implementation of environmental 

problems.Russian tourist market has fast grow and company want to be successful on it, 

it has to look on companies with international names and make the business on the 

same level. 

4.4.2.2 Trade-off Situations 

 "Prost Info" strategy is to analyze trade-off situations. Maximal effect with minimum 

cost is the main way to environmental management in the hotel industry.  The project 

incorporated the ideas of sustainability, energy efficiency and environmental protection. 

As the ceilings are provided carpentry, glazing tape from floor to ceiling in a universal 

gym will allow to take full advantage of natural light and is more economical to expend 

energy. Construction (reconstruction) will improve the infrastructure and appearance of 

the entire recreation area and considering that the hotel complex may annually receive 

more than 15 thousand people, it has become one of the central objects of outbound 

tourism and recreational opportunities in the Resort District of St. Petersburg. In 

Russian Federation the laws isn't so big problem for environmental strategy in this type 

of industry because of government program of developing tourism  in country. To be 

more environmentally friendly is one of the best factors for competitiveness because 

"Prost Info" clients prefer healthy lifestyle. 

4.4.2.3 Management Attitudes & Competitiveness 

Implementation of environmental strategies companies can significantly improve the 

competitiveness of the domestic and foreign markets have a positive impact on the 

planning and implementation of environmental activities affect the expansion of the 

range of environmentally friendly products and in the long perspective reducing 

emissions and improve the environment. The companys methods make it possible to 

develop measures to reduce the adverse effects of activities on the environment and 

reduce conflict of ecology and economy. As a result of the implementation of 

environmental strategies at the enterprise may be obtained from the following 

competitive advantages: the promotion of products and services in international 

markets, positive relations with all market participants, improved information support, 

guarantee compliance with the law, reduction of environmental risks, reduction of fees 

for excess emissions and various environmental violations, improved quality, greater 

environmental consciousness and commitment of staff, reducing costs through more 
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efficient use of energy and resources in the production process. In future perspective for 

next 5 years "Prost Info" going to make investments to help with environmental 

situation on the area Golf of Finland. It's very beautiful place with good perspective for 

all Baltic region and North Europe( and not only for travel industry) and last years it was 

not enough attention for it. Company are going to change it. 
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5. Analysis  

The analysis chapter will combine the theoretical references and the empirical data. We 

discuss and analyze environmental management strategies in companies and its impact on 

their competitiveness by using models from literature and try to explain how they are 

connected.  

 

5.1 Xylem 

5.1.1 Environmental Strategy 

5.1.1.1 Work Input, Commitment, Ambition 

When looking at Ammenberg (2010) five main strategies for commercial environmental 

management that all depend on the work input, commitment and level of ambition of 

the company we think that Xylem doesn’t fit into only one particular category. Instead 

they use a combination of various strategies such as managing environmental risk, 

saving costs and differentiating products. Ammenberg (2010) describes managing 

environmental risks as something that companies do in order to anticipate and 

minimize potential negative effects which can cause both economic and environmental 

damage. Xylem manages environmental risk by doing thorough analysis of grounds 

around their current facilities, but also when they are going to buy new ones and before 

sales of old ones. Saving costs is according to Ammenberg (2010) when firms seek out 

opportunities to cut internal costs and at the same time improve their environmental 

performance. Xylem has done this in a very effective way as they take care of the 

spillover heat from their foundries and use it to heat up their buildings. Third 

environmental strategy that is applicable to Xylem is differentiation of products which is 

described by Ammenberg (2010) as something that a company does to improve the 

competitive aspects of their product, but gives them also the opportunity to charge more 

for their environmentally friendly product. Xylem has done this through the continuous 

improvement of the effectiveness of their pumps which use up less electricity during 

their lifetime making them more environmentally friendly and for which they can 

charge a price premium.  
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5.1.1.2 Proactive / Reactive 

According to Dobers & Wolff (1995), companies can be divided into two categories 

when it comes to their environmental management. Some companies are reactive to 

regulations and only do what they must when it comes to being environmentally 

friendly while others are proactive and work to improve their long tem environmental 

performance regardless if regulations require it from them. We argue that Xylem is very 

proactive when it comes to their approach to environmental issues. Dobers & Wolff 

(1995) describe a proactive company as one that sees environmental challenges as a 

mission and implement environmental responsibility in their organization through their 

strong corporate culture. In Xylems case there are several examples that confirm the 

assumption of them being a proactive company: because their owners audit them every 

other year it communicates to everyone inside the company that it is an important value 

in the corporate culture. There is also a focus on sustainability from the top level in the 

company further strengthening their focus and they work systematically in order to 

improve the environmental aspects of their company. When setting their four year goals 

for the environment there is not only emphasis on those goals that will increase their 

profits, but also on those that will only increase the environmental performance of the 

company. 

5.1.1.3 Design for the Environment  

Design for the environment is according to Piasecki et al (1999) a systematic approach 

that concentrates on designing and redesigning products and processes of a company 

with regard to their impact on the environment and human health. In Xylems case this is 

evident in their focus on improving their products to be more environmentally friendly 

by improving their effectiveness and by having their suppliers comply with strict 

demands on the chemicals that are not allowed to end up in their products. From a 

human health perspective they are investing in a larger air cleaning system for their 

foundries in order to decrease the characteristic smell found in foundries. An important 

aspect of the design for environment is doing a life cycle assessment on products. 

According to Dobers & Wolff (1995) a life cycle assessment is a tool to find opportunities 

for improvement when it comes to product design. Xylem does this costly and time 

consuming, but nevertheless important analysis periodically since patents and 

innovations are a big part of their revenues and business.  
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5.1.2 Competitiveness 

5.1.2.1 Innovations & Resource Productivity 

According to Porter & van der Linde (1995), companies can improve their 

competitiveness by innovating in the area of environmental management. It is in strong 

opposition to the assumption that regulations lead to higher prices and decreased 

competitiveness. In the case of Xylem they do not see the regulations in Sweden, which 

are in several situations considerably stricter than in other countries, as a problem that 

restricts their competitiveness internationally. This is mainly due to the fact that they 

concentrate on selling high quality products instead of competing with price. Although 

they are not forced to innovate by regulations to a great extent, Xylem has innovated 

when it comes to creating more energy efficient pumps which has a positive effect on 

their competitiveness. This could be due to their corporate culture which is strongly 

rooted in considering environmental aspects. Another environmental innovation is the 

using the spillover heat from their foundries to keep their buildings warm. We argue 

that this is due to the fact that they have a special energy engineer who is the driving 

force behind these kinds of initiatives. This energy initiative has allowed them to cut 

costs and improve their competitiveness at the same time.  

5.1.2.2 Trade-off Situations 

According to Walley & Whitehead (1994) companies should strive for seeking the best 

possible solutions to environmental problems that will give the greatest environmental 

effects for the smallest possible cost. In the case of Xylem, they do not work in this way 

but rather seek just want to implement their environmental management strategy in the 

best possible way.  

5.1.2.3 Management Attitudes & Competitiveness 

According to Lopez-Gamero et al (2010) when companies choose to implement 

environmental regulation voluntarily it has a positive effect, because companies work to 

increase their competitiveness through opportunities found in environmental 

management. Companies can gain competitive advantages by improving efficiency and 

minimizing input and waste related costs. In the case of Xylem this is very much the case 

since they only use about 8% of new raw materials in their pump production and 

everything else being recycled material. This has led them to better cost effectiveness 

and improved competitiveness in turn. According to Lopez-Gamero et al (2010) 



 

43 
 

improvements in environmental management have a big impact on the image and 

marketing of a company towards customers and other stakeholders. In the case of Xylem 

they believe that they’re good at delivering the message of them being an environmental 

company to their customers and that those customers find the closeness of their 

production to nature in Emmaboda very intriguing and special. According to Lopez-

Gamero et al (2010) the competitive advantages gained from proactive environmental 

management lead to better financial performance. We argue that this is true for Xylem 

because of the resource efficiency, image building, energy saving and product 

improvements that they have made due to their proactive environmental management 

goals.  

 

5.2 QMT 

5.2.1 Environmental Strategy 

5.2.1.1 Work Input, Commitment, Ambition 

According to Ammenberg (2010) companies can choose from five different strategic 

approaches to environmental management based on their work input, commitment and 

level of ambition. QMT doesn’t invest a lot of time and resources in environmental 

management as their environmental and quality coordinator works with environmental 

questions about 1% of her time, but they do have specific environmental goals set but 

the management which they aim for. When reflecting upon the empirical findings to 

Ammenberg (2010) theory, QMT has a low level of work input and ambition, even 

though they are committed to achieving the environmental goals they have set.  

The five environmental strategies that Ammenberg (2010) mentions are managing 

environmental risk, saving costs, differentiating products, managing your competitors 

and redefining markets. When managing environmental risks companies aim to 

anticipate and minimize potential environmental risks that are involved with their 

operations. QMT tests their products for leakage thoroughly before sending them out to 

customers and they also are in the process of changing their pipe washing fluids to a 

more environmentally friendly alternative. In these ways they are managing risks of 

environmental damage which can lead to economic damage to the company if their 
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products are faulty which can affect their customer satisfaction and also they can suffer 

negative consequences if they use toxic washing fluids.  

Another strategy that Ammenberg (2010) mentions is saving costs while at the same 

time improving environmental performance. This can be achieved through good 

corporate culture which plans and follows through on environmental initiatives. QMT 

has as one of their main goals to decrease the amount of unnecessary transports which 

are both costly and have a large negative effect on the environment. When examining 

the empirical data, QMT is applying the cost savings strategy in their operations and 

seek to improve the planning of their order delivery so that everything can be sent at 

once and decreasing their negative impact on the environment while at the same time 

cutting costs. When it comes to the rest of the strategies addressed by Ammenberg 

(2010), differentiating products, managing competitors and redefining markets QMT 

does not consciously strive to apply them. The empirical evidence shows strong 

correlation with the strategies of Ammenberg (2010) because with the low level of work 

input, commitment and ambition QMT has only been applying the two strategies where 

those three things are required the least.  

5.2.1.2 Proactive / Reactive 

According to Dobers & Wolff (1995) companies can be divided into two categories when 

it comes to handling environmental pressures from the outside world: proactive and 

reactive. The first ones see environmental challenges as a mission and they implement 

environmental responsibility in their corporate culture and strive to be the front 

runners in their fields when it comes to environmental management. The second ones 

are those companies that see environmental challenges as a problem and tend to wait 

until environmental regulations are created by government until they start 

implementing more environmentally friendly business methods. QMT has four primary 

environmental goals, which are: minimization of unnecessary transports, 

environmentally friendly packaging, environmentally friendly cars and green electricity. 

When it comes to the time invested in environmental questions their environmental and 

quality coordinator spends a minimum amount of time contemplating environmental 

issues. They create environmental product declarations because their customers require 

it and sort their waste according to regulation. While they do have clear environmental 

goals, QMT does not have the commitment and ambition required to be proactive in 
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their environmental aspirations. This may be also due to their small size and restricted 

resources that can be put in use. When it comes to environmental improvements, they 

usually only comply with outside requirements such as those from their customers and 

government regulations therefore their approach towards environmental management 

can be viewed as reactive. On the other hand they do seek to decrease unnecessary 

transports, have environmentally friendly packaging materials and green electricity and 

environmentally cars. Although these all are proactive goals, the management does not 

stress these issues to great extent and therefor QMT should be viewed as more of a 

reactive than a proactive company.  

5.1.1.3 Design for the Environment  

Design for the environment is mainly about designing and redesigning products and 

processes of a company with regard to the environmental aspects in order to gain a 

sustainable environment (Piasecki et al, 1999). It is a time consuming and 

comprehensive analysis that takes into account both qualitative and quantitative terms 

and their effects on the environment. When QMT designs or redesigns a product they 

look into ways of making it as environmentally friendly as possible by looking at 

alternative material usage and how their customers will have to deal with the resulting 

waste in the end of the products life cycle. Although they do look at the environmental 

alternatives when designing and redesigning products QMT does very little DfE since 

they don’t do comprehensive analysis of the situation.  

 

5.2.2 Competitiveness 

5.2.2.1 Innovations & Resource Productivity 

Porter and van der Linde (1995) argue that there doesn’t have to be a trade-off between 

economic progress and environmental considerations and that in the world of dynamic 

business competition companies continuously find innovative solutions to problems 

created by regulations, customers and competitors. QMT has pressure on them from 

customers to use as environmentally friendly materials in the products they design and 

redesign. They also have pressure on them from regulations to comply with cleanliness 

of pipes and the recycling of waste materials that they create. When it comes to 

innovating in order to improve environmental performance and economic profitability 
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QMT is not able to find such opportunities this might be because of their limited 

resources or because such opportunities simply do not exist for them.  

5.2.2.2 Trade-off Situations 

According to Walley & Whitehead (1994) companies should not seek out only win-win 

situations which might be found by innovating but seek to find actions that give them 

the most value in order to achieve sustainable environmental solutions. This 

sustainability can be achieved by focusing on shareholder value rather than compliance, 

emissions or costs. Companies should concentrate on finding trade-off situations 

between environmental considerations and business thus maximizing the 

environmental impact for a minimum cost. The four environmental goals that QMT has 

are: minimization of unnecessary transports, environmentally friendly packing 

materials, environmentally friendly cars and green electricity. Firstly, by minimizing 

unnecessary transports they will cut their costs while at the same time increasing their 

profits and gaining the maximum environmental impact that company of their size and 

business can gain. Secondly, but choosing environmentally friendly packaging material 

they increase their environmental performance for a minimum cost since it is not much 

more expensive than traditional packaging material. Same is with the environmentally 

friendly cars which do cost a bit more, but they have lower taxes than normal ones. 

Finally by switching to green electricity, QMT has been able to increase their 

environmental performance further to a minimum cost. All of their environmental goals 

have been achieved and are aimed to be achieved through the analysis of trade off 

situations in order to gain the maximum environmental benefit for a minimum cost thus 

improving the competitiveness of the company.  

5.2.2.3 Management Attitudes & Competitiveness 

According to Lopez-Gamero et al (2010) companies that voluntarily implement 

environmental management gain a positive effect on their competitiveness. Having a 

management that has a positive attitude towards proactive environmental management 

since it motivates investments based on environmental considerations. QMT has four 

environmental goals set out by the management: minimization of unnecessary 

transports, environmentally friendly packing materials, environmentally friendly cars 

and green electricity. When they have unnecessary transports their costs are increased 

per order basis and the environmental impact is larger than if all products were sent at 
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the same time. The costs of environmentally friendly packaging materials, 

environmental cars and green electricity do not greatly differ from their counterparts. 

Although reducing unnecessary transports does give a great benefit seen from the 

environmental point of view, it makes even more sense from an economic point of view 

since it is very expensive for the company on yearly basis. Reducing them is more about 

cost saving and the environmental part is just an added bonus. When it comes to the 

three other goals they are proactive in a sense, but the effort and costs involved to 

achieve them are minimal therefore QMT is not a company that has a management that 

greatly stresses proactive environmental management.  

 

5.3 Helios-Trans 

5.3.1 Environmental Strategy  

5.3.1.1 Work Input, Commitment, Ambition 

According Ammenberg, 2010 the main goal of this strategy is to find and evaluate the 

environmental risks. Company’s operations involved it and its necessary to anticipate 

and minimaze potential negative effects. Risk of environmental accidents, new laws and 

regulations, taxes, fees has influence on the company. In the "HELIOS-TRANS" has 

special environment department. Managers constant monitoring of international law 

and RF legislation.  

Saving Costs.  Following Ammenberg, 2010 there are opportunities for cutting internal 

costs with improving environmental performance at the same time. It’s important for 

the company to have a well improved corporate culture which stricted follow 

environmental initiatives.  Environmental initiatives can be more profitable if make 

deeper research of all the relevant costs and benefits. "HELIOS-TRANS" prefer to use 

environmentally friendly materials. Nowadays because of modern technologies this type 

of resourses cost much cheaper then simple not environmentally friendly one.  It allows 

to company the cost reductions. 

Managing Your Competitors. This strategy can be divided into two parts: influencing 

authorities to create a new laws and regulations and collabrating with other for creation 

of brand standart. "HELIOS-TRANS" is Eco-friendly company complies with the federal 
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legislation of Russia in the field of ecology. It’s included in all competitions where the 

companies can get the govermental orders. The company has a competitive edge such as 

environmental departmet, investition in development of environmental aspects, 

proffecional managers with great work experience and law department which always 

monitoring new laws and regulations.    With observance of environmental regulations it 

also has an opportunity in cooperation with major local and international customers. So 

the "HELIOS-TRANS" involved in second part of Managing your competitors strategy 

because according theory  the company has a clear competitive edge in the chosen area 

and that raising the requirements affects all of the company’s competitors.(Ammenberg, 

2010).  

5.3.1.2 Proactive / Reactive 

According to Dobers & Wolff (1995) there are two kinds of model companies: First ones 

that see the environmental aspects as a problem. This companies characterized with 

negative impact on the environment. In the second ones environmental challenge as a 

mission of the companies. They are implementing environmental responsibility by using 

corporate culture that communicates their vision with vision of all other world. 

Companies that see environmental challenges as a mission tend to be proactive in their 

environmental initiatives and strive to be the front runners in their fields when it comes 

to environmental responsibility (Dobers & Wolff, 1995). "HELIOS-TRANS" is proactive 

company.  The company's managers understand the importance of ecological 

management. The conpany has a strong corporate culture which based on saftness of 

environment. The company has a strong leader that shows to company’s empoyees goals 

and explain how to realize it.  For a more effective stimulation of company’s activity, 

there are bonuses for finding new projects and areas for the company. 

5.3.1.3 Design for the Environment 

The design for environment is systematic approach that concentrates on designing and 

redesigning products and processes of a company with regard to their impact on the 

environment and human health (Piasecki,1999). "HELIOS-TRANS" specially for 

environmental goals of company created inside the new ecological departament. In its 

work include: quality control at all stages of work, establishment of ecological areas in 

the city, maintenance and restoration of existing ones. The company by itself find the 

areas in the city with environmental problems and orginise the reconstruction of it. 
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5.3.2 Competitiveness 

5.3.2.1 Innovations & Resource Productivity 

Following to Porter & van der Linde (1995) companies need a push in the right direction 

by implementing regulations which will give it the chance to recognise profitable 

opportunities through innovation aspects. Companies should view environmental issues 

as economic and competitive opportunities and not as costs and threats.  "HELIOS-

TRANS" understand the opportunities which give innovation and use it. For example 

project of eco-friendly parking. Its innovation in area of ecological construction. It allows 

company to be more competitiveness and give new more deeper opportunities in 

getting more wider and harder orders from government and big local and international 

companies.   

5.3.2.2 Trade-off Situations 

Following to Porter & van der Linde (1995) there is a widespread misconception that 

there has to be a trade-off between economic progress and environmental 

considerations.  Companies should focus on improving the resource inefficiencies such 

as incomplete material utilization and bad process controls which lead to unnecessary 

defects, waste and stored materials. "HELIOS-TRANS" cooperates with companies 

generating resources in compliance with international environmental standards. It 

made some investments in the improving resource inefficiencies because this is one of 

construction sides. The company contol quality of resourses, work, technologies on the 

all stages of production. 

5.3.2.3 Management Attitudes & Competitiveness 

Piasecki (1999) says what a problem that companies face with environmentally driven 

strategies is that their efforts to implement it are unsuccessful. Change management is a 

minefield of various problems, but usually companies start the changes quickly without 

realizing that change requires time, careful planning and patience and end up failing to 

get positive results for their efforts.  The "HELIOS-TRANS" specialists constantly 

monitor market, product suppliers, check the production standards and quality. There 

are special depertament in the company. It has to plan the realisation of environmental 

police and strategy, check the innovations in this area and competitivness opportunities 

of company. 
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5.4 Prost Info 

5.4.1 Environmental Strategy 

5.4.1.1 Work Input, Commitment, Ambition 

According to Ammenberg (2010) there are five main strategies for commercial 

environmental management which all differ in terms of work input, commitment and 

level of ambition. How we asked the Development manager of "Prost Info" in the 

company there are two specific environmental strategy: Cost savings and Managing your 

competitors.So the company doesn’t fit only in one concretive category. Following 

Ammenberg (2010) with using the strategy of saving costs in the company there are 

opportunities for cutting internal costs and at the same time improve environmental 

performance. "Prost Info" consider all possible options to minimize costs. Particular 

attention is paid to recommend the use of internal reserves of the company as well as 

temporarily idle funds. The idea of managing your competitors strategy is managing 

ones competitors is to be so far ahead the competition in environmental aspects that one 

can influence competitors or authorities so that the competitors are also forced to make 

the same costly investments while you are also being the branch leader.  In "Prost Info" 

understand how important flexibility which  required from the staff and the severity 

reaction. Often it’s the guarantor of stability on the enterprise to the actions of 

competitors and increase competitiveness. 

"Prost Info" has a huge number of competitors such as Radisson, Ibis and a huge number 

of local companies. Of course, they have an impact on the company. Most of the local 

competitors’ prices for the countryside service by 10-20 per cent higher that influence 

on the choice of the buyer. "Prost Info" has unwavering good reputation and service 

quality. So people who think about its health and want to be sure of quality are selected 

"Prost Info". 

5.4.4.2 Proactive / Reactive 

According to Dobers & Wolff (1995) there are two kinds of model companies both of 

which employ a different kind of approach to handling the environmental pressures 

from the outside world. Reactive there are the companies that see the environmental 

challenge as a problem; these companies are characterized by that their business or 

products have a negative impact on the outer environment. The second type of 
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companies is proactive those that see the environmental challenge as a mission; they are 

characterized by that they implement environmental responsibility in their organization 

by using their strong corporate culture that communicates their vision to the employees 

and the various actors in the outer world. 

"Prost Info" goal is to be proactive company. It has the strong corporate culture and the 

basis of environmental policy for staff is to introduce or develop the existing department 

of environmental management the companies activities. Managers are responsible for 

ensuring that environmental performance and efficient implementation of 

environmental problems at the all general level of organization in different structural 

units. 

Following Dobers & Wolff, 1995 entrepreneurial companies usually have a strong leader 

that shows the company how to relate to others with his strong values. These companies 

act based on their values and their strong belief in that they are doing the right thing, 

making demands on others in their organizational field. The proactive approach has the 

advantage of that when a company easily passes all environmental requirements, it can 

then allocate more resources to improving its market position which also makes it more 

powerful negotiator when it comes to the environmental requirements it makes on its 

suppliers. "Prost Info" has a CEO who put the environmental misson of organisation on 

the first place. He understand what development of environmental policies is the an 

important issue of staff motivation. Staff in the company has strong belief in their work 

and high management of company. 

5.4.4.3 Design for the Environment 

Following Piasecki (1999) the design for environment is systematic approach that 

concentrates on designing and redesigning products and processes of a company with 

regard to their impact on the environment and human health. Staff environmental policy 

is to introduce or develop the existing department of environmental management the 

company’s activities.  The work of this department in "Prost Info" clearly established, 

the functions are distributed and assigned responsibility. Managers are responsible for 

ensuring that environmental performance and efficient implementation of 

environmental problems at all general levels in the company. 
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5.4.2 Competitiveness 

5.4.2.1 Innovations & Resource Productivity 

According to Porter & van der Linde (1995) companies need a push in the right 

direction by implementing regulations that give them the chance to seek profitable 

opportunities through innovation. The role of regulation should be to give industries the 

opportunity to solve their own problems through innovations. Another thing that 

regulation should do is to aim for continuing development within an industry and not 

just force particular technologies upon companies. Companies should view 

environmental issues as economic and competitive opportunities and not as costs and 

threats. The companies that manage to innovate will have the first-mover advantage 

which will improve their competitiveness compared to others.  

5.4.2.2 Trade-off Situations 

According to Porter & van der Linde (1995) there is a widespread misconception that 

there has to be a trade-off between economic progress and environmental 

considerations. Environmental standards that are created in a correct way can improve 

the possibilities to innovate so that costs of a product are reduced or its value is 

improved. Companies should shift their focus from the costs of treating or eliminating 

pollution to improving the resource inefficiencies such as incomplete material 

utilization and bad process controls which lead to unnecessary defects, waste and stored 

materials. 

 The "Prost Info’s" project incorporated the ideas of sustainability, energy efficiency and 

environmental protection. As the ceilings are provided carpentry, glazing tape from 

floor to ceiling in a universal gym will allow to take full advantage of natural light and is 

more economical to expend energy. This is way to make environmental area around 

more safety and in the same time this innovation will allow to minimize costs. It has 

become one of the central objects of outbound tourism and recreational opportunities in 

the Resort District of St. Petersburg.  

This strategy can show in right direction situation in the company. There aren’t some special 

entry barriers for this market segment. Customers has great demand on the company. "Prost Info" 

always has to do the market research to feel and find new customer’s needs. One of them 

is environment, that’s why the company always find some new innivative ways of hotel’s 
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construction and resourse productivity. Nowadays, the company has a lot of orders to 

international companies which provided the environmentaly friendly resources.  

5.4.2.3 Management Attitudes & Competitiveness 

According to Piasecki et al.,1999 a recurring problem that companies face with 

environmentally driven strategies is not that they don’t try to incorporate it, but rather 

that their efforts to implement it are unsuccessful. Change management is a minefield of 

various problems, but usually companies start the changes quickly without realizing that 

change requires time, careful planning and patience and end up failing to get positive 

results for their efforts. The "Prost Info" methods make it possible to develop measures 

to reduce the adverse effects of activities on the environment and reduce conflict of 

ecology and economy.  As a result of the implementation of environmental strategies at 

the enterprise may be obtained from the following competitive advantages: the 

promotion of products and services in international markets, positive relations with all 

market participants, improved information support, guarantee compliance with the law, 

reduction of environmental risks, reduction of fees for excess emissions and various 

environmental violations, improved quality, greater environmental consciousness and 

commitment of staff, reducing costs through more efficient use of energy and resources 

in the production process. 

5.5 Cross Case Analysis 

 Xylem QMT Helios-Trans Prost Info 

Environmental  

Strategy 

Managing 

environmental 

risks/ Saving 

costs/ 

Differentiation 

of products 

Managing 

environmental 

risks/ Saving 

costs 

 

Managing 

environmental 

risks/ Saving 

costs/ 

Managing 

competitors 

Saving 

costs/ 

Managing 

competitors 

Work input/ 

Commitment/ 

Ambition 

 

High 

 

 

Low 

 

High 

 

Low 

 

Proactive/ 

Reactive 
Proactive Reactive Proactive Proactive 
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When looking at the four case companies in this study they all apply some of the five 

strategies that Ammenberg (2010) mentions: managing environmental risk, saving 

costs, differentiating products, managing competitors and redefining markets. The 

remarkable thing is that they don’t only apply one of these strategies, but rather a 

combination of them that suits their needs. These strategies depend on the work input, 

commitment and ambition of the companies towards environmental management which 

in the larger companies Xylem and Helios-Trans are at a high level and in the smaller 

companies QMT and Prost Info are at a low level. This could be explained by the findings 

of Lopez-Gamero et al (2010) who argue that larger companies tend to have more 

outside pressure on them to be more environmentally conscious because of their bigger 

negative impact on the natural environment.  

According to Porter & van der Linde (1995) and Lopez-Gamero et al (2010) companies 

that have a management which has a positive attitude towards environmental 

management tend to become proactive in their environmental management. Three of 

the studied companies have a proactive approach towards environmental management 

which can be traced back to the attitude of the management towards the subject, 

although in the fourth one which is reactive the management also has a positive view of 

environmental management but there is not enough emphasis on working towards 

being environmentally friendly for them to be considered as a proactive company.  

According to Piasecki et al (1999) design for the environment is a systematic approach 

to analyzing products and processes in order to understand their impact on human 

health and the environment. The companies that were in this study all show design for 

the environment to some extent, but again the bigger companies do it to a larger extent. 

Design for 

Environment 
High Medium High Medium 

Competitiveness     

Innovations & 

Resource 

Productivity 

High Low Medium Low 

Trade-Off 

Situations 
None Frequent Frequent Frequent 
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This is due to the pressures on them from various interest groups such as owners, 

customers, neighbors etc. These findings are also consistent with the finding of Lopez-

Gamero et al (2010) who argue that larger companies have more pressure on them to be 

environmentally friendly.   

According to Porter & van der Linde (1995) companies can through innovation and 

better resource productivity improve their environmental and economic performance 

while at the same time agreeing with regulations and outside pressures. In this study the 

only company that did this to a high degree was Xylem who is also the largest of the four. 

This is once again in accordance with Lopez-Gamero et al (2010) who argue that the 

larger the company the more pressure it will have from outside to be more 

environmentally friendly. Also Walley & Whitehead (1994) argue that seeking 

innovating win-win solutions is idealistic and very expensive while not generating the 

revenue to cover the costs. In this case Xylem is the largest; it has the most pressure on 

it to have environmental awareness and also the most resources at its disposal in order 

to solve their environmental problems which the smaller companies do not have. 

Walley & Whitehead (1994) argue that instead of seeking innovative win-win solutions 

companies should concentrate on finding trade-off situations where their actions will 

give them the most value for sustainable environmental solutions. In the four case 

companies only Xylem does not consciously seek out lesser trade-off solutions in order 

to achieve their environmental goals; in all of the other companies trade-off solutions 

are looked for frequently. This is probably due to the smaller size of those companies so 

that they must maximize their environmental impact because of their restricted 

resources.  
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6. Conclusions 

In this chapter we will give conclusions to the research problems of this study. It will be 

finished with concluding summary and recommendations.  

 

6.1. How can companies implement environmental management in their 

strategy? 

The environment management should be focused by employees as a very important 

factor while the creation of company which will angemessen to international level. 

Environmental Management program helps organizations to improve the environmental 

performance of its activities. They should be dynamic, regularly reviewed and modified 

to reflect the goals and objectives of the organization. Work on the development and 

implementation of the program (or programs) plays a key role in achieving success in 

the operation of an environmental management system. 

For implementing of environmental management companies use following tools: Firstly 

companies try to find a more environmentally friendly alternative. It allows to manage 

risks of environmental damage. It affects customers’ satisfaction, allows for companies 

to save on taxes, companies has cost reductions and also can suffer negative 

consequences if companies use toxic washing fluids. 

Then companies introduce or develop the department of environmental management on 

the enterprise. The work of this department is clearly established, the functions are 

distributed and assigned responsibility.   The high-level professionals of this department 

monitoring of international law, make research of the market and target customers 

group, find innovations in production of environmentaly friendly resourse. 

Companies usually fail to implement environmentally driven strategies because they fail 

to assess three things regarding organizational change; corporate culture, change 

management and communicating change. Companies look into ways of making product 

as environmentally friendly as possible by looking at alternative material usage and how 

their customers will have to deal with the resulting waste in the end of the products life 

cycle. 

In the development of environmental policies is the important issue of staff motivation 

forenvironmental change, how people are willing to change and realize their 
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responsibility towards society and the environment. For a more effective stimulation of 

staff activity in the company, it can be some bonuses from the company.  

The companies who see environmental challenges as a mission and implement 

environmental responsibility in their corporate culture and strive to be the front 

runners in their fields when it comes to environmental management has proactive 

strategy. Those companies that see environmental challenges as a problem and tend to 

wait until environmental regulations are created by government until they start 

implementing more environmentally friendly business methods has reactive strategy. 

For the company is the best way to be proactive, but if it’s a small business with not 

enough size they may don’t have the commitment and ambition required to be proactive 

in their environmental aspirations in case if they have clear environmental goals. 

And last of the main factors for succesful environmental management is corporate 

culture. When it comes to corporate culture all of the employees has to be a well 

informed and aspiring to achieve corporates goals. The company’s managers understand 

the importance of ecological management and also has clearly communicated that is an 

extremely important aspect of their operations how result it allows to be more effective 

in realization of strategies.  

 

6.2 How can companies improve their competitiveness through the use of 

environmental management?  

Environmental policy is increasingly realized in the economic policies of developed 

countries and large companies. It includes a system of measures aimed at sustainable 

use of natural resources, their protection and recovery at home and abroad. This policy 

is carried out at the state level which sets the legislation for the protection of the 

environment and at the level of companies that commit themselves to respect these 

standards in its corporate development strategy. 

Consideration of environmental factors can increase the competitiveness of companies. 

There are many factors that influenced on this process. It is the formation of new values 

in society, aimed at the respect for nature and expressed in the growth of consumer 

demand for environmentally friendly products in developed countries; need to observe 

constantly increasingly stringent state and international environmental standards; 
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economic instruments which are probably the most effective stimulus to improve the 

environmental performance of production; taking care of the company's reputation and 

in terms of not only consumers but also government (the firm with a good 

environmental reputation is easier to get permission to plant expansion or construction 

of new production), insurance companies and creditor banks. 

One of the main reasons for taking environmental management is the emergence of new 

business opportunities for companies. Business is considering the inclusion of the 

environmental component in their activities not as a hindrance to development and the 

inevitable costs, more as the scope of additional features and new tool to enhance 

competitiveness. Measures for environmental protection often leads to a direct 

reduction of production costs by reducing production costs, minimize waste and 

recycling. 

In this case companies seek to find actions that give them the most value in order to 

achieve sustainable environmental solutions. This sustainability can be achieved by 

focusing on shareholder value rather than compliance, emissions or costs. Companies 

should concentrate on finding trade-off situations between environmental 

considerations and business thus maximizing the environmental impact for a minimum 

cost. 

Often the environmental problems open to the companies’ additional opportunities for 

business development. The main prerequisite for the occurrence of such features - the 

emergence and continuous improvement of new technologies to underpin the 

implementation of new policies of companies. Companies can improve their 

competitiveness by innovating in the area of environmental management. It is in strong 

opposition to the assumption that regulations lead to higher prices and decreased 

competitiveness. For example, companies by taking energy saving measures were able to 

develop production technology of new products, increasing their competitive advantage. 

It may be noted the following key opportunities on the environmental market: 

Improvement of existing products through adaptation to new environmental 

requirements. Companies are expanding their business by adapting already 

manufactured products or  production methods to new market needs. 
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The development of fundamentally new products and even creation for this purpose 

specialized companies. The need to address environmental problems and fierce 

competition in the market offer great opportunities to develop, manufacture and 

marketing of completely new products rather than environmentally hazardous. In this 

case the greatest prospects gives to the companies the proactive strategy. In some cases, 

firms create new products from waste products. 

Attracting foreign investment: The rapid development of the market for environmental 

goods and services in some cases leads to a reluctance of companies to introduce new 

products that may become obsolete before its sale will be profitable. To reduce the risk 

the firms trying to attract foreign investors, especially from countries where there are 

already mature market for environmental goods and services. In addition to the 

allocation of risk, foreign direct investment open opportunities for new technologies and 

expanding markets. 

Companies continuously find innovative solutions to problems created by regulations, 

customers and competitors. Companies have a pressure on them from customers to use 

as environmentally friendly materials in the products they design and redesign.  

Implementation of environmental strategies companies can significantly improve the 

competitiveness of the domestic and foreign markets have a positive impact on the 

planning and implementation of environmental activities affect the expansion of the 

range of environmentally friendly products and in the long perspective reducing 

emissions and improve the environment. 

Moving to a new model of environmental development does not happen by itself, it 

happens by deliberate environmental policy. Means of its implementation, ensuring the 

international competitiveness of domestic business and competitive advantage of the 

country as a whole, become the state environmental policy instruments. The first it’s an 

active and consistent implementation of stricter environmental regulations. 

Environmental legislation can objectively contribute to: 

1. Reduce costs of companies 

2. Creation of new markets for company’s products 
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3. Exit of firms is not able to tolerate high environmental standards 

Recognizing the priority of environmental legislation to improve the competitiveness of 

business it should be noted that in some cases more effective means of environmental 

policy are economic instruments. The main instruments - is environmental taxes and 

subsidies, quotas on emissions, the definition of property rights to certain natural 

resources (land, water, wood), take-back obligations, the requirements for the content 

of recycled materials in some products and some others. 

 

6.3 Recommendations 

The companies in our research were faced with a number of problems while 

implomenting of environmental management. Increasing competition, the costs of 

environmental conservation and implementation of environmental management, 

pressure from consumers, business partners and owners-these and many other factors 

have a strong impact on our companies. The main way to companies to be successful in 

stong competitive frameworks is apply a few of environmental management strategies, 

but in the combination of them that suits their needs. 

Companies has strong Innovation and better resource productivity policy which 

improve their environmental and economic performance while at the same time 

agreeing with regulations and outside pressures. And all companies prefer the trade-off 

situations during which conpanies’ actions will allow them to find environmental 

solutions with biggest sustainable value.  

We would recommend to these companies continue to pursue the implementation of 

environmental management in manufacturing processes. For the successful 

implementation of the strategies companies need to find or create more caught and 

opportunities, engage in a detailed study of the consumer market and the constant 

search for innovative solutions to environmental problems.  

It is also need to constantly replenish the company's customer basethat focuses on 

environmentally friendly products. For a successful competition, companies should 

develop business relationships with international and local partners, to attract new ones 

with similar environmental and corporate policies. 
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In the companies are good conditions for motivation, but they can always be improved 

by taking into account the personal interests of employees. Can be enter the bonuses for 

the performance of any environmental liabilities as cash bonuses or additional paid 

holidays for example. 

 

6.4 Limitations of Research 

Although the empirical findings in this paper are based on four companies, it can be 

viewed as a weak empirical base for generalization of the findings. It is difficult to base 

our understanding of all companies’ environmental management on just the four that 

were chosen for this study. Even though we have tried to generalize our findings that 

has not been the main focus of this study although we think that we have achieved 

strong external validity.  

The companies chosen for gathering empirical data are from different industries and 

also two of them are from Sweden and two from Russia which makes generalization 

even more difficult. The plus side of this international research is that it may give us new 

insights into how companies work with environmental management regardless of 

legislation, cultural differences or geographical positioning.  

Qualitative studies are criticized because the researcher has a big role as the interpreter 

of data it is based on his subjective understanding of what is important and meaningful. 

With regard to this, we haven’t been able to both participate in all of the interviews and 

the resulting data can be influenced by the individuals’ interpretation of the situation 

which can have an effect on the analysis and results of the research.  
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8. Appendix 

8.1 Interview Guide 

 

Background 

1. Who started the company and when? 

2. Describe your product 

3. What kind of vision do you have regarding environmental management? 

 

Strategy 

4. What are you environmental goals? 

5. Do you have a specific environmental strategy? 

a. Risk management 

b. Cost savings 

c. Differentiating products 

d. Managing your competitors 

e. Redefining markets 

6. How much do you invest in environmental strategy when it comes to work input, 

commitment and ambition? 

7. Is your goal to be reactive or proactive when it comes to environmental 

management? 

8. Have you had problems when implementing an environmental strategy? 

9. Do you use Design for the Environment? Life cycle assessment? 

10. What kind of attitudes and motivation does the management have when it comes to 

the environment? 

Competitiveness 

11. How do you look at the opportunities that you can gain with product development 

and product improvement? (Opportunities for improved environmental 

performance?) 
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12. Do you try to stay in front of environmental regulations and try to find new 

innovative solutions for environmental problems? Or do you analyze trade-off 

situations and try to make the best of the situation by gaining maximal effect on the 

environment for a minimum cost? 

a. Why have you chosen this? 

b. Do you think that laws and regulations have a negative impact on your 

competitiveness? 

c. Have you have positive experiences from becoming more environmentally 

friendly and at the same time improved your competitiveness? Example? 

d. Do you know a great deal about you pollution/ negative effect on the 

environment? 

13. Do you market yourselves as an environmentally friendly company? 

14. Do you have outside pressure from customers/business partners/ owners to become 

more environmentally friendly? 

15. What negative and positive sides does environmental management have for your 

company? 

16. What is your view on improved resource productivity? 

17. Have you made or are going to make investments in this area? (environmental 

management) 
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Linnaeus University – a firm focus on quality and competence 
 
On 1 January 2010 Växjö University and the University of Kalmar merged to form Linnaeus University. 
This  
new university is the product of a will to improve the quality, enhance the appeal and boost the 
development potential of teaching and research, at the same time as it plays a prominent role in working 
closely together with local society. Linnaeus University offers an attractive knowledge environment 
characterised by high quality and  
a competitive portfolio of skills. 

 

Linnaeus University is a modern, international university with the emphasis on the desire for knowledge, 
creative thinking and practical innovations. For us, the focus is on proximity to our students, but also on 
the world around us and the future ahead. 

 

 

Linnæus University 

SE-391 82 Kalmar/SE-351 95 Växjö 

Telephone +46 772-28 80 00 


