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ALKUSANAT

Tarja Ketola

Ekonomia tarkoittaa seka taloustiedettd ettd saastavaisyyttd. Ymparistoeko-
nomia on siis sekd ympéristOtaloustiedettd ettd luonnonymparistod sadstavaa
(litke)toimintaa. Se on yksi liiketoimintaosaamisen muoto.

Ympadristotaloustieteen eri muodot ovat kehittyneet 1990-luvun alusta
alkaen yhdessd yritysten ymparistojohtamismuotojen kehittymisen kanssa,
usein niitd intuitiivisesti suunnitellen ja ennakoiden, ja aina niitd loogisesti
analysoiden ja arvioiden. Ymparistotaloustieteen eri alat eivat muodosta eril-
listd koulukuntaa, vaan ymparistdasiat lapéisevat kaiken liiketoiminnan
ostoista, tuotannosta, varastoinnista ja kuljetuksista markkinointiin, laskenta-
toimeen, juridiikkaan ja johtamiseen.

Vastaavasti yrityksissa ymparistoasiat eivat ole mitaan erillisia esikuntayk-
sikoissa hoidettavia asiantuntijatehtévid, vaan kaikkien toimintojen linjajohta-
jien vastuulla olevia tehtdvig, joita kaikki linjaorganisaation tyontekijat
toteuttavat omissa toissaan.

Luonnonarvojen — luonnon valittdman arvon, valillisen arvon, optioarvon,
olemassaoloarvon ja itseisarvon — séilyttdmiseen tarvitaan luonnon varoja,
puhtautta ja monimuotoisuutta saastavaa liiketoimintaa (ks. Ketola 2005a),
jota saadaan aikaan vain kaikkien toimintojen ja ihmisten yhteistyolla..

Oljy-yhti6 Nesteen toimitusjohtaja Jaakko Ihamuotila sanoi hanta vuonna
1991 haastatellessani, ettd 10-20 vuoden péésta yritykset olisivat niin sisalla
ymparistokysymyksissa, ettd ne ottaisivat automaattisesti ymparistoasiat huo-
mioon kaikissa paatoksissééan ja teoissaan (Ketola 1991). Nesteen seuraajan,
Fortum Oilin (vuodesta 2005 alkaen Neste Oilin), toimitusjohtaja Risto Rinne
kertoi vuoden 2002 haastattelussa, etta yhtion kaikille yksikoille oli annettu
ohjeet noudattaa kaikissa paatoksissaan ja toimintasuunnitelmissaan seuraavaa
prioriteettijarjestysté: turvallisuus, ymparistd, kannattavuus ja kasvu (Ketola
2003, 2005b).

Opettaessani ympéristojohtamista englantilaisessa Brunelin yliopistossa
vuosina 1995-1999, pidin tarkeédna, ettd opiskelijat ymmartéisivat sen, miten
ymparistonakokohtien kriittinen sisaltd pitéisi integroida yrityksen kaikkiin
toimintoihin. Siksi erds ymparistéjohtamisen kurssini, jonne kutsuin asiantun-
tijoita luennoimaan, kattoi kaikki yllamainitut yritystoimintojen alat.

Koska ympéristOtaloustiede ei ole oma tieteellinen koulukuntansa, ei silla
myoskaan ole omia erillisia teorioita ja tutkimusmenetelmia, vaan se kayttaa
taloustieteen vakiintuneita tutkimusmalleja ja -metodeja. Tassa onkin ympa-



ristétaloustieteen vahvuus: yrityksille, sen sidosryhmille ja tutkijoille tutuilla
teorioilla ja ajatusmalleilla esitetty ympéristoasia sulautuu luontevasti itsestdén
selvaksi osaksi liiketoimintaa, yhdeksi vastuullisen liiketoiminnan kriteeriksi.

Ymparistovastuu onkin muodostunut tarkedksi osaksi 1990-luvun lopusta
asti kehittynytta vastuullista liiketoimintaa, jossa on kolme osa-aluetta: talou-
dellinen, sosiaalinen ja ymparistdvastuu.

Ympaéristondkokohtien huomioon ottoa yritysten péaatoksenteossa voidaan
perustella ainakin hyoty-, velvollisuus- ja/tai hyve-eettisin syin (ks. Ketola
2005a). Hyotyeettinen eli utilitaristinen ndkemys painottaa ymparistotehok-
kuuden tuomia kustannusséastoja ja ympéaristomyonteisyyden tuomia liiketoi-
mintamahdollisuuksia, lisdavoittomarginaaleja ja imagoetuja. Velvollisuus-
eettinen ndkemys pitéé liiketoiminnan perustana oikeudenmukaisuutta kaikkia,
my6s luontoa kohtaan. Jokaisen ihmisen ja organisaation velvollisuutena on
suojella luontoa. Hyve-eettinen ndkemys arvostaa kohtuuteen ja harkintaan
perustuvaa hyveellistd toimintaa, joka asettaa luonnon itseisarvon sen hyoty-
arvojen edelle.

Useimpien yritysten ja niiden johtajien puheissa hyoty-, velvollisuus- ja
hyve-eettiset luontoarvot saavat kaikki ymmarrysta osakseen. Kaytanndssa
monet yritykset toimivat kuitenkin hyotyeettisten arvojen ohjaamina. Valitet-
tavasti niiden kvartaaliekonominen aikaperspektiivi saa ne tavallisesti valitse-
maan liiketoiminnassaan ympariston huomioon oton hyodyisté vain helposti ja
nopeasti saatavat kustannussaastot ja voitot.

Sellaisiin luonnon hyvinvointia edistaviin liiketoimiin ei useinkaan ryhdyta,
jotka aluksi aiheuttaisivat kustannuksia, mutta toisivat pitkalla aikavalilla
hyotyja, silld yritysten johtajat kokevat heiltd vaadittavan nakyvié taloudellisia
tuloksia heti, ilman viivetta ja kustannusten hetkellista lisdysté. Jos yritysten
halutaan ottavan ympéristonakokohdat kokonaisvaltaisesti huomioon paatok-
sissaan, taloudellistenkin sidosryhmien — kuten omistajien, rahoittajien,
finanssianalyytikoiden ja arvopaperiporssien — tulisi kannustaa niitd pitkén
aikavalin ymparistosuunnitteluun. Rahoitusmarkkinoilla ymparistovastuusta
voidaan siis tehdd hyve. Viranomaiset yhdesséd kansalaisjarjestdjen kanssa
ovat jo tehneet ymparistévastuusta velvollisuuden, jolla on lakeihin perustuva
minimitaso. Nain eri sidosryhmien yhteisvastuulla voidaan saada aikaan
ympaéristovastuu, joka on velvollisuuden lisédksi hyve ja tuottaa hyotyja sita
kantaville yrityksille.

Tassé kirjassa kannustetaan yrityksia seké niiden nykyisia ja tulevia johtajia
pidemman aikavalin hyo6tyjen arvostamiseen, velvollisuudentuntoon ja hyveel-
liseen ymparistovastuuseen esittelemall&, analysoimalla ja arvioimalla ympé-
ristdekonomiatutkimuksen kaytannon tuloksia. Kauppakorkeakoulun opiske-
lijat kuuluvat yritysten (nykyisiin ja) tuleviin johtajiin ja asiantuntijoihin, joi-
den arvomaailma vaikuttaa suuresti siihen, millaiseksi yritysten liiketoiminta



kehittyy. Tatd kirjaa voi kayttdd myds ympéristdekonomian tai vastuullisen
liiketoiminnan opintojen kurssikirjana seké jatko-opiskelijoiden ja muiden tut-
kijoiden ymparistotaloustieteen tietopohjan laajentamisessa.

Kirja kattaa kuusi taloustieteen aineen ympéristétutkimusalaa, joista jokai-
sesta esitellaan tohtoritutkijan véaitoskirjatutkimukseen tai tutkijatohtorin vai-
toskirjan jalkeiseen tutkimukseen liittyva artikkeli:

Luku  Aine: => Tutkimusala => Tutkimusaihe

1. Talousmaantiede  Teollinen ekologia Hydtyjatekauppa

2. Logistiikka Ympéristologistiikka Y mpéristolahtoiset
maantiekuljetukset

3. Yritysjuridiikka Ymparistooikeus Y mparistosaatelytyylit

4. Laskentatoimi Ymparistolaskentatoimi Y mparistéraportointi

5. Johtaminen Ymparistéjohtaminen Johtamisen vihertyminen

6. Organisaatiot Organisaatiot ja ympéristd  Ekopsykologinen organi-

saatiokayttdytyminen

Luvussa 1 Nina Aarras kertoo hyotyjatekaupan mahdollisuuksista yrityk-
sille. Artikkeli liittyy h&nen valmisteilla olevaan vaitoskirjatutkimukseensa.
Yritysten jatehuolto perustuu jatkuvasti tiukentuvaan lainsaadantoon, joka
aiheuttaa yrityksille lisakustannuksia, mutta liiketoimintansa holistisesti néke-
ville yrityksille siitd on tulossa imagonparannuskeinon lisdksi my6ds huomat-
tava liiketoimintamahdollisuus ja kilpailuetu. Jatteista on tullut arvokasta
raaka-ainetta, jota voidaan myydd, ostaa, kuljettaa, varastoida ja hyodyntéaa
tuotannossa ja markkinoinnissa.

Hyotyjatekauppa on siis uudenlainen, laajoja mahdollisuuksia tarjoava lii-
ketoimintatapa. Sen harjoittaminen edellyttadé hyotyjateketjujen ja -verkostojen
rakentamista seké eri yritysten vélille ettd yritysten suhteissa viranomaisiin ja
paattajiin. Hyotyjatekauppa on téaten liiketoimintaosaamisen uusi muoto, joka
vaatii asiantuntemuksen, viestinnan ja muiden taitojen kehittdmista, ja antaa
vastineeksi mahdollisuuden mitd innovatiivisimpiin liiketoimintaratkaisuihin.

Ympaéristovastuullisten kuljetusten suunnittelu ja toteuttaminen ovat toinen
uusi logistiikkaan liittyva liiketoimintaosaamisen muoto. Kuljetuksissa eivét
ympéristovaikutukset ole yleensé olleet ratkaisevina padtoskriteereind, vaan
niit4 ovat olleet taloudelliset, laadulliset ja ajalliset seikat. Kilpailu eri kulje-
tusmuotojen markkinoiden vélilla ja sisélla kovenee kuitenkin jatkuvasti ja
uudet kilpailukeinot ovat tervetulleita.

Luvussa 2 Pekka Stenholm osoittaa, kuinka maantiekuljetusyritykset voivat
negatiivisia ymparistovaikutuksiaan vahentdmalla parantaa kilpailukykyaan.
Hén selostaa rakentamansa maantiekuljetusyritysten ymparistolahtéisen kil-
pailukyvyn mallin periaatteet. Maantiekuljetusyrityksen ymparistolahtdinen



Kilpailukyky perustuu yrityksen ymparistoosaamiseen, yrityksen yli ulottuviin
prosesseihin sek& asiakkaiden ja yhteistyOkumppaneiden kanssa tapahtuvaan
yhteisty6hon. N&ma ovat sellaisia liiketoimintaosaamisen muotoja, joilla
yhdistetdan yritysten taloudelliset ja ymparistonsuojelun edut. Artikkeli poh-
jautuu Stenholmin vaitéskirjaan, joka tarkastettiin ja hyvaksyttiin 10.12.2004.

Yritysten kaikessa liiketoiminnassa suhteet sekd ymparistdlainsdadannon
noudattamista valvoviin viranomaisiin ettd lakien miniminoudattamisen ylit-
tdmistd odottaviin sidosryhmiin ovat kriittisia yrityksen toiminnan jatkuvuu-
den ja menestymisen kannalta. Yritysten liiketoimintaosaamiseen on jo kauan
kuulunut sujuva yhteisty0 lainséétdjien ja viranomaisten kanssa. Monien mui-
den sidosryhmien tarpeet ovat kuitenkin usein jadaneet huomiotta.

Luvussa 3 Andy Gouldson analysoi ymparistosaatelytyyleja ja niiden vai-
kutuksia yrityksiin. Yhdistyneissé Kuningaskunnissa yhteistoiminnallista
ymparistosaatelytyylig, jossa yritys ja viranomainen yhdessa sopivat yrityksen
ymparistopaastotavoitteet, on viime aikoina kaytetty niihin yrityksiin, jotka
pyrkivat noudattamaan ympadristolakeja. Reaktiivista, viranomaismaarayksiin
perustuvaa ymparistoséatelytyylia taas sovelletaan laeista piittaamattomiin
ymparistoriskiyrityksiin.

Yhteistoiminnallinen séatelytyyli toimii silloin kun yritysten ja lainsaatajien
valilla on keskindisia riippuvuussuhteita ja muut sidosryhmaét joko luottavat
yrityksiin ja lainsaatajiin tai suljetaan pois saatelyprosessista. Nain viran-
omaismaarayksiin perustuva, ymparistostd huolestuneiden sidosryhmien etuja
ajava saatelytyyli, on vélimuoto yhteistoiminnallisen saatelytyylin kahden
aaripdan - sidosryhmien osoittaman luottamuksen ja sidosryhmien arvon
mitatdimisen — valilld. Jos yritykset haluavat tulevaisuudessa sopia omat
ympéristélupansa yhdessa viranomaisten kanssa, niiden on saavutettava
muiden sidosryhmien luottamus pyrkimystensa kunniallisuudesta. Tdma vaatii
herkkavaistoisia liiketoimintataitoja: avointa viestintaa ja yhteistydintoa kaik-
kien kiinnostuneiden sidosryhmien kanssa.

Yksi tapa rakentaa sidosryhmien luottamusta avoimen viestinnan kautta on
yrityksissd yleistynyt tapa kertoa ymparistovaikutuksistaan ja -tavoitteistaan
vuosittain julkaistavissa ymparistoraporteissa. Luvussa 4 lain Wright arvioi
yritysten ymparistOraportointia Yhdistyneissd Kuningaskunnissa, Suomessa,
muualla Euroopassa ja Yhdysvalloissa.

Ympaéristoraportointia varten on syntynyt sekd vapaaehtoisia standardeja ja
viitekehyksia ettd pakollisen vuosittaisen tilintarkastuksen standardeihin
sisallytettyja vaatimuksia. Yritysten ymparistoraportit eivat kuitenkaan hyo-
dynna ymparistétaloustieteiden tasmaéllisyytta ja logiikkaa, vaan ne kertovat
usein vapaamuotoisesti yrityksen sen vuoden ymparistésaavutuksista pyrkien
unohtamaan tai véhattelemaan aiheutuneita ymparistéhaittoja. Jolleivat yrityk-
set vapaaehtoisesti ala laatia avoimia ja luotettavia ymparistéraportteja, lain-



saatgjat tekevat siitd niille pakollisen tyotehtdvan. Yritysten oman edun
mukaista on osoittaa halua ympadristovastuun ottamiseen myos tuottamalla
sidosryhmilleen luotettavaa, kayttOkelpoista ja vertailukelpoista tietoa vaiku-
tuksistaan ympéristoon, suunnitelmistaan niiden vahentdmiseksi, toiminnois-
taan, joilla naihin tavoitteisiin on pyritty ja saavuttamistaan tuloksista.

Ympéristovaikutuksiltaan suurimmat yritykset ovat yleensa suuria kool-
taankin, joten tottuneina raportoijina niilla on kéytettavissaan paljon rapor-
tointiosaamista seka taloudelliset ja henkiset resurssit kehittdd ympéristo-
raportoinnistaan yhté tdsmallistd ja loogista kuin taloudellisesta raportoinnis-
taankin. Arvopaperi- ja rahoitusmarkkinoilla kiinnostus yritysten ymparisto-
raportteihin on lisdantynyt, joten raportoinnissakin ympéristovastuu liittyy
taloudelliseen vastuuseen. Ympdristéraportointi ei siis ole vain imagon Kkiil-
lottamislaji, vaan todellinen liiketoimintaosaamisen muoto.

Ympéristoraportin tietojen tulisi kertoa yrityksen todellinen ymparistovai-
kutusten ja ymparistonsuojelun tilanne. Yritysten johdolla on usein epérealis-
tinen kuva oman yrityksensd tilanteesta. Managerialinen asenne korostaa
ymparistojohtamisen tavoitteita ja tietoisia pyrkimyksid, eikd valttamatta
huomaa niiden eroa toteutuneisiin seurauksiin ja tahattomiin vaikutuksiin seké
yhteiskunnassa ettd luonnonymparistossa.

Luvussa 5 Gyorgy Pataki tutkii unkarilaisten yritysten vihertymista 1990-
luvulla kriittisen organisaatioteorian ndkokulmasta pohtien tavoitteellis-ratio-
naalisen ympéristojohtamisen mahdollisuuksia ja rajoja. Han ottaa huomioon
tarkoitukselliset ja tahattomat organisatoriset prosessit, tapahtumat ja tulkin-
nat, joilla on jotain ekologista relevanssia. Tama artikkeli perustuu hanen véi-
toskirjaansa, joka valmistui vuonna 2002.

Modernit organisaatiot ja instrumentaaliset johtamis- ja organisaatiotieteet
tarjoavat universaalia ratkaisua ympéristdongelmiin: vapaat markkinat tuotta-
vat automaattisesti ekotehokkaan yhteiskunnan, jossa yritykset menestyvét
modernin, tehokkaan byrokraattisen koneistonsa avulla, joka suoltaa vihreitd
tuotteita ja palveluja. Taméa ekologinen modernisaatio valttaa tai eliminoi kes-
kustelut vallasta, hallitsevan tiedon vaaroista, etiikasta ja tunteista. Vaihtoeh-
toinen Kkonstruktiivinen johtamisnakemys antaa tilaa keskustelulle ja vaihto-
ehtoisille ratkaisuille ymparistdongelmiin. Yritysten liiketoimintaosaaminen ei
ole mik&an tehokkuusputki, jossa viiletellaan laput silmillg, tai mik&&n hyok-
kaavan haran tarkasti pistdva sarvi, vaan yhteiskunnalliselle keskustelulle
avoin foorumi ja sitd herkasti tulkitseva tuntosarvi. Yhteiskunnan eri toimijoi-
den monipuoliset ajatukset voivat tuoda aivan uudenlaisia ratkaisuja myos
yritysten ymparistoongelmiin.

Yhteiskunnallisen herkkyyden lisaksi yritysten tulisi olla herkkid my0s
yksiloiden tunteille ymparist6johtamisessaan. Inhimillisten tunteiden huo-
miotta jattdmiselld ympaéristdjohtamisen arjessa saattaa olla ennalta arvaamat-



toman laajoja seurannaisvaikutuksia. Se voi johtaa yrityksen jopa katastrofin
partaalle. Luvussa 6 Tarja Ketola tarkastelee organisaatioiden psykologisia
puolustusmekanismeja ymparistokriiseissa. Tama artikkeli liittyy hénen vas-
tuullisen liiketoiminnan diskurssianalyysitutkimukseensa, josta han on Kir-
joittanut useita muitakin artikkeleita ja kirjan (Ketola 2005a).

Yritysten liiketoiminta on jatkuvaa tekemistd — ja tekevalle sattuu. Suurin
osa ympéristdonnettomuuksista aiheutuu inhimillisestd erehdyksestd. Monet
niista olisi voitu estéd, silld yhtd onnettomuutta edeltdd yleensd monta (jopa
30) l&helta piti -tilannetta. Namé kuitenkin jaavét usein huomiotta, kun tekija
ei uskalla kertoa aiheuttamastaan vaaratilanteesta, tyotoverit tai esimiehet
eivéat halua aiheuttaa tekijalle vaikeuksia ja/tai kaikki uskovat, ettei sellaista
voi sattua uudelleen.

Kun ympadristdonnettomuus sitten kuitenkin realisoituu, niin samat tunteet
voivat estdd nopean korjaavan toiminnan. Tahdotaan olla niin kuin mitéén ei
olisi tapahtunutkaan ja toivotaan, ettei jaada kiinni. Ihmisen psykologiset
puolustusmekanismit voivat suojella syyllisrukkaa ja yrityksen muuta henki-
|6stoa teolta niin, ettd he todella uskovat, ettei mitdan tapahtunutkaan. Ympé-
ristdonnettomuuksissa todisteet ovat yleensa kuitenkin niin nékyvia, etta syyl-
listen on pian pakko siirtya kielloista selittelyihin: syy oli jonkun muun yrityk-
sen. Kun sekin osoittautuu paikkansapitaméattoméksi, koetetaan oikeuttaa
tekoa esimerkiksi vahatteleméll4 tai rationalisoimalla sita.

Onnettomuuden ympéristOvaikutusten rajoittamisessa ja jalkien korjaami-
sessa kriittistd aikaa menee siis nédiden inhimillisten puolustusmekanismien
takia hukkaan. Jos yritys pystyisi organisaationa heti myontdmaan tekonsa ja
ottamaan siitd vastuun, tapahtuman ekologiset ja yhteiskunnalliset seuraukset
voitaisiin minimoida. Yrityksen imago ei kérsisi, vaan se voisi saada jopa lisaa
glooriaa ripedsté vastuullisesta toiminnastaan.

Yrityksissa pitéisi siis oppia erottamaan inhimilliset yksilolliset tunteet ja
organisaatiokéyttaytyminen toisistaan. Yksildiden puolustuskéyttaytyminen on
sisdadnrakennettu mekanismi, jota ei voi muuttaa, mutta organisaation kaytan-
not voidaan sovittaa ottamaan niiden ilmestyminen kriisitilanteissa huomioon
niin, ettd organisaatio toimii niista riippumatta vastuullisesti. Tassé on haas-
suuret yritykset, kuten ydinvoimalat, ovat palkanneet psykologeja rakenta-
maan sellaista organisaatiota, joka estéisi inhimillisten tekijoiden vaikutukset
onnettomuuksiin ja niista lahtevat ketjureaktiot.

Ympéristotaloustiede tarjoaa siis liiketoimintaosaamiselle uusia malleja ja
haasteita: kustannussééstoja, liiketoimintamahdollisuuksia, lisévoittoja, ima-
goetuja ja vaikutusvaltaa hyotyjatekaupasta, ympéristolahtoisistd maantie-
kuljetuksista, ymparistoséatelytyyliin vaikuttamisesta, tasmaéllisesta ympéris-



toraportoinnista sek& herkkyydestd yhteiskunnan diskursseille ja yksildiden
tunteille.

Kokonaisuutena tdmaé kirja tarjoaa monipuolisen katsauksen siihen, millai-
sia instrumentteja ymparistotaloustieteellisilla tutkimuksilla on annettavana
yritysten liiketoimintaosaamisen vahvistamiseen.
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1. TOISEN JATE ON TOISELLE RAAKA-AINE —
HYOTYJATEKAUPPA KIINNOSTAA YRITYKSIA

Nina Aarras

Abstrakti

Yritysten mielenkiintoa jétteiden hyotykdyttdd kohtaan on lisdnnyt paitsi tiu-
kentunut jitealan sddntely, myds nousevat kaatopaikkamaksut ja jitevero.
Taustalla vaikuttaa pyrkimys kustannusséddstojen aikaansaamiseen pienenti-
malld jatekuluja, sekd toisaalta kiinnostus hyotyjatteen kasvavia markkinoita
kohtaan. Jatteiden hévittaminen on yritykselle kustannustekijé, joten jéteasioi-
den jérjestamiselld on vaikutusta myos yrityksen kilpailukykyyn. Téstd huoli-
matta suuri maérad kayttokelpoista jaitemateriaalia padtyy yrityksistd kaatopai-
koille sen sijaan, ettd tdtd materiaalia voitaisiin ostaa ja myydd uudelleen-
kayttod varten. Hyotyjatekaupan ndkokulmasta katsottuna jite on oikeastaan
vain véirassa paikassa olevaa raaka-ainetta.

1.1 Johdanto

Kaatopaikkojen sulkeminen, nousevat kaatopaikkamaksut ja jdtevero ovat
kasvattaneet yritysten kiinnostusta jitteiden kierrdtykseen ja hyotykayttoon.
Yritysten mielenkiintoa jatteiden hyotykdyttoon ovat lisinneet muun muassa
pyrkimys kaatopaikkakuormituksen vdhentdmiseen seki toisaalta kustannus-
sddstdjen aikaansaaminen pienentimélld raaka-aine-, jdte- ja energiakuluja.
Taustalla vaikuttavat osaltaan my0ds imagosyyt seké toisaalta yritysten mielen-
kiinto hyotyjitteen kasvavia koti- ja vientimarkkinoita kohtaan. Liséksi yrityk-
sid velvoittava jadtealan sddntely on viime vuosina lisddntynyt huomattavasti.
Tiukentuneet kierrdtysvelvoitteet ovatkin yllittden nostaneet jitteen arvotava-
raksi. Hyotykdyton ndkokulmasta jéte on oikeastaan vain védrdssd paikassa
olevaa raaka-ainetta.

Miten yhden yrityksen toiminnassa syntynyt jite voitaisiin paremmin hyo-
dyntéi toisen yrityksen raaka-aineena? Tdhén teollisen ekologian ajattelumal-
liin liittyvid yritystoiminnan mahdollisuuksia on tutkittu liiketaloudellisesta
ndkokulmasta varsin védhédn, vaikka EU:n ympaéristonsuojeludirektiivien ja
kansallisen ympdéristolainsddaddnnon tiukentuessa potentiaalia yritystoimin-
nasta syntyvien jitteiden uudelleenkdyttoon litketoiminnallisessa mielesséd on
yhd enemmain. Jitteiden hévittdminen on yritykselle kustannustekiji, joten
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jiteasioiden jirjestamiselld on vaikutusta myos yrityksen kilpailukykyyn
(Callenbach et al 1993, 14-15).

Keskeinen kysymys onkin, miksi niin paljon kéyttokelpoista materiaalia
padtyy yrityksistd jitteenkdsittelylaitoksiin ja kaatopaikalle sen sijaan, etté tété
materiaalia voitaisiin myydd ja ostaa uudelleenkdyttod varten. Yrityksissd
ndyttdisi olevan kiinnostusta hyotyjitekauppaan, mutta kidytdnndssid toimin-
taan ryhtymistd saattaa hankaloittaa muun muassa monimutkaiselta vaikuttava
lupabyrokratia, vaikeus 10ytdd sopivia kumppaneita, sijainti- ja logistiikkaky-
symykset sekd houkutus pitdytyd vanhoissa ajattelu- ja toimintamalleissa.

1.2 Jitealan sddntely tuo lisdd vastuuta yrityksille

Suomen nykyinen jédtteitd koskeva lainsdddantd perustuu péddosin Euroopan
unionin sdddoksille. Nykyisen jo varsin runsaan sddaddston lisdksi Euroopan
unionin piirissd on valmisteilla useita uusia jdtealan sdddoksid ja nykyisiin
sdddoksiin tehtdvid tarkistuksia. Tdssd kehityksessd yhtend trendind voidaan
ndhdi jatehuoltovastuun siirtdminen tuottajille. Tuottajan vastuu — periaatetta
mukailevassa jdtehuollossa tuotteen valmistajan velvollisuutena on jarjestdi
ja/tai kustantaa tuotteiden uudelleenkiyttd, hyodyntdminen jitteend ja jattei-
den turvallinen loppusijoitus. Keskeisené ajatuksena on ollut siirtdd jatehuol-
tovastuu sille taholle, jolla on mahdollisuus vaikuttaa tuotteiden ominaisuuk-
siin: Yritys joka maksaa itse tuotteensa uudelleenkdyton ja jiatehuollon, on
my0Os motivoitunut suunnittelemaan tuotteensa niin, ettd se on vihén jitteita
tuottava, uudelleenkiytettdva ja helposti kierrdtettava ja lopuksi haitattomasti
kaatopaikalle sijoitettava. (Euroopan parlamentti 2001.)

Suomessa valtaosa jétteistd (noin 95 %) syntyy tuotannossa. Tuotannon
jétteistd pddosa on perdisin teollisesta toiminnasta ja maataloudesta. Suomessa
vuosittain muodostuvasta noin 70 miljoonan tonnin kokonaisjatemaérasta noin
60 % syntyy teollisessa toiminnassa, jolla tidssé tarkoitetaan kaivostoimintaa,
teollisuutta ja energiahuoltoa. Maaseutuelinkeinojen osuus on puolestaan noin
25%, talonrakentamisen noin 10% ja yhdyskuntien noin 5%. (Suomen ympé-
ristokeskus 2004.)

Kun yritysten jatteitd koskeva sdéntely tulee mitd todenndkdisemmin kiris-
tymddn ja samalla tuomaan lisdd vastuuta yrityksille, voi hyotyjatekauppa
antaa tilloin yrityksille mahdollisuuden vastata lisddntyviin velvoitteisiin seki
toisaalta ennakoida kaatopaikka- ja jitteenkisittelymaksujen nousua. Jitteen
hy6dyntdmisessé ja materiaalikuluissa saavutetut séédstot voivat synnyttda yri-
tyksissd merkittavad taloudellista hyotyd. Toisaalta hyotyjatekauppa voidaan
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ndhdd my0s kannattavana liiketoimintana, jolla on mielenkiintoiset tulevai-
suudennidkymaét. Hyotyjatekaupalla tarkoitetaan tdssd jdtteiden ostamiseen,
myymiseen tai valittdmiseen liittyvdéd toimintaa. Hyotyjiteketjun rakenne voi
muodostua myyji-ostajaketjusta tai myyja-vélittdja-ostaja ketjusta. Valittava
yritys voi olla keskittynyt esimerkiksi hyd6tyjatteen kasittelyyn, kuljetukseen
tai yksinomaan kauppojen jirjestimiseen. Toiminta voi olla jatkuvaa tai vaih-
toehtoisesti painottua johonkin tiettyyn sesonkiin.

1.3 Jatettd vai uusioraaka-ainetta?

Hoytyjatekaupan ideologinen tausta kytkeytyy ldheisesti teollisen ekologian
(industrial ecology) teoreettisiin periaatteisiin. Teollisuusekologinen ajattelu-
malli perustuu ndkemykseen, jonka mukaan teollisten jarjestelmien tulisi jil-
jitelld ekosysteemejé. Ekosysteemeille tyypillisid piirteitd ovat niiden energian
ja materiaalien kdyton tehokkuus ja ettd systeemin osat hyddyntédvit toistensa
”jatteitd”. (Graedel — Allenby 1995, 8-9). Teollisen ekologian ideana on siis
pyrkid kehittimadn tuotantojirjestelmid luonnonjirjestelmien mallin mukai-
sesti niin, ettd yhden tuotannonalan jate” kdytetddn toisen tuotannonalan
raaka-aineena.

Jatteen madritelma on osaltaan kuitenkin ongelmallinen. Milloin voidaan
puhua jatteestd, milloin taas uusioraaka-aineesta? Aineen tai esineen luokitte-
lussa jétteeksi noudatetaan jitelain 3§:n mukaista méaaritelmaa, jonka mukaan
jatteelld tarkoitetaan: "ainetta tai esinettd, jonka sen haltija on poistanut tai
aikoo poistaa kaytosta taikka on velvollinen poistamaan kaytosta™. Jétteen
madritelmd perustuu EY-lainsddddnndssd olevaan vastaavaan maédritelmadn,
jonka tulkinnasta ei ole kuitenkaan toistaiseksi kdytossa yhtendisid kriteereja.
EU:n tuomioistuimessa on viime vuosina ratkaistu useita jiatteen mairitelmén
tulkintaan liittyvid oikeustapauksia. Tuomioistuinkdytdnnon mukaan jitteen
madritelméi on tulkittava laajasti, eli ennakkoratkaisujen perusteella monissa
yrityksissd termeilld sivutuote, rinnakkaistuote tai jiteraaka-aine kutsutut esi-
neet tai aineet on padsddntdisesti luokiteltava jatteiksi (Merilehto — Rytkonen
2001, 10).

Jétteeksi luokittelu on kuitenkin monille yrityksille hankala asia, koska se
antaa helposti tuotteesta negatiivisen mielikuvan ja vaikuttaa tatd kautta tuot-
teen hintaan ja asiakkaiden kiinnostukseen. Yritysten huolena on, ettd jitteiden
hy6dyntdminen uusioraaka-aineena hankaloituu, koska vastaanottajat eivét
halua kéyttad jitteeksi luokiteltuja esineitd ja aineita raaka-aineinaan. Hyoty-
jatekauppa voidaan mieltdd hankalaksi myos jétteisiin liittyvien lupamenette-
lyjen ja viranomaiskasittelyjen vuoksi. Jitteen laitos- tai ammattimaiseen hyo-
dyntdmiseen tai késittelyyn tarvitaan ympéristolupa (YSL 28§). Liséksi toi-
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minnanharjoittajan on tehtivd ilmoitus alueelliselle ympaéristokeskukselle
muun muassa jiatteen myyjina tai vélittdjand toimimisesta, jos jite on tarkoi-
tettu hyodynnettdvéksi tai kdsiteltdviksi Suomen alueen ulkopuolella (JateL
499).

Jéatteiden kansainvilisissd siirroissa sovelletaan niin sanottua EY:n jitteen-
siirtoasetusta, jossa on sdddetty yksityiskohtaisesti jétteiden viennin, tuonnin
ja kauttakuljetuksen tarvittavista luvista. Kun yrityksen tuote mairitellaédnkin
jatteeksi, saattaa se hankaloittaa olennaisesti tuotteen vientid ulkomaille. Ima-
goriskin lisdksi jétteiden vientiin liittyvd byrokratia voi aiheuttaa yllatyksié.
Joihinkin maihin vienti voi jopa estyé, koska jatteiksi luokiteltuja materiaaleja
el voida siirtdd maasta toiseen. Jatteen madritelméstd on kayty keskustelua
kansainvilisilld areenoilla jo kohta kolmen vuosikymmenen ajan.

Allen ja Behmanesh (1994) ovat esittineet ndkemyksen, jonka mukaan
esimerkiksi teollisuuden prosesseissa syntyvid ei-toivottuja sivutuotteita ei
tulisikaan pitdd jétteind lainkaan, vaan ne tulisi ymmairtdd monesti aivan liian
aliarvostettuina raaka-aineina. Allen ja Behmaneshin mukaan teollisen ekolo-
gian keskeisin haaste onkin identifioida uusia hyotykdyttotapoja sellaisille
materiaaleille, joita tdlld hetkelld pidetdén ainoastaan kayttokelvottomana jat-
teena.

1.4 Hydtyjatekauppa on kannattava vaihtoehto

Miksi yritysten sitten tulisi harkita raaka-aineidensa ostamista tai jtteidensa
myymistd hyotyjatekaupassa? Ensinnédkin siksi, ettd se on yrityksen tuotan-
nollisen tehokkuuden kannalta edullista. Sellaisissa maissa, joissa jétteiden
hivittiminen on suhteellisen halpaa ja sééntely vihdiistd, ei pyrkimys kaato-
paikalle pdityvien jitteiden méédran vdhentdmiseen hyotykdytolld ole yrityk-
sessd kovin merkittdvissd asemassa. Erityisesti suuremmissa yrityksissd tdma
voi kuitenkin johtaa tehottomuuteen ja ndin myos tuottavuuden heikentymi-
seen. Ei ole siis sattumaa, ettdi monet maailman kilpailukykyisimmista tuo-
tantoyrityksistd ndyttavét sijaitsevan maissa, joissa jatteiden havittiminen on
suhteellisen kallista. Jateasioiden hyvéa hoito nékyy tuotannon tehokkuutena ja
sitd kautta my06s kustannussdéstoind.

Toiseksi jitteet atheuttavat yrityksille merkittidvid kustannuksia. Jiteasioihin
liittyvat kustannukset nékyvét yrityksen kirjanpidossa tavallisimmin kuljetus-
ja kaatopaikkamaksuina. Tosiasiassa yritysten jadteasioiden hoitoon liittyy
huomattava méérd piilokustannuksia. Esimerkiksi jitteiden varastointi (esi-
merkiksi tilat, laitteet ja kalusto), jatteiden késittelyyn kaytetty tyoaika, vesi ja
energia (esimerkiksi puhtaanapito), jitteessd menetetty raaka-aine seki hallin-
nolliset asiat (esimerkiksi lupa- ja ilmoitusasiat seké tarkastukset) aiheuttavat
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yrityksille kuluja, joita ei yrityksissd vilttdmattd yhdisteta jatekysymyksiin.
Joidenkin arvioiden mukaan jitteestd syntyvit piilokustannukset ovat viisi, tai
jopa kymmenkertaiset pelkkiin jétteiden hévityskustannuksiin néhden. Jate-
asioiden suunnitelmallinen hallinta on monessa yrityksessd vasta lapsen ken-
gissd, koska jatteitd ei nihda osana toiminnallista kokonaisuutta.

Kolmanneksi kaatopaikoille paétyvit jitteet ovat luonnonvarojen tuhlausta.
Teollisuuden ja TyOnantajain Keskusliiton jasenyrityksilleen tekemissi kyse-
lytutkimuksessa (2001) selvitettiin PKT -yritysten tilannetta ja niakemyksia
ympdristdasioissa. Tutkimuksen mukaan jatteiden hyddyntdminen ja materi-
aalitehokkuus ovat PKT -yrityksissd ympéristonsuojelun tirkeimpid kehitta-
miskohteita. Markkinat vaikuttavat yhd enemméin yritysten ymparistdtekoihin
ja tassd kehityksessd yritysten on samalla pystyttivd vastaamaan niin asiak-
kaidensa tarpeisiin kuin lainsddddant66n perustuviin viranomaisvaatimuksiin-
kin. Tutkimuksen mukaan yritykset etsivit aktiivisesti keinoja, joilla kaatopai-
koille menevéé jétettd voitaisiin vidhentdd ja saada toiminnasta syntyvé jéte
hyotykéyttoon. (Teollisuus ja Tyonantajat 2001, 4-8.)

Neljanneksi hyotyjiatekauppa on kasvubisnes. Esimerkiksi metalliromun
tuonti Vendjéltd Suomeen on kasvanut moninkertaiseksi viimeisen kymmenen
vuoden aikana. Vuonna 2002 Venijiltd tuodun romun maird ylsi jopa noin
puoleen miljoonaan tonniin ja ennakkotietojen perusteella néyttéisi siltd, ettd
madrd oli titdkin suurempi vuonna 2003. Romua tuodaan Suomeen metalli-
teollisuuden raaka-ainetarpeisiin. (Tilastokeskus 2004.) Liséksi jitealan kas-
vuodotuksia heijastelee my0s yritysten investointihalukkuus jétteitd hyodynta-
viin laitoksiin. Esimerkiksi Suomen suurin jiteyhtid investoi yli viisi miljoo-
naa euroa tuotantolaitokseen, joka valmistaa ongelmajitteistd kierrdtysraaka-
aineita teollisuudelle (Ymparistd 2003, 13). Talld hetkelld jitealan tirkein
kasvumoottori on lainsdddénto, joka tuo jatkuvasti uusia ympdristovelvoitteita
eri toimijoille. Markkinoiden yleisndkymét hyotyjdtealalla ndyttdisivét olevan
siis varsin suotuisat.

Saannodstelyn tiukentumisesta, nousevista kustannuksista ja lisdéntyvasti
ympaéristotietoisuudesta huolimatta vasta harva yritys ymmartda jatekysymyk-
set osana toimintansa strategista kokonaisuutta tai nikee hyotyjatekaupan
potentiaalisena litketoimintana. On voitu huomata, ettd yritykset jotka toimivat
asiakasldhtoisesti, tekevét pitkén tdhtdimen suunnitelmia ja pyrkivét aggressii-
visesti parempaan tulokseen, ovat keskimddrdistd alttiimpia omaksumaan
uusia ideoita ja teknologioita. Ndmé yritykset ovat my0s kiinnostuneempia
mukauttamaan teollisen ekologian ajattelumallien mukaisia jarjestelmid yritys-
rakenteeseensa verrattuna niihin yrityksiin, jotka tyytyvét pelkdstdén noudat-
tamaan sdddoksid. (Graedel — Allenby 1995, 295.)
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1.5 Teollinen ekologia yrityksessa

1.5.1 Tuotteesta hyotyjatteeksi -elinkiertoajattelu haastaa perinteiset toi-
mintamallit

Yha useampi yritys joutuu siis kantamaan vastuuta valmistamasta tuotteestaan
myOs myynnin jdlkeen. Tdméd puolestaan johtaa siihen, ettd yritys joutuu
tekeméddn yhteistyotd jalostusketjun myohempien osapuolten kanssa. Ketjun
eri vaiheissa toimivien yritysten on yhteistyOssa selvitettivd ja ratkaistava,
mitd tuotteelle tapahtuu varsinaisen kdyton jélkeen. Kenties haastavin tehtava
monen yrityksen perinteisiin ajattelutapoihin ndhden on pyrkimys tuotteiden
koko “elinkaaren” (tai ehkd oikeammin elinkierron, Product Life Cycle) hah-
mottamiseen. Elinkierto ulottuu raaka-aineiden hankinnasta, jalostuksesta,
valmistuksesta, jakelusta, kaupasta ja kulutuksesta aina materiaalin kierratyk-
seen tai havittdmiseen saakka. (Rdsdnen 1994, 168.)

Tdmén kaltaisella systeemiajattelulla on kuitenkin omat heikkoutensa.
Monessa tapauksessa tarkasteltavassa ketjussa toimivat yritykset saattavat
sijaita aivan eri maissa tai maanosissa. Todellisuudessa yksikdidn padtoksen-
tekijd ei ole sellaisessa asemassa, ettd hianen olisi mahdollista hallita niin laa-
joja jarjestelmid niin yksityiskohtaisesti. Yhdellikddn yritykselld ei ole sel-
laista valtaa, ettd silld olisi mahdollisuus optimoida koko jdrjestelmad. Viran-
omaiset voivat omalta osaltaan toki luoda edellytyksid ja asettaa madrdyksid,
mutta eivét kuitenkaan junailla yksittdisten tuotteiden elinkiertoa. (Heiskanen
2004, 137.) Kukin yritys voi kuitenkin vaikuttaa omiin asioihinsa, kuten esi-
merkiksi mitd raaka-ainetta se ostaa ja mitd syntyneelle jatteelle tehddan.
Vaikka elinkiertoajattelun lintuperspektiivi kuuluukin mallien keinotekoiseen
maailmaan, on hyotyjatekauppoja suunnittelevan yrityksen hyvi olla tietoinen
materiaalikierron kokonaisuuksista. Tuotantoketjun tunteminen voi nostaa
esiin uusia ndkdkohtia jateasioidensa jarjestimistd pohtivalle yritykselle.

1.5.2 Yhteistyo luo edellytykset toimivalle kokonaisuudelle

Hyotyjéteketjujen ja -verkostojen onnistunut rakentaminen ja kehittiminen
edellyttdd hyvid suhteita yritysten, viranomaisten sekd pééattdjien valilla. Tar-
peetonta vastakkain asettelua tulisi pyrkid vilttiméén, koska toimiva kokonai-
suus edellyttdd yhteistyohalukkuutta niin yritysten kuin julkisen sektorin puo-
lelta. Jatehuolto elaa télla hetkelld voimakkaassa muutosvaiheessa. EU:n kier-
ritysvelvoitteet ja markkinaehtoisen kierrdtyskilpailun herddminen ovat mul-
listaneet markkinoita niin nopeaan tahtiin, ettd lainsdddantd ja eri kuntien
kaytdnnot eivit tahdo pysya perdssa.
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Yrityspuolen ndkemys on, ettd kaikki jitteet on oltava vapaasti hyodynnet-
tidvissd, jotta jitteiden kierrdtys- ja hyotykayttolaitoksiin voidaan investoida.
Toisin sanoen asiakkaan tulisi saada pééttdd, kenelle jatteensd luovuttaa.
Kuntapuolella kuitenkin pelédtdédn, ettd téllaisessa mallissa kunnille lankeaa
vain sellaiset erét, joita kukaan muu ei halua. Julkisen puolen nidkemyksen
mukaan kunnallisten ja sopimusperusteisten jarjestelmien tulisi olla tasavertai-
sia my0s jatkossa. Esimerkkejd yritysten ja kunnallisten toimijoiden onnistu-
neesta yhteistyOstd on jo olemassa, eli tasavertaisuusmalli ndyttdisi toimivan
kiytannossdkin. My06s kilpailuvirasto on pitidnyt tdrkednd sitd, ettd jitteille
luodaan mahdollisimman hyvin toimivat markkinaolosuhteet. Uusien toimin-
tamallien kirjoittaminen sddnndiksi on kuitenkin usein verrattain hankalaa.
Tarkeintd on, ettd kaikki asianosaiset tietdvit millaisille periaatteille tulevai-
suutta rakennetaan. (Grondhal 2004)

1.5.3 Toimiva hyddyntdminen edellyttdd hyvii sijaintia

Toinen keskeinen kysymys hyoétyjitekaupasta puhuttaessa on jitteen myyjan
ja ostajan maantieteellisen sijainnin vaikutus. Hyotykdyton ndkokulmasta jite
on raaka-ainetta, joka pitdd vain saada kustannustehokkaasti oikeaan paikkaan.
Suomelle ovat tunnusomaisia pitkdt vélimatkat, mutta esimerkiksi teollisuus-
yritykset sijaitsevat paikallisella tasolla monesti melko keskitetysti teollisuus-
alueilla. Teollisen ekologian ajattelumallia voidaan helpoiten soveltaa nimen-
omaan sellaisissa tapauksissa, joissa jaitteiden hyddyntdmiseen liittyviin
ongelmiin etsitddn paikallisia ratkaisuja. Kynnys jatteiden hyotykdyttoon on
erityisen matala silloin, kun jétteitd voidaan hyodyntdd ldhelld niiden synty-
paikkaa, eli silloin kun kuljetuskustannukset minimoituvat. Edistyksellisen
tuotantoyrityksen saattaisikin olla viisasta jo sijaintipdétostd tehdessdén ottaa
huomioon paitsi raaka-aineiden ja markkinoiden ldheisyys, myos yritystoi-
minnan tuottamien jétteiden eteenpdin myynnin, luovuttamisen tai havittimi-
sen mahdollisuudet ldhialueella.

Hienostuneimmillaan teollisen ekologian malli voi realisoitua yritysten pai-
kallisena kierrdtysverkostona, jossa toimijat hyddyntévit toistensa jatemateri-
aalin ja jdte-energian yhteistyolla. Itse asiassa tdlloin voidaan puhua jo teolli-
sesta ekosysteemistd (industrial ecosystem, Korhonen 2000). Teollinen eko-
systeemi poikkeaa perinteisestd yhden tuotteen tai jatevirran kierrdttdmisesta
ja keskittyy sen sijaan monen eri jatevirran hyodyntdmiseen monen eri yrityk-
sen vililld paikallisessa yhteistyossd. Edelld kuvatun kaltainen teollinen eko-
systeemi on varsin kunnianhimoinen késite, ja télld hetkelld siitd hyodytdén
kenties parhaiten keskustelun herédttdmisen mielessd. Mallin testaaminen kay-
tanndssd on vasta aluillaan ja kysymykseen sen yleistettdvyydestd 10ytyy tie-
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tenkin argumentteja puolesta ja vastaan. Teollisten jirjestelmien ja yritysver-
kostojen kehittiminen kierrdtykseen perustuviksi on tietysti helpompaa
maissa, joissa on viahédn ihmisié ja runsaasti luonnonvaroja, kuten esimerkiksi
Suomessa. Jokainen alueellinen yritysverkosto on kuitenkin ainutlaatuinen
omine ekologisine, taloudellisine ja sosiaalisine tai kulttuurisine ominaisuuk-
sineen eikd verkostoa tietenkddn voida rakentaa tyhjasta.

1.6 Hyotyjétealan tulevaisuus

Minkélaiset ovat hyotyjétealan tulevaisuuden nakymat tilla hetkella? Jatealan
tulevaisuuden trendejd on tutkittu jonkin verran, mutta yritysten kehittdmis-
toimintaa tukevaan ennakointiin liittyvid tutkimustuloksia on saatavilla varsin
niukasti. Loikala (2003) on tarkastellut jitehuollon tulevaisuuden megatren-
dejd EU-alueella. Loikalan mukaan jiteverotus tulee kiristyméén tulevaisuu-
dessa, minkd seurauksena perinteinen kaatopaikkakésittely muuttuu epétalou-
delliseksi ratkaisuksi. Tdmid puolestaan johtaa kierrdtyksen ja hydtykédyton
lisddntymiseen, jonka seurauksena investoinnit, kaytto- ja paddomakustannuk-
set sekd myos jétetaksat nousevat. Kehityksen seurauksena kilpailu toimijoi-
den talteen ottamien lopputuotteiden vililld lisdéntyy ja kiristyy, miké puoles-
taan tukee jitteiden asianmukaista késittelya ja laadukkaita lopputuotteita.
My0s Granqvistin ja Kailan (1999) mukaan jéitealalla on todettavissa muu-
tamia megatrendejd, jotka puolestaan ohjaavat jatealan kotimaan markkinoita.
Heiddn mukaansa jétteiden synnyn ehkéisystd tulee yrityksille kilpailuetua
luova tekijd ja samalla jateraaka-aineiden arvo kasvaa ja kiinnostus niitd koh-
taan lisdantyy. Hyotyjdtealan tulevaisuudennidkymaét vaikuttavat siis varsin
mielenkiintoisilta. Potentiaalia yritystoiminnasta syntyvien jdtteiden uudel-
leenkdyttoon litkketoiminnallisessa mielessd on yhd enemmaén.
Ymparistoasioiden ja yritysten taloudellisten nédkokohtien sovittaminen
yhteen on ollut ja tulee tulevaisuudessakin olemaan tirkeimpid kysymyksia
ympéristonsuojelun edistimisessd. Jitteiden hyotykdyttod hidastavat tekijit
eivit tdnd pdivani ole niinkdédn teknisid ongelmia, vaan taloudelliseen kannat-
tavuuteen liittyvid kysymyksid, yhteistyon kankeutta seki tietysti jonkin ver-
ran parannettavaa 16ytyy myos asennepuolella. ”Jatepuuhiin” saatetaan suh-
tautua hieman naureskellen, vaikka todellisuudessa naureskelija ei valttimétta
osaisi erottaa, onko tuote valmistettu jiteraaka-aineesta vai jostakin muusta.
Selvilta kuitenkin néyttdd, ettd jatteiden sijoittaminen kaatopaikoille on tule-
vaisuudessa yhd huonompi vaihtoehto niin ympariston kuin taloudellisen kan-
nattavuuden nikokulmasta. Téssd kehityksessd ne yritykset, jotka osaavat
ennakoida toimintaympdristonsd muutoksia saavat etulyontiaseman tilan-
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teessa, jolloin muut vasta herddvdt huomaamaan hyoétyjatekaupan mahdolli-
suudet.
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2. MAANTIEKULJETUSYRITYKSEN YMPARISTO-
LAHTOISEN KILPAILUKYVYN MALLI

Pekka Stenholm

Abstrakti

Tama artikkeli perustuu Kkirjoittajan vaitoskirjaan Maantiekuljetusyrityksen
ymparistolahtdinen kilpailukyky (ks. Stenholm 2004). Artikkelissa kasitelldan
maantiekuljetusyrityksen ympaéristolahtdisen kilpailukyvyn mallia ja ympa-
ristolahtoiseen kilpailukykyyn vaikuttavia tekijoitd. Stenholmin tutkimuksessa
kehitetylld ja testatulla maantiekuljetusyrityksen ympéristoldhtoisen kilpailu-
kyvyn mallilla kyettiin osoittamaan, ettd maantiekuljetusyrityksen ymparisto-
lahtéinen kilpailukyky pohjautuu yrityksen ympéristbosaamiseen, yrityksen
yli ulottuviin prosesseihin sekd asiakkaiden ja yhteistyokumppaneiden kanssa
tapahtuvaan yhteistyohon enemmin kuin kiytdssd olevaan kuljetuskalustoon.
Nailla keinoin maantiekuljetusyrityksen on mahdollista parantaa kilpailukyky-
adn ja ymparistolahtoisyyttddn alati kovenevassa kilpailussa. Samalla kyetdan
parantamaan maantiekuljetusten ymparistolahtoisyytta yleisesti.

2.1 Johdanto

Yritystoiminta on erds ekologisen jarjestelmén alajirjestelmé, joka on riippu-
vainen muista ekologisista jirjestelmistd. Yritys tarvitsee litketoimintaympa-
ristdd selviytydkseen. Liiketoimintaympéristd puolestaan tarvitsee yhteiskun-
taa, yhteiskunta ihmisjérjestelmai’ ja ihmisjirjestelmi ekosysteemid. Toiseen
suuntaan jatkumo ei ole néin pitkd, silld ekosysteemi ei ole riippuvainen yri-
tystoiminnasta. (Jennings — Zandbergen 1995, 1015; Ketola 1999, 36-37.)
Yrityksiin liittyvissd tutkimuksissa yrityksen ympéristo kasitetddn tyypilli-
sesti markkinoiden, toimialojen ja kilpailijoiden muodostamaksi kokonaisuu-
deksi. (Bartels 1976, 206-212; Shrivastava 1995, 125). Téllaisissa tarkaste-
luissa yritystd ympérdivdan luonnonympériston ja yritystoiminnan vilille ei
muodostu yhteyttd (Jennings — Zandbergen 1995, 1015; Hoffman 2001, 26—
30). Yritystoiminnan haitalliset ympéristovaikutukset tiedostetaan, mutta
litketaloudellisia tavoitteita, kuten voiton maksimointia tai vaatimuksia edulli-

Ihmisjarjestelmd on osa ekosysteemin alajérjestelmid, joka siséltdd fyysisen, psyykkisen ja
yhteiskunnallisen jérjestelmén (Ketola 1999, 36).
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simmista tuotteista tai palveluista, painotetaan enemman kuin ympéristolahtoi-
syyden kehittdmistd (Kallio 2000 16).

Yrityksen toiminnoista logistiikalla on suuri vaikutus yritystoiminnan syn-
nyttdmiin haitallisiin ympéristovaikutuksiin (Murphy et al 1995, 6; Wu —
Dunn 1995, 22; Rodrigue et al 2001, 2). Logistiikan ja ympériston vélisen
suhteen tutkimusperinne on kuitenkin kapea (Murphy et al 1994, 49; Carter —
Ellram 1998, 89-90). Logistiikan liiketaloustieteellisen tutkimuksen paino-
pisteend on usein tutkia asiakkaalle suuntautuvia toimitusketjuja ja niiden
osatekijoitd, kuten asiakastyytyviisyyttd, toimitusketjun hallintaa ja kansain-
vilistd logistiikkaa (Stock 2001, 132—133). Tavoitteena on 10ytdéd ratkaisuja
kustannusten minimoimiseksi ja tuottojen maksimoimiseksi tai sithen, miten
logistiikasta saadaan nopeampaa, joustavampaa ja laadukkaampaa (Wu —
Dunn 1995, 24; Murphy — Poist 2000, 6). Téllaisen tutkimuksen tavoitteet
eivit ole puutteellisia tai virheellisid, mutta niistd puuttuu ulottuvuus logistii-
kan ja ympdriston vélisestd suhteesta.

Haasteellista logistiikan ympéristovaikutusten vdhentdmisestd tekee logis-
titkkan vélttiméattomyys. Logistiikalla pyritddn ylittdiméédn ajallisia ja maantie-
teellisid vdlimatkoja mahdollisimman taloudellisesti ja laadukkaasti. Yrityksen
toimialasta riippumatta resurssien, tuotannon ja asiakkaiden alueellinen
jakautuminen edellyttdd logistiikkaa eli toimivia materiaali-, informaatio- ja
paddomavirtoja. (Ballou 1987, 6-10.) Téssd kokonaisuudessa logistiikan ympa-
ristovaikutukset syntyvit logististen toimintojen ja ympériston vélisessid vuo-
rovaikutuksessa. Jokainen logistinen toiminto on vuorovaikutussuhteessa
ympéristoon (Bloemhof-Ruwaard et al 1995, 231).

Logistiikan ja ympdriston vilisen tarkastelun puutetta voi osaltaan selittda
logistitkan ympéristovaikutusten selvittimisen vaikeus. Logistiikan ympéris-
tovaikutusten selvittiminen ja hallitseminen on vaikeaa, koska ne edellyttavét
sekd yrityksen jokaisen logistisen toiminnon erillistd (Enarsson 1998, 5) ettd
logististen toimintojen muodostaman kokonaisuuden, toimitusketjun, saman-
aikaista tarkastelua (Crosbie — Knight 1995, 188; Wu — Dunn 1995, 22-23).
Ymparistoldhtoisen logistiikan 1dhtokohtana on se, ettd ymparistovaikutuksia
pyrittdisiin vihentdmain jo siind vaiheessa, kun hyddykkeet siirtyvit toimitus-
ketjussa kohti loppukéyttdjad (Wu — Dunn 1995, 23; MclIntyre et al 1998, 58).
Toimitusketjun lopussa monet ympéristovaikutusten kannalta olennaiset tuote-
ja tuotantopditokset on jo tehty, jolloin loppupdin logistisissa toiminnoissa
ympéristovaikutuksiin voidaan vaikuttaa endd vain vdhian (Linnanen — Mark-
kanen 1997, 65-66).

Ympariston kannalta parhaimman toimitusketjun tai logistiikan toteuttami-
nen ei kuitenkaan ole kenenkdin suoranainen intressi, jolloin on usein tyydyt-
tavd kehittimdidn nykyistd toimintaa mahdollisimman ympaéristoldhtoiseksi.
Logistiikan kehityssuunnat eivét olekaan olleet ympériston kannalta edullisia.
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Esimerkiksi tuotannon erikoistuminen, tuotantomenetelmien uusiutuminen ja
varastojen keskittiminen ovat lisdinneet muun muassa kuljetusten ja erityisesti
maantiekuljetusten madrdd (Suutari 1999, 13). Kuljetukset ovatkin logistisista
toiminnoista ndkyvin ja ympéristovaikutuksiltaan merkittdvin toiminto, johon
liittyvit péaatokset ovat sidoksissa kiytettiaviin jakeluteihin, varastointikdytan-
toihin ja kuljettavien hyodykkeiden kysyntdédn (Coyle et al 1990, 40).

Tassd tutkimuksessa keskitytddn maantiekuljetusten ja erityisesti maantie-
kuljetusyritysten ympéristoldhtdisen toiminnan kehittdmisen tarkasteltuun.
Tutkimuksen tarkoituksena on kuvata maantiekuljetusyrityksen ymparisto-
sen ympdristolahtdinen kilpailukyky perustuu. Tutkimuksessa keskitytdén
maantiekuljetusyrityksen tasolla tapahtuvaan toimintaan, joten yhteiskunnan
tasolla toteutettavat toimenpiteet’ maantiekuljetusten ympéristolahtoisyyden
kehittdmiseksi on jétetty tarkastelun ulkopuolelle.

2.2 Maantiekuljetusten ymparistovaikutukset

Kuljetusten tavoitteena on yhdistdd logistisen toimitusketjun toimintoja, kuten
ostotoiminta, tuotanto, varastointi ja jakelu, keskenddn taloudellisesti ja laa-
dukkaasti (Coyle — Bardi 1980, 198—199). Yritysten, tuotantolaitosten, varas-
tojen ja markkinoiden maantieteellinen sijainti vaikuttaa kuljetusten asemaan
yritysten toimitusketjuissa (Coyle et al 1990, 370-372). Koska yritykset ovat
hajautuneet maantieteellisesti erilleen markkinoista ja alihankkijoista, kulje-
tuksia tarvitaan ylittdiméén tuotannon ja kulutuksen vélimatkoja.

Suomen suuri pinta-ala, maantieteellisesti laajalle levinnyt asutus seké teol-
lisuuden rakenne ja hajautunut sijainti edellyttdvit suuria kuljetussuoritteita
(Méntyld et al 2001, 123; SKAL 2002b). Liséksi taloudellinen kehitys on kas-
vattanut tyonjakoa toimitusketjun eri osien vililld ja muun muassa vdhentényt
varastointia, mikd on puolestaan lisdnnyt kuljetusten kysyntdd (Suomen lii-
kenne kestdvin kehityksen tielle 1993, 11). Suomessa tavaraliikenteen paa-
asialliset kuljetusmuodot ovat maantie-, rautatie- ja laivakuljetukset. Kulje-
tusmuodoista maantiekuljetusten kuljetussuorite on ollut suurin vuodesta 1958
lahtien. Maantiekuljetuksilla on Suomessa kansantaloudellisesti suuri merki-
tys, ja niiden kuljetussuorite asukasta kohden on 1,5—4-kertainen muihin EU-
maihin verrattuna (SKAL 2002b).

> Maantiekuljetusten ympiristovaikutukset ovat olleet esimerkiksi Euroopan unionin alueella

poliittisen paétoksenteon kohteena. Varsinaisiksi toimenpiteiksi EU:n liikennepolitiikan valkoisessa
kirjassa vuodelle 2010 on nimetty ympéristdlahtdisempien polttoaineiden ja ajoneuvojen
kehittdminen, nopeusrajoitukset ja moottorien energiatehokkuuden parantaminen. Samassa yhteydessa
painotetaan myds maantiekuljetusten kehittdmistd ymparistoldhtdisemmaksi. Tahén pyritddn muun
muassa vihentdmélld maanteitse tapahtuvia kuljetuksia, ruuhkautumista ja maantiekuljetusten muita
ympéristovaikutuksia. (European Commission 2001c, 16-21, 115.)
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Kuljetusten osuus logistiikan ympaéristovaikutuksista on suuri ilman onnet-
tomuuksiakin (O Laughlin et al. 1993, 105-107; Wu — Dunn 1995, 32). Kul-
jetusten osuus tuotteen elinkaaren’ haitallisista ympéristovaikutuksista voi olla
yli puolet (Mintyld et al 2001, 124). Maantiekuljetusten osuus ndistd on suuri.
Teollisuusvaltioissa kuljetusten osuus energiakulutuksesta on noin kolmannes,
josta noin 80 % aiheutuu maantiekuljetuksista (Crosbie — Knight 1995, 189).
Suomessa kuljetusten osuus kokonaisenergiankulutuksesta oli vuonna 2002
runsas 20 % (Maikela et al 2003, 47; SVT 2003, 6). EU:n jdsenmaissa vastaava
osuus on ollut keskimddrin 31 % (European Commission 2001a, 72). Suo-
messa kuljetusten osuus kokonaisenergiankulutuksesta on selvisti EU-maiden
keskiméérdistd osuutta pienempi, mitd selittdd teollisuuden suuri osuus
maamme kokonaisenergiankulutuksesta.

Fossiilisten polttoaineiden, kuten bensiinin, dieselpolttonesteen tai poltto-
oljyn, kéytto atheuttaa padstdja. Ilmakehédédn kulkeutuvat paastot lisddaviat muun
muassa kasvihuoneilmi6td ja sen aiheuttamaa ilmaston ldmpenemistd seké
hengityselinsairauksien riskid (Kalenoja — Kallberg 1998, 52—-59, EEA 2000,
59). Kansainvilisesti litkenteen ennustetaan olevan suurin kasvihuonekaasujen
paastolihde vuoteen 2010 mennessd (EEA 2000, 25). Suomessa esimerkiksi
litkenteen hiilidioksidipddstdjen osuus kaikista kasvihuonekaasupddstoistd oli
vuonna 2002 vajaa 18 % (Kalenoja et al 2002, 17). Tieliikenteen osuus néisti
hiilidioksidipadstoista oli suuri, 90 %, ja runsas 40 % niistd on perdisin tavara-
litkenteestd (Motiva 2002a; Mikela et al 2003, 45).

[lmatilaan kulkeutuvien pddstdjen ohella kuljetukset aiheuttavat melua.
Melun aiheuttamat haitat ja luonne riippuvat melutasosta, melun taajuudesta ja
melun sddnnodllisyydestd. Yksilotasolla melun on todettu vaikuttavan ihmisen
fyysiseen ja psyykkiseen hyvinvointiin jo melko matalilla tasoilla. Melu vai-
kuttaa ihmisten kidyttdytymiseen, kuten asuinpaikan valintaan, ulkoilutottu-
muksiin ja keskittymiskykyyn. Eréds olennainen melun haittavaikutus on myos
kiinteistdjen arvon lasku. (Kalenoja — Kallberg 1998, 81.)

Tielitkenteen melun maira riippuu muun muassa liikkennemaaristd, ajoneu-
votyypeistd, ajonopeudesta ja tiepdillysteestd. Raskaiden ajoneuvojen melu-
taso on selvisti korkeampi kuin kevyemmilld ajoneuvoilla. Tielitkennemelulle
on tyypillistd, ettd yksittdisen ajoneuvon melu ei erotu kokonaismelusta lii-
kennevirran ollessa riittdvan tihed, mutta liikkennemadran kasvu lisdd melun
intensiteettid. (Kalenoja — Kallberg 1998, 74-77.) Tieliikenteen melu on eri-
tyisesti tiheddn asuttujen alueiden ongelma (Whitelegg 1993, 73—75), ja sithen
on pyritty vaikuttamaan yhteiskunnallisesti vihentdmélla muun muassa lii-
kenteen ruuhkautumista.

> Tuotteen elinkaari alkaa raaka-aineiden ottamisesta luonnosta ja paittyy padstojen palautuessa

luontoon kierrdtys- ja uudelleenkiyttojarjestelmien kautta (ks. esim. Cairncross 1991; Linnanen et al
1997).
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Pédéstojen ja melun ohella tieliikkenne kuormittaa rakennusten ja teiden
rakenteita. Staattisen kuormituksen lisdksi ajoneuvon liikkeistd ja teiden epa-
tasaisuudesta aiheutuu tdrindd. Erityisesti raskaat ajoneuvot synnyttdvét tari-
ndd, joka saattaa aiheuttaa maaperdn painumista. Maaperdn painuminen voi
johtaa painuma-alueen rakenteiden kallistumiin ja vaaristymiin, joista aitheutuu
uusia rakennevaurioita esimerkiksi tierakenteisiin ja talojen perustuksiin
(Kalenoja — Kallberg 1998, 90).

Kuljetusten ympaéristoldhtoisyyden kehittdmisen kannalta on haasteellista,
ettd maantiekuljetuksille vaihtoehtoiset kuljetusmuodot aiheuttavat myds hai-
tallisia ympéristovaikutuksia (Engelhardt 1997, 187; Kalenoja — Kallberg
1998, 39; Suutari 1999, 14, 50; European Commission 2001b, 27). Lisdksi
esimerkiksi rautatie- ja vesitse tehtdvien kuljetusten alhainen joustavuus ja
maantieteellisesti rajoittunut ulottuvuus vihentivét ndiden kuljetusmuotojen
kilpailukykyd (Penman 1994, 171; Bagchi — Skjott-Larsen 1995, 18). Lentolii-
kenne on puolestaan padstoiltddn muita haitallisempi kuljetusmuoto seké
taloudellisesti tarkasteltuna kallis kuljetusvaihtoehto (Kalenoja — Kallberg
1998, 42; European Commission 2001b, 39-40).

Kuljetusten haitalliset ymparistovaikutukset eivit kuitenkaan ole usein rat-
kaisevassa asemassa kuljetuksista paitettidessd, vaan taloudelliset ja ajalliset
kriteerit ohjaavat valintoja eri kuljetusmuotojen kesken (Crosbie — Knight
1995, 190; Kalenoja et al 2002, 63). Sopivimman kuljetusmuodon valinta riip-
puu litkennemahdollisuuksien ja kuljetusten kysynnén lisdksi paikallisista olo-
suhteista sekd kéytettdvissd olevasta infrastruktuurista (Kalenoja — Kallberg
1998, 11). Esimerkiksi suurin osa maamme ulkomaankuljetuksista tapahtuu
laivaliikenteessd (Kalenoja et al 2002, 61), kun taas kotimaankuljetuksista
suurin osa on tiekuljetuksia (SKAL 2002a).

Kuljetusmuotojen vélisessd vertailussa maantiekuljetusten asema jousta-
vana ja taloudellisesti kilpailukykyisend kuljetusvaihtona on ylivertainen
(Skjott-Larsen 2000, 385). Maantiekuljetusten tarpeellisuuden hyvéiksyminen
maantieteellisten ja taloudellisten tekijoiden perusteella ei kuitenkaan edisti
maantiekuljetusten ymparistovaikutusten vahentdmistéd, koska tilldin sallitaan
maantiekuljetusten méérin kasvu ja maantieteellinen laajeneminen (Whitelegg
1993, 22, 35, 49). Kirjistetysti maantiekuljetusten ympdristoldhtoisyys on
paradoksaalista, koska tuotteiden fyysinen siirto yritysten, tuotantolaitosten ja
kulutuksen vélilld ei voi tapahtua ilman kuljetusten haitallisia ympéristovai-
kutuksia. Ndin ollen maantiekuljetusten méérén kasvu lisdd maantiekuljetusten
ympéristolahtoisyyden kehittimisen tarvetta.
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2.3 Maantiekuljetusyritysten ympéristovaikutusten vihentdminen

Ymparistoldhtoinen kuljetuskalusto on maantiekuljetusten ja maantiekuljetus-
yrityksen ympdaristolédhtoisyyden tarkein ldhtokohta (Short 1995, 10). Ympa-
ristoldhtoiselld kuljetuskalustolla tarkoitetaan védhdpéistoistd ja polttoaine-
kulutukseltaan kehittynyttd kuljetuskalustoa, joka tdyttdd EU:n asettamat
EURO-piistorajakriteerit”.

Pohjolan (1999) mukaan olennainen keino kuljetusten ympaéristovaikutusten
vihentdmiseksi on polttoainekulutuksen hallinta. Teknisesti polttoaineen
kulutus riippuu ajoneuvon energiatarpeesta, joka riippuu ajovastusten’ sum-
masta. Ajovastuksista esimerkiksi ilmanvastusta voidaan vdhentdd paranta-
malla kuljetuskaluston aerodynaamisuutta (McKinnon et al 1993, 6). Ajovas-
tusten ohella polttoaineen kulutukseen vaikuttavat ajoneuvon kokonaispaino,
ajoneuvon moottoriteho, tieolosuhteet, litkkenteen maéré, ajotapa ja ajonopeus
(Haapanen — Oksanen 1986; 154, SKAL 2000, 5). Polttoainekulutuksen hal-
linta on tirkedd myos taloudellisista syistd (Szymankiewicz 1993, 40). Palk-
kojen ohella polttoainekustannukset muodostavat suuren osan maantiekulje-
tusyrityksen kustannuksista (European Commission 2001b, 90): mitd vdahem-
mén polttoainetta kuluu, sitd pienemmaét ovat polttoainekustannukset. Kustan-
nusten hallinnan ohella tehokas ja taloudellinen kuljetus on havaittu myos
ympdristoldhtoiseksi (Méntyla et al 2001, 124).

Ympaéristoldhtoinen kuljetuskalusto ei kuitenkaan yksistdén takaa maantie-
kuljetusyrityksen toiminnan ymparistoldhtoisyyttd, vaan se on riippuvainen
myoOs kaluston kdyton ja yrityksen muun toiminnan ymparistoldhtéisyydesta
(Crosbie — Knight 1995, 190; Suutari 1999, 48). Maantiekuljetusyrityksen
toiminnan ympaéristoldhtoisyyden kehittimisen keinot voidaan jakaa kuljetus-
kapasiteetin hyddyntdmiseen, kuljetusten suunnitteluun ja kaluston huoltoon
liittyviin keinoihin sekd muihin ympéristoldhtdisiin toimintatapoihin. Nailld
kyetddn vdhentdmiin polttoainekulutusta ja pakokaasupdidstdjd sekd muita
ympdristovaikutuksia, kuten melua. (Janhunen 1997, 190.)

Kuljetuskapasiteetin hyodyntdmisen tehostamiseen vaikuttavat kuljetus-
kapasiteetin maksimikoko, kuljetettavan rahdin koko, muoto ja paino sekd
tyhjénd ajettavien kilometrien médard (McKinnon 1999, 8-13). Kuljetuskapa-
siteetin kdyton tehostamisella voidaan vdhentdd kuljetusten kokonaismiéraa,
polttoainekulutusta ja haitallisia ymparistovaikutuksia (Penman 1994, 165).
Kuljetuskapasiteetin hyddyntdmistd voidaan parantaa my0s muun muassa

*  Ensimmiinen EURO I-piistoraja astui voimaan vuonna 1993, EURO II vuonna 1996 ja EURO III

vuonna 2000. EURO IV on suunniteltu otettavan kdyttodn vuonna 2005 ja viimeisimmét EURO V-
padstorajat astuvat voimaan vuonna 2008. (European Commission 2001b, 79.) Suomessa pééstorajat
otettiin mukaan lainsdddant6on vuonna 2000.

Ajovastuksia ovat muun muassa vierintdvastus ja ilmanvastus, joiden pienentdminen auttaa
padstojen, energiankulutuksen ja melun vihentdmisessd (Kalenoja — Kallberg 1998, 183).
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kuljetusten reittisuunnittelulla, jolla tarkoitetaan kuljetusten sekd mahdollisten
paluukuormien aikataulu- ja reittisuunnittelua. Esimerkiksi jakelu- ja kerdily-
tyyppisessd ajossa polttoainekulutus on pysdhdysten lukuméérdstd riippuen
1,2—1,3-kertainen keskeytyméttoméén maantieajoon verrattuna (Haapanen —
Oksanen 1986, 158). Samoin nykivéssi taajama-ajossa pakokaasupééstot ovat
suuremmat kuin tasaisessa maantieajossa, ja lisdksi tyhjakaynti pitkdén seiso-
vissa ruuhkissa aiheuttaa enemmaén paistdja kuin ajettaessa (Kalenoja — Kall-
berg 1998, 147; Min 2002, 6). Optimaalisimmillaan kuljetukset ovat silloin,
kun kédytetddn mahdollisimman harvoja ldhetyksid, vidhdisti materiaalien-
késittelyd ja varastojen tehokasta organisointia sekd suoria jakelureittejad.
Némad vahentdvit ylimidrdisten kustannusten lisdksi my0s kuljetusten haitalli-
sia ymparistovaikutuksia (McKinnon 1999, 5-6; Murphy — Poist 2000, 6).

Optimaalisten reittien suunnittelu vaatii monentasoisen informaation analy-
sointia, jota informaatioteknologian kehittyminen on edistdnyt paljon (Cooper
et al 1992, 299; McKinnon 1999, 7). Reittisuunnittelua avustavia valineita
ovat muun muassa kuljettajan yhteydenpitojirjestelmit, ajoneuvonavigointi ja
dynaaminen reitinohjaus’ (Kalenoja et al 2002, 60-61), joilla voidaan vihen-
tdd ylimaardisia kuljetuksia ja turhia ajoja sekd vélttdd ruuhkautumista
(McKinnon 1999, 10-11). Reittisuunnittelu on kuitenkin sidoksissa maantie-
kuljetusyrityksen asiakkaan tarpeisiin (McKinnon 1999, 13), joten kuljetus-
yrityksen tai ympdriston kannalta optimaalisinta reittivaihtoehtoa ei ole kéy-
tanndssd kuitenkaan aina mahdollista saavuttaa, jos reittisuunnittelua ohjaavat
esimerkiksi asiakkaan aikataululliset kriteerit.

Kuljetuksille asetetut vaatimukset lyhyistd kuljetusajoista ja pienistd kulje-
tuseristd edellyttdviat usein nopeita kuljetuksia. Nama eivét kuitenkaan tue
ympdristolahtoisid pyrkimyksid optimaalista suuremman polttoainekulutuksen
ja kuljetusten madrin kasvun vuoksi (Rao et al 1991, 105; Kalenoja — Kallberg
1998, 154). Lisdksi pienten kuljetuserien kuljettaminen vajaalasteina isolla
kuljetuskalustolla on ympéristoldhtoisesti ja taloudellisesti epdedullista (Jan-
hunen 1997, 189-190). Kuljetusten yhdistelylld ja jakeluyhteistyolld voidaan
vihentdd yliméariisid ajokilometrejd ja polttoainekulutusta seké tehostaa kul-
jetuskapasiteetin kayttod. Erds esimerkki kuljetusten yhdistelystd ja jakelu-
yhteistyOstd on kaupunkilogistiikka, jolla pyritddn vdhentiméan pienten kul-
jetuserien aiheuttamaa kuljetusmairien kasvua (Punakivi — Midkinen 1997, 11—
13). Kuljetusten yhdistelyn tai jakeluyhteistyon onnistuminen riippuu
kaytettavissd olevan litkennejirjestelmén ja sen kéyttdjien ominaisuuksista,
kuten kuljetuskalustosta, yhdistelyterminaaleista, varastointijirjestelmistd seka
kommunikaatio- ja ohjausjérjestelmistd (Punakivi — Mékinen 1997, 20).

Dynaamisessa reitinohjauksessa kuljettajalle annetaan tietoa lyhimmistd reiteistd tai ruuhkista

(Kalenoja et al 2002, 61).
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Maantiekuljetusyrityksen ymparistolahtoisyys edellyttdd, ettd tyhjillddan
kulkevaa kuljetuskalustoa on liikkeelld mahdollisimman vdhdn (Wu — Dunn
1995, 32-33). Esimerkiksi paluukuormien hyddyntdminen on ympériston kan-
nalta perusteltua, koska kuljetuskaluston siirto kuluttaa energiaa ja poltto-
ainetta riippumatta kapasiteetin tiyttdasteesta. Tyhjillddn ajava kuorma-auto
kuluttaa noin 60-80 % tdyden auton energiankulutuksesta (Linnanen et al
1997, 119).” Ympéristovaikutusten vihentimisen lisiksi kuljetuskaluston pis-
omakustannukset ja toiminnan kannattavuus edellyttivit kaluston tehokasta
kayttod ja korkeaa tiyttdastetta (Haapanen — Oksanen 1986, 30-31). Tyhjit
paluu- tai siirtoajot aiheuttavat yliméardisid polttoaine-, henkilosto- ja pai-
omakustannuksia sekd menetettyjd tuloja (Min 2002, 6). Tyhjdné ajon védhen-
tdmisen haasteena on se, ettd kuljetuskalustolle ei ole aina sopivaa kuormaa
tarjolla. Toisin sanoen osa ajoneuvojen siirroista tapahtuu aina tyhjanéd (Oksa-
nen 2003, 61-62).

Kuljetuskaluston ominaisuuksien ja sen kdyton ohjaamisen liséksi kuljetta-
jat ovat tdrkedssd roolissa maantiekuljetusyrityksen energiankulutuksen ja
paidstdjen hallinnassa (Short 1995, 8; Crosbie — Knight 1995, 190, Kalenoja et
al 2002, 63). Kuljettajien taloudellinen ajokdyttdytyminen vaikuttaa suoraan
polttoainekulutukseen, ja se on nopeasti kehitettdvissd oleva keino myos
ympdristovaikutusten vdhentimiseen (Wu — Dunn 1995, 33). Selvitysten
mukaan epétaloudellinen ajokéyttdytyminen voi lisdtd polttoainekulutusta 8—
12 % (Motiva 2002b). Ympdristoldhtdinen ajotapa edellyttdd ajoneuvon
tuntemusta, joutokdynnin vélttimistd ja liikkennetilanteita ennakoivaa ajotapaa
(McKinnon et al 1993, 8). Ajokdyttdytymiseen ja kustannusten hallintaan liit-
tyen my0s polttoainekulutuksen seurannalla voidaan havaita kuljettajien epa-
taloudellisia ajotapoja ja mahdollisia kuljetuskaluston kulutusta lisddvié
vikoja. Pohjolan (1999) teoreettiseen malliin viitaten polttoainekulutuksen
seuranta on myos tirked osa maantiekuljetusyrityksen energiaa sddstivda ja
ympdristoldhtoistd toimintaa.

Kuljetuskaluston ja moottorin ikd vaikuttavat péddstdjen maéddrddn, joten
kaluston huoltaminen ja pitiminen hyvikuntoisena ovat tirkeitd keinoja
maantiekuljetusyrityksen ympdéristovaikutusten hallinnassa (Szymankiewicz
1993, 40, Short 1995, 10). Kaluston huollolla yllapidetdén kaluston kuntoa,
turvallisuutta ja kdyttdd sekd hallitaan paremmin myos kuljetuskaluston kéy-
tostd syntyvid pddstdja (Wu — Dunn 1995, 33). Huoltoprosessissa syntyy kui-
tenkin myos haitallisia ymparistovaikutuksia, kuten jiteoljyjd, kiytettyja vara-
osia ja renkaita, joiden hallintaan on kiinnitettivd huomiota (Crosbie — Knight
1995, 193; Kalenoja — Kallberg 1998, 107). Kaluston huollon ohella myds

Esimerkiksi Hdmeen alueella tehdyssd selvityksessd runsaassa 30:ssa ulkomaankuljetuksia
suorittavassa maantiekuljetusyrityksesséd noin viidesosassa kaikista ajoista oli tyhjdajoa ja hieman
vajaa viidesosa oli vajaakuormallista ajoa (Ojala 2000, 61). Isossa-Britanniassa tyhjind ajettavien
kilometrien méiréd on keskimaérin 30 % kaikista ajoista (McKinnon 1999, 10).
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renkaiden kdyttoon ja kuntoon liittyvit toimenpiteet, kuten renkaiden pinnoi-
tus, uusiminen riittdvéin usein tai ilmanpaineiden tarkistaminen, edistiavét kul-
jetusten ympaéristolédhtoisyyttd ja vihentdvét polttoainekulutusta (McKinnon et
al 1993, 5; Short 1995, 5).

Maantiekuljetusyrityksen ymparistolahtdisyyden kehittdmisessd hyodyn-
nettidvit toimenpiteet on koottu taulukkoon 1. Taulukossa esitetyt ymparisto-
lahtoisyyden keinoja hyddynnetddn maantiekuljetusyrityksen ympéristolahtoi-
sen kilpailukyvyn mallin tarkentamisessa.

Taulukko 1. Maantiekuljetusyrityksen ymparistolahtoisyyden kehittamisen

keinot.
Y mpéristolahtoisyyden keino Lihde
Ympéristoldhtoinen kuljetuskalusto ~ Short 1995, Suutari 1999, Pohjola 1999
Kuljetuskapasiteetin tehokas Penman 1994, Black — Peters 1997, McKinnon 1999
hyédyntdminen
Kuljetusten reittisuunnittelu Wu — Dunn 1995, McKinnon 1999
Kuljetuksia tukevan teknologian Cooper et al 1992, McKinnon 1999, Kalenoja et al
hyodyntdminen 2002
Tyhjéni ajon vdhentdminen Wu — Dunn 1995, McKinnon 1999, Oksanen 2003
Kuljetusten yhdistely/ Rao et al 1991, Kalenoja — Kallberg 1998
jakeluyhteistyo
Kuljettajien ympéristdldhtdinen McKinnon et al 1993, Wu — Dunn 1995, Short 1995,
ajokdyttdytyminen Kalenoja et al 2002
Kaluston huolto Szymankiewicz 1993, McKinnon et al 1993, Short

1995, Wu — Dunn 1995, Kalenoja — Kallberg 1998

Jotta maantiekuljetusyritykset lisdisivét toimintansa ymparistolahtoisyytta,
sen tulisi tuottaa yritykselle lisdarvoa ja kilpailukykyd muihin alan yrityksiin
verrattuna. Maantiekuljetusyritykset kokevat ympairistdlahtdisyyden melko
tarkedksi tekijaksi kilpailukykynsd kannalta. Lisdksi maantiekuljetusyrityk-
sissd vaikuttaa sekd sisdisid (mm. yrityksen johdon kiinnostus) ettd ulkoisia
(mm. yrityksen asiakkaat, lainsdddidntd) motivaatiotekijoitd, jotka lisddvit
yritysten mielenkiintoa ymparistoldhtoisyyteen. (Stenholm 2004.) Yhdessa
namd tekijat luovat potentiaalisen ldhtokohdan maantiekuljetusyritysten ja
laajemmassa tarkastelussa maantiekuljetusten ymparistoldhtoisyyden kehitta-
miselle. Siten maantiekuljetusyrityksen ympaéristoldahtoisen kilpailukyvyn
mallin 1dhemmalla tarkastelulla voidaan lisdtd maantiekuljetusyritysten ja
-yrittdjien tietoisuutta, ymmarrystd ja motivaatiota ymparistoldhtoisyytensa
kehittdmiseen.
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2.4 Maantiekuljetusyritysten ympéristoldhtoisen kilpailukyvyn malli
2.4.1 Resurssiperusteinen nikemys yrityksen kilpailukyvysti

Maantiekuljetusyrityksen ympdéristoldhtdisen kilpailukyvyn tarkastelun poh-
jana kaytetddn resurssiperusteista ndkemystd yrityksen kilpailukyvysta.
Resurssiperusteinen nidkemys perustuu oletukseen, jonka mukaan yrityksen
resurssit ja niidden hyddyntdminen selittdvéat yrityksen kilpailukykya paremmin
kuin toimiala- tai kilpailuymparistotekijat (Barney 1986b, 1239; Olavarrieta —
Ellinger 1997, 561). Resurssit luovat rajat yrityksen toiminnalle ja strategioille
(Grant 1991, 133), ja ne ovat yhteydessé tuotteiden tai palvelujen ominaisuuk-
siin ja siten myds yrityksen kilpailukykyyn seké yritysten viélisiin eroihin kil-
pailukyvyssd (Conner 1991, 139). Resurssiperusteisella ndkemykselld pyritdan
selvittimain, miten yritykset saavuttavat ja ylldpitavat kilpailukykydidn (Hos-
kisson et al 1999, 437). Resurssiperusteinen nikemys tarjoaa tdsmallisen 1dh-
tokohdan tutkimusongelman ratkaisemiseen, koska niakemyksessd keskitytddn
tarkastelemaan yrityksen resurssien vaikutusta yrityksen kilpailukykyyn
(Winter 1996, 174). Yrityksen kilpailukyvylla tarkoitetaan tissd tutkimuksessa
yrityksen resurssien ja niitd jalostavien prosessien muodostamaa kokonai-
suutta, jolla yritys asemoituu markkinoilla muihin yrityksiin ndhden.

Resurssiperusteisessa ndkemyksessd yrityksen resursseilla tarkoitetaan
tekijoitd, joita voidaan pitdd yrityksen vahvuuksina. Yrityksen resurssit voivat
olla aineellisia tai aineettomia (Penrose 1959, 24; Itami — Roehl 1987, 12). Ne
voivat olla kehittyneet yrityksen toiminnassa (Dierickx — Cool 1989, 1505) tai
niitd on voitu hankkia erikseen markkinoilta (Barney 1986b, 1232). Resurssit
voidaan jakaa kolmeen luokkaan: fyysisiin resursseihin ja osaamisresursseihin
sekd organisatorisiin toimintatapoihin. Resurssiperusteisen nikemyksen taus-
taoletuksiin lukeutuu myos erilaiset vaatimukset yrityksen kilpailukykyé luo-
ville resursseille (Fahy 2000, 96-98). Resurssien tulee olla arvokkaita, niuk-
koja ja vaikeasti jdljiteltavida (Barney 1991, 105-106; Grant 1991, 129; Amit —
Schoemaker 1993, 39).

Resurssien arvokkuus merkitsee sitd, ettd resursseilla voidaan toteuttaa
strategioita, joilla kyetddn hyodyntdméén markkinoilla olevia mahdollisuuksia
tai ehkédisemddn kilpailijoiden toimenpiteiden vaikutusta yrityksen kilpailu-
kykyyn (Barney 1991, 106; Collis — Montgomery 1995, 120). Resurssien
niukkuus syntyy siitd, ettd yrityksen kilpailukykyd luovia resursseja ei voida
hyodyntdd suoraan muiden yritysten toiminnassa (Barney 1991, 106). Téllaisia
resursseja voivat olla muun muassa tuotanto- ja palveluprosessit sekd henki-
16ston osaaminen. Resursseja voidaan pitdd niukkoina my0s, jos ne ovat
maantieteellisesti sidottuja, kuten raaka-aineet, tai jos kilpailijoilla ei ole riit-
tavisti tietoa niiden hyodyntidmisestd. (Grant 1991, 126.)
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Resurssien vaikea jdljiteltdvyys tarkoittaa, ettd yrityksen kilpailijoiden ei
ole mahdollista kopioida tai imitoida yrityksen kilpailukykyd luovaa resurssia
omassa toiminnassaan. Resurssien vaikea jdljiteltivyys perustuu yrityksessa
olevaan osaamiseen ja kokemuksiin, resurssien kehitysprosesseihin, resurssien
sosiaaliseen moniulotteisuuteen tai resurssien ja yrityksen toiminnan valilld
olevien kausaalisten yhteyksien epdselvyyteen. Téllaisia resursseja ovat esi-
merkiksi yrityksen imago ja yrityksessd kumuloitunut osaaminen (Hall 1993,
609; Coates — McDermott 2002, 448). Imitointia vaikeuttaa my0s se, ettd tie-
tyn yksittdisen kilpailukykyd luovan resurssin kopiointi ei vélttimattd riité,
vaan samalla kilpailijoiden olisi usein kopioitava myds muita resurssiin sidok-
sissa olevia resursseja ja toimintatapoja (Prahalad — Hamel 1990, 82, 84).

Yrityksen arvokkaat, niukat ja vaikeasti jdljiteltdvissd olevat resurssit eivit
yksistddn luo yritykselle kilpailukykyd. Kilpailukyky perustuu yrityksen
omistamien resurssien lisdksi myos niiden kdyttoon. Day (1994, 39—42) jakoi
yrityksen resurssien kdyttoon liittyvdt tekijdt yritykseen ulkopdin tuleviin,
yrityksestd ulospdin suuntautuviin ja yrityksen yli ulottuviin prosesseihin.
Némad prosessit jalostavat fyysisid resursseja ja osaamisresursseja sekd organi-
satorisia toimintatapoja yrityksen kilpailukyvyksi (Dierickx — Cool 1989,
1510; Grant 1991, 122—-123; Amit — Schoemaker 1993, 35-36). Dayn esitté-
mit prosessit ja resurssiperusteista nikemystd hallitseva yrityksen resurssien
kolmijako (Wernerfelt 1984, 172; Barney 1991, 101; Olavarrieta — Ellinger
1997, 566—-567) yhdistetdén tdssd tutkimuksessa yhdeksi malliksi. Dayn esi-
tyksessd keskitytddn yritysten markkinaorientoitumiseen, joka ei sellaisenaan
sovellu tdmén tutkimuksen tutkimusongelman ratkaisuun. Téstd syystd Dayn
esitystd prosesseista hyddynnetdédn mukailtuna seuraavaksi esitetyin perustein.

2.4.2 Maantiekuljetusyrityksen ymparistolahtoisen kilpailukyvyn malli

Tutkimuksen késitemallissa oletetaan, ettd luonnonympériston huomioon
ottaminen yrityksen toiminnassa edellyttdd yritykseltd ymparistolahtoisia
resursseja ja niiden ympdaristdldhtoistd hyodyntdmistd (vrt. Rodriguez et al
2002, 140). Ymparistolahtoinen kilpailukyky voidaan néhdé liiketaloudelli-
sesti tarkasteltuna resurssitehokkuutena. Padstot ja jétteet syntyvit resurssien
tehottomasta kaytostd, ja mitd vihemman yritys tuottaa pdéstoja ja jitteita, sitd
tehokkaampaa on yrityksen resurssien kayttdé (Porter — van der Linde 1995,
122). Paastojen viheneminen ei kuitenkaan vélttimattd ole yrityksen toimin-
nan ymparistoldhtoisyyden kehittymisen tulos, koska niitd voidaan ehkaisti
ilman varsinaista toiminnan kehittdmistd (Cairncross 1991, 115, 233-234;
Hart 1995, 992).
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Tutkimuksessa oletetaan, ettd ymparistoldhtoisyyden limittyessd osaksi
yrityksen fyysisid resursseja ja osaamisresursseja sekd organisatorisia toimin-
tatapoja, ympdristoldhtoisten resurssien erottaminen yrityksen kilpailukyky-
tekijoistd vaikeutuu (Hart 1995, 999; Russo — Fouts 1997, 538). Niin ollen
yritykselle syntyy yrityksen kilpailukyvylle olennaisia, rajallisesti saatavilla
olevia ymparistoldahtoisid resursseja ja sitd, ettd yritys kykenee hyddyntimain
niitd ympéristoldhtoisesti (Bloemhof-Ruwaard et al 1995, 230; Porter — van
der Linde 1995, 125; Buchholz 1998, 354). Talloin resurssiperusteisen nike-
myksen mukaiset vaatimukset resurssien arvokkuudesta, niukkuudesta ja vai-
keasta jdljiteltdvyydestd tayttyvét (Barney 1986a, 663; Russo — Fouts 1997,
551). Tama tutkimus rajautuu yrityksen sisdisten resurssien ja prosessien vai-
kutusten analysointiin, eikd tutkimuksessa selvitetd yrityksen asiakkaiden tai
muiden sidosryhmien ndkemysten perusteella analysoitavaa yrityksen ympa-
ristokilpailukykyé (vrt. Lovio — Kuisma 2004, 42).

Resurssiperusteisessa ndkemyksessd yrityksen ympéristdlahtdisen kilpailu-
kyvyn ldht6kohta on ympéristovaikutusten vihentdminen ympéristolahtoisilla
fyysisilld resursseilla, ympéristdosaamisella, organisatorisilla toimintatavoilla
ja niitd jalostavilla prosesseilla. Kuviossa 1 esitettyd mallia sovelletaan
samalla maantiekuljetusyrityksen ympdristélahtéisen kilpailukyvyn tutkimi-
seen. Seuraavaksi tarkastellaan ldhemmin mallin osia ja niiden viélisid hypo-
teettisia vaikutussuhteita. Kuviossa esitetyt vaikutussuhteet kuvaavat seuraa-
vaksi esitettdvid tutkimuksen olettamuksia ymparistoléhtoisen kilpailukyvyn
eri tekijoiden valisistd vaikutussuhteista. Kuviossa pienemmit laatikot mallin
paamuuttujien alla kuvaavat maantiekuljetusyrityksen ymparistolahtoisen kil-
pailukyvyn tarkennettuja tekijoitd. Namai liittyvédt mallin operationalisointiin,
jota ei kisitell4 tdssd yhteydessd tarkemmin.®

Yrityksen resurssien ympdristlahtdisyys vaikuttaa sithen, miten ympéristo-
lahtdisesti yritys kykenee toimimaan (Florida et al 2001, 222). Maantiekulje-
tusyrityksen ympéristoldhtoisid fyysisid resursseja ovat ympdristolahtoisella
moottoriteknologialla varustettu kuljetuskalusto ja kuljetuksia avustava tek-
nologia. Maantiekuljetusyrityksen kuljetuskalusto on yrityksen toiminnan
ydin, ja sen ominaisuudet, kuten polttoainekulutus ja pakokaasupddstot, vai-
kuttavat yrityksen toiminnan taloudellisuuteen ja ymparistoldhtoisyyteen
(Meyer — Malachowski 1997, 375-376; Kent et al 2001, 31). Yleinen teknolo-
ginen kehitys kuitenkin vihentdd fyysisten resurssien haitallisia ymparistovai-
kutuksia, jolloin téllaisten resurssien ymparistoldhtoisyys paranee yleisesti
(Hanna — Newman 1995, 48; Bonifant et al 1995, 44-45). Maantiekuljetus-
alalla on tillainen tilanne, koska moottoriteknologian kehitysté ja kiyttoonot-
toa ohjataan EU:n asettamilla sddnnoksilld. Kuljetuskaluston ohella myds
kuljetuksia avustavalla teknologialla on vaikutusta maantiekuljetusyrityksen

8 Mallin operationalisoinnista enemmén ks. Stenholm 2004, 62—64.
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ympéristolahtoisyyteen. Esimerkiksi polttoainekulutuksen seurannalla tai reit-
tisuunnitteluvilineilld voidaan vihentdd ylimaéraisid kuljetuksia ja polttoaine-
kulutusta. Myos téllaista teknologiaa on hankittavissa markkinoilta vapaasti,
joten kaikilla maantiekuljetusyrityksilld on mahdollisuus hyddyntéa sit.

Resurssit | Prosessit

Uudistaminen

Fyysiset resurssit P., Py

7 N 3 / AN\

F8 Kuljetuskaluston F9 Ymparistdkoulutukseen

F1 Kuljetus- F2 Kuljetuksia avustava uusiminen osallistuminen
kalusto teknologia ]
P | | . . -
L P, Vritvkeen Vi P,,i | Maantiekuljetusyrityksen
23 I | + i ot Al Bl
Ympéristdosaaminen P | lott y i Y it : ympéristolahtdinen
/ \ 2.1 : ulottuvat prosessi : |(||pa||ukyky (F15)
| i
F3 Kuljettajien F4 Kuljetuskaluston P i / T \ ;
ajokayttaytyminen ymparistolahtdinen kaytto F10 Ymparisto- F11 Toiminnan F12 Kustannus-
/ jarjestelma tehostaminen saastotoimet
ol \ /o
: : - 31| Yhteistyo r Pas |
Organlsatorlset toimintatavat * ) » i
VA T N Pso / \ i
i F13 Yhteistyo asiakkaiden F14 Yhteistyd kumppanien
F5 Reitti- F6 Ajoneuvotietojen F7 Kaluston i kanssa kanssa

suunnittelu hy6dyntaminen huolto !

Kuvio 1. Maantiekuljetusyrityksen ymparistélahtoisen kilpailukyvyn malli.

Resurssiperusteisen ndkemyksen olettamusten perusteella maantiekuljetus-
yrityksen ympéristoldhtoiset fyysiset resurssit eivit voi olla pelkdstddn ympa-
ristéldhtoisen kilpailukyvyn ldhteend. Ne eivit tiytd vaatimuksia resurssien
arvokkuudesta, niukkuudesta tai vaikeasta jdljiteltivyydestd, jos kaikilla alan
yrityksilld on teoriassa samanlaiset mahdollisuudet hankkia samanlaisia ympa-
ristoldhtoisid fyysisid resursseja. Kdytdnnossé kaikilla yrityksilld ei ole tasa-
vertaisia taloudellisia mahdollisuuksia pitdd kuljetuskalustoaan uusimpien
saannosten edellyttimailld tasolla. Téllaisessa tilanteessa fyysisten resurssien
kayttd ainoana ympdristoldhtéisen kilpailukyvyn ldhteend ei ole myOskaddn
taloudellisesti perusteltua. Talloin voidaan olettaa, ettd ympéristoldhtoisilla
fyysisilld resursseilla ei ole suoraa vaikutusta ympéristolahtdiseen kilpailu-
kykyyn. Tdmén vaikutussuhteen sijasta tdssd oletetaan, ettd ymparistolahtoiset
fyysiset resurssit tukevat yrityksen muita ymparistoléhtoisid prosesseja, ja ettd
fyysiset resurssit vaikuttavat ymparistoldhtdiseen kilpailukykyyn epdsuorasti
uudistamisen (Py_;), yrityksen yli ulottuvien prosessien (P,.,) ja yhteistyon (P;.
;) kautta. Uudistamisen kautta syntyvéd vaikutus perustuu esimerkiksi ympé-
ristoldhtéisempien fyysisten resurssien hankintaan. Yrityksen yli ulottuvissa
prosesseissa ympadristolahtoisten fyysisten resurssien vaikutus syntyy niiden
kiyton tehostamisesta ja yhteistydssd fyysisten resurssien hyddyntdmisesté
yhteistyokumppaneiden kanssa tai heiddn vaatimallaan tavalla.
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Pi123: Ymparistoldhtoisilla fyysisilld resursseilla on epdsuoraa vaikutusta
yrityksen ympaéristoldhtoiseen kilpailukykyyn uudistamisen (P;_;) ja yrityksen
yli ulottuvien prosessien (P,.,) ja yhteistyon (P;_;) kautta.

Ympiristoldhtoinen toiminta edellyttdd ymparistoldhtdisten resurssien
lisdksi myos yrityksen ja henkiloston ymparistdosaamista (Kleiner 1991, 40;
Russo — Fouts 1997, 538-543). Tutkimuksen késitemallissa resurssiperustei-
sen ndakemyksen osaamisresurssit nimetdinkin ympéristdosaamiseksi. Maan-
tiekuljetusyrityksissd tdma tarkoittaa henkiloston ympéristbosaamista ja kul-
jetuspalvelun ympdristolahtoisyyttd. Henkiloston ympéristdosaaminen tar-
koittaa kuljettajien taloudellista ja ympéristolahtoistd ajokdyttdytymista.
Maantiekuljetusyrityksissd kuljettajien ajokdyttdytyminen ohjaa ympéristo-
lahtoisen kuljetuspalvelun toteutumista ja samalla se on asiakkaille nédkyvé osa
yrityksen ympéristoldhtoistd toimintaa. Kuljettajat ovat tirkedssd roolissa
maantiekuljetusyrityksen ympéristdlahtdisen imagon ja asiakkaiden suhtautu-
misen kannalta. Talloin tdssd tutkimuksessa oletetaan, ettd ympédristdosaami-
sella on suoraa vaikutusta yrityksen kilpailukykyyn (P,.;). Kuljetuspalvelun
ympéristolahtoisyys tarkoittaa puolestaan ympaéristoldhtdisyyden huomioon
ottamista esimerkiksi kuljetusten reittisuunnittelussa tai kuljetuskapasiteetin
hyddyntdmisessd. Ymparistbosaaminen on my0s yhteydesséd fyysisten resurs-
sien ympdristolédhtdiseen hyddyntdmiseen ja organisatorisiin toimintatapoihin.

Henkiloston ymparistdosaaminen vaatii henkildston kouluttautumista (Lin-
nanen et al 1997, 173—-179; Bjorklund 2002, 112). Kotimaiset maantiekulje-
tusyritykset voivat osallistua niille suunnattuun ympaéristo- ja laatukoulutuk-
seen, jolloin usealla yritykselldi on mahdollisuus kehittdd ympéristoosaamis-
taan. Ympdaristokoulutuksen hyddyntiminen ja soveltaminen on kuitenkin
yrityskohtaista, jolloin yritysten viliset erot ovat mahdollisia. Kouluttautumi-
nen ja uuden oppiminen yhdistdd ympéristbosaamisen yrityksessé tapahtuvaan
uudistamiseen (P,.,).

Yrityksen yli ulottuvat ymparistoldhtoiset prosessit edellyttavét henkildston
ympdristdosaamista, jolloin ndiden vililla oletetaan olevan vaikutusta (P,.;).
Ympéristoosaamisen oletetaan olevan yhteydessd myos yhteistyohon, jolloin
henkil6ston ja yrityksen ympéristdosaaminen vaikuttaa yrityksen ympéristo-
lahtdiseen yhteistyohon asiakkaiden ja yhteistyokumppaneiden kanssa (P,.).
Koska ympaéristoosaamisella oletetaan olevan sekéd suoraa ettd epdsuoraa vai-
kutusta ympdaristoldhtoiseen kilpailukykyyn, silld on potentiaalia strategisesti
tarkedksi kilpailukykytekijdksi. Yrityksen kilpailijoiden on vaikea jaljitella
téllaista syy-seuraus-suhteeltaan epdselvad kilpailukykytekijaa (Slater — Angel
2000, 86).
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Py1234: Ympiristdosaamisella on suoraa vaikutusta yrityksen ympéristoldh-
toiseen kilpailukykyyn (P,.;) ja epdsuoraa vaikutusta yrityksen ymparistolah-
toiseen kilpailukykyyn uudistamisen (P,.,), yrityksen yli ulottuvien prosessien
(P,) ja yhteistyon (P,.4) kautta.

Yrityksen ymparistoldhtdiset organisatoriset toimintatavat puolestaan
yhdistdvit yrityksen ympéristdosaamista ja fyysisid resursseja keskendén.
Ymparistoladhtoistd kilpailukykyé kehitettdessd yrityksessd on otettava huomi-
oon resurssien kdytdon ympéristovaikutukset ja pyrittdvd vdhentdmdin niitd
muuttamalla prosesseja tai optimoimalla resurssien kayttod (Bloemhof-
Ruwaard et al 1995, 232-233; Shrivastava 1995, 131). Yrityksen organisato-
risten toimintatapojen ympadristolahtoisyyttd kehittdimilld voidaan vdhentida
resurssien ylimddrdistd kdyttdd ja toiminnasta syntyvid jatettd sekd lisitd toi-
minnan tuottavuutta (van Hoek 1999, 130). Yrityksen ympéristolahtoiset
organisatoriset toimintatavat liittyvét yrityksen muiden resurssien hallintaan ja
kiyttdon, ja ne tukevat ympéristoldhtoisten fyysisten resurssien kiyttod ja
ympdristbosaamista. Myds organisatoristen toimintatapojen kehittdimisesti
syntyvd oppiminen ja kokemukset voivat vaikeuttaa yrityksen ympéristoldh-
téisten toimintatapojen ja ympéristolahtoisen kilpailukyvyn ldhteiden jiljitel-
tavyytta (vrt. Dean — Brown 1995, 292; Hamel 2000, 75-77).

Maantiekuljetusyrityksen ymparistolahtoisilld organisatorisilla toiminta-
tavoilla esimerkiksi ylldpidetddn kuljetuskaluston kuntoa, suorituskykyéd ja
ympadristoldhtoisid ominaisuuksia. N&itd ovat kaluston huolto ja renkaiden
kunnosta huolehtiminen. Myos toimintatavat, joilla vaikutetaan kuljetusten
madrddn, ovat ymparistoldhtoisid organisatorisia toimintatapoja. Téllaisia toi-
mintatapoja ovat esimerkiksi kuljetusten reittisuunnittelu tai kuljetuksia avus-
tavilla tekniikoilla keréttdvien ajoneuvotietojen hyddyntdminen yrityksen toi-
minnassa. Organisatorisilla toimintatavoilla oletetaan olevan vaikutusta maan-
tiekuljetusyrityksen yli ulottuviin prosesseihin (P;_;) ja yhteistyohon (P;.;).
Naitd oletetaan yhdistdvin esimerkiksi yrityksen resurssien hallinnan ja toi-
minnan tehostamisen riippuvuus organisatorisista toimintatavoista sekd orga-
nisatorisilla toimintatavoilla yhteistyon pohjaksi tuotettava informaatio.

P51, Organisatorisilla toimintatavoilla on epédsuoraa vaikutusta yrityksen
ympdristoldhtoiseen kilpailukykyyn yrityksen yli ulottuvien prosessien (P;.;)
ja yhteistyon (P;_;) kautta.

Resurssiperusteisen nikemyksen mukaan yksittdinen resurssi on usein aina-
kin osittain riippuvainen muista yrityksen resursseista, jolloin sen vaikutusta
kilpailukykyyn on vaikea erottaa toisista resursseista (Dierickx — Cool 1989,
1508; Foss et al 1996, 8). Tassd tutkimuksessa oletetaankin, ettd yrityksen
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ympéristolahtoiset fyysiset resurssit ja ymparistbosaaminen seki organisatori-
set toimintatavat ovat yhteydessd toisiinsa, mutta niiden vilisten vaikutussuh-
teiden suuntaa ei voida péételld. Naitd yhteyksid kuvataan kisitemallissa kah-
densuuntaisilla nuolilla, jotka yhdistivit resurssit toisiinsa.

Néiden lisdksi yrityksen ympdristdldhtoinen kilpailukyky edellyttdd yrityk-
sen resursseja jalostavien prosessien ympaéristolahtoisyyttd. Yritykseen ulkoa-
pdin tulevilla prosesseilla omaksutaan tai hankintaan uutta osaamista ja uusia
toimintatapoja yrityksen toimintaan (Hooley et al 2001, 509). Téllaisia proses-
seja ovat esimerkiksi markkinoilta oppiminen ja teknologian kehityksen seu-
raaminen (Day 1994, 41). Ndma prosessit perustuvat pitkalti yrityksen fyysi-
siin resursseihin ja osaamisresursseihin, ja ne kuvaavat niihin resursseihin
liittyvdd uudistamista (Lahti-Nuuttila 1998, 12). Téstd syystd ndméa prosessit
nimetddn tdssd tutkimuksessa uudistamiseksi Dayn esittimén yritykseen
suuntautuvien prosessien sijaan. Ympadristoldhtoisten toimintatapojen oppimi-
nen ja yritykseen hankittavien ympéristdldahtdisten resurssien eli uudistamisen
vaikutus kilpailukykyyn perustuu yrityksen fyysisiin resursseihin ja ymparis-
toosaamiseen sekd organisatorisiin toimintatapoihin.

Uudistaminen tuo yrityksen toimintaan uutta osaamista ja vaatimuksia
ympéristoldhtoisten toimintatapojen omaksumiseen. Maantiekuljetusyrityk-
sessd uudistaminen liittyy ensinndkin moottoriteknologian kehittymiseen, joka
vihentdd maantiekuljetusyrityksen toiminnan haitallisia ympéristovaikutuksia.
Kaytdnndssd maantiekuljetusyritykselld on vdhdinen mahdollisuus vaikuttaa
moottoriteknologian kehittymiseen. Talloin teknologian kehittymisen mahdol-
listama kilpailukyky syntyy uuden teknologian hankkimisesta ja hy6dyntdmi-
sestd (Slater — Angel 2000, 86; Bjorklund 2002, 67—68). Uudistaminen sisdltaa
my06s henkiloston ympéristdosaamisen kehittdimisen, silld henkiloston ympa-
ristdosaaminen vaatii usein henkiloston kouluttautumista, kuten ympéristo-
osaamisen kohdalla todettiin. Uudistamisen oletetaankin pohjautuvan maan-
tiekuljetusyrityksen ympdristolahtoisiin fyysisiin resursseithin ja ymparisto-
osaamiseen, ja uudistaminen késitetddn prosessiksi, jolla olemassa olevien
fyysisten resurssien ympadristoldhtoisyyttd ja ympiristbosaamista parannetaan
edelleen. Uudistamisella oletetaan olevan suoraa vaikutusta maantiekuljetus-
yrityksen ympéristolahtoiseen kilpailukykyyn (Py.;).

Yrityksen yli ulottuvia prosesseja ovat muun muassa tuotekehitys, tilausten
tayttdminen ja strategian kehittdminen, ja niiden vaikutus ulottuu koko yrityk-
sen toimintaan (Day 1994, 41). Ympdristoldhtéisen kilpailukyvyn kannalta
keskeisid yrityksen yli ulottuvia prosesseja ovat yrityksen ymparistoldahtoi-
syyttd kehittdvit prosessit, kuten toiminnan tehostaminen ja kustannussaasto-
toimenpiteet (vrt. Hart 1995, 993; Lahti-Nuuttila 1998, 129). Ndmé prosessit
nimetidin tdmin tutkimuksen mallissa Dayn esityksen mukaisesti. Yrityksen
yli ulottuvilla ympéristoldhtoisilld prosesseilla kehitetddn yrityksen toimintaa
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ympéristolahtoisemmaksi. Tdma tarkoittaa muun muassa energiankulutuksen
vihentdmistd tai koneiden ja laitteiden ympaéristolahtdisempdd kayttod
(Shrivastava 1995, 130; Porter — van der Linde 1995, 126). Maantiekuljetus-
yrityksessd ndiden prosessien oletetaan ilmenevdn myos toiminnan tehostami-
sena ja kustannussddstdtoimenpiteind sekd ympdaristojarjestelmind, -politiik-
kana tai vastaavana dokumentoituna ilmaisuna. Ympéristojirjestelma on tér-
ked osa yrityksen yli ulottuvia ymparistolahtoisid prosesseja, ja sen vaikutus
ulottuu koko yrityksen toimintaan (Jennings — Zandbergen 1995, 1020). Toi-
minnan tehostaminen edellyttdd muun muassa kokonaisajosuoritteen, vajaa-
kuormallisten ajojen tai tyhjénd ajettavien ajokilometrien vdhentdmistd tai
kuljetuskaluston tdyttdasteen tehostamista. Ymparistoldhtdisten prosessien
ohella kustannussédéstoihin pyrkivit toimenpiteet, kuten polttoainekulutuksen
vdhentdminen, ohjaavat maantiekuljetusyrityksen toimintaa ymparistolahtoi-
semmadksi. Yrityksen yli ulottuvien prosessien oletetaan vaikuttavan suoraan
yrityksen ympéristdlahtdiseen kilpailukykyyn (P4.).

Dayn (1994, 41-42) mukaan resurssien hyodyntdmiseen liittyvit myds yri-
tyksestd ulospdin suuntautuvat prosessit. Téllaisia prosesseja ovat Dayn
mukaan muun muassa kustannusten hallinta, teknologian kehittdminen, tuo-
tanto-osaaminen tai inhimillisten resurssien johtaminen. Niitd ohjaavat asiak-
kaiden vaatimukset, kilpailuhaasteet ja muut yrityksen ulkopuoliset mahdolli-
suudet (Hooley et al 2001, 509). Asiakkaiden voimakkaan vaikutuksen joh-
dosta (Prahalad — Hamel 1990, 84; Murphy et al 1995, 12; Mintyla et al 2001,
33-34) tillaiset prosessit nimetddn tdssd tutkimuksessa yhteistyoksi Dayn
esittdman yrityksestd suuntautuvien prosessien sijaan. Téssd yhteistyolld tar-
koitetaan asiakkaiden ja yhteistybkumppaneiden kanssa tapahtuvan ympéris-
tolahtoisyyteen liittyvdn yhteistyon vaikutusta yrityksen kilpailukykyyn.
Asiakkaat rajataan tdssd yritysasiakkaisiin. Ympéristoldhtoiseen yhteistyohon
vaikuttavat yrityksen ymparistbosaaminen ja yrityksen fyysiset resurssit, jotka
ovat my0s osa yrityksestd ulospdin ndkyvdd ympaéristolahtoisyyttd. Naiden
lisdksi myos organisatorisilla toimintatavoilla on vaikutusta yhteistyohon
asiakkaiden kanssa. Maantiekuljetusyrityksessd yhteisty0 tiivistyy yhteistyo-
kumppanien ja asiakkaiden ympaéristoldahtoisyyden hyddyntdmiseen ja/tai nii-
den asettamiin vaatimuksiin (vrt. Bowen et al 2001, 177; Bjorklund 2002,
136-137). Asiakas on todettu olennaisimmaksi ympdristoasioihin vaikutta-
vaksi tekijaksi (Bjorklund 2002, 52—65), joten maantiekuljetusyrityksen ympa-
ristolahtoisyys on sidoksissa asiakkaiden vaatimuksiin (vrt. Cooper et al 1992,
271; Linnanen et al 1997, 108).

Asiakkaiden ja yhteistyokumppanien kanssa tapahtuva ymparistolahtdinen
toiminta edellyttdd informaation jakamista ja tiivistd yhteistyota eri osapuolien
vililld (Greenan et al 1997, 213; Rodriguez et al 2002, 142). Toimivat yhteis-
tyosuhteet muodostavat yritykselle kilpailukykytekijén, jota toisten yritysten
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on vaikea kopioida. Samalla yrityksestd ulospdin suuntautuvat prosessit vai-
kuttavat my0s yrityksen ympdristoldhtdiseen maineeseen. (Hart 1995, 996,
1001.) Téllainen suhde ohjaa yritystd ldhemmads markkinoiden vaatimuksia
(Goldsby — Stank 2000, 199). Asiakkaiden vaatimukset yrityksen ymparisto-
lahtoisyydelle liittyvét asiakkaiden omien ympadristdldhtdisten tavoitteiden
edellyttdimédan toimintaan (Bonifant et al 1995, 37). Asiakkaiden kaytOssa
oleva ympdristojarjestelmid on esimerkki ympéristoldhtoisyyttd ohjaavasta
johtamisvélineestd, joka edellyttdd ymparistolahtoisyyttd myds ndiden yrityk-
sen kanssa toimivilta yrityksiltd (Linnanen et al 1997, 108). Yhteisty6hon liit-
tyvdt ympéristoldhtoiset prosessit voivat tarkoittaa my0s yhteisty6td muiden
kuljetusyritysten kanssa, jolloin esimerkiksi paluukuljetusten yhdistdminen voi
olla erds kilpailukykyé lisddva tekija kilpailluilla kuljetusmarkkinoilla (Bagchi
— Skjott-Larsen 1995, 15-16). Téssd tutkimuksessa oletetaan, ettd yhteistyo
vaikuttaa muun muassa yrityksen maineeseen ja siten suoraan ymparistolah-
toiseen kilpailukykyyn (P,.3).

P41t Yrityksen resursseja jalostavat prosessit, uudistaminen (Py_;), yrityksen
yli ulottuvat prosessit (P,.,) ja yhteistyd (P4.3), vaikuttavat suoraan yrityksen
ympaéristoldahtoiseen kilpailukykyyn.

Resurssiperusteinen ndkemys maantiekuljetusyrityksen ymparist6ldhtoi-
sestd kilpailukyvystd tarkoittaa kokonaisuutta, jossa ympéristolahtoisid fyysi-
sid resursseja, ympdristdosaamista ja organisatorisia toimintatapoja hyddyn-
nytetddn uudistamisella, yrityksen yli ulottuvilla ympéristoléahtoisilla proses-
seilla ja yhteistyolld ympéristoldhtoisen kilpailukyvyn saavuttamiseksi. On
kuitenkin otettava huomioon, ettd resurssien ja niiden hyddyntimisen ympa-
ristoldhtdisyys ei yksinddn luo yritykselle kilpailuetua, vaan se on kyettavi
yhdistdméén asiakkaiden ja markkinoiden vaatimuksiin (Itami — Roehl 1987,
32; Prahalad — Hamel 1990, 84). Resurssien, kilpailukykytekijoiden ja asiak-
kaiden tarpeiden pohjalta valitulla kilpailustrategialla yritys pyrkii saavutta-
maan kilpailuetua muihin markkinoilla oleviin yrityksiin nihden (Prahalad —
Hamel 1990, 83—84; Barney 1991, 112). Tésséd yrityksen ympéristoldhtdisen
kilpailukyvyn késittely rajataan yrityksen ympdéristolédhtoisiin resursseihin ja
prosesseihin. Tutkimuksessa ei keskitytd tarkastelemaan niiden vaikutusta
yrityksen saavuttamaan kilpailuetuun tai yrityksen kilpailustrategioihin,
vaikka resurssiperusteista ndkemystd on usein hyodynnetty tdhdn tarkoituk-
seen (vrt. Bamberger 1989; Barney 1991; Grant 1991).

Testaamalla maantiekuljetusyrityksen ympéristolédhtdisen kilpailukyvyn
mallia pyritdén selvittdméén, onko mallin eri tekijoistd 10ydettdvissd muita
enemmén ympadristoldhtdiseen kilpailukykyyn vaikuttavia tekijoitd, ja esiin-
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tyykoé mallin tekijoiden ja ymparistolédhtoisen kilpailukyvyn viélilld oletettuja
vaikutussuhteita.

2.5 Aineisto ja tutkimusmenetelma

Tutkimuksen aineisto kerattiin vuoden 2003 huhti—toukokuussa postikirje-
kyselylld 2 068 otokseen kuuluneelta Suomen Kuljetus ja Logistitkka SKAL
ry:n jdseneltd (SKAL:n jdsenrekisterissd oli aineiston keruun ajankohtana
yhteensd 8 188 jdsenyritystd). Otantamenetelmdnd kéytettiin ositettua otantaa,
jossa kehikkoperusjoukko jaettiin kolmeen ositteeseen: ymparistokouluttautu-
neisiin yrityksiin, suoritealayhdistysten jdseniin ja muihin jdseniin. Kyselyyn
saatiin 483 vastausta, joista 433 lomaketta hyvéksyttiin tutkimukseen. Vas-
tausprosentti oli vajaa 21 %.

Aineiston kato- ja edustavuusanalyysissa ilmeni, ettd henkilostomééraltaan
ja liikevaihdoltaan pienemmaét yritykset olivat olleet vdhemmén aktiivisia
vastaamaan kuin suuremmat yritykset. Aineiston edustavuutta arvioitaessa
ilmeni kuitenkin, ettd pienemmat yritykset olivat hieman yliedustettuja kehik-
koperusjoukkoon verrattuna. Aineistoa voidaan silti pitdd edustavana, koska
suurin osa suomalaisista maantiekuljetusyrityksistd on kooltaan pienid.

Tutkimuksen mallia testattiin polkuanalyyseilla tutkimuksen eri osa-
aineistoissa. Polkuanalyyseissa kdytettiin AMOS (Analysis of Moment Struc-
tures) 5.0-ohjelmistoa. Tutkimuksen késitemallia testattiin myds rakenne-
yhtdlomallinnuksella, mutta testausta ei saatu suoritettua analyysimenetelman
mallinnustekniikan rajoitusten ja teknisten syiden, kuten havaintomuuttujien
voimakkaan multikollineaarisuuden, liiallisten havaintomuuttujien ja mittaus-
virheiden korrelaatioiden, vuoksi. Néihin liittyvien tarvittavien muunnosten-
kaan jdlkeen mallia ei kyetty testaamaan rakenneyhtalomallinnuksella.

Polkuanalyyseissa testattavat muuttujat olivat summamuuttujia, joiden
kayttd on selkein ero polkuanalyysien ja rakenneyhtdl6-mallissa tehtyjen pol-
kumallien testaamisen viélilld (Grapentine 2000, 16). Summamuuttujien luo-
tettavuutta arvioitiin Cronbachin a-kertoimella. Muuttujien luotettavuus vaih-
teli eri aineistoissa heikosta (uudistaminen a=0,34—0,53) erinomaiseen (ympa-
ristoldhtdinen kilpailukyky a=0,92—0,93). Suurimmassa osassa mallin muuttu-
jista luotettavuus oli hyvd (a~0,70), joten tutkimusta voidaan pitdd validina
rakennevaliditeetin osalta (vrt. Arbnor — Bjerke 1997, 238).
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2.6 Tulokset ja johtopéditokset

Tutkimuksessa asetetut hypoteesit jdivdt suurimmilta osin voimaan (taulukko
2). Tutkimuksessa asetettuja hypoteeseja testaamalla ilmeni, ettd etukdteen
oletettu vaikutussuhde uudistamisen ja ympdéristoldhtoisen kilpailukyvyn
valilld ei saanut empiiristd vahvistusta yhdessdkdin aineistossa. Néin ollen
voidaan olettaa, ettd uudistamisella ei ole suoraa vaikutusta maantiekuljetus-
yrityksen ymparistoldhtoiseen kilpailukykyyn. Polkuanalyyseissa 16yty1 uusi
vaikutussuhde uudistamisen ja yrityksen yli ulottuvien prosessien vililla. Tété
kautta syntyi myos epdsuora vaikutussuhde uudistamisen ja kilpailukyvyn
vilille, jonka oletetaan syntyvén siitd, ettd uudistaminen vaikuttaa enemmaén
yrityksen sisdiseen kuin yrityksestd ulospdin suuntautuvaan toimintaan. Yri-
tyksessd tapahtuvan uudistamisen, kuten henkiloston ympiristbosaamisen
parantumisen, oletetaan vaikuttavan yrityksen toiminnan tehostamiseen ja
kustannussédéstoihin. Tdméi oletus sai vahvistusta jokaisen aineiston polku-
analyyseissa.

Taulukko 2. Tutkimuksen hypoteesien tarkastelu eri aineistojen polkuanalyy-
sien perusteella.

Ympiristokouluttautuneet ~ Suoritealayhdistysten =~ Muut jasenet Kokonaisaineisto

(n=182) jasenet (n=135) (n=116) (n=433)
Hypoteesi Polku p p-arvo B p-arvo p p- B p-arvo
arvo

Py FYY—UUD 0,03 0,650 0,17 0,018 0,17 0,014 0,10 0,010
P, FYY—>YLI 0,23 <0,001 0,11 0,192 0,30 <0,001 0,22 <0,001
P FYY—>YHT 0,14 0,038 -0,18 0,052 0,26 0,003 0,05 0,279
Py OSA—KK 0,18 <0,001 0,15 0,062 0,05 0,620 0,14 0,003
Py, OSA—-»UUD 0,66 <0,001 0,62 <0,001 0,65 <0,001 0,66 <0,001
Py OSA—YLI 0,06 0,442 0,28 0,003 0,01 0,952 0,11 0,028
Py OSA—YHT 0,24 0,001 0,21 0,026 0,34 <0,001 0,25 <0,001
P3, ORG—YLI 0,27 <0,001 0,17 0,031 0,33 <0,001 0,22 <0,001
P3s ORG—YHT 0,17 0,038 0,23 0,009 0,17 0,075 0,16 0,002
Py UUD—KK 0,09 0,196 0,05 0,498 0,03 0,770 0,06 0,179
Pys YLI->KK 0,25 0,017 0,36 <0,001 0,36 <0,001 0,32 <0,001
Py s YHT—KK 0,38 <0,001 0,38 <0,001 0,45 <0,001 0,39 <0,001
Uudet vaikutussuhteet

UUD—YLI 0,34 <0,001 0,32 <0,001 0,31 <0,001 0,37 <0,001

YLI>YHT 0,25 <0,001 0,43 <0,001 — — 0,30  <0,001

Taulukossa on lihavoitu tutkimuksessa hylétyt hypoteesit, ja yli viiden prosentin merkitsevyystasolla hyvaksytyt
hypoteesit on lihavoitu ja kursivoitu.

Polkuanalyyseissa havaittiin my0s toinen uusi vaikutussuhde yrityksen yli
ulottuvien prosessien ja yhteistyon vélilld. Tadman vaikutussuhteen oletetaan
perustuvan siihen, ettd yrityksen toiminnan yli ulottuvien prosessien ympéris-
tolahtoisyyden parantaminen vaikuttaa yrityksen mahdollisuuksiin hy6dyntia
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ympéristolahtoisyyteen perustuvaa yhteistyotd asiakkaiden ja yhteistyOkump-
paneiden kanssa.

Polkuanalyysien tuloksista voidaan olettaa, ettd alkuperdisesti mallista
tulisi poistaa uudistamisen ja ympdristolahtdisen kilpailukyvyn vélinen vai-
kutussuhde. Taman sijaan havaitut uudet vaikutussuhteet voisivat olla liitetta-
vissd malliin. Uusien vaikutussuhteiden lisddmistd malliin puoltaa se, ettd
molemmat kokonaisaineistossa ilmenneet vaikutussuhteet esiintyivdt myos
ympdristOkoulutettujen yritysten ja suoritealayhdistysten jdsenten aineistoissa,
joissa vastaajat poikkeavat taustoiltaan toisistaan. Tosin muiden jésenten kes-
kuudessa yrityksen yli ulottuvien prosessien ja yhteistyon vilinen vaikutus-
suhde ei saanut vahvistusta.

Eri aineistoissa hyldttiin uudistamisen suoran vaikutuksen (P4 ;) lisdksi eri
hypoteeseja. Ymparistokouluttautuneiden yritysten aineistossa hypoteesit P;_;
ja P,_3 hylattiin. Fyysisten resurssien ja uudistamisen vélisen hypoteesin hyl-
kddmisen oletetaan johtuvan siitd, ettd ympéristokouluttautuneissa yrityksissa
uudistaminen ndhddan liittyvdn enemmaédn henkildston ympiristdosaamisen
kehittimiseen kuin yrityksen fyysisten resurssien ympdristéldhtoisyyteen. Jal-
kimmadiisen ymparistdosaamisen ja yrityksen yli ulottuvien prosessien vilisen
vaikutussuhteen hylkdamisen oletetaan johtuvan siitd, ettd ympéristokoulut-
tautuneissa yrityksissd ympdristbosaaminen on nivoutunut kiintedsti yrityksen
yli ulottuviin prosesseihin, eikd niiden vililla ndhda erillistd yhteytta.

Suoritealayhdistysten jédsenten keskuudessa uudistamisen suoran vaikutuk-
sen lisdksi hyléttiin fyysisten resurssien ja yrityksen yli ulottuvien prosessien
vilinen vaikutussuhde (P;;). Tdmén oletetaan johtuvan siitd, ettd tdméin
aineiston yrityksissa yrityksen yli ulottuvat prosessit liittyviat enemman yrityk-
sen toiminnan kehittdimiseen kuin fyysisten resurssien kdyton tehostamiseen.
Muiden jdsenten aineistossa ympéristdosaamisella ei ndyttinyt olevan suoraa
vaikutusta kilpailukykyyn (P, ;). Samoin ympéristdosaamisen ja yrityksen yli
ulottuvien ympdaristoldhtoisten prosessien vélinen vaikutussuhde (P, 3) hylat-
tiin. Namé tulokset olivat selvd poikkeus muiden aineistojen polkuanalyysei-
hin verrattuna. Tulokset ilmentdvit sitd, ettd muiden jdsenten keskuudessa
ympdristdosaaminen ei ole yhtd tirkedssd asemassa kuin muissa aineistoissa,
ja ympdéristoldhtoisen kilpailukyvyn ndhdddn syntyvdn muiden tekijoiden,
kuten fyysisten resurssien, perusteella.

Eri aineistojen polkuanalyyseja yhdistdi se, ettd yhteistyolld osoittautui ole-
van jokaisessa aineistossa suoraa vaikutusta (=0,38-0,45) ymparistoldahtoi-
seen kilpailukykyyn. Tulos osoittaa, ettd asiakkaiden ja yhteistyOkumppanei-
den kanssa tapahtuva ympiristoldhtdinen yhteistyo vaikuttaa voimakkaasti
maantiekuljetusyrityksen ympéristdlahtdiseen kilpailukykyyn. Samoin yrityk-
sen yli ulottuvilla prosesseilla ilmeni olevan voimakasta suoraa vaikutusta
(B=0,25-0,36) ympdristoldhtoiseen kilpailukykyyn.
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Ympiristoldhtoisten fyysisten resurssien muita tekijoitd pienempi vaikutus
ilmentdd sitd, ettd ympdéristolahtoiset fyysiset resurssit eivédt yksistddn riitd
maantiekuljetusyrityksen ympéristdlahtdisen kilpailukyvyn perustaksi. Taméa
on loogista, koska maantiekuljetuskaluston ympéristoldhtdisyyttd ohjataan
yhteiskunnallisesti (vrt. EU:n asettamat EURO-pééstorajat), jolloin uutena
hankittava kalusto on ymparistolahtoistd. Jokaisella maantiekuljetusyrityksella
on tilloin teoriassa mahdollisuus hyddyntda sellaisia fyysisid resursseja, jolla
yksi tai muutama yritys voisi saavuttaa ymparistolahtoista kilpailukykya (vrt.
Dierickx — Cool 1989; Barney 1991). Tdmé ei kuitenkaan kumoa resurssi-
perusteisen ndkemyksen oletuksia yrityksen ympaéristoldhtoisestd kilpailu-
kyvystd. Ympiristoldhtoisilld fyysisilld resursseilla yksittdinen yritys kykenee
varmistamaan vihintdin tasa-arvoisen aseman markkinoilla muihin yrityksiin
verrattuna. Vaikka yksittdisen yrityksen ei olisi mahdollista luoda fyysisilla
resursseilla muita parempaa kilpailukykyd, se kykenee ylldpitiméan toiminta-
kykyéddn ja pysymédn mukana kilpailussa (vrt. Barney 1991, 106-107).

Tutkimuksen hypoteesien testaamisen ohella polkuanalyyseilla kyettiin sel-
vittdmiin maantiekuljetusyrityksen ympéristolédhtoisten resurssien ja proses-
sien vaikutusta ympéristolahtoiseen kilpailukykyyn (taulukko 3). Yrityksen yli
ulottuvilla prosesseilla ja yhteistyolld osoittautui olevan voimakkainta koko-
naisvaikutusta maantiekuljetusyritysten ympéristoldhtoiseen kilpailukykyyn
eri aineistoissa. Lisdksi yrityksen ymparistdosaamisella oli muiden jésenien
aineistoa lukuun ottamatta lihes yhtd voimakasta kokonaisvaikutusta ympa-
ristéldhtoiseen kilpailukykyyn.

Taulukko 3. Maantiekuljetusyrityksen ymparistélahtdisten resurssien ja pro-
sessien kokonaisvaikutukset ymparistolahtdiseen kilpailuky-

kyyn.
Ympiristo- Suoriteala- Muut  Kokonais-
kouluttau-  yhdistysten jasenet aineisto
tuneet jisenet
Fyysiset resurssit 0,14 -0,04 0,24 0,14
Ympéristdosaaminen 0,35 0,48 0,23 0,39
Organisatoriset toimintatavat 0,16 0,18 0,19 0,16
Uudistaminen 0,12 0,15 0,11 0,16
Yrityksen yli ulottuvat prosessit 0,35 0,52 0,36 0,43
Yhteistyd 0,38 0,38 0,45 0,39

Taulukossa on lihavoitu vaikutukseltaan voimakkaimmat tekijit eri aineistoissa. Muut voimakkaat
tekijit on lihavoitu ja kursivoitu.

Muut jdsenet erottuivat muiden aineistojen yrityksistd. Heiddn kohdallaan
fyysisilld resursseilla oli selvésti enemmén kokonaisvaikutusta ympéristoléah-
toiseen kilpailukykyyn kuin muissa aineistoissa. Tami kuvaa, ettd osa yrityk-
sistd suhtautuu ympéaristolahtdisyyteen selvésti muita vélineellisemmin.
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Tulokset ovat my0s resurssiperusteisen nikemyksen hyodyntdmisen kan-
nalta olennaisia. Yrityksen yli ulottuvien prosessien, ympiristbosaamisen ja
yhteistyon kaltaiset resurssit ja prosessit edellyttdvit usein nithin liittyvin
osaamisen ja tiedon kumuloitumista ja kertymistd yrityksen toiminnassa
(Dierickx — Cool 1989, 1505). Tallaisten resurssien ja prosessien imitointi vai-
keutuu, ja niilld on potentiaalia strategisiksi kilpailukyvyn léhteiksi (Amit —
Schoemaker 1993, 39). Mitd vaikeampaa kilpailijoiden on omaksua yrityksen
yli ulottuviin prosesseihin, ymparistdosaamiseen tai yhteistyon liittyvad toi-
mintaa, sitd paremmat mahdollisuudet yksittdiselld maantiekuljetusyritykselld
on saavuttaa niilld kilpailukykya.

Tutkimuksen osoittama keskeinen tulos yrityksen yli ulottuvien ympéristo-
lahtoisten prosessien vaikutuksesta ympéristolahtoiseen kilpailukykyyn on
looginen. Jos ympéristolahtoisyyttd kehitetddn siten, ettd myds toiminnan
kustannukset vdhenevit, yrityksen kilpailukyky paranee (vrt. Lahti-Nuuttila
1998, 19). Toiminnan tehostamiseen ja kustannusten vdhentdmiseen téhtdi-
vien toimenpiteiden ohella ndmé prosessit siséltdvit ymparistojirjestelman
hyddyntdmiseen liittyvid ulottuvuuksia. Talloin yrityksen ympéristdléahtoisen
kilpailukyvyn haasteena ovat ympdiristojarjestelmiin liittyvédt vaatimukset
ympéristoldhtoisen toiminnan ldpindkyvyydestd. Ymparistojarjestelman
nivoutuminen osaksi yrityksen normaalia toimintaa, resursseja ja prosesseja
vaikeuttaa kuitenkin siithen perustuvan kilpailukyvyn jéljittelyd (vrt. Hart
1995, 1000; Russo — Fouts 1997, 538), jolloin avoimuus ei vélttiméttd estéd
kilpailukyvyn saavuttamista. Avoimuus voi toisaalta parantaa yrityksen ympé-
ristolahtoistd mainetta ja imagoa (Kleiner 1991, 41) sekéd vahvistaa yrityksen
ympéristolahtoisté kilpailukykya.

Ympéristoosaamisen voimakas kokonaisvaikutus kilpailukykyyn on myos
tarked tulos. Henkiloston ympéristdosaaminen ja sen kumuloituminen yrityk-
sen toiminnassa on erds kilpailukyvyn ldhde resurssiperusteisen ndkemyksen
mukaan (vrt. Barney 1991, 101). Ympéristdosaaminen ei ole itsessddn tuottava
resurssi (Russo — Fouts 1997, 537), joten sen vaikutus syntyy muiden resurs-
sien vilitykselld. Yrityksen kilpailukyvyn kehittymisen kannalta olennaista on
se, ettd ympéristdosaamista kyetdédn kumuloimaan yrityksen toimintaan pysy-
viksi ominaisuudeksi. Tutkimuksen tulokset ympéristbosaamisen vaikutuk-
sesta kilpailukykyyn ja yhteydestd yrityksen muiden resurssien kanssa osoitta-
vat, ettd ympdristdosaaminen on keskeinen edellytys maantiekuljetusyrityksen
ympéristoldhtoiselle toiminnalle ja kilpailukyvylle.

Tutkimuksen tulokset vahvistavat oletuksia siitd, ettd asiakkailla on merkitysti
maantiekuljetusyrityksen ymparistoldhtoiselle kilpailukyvylle (ks. Stenholm 2004).
Asiakkaiden ja yhteistyokumppaneiden kanssa tapahtuva yhteistyon vaikutus
ympéristoldhtdiseen kilpailukykyyn oli voimakasta eri aineistoissa. Yhteistyon
merkitystd on korostettu my0s aikaisemmissa tutkimuksissa, ja esimerkiksi asiakkaan
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ja kuljetusyrityksen vilisen kommunikaation puutteen on havaittu haittaavan
merkittdvasti  maantiekuljetusyrityksen  ympdristoldhtoisyyden  kehittimista
(Bjorklund 2001, 14). Témidn tutkimuksen tulokset osoittavat, ettd
ympdristoldhtoisyyteen liittyvélld yhteistyolld, kuten informaation jakamisella
asiakkaan ja kuljetusyrityksen vililld, voidaan edistdd maantiekuljetusyrityksen
ympaéristolahtoista kilpailukykya.
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3. COOPERATION AND THE CAPACITY FOR
CONTROL: REGULATORY STYLES AND THE
EVOLVING INFLUENCE OF ENVIRONMENTAL
REGULATIONS IN THE UK’

Andy Gouldson

Abstract

This paper seeks to contribute to the broader debate on better regulation by
examining the origins and influence of different regulatory styles. More
particularly, it examines the extent to which economic theories of cooperation
can help to explain the presence of the cooperative regulatory style that has
long been associated with the implementation of environmental regulations in
the UK. After reporting the results of empirical research that focused on these
issues, it concludes that cooperative regulatory styles are likely to depend
upon a) the presence of inter-dependencies between regulators and firms, and
either b) the presence of trust amongst stakeholders or c) the effective
exclusion of those stakeholders from influence in the regulatory decision
making process. Highlighting the importance of recent changes in each of
these three areas in the UK, the paper explains the factors that have led to a
shift away from a purely cooperative approach towards what has been termed
a more responsive’ or ‘risk-based’ approach. Recognising that such changes
have been driven by concerns about the lack of transparency and
accountability in the regulatory process, the paper concludes that such
evolutions represent a form of institutional learning that is compatible with
broader theories of ecological modernisation.

3.1 Introduction

In many spheres of public policy there has been a long running debate on the
desirability of different regulatory styles. In the environmental sphere, this
debate has often focused on the regulatory styles that are prevalent in the US
and the UK, as these are often seen to lie at either end of a broad spectrum: the
regulatory style adopted in the US has been characterised as the most rigid and
adversarial of any industrial society, and that of the UK as the most flexible
and cooperative (Vogel 1986). Although it is often assumed that regulatory

? A more thorough version of this paper was published in Environmental Planning C, 22: 4, 2004.
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styles are deeply embedded in the cultures and institutions of a particular
country, recently authors such as Lofstedt and Vogel (2001) have argued that
the regulatory styles applied on either side of the Atlantic have started to con-
verge. In the UK and other parts of Europe there are on-going attempts to
make the close, cooperative approach to implementation more open and
accountable, while in the US there have been attempts to make the adversarial
approach more flexible and cooperative.

These developments are contentious because views on the desirability or
otherwise of cooperation in the implementation process tend to be polarised.
For those that Hutter (1997) terms the consensual theorists, co-operation
between the regulators and the regulated can enable problems to be effectively
resolved through collective action (Axelrod 1984, 1997; Glasbergen 1998;
Lahusen 2000). However, for those that Hutter (1997) terms the conflict theo-
rists, ‘the very conditions that foster the evolution of co-operation are also the
conditions that promote the evolution of [regulatory] capture and indeed cor-
ruption’ (Ayres — Braithwaite 1992, 55). Given these conflicting perspectives,
it is important to know where cooperation comes from, what influence it has
on different measures of policy performance and whether it is possible to
exploit the advantages of cooperative approaches to implementation without
encountering the disadvantages.

To consider these issues, this paper starts with an examination of contempo-
rary debates on regulation and its reform, focusing particularly on the contri-
bution that alternative approaches to implementation can make in the search
for better regulation. It then goes on to analyse the extent to which those
essentially economic theories of cooperation proposed by authors such as
Axelrod (1984) and Scholz (1984, 1991) can be used to analyse the interac-
tions that are at the heart of the implementation process. These theories indi-
cate that inter-dependencies between the regulators and the regulated can
establish incentives for cooperation. Whilst recognising that these theories
have some value, the paper adds an important institutional dimension to the
analysis, most notably by considering the extent to which the broader context
for implementation shapes the resources that are available to the different
actors and the ability of stakeholders to influence the implementation process.

On this basis, the paper goes on to examine the extent to which they can
explain the ways in which the regulatory styles associated with the imple-
mentation of environmental regulations in the UK have evolved in recent
years. This examination is based on the results of empirical research, which
focused on the implementation and impact of Integrated Pollution Control
(IPC) regulations in the north east of England. This research was conducted in
two phases - the first in 1996/7, the second in 2001/2. By comparing and con-
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trasting the regulatory styles adopted in each period, the analysis is able to
highlight the significance of recent evolutions in regulatory practice.

The results of the analysis suggests that the origins of cooperation do
indeed lie in the inter-dependence of regulators and firms and, following
Scholz (1984, 1991), either in the presence of trusting stakeholders or in the
effective exclusion of suspicious or antagonistic stakeholders. In relation to
the former, the paper finds that regulators and firms were highly inter-depend-
ent in the first phase of the research but that these inter-dependencies, and
hence the incentives for cooperation, had diminished quite significantly by the
second phase. In relation to the latter, the paper finds that suspicious
stakeholders had little if any influence in the first phase, but that by the second
phase they had gained more influence, not least because the regulators had
become more concerned with issues of accountability and public confidence in
the regulatory function. As a result, the analysis indicates that the incentives
for cooperation in the implementation process have been eroded and that pres-
sures for a change of regulatory style have become more pronounced over the
period of the research.

The analysis finds that the response to these pressures for change was not
straightforward. Initially, the regulators were reluctant to make the imple-
mentation process more open and accountable — believing that such changes
would reduce its efficacy and efficiency. However, by the second phase, new
responsive or risk-based approaches had emerged which enabled the regula-
tors to cooperate with cooperative and compliant firms but which also enabled
them to apply a gradually escalating range of sanctions when they encountered
an uncooperative or non-compliant firm. By formalising the basis for such an
approach and reporting its impact on the environmental performance of
regulated firms, the regulators sought to maintain the benefits of a cooperative
regulatory style whilst simultaneously making the implementation process
more transparent and accountable. The paper concludes by discussing whether
such developments are an example of the institutional learning that is central
to broader theories of ecological modernisation.

3.2 Conceptual Arguments
3.2.1 Regulation and Its Reform

In recent years, interest in new forms of governance and in new policy instru-
ments has grown. In part, this has been driven by criticisms of more traditional
forms of command and control. These criticisms come in many forms; how-
ever, they are encapsulated in the comments of Gunningham and Grabosky
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(1999, 4-5) who argue that approaches to regulation that rely on the applica-
tion of command and control instruments alone “are not effective in delivering
their purported goals; or efficient in doing so at least cost; nor do they perform
well in terms of other criteria such as equity, administrative viability or politi-
cal acceptability’. In other words, they suggest that when applied on their own
command and control instruments perform badly in almost every respect.

Driven by such criticisms, many programmes of regulatory reform have
sought to explore the potential of less intrusive and less centralised forms of
government intervention (see for example Sigler — Murphy 1988; Ayres —
Braithwaite 1992). Indeed, much has been made of the potential benefits of
applying economic and information-based instruments, voluntary agreements
and other enforced forms of self-regulation alongside more flexible and less
interventionist forms of command and control regulation (Ayres — Braithwaite
1992; Baldwin — Scott — Hood 1998; Ogus 1999). However, it is important to
note that policy frameworks based upon the application of command and con-
trol regulations have not so much been dismantled and discarded as reformed
and built upon.

Many of these reforms relate not so much to the design of the instruments
themselves as to the manner of their implementation. Indeed, as part of the
search for better regulation there have been calls for a broader and more inclu-
sive and cooperative conception of the regulatory decision making process.
Such a process would be based not only on the direct involvement of govern-
ment, business and other “targets’ of regulation but also of a range of other
interested actors and stakeholders (Ayres — Braithwaite 1992; Gunningham —
Grabosky 1999). In this way it is argued that command and control regulation
can become more responsive, both to the conditions faced by the private sector
and to the concerns of the various stakeholders.

Whilst some have argued that such inclusive processes are desirable, others
have argued that they are becoming an effective necessity. Ayres and Braith-
waite (1992), for example, argue that as governments are limited by political
and fiscal constraints they need to secure the support and harness the resources
of the private sector to realise public objectives. Similarly, Hancher and
Moran (1989) suggest that private organisations have commonly acquired
important attributes of public status through their contribution to social objec-
tives. Consequently, they argue that they should be invited into the public
‘regulatory space’ to influence the policy process and regulatory decision-
making. In essence, Hancher and Moran (1989) recognise the significance of
inter-dependence between the regulators and the targets of regulation and
hence the need for cooperation in regulatory decision-making processes.

Through the adoption of more open, inclusive and cooperative approaches
to regulation, it is argued that the draw-backs associated with the hierarchical
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imposition of command and control regulations can be reduced, that the
capacities and resources of the private sector can be harnessed to improve the
efficacy and efficiency of regulation, and that the regulatory process can be
made more participatory and accountable (Ayres — Braithwaite 1992; Gun-
ningham — Grabosky 1999; Rydin 1999). Such programmes of regulatory
reform therefore seem to promise something for everyone.

As such, programmes of regulatory reform reflect aspects of the broader
debate on ecological modernisation (see Hajer 1996 Mor — Spaargaren 2000;
Young 2000). As Murphy and Gouldson (2001) recognise, ecological mod-
ernisation has been presented in a descriptive form, where it attempts to char-
acterise changes in late-modern capitalistic societies, in a prescriptive form,
where it calls for new forms of policy intervention to resolve some of the ten-
sions that have prevailed between environment and economy, and in a discur-
sive form, where it seeks to illuminate the ways in which different actors
attempt to persuade each other of the merits of their views. Through the lens
of ecological modernisation, programmes of regulatory reform can therefore
be seen in a variety of ways: as an attempt to recognise and respond to some of
the structural instabilities associated with industrial capitalism, as an attempt
to emphasise the benefits of alternative forms of policy intervention and as an
attempt to open up a ‘discursive space’ within which the different actors are
more able to further their interests. Whilst these theoretical perspectives on the
broader context for regulation are clearly relevant, the bulk of the discussion
within this paper will focus on more prosaic issues relating to the relations
between regulators, firms and stakeholders. However, in the conclusions the
results of the analysis will be assessed with regard to the different interpreta-
tions of ecological modernisation.

3.2.2 The Significance of Regulatory Styles

So what is the relevance of the implementation process to broader pro-
grammes of regulatory reform? Previous research has tended to emphasise the
significance of new policy instruments, and little emphasis has been placed on
the significance of alternative approaches to implementation. However, such
issues have not been entirely overlooked. For example, Hawkins (1984) high-
lighted the potential for regulators to adopt different styles of regulation when
he suggested that the implementation and enforcement of environmental
regulation could be based either on compulsion, coercion and the imposition
of sanctions or on conciliation, compromise and the promotion of compliance.

Similarly, Vogel (1986) studied different approaches to the implementation
and enforcement of environmental regulation adopted in the UK and the USA
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in the period up to the mid 1980s. This study provides a reference point for
much of the subsequent research on the nature and influence of different
regulatory styles, partly because the two styles that Vogel describes appear to

lie at opposite ends of a spectrum. As Vogel (1986, 21) states:
’On balance, the American approach to regulation is the most rigid and
rule-oriented to be found in any industrial society, the British the most
flexible and informal. The United States makes more extensive use of
uniform standards for emissions and environmental quality than does
any other nation; the British, with a handful of exceptions, employ nei-
ther... The United States makes virtually no use of self-regulation to
improve environmental quality; the British rely on it extensively. Regu-
latory authorities in America take companies to court more frequently
than those of any other country; prosecution in Great Britain is rare. The
thrust of American environmental regulation has been to restrict admin-
istrative discretion as much as possible; in Britain regulatory officials
remain relatively insulated from both parliamentary and judicial scru-
tiny... [However] the most striking difference between the environmental
policies of Great Britain and the United States has to do with the rela-
tionship between business and government... no other business commu-
nity is so dissatisfied with its nation’s system of environmental controls
as the American business community. In Great Britain, by contrast, the
relations between the two sectors have been relatively co-operative.”
Despite the notable differences in the approaches to regulation adopted in
the UK and the USA, and whilst recognising that it is difficult to make cross-
country comparisons of regulatory performance, Vogel (1986, 23) went on to
suggest that the environmental outcomes associated with each style of regula-

tion were broadly similar in both countries:

’Britain’s emphasis on voluntary compliance has not proved any more —
or less — effective in achieving its objectives than the more adversarial
and legislative approach adopted by policy makers in the United States.
American regulatory policy has been more ambitious, but as a result, it
has produced greater resistance from business. British regulatory
authorities demand less, but because their demands are perceived as
reasonable, industry is more likely to comply with them. ”

Since Vogel’s study in the 1980s, a variety of authors have drawn upon the
concept of regulatory styles in studies of environmental regulation. Some have
concluded that such styles are deeply embedded and that they are unrespon-
sive to pressures for change. In the UK, for example, authors such as Allott
(1994), Smith (1997) and Skea and Smith (1998) have argued that the flexible,
co-operative and compliance-oriented approach described by Vogel in the
1980s survived well into the 1990s despite sustained pressure for change and
substantial overhauls of environmental legislation and the institutions associ-
ated with its implementation.
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More recently, others have suggested that there has been some convergence
between the generally cooperative and compliance-based approaches adopted
in the UK and other parts of Europe and the adversarial and sanctions-based
approaches applied in the US. For example, Loftsetdt and Vogel (2001) argue
that in Europe regulators are attempting to win back the trust lost through epi-
sodes such as the BSE crisis by adopting more open, arms-length and at times
adversarial approaches to implementation and enforcement. In contrast, they
suggest that over the years American regulators have won the trust of the pub-
lic by rigidly enforcing regulatory requirements, but that they are now seeking
to respond to the failings of the adversarial system (notably its costliness and
its tendency to engender resistance rather than commitment to change) by ex-
ploring the potential of more cooperative approaches. Of course such conten-
tions can easily be criticised as, despite early some signs of convergence, the
regulatory styles adopted on either side of the Atlantic still have some way to
go before they approximate each other. Furthermore, it is doubtful that we can
yet talk of a European regulatory style — the approaches adopted in the UK,
Sweden, the Netherlands and Germany are very different, and all of these dif-
fer substantially from those adopted in southern Europe. Even so, Renn (2001)
suggests that in general there have been and will continue to be moves towards
what he terms a ‘mediative’ regulatory style based on open and inclusive
negotiations between regulators, industry and stakeholder groups.

In what can be seen as a refinement to the debate on national policy styles,
others have proposed that it might be possible to combine different regulatory
styles in the same setting through the adoption of responsive approaches to
regulation. Ayres and Braithwaite (1992) and more recently Gunningham and
Grabosky (1999) have called for the adoption of a “pyramid’ of different
approaches to implementation and enforcement. Such a pyramid of imple-
mentation and enforcement would therefore begin by exploiting the benefits of
self-regulation. If this did not work, regulators would move on to explore the
potential of enforced self-regulation before ultimately resorting to the hierar-
chical application of command and control regulations. In essence then Ayres
and Braithwaite (1992) argue that regulators should cooperate as long as the
actors that they are regulating cooperate, but that they should gradually with-
draw their cooperation when they encounter non-compliant firms. This pre-
sumes that they have the ability to recognise and respond to different levels of
compliance.

As stated above, Ayres and Braithwaite (1992) also recognise that attempts
to foster such co-operation between regulators and the targets of regulation
can lead to regulatory capture. They suggest that while the traditional response
to the possibility of corruption and capture has been to introduce measures to
limit discretion and to maintain the relational distance between regulators and
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regulated, these measures also restrict the potential of regulators to realise the
benefits of co-operation. Consequently, they call for the empowerment and
wider involvement of public interest groups in the regulatory process so that
the benefits of co-operation can still be exploited but in a process that is inclu-
sive, transparent and accountable.

Thus, there is interest in the contribution that different regulatory styles
might make in the search for better regulation. Whilst in the past analysts have
examined the pros and cons of the regulatory styles that have predominated in
different settings, in recent years both theorists and practitioners have started
to think about the ways in which different regulatory styles can be brought
together within a framework of responsive regulation that allows the best ele-
ments of both cooperative and adversarial approaches to be combined. Before
moving on to consider the extent to which these debates have influenced
regulatory practice in the UK, the discussion will first examine the ways in
which certain economic theories of cooperation might help us to develop a
fuller understanding of the dynamics that are at the heart of the implementa-
tion process.

3.2.3 The Relevance of Economic Theories of Cooperation

While various theories could be drawn upon to analyse the basis for coopera-
tion between different actors, both Axelrod (1984) and Scholz (1984, 1991)
apply an essentially economic theory of cooperation to analyse the interactions
between regulators and firms. Such an approach emphasises the ways in which
the distribution of resources can establish incentives for cooperation between
inter-dependent actors. As such this approach relates closely to the policy net-
works literature where Rhodes and Marsh (1992a, 1992b) and others have
argued that actors are drawn into different forms of network through interde-
pendencies relating to resources such as political legitimacy, legal authority,
finance, information and organisational assets such as people, skills and
understanding.

Economic theories of cooperation have a wide range of applications, how-
ever they are particularly relevant in micro-level studies of the implementation
process. Whilst making some assumptions that are examined more critically
below, Axelrod (1984, 156) describes the interactions that are at the heart of

the implementation process in the following way:
“The company’s choices at any point are to comply voluntarily with the
rules or to evade them. The agency’s choices are to adopt an enforce-
ment mode in dealing with that particular company which is either flexi-
ble or coercive. If the agency enforces with flexibility and the firm com-
plies with the rules, then both the agency and the firm benefit from
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mutual co-operation. The agency benefits from the company’s compli-
ance, the company benefits from the agency’s flexibility. Both sides avoid
expensive enforcement and litigation procedures. Society also gains the
benefits of full compliance at low cost to the economy. But if the firm
evades and the agency uses coercive enforcement, both suffer from the
punishing costs of the resultant legalistic relationship. The firm also
faces a temptation to evade if the agency is using a flexible enforcement
policy that is unlikely to penalise evasion. And the agency faces a temp-
tation to use the strict enforcement mode with a complying company in
order to get the benefits of enforcing even unreasonably expensive
rules.”

Thus, Axelrod suggests that, where certain preconditions are met'’,
resource inter-dependencies will create incentives for regulators and firms to
cooperate in order to realise their goals. Consequently, he argues that the
interactions between regulators and firms that are at the heart of the
implementation process can be depicted in the structure of the following
Prisoner’s Dilemma (see table 1).

As both the regulators and the firms can choose whether to cooperate or to
defect, such a depiction reinforces the view that the implementation process is
likely to be based not on the top-down imposition of controls but on a degree
of negotiation between inter-dependent actors. This negotiation means that the
outcomes of the implementation process are likely to be lower than those that
might be achieved if the regulator were able to adopt and maintain a hierarchi-
cal, non-co-operative approach. To this extent cooperation represents a degree
of regulatory capture. However, adding an important temporal dimension that
1s often overlooked, Axelrod’s (1984) analysis indicates that the short-term
optimum for the regulator, namely the top-down imposition of control, simply
isn’t available as an option in the medium term as firms will react to an agency
adopting an uncooperative approach by refusing to cooperate themselves. The

' Axelrod (1984) identifies a number of particular preconditions; firstly that co-operation between
inter-dependent actors is based on reciprocity, and secondly that what he terms “the shadow of the
future’ is important enough to make this reciprocity stable. He also assumes that actors are able to
recognise and respond to changes in the behaviour of the other actor. Where these preconditions are
met, the theory indicates that co-operation is most likely to emerge when the actors adopt a reciprocal
strategy based on ‘tit-for-tat” so that an actor cooperates/defects when the other actor
cooperates/defects. When the interactions between the actors are repeated, and where the outcome of
future interactions is seen to be important, the theory suggests that interdependent actors will tend
towards co-operation. This is the case because with some experimentation and learning, and with
ready access to information, it will become apparent that co-operation is in their longer-term mutual
interest. Even though there are possibilities for individuals to realise short-term benefits through
defection, these will trigger a phase of adversarialism that will be to the disadvantage of each actor.
Once established, the theory also suggests that co-operation can become stable and self-policing,
particularly where each actor is reluctant to be the first to defect and where each shows a degree of
forgiveness towards the defections of the other. In such instances any conflicts that do break out tend
to diminish rather than escalate.
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same is true for bottom-up capture, where regulators will respond to a firm’s
lack of cooperation by withdrawing their own cooperation. Each party there-
fore has to choose between cooperation and adversarialism, and Axelrod
(1984) argues that where there are inter-dependencies, where the different
actors care about the future and where they are able to recognise and respond
to the behaviour of the other, both regulators and firms will choose to cooper-
ate. In essence then the analysis suggests that the co-operative approach repre-
sents the second best option in a world where, because of their interdepend-
ence, both parties cannot secure their first best option.

Table 1. Regulatory Styles and the Prisoners’ Dilemma.

Regulatory Agency
Co-operate Defect
Co-operate Cooperation Top-down
3.,3) Control
Regulated (5,0)
Firms Defect Bottom-up Adversarialism
Capture (1,1)
0,5

(pay-offs for regulators; pay-offs for firms)

1. Top-down control — the regulators secure their objectives through the hierachical imposition of legal authority.
Although this option generates the highest pay-offs for the regulatory agency, it is only available temporarily
unless firms lack the capacity to influence the behaviour of the regulatory agency.

2. Bottom-up capture — the firms fail to comply with the regulations and the regulators fail to respond. Although
this option generates the highest pay-offs for the firms, it is only available temporarily unless regulators lack the
capacity to detect and respond to cases of non-compliance.

3. Adversarial relations — firms fail to secure compliance, regulators recognise breaches and respond by adopting
a sanctions based approach. Both sides loose out due to higher costs of enforcement/compliance.

4. Co-operative relations — regulators cooperate to promote compliance, firms cooperate to reduce costs of
compliance and to avoid the imposition of sanctions. When compared to the pay-odfs associated with
adversarialism, both sides benefit from lower costs of enforcement/compliance.

Scholz (1984, 1991) develops Axelrod’s theory further by arguing that the
beneficiaries of environmental policies, or in other words third party
stakeholders, might oppose the emergence of co-operation in the implementa-
tion process even if it leads to improved policy outcomes. He suggests that this
is because regulatory agencies have to be granted long-term discretionary
powers if co-operation is to emerge. As stakeholders may lack trust in the
regulatory agency, Scholz (1991, 132) argues that “the potential gain to bene-
ficiaries from granting necessary discretion to the enforcement agency may be
offset by a greater risk that the agency will be captured by business interests”™
and that beneficiaries “may prefer short-term gains to uncertain long-term
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gains that depend on future agency actions™. As a result, he argues that “if
beneficiaries always assume that their opponents will soon control the
enforcement bureaucracy... it appears unlikely that they would ever trust the
bureaucracy with the long-term discretion required for effective (co-operative)
enforcement™.

This is an important point as it indicates that the potential for cooperation
depends not only on the relationship between regulators and regulated firms
but also on the interests and influence of third parties. If cooperation is to per-
sist, stakeholders must either trust the regulatory agency enough to allow it to
exercise discretion in the implementation process, or have such limited influ-
ence that they are unable to disrupt cooperative approaches when they emerge.
As the effective exclusion of stakeholders from influence is increasingly
untenable, particularly where laws have established rights to access informa-
tion and to participate in decision-making, stakeholder trust effectively
becomes a pre-requisite for cooperation in the implementation process.

By examining the relevance of these economic theories of cooperation to
the policy process we have seen that the two most commonly discussed out-
comes — top-down control or bottom-up capture — may not be available as
options in the medium term. Instead, the effective choice for regulators and
firms that interact over a sustained period of time is either to fight or to coop-
erate. If left to their own devices, Axelrod’s theory suggests that they will
cooperate where certain preconditions are met. However, by expanding the
analysis to consider the role of third parties, Scholz suggests that in order to do
so they must either be trusted by stakeholders or insulated against the influ-
ence of suspicious stakeholders. The section below examines the extent to
which these theoretical perspectives help to explain the origins and influence
of cooperative regulatory styles in the UK. Before moving on to the empirical
debate, however, the paper will first consider the strengths and weaknesses of
such an economic approach to the study of the implementation process.

3.3 The Empirical Study

Given the focus on the incentives for cooperation between actors at the micro-
level, an economic approach reflecting aspects of rational choice theory would
appear to provide an appropriate framework for empirical analysis. However,
such an approach can be criticised for not placing enough emphasis on the role
of institutions. A number of institutional dimensions are apparent — for exam-
ple, interactions in the implementation process do not take place in a vacuum,
instead the institutional context shapes resource allocations and defines the
rules of the game. Furthermore, resource allocations and incentive structures
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are not exogenously defined or insulated from external influence — behaviour
both shapes and is shaped by institutional context. Finally, some forms of
behaviour are likely to emerge, evolve and become institutionalised - particu-
larly where cooperation generates trust and mutual understanding, or in other
words social capital, which reduces the costs and increases the benefits of
further cooperation in the future (see Ostrom — Schroeder — Wynne 1993 or
Rydin — Pennington 2000). This suggests that "co-operative regulatory spaces’
may not simply exist but that they can be created and shaped by the co-evolu-
tion of the institutions and incentives that provide the basis for such co-opera-
tion. This makes it more difficult to draw insights from or to contribute to a
generic theory of cooperation, as interactions are likely to be shaped by factors
that are specific to a time and a place. However, within specific contexts, it
also means that the explanatory value of approaches, which combine eco-
nomic and institutional dimensions, is likely to be greater than those that rely
on economic perspectives alone.

On the basis of such an approach, the questions for an empirical study on
the origins and influence of cooperation in the implementation process can be
divided into five main categories:

- What is the institutional context within which the various actors exist
and interact and how does it shape the resources that they have access
to?

- What resources do the different actors draw upon as they seek to exert
influence in the implementation process?

- Are there any resource inter-dependencies in the implementation
process and how do these influence the incentive structures faced by
the different actors?

- How have these incentive structures and any associated forms of
behaviour evolved over time and how are they affected by third par-
ties?

- What is the impact of these factors on the overall regulatory style and
how does this style affect different measures and perceptions of regu-
latory performance?

The empirical analysis below addresses these questions by focusing on the
implementation and impact of the framework of Integrated Pollution Control
(IPC) regulations, which has been in place in England and Wales since 1990.
IPC regulations oblige approximately 2000 of the largest and most environ-
mentally significant industrial processes to prevent, minimise and render
harmless emissions of prescribed substances, to meet emissions limits that are
compatible with the best available techniques not entailing excessive cost
(BATNEEC) and to channel any remaining emissions to the best practicable
environmental option (BPEO - meaning air, water or land). As these regula-
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tions also formed the basis for the EU’s Integrated Pollution Prevention and
Control (IPPC) Directive, aspects of the analysis are of relevance across the
EU member states and the accession countries.

The empirical study focuses on the micro-level interactions between
inspectors in the regulatory agency who are charged with interpreting, apply-
ing and enforcing the regulations and the managers of the regulated firms that
must comply with the regulations. It also considers the influence and perspec-
tives of third party stakeholders at both the local and national levels. The
inspectors interviewed worked within the Environment Agency for England
and Wales; the managers were typically the health, safety and environment
managers of the large industrial processes in a variety of the sectors that are
regulated by IPC. The stakeholders interviewed were representatives of local-
level community groups and national level pressure groups, each with an
active interest in the performance of the IPC regulations. To eliminate any
regional disparities, all interviews were conducted in the northeast of England.

The empirical data upon which the analysis is based was collected through
a series of semi-structured interviews conducted in two phases: the first in
1996/7, the second in 2001/2. In the first phase, six interviews were conducted
with inspectors in the implementing agency and fifteen with the managers of
regulated firms. The data collected was updated in the second phase through
two more interviews with inspectors in the regulatory agency and five more
with the managers of regulated firms. The data was also expanded to include
stakeholder perspectives through three interviews conducted in 2002. All
interviews sought to explore the various actors’ perspectives on the research
questions outlined above. The results of the interviews were analysed with ref-
erence to the key variables associated with these questions, namely those
relating to institutional context, the character and resources of the different
actors, the extent of any inter-dependencies and any associated incentives for
cooperation, the ways in which any such incentives had influenced behaviour
over time and the impact of such behaviour on different perceptions of regu-
latory performance.

3.4 Results and Analysis — Evolving Regulatory Styles and the
Implementation of IPC

3.4.1 Institutional Context
Prior to the inception of the IPC regulations, a cooperative and hands-on

approach to implementation had predominated in England and Wales for many
years. Whether this reflects the British culture more broadly or merely the
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pragmatism of the Alkali Acts in 1860s'' is difficult to say. However, it is
clear that some social capital had been carried over from the previous legisla-
tion in the form of an implementation process that was based upon the pres-
ence of relatively close, trusting, reciprocal relationships between the inspec-
tors and the managers of the regulated sites. Such an approach was seen by
both regulators and firms to have some benefits as it was seen to enhance the
efficacy of the regulations and to reduce the costs of compliance (see below).
However, at various times concerns had been expressed both within the regu-
latory agency and amongst stakeholder groups about the accountability of this
approach to implementation. The regulatory agency was also concerned
because, with approximately 200 expert inspectors and slightly more than
2000 processes to regulate, it was seen to be a resource intensive approach to
implementation.

For a short period in the early 1990s, the regulatory agency sought to
respond to these concerns by adopting a less cooperative and more arms length
approach to the implementation of IPC. However, the companies responded by
withdrawing their own cooperation and by raising the prospect of mass inac-
tivity and/or non-compliance. As the regulatory agency was unwilling or
unable to force the regulated firms to take steps to work towards compliance,
and as external stakeholders lacked the ability to force change, the brief
experiment with an alternative approach to implementation failed and coop-
erative relations quickly re-emerged. Support for the cooperative approach
then evolved amongst the inspectors and the managers and the approach
became further embedded as each adopted tit-for-tat’ strategies that rewarded
cooperation and sanctioned defection.

However, the cooperative approach to implementation was not only deter-
mined by historical precedent and institutionalised modes of behaviour — it
also depended upon a number of other contextual factors. The first of these
related to the design of the regulations themselves — and particularly to the fact
that the regulations are based on two flexible regulatory principles (BAT-
NEEC and BPEO) that need to be interpreted, applied and enforced on a case-
by-case basis. In the early stages of the IPC regime, process specific guidance
notes were formulated at a higher level — and hence there were opportunities
for government, regulators and industry to influence the standards to be
applied during the implementation process. However, the guidance given to
inspectors on how to interpret these principles was seen as little more than a
useful reference document, and the related enforcement procedures were also
open to interpretation. This gave the inspectors a considerable amount of dis-

' By obliging industrial sites to adopt the ‘best practicable means’ for pollution control, these early
environmental regulations sought to balance the need for environmental improvement with concerns
about the costs of compliance. Flexibility and room for negotation were therefore built into the
regulatory system from the outset.
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cretionary power in the way they interpreted, applied and enforced the regula-
tions. However, the inspectors also depended upon the firms that they were
regulating for the information they needed to interpret and apply these princi-
ples. As a result, there were incentives for both sides to cooperate. As experi-
ence with the regulations evolved and precedents were set, and as the Envi-
ronment Agency matured and established clearer enforcement policies, the
significance of these discretionary elements and information asymmetries
diminished, and as a result so did the incentives for cooperation.

A second factor, which created a basis for cooperation, was related to the
amount of time and expertise that the regulatory agency dedicated to the
implementation process. During the first five years of IPC, the resources
available to the regulatory agency — then Her Majesty’s Inspectorate of Pollu-
tion (HMIP) — allowed expert inspectors to adopt a close working relationship
with the firms that they regulated, often over a prolonged period of time. This
level of resourcing — which for a time was maintained when HMIP became
part of the larger Environment Agency (EA) in 1995 — enabled trust and
mutual understanding to develop in the implementation process. This was an
important precondition for cooperation. It also enabled inspectors to transfer
information and understanding to cooperative firms, thereby helping them to
work towards more effective and efficient forms of compliance and to recog-
nise and respond to firms that were not working towards compliance. How-
ever, the creation of the EA also led to this level of resourcing coming into
question. Expert inspectors with industrial experience were expensive, and
adopting close working relationships with firms meant that a lot of inspectors
were needed to regulate a relatively small number of industrial processes. As
inspectors left, they were often replaced by new recruits who lacked such
experience. These inspectors were less able or willing to cooperate in the same
ways as the more experienced inspectors and as a result they tended to imple-
ment the regulations more formalistically. Again therefore the opportunities
for cooperation diminished over time.

A third factor, which enabled cooperation in the implementation process,
was the availability of economically acceptable improvement options in many
of the regulated firms. Aided by the information and understanding made
available by the inspectors, during the early stages of IPC many of the regu-
lated firms were able to find a large number of low-tech and low-cost ways of
improving their environmental performance. These approaches to compliance
were initially seen by the managers of the firms to be more risky and disrup-
tive, and they required managerial effort over a sustained period of time.
However, many of the changes made had a positive impact on energy and
materials efficiency. This did not necessarily mean that the regulations led to
outcomes that were beneficial both economically and environmentally, indeed
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for some sectors low-cost forms of compliance were simply not available.
However, it did mean that the costs of compliance were not as great as many
of the managers of the firms had first thought. As a result the managers were
happier to cooperate with the inspectors and to comply with the regulations.
However, as the easier options were exploited, so the costs of further
improvement began to escalate and once more the basis for cooperation began
to be eroded. This was exaggerated by a slow-down in the UK manufacturing
sector in the late 1990s.

A final factor that influenced the basis for cooperation in the implementa-
tion process related to the role of stakeholders. In the mid-1990s, stakeholders
were unable either to participate in the implementation process or to scrutinise
its impacts on the emissions from regulated sites. Although technically they
could read any official correspondence and examine emissions data in the
public registers that were held at various EA offices, practically this informa-
tion was inaccessible to all but the most dedicated and well-informed
stakeholders. However, in the late 1990s, the EA established what is now its
on-line pollution inventory, which enabled stakeholders with access to the
Internet to type in their postcode and get a map of their area showing all
regulated sites. By clicking on the symbol for each site they could then get a
full list of emissions and information on the impacts of these on health and the
environment. Although local stakeholders still find this database quite inacces-
sible, national pressure groups have “simplified and amplified’ the information
contained within it, for example by publishing league tables of the “top ten
cancer factories’ in England and Wales. All of these factors have meant that
the regulators have become more aware of issues relating to legitimacy and
accountability in recent years. This and the prospect of new legislation that
will further empower stakeholders'? has encouraged the EA to formalise their
regulatory processes, to work towards greater transparency in all of their
operations and to begin to develop closer links with different stakeholders,
most notably local community groups. All of these initiatives have started to
have an impact on the basis for cooperation in the implementation process.

It is apparent therefore that a range of institutional factors — many of which
are specific to a particular time and place — have influenced the basis for coop-
eration in the implementation process. As the discussion that follows shows,
these changes in institutional context clearly had an influence on the nature of
the interactions between regulators and firms.

12 Significantly, stakeholders at all levels will be further empowered in the coming years as the Aarhus
Convention comes into force as it creates rights to access information and to participate in decision
making processes — including those at the heart of the implementation process. Should these rights be
curtailed, the convention establishes rights to justice.
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3.4.2 Resources, Inter-dependencies and the Incentives for Cooperation

The broader institutional context outlined above helped to define the resources
that the regulators and the managers of regulated firms could draw upon as
they sought to exert influence in the implementation process. For the regula-
tors, legal authority was an important resource as it gave them the power to
issue and enforce permits. However, as in the mid-1990s inspectors were
keener to promote compliance than to sanction non-compliance, legal author-
ity was generally applied only as a last resort - indeed, some inspectors felt
that the need to resort legal action was a sign of their own failure to engage
with the companies to ensure that they complied with the regulations proac-
tively. As a result, the practicalities of regulation took place in what can be
termed the ‘shadow of hierarchy’ — legal authority could be applied where
absolutely necessary, but at least in the mid-1990s, it was not a resource that
was commonly deployed.

By the late 1990s, the EA had formalised its approach to enforcement and
by 2002 there were signs that it was starting to apply legal sanctions more
readily. For instance, the EA formally adopted a tiered-approach to enforce-
ment that characterised different types of offences and set out the enforcement
activities that would be triggered by each type of offence. As well as lobbying
for the application of higher fines for more serious offences, the EA also
developed its own capacity to reward good performers and to sanction bad
performers. It did this by starting to publish information on the environmental
performance of the regulated sites through its on-line pollution inventory, and
by publishing media friendly reports which ‘named and shamed’ the worst
non-compliers. As companies appeared to be more concerned about the dam-
age to their reputation than the level of the fines imposed by the courts, the
ability of the EA to delegitimize firms in the eyes of their stakeholders became
a significant resource towards the end of the 1990s.

Although these developments were significant, on a day-to-day basis the
inspectors continued to be more concerned with promoting compliance than
with sanctioning non-compliance. In the mid-1990s, discretionary powers
were an important resource because of the flexibility of the principles upon
which IPC is based and the absence of meaningful guidance. However, the EA
soon developed more explicit criteria to govern the implementation process.
For example, it developed the Operator and Pollution Risk Assessment
(OPRA) scheme, which ranks both the pollution hazard and operator perform-
ance of individual sites on a scale of A-E according to a standardised set of
criteria and methodology. This scheme sought to promote consistency and to
enable the inspectors to focus their attentions on the highest risks or worst per-
formers. While such schemes had an effect on the implementation process, the
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inspectors retained some discretionary powers as they still had to interpret and
apply the regulations and the guidance and to establish priorities on the
ground. Although in theory the firms had the ability to challenge the decisions
of the inspectors, they rarely did so formally, preferring instead to negotiate
with the inspectors and to maintain cooperative relations wherever possible.
An ability to exercise discretion therefore continued to be an important
resource for the inspectors in the implementation process.

Once site-specific standards had been established, the inspectors were able
to work with the more cooperative companies as they explored the potential of
different approaches to environmental improvement. By developing a close
working relationship with such firms, and by transferring information and
understanding between firms, the inspectors were able to work with the man-
agers to build capacities for compliance. By offering some flexibility regard-
ing the times by which particular standards had to be achieved, they also
enabled firms that demonstrated a commitment to compliance to experiment
with alternative approaches, safe in the knowledge that they would not imme-
diately find themselves in court if their initiatives did not work. Thus, the
insight and understanding of the inspectors became an important resource, as
did the flexibility they were able to offer to cooperative firms that demon-
strated some commitment to compliance. However, concerns about the cost of
employing inspectors with industrial experience meant that by the late 1990s
the EA had started to employ less expert inspectors and hence the significance
of this resource had started to diminish.

As the cooperative approach to implementation was thought to have led to
the adoption of more effective and more efficient approaches to environmental
improvement, both the inspectors and the managers believed that it had
reduced the costs of compliance. Indeed, in many instances in the mid-1990s
the inspectors were able to argue that compliance could often be secured in
economically acceptable ways — this became an important rhetorical resource,
which was used to counter the claims that managers sometimes made about
excessive costs of compliance. However, by 2002 many of the managers felt
that the easy options for environmental improvement had started to dry up and
that further demands for environmental improvement would require more
radical changes to be made which would be much more expensive to imple-
ment. As a result, the rhetorical resource that had been available to the
inspectors a few years earlier had become much less significant.

For their part, the firms were able to decide whether or not to grant the
inspectors easy access to the site-specific information that they needed to
apply the regulations. This was a particularly important resource in the early to
mid 1990s when standards were being interpreted and permits issued and
when reliable monitoring frameworks were still being developed. However, as
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the regulations became better established, and as more reliable monitoring
technologies gave the inspectors better access to data, so the inspectors’ need
for information diminished. Even so, the firms still had the ability to develop
and draw upon commitments to compliance and to allocate the financial and
managerial resources and the risk management capacities that were needed if
the potential of new technologies and techniques was to be explored. Such
commitments and capacities were of value to the inspectors as they made it
easier to implement the regulations and to secure the environmental improve-
ments that were being sought. Where such resources were withheld, the
inspectors had to resort to the application of informal and then formal sanc-
tions. As well as being expensive for the EA itself, this was seen to represent
something of a failure on behalf of the inspectors. Thus, firms had the ability
to influence the costs and the reputation of the inspectors and of the regulatory
agency.

More broadly, firms had the ability to influence the reputation of the regu-
lators by lobbying government, notably through trade associations. By claim-
ing that the regulations were unnecessary or too expensive and that the regu-
lators were making unreasonable claims, they could argue that the powers of
the EA should be curtailed and its funding cut. Despite this potential, there
was not much evidence that the firms themselves had engaged in such activi-
ties, although organisations such as the Confederation of British Industry or
the Chemical Industries Association regularly made such claims on their
members’ behalf.

Thus, both the regulators and the firms had resources that they could choose
how to deploy in the implementation process, and as each depended on the
resources held by the other, there were incentives for each to cooperate with
the other. Over time, the significance of some of these resources had dimin-
ished, and hence the incentives for cooperation had been reduced. With this in
mind, the next section considers the ways in which the strategies adopted by
the different actors evolved over time and the extent to which these changes
influenced the ways in which the different actors viewed the performance of
the regulations and the associated implementation process.

3.4.3 Evolutions in Regulatory Styles and Perspectives on Performance

Given the nature of the interdependencies and the associated incentives for
cooperation that were present in the mid-1990s, the interactions between
regulators and firms can be depicted in a similar manner to that proposed by
Axelrod (1984). Table 2 shows the phased evolution of the cooperative regu-
latory style associated with IPC in the early to mid 1990s. Each phase in the
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evolution of the regulatory style is given a number and a position in the grid,
which reflects the decision of both the regulators and the firms to cooperate or
to defect.

Table 2. The Evolution of the Cooperation Approach to the Implementation of
IPC in the early to mid-1990s.

Regulatory Agency
Co-operate Defect
Co-operate 1,5,9 2,8
Regulated
Firms Defect 4,6 3,7

Phase

1. Initial position upon inception of IPC regulations; cooperative approach to pollution control.

2. Regulator’s brief attempt to adopt a more arms-length approach in the early days of IPC.

3. Firms’ reaction to withdrawal of regulator’s cooperation results in brief period of mutual defection.

4. Regulator responds to prospect of mass non-compliance by initiating the restoration of cooperative relations.
5. Firms respond by cooperating and working towards compliance.

6.  Occasional breaches of compliance occur.

7. Occasional breaches are recognised by the inspectors, who respond by withdrawing their cooperation.

8. Because firms value the cooperation of the agency, they tend to come back to compliance.

9. Forgiving regulators respond and cooperative relations are gradually restored.

As is depicted in Table 2, IPC was first implemented in a context where a
cooperative regulatory style had been prevalent for many years (Phase 1).
Although in the early 1990s the regulatory agency attempted to break away
from this precedent (Phase 2), the regulated firms were able to withhold their
resources (Phase 3). In order to meet deadlines for the operationalisation of the
regulations the agency reinstated its cooperation (Phase 4), the firms then
responded and a cooperative approach re-emerged (Phase 5). If anything, sup-
port for the cooperative approach then increased in the mid-1990s, and if
either actor tried to break away they could only do so temporarily as the other
actor could also defect and as the cooperative approach was seen by both par-
ties to be better than one based on sustained adversarialism. Thus, where firms
fell out of compliance (Phase 6), this was recognised by the regulators who
responded by withdrawing their cooperation (Phase 7). As their cooperation
was valued by the regulated firms, and because an adversarial approach was
not in their interests, the firms tended to come back into compliance (Phase 8)
and once they had done so the forgiving regulators restored their cooperative
approach (Phase 9). Thus, as Axelrod (1984) predicted, where there are
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resource inter-dependencies, and where certain preconditions are met, coop-
eration can be the stable outcome and therefore the prevalent regulatory style.

From the perspective of the regulators and the firms, the cooperative
approach to implementation that was prevalent in the mid-1990s was seen to
be effective as it led to the uptake of technologies and techniques that better
enabled the regulated firms to anticipate and avoid their emissions. While this
approach to implementation that was prevalent in the mid-1990s was seen to
be effective as it led to the uptake of technologies and techniques that better
enabled the regulated firms to anticipate and avoid their emissions. While this
approach to implementation was expensive for the EA to maintain, the firms
thought it was efficient as it enabled them to reduce the costs of compliance.
However, the close, cooperative relations between the regulators and the man-
agers of the regulated firms were viewed with suspicion by third party
stakeholders. These suspicions were aggravated by the fact that stakeholders
were unable either to participate in the process or to scrutinise its outcomes.
As a result, they perceived both the actors and the process itself to be com-
pletely unaccountable. Even though the implementing agency had at one point
attempted to respond to their concerns, as attempts to move away from the
cooperative approach had failed, stakeholders felt that they had been unable to
have a significant influence on the nature of the implementation process. This
reinforced their view that the standards were being watered down during the
implementation process and that they were inadequately enforced. In other
words stakeholders tended to believe that the regulatory agency had been
captured by the companies that it regulated.

As the discussion above indicates, many of the factors underpinning the
cooperative approach to implementation began to change in the late 1990s.
Furthermore, as the broader context for regulation changed and as the Envi-
ronment Agency developed, regulation was increasingly required to be not
only effective and efficient but also to be proportionate, consistent, transparent
and accountable. Thus, the EA had to grapple with the question of how best to
meet all of these different measures of regulatory performance whilst recog-
nising that the practicalities of the implementation process continued to be
shaped by resource inter-dependencies of the type outlined above.

In recent years, the EA has responded to such questions by developing a
responsive or risk-based approach to implementation and enforcement, which
focuses regulatory resources on the highest risks or worst performers. In this
way, cooperative and compliant firms can be regulated with a lighter touch
and non-compliant firms can be punished by applying sanctions more force-
fully but also more proportionately. Minor breaches should meet with informal
sanctions such as the withdrawal of cooperation, more serious or sustained
breaches with a formal warning and major incidents or recurrent non-compli-
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ance with legal action and other measures designed to influence the reputation
or perceived legitimacy of the firms. By formalising the basis for such an
approach, by making the factors which shape the decision-making process
much more transparent and by publishing information on environmental out-
comes, the EA has also attempted to make the implementation process more
accountable.

These developments have changed the dynamics of the relationship
between regulators and firms. By adopting such a tiered approach, the EA has
recognised a wider range of options for either actor - regulators can be more or
less interventionist, firms can be more or less compliant. As resource inter-
dependencies still exert an influence, both regulators and firms continue to be
drawn away from approaches, which are in their own interests but against
those of the other. As a result, both continue to be drawn back towards coop-
eration and compliance. However, as the interdependencies are not as strong
as they were, cooperation is not as much of a necessity and a more adversarial
approach can be sustained for a longer period, particularly where the EA
focuses its resources on the worst performers or the highest risks.

This approach doesn’t fit neatly into the simple cooperate-defect model
outlined above. However, because resource inter-dependencies continue to
shape the interactions between regulators and business, the dynamics of the
model are still relevant even if the range of available options has expanded.
The model of regulatory interactions presented in Figure 1 recognises these
factors.

Within the figure, darker squares relate to the more serious defections
which either trigger more forceful sanctions from regulators or more serious
complaints and appeals from industry while the lighter squares relate to less
serious defections. In either instance, there are incentives for firms and
regulators to come back to a different point on the tiered approach to
implementation and enforcement. Once they are there, there are incentives for
both to move towards a cooperative approach with less interventionist
regulators and more compliant firms.

Although the approach to implementation depicted in figure 1 is still
evolving, it is a more accurate depiction of the regulatory style that has
emerged in the last few years than the simpler approach applied in the early to
mid-1990s and outlined in Table 2.
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Figure 1. The Dynamics of a Responsive, Compliance Based Regulatory
Style.

In relation to its influence on outcomes, the regulatory style that has
emerged in recent years is seen by the regulators to have a number of benefits,
particularly because it enables them to retain the benefits of cooperating with
firms that show some commitment to and a capacity for compliance. It also
allows them to use their resources in a more targeted way by adopting a
“worst-first’ or "risk based’ approach. By formalising and publicising the ways
in which judgements are made and priorities are set, they have also been able
to make the decision making process more transparent and the decision mak-
ers more accountable. However, the regulators have sometimes struggled to
formalise the basis for such approaches — the OPRA scheme described above
took years to develop, and it continues to depend upon inspectors making
subjective judgments when ranking sites according to a range of criteria. There
are also questions about the extent to which the rankings that it provides can
be relied upon by the inspectors and whether such a formalised system can
replace the intuition and insight that comes from years of experience. Finally,
if a site with a low risk rating was regulated with a lighter touch and was then
involved in a major incident, there are concerns that the reputation of the EA
might be affected and that it might even become liable in some way.

The emergence of such an approach to implementation has been given a
mixed reception by the managers of the regulated firms. As most see them-



78

selves as being cooperative and compliant, they are looking forward to being
regulated with a lighter touch. However, they felt that such an approach had
yet to be adopted and have called for greater ‘regulatory relief” to be given,
particularly where they have a certified environmental management system in
place. As yet the regulators have been reluctant to do this (see Wiétzold et al
2000; Dahlstrom et al 2003). Although some managers welcomed the emer-
gence of a more consistent and predictable approach, others argued that a “one
size fits all” approach might eventually emerge that will impose higher costs of
compliance than a more flexible approach. Finally, many managers argued
that the application of a sanctions-based approach would be counter-produc-
tive as it engendered resistance and discourage them from exploring the
potential of new technologies and techniques.

Despite these changes, stakeholders continued to view the implementation
process with suspicion. In part, this is because the EA has struggled to com-
municate with its stakeholders - particularly those at the local level. Although
committed and well-informed stakeholders can find out more about the factors
that guide the regulatory decision making process than they have ever been
able to in the past, in practical terms the information that has been made avail-
able has had a limited impact. Much of the information is immediately dis-
missed by the stakeholders because they don’t trust the source and because
they expect it to be too technical and complex to be of value. It is also because
the information that is provided fails to meet the demands of many
stakeholders in some key respects. For example, as data is provided for each
regulated process individually, it doesn’t allow stakeholders living in areas
where there are a number of regulated processes to make judgements about
collective impacts on local environmental quality. Furthermore, as information
on emissions from each regulated process is only available as a yearly aggre-
gate, stakeholders can’t find out about emissions during particular periods.
Finally, it also doesn’t include information on any incidents or on the ways in
which the EA has responded to them. As yet, provisions for extra transparency
have had only a limited effect on the perceptions of stakeholders who argue
that there needs to be much more engagement and meaningful dialogue before
confidence in the EA and its activities can be built.

3.5 Discussion

Within the context of broader debates on regulation and its reform, this paper
set out to examine the factors that shape the origins and influence of coopera-
tive regulatory styles. By adopting an approach, which recognises the influ-
ence of both institutional and economic factors at the micro-level, it proposed
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that under certain circumstances resource inter-dependencies could create
incentives for cooperation in the implementation process.

The empirical analysis of the regulatory styles associated with the imple-
mentation of IPC in the early to mid 1990s supported this proposal in a num-
ber of ways. First, it highlighted the importance of a number of institutional
factors - historical precedent, regulatory design, the presence of particular
technological opportunities within the regulated firms and the effective exclu-
sion of suspicious stakeholders were all important factors which underpinned
the cooperative approach. Second, it found that both the regulators and the
firms drew upon a range of resources as they sought to exert influence in the
implementation process. As both had access to important resources, incentives
for cooperation emerged. Third, it found that the cooperative approach that
emerged as a response to these incentives was quite resilient. Whenever the
regulator sought to respond to stakeholder concerns by adopting a more arms-
length approach, the firms withdrew their own cooperation, effective imple-
mentation became impossible and the cooperative regulatory style quickly re-
emerged. As Table 2 illustrates, Axelrod’s (1984) model clearly contributes to
a fuller understanding of the dynamics of the regulatory style was maintained
in the early to mid 1990s.

In terms of its influence, this cooperative regulatory style generated out-
comes that both the regulators and the firms perceived to be effective and effi-
cient, not least because it was seen to have effectively promoted the develop-
ment and diffusion of new technologies, although it is important to note that it
had done this through capacity building rather than technology forcing. The
regulators and the firms therefore emphasised the view that cooperation
facilitated collective action. However, this approach also failed to win the con-
fidence of external stakeholders who commonly associated the cooperative
approach with regulatory capture. Tensions between what Hutter (1997) terms
the consensual theorists on the inside (i.e. regulators and firms) who empha-
sised the role that cooperation played in facilitating collective action and the
conflict theorists on the outside (i.e. stakeholders) who focused on the loss of
accountability and the potential for regulatory capture were significant there-
fore. Just as Scholz (1984, 1991) suggested, if the conflict theorists had had
more influence, they might have been able to disrupt the cooperative
approach.

Although the empirical cases fitted neatly with the theory in the period to
the mid-1990s, by the early 2000s the practice had evolved quite considerably.
While the cooperative approach was still the preferred option for the inspec-
tors and the firms, the context for its application had changed. As is exempli-
fied by the Royal Commission on Environmental Pollution’s (1998) report on
environmental standard setting, in the UK at this time there was considerable
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interest in the potential of more open and inclusive approaches to decision
making. The Environment Agency responded to this broader debate by start-
ing to adopt initiatives, which sought to improve transparency, encourage
engagement and enhance accountability. These early changes in culture were
reinforced by certain legal requirements to provide access to information. At
the same time the incentives for cooperation with regulated firms were dimin-
1shing, for example as discretionary powers were curtailed, as economically
acceptable forms of compliance became less prevalent and as the inspectors
came to depend less on the information that was held by the managers of the
regulated firms. Even so, some incentives for cooperation remained and hence
the economic model outlined above continued to offer some explanatory
value.

Collectively, these changes meant that a different approach emerged which
was akin to the responsive regulation concept proposed by Ayres and Braith-
waite (1992). This approach, which is depicted in Table 3, sought to maintain
the benefits of cooperation but to build the capacity of the regulators to apply a
range of sanctions when a compliance-based approach wasn’t working. By
recognising a wider range of options, and by formalising the factors that
would lead the regulator to switch from one tier to another, the regulatory style
also became more transparent and accountable. This can be seen as a clear
attempt to combine the positive aspects of different regulatory styles as the
regulator sought to create an approach to implementation that allowed it to
continue to exploit the benefits of cooperation (i.e. collective action) when it
encountered a compliant firm whilst avoiding the pitfalls of such an approach
(i.e. regulatory capture) when it encountered a non-compliant firm.

As such, this approach sought to appeal both to the conflict theorists and the
consensual theorists identified by Hutter (1997). However, it has yet to build
stakeholder confidence in the regulatory decision making process. There
appear to be two main reasons for this. The first is that the regulatory agency
hasn’t been able to communicate effectively with its stakeholders about the
changes it has adopted. The second is that even where it has communicated the
changes have often been ignored or dismissed by suspicious stakeholders.
Indeed, it may be that the mistrust amongst stakeholders may be so embedded
that it may take years to change, especially if it relates to not only to the regu-
latory process itself but to the close, cooperative relationships between gov-
ernment and industry that prevail more generally. If this is the case, then there
may need to be a much more fundamental change in the nature of these rela-
tionships before public confidence in regulatory agencies can increase sub-
stantially.

The continued absence of stakeholder trust may become a more significant
issue in years to come as stakeholders are given new rights to access informa-
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tion, to participate in decision-making and to seek access to justice by the
inception of the Aarhus Convention. These new rights will enable NGOs to
challenge the basis for any decisions that they don’t like in court, and poten-
tially to force the regulators to adopt a more arms-length and adversarial
approach. If they choose to do this then the pendulum will have swung from
the one side to the other, as the UK’s regulatory style will come to resemble
that of the US. However, with some trust amongst the different actors it may
be that best of both worlds can be maintained. If so, the new regulatory style
that has emerged in recent years will represent a very British compromise.

3.6 Conclusions

Within the context of broader debates on regulation and its reform, this paper
set out to examine the factors, which shape the origins and influence of coop-
erative regulatory styles. The most important conclusions from the analysis
relate to the explanatory value of the theoretical approach, the nature of the
evolutions in regulatory style that have been documented by adopting such an
approach and the implications of such evolutions for practical debates on
regulation and its reform and for broader conceptual debates on institutional
learning and ecological modernisation.

In relation to the first of these points, the empirical analysis has shown that
the economic theory of cooperation proposed by Axelrod (1984) certainly has
some explanatory value. By highlighting the role that certain resources play in
the implementation process, and by emphasising the significance of various
resource inter-dependencies, the empirical analysis was able to explain the
dynamics of regulatory behaviour and the evolution of regulatory styles in the
period between 1995/6 and 2001/2. However, throughout this paper it has
been argued that such an economic approach overlooks some critically
important institutional dimensions. In part, these relate to the role that the
broader institutional context plays in defining the resource allocations and
hence the incentive structures that in turn influence the strategies that the dif-
ferent actors adopt in the implementation process. Perhaps more notably, they
also relate to the ways in which the broader institutional context facilitates or
enables particular forms of behaviour. Indeed, Scholz’s (1984 1991) claim that
cooperative regulatory styles depend either upon the presence of trusting
stakeholders or on the effective exclusion of suspicious stakeholders was
entirely supported by the empirical analysis. Thus, we can conclude that the
explanatory value of an approach which is sensitive to issues of context and
which considers both institutional and economic factors is likely to be greater
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than one which treats these factors as exogenous and which focuses on eco-
nomic factors alone.

By adopting an approach, which combined institutional and economic
aspects, the paper has documented the dynamics of regulator-industry-
stakeholder relations in one sphere of public policy in the UK two discrete
periods. In so doing it has highlighted some important evolutions in the regu-
latory style associated with the implementation of environmental regulations
in the UK. Although the empirical analysis emphasised the resilience of the
cooperative regulatory style in the period to the mid-1990s, it found that the
regulatory style had started to change in the years since as the incentives for
cooperation diminished and as the regulatory agency started to respond to
stakeholder concerns. The regulatory style that has emerged reflects aspects of
the ‘responsive’ approach proposed by Ayres and Braithwaite (1992) and dis-
cussed by Gunningham and Grabosky (1999). By adopting such an approach,
and by making the criteria that guide the regulatory decision making process
more transparent and by publishing information on environmental outcomes,
we can conclude that the regulators have been trying to resolve the tensions
between those who are primarily concerned with the efficacy and efficiency of
regulatory outcomes and those who are more concerned with the transparency
and accountability of regulatory decision making processes.

Although they may reflect the idiosyncrasies of the UK, these findings are
of clearly of wider relevance. For those countries in the EU that have tended to
adopt a cooperative approach to implementation, they provide some insight
into how the benefits of a cooperative approach can continue to be exploited
but within a more transparent and accountable context, whilst for the US they
give some clues as to how accountability can be maintained whilst moving
towards a more cooperative approach. Perhaps more significantly the findings
document a process of institutional learning, with a regulatory agency
responding to the conflicting pressures that it has been put under by develop-
ing a new approach to implementation. Of course this approach has involved
compromise and trade-offs still have to be made between different priorities.
However, the tensions between those conflict theorists who equate cooperation
with regulatory capture and those consensus theorists who see it as a way or
enabling collective action have undoubtedly been reduced to some degree by
the evolutions in regulatory style that this paper has documented.

Finally, it is apparent that although the paper has focused on the practicali-
ties of regulation at the micro-scale, its findings can also contribute to broader
conceptual debates on ecological modernisation. Most notably, the analysis
has illuminated some of the ways in which social learning can take place;
when faced with a crisis of confidence in the regulatory process, the paper has
suggested that the institutional context for regulation can change and that new
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approaches to implementation can emerge which reduce some of the tensions
between regulators, industry and stakeholder groups. Of course, such changes
may not fundamentally alter the course of capitalistic development in late-
modern industrial societies, but they do demonstrate a degree of reflexivity
within those societies.
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4. ENVIRONMENTAL REPORTING: THE MISSING
LINK

lain Wright

Abstract

Environmental reporting developed from practical and academic interest in
corporate social reporting, which itself became topical originally in the 1980’s.
In recent years companies have extended their reporting into sustainability
issues, reflecting greater stakeholder awareness of their impact on economic,
social and environmental matters. This trend has not, however, reflected the
broadening academic concern which promotes the inclusion of environmental
economics in the analysis. The implications arising from the use of apparently
free — but exhaustible - natural capital assets continue to be ignored in corpo-
rate reports. This chapter suggests that these significant issues deserve further
consideration and implementation.

4.1 Introduction

Environmental reporting has a long, if somewhat chequered, history of devel-
opment. The legislation creating limited liability companies in the United
Kingdom in the mid nineteenth century required the provision of an annual
balance sheet, which was supplemented in the Companies Act 1900 by a form
of profit and loss account. Subsequent legislation during the following hun-
dred years extended this accountability, which is at present summarised in the
Companies Act 1985, as amended in 1989. In the last thirty years the intro-
duction of accounting standards has acted as a significant — and generally suc-
cessful — influence on the provision of true and fair financial information by
limited companies and other organisations not formally subject to the provi-
sions of this legislation.

A seminal publication, which recognised the importance of providing
information to users of financial statements, was “The Corporate Report”
(ASSC 1975), which introduced to a much wider audience the need for sig-
nificant economic entities to provide useful information to recognisable user
groups. Its publication coincided with a gradual acceptance during that decade
of the validity of corporate social reporting, whereby companies began to
include non-financial indicators of performance in their annual reports. This
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trend somewhat faded away during the following decade, but became more
widespread from the early 1990’s; recent studies have shown the extent to
which companies are now publishing Corporate Social Responsibility reports
in addition to their annual reports, for consumption by relevant interested par-
ties (Knight et al 2004; KPMG 2002).

Environmental reporting (ER) has arisen as a subset of corporate social
reporting (CSR), having its UK origins in the early 1990°s and becoming more
extensive year by year ever since. The practice has been encouraged by a
concomitant rise in concern for environmental issues, driven by a combination
of awareness, for example, of global warming; man-made environmental dis-
asters (Seveso 1976, Bhopal 1984 and Chernobyl 1989); and increasing
expectation by stakeholders of the provision of relevant information by the
corporations whose impact on society became ever more apparent (Gray
1990). After reviewing a number of external pressures on UK companies,
including domestic legislation, supranational influence and user groups, Owen
(1992, 150) concludes that “simple corporate self-interest represents the most
immediate pressure for change in responding to current heightened levels of
green awareness”.

The last stage in this progression to date has been the transformation of
environmental reporting into the much broader concept of sustainability
reporting (SR), which has added economic and social aspects to the previous
analysis. It has not been easy to apply this in practice even to those entities
which have embraced the idea, at least partly because no generally accepted
set of reporting standards has yet been agreed, despite the efforts of a number
of prominent organisations (GRI 2002; UNCTC 1992). Despite the rather
pessimistic view of Cowe (1992, 134) that ““the standard setting process has a
twenty-year history of trying bravely, but largely failing, to standardise
reporting practice”, improvements to the accounting standard-setting structure
since 1990 have resulted in a much wider consensus within and outside the
accounting profession, which might point towards prospective developments
in environmental and perhaps sustainability reporting in the coming years.

This article will consider the background to environmental reporting as it is
currently practised in the United Kingdom, Europe and the United States, and
it will make some brief comparisons to similar reporting in Finland. It will
consider the problems, which have been encountered and make suggestions as
to how these might be overcome in the interests of improving accountability of
companies and other significant entities, which recognise their responsibility
to provide useful information to their stakeholders.
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4.2 Literature Review

“Knowing what thou knowest not
Is, in a sense, omniscience.”
(Piet Hein)

For many years, environmental reporting has been criticised both by its sup-
porters and its denigrators for its weaknesses, which have included inconsis-
tencies in the identification, measurement and disclosure of data. It is unfor-
tunate that many of the surveys of such reports are subject to the same criti-
cisms, despite their best intentions.

As a result, it is no more prudent to generalise about the evidence offered
by the analyses than about the individual companies which comprise the sur-
veys. Nonetheless, some fairly consistent trends can be discerned. The extent
of CSR, ER and SR is becoming more pervasive (ACCA/Corporate Register
2004; Knight 2004; KPMG 1996, 1997, 1999, 2002); its breadth of disclosure
is certainly increasing; and the quality of information (numerical and non-nu-
merical) is gradually improving. The comparability of the information, how-
ever, particularly between organisations, still presents challenges to the reader.

Criticisms made by the authors of these surveys include the fact that only
around 50% of the FTSE100 companies are separately reporting, that certain
sectors are conspicuous by their absence from the process (Knight 2004), that
many areas of potential interest are being ignored, and that there is a reluc-
tance to go beyond a minimum baseline disclosure and level of coverage into a
larger envelope (ACCA/Corporate Register 2004).

In a significant early contribution to the literature, Gray (1990) promoted
the work of Pearce et al (1989) and suggested that, in general, the environ-
mental debate was being conducted on too narrow a front. He opined that
accountants had much to offer in the field, a view, which has not been borne
out in practice other than by a very small number of reporters, such as Baxter
Health Care, Ontario Hydro and BSO/Origin (quoted in Gray — Bebbington
2001). The difficulties of including measurable environmental data in financial
statements have generally proved insurmountable, particularly in the absence
of generally recognised reporting standards. These problems further reflect
the challenge which such information has presented to the stakeholders who
might wish to interpret the information provided.

Adams (in Owen 1992: 85) considered the responsibility, which the

accounting profession might recognise in this area.
“There is little doubt that accounting is heavily implicated in the dest-
ruction of the environment. If by some happy chance the accounting
profession at long last possesses the skills to assist in decision-making
processes which have the slightest possibility of either minimising future
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damage or (preferably) reversing past damage, then | suggest that
accountants convert this possibility into a personal duty...which should
override any environmentally detrimental activities of their employers.”
There appear to be three separate, but interlinked, areas of concern in envi-
ronmental reporting: identification, measurement and disclosure. Opinions
vary as to the most significant of these, but many regard the views of
Yankelovich (1972) as pertinent.
“The first step is to measure whatever can be easily measured. This is
OK as far as it goes. The second step is to disregard that which can’t be
easily measured or give it an arbitrary quantitative value. This is artifi-
cial and misleading. The third step is to presume that what can’t be eas-
ily measured really isn’t important. This is blindness. The fourth step is
to say that what can’t be easily measured really doesn’t exist. This is
suicide”.
Roberts, in Owen (1992) quotes from the Norsk Hydro (Norwegian) 1990

environmental report, which stated that
“We believe, that the public has a right to information, and there is
nothing that we want to hide. If we have a problem, it is also in our best
interests that it is brought out into full public view™.

This attitude reflects well on those companies who elect to provide bad news,
along with the good, for example missing previously set performance targets
or admitting fatalities in the workplace. Harte and Owen, in Owen (1992,
199), found that “information provision is generally highly selective and
largely public relations driven with a virtually universal reluctance to disclose
bad news”. Even allowing, as they did, for their study covering only the
beginnings of environmental reporting, this message has been echoed by many
observers over subsequent years.

Measurement of environmental information is widely regarded as present-
ing the greatest challenge to practitioners. Aside from simple matters such as
the need to report quantified data in comparable units, problems have been
caused by the absence of recognised and acceptable disclosure standards as
well as by the alacrity of reporters to avoid presenting like for like data for
consecutive years, during which the scale of operation may have been affected
by, for example, plant closures. A more cynical observation, quoted by Zadek
(2004, 122) is “if you want it to count, count it”: echoes of Yankelovich (op
cit).

Consideration of disclosure issues is associated with several inter-related
strands. The ACCA/Corporate Register survey (2004) noted the reluctance of
companies to go beyond the minimum disclosure and coverage and that many
relevant (sustainability) areas were being ignored. A Finnish study (Niskanen
— Nieminen 2001) found that listed companies’ disclosure of negative envi-
ronmental events was negligible compared to that for positive events, where
such events were publicly known beforehand. There may be some sympathy
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for these attitudes from Cowe’s point (in Owen 1992, 134), that “the history of
company reporting is one of the accounting profession resisting every new
disclosure, usually on grounds of confidentiality’”. This pessimistic view could
be offset by the reasonable suggestion that ER and SR may only be facing
similar trials and tribulations as have been addressed by financial reporting
over recent decades, and that there may yet emerge similar light from a not too
dissimilar tunnel.

The focus on the above three areas has been matched by those who extend
the reporting process into consideration of the economic aspects of sustain-
ability (Starik 1995; Tietenberg 2003; 2004, Welford 1995, 1997). Pearce et al
(1989) may have been the first to stress the need to put value on the environ-
ment, to extend time horizons into the future, and to recognise inter- and intra-
generational fairness, all of which are now part of the rules of the game. The
metamorphosis of environmental into sustainability reporting in recent years
has broadened the playing field even if not ensuring its consistent level.
“Sustainable development ....is perhaps the most important concept and
challenge facing every one of us in the world today”” (Welford 1995). Eco-
nomic and social measures of performance are much less well defined even
than their under-developed environmental siblings. “Accounting only meas-
ures the economic” (Gray — Bebbington 2001, 254).

Critics of environmental measurement suggest that alternative indices to
GNP offer more comprehensive analysis, for example, the Index for Sustain-
able Economic Welfare, on the grounds that the former fails to include social
and ecological costs, and excludes aspects of economic welfare (Zadek 2004).
These authors, however, accept that ““the lack of full scientific certainty should
not be used as reason to postpone measures to prevent environmental degra-
dation” (Schaltegger et al 2003, 277). Pearce et al (1989) outlined their origi-
nal belief that solving environmental problems necessarily requires solving
economic problems first, a view to which they have consistently adhered dur-
ing the subsequent decade. This philosophy will be explored further below.

A commonly cited definition of sustainable development was given by the
Brundtland Commission (WCED 1987); it can be more succinctly expressed
as an increase in well-being today should not result in a reduction in well-
being tomorrow, or as “per capita well-being should not be declining over
time” (Pezzey 1992). How to achieve the inherent objective of inter-genera-
tional fairness is by no means clear, even if the argument itself is accepted by
those companies outwardly embracing sustainability reporting. But the
urgency of the question is summarised by Ketola (1997, 135), where she states
that if companies do not change their attitude, “their days are numbered.
They will either be forced to bankruptcy by their business environment which
will demand the full costing of companies’ ecological impacts in the new
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world of Ecological Eldorado — or they will perish with humans and other
species when the ecosystem collapses”. Her definition of ‘Ecological
Eldorado’ is a world where human activities do not exceed the carrying
capacity of the ecosystem.

Indicators of sustainable development are themselves open to much debate.
Anderson (1991) suggested they should be about something measurable,
meaningful, easy to understand, with a short time lag between the state of
affairs and their becoming available, and comparable geographically — an
optimistic shopping list, indeed! A Foreign Policy Centre report (2001, in
Zadek 2004) suggested the need for Generally Applicable Accounting Princi-
ples for Sustainability, to cover all three aspects of sustainability and which
would be supported by the UK government. Earlier reference above to the
painful emergence of accounting standards, combined with the only too appar-
ent reluctance of government in the UK to address its own environmental
agenda in practice (ENDS 2004), suggest that this view may be rather too san-
guine.

Economics has for long been described as the dismal science, but for envi-
ronmental economists there has been little for them to be happy about during
the last decade. Despite the recognition being accorded by many to the need
to attribute value to the environment (Pearce et al 1989; Pearce and Barbier
2000, Tietenberg 2004) very little of the theoretical analysis has been incorpo-
rated in practical reporting on the ground — or in the water or the air, for that
matter. Pearce observed in his Preface (1993, xiv) that ““sustainable develop-
ment is more fashionable in 1993 than it was in 1989”’; but his implied opti-
mism appears to have borne little fruit in subsequent years. Within the gener-
ally accepted categories of man-made and natural capital, academics have
identified weak and strong versions of sustainability, but their deliberations
have not been pursued in published corporate reports. “Despite reams of press
about the state of the environment....the stock of natural capital is plummeting
and the vital life-giving services that flow from it are critical to our prosper-
ity”” (Hawken et al 1999, 3). Even the economists find it hard to arrive at con-
sensus over the appropriate valuations: “While there may be no ‘right” way to
value a forest, a river, or a child, the wrong way is to give it no value at all”
(ibid, 321).

Techniques such as cost-benefit analysis, non-use value and the contingent
valuation method have been offered as means of introducing quantitative
analysis to address natural capital estimations, but there is once again little
evidence of their being applied by companies. The dangers of applying
numerical solutions to qualitative problems were well illustrated by Church-
man (1971); the problems of so doing have been outlined by Hawken et al (op
cit, 321), as “if there are doubts about how to value a seven-hundred-year-old
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tree, ask how much it would cost to make a new one”. But the over-riding
significance of the contribution made to human existence by the constituents
of natural capital is emphasised by Schumacher (1974, 42), who stated that
primary goods ““are nonetheless an essential precondition of all human activ-
ity, such as air, water, the soil, and in fact the whole framework of living
nature”. Tietenberg (2004, 90) concludes that under strong sustainability, “the
value of the remaining stock of natural capital should not decrease... (as)...
natural and physical capital offers limited substitution possibilities”. These
sentiments have become widely recognised both in the literature and in the
minds of the public in the last decade, but only in very few cases have they
been translated into published environmental or sustainability reports. This
review of the literature now leads into a consideration of current reporting
practices in several countries, which illustrates the challenges of translating
theory into effective practice.

4.3 Current Reporting Practice

“O wad some Pow’r the giftie gie us
To see oursels as ithers see us !
(Burns)

Analysis of reporting practice is open to criticism due to its inherent selectiv-
ity, if not explicit bias. This article will therefore consider the findings of sev-
eral recent surveys, which covered companies in the United Kingdom, Europe,
the United States and the Global Fortune 250 companies (ACCA 2003; ESRA
2003; KPMG 2002; PwC 2002). Readers are referred to the individual surveys
for further detail and explanation.

The first of these relates to the awards made by ACCA for sustainable and
environmental reporting in the UK, in printed or electronic format. The
judges’ report comments on the importance attached to materiality, to inter-
nalising externalities and to the general absence of any mention of climate
change. The ACCA’s European awards report praises the year-on-year
improvements in reporting on the process of sustainable development but
laments the lack of balance between the three elements of sustainability itself.
The PwC survey, of 140 responding large US companies, finds that 75% ““say
they have adopted some sustainable business practices”, with the majority
citing enhanced reputation, competitive advantages and cost savings as the
reasons, but only 32% issue a sustainability report. Finally, the KPMG survey
of the top 250 of the Global Fortune 500 companies found that only 16 had
produced sustainability reports and a further 96 issued HSE or social reports.
Three quarters of the KPMG reporters referred to climate change and global
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warming, despite the unwillingness of the USA to recognise the Kyoto Proto-
col; the survey suggests that for companies with more mature environmental
management systems, “‘biodiversity as a secondary impact is moving up the
agenda” (KPMG 2002, 23).

Examination of the report of the winner of both the UK and European
Sustainability Reporting Awards in 2002, the Co-operative Bank (2002), pro-
vides a wealth of statistical, graphical and narrative ecological information,
which must clearly have impressed the judging panel. Frequent reference is
made to four scientific principles of which the most relevant might be “the
productive area of Nature must not be diminished in quality (diversity) or
quantity (volume) and must be enabled to grow” (Co-operative Bank 2002,
62). A similar sentiment is found in the Novo Nordisk Sustainability Report
2003, where it states that “our overall goal is to move in the direction of
dematerialising our production, ‘producing more with less’”’, which ““involves
further developing our tools for economic assessment of and accounting for
environmental costs and investments” (Novo Nordisk 2003, 44). The com-
pany’s 2002 report was the Danish entrant and the overall winner of the Euro-
pean Awards in 2003.

No Finnish company won either the ESRA Sustainability or Environmental
category in the last two years: entries came respectively from Kesko Corpora-
tion and Wartsila and from Rautaruukki Oyj and Proventia Group in the latter
category. Wartsila’s Sustainability Report 2002 reveals that its mission
includes ““developing equipment and services that convert fuels into power
efficiently and with the lowest possible environmental impact™ (Wartsila 2002,
4), a laudable if somewhat imprecise objective. The company provides ship
power and power plant generation equipment, the former of whose environ-
mental properties are described as ““those elements of practices, products and
services that have an effect on the environment. The environmental aspects of
a product are mainly related to its use” (Wartsila 2002, 30). Despite the lon-
gevity of this company’s products, this statement does not appear to pay even
lip service to the concept of sustainable development.

A contrasting approach is taken by Outokumpu’s Environmental Report
2002, where the group’s aim ““is to monitor how we have developed our
operations and achieved our goals in environmental, social and economic
performance as well as how we influence, and can influence the metals life
cycle at its various stages” (IFC). However, the following year’s Review is
less positive, stating its wish to “ensure that our operations are in compliance
with regulations and do not cause harm in the fields of environment, occupa-
tional health and safety”” (Outokumpu 2003).

Selection and analysis of a few environmental reports is clearly lacking in
rigour and breadth, but these examples show the variety of statements con-
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tained in such reports, and illustrate the challenge faced by organisations in
attempting to meet the academic criteria proposed by the literature. Perhaps it
is not unfair to conclude that there is little evidence of an extensive application
of the principles of environmental value, futurity and equity in the present
reporting process, whose predominantly voluntary nature will be examined in
the next section.

4.4 Volunteers or Pressed Men?

For most of its lifetime, environmental reporting has been a voluntary under-
taking: a laissez-faire regime has allowed reporting entities to experiment
either individually, or within industry-based guidelines which have attempted
to encourage some consistency between competitors. Various documents have
been promulgated to attract the support of relevant organisations: the Coalition
for Environmentally Responsible Economies Principles (formerly the Valdez
Principles) (CERES 1995); the International Chamber of Commerce’s Busi-
ness Charter for Sustainable Development; and the Chemical Industry Asso-
ciation’s Responsible Care Programme. However, despite their best intentions,
none of these has been sufficiently widely supported or effective as to warrant
the description of an industry standard.

Considerably greater progress has been made by the Global Reporting Ini-
tiative, a voluntary organisation now based in Amsterdam, which enjoys sub-
stantial funding and support from the United Nations. Its mission is to provide
a standardised and generally accepted sustainability reporting framework to its
multi-stakeholder membership. Its Guidelines were first published in 2000 and
revised in 2002 (GRI 2002); they are now cited by over five hundred organi-
sations worldwide (ACCA/Corporate Register 2004) and have achieved
something of a cult status. The Guidelines contain indicators of environmental,
social and economic performance, and are to be further revised by 2006 along
with an extended discussion on assurance, which is at present not mandatory
for all such reports.

In contrast to these voluntary initiatives, a number of countries have intro-
duced some form of required environmental reporting within the annual finan-
cial reporting process (KPMG 2002). Stand-alone reports in Denmark and the
Netherlands must comply with national legislation, while in Belgium, France,
the Netherlands, Norway, Spain, Sweden and (very shortly) the United King-
dom, statutory provisions on disclosure of environmental issues apply to the
annual report (Hibbitt — Collison 2004). To date, there appear to be no
equivalent requirements in Finland.
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There are two further sources of voluntary compliance available to compa-
nies, through registration with the European Union Eco-Management and
Audit Scheme and separately, through achieving certification under ISO
14001. The first of these schemes was revised in 2001 (see Hibbitt — Collison
2004, 1) to require integration of the latter as the EMS, amongst other
changes, which may have the effect of reversing the declining number of reg-
istrants. The growth in certificates issued under ISO accreditation was 34% in
2003, reaching 66,070 companies worldwide (ENDS 2004), of which Japan
had approximately 16,700, the UK over 5,460 and Finland 888 (Peglau 2005).
This popularity can at least be in part attributed to the fact that ISO14001
excludes any disclosure or rigorous verification requirements. The contrast
with EMAS is very clear, whose more stringent requirements have seen a
gradual decline in its adherents, to just under 3,100 in December 2004 (EMAS
2005).

It is interesting to compare these registrations using the population of the
countries as a base. Under EMAS, Denmark is the leader with 46 sites per
million of population, followed by Austria (41) and Germany (26); Finland
has 8 and the UK only 1. Under ISO14001, Finland is ahead with 178 certifi-
cations, followed by Denmark (142), Japan (133) and Spain (123); the UK has
92 and China only 4, although Hong Kong has 49.

These conflicting attitudes towards compliance and disclosure may be com-
pared to the situation in Hong Kong, where the public sector drives the quality
and extensive quantity of environmental disclosure. The Hong Kong Envi-
ronmental Protection Department has extensive powers to require the provi-
sion of environmental reports by each of the region’s government depart-
ments, from whose example it is hoped that at least the largest companies in
the private sector will follow suit voluntarily.

4.5 Conclusions

“All’s well that ends well”
(William Shakespeare)

This paper has sought to demonstrate the gap between the academic literature
on environmental and sustainable reporting, on the one hand, and current
achievements by the organisations which might most benefit from these
deliberations. Despite the significant improvements which have been achieved
by the latter since the Brundtland Report was published (WCED 1987), there
is little evidence that the rigour and logic of environmental economics have
been applied extensively to the preparation and publication of these reports.
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Lars Georg Jensen, programme co-ordinator for global policy in the Danish
chapter of the World Wide Fund for Nature, stated that
“...environmental considerations can no longer be something that you
recognise when times are good and profits are high. That is why the
Kyoto Protocol is based on the assumption that wealth and environ-
mental protection are not mutually exclusive — neither for states nor for
companies” (Jensen in Novo Nordisk 2003, 47).

The potential to develop the quality and quantity of environmental reporting
1s undoubtedly present in many countries and jurisdictions of the world. Leg-
islators are taking more and more interest in a perceived need for disclosure of
the impact, which, particularly large, organisations have on society in its
broadest sense. In a world in which fifty-one of the hundred largest econo-
mies in the world are corporations and the top two hundred corporations’ sales
equal one quarter of the world’s total economic activity (Zadek — Merme
2003), it is imperative that a greater degree of accountability be brought to
bear on the situation. Corporate Social Responsibility is once again becoming
a topic of debate. Enlightened management may succeed in developing their
companies to prosper in the future by applying the principles of corporate citi-
zenship, but the disappointing prevalence of the laissez-faire approach may be
found wanting.
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5. ECOLOGICAL MODERNIZATION AND ITS
CONTRADICTIONS: CORPORATE GREENING
IN HUNGARY IN THE 1990s’

Gyorgy Pataki

Abstract

The present paper reports on a research that aims at interpreting processes of
corporate greening after socio-political regime change in Hungary during the
1990s. A typology of conceptualisations of corporate greening is presented
based on a review of the relevant literature. Based upon the analyses of seven
case studies, different themes emerged as having explanatory power. The
domain of social structures is introduced: socio-political regime change and
privatization. Themes of individual and intersubjective level of corporate
greening will be presented: role of leadership and environmental managers.
Three legitimacy discources will be outlined: becoming European’, “modern
equals with environmentally sound’, and ’free market environmentalism’. It is
pointed out that legitimacy discourses are embracing a particular ordering of
social reality: ’ecological modernization’.

5.1 Introduction

Particularly from the 1990s on, management and organization studies have
increasingly turned towards the issues of ecology — i.e. environmental pollu-
tion, clean technology development, eco-product design and development, etc.
— and the possible ways of theoretical conceptualisation. Though it can be
argued that mainstream management and organization research has not been
radically transformed, as some authors would have seen, or called upon, it
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was financed by an OTKA (National Scientific and Research Fund) grant (No. F29121) between 1999
and 2000. The author kindly acknowledges this support. Six colleagues worked with the present
author on this qualitative enquiry. I wish to thank Zsolt Boda, Zso6fia Hajnal, Attila Harkai, Réka
Matolay, Zsuzsa Molnar and Richard Szanté for their excellent contributions. No one but the present
author is responsible for possible deficiencies of the analysis presented in this paper.



102

(Shrivastava 1991; Purser — Park — Montuori 1995), new scientific and more
popular journals were established and exclusively devoted to the subject mat-
ter (such as the Business Strategy and the Environment, Corporate Environ-
mental Strategy, Greener Management International, Journal of Cleaner Pro-
duction, Journal of Industrial Ecology, etc.).

However, one may also judge the emerging literature on organizational
environmental management (or organizational greening) as one still in its ini-
tial phase of disciplinary development, both theoretically as well as methodol-
ogically (Gladwin 1993; Résénen — Merildinen — Lovio 1995; Welford 1998;
Newton 2002).

Moreover, one may also sense that this phase is dominated by managerialist
approaches of the issues involved, though some authors (e. g. Newton — Harte
1997) have already attempted to draw, sometimes quite provocative, conclu-
sions reflecting upon the state-of-the-art in order to push disciplinary
endeavours into methodologically and theoretically more demanding
directions. These calls have been not without success, as the growing body,
and ways, of theorizing organizational greening demonstrates. Some authors
employed institutional theory to explain processes of organizational greening
(see Halme 1996, Hoffman 1999, 2001); while others conceptualized the
problem of greening either through social constructivist lens (Fineman 1996,
1997; Fineman — Clarke 1996; Crane 1997, 2000) or by putting their emphasis
upon power relations and dynamics (Levy — Rothenberg 1999; Orssatto —
Clegg 1999; Orsato — den Hond — Clegg 2002).

The present paper reports on a research effort that aimed at describing,
interpreting and analysing processes of corporate greening after socio-political
regime change in Hungary during the 1990s. Greening is understood here as
any organizational processes, events, and interpretations that have some eco-
logical relevance (including those organizational actions that are intended to
have an ecological impact as well as those that have additional, perhaps unin-
tended, ecological effects). It should also be emphasised that this work is
completely different from those efforts still dominating the extant literature
that attempt to delineate and prescribe the best practices of corporate envi-
ronmental management that one might call the ‘environmental excellence lit-
erature’.

Although the empirical research reported below is mainly focused on Hun-
garian corporations considered to be leaders in environmental management,
there is no intention to produce a managerialist account of corporate greening.
In contrast, following the spirit of critical social research, the intention is more
to understand and reflect upon the possibilities and limits of an instrumental,
or means-ends, rationality, which is manifest in modern management sciences
as well as practice, with regard to ecological problems and imperatives.
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Modern organizations and instrumentally oriented organisational sciences
offer a universal solution for social order (Reed 1996). It is believed that, as
modernity and modern life is overwhelmingly lived by and with large bureau-
cratic organizations, researchers should be very sensitive to the impacts of this
organizing logic (Alvesson — Willmott 1992).

5.2 Critical Reflections on Theories of Organizational Greening

In this section, an attempt is made to briefly summarize different interpreta-
tions of corporate greening prevalent in the relevant literature (that are expli-
cated in details in Pataki 2003). Any theoretical experiment of this type should
confront the problem of somehow limiting its reach in order to make the cho-
sen task manageable, given the huge amount of writings on organizational
greening. The typology of the literature on greening presented below restricts
itself to those theoretical perspectives and models that can be placed within the
discipline of organization studies and that concentrates upon business corpo-
rations (therefore, organizational and corporate greening is used here inter-
changeably). Two previous studies helped to keep the present analysis on
track: Gladwin (1993) presented the classic lines of organizational theorizing
concerning the meaning of corporate greening, and Risdnen Merildinen and
Lovio (1995) provided a first classification of ‘pioneering descriptions of cor-
porate greening’, according to views on the nature of organizational change
assumed. Table 1 presents the typology developed here.

Table 1. A Typology of Literature on Organizational Greening.

Greening as

1. Environmental Strategy 2. Organizational Change 3. Institutional Change
Choice
1.1. excellence literature 2.1.  process approaches: 3.1.social constructionist
2.1.1. change in strategic approaches
management
2.1.2. organizational
learning
1.2. stage and categorical 2.2. content approaches: 3.2.co-evolutionary
models 2.2.1. technological change approaches
2.2.2. cultural change
1.3. market and/or non-market 3.3.political-economic
strategy approaches

Within organization studies on corporate greening, three main interpreta-
tions of greening are differentiated. The first strand of thinking that interprets
corporate greening as choice of the proper strategy has a straightforward func-
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tionalist tenet and, thus, is closely related to the well-known contingency the-
ory of organisations. The interpretation of corporate greening as a choice of
environmental strategy may be further separated into three strands of thinking.
The first one can be termed ‘environmental excellence literature’. Authors
writing in this vein provide a list of tools and methods for implementing ‘envi-
ronmental best practices’ that lead to improving environmental performance
and simultaneously the bottom line (Newman — Breeden 1992; Dechant — Alt-
man 1994; Elkington 1994). Receipts for business success are prescribed in
order to ‘fix’ environmental problems. Corporate greening is thus described
and explained by the excellence perspective as a rational managerial choice
and application of the best environmental management tool-kit, including
technological as well as cultural ‘solutions’.

The second approach analyzes corporate greening as either a categorical
choice of ‘the proper’ environmental strategy or a developmental process
along the stages of environmental strategy improvement (Haas 1996). Cate-
gorical models of corporate environmental strategy (e.g. Steger 1993) separate
a few environmental strategy postures and claim that depending upon the
nature of environmental challenge as well as the economic sector to which the
firm in question belongs, there is always a first-best environmental strategy
choice. Obviously, the role to rationally decide upon the right ‘strategic fit’ is
a job of top managers. In contrast, the stage models of corporate environ-
mental strategy prescribe steps towards improving environmental management
or performance (Roome 1992; Hart 1995). Here a socio-evolutionary necessity
is claimed whereby successful companies, and managers, gradually climb up
an ‘environmental learning curve’ to reach some ideal of a ‘sustainable corpo-
ration’.

The third strand of analysis of corporate environmental strategy interprets
corporate strategy as an integration of market and nonmarket strategies in a
synergistic fashion (Schot 1992; Maxwell et al 1997; Reinhardt 1997). The
rational managerial job here is one of analyzing the core capabilities and the
stakeholder context of the focal organization and aligning greening efforts
with them in a way whereby developing core environmental capabilities and
responding to powerful stakeholder pressures are mutually supportive.

Related to the clear functionalist orientation of organizational greening as
choice of strategy, another major tenet is a ‘rationalistic’ and managerialist
perspective: the general environment of the focal organization is differentiated
only to the extent of identifying different environmental demands and the
focal organisation is represented only by a managerial body making strategic
decisions (that is, rational choice of the proper environmental strategy).

The second main interpretation emphasizes greening as a process of organi-
zational change. Four streams of analysis may be separated here, according to
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whether they emphasize either the process (‘how?”) or the content (‘what?’) of
change. Within the ‘process perspective’ on organizational change, one group
of authors concentrates on the process of strategic management — how to
incorporate environmental considerations into the process of strategic man-
agement? ’Environmentally adjusted’ strategic management models comple-
ment the conventional strategic management feedback, or developmental,
model by an environmental capability, as well as stakeholder, analysis or by
greening the Porterian value chain to improve the ’pollution portfolio’ of the
focal organization (Starik et al 1997).

Another group of researchers of the ’process perspective’ relies on the
models of organizational learning and conceptualize greening as processes of
learning. The conceptualization is made in terms directly borrowed from the
most eminent authors of organizational learning, such as single- and double-
loop learning, tacit knowledge, or unlearning (Post — Altman 1994; Banerjee
1998). These studies reach quite bold conclusions, simply positing a dichot-
omy between successful organizations capable of double-loop learning and
unsuccessful ones demonstrating single-loop learning at best. Some authors
within this frame of reference are rather look for the ’drivers’ of environ-
mental learning, such as regulation, market, values, etc. (see Vickers — Cor-
dey-Hayes 1999).

The other two interpretations of greening as organizational change focus on
the content of change (that is, ‘what is changing?’) in corporate greening. One
approach interprets greening as technological change; the other describes, or
prescribes, it as culture change. The main feature of these kinds of environ-
mental technology studies (e.g. Shrivastava 1995) is that they are silent with
regard to the possible mechanisms of technology change — therefore, they fall
short of true dynamism. These studies seem to think in terms of an autono-
mous logic of technology development that inevitably leads towards better, in
this case more environmentally sound, technological solutions. In fact, they
promote a "technology fix’ approach towards issues of ecology.

A number of authors obviously call for culture change, i.e. more envi-
ronmentally responsible actors as well as organizations, while discussing orga-
nizational greening (e.g. Stead — Stead 1994). They seem to think of organiza-
tional culture that something that can be ’managed’ and the most successful
ways of managing can be uncovered or understood, then followed. Here, one
finds models that are dynamic to the extent that clarify steps or stages of man-
aging for green organizational cultures (Halme 1997). However, most of these
studies operate with a unitary concept of culture and, consequently, promote a
“culture fix” approach to solving the problem of ecology (Dodge 1997, Jones —
Welford 1997).
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Organizational change perspectives at best introduce dynamic aspects of
greening, though they restrict them to internal organizational processes with-
out including interactions with factors and processes of the general environ-
ment of the focal organisation in the analysis. The organizational theoretic
paradigm followed by these studies is mainly of a functionalist and manageri-
alist nature, though some studies follow a behavioural model of organizations.

The third major interpretation of corporate greening is labelled here as
institutional, although this time, this term is applied to a grouping of theoreti-
cal perspectives that are usually considered divergent. However, here they are
grouped together, since they radically depart from the other two major inter-
pretations due to the non-functionalist and non-managerialist stance of their
analyses. In more positive terms, all three perspectives included here — termed
social constructionist, co-evolutionary and political-economic, respectively —
share a fundamentally critical epistemology and a focus upon institutionalized
practices and, in particular, power relations. Consequently, they integrate into
the analysis of organizational greening the dynamic and constitutive interac-
tions and processes of the focal organizations vis-a-vis the general environ-
ment.

Social constructivist studies on organizational greening (especially Fineman
1996, 1997, Crane 1997) reveal the ‘moral disengagement mechanisms’ (Ban-
dura 1991) institutionalized in the language of business by which managers
frequently disengage themselves of the ethical dimensions of their organiza-
tional actions. According to Fineman (1996) analysis of the ‘emotional sub-
texts’ of organizational greening, the green commitment enacted by managers
even in the ’greenest’ companies is a result of ’corporate cultural engineering’
rather than ’a substantive sense of care or concern for others’. Beyond the nar-
ratives and rhetoric provided by organizational culture, managers approached
environmental issues first by ’re-framing and de-emotionalising’, as well as
’amoralizing’, them, eventually translating them into ’safe business language’
(inventing terms for example like ’total quality environmental management’).
Relatedly, in a series of studies Crane (1995, 1997, 2000) reveals the micro-
political processes and the relatedly ’enacted amoralizing dynamics’ of corpo-

rate greening. He concludes that

““as powerful [organizational] groups begin to subjectively characterize
greening in a certain (largely amoral) way ..., this particular interpreta-
tion tends to become institutionalized over time as objective truth ...
Hence, the possibility for moral autonomy and reflection in the greening
process becomes suffocated by the instinctive adherence to routinely
declared and re-iterated corporate values as presented in formal com-
pany communications and literature.”” (Crane 2000, 689)

In contrast to organizational greening as technology change, studies termed

here as a co-evolutionary perspective conceptualize technology as an institu-
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tion, providing agents with technical, human, social, as well as political
resources (Green — Miles 1996). Technology co-evolves with the economic,
social and political context — thus, constitutes a ’technological regime’ (Kemp
et al 1998). A technological regime is inherently political in nature since each
innovation takes place in a ’social niche’ not only in a purely technological
one; a social network emerges around a certain technological alternative (Ver-
heul — Vergragt 1995). This formation of a constituency behind a technology
can, paradoxically, lead to serious constraints to, as well as opportunities for,
the development and diffusion of more sustainable technologies. As the con-
cept of technological regimes points out, the cognitive structure of a ’techno-
logical paradigm’ is embedded in broader technical systems, in established
production practices and routines, supplier-user relationships, consumption
patterns, and institutional arrangements infused with values. Therefore, it is
necessary to add a macro-structural (or institutional) dimension to these cog-
nitive structures operating at the individual, organizational, as well as sectoral,
levels. There is a process of institutionalization, from cognition to taken-for-
granted ’templates of organizing’ (Greenwood — Hinings 1996), to which it is
typical that in the
“...processes of technological innovation ... decisions about start, direc-
tion, branching and termination were taken in groups or networks that
shared a certain common problem definition. These networks and these
common problem definitions define each other. ...networks develop over
time, responding to certain requirements relating to phases in the inno-
vative processes. Networks grow, become more complex and eventually

become latent structures that support an existing technology.” (Vergragt
—van Noort 1996, 172)

The third research stream in organizational greening as institutional change
i1s termed here as a political-economic perspective. Studies grouped here
together share a common unifying theme, namely, their continuing reflection
upon relations of power at the macro-structural level. They highlight the
inherently political nature, or power dimensions, of corporate strategy making,
as they radicalize the concept of integrated strategy, developed by Baron
(1995), by emphasizing the interaction of corporate political and product
strategies. This implies that corporate environmental strategies focus not only
upon protecting specific products or markets but a wider social-technological
regime — a regime that provides particular systematic advantages to the
‘proper’ corporate strategies. In this sense, every environmental strategy,
indeed every corporate strategy, is political in nature. Studies also concentrate
upon the ’discursive structure of meaning and symbolism’ attached to organi-
zational greening by analyzing the power struggles among ’discursive coali-
tions’ (Levy — Rothenberg 1999). Moreover, this research stream calls into
question the operation of the ’science-industrial complex’, as well as govern-
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ment-industry relations, pointing to the efforts and ways of corporations
attempting to de-politicize organizational greening (Simmons — Wynne 1993).

By labelling the public in general and environmentalists in particular as lay
people who are ignorant of scientific facts and relationships, industry repre-
sentatives employ a discursive strategy that aims to exclude many stakeholders
from dialogues related to environmental policy making. They intend to restrict
the subject matter of environmental policy discourses to ’rigorous’ science and
technical issues related to pollution standards or compliance. These studies, in
another sense, reveal the institutional dimensions of growing public mistrust
towards and loss of legitimacy of the corporate world of business (cf. risk
society and risk culture). Furthermore, it is shown how senior corporate
executives of MNCs use their power globally in defining and shaping the
sustainability agenda according to their hegemonic development paradigm,
that 1s, ’liberal-productivism’ (Mayhew 1997).

From the perspective of social theory, it is clear that only the perspectives
conceptualizing organizational greening as institutional change has much to
say, as they attempt to theorize both micro- and macro-level phenomena, or
the interplay between agency and structure.”> However, in this respect there
are clear differences among the three approaches identified above (under
greening as institutional change). Social constructionist approaches focus upon
the everyday world-making and meaning-making activities of organizational
actors, uncovering intraorganizational micro-political processes related to
‘green talk’ but also revealing enduring (i.e. institutionalized) characteristics
of constructing organizational greening (such as the language of business).
While their epistemological stance can readily accepted, in terms of ontology
the social constructionist perspective seems to operate with a ‘flat ontology’
(Reed 1997) of social reality, by under-theorizing the casual power of endur-
ing elements of social reality, except language.

The co-evolutionary and the political-economic perspectives, on the one
hand, put much emphasis upon the macro-structural elements, as well as
dynamics, of organizational greening. On the other, they seem to inadequately
deal with micro-level processes, not crediting agency and individual encoun-
ters, their due merit in explaining, or theorizing, the opportunities and con-
straints of organizational greening. Their critical epistemological stance is also
coupled with a ‘flat ontology’, collapsing explanations into the macro-struc-
tural level.

Though all the research streams of organizational greening as institutional
change is considered here superior in terms of social theory to those of strat-
egy choice and organizational change, they may be criticized at the ontological

" Traditionally, these approaches have been split into two broad camps: those aiming at
’interpretative analysis’, and those concerned with ’institutional/structural analysis’ (Giddens 1984).
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level of analysis. The present paper accepts a critical realists position to social
theory (Layder 1997; Reed 1997; Tsoukas 1989, 2000) that emphasizes a ’lay-
ered’ or ’stratified’ ontology of social reality, while insisting on the critical
epistemology of social constructionism, as well as the macro-level approaches
which is grouped together with above. Critical realism is against collapsing
social explanations in one level, be it the micro/agency or the macro/structure
level. Social analysis is believed to gain much in terms of explanatory richness
and critical power if it accepts, or follows, an analytical strategy that differen-
tiates between levels or domains of social reality, such as individual psycho-
biography, ’interaction order’, and social structure. Though the different
domains of social life cannot be reduced to each other, they intersect with and
are interdependent upon one another, while social relations and positions,
practices, discourses and power are binding them together (Layder 1997). In
this sense, it seems worthwhile to retain a sort of dualism between different
social domains in organization studies (Reed 1997; Mouzelis 2000), as
opposed to collapse them into a kind of duality (such as e.g. ’structuration the-
ory’ of Giddens 1984 or ’habitus’ of Bourdieu 1977).

5.3 Methodology

The objective of qualitative inquiry reported in this paper was to understand

the meaning of corporate greening in Hungary during the 1990s (after the

socio-political regime change). More precisely, the empirical research aimed
at shedding light on the following broader questions:

1. How are ecological problems and issues interpreted by Hungarian corpo-
rations, their managers and employees? What kinds of discourse or narra-
tives are applied when dealing with ecological issues affecting corpora-
tions?

2. What are the most salient features or elements of the internal (organisa-
tional) as well as the external (institutional) contexts, into which corporate
greening is embedded in Hungary during the 90s, and which feed back
upon the discourses of greening?

In order to grasp the broader, institutional context and its dynamics in more
detail, the case studies themselves were designed to gain ‘outsider’ perspec-
tives, along with the ‘internal’ ones, of the focal organisations under investi-
gation (Eisenhardt 1989; Tsoukas 1989). The research reported here builds
upon three methodological approaches: grounded theory developed originally
by Glaser and Strauss (1967) and developed further by Strauss and Corbin
(1990) and (1994); the case study methodology of Yin (1994); and, the ele-
ments of qualitative data analysis offered by Miles and Huberman (1994).
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Seven large industrial firms, based in Hungary, were chosen as subject
matters of case studies.'* Selection rested on several different theoretical and
pragmatic considerations. By the very first criterion, companies included in
the sample had to be known by their environmental efforts. Thus, all the firms
involved in the sample have been from among companies that were, under
Hungarian circumstances, leaders in greening. This criterion stemmed right
from the research question. The aim was to understand what corporate green-
ing means to companies. This could be answered genuinely only by firms that
had been making efforts in this field for a long time: only they possess detailed
and rich experience.

All the seven companies in the sample are large corporations by annual
sales and, except one of them, by number of employees, too. This has partly
resulted from the intention to find firms for case studies that were already well
known for their environmental efforts. Information about small- and medium-
sized companies is relatively more difficult to access, and even in the interna-
tional arena, there are very few environmental management research efforts
directed to firms of this size. Experience drawn from our quantitative research
experience also backed the sampling of large corporations: several classical
environmental management questions and problems arise and can be exam-
ined with regard to these companies, compared to small- and medium-size
firms.

Another important consideration for sampling was to choose companies that
would be willing to participate relatively easily. This was a precondition for
conducting successful and penetrating case studies. Experience drawn from
previous conferences or seminars by listening to different corporate environ-
mental presentations helped a lot in this process. Thus, personal acquaintance,
relationship and knowledge were important aspects of selection.

Apart from these considerations, the following facets played important roles
in the sampling process. In order to examine the possible impact of sector
membership, companies from different sectors were needed; companies
belonging to sectors usually judged to have high environmental pollution bur-
den (chemical and cement industry) were decidedly looked for; and to have
the opportunity for comparison, firms from sectors of low environmental pol-
lution (R&D oriented companies in electronics) were also chosen.

Corporations in serious (past or present) conflicts with local communities or
green organisations because of environmental problems were important to
include, just as firms that have no adversarial public relations. The sample
involved companies set up by green-field investments and also firms priva-
tised through the stock exchange or by professional investors (acquisitions

4 Out of the seven, there are two chemical, two electronic and two food companies and one firm that
belongs to the non-ferrous mineral products industry.



111

through privatisation); there are companies in the sample with rather frag-
mented ownership structure and also subsidiaries of multinationals. Table 2
summarizes the ground for sampling in the present research, compared to the
theoretically possible reasons summarized by Miles and Huberman (1994):

Table 2. Sampling strategies applied (Based on Miles — Huberman 1994: 28).

Type of sampling

Purpose

Present research

Maximum variation

Homogeneous

Critical case

Confirming and disconfirming cases

Intensity

Politically important cases
Stratified purposeful

Criterion

Combination or mixed

Convenience

Documents diverse variations and
identifies important common pat-
terns

Focuses, reduces, simplifies, facili-
tates group interviewing

Permits logical generalization and
maximum application of information
to other cases

Elaborating initial analysis, seeking
exceptions, looking for variation
Information-rich cases that manifest
the phenomenon intensely, but not
extremely

Attracts desired attention or avoids
attracting undesired attention
Illustrates subgroups; facilitates
comparisons

All cases that meet some criterion;
useful for quality assurance

Triangulation, flexibility, meets
multiple interests and needs

Save time, money, and effort, but at
the expense of information and
credibility

Diversity in industrial sector, owner-
ship structure, organisational history,
environmental burden, environ-
mental risks

Large companies well-known of
their environmental management
efforts

One of the firms is a frequent target
of a green NGO; while two other
have successfully managed conflicts
with green NGOs

Looking for variations of corporate
greening in Hungary

By doing archival research in news-
paper databases first, well-publicised
cases of corporate environmental
management were looked for

A desire to present relatively posi-
tive examples of corporate greening
Two chemical and two electronic
firms were selected

A main precondition was to have a
longer history of corporate environ-
mental management

Firms sampled in previous environ-
mental management survey research
Relatively easy access through prior
personal contacts

Altogether 56 interviews were conducted between February and December

2000. All the interviews were taped and then transcribed word by word. The
next step was coding the texts."” First the most detailed and demanding coding
method was used. Progressing row by row in the text, we put the most impor-
tant words and expressions (either verbs, nouns, or adjectives) used by the
interviewees at the end of each row as codes. Then, another coding method

!> Each corporate case was examined profoundly by two researchers. One of them was, of course, the
researcher who made the interviews, and the other was always the present author. Coding was always
done by the present author, and then — in most of the cases — ’real life’ field experience of the
researcher was discussed and recorded. During these conversations, each researcher spoke of his/her
impressions, observations about the interviewee, the place and the process of the interview itself. We
also shared our views about and discussed what the interview ’seemed to be about’, what we learned
about the story of greening in question, and where ‘dark spots’, deficits, and uncertainties are with
regard to its details. This way, a shared picture was formulated about each case study. Whenever four-
five interviews at a company was made, a group meeting was arranged, where researchers presented
their findings, initial analyses, and further research needs. Group meetings were arranged in a semi-
structured way, participating researchers had to follow some instructions regarding how to present
their own cases.
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was applied. The main content of the rows or interview sections were marked
in the text, and concepts covering their subject matters were put down on
paper next to the given part. This was also made by a relatively ’thick’ coding:
several codes might designate each section, since more than one significant
environmental issue or subject matter could have emerged.

The analysis went on as follows. The first interview was regularly made
with the environmental manager of the company. One of the important tasks
of the first interview(s) was to map the organisational field: persons and
organisations inside and outside the company that had played some role in the
history of corporate greening under investigation. That is, efforts were made to
select the most important agents of corporate greening in each case. Moreover,
during the first interviews (usually the first 3—4 interviews) we insisted on
applying the recommendation of grounded theory to influence the interview-
ees with questions the least. First, general and open questions were posed in
order to be able to understand gradually how they perceived the history of
corporate greening, what sort of words, expressions, images they used and
formulated. In the meantime, more and more questions were generated as a
result of coding and analysing the interviews done already. Gradually, topics
or themes of greening — mentioned by all (or most of) the interviewees or by
only one of them but with a great emphasis put on it — emerged, and demanded
further *questioning’ during interviews with other persons.

Certainly, the other main part of our coding (analysing) procedure was the
’combination’ of the two coding methods. Furthermore, combination meant
the assignation of most frequent words and expressions shown up in the sec-
tions marked by the “themes” to the “themes” themselves. Consequently, the
number of themes could be decreased, and connections among them (irreduci-
ble to each other) were explored according to words, expressions used by dif-
ferent interviewees when speaking about different themes during the inter-
views. We attempted to create categories, to explore the relationship among
the categories and to segregate the most important categories emerging from
within the interview texts.

The next stage of interviews was conducted in a more structured way. It
was designed to test initial hypotheses, explore the blank points or details of a
given story of greening. Significant efforts were made to involve agents out-
side the focal organisation in order to reduce the possibility of uncritically
accepting biased perspectives of organisational stakeholders. (Obviously, the
cross checking of data gained from the interviews with company and company
or other documents/websites, such as news and articles in the popular press
and scientific papers, was also pursued.)
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5.4 Themes of Corporate Greening

By analyzing the seven cases, different themes emerged that have a common
explanatory power related to corporate greening in Hungary during the 1990s.
Below, it is shown very briefly how themes representing different social
domains of analysis make their contributions to understanding the research
question. First, the domain of social structures and its different impacts upon,
or resources provided for, corporate greening is introduced. Two macro-
structural themes dominate this discussion, namely, those of socio-political
regime change and privatization (in a sense, an economic regime change).
Also, the context of organizational politics is presented here in order to
account for the more extant structural context of corporate greening, on the
one hand, and demonstrate some constraining factors within today’s bureau-
cratic organizations that, in some circumstances, bear heavily upon processes
of greening.

Secondly, themes of the individual and intersubjective level of corporate
greening will be presented in order to shed some light upon the agency and
interaction dynamics of the phenomena under investigation. The role of lead-
ership and environmental managers, as well as their connections, will be
touched upon.

Third, themes representing different but connected legitimacy discourses
will be outlined that are applied as resources in, as well as constitutive of, par-
ticular processes and directions of corporate greening in Hungary during the
1990s. These themes clearly intersects the domains of social structure and the
intersubjective ’interaction order’ since they represent important resources for
both. Three legitimacy discourses will be outlined, the one emphasizing a sort
of (re-)civilizatory process, ’becoming European’, a second one equating the
‘modern’ with environmental soundness, and a third one expressing the force
of the ideology of ’free market environmentalism’. Finally, it will be argued
that these legitimacy discourses are embracing a particular ordering of social
reality that can be termed ’ecological modernization’.

5.4.1 Social Contexts and Resources in Corporate Greening

5.4.1.1 Changes in Macro-Structures

REGIME CHANGE — The socio-political regime change from an authoritarian-
socialist arrangement towards a free market society has its heavy bearing upon
the processes of corporate greening in Hungary during the 1990s. First of all,
it should be emphasized that environmental issues were in the forefront in
these years. While during the previous regime issues of ecology were politi-
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cally suppressed or mainly relegated to the table of different experts (particu-
larly medical professionals), the melting of the dominating authoritarian
political structures had provided space for expressing the voice of ecology,
while, at the same time, this expression in its primarily political manifestation
contributed to the socio-political change. The symbolic representation of the
emerging power of ecology was the enormous popular protest against the Bos-
Gabcikovo dam on the Danube River. Ecology were high on the agenda in a
profoundly politicized manner, uniting for a while all dissenting political
voices from liberals through conservatives to social democrats against a not
unusual water engineering endeavour that symbolized at that time the uncon-
strained and irrational power of authoritarianism.

Clearly, the emerging democratic arrangements has extensively, irreversibly
and quite quickly changed the playing field for economic actors, including
large corporations as well. The relation and balance, as well as nature, of
power between the economy and society, between corporations and local
communities have changed. Due to the enacted and enforced negative civil
rights and freedoms, the emerging civil society and its organizations were able
to put pressure on previously overwhelmingly dominating business corpora-
tions to stop externalizing some of the costs of their manifestly dangerous,
environmentally uncaring, activities. The free press were constitutive of this
situation, and reports of environmental evils and misconducts pursued by large
companies were abound. Business corporations, at this time still mainly state-
owned, were immediately find themselves in the pressing circumstances of
widespread public mistrust — in a legitimacy vacuum. (cp Vari — Caddy 1999)

Nevertheless, specific cases of corporate greening were different according
to the extant social/local setting — the past once again made its impact. During
the previous regime local politics and corporate management were intermin-
gled, many corporate cadres residing in political positions in local govern-
ments. Moreover, economically many settlements were exclusively attached
to, and consequently dependent upon, one or a few large companies due to the
form and logic of planned industrialization in countrywide. The most extreme
situation was that of the so-called socialist towns, built up from small villages
through extensive industrialization (cp Szirmai 1999). These cases are similar
to ’company towns’ where the town and the factory have started to being built
at the same time, producing also tight-coupling in technical-infrastructural and
social-political terms as well. The latter is not only exemplified by the com-
pany cadres occupying local political positions but the local population being
overwhelmingly the employee of the factory in question.

“The town was started to be built at the same time as [name of com-
pany]. There were times when [name of company] itself served as a pub-

lic utility, too. When the plant was being located here in the beginning of
the 60s, the construction of public utility services was started, at the very
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beginning with a wastewater utility. The firm has treated waste water
from the very beginning of its operations; first, municipal waste water
streams were treated, then industrial waste water, t00.”” (Environmental
manager, petrochemical company)

These sometimes ‘symbiotic’ connections had their differing mark on proc-
esses of greening. Typically, corporations located in the edges of previous
socialist company towns was not confronting with radically growing environ-
mental pressure by local population and civil organizations, as opposed to
large polluting business firms which were located in settlements that had a
previous (before World War II) civil history. The past history of a civic culture
seemed to make a significant difference with regard to processes of corporate
greening through the emergent and powerful civil actions and subsequently
organizations as one of our case companies demonstrates (see also Szirmai
1999). Despite its continuing economic and consequent political strength, the
managers of the cement factory were confronted with a “spontaneously grow-
ing environmental discontent and movement in town’”. Obviously, the situa-
tion was influenced by the nature of environmental pollution as well:

*“... the entire townscape looked like an industrial plant ... the cement
plant ejected dust all over the town ... cement dust deposited on parking

automobiles ... and it could only be removed by chemicals.” (Environ-
mental officer at local government)

Nevertheless, especially during the early years of regime change politics
were again in the forefront but in a different constellation. Local communities
and organizations were empowered, as compared to corporations, even to the

extent that radical, grassroots environmental was supported by local politics:

“We had civil actions such as the washing of cement trucks ... We
blocked the gates of the cement factory and let only those loaded trucks
out which were washed inside ... police were on our side during these
actions, and a policeman was always standing there with us so as to pre-
vent the truck drivers from chasing us away with a steel wheel-loosener
...~ (President of Committee for Urban Development and Environmental
Protection at local government)

Therefore, corporate greening was overwhelmingly understood as an inevi-
table strategic step or process in order to regain or rebuild credibility and trust
on the part of local communities and society at large. In this sense, technologi-
cal-operational as well as managerial steps were given immediate political
meaning as one of the executive managers explains carefully:

“These are indeed not unnecessary investments [technological recon-
struction], and these should be implemented with the greatest commit-
ment and effectiveness, so as our activities to be accepted by our envi-
ronment; and to be increasingly felt that we really want to change them
[i.e., operations]. It is in our best interest, too ... It works by the princi-
ple of putting together the large and small steps one takes. ... If it is not
put together in such a way it is not credible and, without it, all the other
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economic objectives can hardly be achieved ... We will be more credible
in our environment, we will be more credible in the eyes of our partners
and this will suggest to our customers that the products we offer can
safely be used ...”” (CEO, cement factory)

Furthermore, distrust and lack of credibility were not only prevalent in the
’outside’ social setting but within corporate hierarchies as well. Typically,
large state-owned companies were not only balancing at the edge of bank-
ruptcy in standard financial terms but were characterized by internal mistrust
and dishonesty, particularly with regard to environmental performance.

“... it was a heavily indebted company at that time, facing a harsh finan-
cial situation. ... The firm was demoralized throughout. During the last
years of socialism, the changes could be sensed and a number of manag-
ers were not taking care of their duties anymore.” (CEQ, chemical firm)

PRIVATIZATION — Privatization, through different phases and different
methods and many times publicly heavily contested, has resulted in the acqui-
sition of large Hungarian companies by foreign owners.'® The new owner has
brought additional resources and/or new management attitude and practice,
and ultimately survival for many large industrial firms. Providing financial
resources for corporate greening (e. g. technological restructuring) constituted
a contribution by foreign owners at least to the extent that enabled the cleaning
up of past environmental burdens. This was clearly motivated by shorter term
financial interests of the new owners in the sense of reducing financial risks
emerging from bad environmental performance and reputation. In other
instances, in order to be able to be privatized through the stock market, huge
environmental investments and establishment of environmental management
systems were straightforwardly needed (financed by central government funds
as a re-organisation before privatization)."”

“If we did not take due care of our environmental issues, it would have
been much more difficult to go to stock market. It was a must to make the

environmental state-of-affairs at the chemical company transparent ...”
(SBU director, chemical firm)

As opposed to financial investors, privatization in the form of acquisition
by a foreign firm with similar business profile in a sense has resulted in more
active environmental involvement. In these cases, owners typically force an
institutionalization of some form and extent of stakeholder dialogue and
involvement. They are primarily motivated by gaining a good corporate citi-

'® Hungary, as opposed to most of the former socialist contries, has chosen the path of so-called
’spontaneous privatization’ which were, despite any claims for efficiency and effectiveness, obviously
dominated by managers, previous political cadres and some of the government officials who held
information monopoly over relevant issues and opportunities.

'” Note, however, that improvements in corporate environmental performance due to privatisation are
by no means an intended result of well-designed processes and methods of privatisation in Hungary.
In fact, as Csanddi and Paczi (1998) and Csanadi (n. d.) point out, environmental concerns were
deliberately supressed by Hungarian state privatization agencies in favour of gaining more financial
revenues in the short run, partly to finance the country’s huge foreign debt payments.
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zen position within the local community and society at large. In order to
achieve it, they employed subtle political tactics as well, such as financing
professional visits of groups of local politicians as well as representatives of
civil organizations to be able to declare and build constituency around their
good environmental behaviour in the new social context.

5.4.1.2 Struggle for Control: Organizational Politics of Greening

While the discussion relating to the social setting of corporate greening in
Hungary during the 1990s was intended to point out the ’enabling dynamics’
of and the resulting social resources provided by the ensuing macro-structural
change, in the present section some constraint to greening will be introduced.
The constraints presented here are to do with the internal social setting of cor-
porations, namely, the hierarchical nature of corporate bureaucracies and the
constant struggle for internal control/resources among different functional
areas, as well as their representatives, of standard business operations.

Not one of the case companies has elevated the representative of the envi-
ronmental management function to the level of top management. In some of
the cases that can be due to the fact that one of the executives her/himself fill
the environmental function at the top, both as a leader and a manager. How-
ever, most of the cases demonstrated a subtle though important power struggle
around the hierarchical position of the environmental function. It is of interest
to literally cite the top managers of one case companies in order to grasp the
hidden tensions.

“His environmental manager status and position is ... how can | say ...
[name of company] is not such an hierarchical company. The job of the
environmental manager is very important. ... There is no need for it
[having an environmental director]. The name of the position someone
has doesn’t matter at all, does it?”” (Director of marketing communica-
tion, petrochemical firm)

“The environmental manager ... you can call him environmental direc-
tor, too, if you like but it would not mean a bigger authority and prestige
for him.”” (Director of strategy, petrochemical firm)

Contrast it with the words of the environmental manager:

“We have not been successful in struggling for it. The reason could be
that anyway things are going fine at [name of company].” (Environ-
mental manager, petrochemical firm)

Lost power struggles may result even after institutionalizing the environ-
mental function in a more integrated fashion as well, as the case of the petro-
chemical firms clearly underscores. This company, during the second half of
the 90s, gradually developed a new business unit and a separate environmental
R+D unit around a patented invention of treating mixed plastic wastes. After a
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hostile acquisition of another chemical firm, the new board of directors radi-
cally changed strategic directions divesting the environmental technology
business unit as well as laying off its newly elected director altogether with the
environmental R+D unit. The business rationale of these decisions were liter-
ally phrased that ’an elephant does not go dancing with a plea’ (that is, the
country’s largest petrochemical unit does not fit with an emerging and uncer-
tain environmental business).

Environmental management standards (such as ISO 14001 or EMAS) are
enthusiastically promoted by the corporate management literature. Much less
discussion, however, surrounds their potential as ’communicative actions’, or
their fashionableness resulting from imitative behaviour institutionalizing
these standards within organizational fields. Our case studies revealed envi-
ronmental management systems (EMS) as power resources for organizational
stakeholders. The administrative logic of an EMS once institutionalized
enhances the bureaucratic control of the business function, and its representa-
tives, charged with its day-to-day operation throughout the organization.

Since environmental managers reside typically in less influential organiza-
tional positions (e.g. in staff position or in middle-management), organiza-
tional power relations may pose critical problems to them. Many environ-
mental managers argued that the introduction of an EMS has increased or
broadened their range of influence. Institutionalizing an EMS within the orga-
nization makes environmental tasks systematic and routine-like, forces all
employees to take environmental concerns into account to some extent. The
principle of continuous improvement included in an EMS provides a rationale
for arguing for more environmental efforts implemented over time. However,
the actual process of implementing an EMS creates specific organisational
conflicts or tensions between representatives of quality management and those
of environmental management. Since quality assurance standards were typi-
cally institutionalised before EMS, quality departments have usually more
organisational power and influence than their environmental counterparts. By
implication, when debates arise whether to implement either an integrated
quality and environmental management system (Q/EMS) or separate systems,
representatives of environmental interests find themselves in a weaker position
compared to those of quality issues. It is not at all unusual that the quality
assurance department directs the process of implementation of an EMS, as
well as the day-to-day management of the integrated system. All these proc-
esses are full of possible and actual conflicts, resulting at worst in the total
subversion of environmental concerns and resources to quality assurance
interests.'®

'8 As it has happened with one of our case companies, the food products firm, where the entire
environmental unit was eliminated and the environmental manager has been put under the direction of
the quality assurance manager.
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Another aspect of the weak power position of the environmental function
within corporations has to do with the main raison d’etre of business, that is,
profit. The ideas of consumer satisfaction, market survival and profit expecta-
tions all strengthen the position of quality function vis-a-vis the environmental

one:

“There is obviously a reason, namely the consideration of profits, which
is a main aim of a company like this. It is easier to be devoted to quality
of production, as there is a direct link there between quality and profits.
In the eyes of senior managers environmental issues and considerations
mean costs, not profits ... they are not viewed as profitable ... senior
management thinks rationally [in the sense of profit making], hence it is
difficult for them to be dedicated to environmental issues, much more so
than to quality assurance issues.” (Quality Manager, food corp.)

5.4.2 Individuals and Their Interactions in Corporate Greening

LEADERSHIP — The role of a leader, who resides in the upper echelons, seems
to be of primary significance in processes of corporate greening, particularly
when greening is enacted at a time of discontinuous organizational change. As
it was previously referred to, political regime change, along with the ongoing
socio-economic changes, in Hungary put many firms in a crisis situation:
declining market shares resulting from outdated technologies and product lines
and import competition; collapsing Eastern (COMECON) markets; lack of
financial resources following a sharp decline in state financing or subsidies;
legitimacy deficits in local communities. Therefore, greening was typically
emerged as part of a broader organizational crisis. To find a way out for for-
merly state-owned, large corporations in an emerging market economy, trans-
formative leadership seemed to be essential at top management level. In most
of our case companies an executive or more were perceived to act as a leader
with regard to environmental issues as well. In order to overcome the organi-
zational crisis, leaders typically face the complex task to regain public trust
and, at the same time, reduce uncertainty and conflicts within the organization
in question and, eventually, establish a more co-operative organizational cli-

mate:

“I met all the engineers ... but the first half a year at the company was
devoted to [assure them] that they can be honest, there will be no harm
to anyone. | explained that the whole thing is happening so as to improve
on all things. It took about a year to make the engineers of business units
be open and write down what they see to be wrong and how they see it is
possible to change it.”” (CEO, chemical firm)

“We met the experts, technicians, plant engineers, and managers of
business units and ... in fact we had to establish a common language ...
A process started at the company that we called truth-telling. Reality
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should have been uncovered honestly because we had to solve the prob-
lems ...”” (SBU Director, chemical firm)

Thus, a leader’s role is someone’s who is able to build up from the
scratches not only a well-functioning organization in operational terms but in
social-interactional terms. S/he might almost be considered as a ’trouble-
maker’ but s/he is clearly characterized by specific personal features:

“... And a gentleman arrived here who is a ’green man’ ... who immedi-
ately wanted to realize a number of things here that he had previously
seen all around the world. ... [He was] a man who took enormous steps
in demolishing polluted buildings and gave week long or ten days long
deadlines for handling toxic wastes ... He was a man of credibility. Of
course, it couldn’t happen differently anyway since no one follows an
unreliable person ...”” (Engineering Director, electric equipment manu-
facturing firm)

From the perspective of organizational greening, it is not necessary that the
leader her/himself initiates the processes of greening, though it seems to be
important that s/he develops a general programme for organisational change
and demonstrates a commitment whereby greening efforts from the lower
echelons are supported and encouraged. Our case studies suggest that a leader
can succeed with greening without other ’change agents’ at lower echelons,
but ’green change agents’ typically at middle management levels seems to
easily loose success in their greening efforts unless at least one leader back
her/him up. Some of the cases examined demonstrated that, for example, after
the leader’s leaving the organization greening has been ’frozen’ at the level
reached, and new initiatives of the green champion (even as an environmental
manager) are no longer welcomed or supported. It might be said, as the case
study of the food product company has profoundly demonstrated, if managers
replace leaders, the ’interactional order’ will also change. Managers are more
concerned with the already established market positions and the ensuing fierce
struggle for market share; therefore they tend to concentrate upon the cost
structure and short-term profit gain. Short-term market goals might easily sub-
vert longer-term nonmarket ones; environmental initiatives should compete
with other projects on a very narrow cost-benefit calculus — they are predes-
tined to loose. Environmental initiatives ahead of market rivals and perceived
immediate stakeholder pressure are not supported; the environmental function
is consequently arranged, bureaucratized, routinized and reduced to a cost-
effective rationality.

ENVIRONMENTAL MANAGER AS AGITATOR AND MEDIATOR — No corpora-
tion among the case companies provides a senior position in top management
for environmental affairs. Corporate environmental officers tend to be either in
staff position directly reporting to one of the directors (or executives) or in a
middle management rank. Thus, they characteristically function in a ’buffer
zone’ from where they struggle for transferring environmental ideas, or
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awareness, to the top, as well as to the lower levels of organisational echelons.
They are, at the same time, facilitators, agitators, and influencers who have to
develop excellent communication skills to succeed in their day-to-day jobs and
overcome organizational resistance arising typically from short-run cost
minimization and profit maximization concerns. Corporate environmental
officers struggle to construct a legitimate discourse about environmental issues
that are essentially public affairs, within a private institution — a task unavoid-
ably full of contradictions.
“The environmental protection [unit] is a mediator — it mediates those
tasks that business units should dealt with technically or otherwise. ... To
accomplish it, very good human skills, persuasiveness and an ability to
communicate are needed. Top management should be persuaded about
the importance [of environmental issues] because it requires a lot of
money. Then, one should also persuade those who will eventually carry
out the tasks. To assign tasks for others is not happily accepted in any
community, is it? There should be an intention to do it but they should be
persuaded about the necessity of those [environmental] steps.”” (Envi-
ronmental Manager, chemical firm)
“... I have to develop very sophisticated small strategies ... when, what,
how, whom, and why | tell something ... Sometimes | make mistakes.”
(Environmental and Quality Manager, electronics firm)

Personal political skills seemed to be needed not only for internal power
games but to effectively accomplish assigned ’boundary spanning’ activities.
Environmental managers are at the border of their own organizations, thereby
typically acting in a dynamic stakeholder context: keeping in touch with
street-level environmental regulators, green NGOs, and local people; exposed
to the possible tensions between those different but legitimate stakeholder
interests. Corporate environmental officers thus experience their professional
life as a constant struggle.

How personal characteristics or life histories come into the picture of orga-
nizational greening might be exemplified by short stories of two
environmental managers. One of them is employed by a multinational food
corporation that invested in Hungary in a green-field site at the dawn of the
regime change. Yet, the first official ceremony of this green-field investment
was burdened by a loud protest by so-called *green radicals’ who opposed the
ideology of a ’throwaway-society’ they claim are embodied in the very
product of the corporation. Therefore, from the very beginning the role of the
environmental manager is one of buffering and protecting the company’s core
from environmental charges. It is by no accident that she is at the same time
the PR manager for the firm. This story of greening is paradox in every detail,
notwithstanding the person who occupies the environmental manager position.
She is perceived to deliberately act in an environmentally conscious way in
her private life; had and still has a mission to work for a public cause,
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respected even by ’radical green opponents’ of the company; though she

believes the potentially positive power of business to implement a sustainable

society.
*“... from within [the company] it is possible to do more for the environ-
ment than working for the environmental movement... there is money
here for it. If the money will be spent carefully and thoughtfully here,
then it is possible to take preventative actions, not only end-of-pipe
ones... It is possible to do this job very correctly and well, in a way
which also corresponds to the economic policy of the firm.” (Environ-
mental Manager, food corp.)

Clearly, the company top management seems to acquire together with her
as an employee all the external respect of a ’green image’ and expertise she
has accumulated, meanwhile carefully separating her in the organizational
hierarchy by assigning all internal environmental efforts to other functions and
persons, basically closing the possibility for her ideas and skills penetrating
the corporation.

The other personal life history relevant to organizational greening related to
the other food products company. Due to the relatively enduring crisis situa-
tion, even well after the regime change, at the food products company, and
after a finally successful, but compared to domestic competitors a relatively
late, privatization, the basic operations and management have been renewed.
Emerging from this ’reconstruction’ were an environmental manager position
and an environmental department (with extended laboratory facilities and
expertise). The position was built up and subsequently occupied by a woman
coming from one of the lowest positions of the former corporate hierarchy.
Her enthusiasm for the green cause and her ability and drive for gaining new
knowledge and expertise were all widely appreciated by the leaders of the
company during the reconstruction, as well as by the outside environmental
expert community. According to her, the enthusiasm and drive for learning
and dwelling into environmental sciences has a lot to do with her restricted
opportunities for studying in the previous authoritarian regime due to her par-
ents’ social background. Her efforts supported by the ’change executives’ of
the company and her ability to convert others to the green cause resulted in the
company’s being the first in building up an EMS among all the subsidiaries of
the multinational mother firm, as well as among all Hungarian food compa-
nies.

Clearly, personal life histories enter the scene of organizational greening,
intersecting with the ’interaction order’ and being interdependent by the social
setting (macro-structure) and the different resources provided. In the next sec-
tion, we turn to the legitimizing discourses emerged as dominating the stories
of corporate greening in Hungary during the 1990s.
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5.4.3 Catching Up Ecological Modernization: Legitimizing Discourses
in Corporate Greening

BECOMING EUROPEAN — The EU-focus in political discourses in Hungary has
its impact upon the interpretations of corporate greening, as it is reflected by
the texts of interviews conducted. References to the regulations, norms, prac-
tice, and awareness in the EU serve a point of comparison, as well as a source
of legitimacy.
“These are all ... technologies that have stood the test of time and come
from West European, developed countries ...”” (Director of Strategy, pet-
rochemical firm)
“The technologies operated here are above all designed to be environ-
mentally sound. ... We operate western European, American and Japa-
nese technologies.” (Director of Marketing Communication, petro-
chemical firm)

A number of interviewees spoke of greening as a process of becoming more
“civilized’, or of accessing ’the developed and modern West’. The EU and
other developed countries are considered to be the ideals, both technologically
and culturally. In this sense, processes of greening amount to the import and
application of environmentally sound technologies, as well as a cultural trans-
fer from the West. Hungary eventually seemed to be joining Europe, the civi-
lized and developed world again, an appealing rationale for corporate green-
ing:

“I think the pace of development has passed all around. As the quality of
our life has changed in many respects ... the factory itself and its envi-
ronment have changed in this [i.e., environmental] field to the same ex-
tent ... this is [a process of] becoming European. We try to set those
standards to us and to our environment in every area of life that is nec-
essary and important for a more civilised way of life.”” (PR Manager,
cement factory)

Some even claimed that, while Hungary is only preparing for joining the

EU, his company has, in fact, complies with the relevant EU requirements:
"We are now in compliance with current legislation in the European
Union. ... just like we are part of the European Union. ... The [name of
company] could indeed join the EU tomorrow.” (environmental man-
ager, petrochemical firm)

BEING MODERN — Another widely applied discursive pattern emerged from
the interviews was the identification of ‘modern’ with environmentally sound
in terms of both technology and culture (awareness). An up-to-date technical
solution or technology is argued to be, at the same time, environmentally more
friendly than its previously applied counterparts. Modern technology is argued
to be necessarily producing better environmental performance. By implication,
technological modernisation does typically provide the much loved win—win’
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outcomes: improving competitiveness and environmental quality at the same
time.

Similarly, a modern organisational, hence corporate, culture cannot almost
be imagined without environmental awareness. As modern technology is
becoming cleaner than the one previously applied, modern organisational men
are growing an environmental consciousness that was not at all typical in the
past — so the argument goes. Modern organisational men are said to be
aware’, ’disciplined’, and ’taking due care of’ the tidiness of their environ-
ment. Modern technology needs modern men in order to proceed further on
the road of modernisation — this time, though, on the road of ecological mod-
ernization. Ecological modernization seems to be a natural extension of the
developmental thinking of modernity. Further, or more and more moderniza-
tion, with regard to both technology and culture, will, it seems to be suggested,
automatically solve ecological problems.

FREE MARKET ENVIRONMENTALISM — Three major logics of modern social
organization are the market, the bureaucracy, and the community (or civic
logic). The role of them with regard to corporate greening is also evident and
expressed by the interviewees, though the importance attributed to each of
them greatly differs. ’Free market environmentalism’ is chosen here to under-
line the dominance of the logic of the market as an institutional frame to be
applied to making sense of ecological issues. Many discursive patterns
revealed this dominant frame. For example, a well-functioning economy is
advocated as a fundamental condition for providing resources for environ-
mental protection. Environmental management, both at an organisational and
societal level, can only be pursued at or beyond higher levels of economic
development. Relatedly, environmental protection is better to treat the ’laws of
the market’ as given and attempt to capture the dynamics of free markets in
favour of conservation or preservation interests. Free markets might serve the
interests of ecology — as the argument goes — if the rules of the market game
are properly set. This leads to the well-known argument for internalising
externalities, that is, eliminating price distortions due to unaccounted pollution
costs. However, if all costs are reflected in market prices, free markets will
automatically produce an eco-efficient economy that proceeds on a green
growth path.

“... the self-determining laws of the [market] economy will, sooner or

later, eliminate wrong packaging decisions, though there are ... prob-

lems of over-packaging.” (Secretary General, food industry association)
At the post-consumption phase, the crucial issue is accordingly:

*“... how much expenditure is needed for directing materials back to the

circulation of products?”” (Secretary General, food industry association)
The optimal packaging solution will be achieved
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“... [1]f these [environmental expenditures] are internalized in product
prices, then it will in fact automatically go in the direction that price and
cost conditions will determine which [packaging] solution will be
applied.” (Secretary General, Food Industry Association)

The task of integrating environmental considerations into the rules of the
game is obviously assigned to the government sector. Environmental legisla-
tion and regulation is justified to the extent of internalizing pollution related
externalities in ways that do not hurt business competitiveness. The bureau-
cratic logic has, therefore, its special role to play but clearly within the domi-
nant frame set by the free market logic of social order.

The synthesis between profit and environmental protection constitute a
common theme for executives interviewed when speaking about sustainable

development:
“The ideal environmental project, at least in our field of business activ-
ity, | think, besides that it benefits the natural environment, produces
profits, too.” (Director of strategy, petrochemical firm)
“The most important thing is profit. It is even true if I think it does not
hurt environmental features because it is a taken-for-granted thing. ...
You cannot separate the two. Speaking about sustainable development
does not only mean that environmental quality should be sustained but
economic development should be sustained, too.”” (Environmental man-
ager, petrochemical firm)
Sustainable development is understood not as a shift away from the growth
paradigm but a claim for ’green growth’. The productivism and consumerism

of the prevailing social order is, thus, not called into question.

5.5 Closing Reflections

The first substantive part of the paper developed a theoretical typology in or-
der to clarify the assumptions and analytical structures of the different theo-
retical interpretations of greening. The aim was to make the first steps to clar-
ify the underlying social theories of organizational greening. The paper argued
for a critical realist perspective that works with a stratified ontology in order to
preserve the subtle richness and inherent ambiguity in social reality.

Note however that the typology presented above is not complete in every
respect. It may be argued that the organisational crisis management literature
provides a particular understanding of corporate greening that should be dealt
with separately. Moreover, particularly reflecting upon the debates between
so-called anthropocentric versus ecocentric prescriptions of greening, a sepa-
rate and important line of research has emerged which employs a theoretical
perspective informed by and rooted in the rich tradition of feminist social sci-
ences. A feminist perspective has a clear relation to the interpretation of
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organisational greening as a political-economic change since both approach
focus upon power relations and the ’logic of domination’ prevailing in the dis-
courses and practices of organisational greening (see Merildinen 1998). It
might be further argued that a *Third-world’ (or ’indigenous’) perspective on
organisational greening in particular and on sustainable development in gen-
eral has been emerging and informing related discussions by pointing out
some of the ethnocentric tenets of the dominant discourses and practices of
greening (see Banerjee 1999a and 1999b). An important research task for the
future is to integrate these perspectives with the typology presented above, or
re-assess the typology of corporate greening in light of these different lines of
reasoning.

The qualitative research reported above intended to shed some light on the
operating dynamics of corporate greening and the opportunities as well as the
inherent limits, as a consequence of the dynamic interrelatedness or intersec-
tions of different social domains. Moreover, the paradigm of ecological mod-
ernization emerged as the discursive frame of reference legitimizing efforts to
green corporations. Ecological modernization calls for as well as promises a
huge improvement in eco-efficiency of production and business operations, a
development and expansion of future markets for green products and services
for the environmentally conscious and demanding consumers, and a synergy
between the industrial/business culture and ecology.

The driving force of ecological modernization can be the bureaucratic cor-
poration. Corporations are claimed to possess the financial, organizational, and
human resources needed for implementing any change on a relatively larger
scale. Up-to-date technology is operated by a highly skilled and disciplined
workforce. The instrumental rationality embedded in bureaucratic organiza-
tional structures and routines are claimed to be directed toward the objectives
of making ecology economically efficient and competitive.

Clearly, ecological modernization requires the speeding up the co-operation
between the bureaucracy of modern science (scientific institutes) and that of
the economy (corporations), while supported by bureaucratic organizations of
the political arena. The idea of progress, the authority of science and technol-
ogy — essential features of modernity (see Redclift 1993) — are not given up,
indeed they are further reinforced, this time, in the name of ecology. However,
one should be aware of the very dark side of the modern order. As Zygmunt
Bauman forcefully argued in his thorough and provocative analysis of the
Holocaust committed by the Natzis against Jewish population in Europe, the
rational world of modern civilization has made the Holocaust thinkable and,
tragically, realizable (Bauman 1989). The machine of destruction set in motion
by the Natzis was operated and accomplished by the predictably rational rou-
tines of bureaucratic organizations and with industrial efficiency. In other
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words, the instrumental rationality of modern science, technology, and organ-
izing tend to avoid, neglect, or even eliminate discourses about power, the
dangers of dominating knowledge, as well as ethics and emotions. In this
sense, it may risk to contribute to the realization of a ’brave new world’ ruled
by an elite obsessed with the idea of material progress and instrumental ration-
ality.
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6. ORGANIZATIONAL ECO-PSYCHOLOGICAL
DEFENCES

Tarja Ketola

Abstract

Organisational psychological defences protect the self-esteem and moral integ-
rity of the organisational personality even at the expense of sacrificing the
morality of actions. This paper analyses the spectrum of defences used by an
oil refinery and its parent company during an oil spill incident. A hypothetical
model of defences built on Swajkowski’s four responses to accusations of
organisational misconduct — refusals, excuses, justifications and concessions —
is tested through this case.

On the basis of empirical findings it is obvious that defences delay, impede
and interrupt the mitigation and recovery actions of incidents. It is not possible
to break the defence behaviour of individuals because it is a built-in psycho-
logical mechanism in all humans serving a valuable purpose of dosing the pain
of injury. However, it is possible to separate individual and organisational
behaviour so that automatic organisational procedures mitigate, recover and,
ultimately, prevent incidents. The organisational psychological task of crisis
management is to mitigate the organisation’s ego defences, recover from its
emotional turmoil and prevent further traumas by making its ego stronger and
more flexible.

The argument of this paper is that in practice organisational defences act as
bumpers against becoming too conscious of the gap between the corporate
rhetoric and reality, as subconscious breaks against too fast change demands,
and as batteries in their preconscious effort to prepare for the change. Organ-
isational refusals act as bumpers, excuses as breaks and justifications as bat-
teries, while concessions imply that a change towards a more responsible cor-
poration is taking place.

6.1 Introduction

Organisations, like individuals, use psychological defence mechanisms to
protect themselves from anxiety caused by internal and external environmental
pressures (see e.g. Brown 1997; Brown and Starkey 2000; De Board 1978;
Fineman 1996; Hirschhorn and Young 1991; Kets de Vries and Miller 1984;
1991). The self-esteem of organisations is regulated through these ego-de-
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fences (Brown 1997). The defences protect the moral integrity of the organ-
isational personality (Feldman 2003) even at the expense of sacrificing the
morality of actions. It is more important for organisations to feel that they are
moral persons than to face the reality, i.e. the immorality of their actions.

During a crisis, such as an unexpected oil spill, an organisation is pushed to
its limits, and often beyond them. An organisation, like an individual, needs to
dose the pain it experiences, in order to survive from a blow. Psychological
defence mechanisms are essential tools in dosing the pain. For example, denial
gives time to comprehend what has happened, intellectualisation makes the
incident look logical, projection eases the guilty feelings and rationalisation
provides justifications. All these defences soothe the pain until the organisa-
tion is mentally ready to sublimate its wrongdoing through compensation.
Thus organisations use many different kinds of defence mechanisms to escape
responsibility, thrust the incident out of their minds and push off the lurking
anxiety.

The most primitive defences include splitting, projection, projective identi-
fication and denial. Through splitting organisations often internalise good and
externalise evil (Hirschhorn and Young 1991; Morgan 1986). In addition,
organisations may project their own shortcomings and failures on others
(Brown 1997). If organisations cannot accept some of their negative charac-
teristics, they project them on others and then identify with those others —
which is projective identification. One of the most common defences involves
denial of facts of reality (Kets de Vries and Miller 1984): organisations can
deny that there is a problem or believe that it is not serious.

There are several more advanced defences. Organisations can repress
unpleasant events into their unconscious by forgetting, suppressing or distort-
ing information (Brown 1997; Kets de Vries and Miller 1984; Morgan 1986)
so effectively that they do not know that they are doing so. Regression means
childish behaviour, such as endless disputes with environmental groups or the
media. Through idealisation organisations try to forget the evil sides of their
leaders or events (Brown and Starkey 2000; Morgan 1986). In reaction forma-
tion organisations display the opposite emotion or attitude to the one they
actually, but unconsciously, have (Kets de Vries and Miller 1984; Morgan
1986). Hence amiable and co-operative behaviour may conceal latent hostile
and competitive urges.

Organisations justify their behaviour through rationalisation to disguise
underlying motives and intentions (Brown 1997; Miller 1993; Morgan 1986).
Organisations fend off uncomfortable stakeholders by the intellectualisation of
their activities, particularly of their technological, chemical, biological and
financial issues, in order to make them sound too complicated to understand. If
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an organisation is beaten by a competitor or other stakeholder in an issue, it
may want to get compensation for the humiliation through retaliation.

In object displacement organisations shift impulses aroused by one person
or situation to a safer, weaker target (Morgan 1986). Organisations often try to
devalue an event or issue by e.g. publicly underestimating its importance or by
staying away from important meetings. Undoing consists of attempts to cancel
with rituals a regrettable event. During crises people in organisations often
carry on their duties in a ritualistic manner as if nothing had happened. This is
an initial reaction to the shock, and it may cause further damage because the
situation calls for emergency operations. By introjection organisations inter-
nalise positive or negative aspects of their external world in their own psyche
(Morgan 1986). The omnipotent fantasies of organisations include claims to
omniscience, rightness and uniqueness (Brown 1997; Kets de Vries 2001).
When organisations feel threatened, these fantasies defend them against anxi-
ety. Isolation, on the other hand, is an organisation’s way of avoiding a prob-
lem and the accusers by withdrawing into its shell.

The most advanced defence is sublimation in which organisations channel
their frustration and anger into socially acceptable forms (Morgan 1986), such
as compensation for losses or new goals. Companies must sublimate sooner or
later — otherwise they will not survive in their business environment.

6.2 Hypothetical Model of Defences

Swajkowski (1992) has presented, and Bradford and Garrett (1995) have
empirically tested, a matrix of four responses to accusations of organisational
misconduct: refusals, excuses, justifications and concessions. The different
organisational defences can be positioned into this matrix (Ketola 2004) in the
way the following figure 1 shows.

According to this hypothetical model organisational refusals include the
defences of denial, repression, undoing and omnipotent fantasies. The argu-
ment of the model is that with the assistance of these defences organisations
refuse to admit both net harm and responsibility. Similarly, organisational
excuses consist of the defences of splitting, projection, projective identifica-
tion, regression, idealisation and isolation, which help an organisation to avoid
admitting responsibility. Organisational justifications include the defences of
rationalisation, intellectualisation, devaluing, reaction formation, object dis-
placement and compensation. The model maintains that these defences assist
an organisation to avoid admitting net harm. Finally, the defences of introjec-
tion and sublimation belong to organisational concessions, which help an
organisation to admit both net harm and responsibility.
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Admits net harm?

YES NO
Concessions: Justifications:
-introjection -rationalisation
YES -sublimation -intellectualisation
-devaluing

-reaction formation
-object displacement

-compensation

Admits
responsibility? Excuses: Refusals:

-splitting -denial

-projection -repression

NO -projective identification| -undoing

-regression -omnipotent fantasies

-idealisation

-isolation

Figure 1. Hypothetical model of defences: organisational psychological
defences within four responses to accusations of organisational
misconduct (Ketola 2004: 156).

The explanation power of the above hypothetical model will be tested in
this paper. I have added the different defences to the matrix in order to analyse
the behaviour of an oil company in crisis.

There was an accidental oil spill at a refinery of a European oil company in
December 2001. It started on a Sunday morning at 2.30 am when a night-shift
operator thoughtlessly opened a valve he should not have opened. When he
realised what he had done, he closed the valve in a state of shock, continued
his duties as if nothing had happened and left his shift at 7 am without
informing anyone of the incident. The morning shift sensed that something
was wrong but would not believe it could have been anything serious. Never-
theless they informed the shift supervisor and started to investigate the matter.
Several hours later some leaked oil was discovered within the refinery area.
This was dutifully reported to the clean-up team, Operations Manager, Pro-
duction Manager and General Manager. This minor spill was recovered with
ease. No one believed that the spill was of any significance and everyone car-
ried on with their ordinary duties.

Twenty-four hours later, when reports came from external sources that large
oil slicks were spotted by the coast of a nearby city and its nature reserve, the
truth should have dawned on them — but it did not. The refinery management
and workers did not believe it had anything to do with them. They all followed
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the operator’s initial behaviour pattern, and the situation was allowed to
develop into a crisis.

The incident turned out to be very traumatic, particularly for the refinery
management and personnel, but also for those at the parent company. They all
wanted to talk about it when I went to do 10-year follow-up study interviews
of the environmental management development of this oil company in the
spring and summer of 2002. In this way the opportunity presented itself for me
to conduct a case study on the psychological effects of the oil spill. The
empirical information in this paper is based on 14 interviews done at different
hierarchical levels of the case oil company (see interview list at the end of the
paper) and the newspaper articles written about the incident.

6.3 Starting Point — Splitting

Companies have a twofold task in regard to the environmental shocks and
stresses caused by their operations: they must deal with the problem in co-
operation with some interest groups and keep all other interested parties
informed. They often find the media the most difficult interest group to han-
dle. Companies would like to be in the spotlight when they are improving their
environmental behaviour so that they could boost their corporate image
through environmental successes. While the media dutifully publish such envi-
ronmentally benign achievements of companies, they are only too eager to
catch the companies in environmentally malignant activities in order to make
dramatic news of them. The companies find it unfair that their environmental
record is on a regular basis tarnished in public by a single unfortunate incident,
either an accident (environmental shock) or an unecological practice (envi-
ronmental stress).

The case oil company is typical in this respect. On the one hand it is well
known of its environmental responsibility, continuous environmental
improvement record and openness. On the other hand, every few years the
media make headline news of its environmental failure of one kind or another.
In these conflict of interest situations both parties see themselves as the warri-
ors of truth and good and the other as the evil villain. This reflects one of
many common psychological defence mechanisms (see Freud 1966) the pur-
pose of which for individuals is to protect their ego or self-esteem and for
organisations is to maintain their collective ego or self-esteem (Brown and
Starkey 2000) at times they feel vulnerable, inadequate, inferior or guilty
(Hirschhorn and Young 1991).

The ego defence in question is splitting: the image of both oneself and the
other is split into two, good and evil; the good is internalised and the evil
externalised, i.e. projected on the other (Hirschhorn and Young 1991; Morgan
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1986). This was the starting point of the oil spill incident that took place in the
case oil company’s refinery at the end of year 2001. The further psychological
defence mechanisms the oil company and its refinery resorted to because of
media pressure are described and analysed below.

It must be noted that, unlike another refinery owned by the same company,
the case refinery has for decades had exceptionally good relations to local
political decision-makers, the media and local people. It had never had any
problems with them in environmental affairs. The refinery is a major employer
of local people, a major taxpayer in the area and it has minimised its environ-
mental disturbance to the neighbours by following the principle of “not to be
seen, heard or smelled”. Hence it has little practice in dealing with the twofold
task of dealing co-operatively with the environmental incident and satisfying
the information needs of the public through the media at the same time. The
refinery was caught unawares and unprepared. That is why its reactions are
interesting: they show what primitive responses lie directly under the surface
of every organisation and person.

6.4 Phases in Defence Behaviour

A large oil slick was spotted in the sea approaching the coasts of a large city
and its nature reserve a couple of kilometres outside the oil refinery in
December 2001. The origin of the oil could have been a passing ship, some
source in the harbour area or the oil refinery. The Communications Manager
of the refinery hastened to inform the media that the oil was not originated
from the refinery — although there had simultaneously been a minor oil spill
from their own over-flown waste oil tank, which had been restricted to the
refinery area.

It was unthinkable that any large amount of oil could have leaked into the
sea from this refinery. The refinery had built a modern wastewater treatment
plant already in 1975 to prevent such incidents and to minimise consented
emissions. It had changed this partially closed system into a fully closed sys-
tem in 2000. The refinery had also had an ISO 14001 -based environmental
management system and an ISO 9000 -based quality system with external
audits in place since 1998 and it had conducted regular internal audits since
early 1990s. Therefore repression was firm — and not only by the refinery. The
country’s largest newspaper wrote later in its leading article: “the guilty party
turned out to be the one who was suspected from the beginning but could not
be believed to be possible... ... once again an accident happened that had been
prevented by all possible measures”.

The police began to investigate the incident and said that the refinery could
not be ruled out. The refinery’s General Manager reacted by absolute denial
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and intellectualisation. At a press conference he brought evidence that in his
opinion proved the refinery innocent of the oil slick. The refinery’s own labo-
ratory had taken samples of both the large oil spill in the sea and the minor oil
spill in the refinery area as well as of the waste oil in the tank that had over-
flown. Their analyses showed that the type of oil was different in the two spill
cases and the oil from the large spill did not match the oil in their tank; there-
fore the oil slick could not be originated from the refinery. It would be best for
the corporate image to be found innocent, but if this verdict could not be
achieved, it was very important for the refinery not to be found guilty. If the
culprit was not found, the oil protection fund would pay for the recovering
costs and the damage caused by the oil slick.

During the press conference the Production Manager of the refinery
explained what had happened during the minor oil spill in the soil in the refin-
ery area, what recovering measures had been taken and how with changed
practices similar incidents would be prevented from happening again. In ordi-
nary circumstances such a detailed account would not be given to the media,
only a brief press release about a small spill that was under control. By
explaining the minor spill the people in the refinery prepared to reason the
major spill that they could not yet admit. By telling about their recovery and
mitigation measures related to the minor spill they took their first steps of
sublimating their guilty feelings of wrong-doing by correcting the mistakes
and doing right.

There is a line responsibility in environmental issues in the oil company in
question. This means that each operating unit is responsible for its own opera-
tions, emissions and incidents, deals with them in co-operation with the
authorities and other stakeholders and communicates about its activities with
the media and other interest groups. The headquarters of the oil company did
not interfere with this incident either. The Refinery General Manager was in
charge. He delegated the recovery, mitigation and communication tasks to his
subordinates. The line management from the General Manager down to the
Production Manager, the Operations Manager, supervisors and operators must
have been busy trying to deal with both the technical and human side of the
incident — and trying to comprehend how the unthinkable could possible have
happened. In such circumstances it is easier to be among expert staff, where
there are no line responsibilities and nobody can blame you for the incident.
Another large oil slick was then found floating near the refinery. The Envi-
ronmental Co-ordinator was the first person in the refinery who could afford to
admit in public the possibility that the large oil slicks might have been origi-
nated from the refinery although they had not found any leak that would corre-
spond to them. Since he belonged to the expert staff he would not be responsi-
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ble for the spills but he could internalise through introjection the suppressed
guilty feelings experienced by the line management.

The line management could not admit this possibility. They resorted to
undoing and devaluation. The estimated amount of waste oil leaked from the
refinery ranged from 3 to 630 cubic meters depending who in the refinery was
talking, the General Manager giving the lowest and the Environmental Co-
ordinator the highest estimations. No exact amount was ever given, and the
annual report of the oil company devalued it into 300 cubic meters. In the
middle of the incident the Communications Manager left for a holiday and the
General Manager went to visit the headquarters for two days. What he did at
the headquarters was not told at the time but his superior, the Director of Oil
Refining, told me later that the Refinery General Managers pay him a visit
routinely every week. However, the symbolic message given to the interest
groups was that there were no problems that would require the top manager
and his right hand to be present. They may have unconsciously thought that
the problem would disappear if they disappear. When the General Manager
returned to the refinery he told the media that he had been away and had no
knowledge of further oil spills or oil barriers put around the refinery by the
police.

The General Manager of the refinery was then confronted with police
information that ships had been ruled out and that air surveillance had
observed continuous oil slicks coming from the refinery’s direction. Suspi-
cions were focusing on the refinery. The General Manager responded with
omnipotence: in his opinion it was unlikely that the oil slicks were theirs as it
would be odd if an oil company could not analyse oil samples.

The police claimed that it was possible to prove that the source of all these
oil spills was the refinery. The General Manager regressed into childish
denial: the refinery was not responsible! — just like a small child with his
mouth covered with chocolate would claim: I have not eaten chocolate!

When the police published their analyses of the oil samples from the spills
and the refinery’s waste-oil tank, and proved that they were of the same type,
the General Manager informed the public that he was surprised that the crime
laboratory’s results confronted with the refinery laboratory’s results. He
demanded a chance to compare the analyses. After comparison, he rational-
ised that the crime laboratory had evaporated the samples like they would
evaporate in the sea, but the refinery laboratory had not done it, and that had
led to different results.

Now the General Manager announced that the refinery had been pointed out
as the guilty party and that they would humbly receive the information. He
still refused to admit responsibility. The emotions — surprise and humility —
reflect in this case the defence mechanism of reaction formation in which a
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person expresses emotions that are opposite to those that he really feels in
order to hide his real emotions. It is possible that the whole repertoire of
defence mechanisms used to combat this spill incident is an indicator of reac-
tion formation: the refinery management’s painful uncertainty may be hidden
behind his stubborn refusal through a variety of defences to accept the reality.

By demanding a chance to compare the analyses, the General Manager
attempted to question the crime lab’s results. He also criticised the length of
time it had taken the police to publish the results of their analyses and empha-
sised that the refinery had published their results immediately. By blaming the
police and its crime lab he turned his anger from the media towards the
authorities. This object displacement usually works as an efficient tension
relief mechanism: if you do not dare to attack the one that hurts you because
he is too powerful and may crush you, you attack someone who is weaker than
you and take revenge on him. In this case it would have been unwise to attack
the media because they could easily hurt the refinery more.

In other words the General Manager tried to project on the police the blame
of the long distress he had suffered because of the unsolved incident. But in
the long run it would be dangerous to attack the authorities, too, because they
could make the refinery pay huge fines, costs and compensations and make
more stringent demands on the refinery’s environmental protection measures.

Faced with the verified results of the crime lab that proved the refinery
responsible for the spill, the General Manager needed to mitigate his own
guilty feeling by pointing out the real culprit, the operator whose mistake had
caused the incident. Piously the General Manager pleaded the media to have
mercy for this poor operator who was a long-term employee. In this way the
Manager tried regain his internal balance through projective identification. He
could not admit his guilt but projected it on the operator and then identified
with this operator in his own need to be forgiven.

By this time the Vice-President of Communications of the parent company
interfered by giving advice to the General Manager and appearing on the tele-
vision in order to reassure the public that the oil company would bear its
responsibility for the incident.

However a few weeks later the General Manager was back in the fight and
informed the media that the oil company would pay for the recovery and dam-
ages only if it was proven guilty. This bold undoing caused concern among the
public and the landowners who believed that the case had already been closed.
Now, for the very first time, the General Manager’s own supervisor interfered:
the Director of Oil Refining from the headquarters told the media that the oil
company was waiting for the police investigations to be completed. The Gen-
eral Manager explained to me that the insurance company had demanded firm
proof of the refinery’s guilt but had then been persuaded to pay compensation
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even before the case would go to court. Hence two months later the Commu-
nications Manager of the refinery informed the media that the company would
pay the recovering costs and damages irrespective of whether the case goes to
court or not. It took altogether three months for the refinery to accept its
liability and sublimate its guilty feeling into a commitment to compensations.

6.5 The Balloon Effect of Defences

This oil spill case grew into huge proportions because of the attempts by the
refinery management to fend off the unthinkable but real incident with the
assistance of a series of defence mechanisms. The number of real victims and
those who felt offended grew by every defence. Repression of the thought that
the refinery could be responsible for the oil spill enabled the leak spot to
remain undiscovered and increased the amount of oil spilled into the soil and
sea from which it spread to the shores of the city, nature reserve and private
land.

Denial through the intellectualisation of the incident turned against the
refinery as the analyses of the refinery lab turned out to be flawed. In addition
to the oil company’s tarnished image as an expert in oil analyses this may have
long-term impacts on the refinery as its own lab takes all the legally required
samples, analyses them and gives only the final results to the authorities. Will
the authorities trust these analyses any more as a basis of their legal obligation
to control the emissions of the refinery and the compliance with their con-
sents?

The omnipotence of the oil company as the best expert expressed by the
refinery General Manager may provoke the authorities to adopt a painstak-
ingly thorough approach towards the refinery’s environmental affairs.

Reasoning placed the responsibility of the incident on one single operator
although the refinery should have had such precautionary measures in place
that a human error causing this much damage could not have been possible.
Introjection by an environmental Co-ordinator shifted the responsibility from
line management and displaced it on expert staff.

Undoing had taken place from the very beginning: the relevant authority’s
report later discovered that the incident had not been immediately reported up
the line within the refinery and the refinery had not immediately reported it to
the authorities. The delay in reporting delayed the recovering, mitigating and
preventive measures, increased the damage and led to further undoing
attempts by the line management as well as to other defences.

By devaluing the incident the refinery management devalued the media. In
fact the media felt misled and deceived by the refinery and attacked it in the
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leading articles of the main newspapers accusing it of bold negligence, shadi-
ness, secrecy and cover-up. The directors of the o1l company claimed that they
had had no wish to mislead the media, the public or other interest groups, and
maintained that it had been a communications failure: the analyses and con-
clusions of the incident expressed by the oil company had been too strong and
premature.

Regression and childish denial when facing the facts proved the public that
an oil company despite all its rhetoric does not take responsibility for its
actions. The false surprise and humility of reaction formation made the refin-
ery General Manager sound like a hypocrite.

Object displacement, i.e., turning the blame outside to the police crime lab
and inside to one single employee, certainly did not endear him to the authori-
ties or the employees. Asking for mercy through projective identification
sounded odd at the time when firm responsible leadership was expected.
Firmness in leadership appeared in wrong issues: a couple of weeks later the
General Manager was again firmly denying any liability for the damages of the
oil spill. This upset particularly the summer cottage owners and nature conser-
vation groups who were concerned about the watersides and shores contami-
nated by oil.

Only by accepting liability for the recovery and damages the refinery man-
aged to calm down the interest groups who were more than willing to co-oper-
ate. During the incident some refinery people had already worked with the fire
services in oil recovery but the management declined any help-offers from
environmental groups. Instead the refinery sent contractors to clean up the
shores. To show some co-operative spirit the refinery organised a voluntary
rubbish-clearing day in the nature reserve with local nature conservation
groups and environmental groups. This was a clever move. The interest groups
most seriously concerned about the state of the nature reserve could walk
along its shores with the refinery management and employees and find that no
oil was to be seen any more. The media reported this good news and began to
write about the refinery more positively emphasising its efforts and co-opera-
tive spirit.

It was easy for me to observe other people’s behaviour and analyse it criti-
cally, but I would not have wanted to be among the refinery line management
when the oil spill happened. Every person caught unawares in an unfamiliar
crisis acts in strange ways that well out from our unconscious. Rationality
walks out of the door and irrationality rushes in. We wish to protect our own
personal ego and the public image of our organisation by fair means or foul. If
we have no previous experience of the ordeal we are going through we make
mistakes, which pile up and push us deeper into our foxhole.
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The refinery management followed — with some delay — the procedures set
for reporting, mitigating and recovering environmental incidents and co-
operated with the authorities and other interest groups to the best of their
abilities. Their only real fault was that they kept on trying to deny their
increasingly probable liability for the incident in almost every possible way.
Their behaviour is understandable: nobody wants to stand before the court
accused of gross environmental damage and face a fine or even imprisonment.
If this case goes to court, the General Manager of the refinery may be
personally responsible for the incident. Since the oil company finally accepted
liability for the damages, the case may not go to court.

The only common defence mechanism the refinery management did not use
during the incident was isolation in which a person remembers the facts of the
incident but cannot recall his feelings related to this incident and relate to
them. The oil spill swung the emotions of the General Manager from one
extreme to another and back at the time; therefore it may well be possible that
he needs to isolate his over-flown emotions from the incident in order to cope
with it. Psychologically it would be better to accept the dent in the ego and
learn from the bitter experience for the next ordeal. I interviewed him on 17
June 2002 and at that time he said that they at the refinery had really “blown
it” and they had “made fools of themselves” — so at least a collective dent in
the ego was accepted.

The ego defences protect the self of an individual and an organisation so
powerfully that they have a dysfunctional influence on them at times when
change of thought and/or action is required (Brown and Starkey 2000). The
defences try to shield us from anxiety that lurks in our subconscious. They are
an attempted means of coping with an otherwise consciously intolerable situa-
tion (Brown and Starkey 2000, Freud 1966). If the external event threatens our
core identity, the combat between anxiety and defences intensifies. If the
defences win, the trauma remains unprocessed in our subconscious and inter-
feres with our future behaviour in unexpected ways. If anxiety wins, we are
forced to deal with the trauma. Organisations are made of individuals and
therefore behave in similar ways, often reinforcing individual defences and
exacerbating the problem.

6.6 Testing the Hypothetical Model of Defences

In figure 1 at the beginning of this paper the different psychological defences
were added to Swajkowski’s (1992) matrix of four responses to accusations of
organisational misconduct: refusals, excuses, justifications and concessions.
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This hypothetical model of defences is here tested with the evidence from the
above oil spill case.

According to Swajkowski (1992), when an organisation admits neither net
harm nor responsibility for misconduct, it resorts to refusals. According to our
model, these refusals can take different forms: an organisation may be in
denial, it may repress misconduct into its unconscious, it may try to undo mis-
conduct with tricks, or it may have omnipotent fantasies about its own great-
ness in order to forget its misconduct. The case oil company started with these
refusals and returned to them every time the reality was too much to bear.

Swajkowski (1992) says that, if an organisation admits net harm but not
responsibility for misconduct, it uses excuses. According to our model split-
ting, projection, projective identification and regression are common excuses,
with which an organisation can claim that someone else is responsible for the
occurrence. Idealisation also wipes an organisation clean of any misconduct.
Isolation helps an organisation to distance itself from both the incident and the
accusers. The case oil company used all these excuses in turn when the harm
caused by the oil slick became apparent.

In Swajkowski’s (1992) opinion, organisations, which admit responsibility
for misconduct but do not admit that their misconduct has caused net harm,
utilise justifications. Our model states that common justifications include
rationalisation, intellectualisation and devaluing. In addition, through reaction
formation an organisation tries to hide its anger for having been caught.
Through object displacement it can direct this anger to a third party — if it does
not dare to use compensation to retaliate on the informer. When the case oil
company had to quietly admit to itself that the probability of its responsibility
for the incident was high, it resorted to justifications. At first rationalisation
and intellectualisation kept the company’s managers emotions at check, but
when evidence of its guilt was piling up, anger was turned into its opposite,
directed to third parties and let loose through internal retaliation.

Swajkowski (1992) maintains that an organisation uses concessions when it
admits both net harm and responsibility for misconduct. Our model identifies
two concession defences: introjection and sublimation. Introjection is a help-
less way of pleading guilty, but sublimation is a constructive form of conces-
sion. During the oil spill an expert who had no power to change the case oil
company’s behaviour introjected the incident. Only after several weeks the
company could humble itself to sublimate by admitting liability and promising
to pay compensation.

Bradford and Garrett (1995) conducted an empirical study on the impact of
the four corporate responses on corporate image. In their research setting
companies responded to accusations on unethical behaviour in four different
situations:
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In a commission situation (i.e. company can provide evidence that it did not
commit the alleged action), all four responses improved corporate image:
refusals the least, excuses and justifications moderately and concessions the
most.

In a control situation (i.e. company can provide evidence that it did not have
control over the occurrence), refusals deteriorated corporate image signifi-
cantly, justifications improved it moderately and excuses and concessions
improved it significantly.

In a standards situation (i.e. company can provide evidence that inappropri-
ate standards are used to evaluate the action) excuses and refusals deteriorated
corporate image significantly, justifications improved it slightly and conces-
sions improved it significantly.

In an agreement situation (i.e. company concludes that the allegations are
valid) refusals and excuses deteriorated corporate image significantly, justifi-
cations improved it slightly and concessions improved it moderately. In all
situations concessions had the best impact on corporate image.

Bradford and Garrett’s setting can be applied to the case oil company’s
responses during the oil spill incident. The case oil company tried, but could
not, provide conclusive evidence that it had not spilled the oil. Nor could it
maintain that it had no control over the incident. And it could not claim that
inappropriate standards were used to evaluate its action. And yet the case oil
company resorted to the four refusal and six excuse types of defences, all of
which deteriorated its corporate image significantly. The six justification types
of defences, which might have improved the image only slightly, anyway,
could not neutralise the deterioration effect. The two concession types of
defences were used so little and so late that they became powerless. After a
fortnight the oil company’s image had plunged into record depths. Only once
the company admitted the validity of the allegations, its corporate image
started a slow recovery. It took months for the image to rise back to its normal
level.

The main learning from the testing of the hypothetical model of defences in
an oil spill case is that organisational psychological defence mechanisms have
an important role in the slow and often painful adjustment process of accept-
ing liability and becoming a more responsible corporation. In the case organi-
sation the defences had a role of (1) bumpers against becoming too conscious
of the gap between the corporate rhetoric and reality, of (2) subconscious
breaks against too fast change demands, and of (3) batteries in their precon-
scious effort to prepare for the change.

Hence the defences both discouraged and encouraged change of attitude
and behaviour at the same time. These conflicting roles had their purpose but
also allowed the situation become worse before getting better. This coincides
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with Hirschhorn and Young’s (1991) finding that social defences help people
working in dangerous settings contain their anxiety and feel safe while at the
same time the same defences reduce people’s ability to work safely, creating
new dangers.

6.7 Conclusions: Breaking the Defence Behaviour Pattern?

I do not think that is possible to break the defence behaviour of individuals
because it is a built-in psychological mechanism in all humans serving a valu-
able purpose of dosing the pain of injury. However, I do believe that it is pos-
sible to prevent the individual defences from delaying, impeding or interrupt-
ing the mitigation and recovery actions of incidents. Individual and organisa-
tional responses should be kept separate from each other. There should be
room for individual feelings of disbelief, anxiety, anger and guilt during an
upsetting incident. The experiences of the stages of shock, reaction, working
through and re-orientation (Cullberg 1992, Saari 2000) are essential for indi-
viduals to regain their mental balance after a traumatic event.

Therefore, repression, regression, denial, projection, rationalisation, intel-
lectualisation and other defence mechanisms are necessary in the gradual
process of adjusting to the crisis — but only at the individual, not at the organ-
isational, level. An organisation must create, put in place and practice proce-
dures that automatically go off and cause an inevitable chain reaction of miti-
gating and recovering actions when anything unusual takes place. These pro-
cedures must not be dependent on individuals. The individual responses in a
crisis cannot be trusted to be rational, as we have noticed.

In practice simple technical devices alone could have prevented the oil spill
from happening at the case refinery. Despite technical audits and earlier near-
miss situations nobody had bothered to equip the valves with safety locks or
the waste-oil tanks with exact measuring systems. These human failures led to
a human error and humans at every organisational level tried to conceal what
had happened. Covering up took most of their attention at the time when the
numbness of the shock stage could have been directed to reporting the incident
in order to restrict the damage to the minimum. The tunnel vision caused by
the shock stage could have been directed to concentrating on the mitigating
and recovering operations.

Now the case refinery has the technical systems and new organisational
procedures in place. Hirschhorn and Young (1991) note that incidents high-
light the systemic nature of production systems: everyone and no one is to
blame. They maintain that procedures play a critical role in helping people
strike the balance between work and worry — they need to follow procedures
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but do so with intelligence. Hirschhorn and Young put is simply: you prevent
incidents by imagining that you have already had them. Organisational
defences begin to fall down when people stop acting and start thinking.

At the moment the challenge lies in motivating the staff to report anything
out of the ordinary. The payment system of the whole personnel could be
changed to motivate reporting: near-miss reporting should be rewarded. In the
present payment system an incident often reduces the productivity bonus
because it may halt or slow down production and/or cause environmental
damage. This is an incentive to operate carefully and cautiously but a disin-
centive to report a spill or other incident that the operators, supervisors or
management think might go unnoticed. Therefore, prompt reporting should be
rewarded so generously that it would reduce the loss of productivity bonus
caused by a restricted incident enough to make reporting worth while.

The personnel look up to the management for leadership and example. A
defence mechanism called symbolisation (Morgan 1986) could be useful in
preventing crises. The symbolic behaviour of the management goes down the
line. The behaviour of every manager and supervisor counts. The unpleasant
feelings of the reaction stage of a crisis could be utilised to encourage respon-
sible behaviour at every level of organisation. Nobody wants to feel shame,
anxiety, despair, guilt or sorrow. Every operator, supervisor and manager
should be made to feel pride for his area of responsibility and shame for
neglecting it.

Organisational hierarchy reflects symbolisation: hierarchy reduces uncer-
tainty about responsibilities, reporting relationships and decision-making pow-
ers (Brown and Starkey 2000). A supervisor is responsible for a number of
operators, a manager for the whole staff of his department and the General
Manager for the whole refinery personnel. Hence pride and shame spread
along the line. One operator neglecting his duties would not act irresponsibly
on his own but would make his supervisor, the department’s manager and the
General Manager ashamed of neglecting their supervisory and leadership
duties.

Accusing subordinates or finding a single culprit for an incident should not
be allowed. This was emphasised by the President of Oil Sector who said that
his approach was non-punishing: the superiors and subordinates together pon-
der how to prevent the incident from happening again. Instead, the knowledge
of potential collective disgrace should make every person to do his best to
avoid negligence. This requires team spirit, strong leadership, openness and
integrity. The anxiety for the thought of pulling all the others down with his
own irresponsible behaviour is a great motivator. Mental imaging might help
people to realise what it feels like to let others down. In fact mental imaging
could be used to create or recreate in every person the shame, anxiety, despair,
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guilt and sorrow that those who had experienced the traumatic oil spill had
felt. This would create empathy between different individuals and increase the
sense of collective responsibility.

In summary, the psychological handling of crises resembles its factual han-
dling: mitigating, recovery and future prevention measures are essential in
both. Factually, a crisis such as an oil spill needs mitigation of damage, recov-
ering of oil and preventing the incident from happening again. Psychologi-
cally, for both individuals and organisation, the task is to mitigate the ego
defences, recover from the emotional turmoil and prevent further traumas by
making the ego stronger and more flexible.

This paper has presented a new way of looking at the environmental man-
agement of corporations. I call it an upside-down inside-out approach. It
resembles the way in which we wash the jeans of our little rascals: first turn
the jeans upside-down, and all the little treasures and secrets fall out of the
pockets; then turn the jeans inside-out, and see how the little wounds of
adventures have marked the cloth; and finally wash the jeans and tumble-dry
them, so that they will become as clean and fresh as a new pair of jeans. This
kind of upside-down inside-out approach to environmental management is a
tough but refreshing way of reshaping organisational behaviour.

6.8 Further Research Potential

There are many ways this study could be developed further. First of all it is
possible to look at the whole oil spill event process from the crisis manage-
ment point of view, by thoroughly analysing the different stages of the inci-
dent: shock stage, reaction stage, working-through stage and re-orientation
stage (Cullberg 1992, Saari 2000).

Secondly, an argument by Simola (2003) that both an ethic of justice and an
ethic of care could be appropriate approaches in corporate crisis management,
could be examined in this oil spill case. This perspective would be comple-
mentary to my psychological approach, as it would allow the company to
build and commit itself to an internal ethical system that would probably lower
its defences.

Thirdly, Mellema’s (2003) concept of moral taint could possibly explain the
different reactions to the spill at the parent company compared to the refinery.
Mellema maintains that when distance between a person and a state of affairs
grows sufficiently large, moral taint can describe his moral status in the situa-
tion. This argument would require further investigation, which could be com-
bined to Simola’s argument in order to modify the experienced taint both at
close and at long distance from the incident.
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Finally, the argument of this very paper is that organisational psychological
defences have an important role in the slow and often painful but continuous
change process towards a more responsible corporation. For the organisations
and their members the defences act as bumpers against becoming too con-
scious of the gap between the corporate reality and its rhetoric, as subcon-
scious breaks against too fast change demands, and as batteries in their pre-
conscious effort to prepare for the change. However, in crises organisations
often behave in extreme ways, which may not resemble their every-day
behaviour. To make a stronger point of the roles of defences in organisation
behaviour, it is necessary to look into the normal behaviour of organisations.
The hypothesis I shall further test under ordinary (non-crisis) circumstances is
that refusals act as bumpers, excuses as breaks and justifications as batteries,
while concessions imply that a change towards a more responsible corpora-
tion is taking place.

Interviews at the Case Oil Company

-President, Oil Sector, 7 May 2002

-Vice-President, Communications, 23 August 2002
-Director of Environment, Health and Safety, 7 May 2002
-Director of Oil Refining, 7 May 2002

-Communications Manager of Oil Refining, 7 May 2002
-General Manager of the Refinery, 17 June 2002
-Communications Manager of the Refinery, 17 June 2002
-Production Manager of the Refinery, 23 July 2002
-Environment, Health and Safety Co-ordinator of the Refinery, 17 June 2002
-Operations Manager of the Refinery, 25 June 2002

-Two Operations Masters of the Refinery, 25 June 2002
-A Supervisor of the Refinery, 23 July 2002

-An Operator of the Refinery, 23 July 2002
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