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Abstract 
Subject Terms: Environment, Implementation, Management, Process, 

Planning, Resources  

Problem Climate change is here now causing dramatic storms, heat waves and other extreme 
temperature that affects everyone on earth. The importance of environmental issues has triggered 
politicians, governmental bodies and industries to take precautionary measures. This has caution 
organizations to initiate activities that will reduce the damage caused by them to the 
environment although it may involve cost.  One of these organisations is the Green Scorpion in 
South Africa that has prosecuted steel  companies in the country  for environmental violation. 
Highveld Steel Limited is one of these companies. This has prompt these steel companies to 
implement an environmental management system (EMS). The cost and benefits, of introducing 
such preventive measure makes it advisable to implement a suitable EMS that will be relatively 
important to the organization interest.  

Purpose The research is meant to guide the implementation of an environmental 
management system. This will be the result of steel companies in South Africa to develop an 
environmental management system that would be realized to suit them. Also, the  research will 
examine the strength, weakness and managerial endeavours of Highveld Steel Limited to  
implement an efficient environmental  management system. 

Method Qualitative and deduction based research approaches were preferred compared to 
quantitative and induction research. Grounded theory is the qualitative research method that is 
used in this research. It was done with caution  to confirm and verify the trustworthiness of the 
data we used with other sources of information and references. Telephone interview was used to 
collect empirical data.  The author beforehand will prepare a questionnaire for interview with a 
top manager. To accompany the research an extensive literature review will also be undertaken.  
Not only will this provide a valuable insight into how others have approached this subject area, 
but it will also ensure that the investigation is not duplicated by any previously undertaken work 
in addition to ensuring a degree of depth in understanding the concepts and theories involved. 

Result The research reveals that Environmental Management Implementation Process 
(EMIP) could help South Africa Steel companies to adopt an appropriate environmental 
management system. Four main stages were deduced for the proposed EMIP for an 
environmental management system to be efficient.  The four main stages are research, analysis, 
choice and implementation. The research concludes that EMIP could generate environmental 
management system (EMS) that would be of interest to stakeholders and enhance better use of 
resources for Highveld limited. Also,  EMIP will ensure that, Implementation of an EMS will 
not  restrain  corporate objective achievement. 
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Introduction 
 

In this chapter the subject of the study will be presented. The background and the matters of interest of the 
subject are presented and narrowed down to a specific problem area, which is then followed by the discussion of 
the problem. The chapter also explains why the subject is of research interest. The reader is provided with some 
definitions of words related to the subject and with a general disposition of the thesis.  The purpose of the study 
is presented as well.  

 

It is widely agreed that protecting the environment has become one of the main priorities in the 
world. Climate change is causing dramatic storms, heat waves and other extreme temperature. 
This is a problem that does not affect only one part of the world or people but affects everyone 
on earth including our natural nature (Spence, 2005). 

 Houghton (1997) argued that the increase of the green house gasses is the largest of the factors 
that can lead to climate change in the next century. The Organisation for Economic, 
Corporation and Development (OECD, 2006) research also reveals that carbon dioxide had 
risen by 77% since 1971 and is projected to rise another 50% by 2030. Water demand has also 
rose by more than double the rate of population growth in the last century with agriculture being 
the largest user. OECD (2006) statistics also shows reduction in quality of soil for agric and 
fisheries production has decreased by 10%. The forest has been decreasing at world level due to 
deforestation in tropical countries. Waist generation has also gone high since 1980 and has 
exceeded 590million tonnes in recent years. Waste disposal and its cost are associated with 
economic growth and changes in consumption patterns and only a few countries have succeeded 
in reducing the quantity of solid waste disposal (OECD, 2006).  

The importance of environmental issues has triggered politicians, governmental bodies and 
industries to take initiative to combat it. Organisations like the OECD hold conferences on 
resource efficiency and authors has written articles, books etc to bring it to the world awareness. 
World leaders including politicians have show their concern in their budgets, campaigns and 
speeches.  Stated by British Prime Minister Tony Blair, September 2002; 

‘We know if climate change is not stopped all part of the world will suffer.’(Cited in Spencer (2005) 

Christen (2000) interestingly proposed that the community and the natural world is important 
for sustainable future but not technologies. As a matter of fact, running a business in an 
environment-friendly way implies to implement a certain number of measures which could be 
costly and time consuming. Indeed, producing biological products, for instance, requires 
renouncing to more profitable techniques of productions, and the higher costs induced by such a 
production model are generally transferred to the prices of these products.  

Moreover, because producing in an environmental friendly way is not very attractive for most 
companies, despite its absolute necessity, government regulations have become increasingly 
numerous to reduce gas emissions into the atmosphere, improve waste disposal and increase 
recycling, and force companies to adopt an environmental management. The Agenda 21 of the 
UN is one of the policies that brought the concern of the environment and development held in 
Rio de Janeiro and signed by over 160 countries. These polices has help to protect the 
environment to some extent. OECD (2006) made it known that fuel switching and the 
increasing use of non-fusil energy sources reduced the CO2 by 8% over the past 32 years 
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Ethical and moral issues are also current in the way the organizations function in industries. 
Some ethical issues that need to be communicated to members within the organization are done 
by the top management such as the managers, owners and stakeholders for them to realize what 
needs to be done in terms of working activities and the environment (Cannon, 1994). Some 
activities done by organizations are considered unethical in the sense that they may be promoting 
hazardous products, which could be harmful to the environment. This is said to be unethical 
marketing (Cannon, 1994) and that provisions should be made internally to correct it.  In 
addition, organizations need to come up with reasonable code of ethics and practices that should 
be implemented in the business.  

From the above, it could be relevant to wonder why some companies choose to implement 
environmental strategies at the beginning of their business orientation. Many authors have tried 
to understand this and have come out with good reasons for companies to have an eco-
management as well as encourage environmental protection for companies. Production 
companies are also known to experience high levels of environmental pressure under most 
circumstance, but they have limited resources to interpret or manage these pressures.  

 

Problem Discussion 
 

The South Africa steel industry is concern with efficient and financially sustainable steel industry 
that optimizes the eco-efficiency of its products and processes. This has been the result of the 
alarming rate South Africa steel industries have been polluting the environment thereby   causing 
health problems and being social irresponsible. Some of its aims and objectives are to monitor 
strategic trade development issues such as dumping waste materials and free trade agreements 
and decide on appropriate action.  

The Green Scorpion is a unit of the National prosecuting Authority in South Africa. As 
environmental management inspectors, they see to it that the activities of manufacturing 
companies do not cause any threat to the environment. Unfortunately in 2007, Highveld Steel 
Limited (ltd.) including others like Arcelor Mittal steel company was involve in environmental 
violation of emitting excessive sulphur dioxide (SO2) and ammonia (NH3) emissions, and 
contamination of ground water by the Green Scorpions  (Olivier, 2007). Highveld Steel limited 
is one of the largest steel producers not only in South Africa but Africa. Highveld Steel produces 
all kind of steel products. In view of Highveld 2007 annual report, the company is poised to 
work towards standards that will enable it to have good reputation for environmental 
protection.An appropriate environmental management system could be suitable for Highveld 
Steel limited that seek to take note of environmental problems caused by the company. 

 Environmental management system is a managerial practice that prevents damages to the 
environment without impeding organisational goals. 

However, the cost and benefits, of introducing such preventive measure make it advisable to 
implement the system that will be relatively important to the organization interest. Hopfenbeck 
and Waldemar (1993) in their book “The Green Management Revolution” also explain’s that an 
environmental approach to management could be cost effective and profitable on many different 
aspects for organisations. South Africa steel companies endeavours towards implementing an 
appropriate Environmental Management System (EMS) are hindered by corporate objectives and 
responsibilities. Highveld steel limited as well as other stell companies in South Africa must 
benefit and reach its objectives when it chooses an EMS.  



Research questions 
 

The main objective of the study is to examine how steel companies in South Africa could adopt 
routines that would be pleasant to the environment and obtaining their corporate objectives as 
well. These have triggered the research questions below of this study. 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
Purpose 
 

The research is meant to guide an implementation of an environmental management system. 
This will be the result of steel companies in South Africa to develope an environmental 
management system that would be realized to suit them. Also, the  research will examine the 
strength, weakness and managerial endeavors of Highveld Steel Limited, that will be used for 
illustration to  implement an efficient environmental  management system. 

 

Delimitation 
 

The research will analyse the situation of steal companies pollution in South Africa .  Highveld 
steel limited would be used for illustration for practical purpose.  The study will show how 
companies in South Africa will approach an environmental process but not chose a particular 
environmental process for any company. This also implies to Highveld Steel Limited where the 
research is meant to direct the company how to implement an environmental management 
process but not choosing a particular environmental management system for the company to 
implement.  
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1. Considering the steel companies stakeholder’s interest in higher dividends, 
the community interest in a clean environment, how could the company 
adopt an environmental management system that will be of interest to all its 
stakeholders?  

2.  To what extent could the steel companies choose an appropriate 
environmental management system that will not hinder objectives? 

3.  Taking into account the interest of cost reduction of steel companies how 
could implementation of EMS be affected? 

4. The national prosecution authority of South Africa, Green Scorpion, has put 
pressure on steel companies in South Africa to stop polluting the 
environment immediately. In view of this coupled with steel company’s 
objectives, what degree would the company Implement an EMS that they 
would find suitable? 



(The research did not conclude by choosing a particular environmental system for Highveld Steel 
limited to implement because of changing environment including technology, which may make 
the empirical data not suitable at a point in time. Moreover, the researcher could not interrogate 
other stakeholders including expectise as the research has suggested being vital to draw an 
efficient conclusion for choosing a particular environmental management system.) 

 

Disposition of the Study  
 

The table below shows how the research chaptors follows each other to enhance coherency and 
enabling  the purpose to be encountered easily. 
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Methodology 
 

This chapter is concerned with how the study has been approached. The methodology theories have also been 
elaborate.  

 

Summary  of Methodology  
 

In order to answer the research question thereby achieving the purpose, understanding and 
choosing a method for the studies is important. Data was collected through telephone interview 
from Highveld Limited.  The author before hand prepared questionnaires. A top manager was 
contacted for the interview where the questionnaires were the main guide for the questions to be 
asked.  Answers from the questionnaires provided empirical data for further analysis. The 
questionnaires help to understand Highveld Steel limited management endeavours towards 
implementing an environmental management system. Written material especially annual reports 
were used to supplement the research. 

 Extensive literature review was undertaken to for scientific support.  Not only his provided a 
valuable insight into how others have approached this subject area, but it  also ensured that the 
investigation was not duplicated by any previously undertaken work in addition to ensuring a 
degree of depth in understanding the concepts and theories involved. 

Three different planning processes to implement an objective was studied from different 
researchers. Profit (2007) describes a planning process as a road map for continuous 
improvement that describes your business strengths and opportunities, sets goals for the future 
and defines the steps needed to reach those goals. These different planning processes from 
authors, which are of interest to this study, would be compared and summarised to derive an 
efficient planning process to implement an environmental management system for Highveld 
Steel Limited.  

Analysis was made for the different stages of the implementation process to be derived from the 
three authors by comparing the literatures and the requirements or idea under each stage. This 
was meant to help understand Highveld Steel Limited strength and weakness and implement the 
EMS that best suits it.  

Qualitative and deduction based research approaches were the main research methods used. 
Grounded theory is the qualitative research method that was used in this research because a 
theory was generated from three different planning processes.  These methods were chosen 
because it provided more comprehensive understanding of how to approach an environmental 
management process. Secondary data is the main type of information that will be used in this 
research .It was done with caution by confirming and verifying the trustworthiness of sources. 
The diagram below depicts how the study was done. 

 

 



 

 

 

 

 

 

 

 

Fig.2 Methodology of the study 

 
Scientific Consideration 
 

The research took a positivistic approach thereby achieving a high degree of objectivity. 
Objectivity is based on the phenomenon of positivism where interpretations of reality and 
secured data are carefully examined from critical point of view (Thuren, 1991). With this the 
problems that needs to be solved were given attention from the beginning to the last chapter. 
These problems were formulated as research questions, and the research objective was to observe 
possible causal connections between the variables that are included in the hypothesis as deduced 
by Bryman (1997). The author ensured that personal interest did not affect the result of the 
research.  

The problem that needed to be solved has been stated clearly as the purpose in relation to the 
research question. The research was qualitatively examined with the views from authors, tutors, 
friends and any secured information. These had enabled the research questions to be achieved 
and observe the connections necessarily to be analysed to achieve the purpose. 

 

Choice of Method   
 

Different books on methodology were read to make a good choice to answer the purpose 
effeciently. This help to understood and choose the right method for this research. Qualitative 
and deduction based research approaches were preferred compared to quantitative and induction 
research. Grounded theory was the qualitative research method that was used in this research. 
This was because data was studied for a theory to be developed (Daymon & Holloway, 2002).  
This is of the view that an implementation planning process was  generated and developed which 
was used as a tool to answer the research questions. 

These methods were chosen because they provided more comprehensive and a better approach to 
an environmental management process. Basically managerial issues are difficult to quantify.  
Moreover, in making the decision the author considered the theories of Creswell (1994) who 
stated that personal preferences have an important role to play when a researcher chooses which 
form of method the investigation should utilize, either qualitative or quantitative (cited in 
Golafshani 2003). Moreover, having previous experiences of using qualitative methods from my 
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previous thesis, the author felt more comfortable using qualitative methods to conduct the 
research (Johansson et al., 2004).  

Qualitative  
 

This study is primarily qualitative. It was chosen because of the nature of the research and to gain 
a deeper understanding of the research. This is achieved through a close examination of the 
subject of study  as indicated by Holme & Solvang (1997). Saunders, Lewis, & Thornhill (2003) 
also postulate that qualitative research gives analytical perspective view of a study’s conclusion. 
The conclusion of this research would be analytically examined. The primary purpose of utilizing 
qualitative method is to gain an understanding and draw conclusions from data that is difficult 
to quantify.  

The qualitative method was chosen to enhanced objectiveness, flexibility and a speculative 
responds for the research questions. The author believes that the nature of the research enhanced 
an approach that seek deeper understanding of social phenomenon than possibly could be 
obtained from quantitative data (Patel & Davidson, 1997; Silverman, 1997).  

Having a weak or unstructured method can lead to wrong and/or misleading results and 
conclusions (Bell, 2000) so the research structure was a priority.  This study was carefully carried 
out to evaluate which methods could provide with the trustworthiness results. As earlier 
indicated, we choose to use a qualitative based research. 

Deduction 
Qualitative research could take the direction of induction or deduction method (Hyde, 2000). 
The research took the stand of deduction since the model of the environmental implementation 
process was derived from existing planning process.  Deduction research approach    
prove/disprove hypothesis derived from existing theory (Gummesson, 2000). Moreover, the 
research questions and analysis were developed from references to enhance a good conclusion. 

  

Gathering Data 

Primary and secondary data 
Secondary and primary data were used together information. The primary and secondary data 
were used in order to strengthen each other, through conveying different kinds of information in 
practice as described by Holme & Solvang (1997). Due to the fact that different author may 
might use the secondary data to answer his or her purpose, it was handled with caution as it 
could be biased (Bryman, 2000).  It was used in this research with caution by confirming the 
trustworthiness of the data and other sources of information and references as advised by 
Saunders et al, (2003). Secondary data was used because it assisted to obtain information that 
would otherwise have been difficult to access such as literatures, information of Highveld Steel 
Limited and environmental management systems.  Secondary data was collected to investigate 
what measures exist and what factors are of importance when it comes to understanding the 
problems cause by the environment.  

Also, data was collected to analyze how organizations can approach environmental problems. 
The primary data was mostly the advice from friends and study advisors who have help to deeply 
understand and directed me in this research. Different course tutors and friends with knowledge 
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about the subject were seek for advice of how to approach the topic and what books to read. The 
secondary and primary data was presented in the thesis as text data was collected on 
environmental problems, organizations advantage and disadvantage of pursuing EMS, 
understanding different managerial processes and considering one that suits this research. By 
using these data the author was able to investigate and derive a model that could be efficient in 
acknowledging EMS in an organization.  

 

Choice of sources 
 

The quality of both secondary and primary data was verified through controlling the suitability 
of the data with the purpose, and further through controlling the validity and reliability. The 
Validity and reliability of the research is discussed below. Thuren (1997) argued that data use for 
the research might not be of relevant because there may be unrelated sources.  This cautioned the 
author to first find out which theories and books exist for environmental management process. 
This was done by reading variety of articles from academic journals as well as reading literatures.  

 

Interview  
 
Interview was one of the data collection process a part from secondary data that was used for 
information gathering. The interview was meant for Highveld steel limited. This approach was 
meant to collect primary data and to provide more and specific information needed to make 
analysis of this research. Due to the fact that the author wants to know the current development 
of Highveld limited in terms of environmental management, this method could not be 
underestimated. Moreover, a member of the top management was the target for the interview 
considering the hierarchical nature of the company decision body. The idea of Patton (1990) was 
of interest as the author argued that:  

 

“What’s on someone else’s mind and the purpose of an interview is not to place words and 

thoughts in the person that is being interviewed rather getting access to the perspective of 

the person in question.” 

 

An interview has been recommended by many researchers like Wiederheim-Paul (1997) as an 
appropriate tool to collect primary data. In addition, Merriam (1994) indicates that an interview 
is a good alternative for information gathering since it provides better and more information 
than other alternatives such as observation. The nest step after deciding to chose an interview was 
to decide on how and what form the interview is going to be held for it to be effective Patton 
(1990). 
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Phone interview  

 

Phone interview was chosen due to the distance between the interviewee and the interviewer. 
Highveld Steel Limited is situated at South Africa, which is beyond the time and budget to travel 
from Sweden. Moreover, the author believes it will not make any difference to have a phone 
interview compared to a face to face interview if the questions are well asked and a cordial 
relationship is developed with the interviewee (Patton, 1990).   

 

structured and Semi-structured interview 
 

Semi-structured and structured interview questions were the method utilized for the phone 
interview. These were in the form of open and closed questions respectively. It was because a 
phone interview was used and the semi-structured method was used to enhanced flexibility and 
open questions to get more answers from the interviewee (Merriam, 1994). Using a semi-
structured format enabled the interview respondent to engage himself in a more open dialog. As 
a result, the respondent felt less restricted answering the questions giving the author the 
possibility to gain valuable understanding concerning his thoughts about the environmental 
problems of Highveld steel Limited in relation to the company’s internal and external managerial 
problem to develop an effective environmental management system. Moreover, more questions 
may crop out from his answers to gain more information using the semi-structured method. 

The structured questions were meant to know particular answers for the research questions.  This 
was important to avoid deviations from the purpose as well as waist of time for the interview 
since the respondent was having a limited time for the interview. 

 

 Interview Preparations   

 

Having decided upon the interview form, which is open and close questions, an interview guide 
(questionnaire) was prepared. An interview guide is a manual, consisting of interview questions, 
intended to guide the researcher in the interview process to ensure that all relevant information is 
collected (Ghauri et al., 1994). Due to the fact that the respondent may not be available again 
and information was needed immediately to finish the research the author did not underrate the 
fact that information cold not be available. In view of this the questionnaire was sent to the 
respondent a couple of hours before the interview so that the respondent can prepare if any 
question may be difficult to answer. 

The interview guide constructed ensured that the interviews were kept strictly within the 
framework of the purpose we were investigating (see appendix for interview questions) 

Jacobsen (2002) suggests that to obtain relevant and comprehensive results from an interview, it 
should be kept between thirty to sixty minutes. Jacobsen (2002) stressed that this will yield 
enough time to achieve pertinent results while avoiding the respondents getting tired to give 
complete and accurate answers. Jacobsen (2002) suggestions were followed and the interview was 
prepared for 40 minutes.   Basically this was a satisfactory time for the respondent since he has to 
live for a meeting. 
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Conducting Interview 

 

While conducting the interview the principal goal was to obtain trustworthy results that could be 
used to address the purpose.  The respondent was polite and appreciated my interest in Highveld 
steel limited. The atmosphere including the language used was semiformal. Although the 
respondent mentioned his name, department and position the he advised to make them 
anonymous in the research. 

 

Trustworthiness of the  research  
 

The author will like to emphasize that utilizing qualitative methods makes the trustworthiness of 
the analysis dependable on sources and interpretation as perceived byPatton (2001)(cited in 
Golafshani, 2003). In view of this, the qualitative research was  reflected over the validity and 
reliability of information discuessed below.   

 

Validity and reliability of the research 
 

The method used for this research and to draw conclusion makes this research reliable. The 
author assures readers that other researchers could use the same method to come to the same 
conclusion. Other researchers could repeat the research when they use the same method as 
proposed by Williamson (2002). The author read and compared different literatures and articles 
on the environment as well as measures that could be taken to prevent company’s toxic 
exposures.  The research has been given topics ad subtopics to enhance coherency and every main 
topic has an introduction for guidance and chapter perspective.  

The conclusion and the result make the research valid because the purpose and the research 
questions has clearly been answered. The method chosen was suitable for analysin sutable 
managerial approach for appropriate environmental practices to be implemented.  

 

Analyzing and Interpreting Research Findings   
 

 Daymon and Holloway (2002) proposed that measures should be used to achieve higher quality 
of a research. Although the quality of findings in qualitative research is characterized by 
trustworthiness the author ensured that results are credible, dependable and confirmable.  

To ensure credibility data collected from Highveld Steel Limited was not only rewritten the same 
day of interview but also quoted as described by Dayom & Holloway (2002).  Every important 
statement from the interviewee that has direct interest to our research questions and purposed 
were quoted.  

The analysis was made with all information used for the research in mind. The result from the 
interview, references and introduction were of great interest in the analysis. The analysis was 
structured to enhance coherency and in accordance to the proposed implementation process         
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( table: 5)  to make it more understandable. Highveld Steel Limited was analyzed at each stage of 
the implementation process. This enhanced dependability and conformability of each stage in 
the analysis, which subsequently gives, enhances conclusion of each stage. In view of 
dependability readers are assured to be able to evaluate the quality and grasp the research 
conclusion process because each paragraph and topic is link to enhance coherency and result. 

Finally, the research question was repeated at the early stage of the conclusion chapter so that 
readers will not need to go back to the early chapters if they have forgotten the main purpose or 
research question itself. The research questions were answered in different paragraph for clarity 
and link to one another in accordance of the implementation planning process to enhance 
coherency.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Theory 
 

In this chapter the theories that are relevant for the thesis were explained. The author will direct its 
focus on theories with regards to the environment, stakeholders concern of the environment and how 
the organization will embrace environmental change.  

 

 
Stakeholder Theory 
 

Stakeholder model 
The stakeholder model, presented below, represents a broader perspective to understand those 
who have influence of an organisation. The relation of stakeholders to an organisation depends 
on the relationship, products and interest of the organisaton. Understanding your stakeholders 
could foster sustainable development. 

 
Fig. 3 Business and Society(Carroll & Bucholtz, 2006) 

Primary and secondary stakeholders 
 

Thorne & Ferrell (2003) describe in their book “Business and Society “ the classification of 
stakeholders as primary or secondary. It is based on their importance to the firm. The primary 
stakeholders could be defined as those who have a fundamental impact on the operations. 
Without them no business could be done and the firm would not be able to survive in the 
dynamic environment. A very high interdependence and a good relationship are necessary. 
Examples of primary stakeholders are investors, employees, suppliers, customers, communities 
and governments. Secondary stakeholders do not affect the business operations. Their pressures 
do not fundamentally affect the daily survival. (Thorne, Ferrell  & Ferrell, 2003)  
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Stakeholders Expectations 
 

From the environmental perspective, stakeholder theory is “a theory of organizational 
management and ethics” (Phillips, 2003). It has to be more than only maximizing the profit and 
the interests of shareholders as well as environmental concerns. An organization has to draw its 
attention towards all interests which have an impact on the business concept. The stakeholder 
model requires that all of the parties which are affected by management decisions, includeing 
shareholders, management, employees, customers, suppliers, communities in which the company 
operates and the environment from local to global must be given the approprite concern. 
Everything must be taken into consideration as fairly and justly as possible.  

Below is a table illustrating the stakeholders and their expectations. 

 

Stakeholder Expectations 

 Primary Secondary 

Clients Financial return Added value

Employees Pay Work satisfaction, training 

Customers Supply of goods and services Quality

Creditors Credit worthiness Security

Suppliers Payment Long-term relationships 

Community Safety and security Contribution to community 

Government Compliance Improved competitiveness 

 

Table 1:  Stakeholders and their Expectations (Cannon, 1994) 

 

Corporate Citizenship 
 

The model of “Corporate Citizenship” describes the pressures towards a change in an 
organisation (Thorne; Ferrell&Ferrell, 2003). The model should help to understand the 
implementation of corporate citizenship as a process. It tries to emphasize the meaningfulness of 
the strategic philosophy. Corporate citizenship will not fulfill the attempt in reality without an 
integrating philosophy and necessary support. 

Corporate citizenship has to become an integrating part in every single area of the whole 
business. Responsible for the essential integration of all social and economic values is the top 
management. The four aspects of social responsibility are defined as soon as the philosophy is 
accepted. The four aspects: legal, ethical, economic and philanthropic, take the interests of 
stakeholders into consideration. The complete integration of corporate citizenship also has a 



great impact on the financial performance of the company, its reputation, commitment and 
trust. 

 

 

 

 

 

 

 

  

  

 

 

  

 

Fig. 4: Corporate Citizenship (Thorne; Ferrell & Ferrell,2003) 

 

 

As presented in the figure above, the full integration of the four aspects, which stand for the 
different stakeholders, is very important. It symbolizes, like mentioned above, that all 
stakeholders are strongly interdependent on each other. A change in one aspect has an impact in 
another one.  

All the different frameworks mentioned above describe the different kinds of stakeholders and 
different categorizations of stakeholders. Every model presents types of stakeholders which have 
great influence in changing the business concept. A lot of different environmental issues like 
global warming and new technologies make it necessary to move towards a renewal in business 
concepts.  

 

 Organization  Environmental Fit 
 

Every organisation could be seen as social network. This means, that it is a system of social 
objects like people and groups who built up relationships. The main target of a social network is 
to combine political, technical and cultural orientations (Hamel & Prahalad ( 1989)). 

Hamel & Prahalad ( 1989) focus on the role of the organisation in creating the own 
environments instead of simply adapting to them. This means that each company should try to 
develop their own business concepts according to their influences, which are mostly caused by 
stakeholders. Hamel & Prahalad (1989) descouvered that companies that simply adapt a concept 
are less successful.  

The organisation has to fit into an uncertain world. For several reasons this could be very 
difficult. First of all, “the environment” has to face many influences, which furthermore lead to 
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the necessity of change. Secondly, the business environment has to interact in a system within 
strong complexity. For instance, if there is a technological development like information 
technology, it has great impact on the nature of work. Another issue is the speed for change. 
These factors lead to regular renewal of business concepts  (Johnson, Scholes & Whittington, 
2005). 

 

PESTAL  Framework 
 

Johnson et al. (2005) proposed the pestel framework and it consists of factors which influence 
nearly all organisations. The pestel framework shows us what could cause changes in an 
organisations. When doing so, the PESTEL framework could be used to identify the future 
trends in political, economic, social, technological, environmental and legal environments. It 
helps to make key drivers of change clearer (Johnson et al, 2005). Also, it  analyse possible factors 
for changes within the business concept. One of the main areas is the environment of 
competitors and markets. It consists of many different groups and organisations with different 
concentration.  

The PESTEL framework could be used to “categorise environmental influences into six main 
types: political, economic, social, technological, environmental and legal”. (Johnson et al,2005)  

 

 
Fig. 5. Pestel Framework (Johnson, Scholes & Whittington, 2005) 

Like presented in the figure, there are lots of influences that are very important to identify. 
However, a lot of changes in the macro-environment could be noticed. But mostly it will be a 
combination of separate factors.  

Political factors: They stand for the influence of government. Through passing new policies, like 
taxations policies or laws, regulations and social welfare policies, the government tries to reach 
stability. Because of more pollution and more pressure from public institutions government is 
forced to build up new polices to for example regulate the emissions or to guarantee a wealthy 
nature. Hence, organisations have to adapt these new regulations and policies in their business 
concepts. Otherwise, they would have to face restrictions and fewer possibilities in the 
competition market.  
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Economic factors:  Business cycles, GNP trends, money supply, inflation and income. Those 
factors have a great influence on how doing business. Because organisation is orientated towards 
maximising profit, they have to adapt their business according to economic factors. If for 
example the disposable income is very low, they have to have a very cheap production in order to 
reach the customers.  

Sociocultural factors: Could be compared with the stakeholders from the social environment. It 
involves factors such as population demographics, social mobility, consumerism and attitudes to 
work and leisure. People in the social environment get more and more aware of environmental 
problems. They stand for a wealthier environment. 

Technological influence: It is strongly dependent on the governmental spending on research, 
government and industry focus on technological effort, new discoveries, and speed of technology 
transfer and rates of obsolescence. If new technologies are developed, they focus on change in 
business concepts. Because of them business process could be optimized towards maximizing 
profits.  

Environmental drivers: They have great influence on changes. Very important to mention is that 
they also have great impact on the other factors. If a current environmental problem, like waste, 
global warming, emission etc., would become too influential stakeholders like government tries 
to make some prevention.  

Legal drivers: They regulate the competition law, employment law, health and safety and, 
product safety. Naturally,  laws are passed by the government.  

From the single description of those factors it is obvious that they interact with each other. Like 
mentioned above, those drivers occur mostly in combination.  

Those single factors constantly have great pressure towards a renewal. Because of different 
strengths, they have different ways of influencing. The factors, mentioned above, could be drawn 
back to stakeholder’s expectations. Stakeholders could be explained as individuals or groups who 
depend on the organisation to fulfil their own goals and on whom, in turn the organisation 
depends.”(Johnson et al., 2005) Stakeholders could be divided into different groups which will be 
discussed in the next chapter.  

 

Responding to Stakeholders 
 

There are several ways in which companies respond to stakeholders’ different pressure. It is 
greatly dependent on where the pressure originates from. Each approach also depends on the 
level of commitment within the organisation. Stakeholders’ growing green concerns creates a new 
challenge for businesses in order to gain competitive advantage (Welford & Starkey, 1996). This 
could be a wakeup call for businesses, forcing them to consider its own operations and 
environmental impact. It also involves the decision on how to position themselves regarding 
environmental issues. Throughout the last decades there has been a shift among organisations 
from a reactive response to a proactive one, adapting to the evolving stakeholder pressure. There 
has been a shift among drivers of change.  

Responds of businesses could be viewed as a compliance-based environmentalism (Garvare, 2002).  
In other words, organisations takes the necessary actions in order to fulfil the requirements of 
laws and regulations (Eden, 1996).  It is done to avoid the sanctions. During the 1980s, green 
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consumerism started to grow and a demand for green business likewise. Businesses started to 
understand the opportunities offered by environmentally friendly products. There was a market 
driven environmentalism, since market incentives encouraged those behaviours (Garvare, 2002). 
Awareness of potential cost-savings drove business to implement a reactive environmental 
strategy. The assumption of the market is to maximize profits in the short term. In order to do 
so, businesses have to respond to demands among their customers, bringing them the benefits 
they ask for. Reducing the cost will also involve short term profit maximization. The purpose 
behind such an environmental strategy is only to consider those environmental aspects that the 
market value, even though they might not be sufficient for achieving a sustainable development. 
This strategy does not involve a long term perspective. The 1990s involved a shift from market 
driven environmentalism to value driven environmentalism (Garvare, 2002). Originating from a 
general awareness; that economic activity and environmental protection have to exist 
simultaneously (Garvare, 2002). Future generations should not bear the price of today’s 
consumption. 

 

 Environmental Management 
 

According to Eden (1996) there are three different environmental strategies; 

1. Compliance 

2. Reaction /Anticipation 

3. Proactive 

Each one involves a different approach of to how to incorporate and address environmental 
issues within the organisation. A shift between the different strategies would mean a change of 
business concept, since the business concept is dependent upon which strategy the company 
chooses. So a shift from a compliance environmental strategy to a reactive strategy would mean a 
change of business concepts. According to Mintzberg strategy could be defined in several ways.  
If strategy was defined as a pattern of actions and organisational decisions, environmental 
strategy will involve the pattern that is connected to the environmental impacts of business 
activities (Dobers, 1999). 

The Compliance approach means that the company only takes minimum environmental actions 
in order to survive. The firm only conforms to laws and regulations and change only to comply 
with new implementations. They do not consider any further actions. 

Reactive environmental strategy involves investment in research in order to be able to respond to 
stakeholder pressure. This strategy also contains the development of public relations. It is an ad 
hoc approach, firms react to their environmental context and try to internalise those values into 
the firm (Eden, 1996). According to Tilley (1999), this is a techno centric approach, with a focus 
on cost-driven technology and relying on end-of-pipe technology. A techno centric approach 
involves the opinion that technological solutions and new technology could be the answer to 
ecological problems (Dobers, 1999). 

The third approach, the proactive one, includes an anticipating role for the business. The firm 
considers possible threats and tries to overcome these by being one step ahead.  By using self 
regulations such as codes of conduct and lobbying strategies, the firm tries to develop in order to 
reduce their possible impact on environment (Eden, 1996). Firms, which behave pro-actively to 
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environmental issues, may well be able to achieve a strategic advantage by foreseeing 
opportunities and threats. A proactive strategy generally involves an ongoing process of 
environmental improvements. There might be an action plan considering how to enhance 
environmental work. Firms also use environmental auditing to get feedback on their 
implementation (Tilley, 1999).  

 Tilley (1999) adds two other environmental strategies from her article “Small-Firm 
Environmental Strategy”. First she mentions the strategy of resistant. This is an ignorant 
approach; the firm simply does not consider their impact on the environment. Either because 
they are aware of it, but do not want to make any efforts to reduce their impact or because the 
firm lack the knowledge about the influence of their activities (Tilley, 1999). The other 
environmental strategy that Tilley includes is the sustainable/ecological strategy. This strategy 
involves a fundamental change of the business concept since it is a holistic perspective. 
Environmental awareness is integrated to every dimension of the organisation, colouring all 
aspects of the firm. Firms that implement the sustainable/ecological strategy will take an 
ecocentric approach (Tilley, 1999). This means that the implementers are aware that ecological 
problems are too complex to be able to solve within the existent worldview. In order to find a 
solution to the problem and a response to pressure, there need to be a fundamental rethink of 
our values and way to run business (Dobers, 1999).  

 Eden (1996) is critical to the fact that most of the environmental strategies do not involve the 
fundamental changes that are needed, since change often is addressed as a way to keep up with 
competitors or to listen to the demands of customers. Those are market incentives and will not 
offer the solution to the problem of sustainability since the market is the root of the problem. 
Therefore, the sustainable/ecological strategy could overcome those shortcomings and offer the 
required rethink.  

 

Environmental Theories 
 

Environmental Management System 
 

The Environmental Management System (EMS) is difficult but a sustainable system that is 
established to ensure that organization performance is effective in making the environment 
secured in the short and long run. The process of taking care of the environment cost money but 
are likewise beneficial to the organization and stakeholders. (Sadgrove, 1992) 
 
Dobers (1997) recommended that private and public organisations could act together and reduce 
the environmental damage resulting from our way of living: He continued that actors in private 
and public organisations are together responsible for environmental improvement work.  

EMS consists of three main factors, including an audit, the policy, and a plan. Once established, 
the EMS has five supporting structures to ensure the implementation of the system. The 
structures are human resources, other resources, procedures, documentation and a manual 
(Sadgrove, 1992). 

• Audit 

Sadgrove (1992) proposed that the audit should be faster, well planned and coordinated. 
Important environmental aspects such as materials, energy, water, chemicals, transport and 
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emission on the construction site should be put in to consideration. A SWOT analysis could be 
also implemented to know the strength and weakness of the internal organization and 
opportunity and threat of the external environment could be conducted to know the external 
environment such us the society they live in, other companies that would be interested in buying 
the waist from the construction site etc It is from the SWOT where a competitive advantage 
could be developed when marketing the product 

  Before an analysis of the audit is made, a measurement system should be made. This could be 
difficult for many business managers because of a narrow understanding of the Earth System and 
because they often lack the tools necessary to measure things such as carbons deposited into the 
atmosphere. 

• Policy 

An environmental policy is principles that define the objective of a company which influence its 
course and actions. The policy should cover all important issues related to the environment 
(Sadgrove, 1992). From the policy, the company defines goals for itself. Once an audit has been 
made, a policy is set up to guide the company along the path to environmental sustainability, 
while still providing success in the industry. It is often possible to use an environmental policy as 
a competitive advantage by giving the company a highly respectable reputation and positioning 
the product not only as environmentally friendly, but as a product as well respected as the 
company it represents.  

• Plan 

Now a policy has been derived an action plan should be implemented. The plan should be able 
to implement all kind and process of the policy. This is the period where meetings and notices 
should be given. All actors on the project should be monitored and enforced to go by the policy 
of the organisation. The government, news agent and all important stake holders should show 
their interest in the environment and help to promote the idea of the good environmental 
measures in the town. Activities should show how plans have to be implemented in order to 
minimize their effect on the environment. Additionally, an emergency plan should be made in 
the event of unforeseeable incidences so that a quick response could be made (Sadgrove, 1992).  

It is important that the EMS plan be incorporated with the marketing plan since the marketing 
plan is the spine of the business and since the EMS will have influence on most of the marketing 
plan. Environment-friendly waste oil disposal and purchase restrictions on hazardous material 
could enhance the idea of EMS. 

 

Total Quality Environmental Management (TQEM) 
 

Different approaches could also be considered of the development towards Total Quality 
Environmental Management (TQEM). In order to achieve the stage of TQEM, certain 
management tools are needed. An Environmental Management System (EMS) such as ISO 
14001 could help managers to systematically analyse their situation. Becoming aware of the 
environmental opportunities and threats but also becoming aware of the business’ strengths and 
weaknesses within the area. Depending on the approach it will affect how the firm implements 
the environmental management system and how they view the management tool.  



‘A single company might be compliant, reactive, anticipatory and proactive on different 
environmental issues depending on the centrality of these to its own business, its public profile, 
legislative interest and the ease with which technological responses could be made.’ (Sammalisto, 
2001). 

 
Fig 6: Development of  Company Approach from Inactivity to TQEM (Sammalisto, 2001) 

This model shows how the different approaches to EMS varies from inactivity to TQEM. It 
describes the development from an inactive approach to a more holistic approach. The reactive 
approach to EMS involves a minimum compliance to standards. Those companies only 
implement EMS because of their customer requirements. This approach sees the implementation 
of the management tool as the goal itself (Sammalisto, 2001). This ad hoc response to pressure 
tackles single issues at time when it suits the company or when they arise. Mostly they involve 
benefits for the firm such as cost savings (Tilley, 1999). Sammalisto (2001) consider a coactive 
strategy to EMS implementation. This is a strategy that considers the implementation of EMS as 
the goal, i.e that the implementation of the system itself would offer a solution to the 
environmental impact. Converts on the other hand, are heading closer to the TQEM. Businesses 
applying this strategy consider themselves as a responsible actor in society and are modifying 
their products and processes to reduce their environmental impact. But still, they are motivated 
to do so to gain a competitive advantage (Sammalisto, 2001). They do not completely integrate a 
holistic perspective. But if a company applies a process-oriented approach to EMS, it regards the 
management system as a tool in the development of the organisation. A tool to integrate the 
environmental aspects.  

 

Shallow Ecology vs. deep Ecology 
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As mentioned above, Eden (1996) is critical to whether environmental strategies will involve the 
fundamental changes that are required. Tilley (1999) also discuss this problem of sufficiency in 
her article. She argues that the dominant worldview constrains the development towards a 
sustainable /ecological business model (Tilley, 1999). Within the dominant worldview ecological 
problems are perceived as technological problems. They view the problem of waste to be caused 
of inefficient technologies in the business process or due to inefficient aspects of the product. It 
does not address the problem with perception. The relationship between business and nature or 
humans and nature were considered. Our perception is an anthropocentric perception that nature 
only exist for human exploitation (Dobers, 1999). In order to achieve a sustainable development 
one has to get rid of our present perception and consider a broader worldview.  



Tilley (1999) also raise critique to environmental management systems (EMS) such as ISO 
14001 arguing that those systems incorporates the present worldview. A worldview that is 
incompatible with a sustainable development. It represents a worldview that is shallow-
ecological. It seems to be ecological but it is not fundamentally ecologic. On the opposite, within 
the sustainable /ecological strategy there is a deep fundamental integration of a multidimensional 
perspective. Consequently, a shift from a shallow-ecology to a deep ecology has to take place in 
order to meet the environmental challenge (Tilley, 1999).   

 
Table 2: Summary Characteristics of Shallow and Deep Ecology (Tilley, 1999) 

The figure describes the differences between the shallow ecology and deep ecology. It puts 
attention to the fact why shallow ecology is not sufficient to solve the environmental problem. 
The shallow ecology is built on assumptions that are the root of the environmental problem. The 
anthropocentric perspective gives a good explanation to this fundamental difference. 
Anthropocentrism does not include a systematic approach, that systems are interdependent upon 
their subsystems. Instead they view nature to exist only for exploitation of humans. With such 
assumption is it hard to find any long term solution.  

The shift, from linear processes to cyclical ones, promotes alliances and partnerships. That 
businesses co-operate in networks. Alliances could be used in order to address environmental 
issues and the need to change business concepts. There are internal, network and external allies 
(Dobers, 1999). They could also reinforce the legitimacy of the environmental issues. They are 
all part of the stakeholder model and puts different pressure on the firm. 

 According to a social constructionist point of view, technology is only a means to fulfil our 
needs (Welford & Starkey, 1996). So depending on how one define needs, different 
technological solutions could be used. Welford & Starkey (1996) differ between three kinds of 
technology.  

 Remediation 

 Clean-up technology 

 Clean technology 
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Remediation has an ad hoc mission to repair the damage that has already been caused by humans 
and businesses. Clean-up technology fulfils a proactive assignment to reduce the environmental 
impact of the business. Such solution could involve an end-of-pipe technology that is supposed 
to decrease the pollution of an existing process or factory. Finally, to avoid the environmental 
impact in the first place, clean technology could be used. Life-cycle assessment could be used as a 
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tool to reveal a products environmental damage (Welford & Starkey, 1996). It could also make 
us aware about what kind of technology is needed. 

 

Force field analysis 
 

Lewin  (1943) introduced the forcefield analysis which looks at factors that influences a situation. 
It’s a framework that looks at factors that drive situation towards a goal and factors that prevent 
goal achievement. 

By identifying the forces that speaks for and those against change within a business, one could 
find obstacles to overcome if implying change. There are three questions that need to be 
answered within a company when considering making changes:  

• What are the aspects in the company that will support change and make it more 
successful? 

• What could hinder change in the company? What issues needs to be overcome? 

• What benefits could we develop or what problems could be solved in order to aid 
change? 

This analysis includes both obstacles and aids to change. By looking at this, the company might 
identify what needs to be introduced or altered in their strategy or if changes should be done. 
(Johnson et al., 2005) 

 

SWOT Analysis 
 

SWOT analysis is an important part of strategic management and is a crucial tool to analyze the 
strategy within an organization. Strategic management could be understood as exercise of 
adjusting an organization’s internal behaviour to bring about necessary changes in its interaction 
with the surrounding environment. Ansoff (1980) proposed that within strategic management a 
SWOT analysis could be seen as a decision-support system, a learning process and information 
flow gatekeeper.  

A SWOT analysis consists of four critical success factors and rates them against the competition; 
strengths, weaknesses, opportunities and threats. The latter two success factors are external while 
strengths and weaknesses are internal environment factors.  The analysis provides useful 
information when matching the organization’s resources and capabilities in the competitive 
market it operates. (Armstrong & Kotler, 2000) When defining the organization’s strengths, it 
could be used as a basis for developing a competitive advantage. Once the strengths are defined 
you could draw parallels to the weaknesses of the organization, such as the absence of certain 
strengths. By analyzing the external environment of the organization, it will hopefully reveal new 
opportunities for profit and growth. While analyzing the external environment certain threats 
might also become apparent and action is needed to avoid problems in the near future.  (Johnson 
et al., 2005) 
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“A SWOT analysis summarizes the key issues from the business environment and the strategic 
capability of an organization that are most likely to impact on strategy development.” (Johnson, 
Scholes & Whittington, 2005) 

By analyzing the organization internally, one can see what its strengths and weaknesses are, for 
instance which resources it lacks and what knowledge or competence it has that its competitors 
have not yet located. Resources and competences compose the strategic capability of the 
organization. Through the internal analysis the company acknowledges what it is capable of 
doing and what it can not do. From this the organization is able to see which resources and 
competences that do fit the opportunities that exist in the environment. If it is able to exploit its 
resources in a new way that could generate it a competitive advantage over its competitors 
(Johnson et al., 2005). Some examples of weaknesses could be that a company has a bad 
reputation, does not have high qualitative products or that it is badly located on the market in 
comparison to its competitors. A company’s strengths could be that it has a new innovative 
product, found a new way to use its resources which can help it out perform its competitors or it 
could be its location. 

Strengths Weaknesses

Opportunities Threats

 

Table 3:SWOT Analysis 

 

An external analysis is of great importance in understanding the macro environment of the 
organization. This tool is helpful in a way that a company can see what threats and opportunities 
that exist in the environment. A strategic gap is an example of an opportunity, it is an 
opportunity that has not yet be found by competitors and with which the company gains 
competitive advantage (Johnson et al., 2005). A threat is for instance when new competitors 
enter a market or environmental changes. It is up to the company to see these threats and 
opportunities as soon as possible before it backfires on them. 

According to Chattopadhyay, Glick and Huber (2001), there are many ways for a company to 
act upon the threats that occur in the environment. One of them is for a company to focus 
mainly on its internal improvement in other to be able to deal with threats and in this way the 
company feels a sense of control over the situation with the capacity to grasp the opportunities.  

 

Barriers to changing environmental strategy 
 

Which strategy that is chosen is constrained by two basic types of barriers. First of all, the 
industrial barrier limits the choice of strategy. This involves the considerations of industrial 
regulations and the pressure from competitors. Moreover, the technical information and capital 
costs will affect the available options. Secondly, the environmental strategy is constrained by the 
organisational barrier dealing with internal factors. This type emphases the importance of 
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employees’ attitudes and past practice as well as the communication and management leadership 
skills.  

The choice of strategy is also depending on how the organisational members view the 
relationship to the environment. If they have a techno centric worldview they believe that 
technological solutions will be sufficient to overcome the problem. But if they see the world 
through an ecocentric view, they will promote a holistic strategy that involves a fundamental 
change of business (Wilson & Bryant, 1997). Altogether, those factors affect how a firm manages 
change and change of business concept.    

 

Resources Base View 
 

• Core competence 

Core competence is the ability to survive as a competitive force in the long run by building an 
efficient way of production at lower cost than the competitors. This is a collective way of 
learning and is concerned with how the organization coordinates and integrates resources and 
technology so that it harmonizes the production (Prahland & Hamel, 1990). 

As an analogy a tree could be used to describe core competence. One can imagine the bulk of the 
tree as core product, the branches as business units and the leaves as end products. However, the 
most important part of the tree is its roots, which give the base for the whole tree, and this is 
what could be seen as the core competence (Prahland & Hamel, 1990). 

• Unique Resources  

Unique resources are those resources that create a true competitive advantage for the organization 
in question, which others cannot imitate or obtain. This is closely connected with the concept of 
core competence, which dramatically increases the chances of creating a competitive advantage. 
The activities and processes used in combination with a specific resource to achieve a competitive 
advantage is a brief explanation of core competence. (Johnson, Scholes & Whittingthon, 2005) 
Prahalad & Hamel (1990) defines it as:”the collective learning in the organization, especially 
how to coordinate diverse production skills and integrate multiple streams of technologies”. As 
mentioned earlier, it is important for the unique resource to quickly become unattainable for the 
competitors as it impacts performance. (Duysters & Hagedoorn, 1996) An important aspect 
with creating a competitive advantage is the understanding of customer’s needs and buying 
processes better than the competitors and to deliver more value. (Armstrong & Kotler, 2000)  

• Dynamic Capabilities 

The resource based view is driven by the theory of a company’s ability to establish a cost 
advantage state which is derived from scale efficient plants, superior process technology, 
ownership of low-cost sources, of raw material and access to low cost labour (Grant, 1991). So 
for a company to gain sustained competitive advantage it needs to see its resources as the main 
source of profitability and reconfigure it. And the reconfiguration and integration of these 
resources by the company when demand is required is what describes the capability (Grant, 
1991).  

In this aspect one needs to see a differentiation between capabilities and resources. While 
resources are the raw material inputs, the intellectual property and the human labour, capability 



32 

 

is the firm’s way of mixing these resources, which makes both physical and financial capital as the 
basic input in production (Grant, 1991). 

Capability or more correctly dynamic capability is the essence of the ability a firm can reorganize 
and manipulate these variable inputs in a new strategy so to create a competitive advantage 
(Eisenhardt & Martin, 2000). 

In the article ‘Dynamic capabilities and strategic management’ by Teece (1996), he describes 
dynamice capabilities as a company’s capability to change and develop its distinctive way of 
doing business to meet the environment’s needs.  

A capability is the capacity for a team of resources to perform some task or activity. While 
resources are the source of a firm’s capabilities, capabilities are the main source of its competitive 
advantage (Grant, 1991) 

The theory of dynamic capability nonetheless does not pin point directly on sustained 
competitive advantage such as the resource based view does. The different type of market 
dynamism is emphasized more deeply. There exists different types of markets, both moderately 
and high-velocity dynamic markets. And in high-velocity markets it is unrealistic to have long-
term competitive advantage since new knowledge and resources arise constantly and are 
impossible to always predict (Eisenhardt & Martin, 2000). 

Dynamic capability should therefore be seen as a routine by the organization in a dynamic 
market where the focus should lie on temporally achieving competitive advantage and seeking to 
build new resources so to once again temporally gain competitive position (Eisenhardt & Martin, 
2000). 

Small Medium Enterprises (SME) is driven by compliance and their greatest pressure is 
regulations rather than customers. Larger companies have more resources to monitor, and they 
need to anticipate and react to changes, therefore they normally use more environmentally 
friendly leadership (Eden, 1996).  

 

 

 

 

 

 

 

 

 

 

 

 



Degree of Change 
 

Incremental, tectonic and revolutionary change 
There are three ways for managers to imply change: Incremental, revolutionary and tectonic. 
They all explain the different level of change within the company. These processes could be seen 
in the figure below . 

 
Fig 7: Result of Change Processes(Reger et al., 1994) 

 

Incremental change means that you make minor adjustments that will solve the problems as they 
come along. The company will implement minor adjustments or “quick fixes”. These changes are 
not to prevent problems but only solve them as they come along and are thus only suitable for 
firms in stable environments. Firms that attempt to implement incremental changes are likely to 
encounter strategic drift. Strategic drift means that the conditions of the environment shifts faster 
than the responses of the organization. 

Revolutionary change implies that you make fundamental changes that question the whole 
business. Revolutionary change means that the manager perform a fundamental organizational 
shift that will be the opposite of how the business has carried out business before. The problem 
with revolutionary changes is though that they are not likely to achieve planned results, as the 
consequences of a revolutionary change are unpredictable. Another problem is that when one 
implies revolutionary changes, the basic assumptions of the employees’ are challenged.  

When you make a tectonic change you make changes that will make a difference without 
creating confusion and resistance within the business. In the past managers used only 
incremental or revolutionary changes. Because of changes in the environment such as 
globalization, increased competition and global recession there were though a demand for 
tectonic changes. Tectonic changes are sufficiently large to overcome inactivity without being so 
large that it creates problematic conflicts. As seen in figure 7 above, tectonic changes are the only 
ones that reach the set goal. (Reger et al., 1994) 
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Generating Implementation Process 
 

This chapter is concerned with different phenomenon underlying  approachs to different goals, which has been 
observed from different authors.  Three different observations of how to approach a process that could enhance 
efficiency in the implementation of environmental system would be studied to generate their similarities.  

 

It is important to consider how to develop an appropriate environmental planning process to 
attain corporate objectives. This will enhance an efficient result in the implementation of an 
environmental planning process (EMS). Efficiency in this research is describe as realizing desired 
goals by producing minimum waste by  using minimum resources. Minimum waste may be the waist 
that is accepted by  

• The community , 

• Authorized bodies like  governmental agencies  

• The companys’  industry, 

• Professional  groups eg. Non Governmental Organizations 

• Maximum use of the company’s  competence  to reduce waist. 

In other to have an appropriate process, different ways of developing an objective  
implementation stages were studied and few were chosen. Academic disciplines (especially in 
management field) including marketing, finance, business management etc was studied to 
deepen understanding of how to process  ideas or objectives. 

The following business process, which is some of the important processes that the author 
believes, relates to the subject of the research. Also, considering the research topic and purpose 
the author carefully chose to use the business planning processes below to enhance a better result 
for this paper. 

 

Westwood (2005) 
 

Westwood (2005) explained that marketing objectives are could be achieved through marketing 
planning. The objectives and resources vary from company to company and change with time. 
Westwood (2005) elaborates that the process includes   

• Setting corporate objectives 

These objectives are set by top managers .It is important to set the objective with the aim of 
achieving the corporate objectives of the company and stakeholders as a whole. 

Carryout market research within and outside the company. 

The first step is to carry out research in the environment the company exist. Research should be 
carried out in the market where actors are interested in the outcome  or the end product of the 
company. Internal information concerning resources, employees interest and capabilities as well 
as how ready different teams are to carry the project should be analysed. 
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Looking at the company’s strengths and weaknesses, data should be analysed to enable decision 
makers to come out with the best idea without making mistakes. This may be done by caring out 
key information by doing a swat analysis. 

• Making assumptions 

The plan is carried out in an understood set of assumptions . This may be based on external 
competitive factors as well as technology and economic factors. 

• forecasting 

 setting marketing objectives 

 generating marketing strategies 

 reviewing the result and revising the objectives, strategies or programmes 

The process is interactive and will be reviewed and updated as it is implemented. The process 
may be documented and formulated for products or services. Services may include after sale 
service, adding new value and in store merchandising ,training people etc Although it may have a 
formal structure it should be flexible enough to respond to any environmental change and 
inconveniences. The type of plan depends on the type of company  

Westwood (2005) added that the planning process will  

 Make better use of company resources to identify opportunities 

 Encourage corporate identity and team spirit 

 Help company to move towards achieving corporate goals. 

 Current and future projects information would be achieved. 

The process also helps you to understand the abilities of your company, requirement of all 
stakeholders especially your customers, the environment in which you operate. 

 

Strokes(2002) 
 

Strokes(2002) proposed that it is vital to consider what an organisation has to offer and what the 
market needs in any planning process. The process in planning could be use in any product or 
services to satisfy its users. 

The product has four basic stages which ask the following questions in sequence 

• Where are we now?  

This could be answered by the analysis of the company’s existing position both inside and 
outside. This includes making swot analysis, considering corporate objectives and assumptions. 
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• Where are we going? 

This requires examination of looking at where our decision will take us to by setting a precise 
objective. The produts’s market of the company should be a focus of destination when analyzing 
where the organisation is heading towards to.  

• How do we get there?  

Details of activity, plans and marketing research are needed next to establish the marketing 
methods needed to meet the objectives. Other marketing information that may be of interest are 
the organisation marketing mix and  budgets. 

• Are we getting there?  

Ways of measuring the impact of our activities is important because it will help us to evaluate our 
task for us to know if we are achieving them. Feedbacks and performance measurment may be of 
relevant at this stage. 

 

Anderson and Narus(1999) 
 

what an organisation envision to accomplish begins with objectives which is processed throw 
plans on how , when and where these golas would be attained(Harrison,1995). Different 
planning process are employed by different organisations when planning strategically. In view of 
the above it is not the planning that is important but the thought and objective associated with 
the plan. Anderson and Narus (1999) proposed three fundamental  questions in relation to 
strategic planning process which are: 

• What do we know?  

Organisations should be able to point out what they know and they could work with. Moreover, 
decision makers should be able to clarify relevant, true and untrue issues. Past performance 
information should be accurate and related to current situations in its best way as to help achieve 
objectives  (Anderson and Narus, 1999) 

Furthermore, organisations should also assess the strength and weakness of the firm and conduct 
a marketing audit. This is an in depth analysis of all the firms marketing activities(Webster,1979) 

• What do we want to accomplish? 

At this denture the organisation should identify what they want to achieve and try to reach a 
strategic alternative they want to pursue.  The management must reach a common agreement 
reaching a strategic alternative decision by using a consensus with qualification (Anderson and 
Narus, 1999). The important goals to consider are the main objective of the organisation in 
terms of the products and services to be perceived ie. the main business the organisation and it 
stakeholders want to realize in the future or want to be known for.(Webster ,1979) 

 

• How do we do it? 

Anderson and Narus(1999) propose that the manager ability to manage resources to accomplish 
market task and connecting relationship in the market structure is important during 



implementation stage of any strategy. This implies that the organisational skills, including 
monitoring and allocating resources are action plans that, are helpful to realize goals. 

Similarities  
 

The process above has been put together in other to have a common and effective way of 
deriving a good environmental process or the stages that will enhance efficiency when 
implementing an environmental managemnt system. The stages has been summarised in relative 
terms to make it easier to follow and to enhance a comprehensive analysis. 

 

 

 

 

Table 4: Planning processes samarised in relative terms 
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In relative terms Stroke (2002) Anderson & 
Narus (1999) 

Westwood 
(2005) 

Research Where are we now? 

 

What do we know? 

 

Corporate objective market 
research 

Analysis Where are we now? 

How do we get there? 

What do we know? Strength and weakness 

Making assumptions 

General market strategy 

Choice Where are we going? What do we want to 
accomplish? 

Set market objective 

Implementation Are we getting there? How do we do it? Market objectives 
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Emperical Studies  
This chapter is concern with information of Highveld Steel Limited. It  also gives results from an interview with 
personnel from Highveld Steel Limited concerning environmental issues. 

 
About Highveld Limited 
 

(A summary from the company’s website and its 2007 annual report) 

Highveld Steel and Vanadium Corporation limited was established in 1960 at Witbank with its 
domestic sales office in Johannesburg, South Africa. The company has grown through 
partnerships and takeovers from other companies.  They produce finish and semi-finished 
products depending on market demand and steel availability. The current annual rated capacity 
of the Steelworks is one million tons of hot metal cast into billets, blocks and slabs. Highveld is 
South Africa's second largest steel maker after Mittal South Africa and the world's top supplier of 
vanadium, used in the production of alloy steel. Its stock is listed on NASDAQ. 

• Management 

The management of Highveld steel is basically hierarchical with the chairman on top followed by 
the chief executive. The managerial unites follows in linear form with their assistants bellow. The 
management team of Highveld is international.  The company has non-executives and executives 
with their general managers at operational level. 

• Products                         

The main products for their markets are rolled steel, vanchem and steel plant. Rand carbide is a 
new product introduced for their market in early 2008. Moreover, products like transalloys, 
silicomaganese, medium carbon and ferromanganese are produced for both markets. 

The main products of the company are steel, alloy and vanadium. Their product ranges includes 
cast billets, sleeper bars, cast blocks, commercial rails, universal beams, hot rolled coil and strip. 
Their vanadium products range from oxides, ferrovanadium nitrate and chemicals. For their local 
market carbonaceous products and ferrosilicon, just to mention a few are produced.  

• Market  

The company produces for local and international markets. Their annual report for 2007 
indicates that Europe is their largest export market with a margin of 61% followed by North 
America 26%, South America 2% and 11% market share for other international regions. 

 The sales volume of major products for their domestic market was 7.1 % compared to 92.9% of 
their exports. The company Revenue rose to 7158 Rm by 5.96% in 2007. In 2007 the company 
earning per share rose by 8.122 % to 1919.4 Rm. Profit and loss before tax rose by 9.06% to 
2347Rm as well in 2007. 

• Vision and Prospects 

 The vision of the company is “to create superior value and benefits on a sustainable basis across 
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commodity cycles for all stakeholders, by developing the business into a low cost steel and vanadium 
slag producer” 

The company target for 2008 is to reduce fatality in their work place to 0, enhance health and 
counseling for their employees.  Also, for the environment, the company is looking forward to 
increase their projects and optimize natural resources.  Water and energy usage for production 
will also be reduced by a greater percentage. Moreover, social responsibility and human capital 
will be developing in all sphere of management. The company also mentioned that ISO 14001 
certificates would be maintained in all departments. 

 

 Results from Questionnaire 
 

( The interview was made on the 5th of November 2008 with a staff of Highveld Limited who wants to be 
anonymous in the documentation of the research) 

Management 

‘The company has a hierarchical management that gives some stakeholders more authority’  

Corporate executives, and other managers have different opinions in the direction of the 
company.  

The corporate executives develop and lay down objectives for the company. They are at the top 
of the hierarchy of the company. Their decision is based on the external and internal 
environment as well as all stakeholders of the company. In view of this the result of their 
decisions should give a satisfactory result for the company.  

The government and other organisations like the steel association also put a lot of pressure in the 
direction of the company on specifics example; quality, export taxes etc. However, shareholders, 
employees, and other organisations have the right to voice out their interest but the top managers 
only set objectives. 

‘To summarise we have a lot of responsibilities to manage with our profit so we need strategic approach 
and caution in what ever we do’ 

The company is listed on the stock market so shareholders are interested in the profit of the 
company 

Stakeholders Interest 

‘ Every one complains when they are not satisfied or attended to’ 
Employees are very concern of their social benefits, health care, education and pensions. There 
have been issues concerning increase in wages recently. The community also look on us to 
provide infrastructures as well as scholarships and sponsorships. Of course the government and 
other organisations are interested in our approach towards maintaining the environment. The 
government want taxes not only on profits but environment. We have to take specifics from the 
steel industry like quality and procedures, employee’s salary and benefits 

‘The shareholders are only interested in their returns and do not consider or care about the operation of 
the company’ 
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EMS Initiative 
 

Highveld Steel Corporation already has measures to reduce our waist disposal but it is not 
enough. The company is concern about waist disposal and its effect on the people on the 
community and the world as a whole. Also, the government has worn the company to take extra 
measures on protecting the environment. There is also more interest and information for 
environmental protection in the world now and we want to continue to take the initiative as 
soon as possible. 

Highveld Steel Corporation has interest to implement any EMS.  

‘ However, within our means and we have mention it several times in our corporate meetings as well 
as our annual reports. Our main concern now is the air, water and power used during production’ 

The company has ISo14001 certificates. All Highveld divisions are ISO 14001 certified to the 
2004 standard. Significant progress has been made with upgrading air emission control 
equipment. The company has put down measures to take care of the environment but we have 
not get enough praise for it. The company believe there are more to be done to protect the 
environment. 

 

Strength and Weakness 
 

Being the second largest steel company in south Africa and one of the biggest in the world, with 
a steady growth in profit, I believe we should not have much complains in cost. It is possible for 
us to do something but for how effective and efficient it will be the company has no answer for 
that. The steal industry is cost intensive although lucrative. 

The South African iron and steel institute (SAISI) have interest in our endeavours, which we 
believe they are ready to help us. They seek to optimizes the eco-efficiency of its 

Products and processes, that fosters the health and safety of its employees, that demonstrates 
social responsibility, an d conducts its business with high ethical standards, the company has not 
been performing bad in profit so we could finance the project. The community, government and 
other professional organisations like south Africa steel society and green organisations are very 
please to acknowledge the company’s intentions of a project to reduce carbon dioxide and clean 
water as well as reducing energy for production. 

‘Of course money to buy the technologies and all it’s monitoring an other cost associated in the future 
are some of our weakness’  

Also some stakeholders are not interested in the project because of cost involve which may affect 
their profit or benefits.  The other weakness is the lack of technology and the competence to 

implement an efficient EMS. 

‘The shareholders and some of the executives are not so interested in implementation of an EMS 
because of cost involved coupled with other social responsibilities’ 
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Other Challenges 
 

Safety and health quality are other challenges facing the company apart from the environment. 
The company have other social responsibility like sponsoring primary, senior secondary school 
and tertiary institutions. In view of a specific time for implementing a promising EMS the 
company acknowledged that: 

‘There is no specific time period for its implementation. However, looking at pressure from the 
Scorpions and other stakeholders we intend to implement it as soon as possible’ 

In South Africa our competitors like Arcelor Mittal South Africa Ltd and Columbus Stainless are 
some of our competitors. The company is looking forward to learn from them and other steel 
companies in the European union especially. Moreover, Highveld steel limited is developing a 
team to monitor new technologies and strategies especially for purifying the water and cleaning 
the air. 
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Analysis 
 

 The analysis would be a comparison of the literature,planning processes,emperical studies of Highvield Limited 
as well as the author’s contributions. However, information from other part of the chapter would not be left out 
of this chapter when necessarily. 

 

 

Research 
 

Accomplishing an objective requires a good research to reveal all information necessarily for 
analysis. It is believe that it gives good prospects for better result in a planning process. Corporate 
objectives should be known as proposed by Westwood (2005); Stroke (2002) and Anderson & 
Narus (1999) in the observation chapter. The organization should be able to clarify its present 
position, what it knows and known for as well as make clear its intentions (Westwood, 2005; 
Stroke, 2002; Anderson & Narus, 1999). 

Anderson and Narus (1999) clarified that it is not only the planning in the beginning of decision 
making process that is important but the interest of the company should be comprehended from 
the onset of goal attainment. The primary aim for the research is to protect the environment 
with good managerial decision-making. In view of this it is advisable to acquire information on 
this environmental managerial practice as much as possible. Information on all aspects of 
managerial practices that promotes and safe the environment should be noted for further 
scrutiny. It is also important not to forgo any information from any sources since the 
organization do not know what is important for them to pursue what will suite them at this 
stage.  Outsourcing inside and outside the organization would be a helpful way to start. Different 
author’s point of view, seeking information from the government, observing what competitors or 
other organizations are doing in an environmental perspective would be advisable to be 
acknowledged. Basically, all the stakeholders of the company’s knowledge on the environment 
should not be underestimated at this stage.  

Every stakeholder has a unique interest in an organization (Cannon 1994). The organization has 
to get information as much as possible including all stakeholders interest (Anderson and Narus, 
1999). Hence, it is important to know what beneficiaries of the organization direction may think 
or are saying about it. The organization has different interest groups like, employees, employers, 
shareholders, government, competitors etc. (considering the stakeholder model in the theory) 
which implies that they may have different interestand direction of every activity or strategy 
(Carroll & Buchholtz, 2006). An organizational objective may be beneficiary to some 
stakeholders whiles other stakeholders may not find it important because of their interest. Hence, 
it is vital to take note of all stakeholders’ interest before the organization runs in to problems.  
Stockholder’s interest will help the organization to consider the direction or the impact of the 
environmental practices they should consider.  This will bring satisfaction to all stakeholders at 
the long run during and after the implementation stage. 

The environment or geographical area where the organizations find’s it self   is also important to 
take note at the early stages. Westwood (2005) stressed that the research should be carried out in 
the market where actors are interested in the outcome of the company’s end product. The 
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organization is influenced by many factors, which is described by Johnson et al. (2005) as the 
PESTAL framework.  As the framework suggest, what could cause or influence changes in the 
organization include politics, legalities, technological changes, social cultural factors, economic 
factors and market of the organization.  

Highveld limited has to work with appropriate information to get things done right. The 
company pointed out that: 

‘To summarise we have a lot of responsibilities to manage with our profit so we need strategic approach 
and caution in what ever we do’ 

Highveld stell limited will be encouraged  to look for information as much as possible of all 
available EMS strategies especially from the steel industry. This should include environmental 
organizational advice, interesting bodies like the government and competitors. Outsourcing may 
also help Highveld limited during research for the right technology and procedure to comply. 

The company should also have interest in all stakeholders’ queries. The company must enquire 
all stakeholders (primary and secondary) interest in all levels from the beginning of the 
implementation process. This acknowledgement cannot be underestimated since the company 
made it clear that: 

‘ Every one complains when they are not satisfied or attended to’ 
Moreover, the company ought to let its stakeholders understand their position in the company. 
By doing this stakeholders will understand their expectations without overestimations.  When 
the interests of stakeholders are acknowledged, there will be satisfaction during EMS 
implementation.                                        

                                      

Analysis 
 

All the information received should be put into consideration and if necessarily new information 
should be searched by going back to make a new research.  The information received on 
environmental management will be studied and the suitable one chosen for thee organization.  

Different authors have throw light on various environmental approaches of an organization. 
Sadgrove (1999) idea of Environmental planning process (EPS) has three main factors (audit, 
policy and plan) and should have five supporting structures  (human resources, other resources, 
procedures, documentation and a manual) to enhance its implementation. This means that an 
organization has to possess the resources and competence to pursue the five supporting structures 
even if the three main structures are executed. Sammalisto (2001) also expressed his view on 
environmental management on the perspective of   Total Quality Environmental Management 
(TQM). Sammalisto (2001) perspective is about how different companies approach to 
environmental management system (EMS) varies to attain TQM. The author elaborated that 
some organizations focus on standards when they are inactive and coactive. Others are closer to 
TQM when they are more process oriented and committed.  The approaches depends on how 
reactive, proactive, compliance and anticipatory the organization perceive its business 
environment.  
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Tilly (1999) also argues that environmental management systems could be shallow or deep. The 
author clarifies that most EMS solves problems temporarily, which may represent a shallow 
environmental approach.  The shallow ecology system approaches environmental managerial 
system in an individual or dominant worldview whiles the deep ecology is characterized by 
holistic and dominant worldview of solving environmental problems. 

 

Lewin (1943) made it clear that various forces of the organization should be evaluated to give a 
big picture and weighing the pros and cons of all driving forces and restraining forces of the 
change. Force field analysis would be a good analytical tool at this stage of the environmental 
planning process. Some forces to consider include values, resources, relationships, organizational 
structure regulations, present and past practices etc. It would be important to determine if 
proposed change need support and identify obstacles to successful changes. With this, the 
company would be able to identify what needs to be introduced in their strategy or if changes are 
needed (Johnson, Scholes &Wittington (2005). 

Also, at the analysis stage, the strength and weakness of the organization cannot be 
overestimated. In order for a company to become successful and grasp the market in an  
environment that it operates in or intends to enter, it has to analyze that market. The optimal 
way to perform this analysis is through a SWOT analysis, in which a company analyze its 
strengths and weaknesses and the threats and opportunities in the environment. Johnson et 
al.(2005)argues that it brings out unique issues from the organization environment and its 
competences.    The internal improvement of the organization would give the company a sense 
of control to deal with threats (Chattopadhyay, Glick and Huber 2001). 

Stroke (2002) added that SWOT analysis must incorporate assumptions of the market and 
corporate objectives. Marketing research is to be analyzed to attain concrete alternatives to be 
chosen from. Acknowledging the strength and weakness of the company will bring up the 
competence and capabilities of the company. This will help to know what could be done and 
cannot be done. By knowing what the company could do well, the right choice of environmental 
management system could be made to enhance success at the implementation stage. A marketing 
Audit will also help to know the strength and interest of the firm. This will help the organization 
to know what to be done and not to be done. 

Westwood (2005) also confirms that the strength and weakness analysis will help the 
organization to come out with the best idea and carry out an objective according to their 
capability. In view of this realistic goals could be chosen and carried out at the next stages in the 
planning process. Resources and employees interest should be weighed to have a realistic 
competence of the organization. The organization should be able to differentiate what they could 
work with and cannot work with. 

Plans are carried out from assumptions, which are understood.  These may be competitive factors 
as well as technological and economic factors. A whole lot of marketing objectives are prevailed 
at this denture of the planning process. Generating marketing strategies through rigorous analysis 
previews, comparisons are of essentials. West wood (2005) advised that SWOT analysis should 
be done on all key information. 

The significance of the organization resources cannot be ruled out in the environmental planning 
process. The core competence will help the organization to outwit its competitors by reducing 
cost (Prahland &Hamel, 1990). In view of this the organization must be familiar with what they 
could do best with the aid of identifying what their unique resources are. This will help to 
understand the organization appropriately so that the right choice will be made for the 
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environment that could be implemented with the resources that will interest stakeholders 
efficiently.  

Moreover, the organization ability to have a dynamic capability will help in responds to changing 
environment (Teece, 1996).  This will help the organization to withstand dynamic markets 
especially when stakeholders change their interest or the industry did not respond well to the 
chosen environmental management system chosen. Eisenhardt & Martin  (2000) also advised 
that it should be seen as a routine in a dynamic market.  

 

Analysis should be made with the corporate objectives acknowledgement as well as the strength, 
weakness, cost and stakeholders interest of Highveld limited.  The company is eager to 
implement an EMS. However, the company has also mention that it could implement an EMS: 

‘  Within means and have mention it several times in corporate meetings as well as annual reports. 
Our main concern now is the air, water and power used during production’ 

Also, some stakeholders are not interested in the project because of cost involve which may affect 
their profit or benefits: 

‘Of course money to buy the technologies and all it’s monitoring and other cost associated in the future 
are some of our weakness’ 

In view of the above which is some of the weakness of the company, it is clear to stretch the 
resources of the company so that it could be managed to achieve the EMS to be implemented. 
Moreover, the company should find a fit in its environment to implement the environmental 
management system.  

By acknowledging the strength and weakness of the company as well as their opportunities and 
treats, resources could be used well and an EMS that will not drain the company resources will 
not be implemented. This will bring satisfaction or else stakeholders itself may be a threat or 
weakness to the company instead of strength and opportunities. 

Highveld stell limited could also put ease on their resources by learning from other organisations 
and their competitors if it suites them. They should not hesitate to take any help given to them. 
It was interesting to know that other green organisations, the government and the steel 
association in South Africa have acknowledged their interest to help stell companies in South 
Africa in EMS implementation. 

 

 

Choice 
 
 

At this denture, the organization should have reached different alternatives they want to attain 
after making rigorous analysis (Anderson and Narus 1999).  Making a choice involves selecting 
from different options.  The organization market objective as described by Westwood (2005) 
should be of keen interest. The choice would be better where you have a number of good 
alternatives to choose. Also, the choice to be made becomes challenging and gives good result 
where many factors should be taken in to consideration. In any important decision-making there 
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is not a clear and obvious preferred option.  This makes it necessarily to consider different factors 
by going back to the analysis to consider the different tools (SWOT, force field, etc) analyzed in 
other to chose an efficient environmental management system.  

Stroke (2002) proposed that an organization has to make it clear where it is heading towards. 
Examination concerning where our decision will take us to is highly minded with precise 
objective of what the organization want to implement. This is done by setting precise objective, 
which should be agreed by all interested stakeholders. A lot of review is done at this stage on the 
analysis and interest of stakeholders. Management will have to reach a common agreement by 
making strategic alternative decision with the help of consensus with qualification (Anderson 
&Narus, 1999). 

The routines of the company to enhance environmental development should be crucial in 
deciding how the organisation want to accomplish its task as deduced by Anderson and Narus 
(1999). Also, Anderson and Narus (1999)  argues that the main objective of the organization in 
terms of what the stakeholders want to realize in the future should be the important goal at this 
stage of the planning process. 

Industrial and organizational barriers may hamper the success of the environmental management 
process (Wilson and Bryant, 1997). Hence it is important to consider industrial regulations and 
internal factors of the organisation. In view of this it is essential to look at barriers in a wider 
perspective to prevent any uncertainty. 

The organization should always find ways to fit in its environment.  It is a social network. This 
means it relates directly and indirectly to social objects including all stakeholders. The 
organization can create its own environment or adapt to an existing environment (Hamel & 
Prahalad, 1989). The organisation should develop its concepts according to its influences, which 
are caused by stakeholders. The organization should position itself in other to fit in the business 
complexity (Johnson et al, 2005). This will enhance interactions in its environment during the 
implementation of the environmental management practices. 

Highveld limited could make a good choice of an EMS because clear objectives have been 
established, resources have been reviewed and the interests of stakeholders have been 
acknowledged. However, corporate executives, and other managers may have different opinions 
in the direction of the company.  

‘The company has a hierarchical management that gives some stakeholders more authority’ 

This could hamper an effective choice of EMS although gradual and analytical process has been 
established to achieve a good implementation of the choice that will be made. The management 
should not look at their own interest but that of the company. This is how it could make a good 
decision for a good choice of an EMS to be made. One cannot over mention that the choice 
should enable the company to fit in the environment and resources to be stretched to cater for 
cost. 

 

Implementation 
 

Implementation is the last stage of the Environmental Management Implementation Process. A 
choice should have been made by now. This means that the organisation must have chosen an 
environmental planning process that is efficient and of interest to stake holders. Having this 
choice in mind, the organization has to find solution to its successful implementation. Anderson 
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and Narus (1999) proposed that the organization must be able to mange resources during 
objective implementation to reach desire goals. Choosing appropriate environmental practices for 
the organization requires continues support for its successful implementation. Although, the 
organization may choose the right environmental management system by considering a whole lot 
of factors such as resources, environmental change, it may not be rewarding in the future if its 
implementation is not well done.  

It is worth noting to apply the change according to the ability of the organization. This implies 
that the implementation of the environmental management system must be in accordance with 
the organization environmental conditions. Implementation of the system may drastic or gradual 
depending on the type of organisation competence, product, nature of industry, growth of 
industry, motive of objective and stakeholders interest. According to Reger  (1994), the change 
may be incremental, revolutionary or tectonic. Incremental changes will make minor adjustment 
to the organizations current strategy thereby fixing problems as they come along. The 
revolutionary change shifts the organizational strategy since it is a big change and the 
organisation may not be familiar with it. Reger et al.(1994) added that revolutionary method 
may not enable the organisation achieve its targeted objectives because it is unpredictable and 
also causes a lot of challenges in the organisation. 

Tectonic changes do not create confusion in the organisation because it is less challenging and 
resistance (Regers et al, 1994). It considers environmental problems such as competition, 
political etc periodically so it is capable to reach its targeted objective. Although, Regers et al 
(1994) tectonic change strategy is the only changing procedure that reaches an organizational 
goal it is advisable to consider the organizational context to make a right choice.  

The impact of activities should be measured with feedback controls and recommendations 
(stroke, 2002). These will help to know if the organization is getting there as described by Stroke 
(2002). Feedbacks and performance measurements are important at this stage as well to know if 
the organization is accomplishing its task successfully. The result of the choice has to be reviewed 
periodically. Westwood (2005) elaborated that the objective has to be revised and all setbacks 
noted. This will highlight set backs of the objectives or environmental strategies implemented.  

Highveld limited has made a lot of consideration before the EMS was chosen from the model 
perspective. In view of this a degree of change that will not disrupt the corporate interest should 
be of consideration. Considering  a specific time for implementing a promising EMS the 
company acknowledged that:  

‘There is no specific time period for its implementation. However, looking at pressure from the 
Scorpions and other stakeholders we intend to implement it as soon as possible’ 

Although there are pressures from some stakeholders like the Scorpions of the government, the 
company should not run to the implementation of their EMS without any caution. The 
company should put in mind its corporate objectives and its routines in the day to day running 
of the company. The EMS established to suite the company at the implementation stage covered 
the interest of the objective of the company. However, the time and other procedures to enhance 
its accomplishments should not be tempered or should be changed to suite the implementation 
of the EMS. This will prevent surprises for workers and results in the company could be 
forecasted in reality. This will also prevent ambiguous attention and misinformation to 
stakeholders. Moreover, a calculated and considerable implementation procedure would not only 
enhance the flow of work but the smooth and interest in the implementation of the EMS.  

 A tectonic change will be preferably to an incremental change or and revolutionary for Highveld 
limited. The company is under pressure to implement an EMS because they have drawbacks 
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from the Scorpions, which may signal that they may need a revolutionary change to implement it 
quickly in order not to tarnish their reputation. However, the interest of other stakeholders 
including cost for the implementation and how it should be implemented should be 
acknowledge so implementing it quickly through revolutionary change may not be efficient. This 
may imply that an incremental change will be too slow and since the problem is already known it 
would not be appropriate. A tectonic change would be efficient and suitable since it will not 
create confusion for the company during implementation. Also, it will be less challenging for the 
workers or team to implement and resources would be used well as proposed by Reger et 
al.,(1994). 

In view of the management team to monitor the implementation of the EMS it would be 
advisable for them to have a capability that is dynamic. The company is influenced in its 
uncertain environment. Highveld steel limited ability to integrate and reconfigure their internal 
and external competences to address rapidly changing environment could not be underestimated 
since a choice of an EMS may need to be changed or adjusted to fit their environment. 
Moreover, because the implementation of an EMS would be done at the end of a planning 
process, the ability to adjust decisions at different stages may need a dynamic capability. 

Periodic feedback from all stakeholders like scorpion, interested organisations including the steel 
society of South Africa may help for corrections and and continoues improvement. In general 
organisations that Highveld steel limited activities have impact on or related to may be important 
to get feedback for improvement and innovations. The company should continue to gather 
information and learn from other steel companies not only in Africa but other continents.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Environmental Management Implementation Process (EMIP) 
 

The table below is the summary of the analysis that unveils an Environmental Management 
Implementation Process (EMIP). As depicted above it is in four stages and starts from making a 
research followed by analysis, choice and ends with implementation of the environmental 
management system. Although they are in sequence it goes back and forth to augment revision. 

 

 

 

 

 

                      

    

Environmental Theory Environmental Theory Environmental Theory Environmental Management 
System 

Stakeholder Interest SWOT Analysis Responding to Stakeholders Degree of change 

PESTAL Framework Force field Analysis Barriers to changing 
Environment 

 

 Resources Base view Environmental Fit  

  

Table 5: Environmental Management Implementation Process (EMIP) 
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Conclusion  
 

In this chapter the conclusion of the analysis is presented. Further, the purpose and the problem questions, stated 
in the introduction chapter of the thesis are answered.  

 

The research is meant to guide an implementation of an environmental management system. 
This will be the result of steel companies in South Africa to develop an environmental 
management system that would be realized to suit them. The paper reveals that Environmental 
Management Implementation Process (EMIP) could help organisations to adopt an appropriate 
environmental management system. Four main stages were deduced for the proposed EMIP for 
an environmental management system to be efficient.  The four main stages are research, 
analysis, choice and implementation. In order to answer the purpose, research questions were 
formulated and have been answered subsequently in each stage of the EMIP 

 

Research, which is the first stage of the EMIP, involves gathering information on environmental 
management system and the interest stakeholders have in the company. During the research, it is 
important to acknowledge any information concerning environmental management. The 
information to be retrieved during this stage may be from authors, governmental bodies, 
nongovernmental organizations etc. Stakeholders may have different interest in the organizations 
so it is essential to take note of all stakeholders’ interest to avoid future organisation setbacks. In 
view of this taking note of all stakeholders’ interest in the environment would help to choose a 
good environmental management system for the environment. Moreover, the influences the 
environment has on the organisation cannot be look down upon. Highveld Steel limited could 
implement an EMS that will be of interest to all its stakeholders, especially its shareholders and 
the local community when their interest is acknowledged from the beginning of decision-making 
or at the research stage of the EMIP. It is equally important to let all stakeholders know how 
their interest will be satisfied at early stages of the implementation process basically before an 
implementation of an Environmental Management System. This will enable every 
inconveniences and misunderstanding to be iron out which will prevent stakeholders from not 
having interest in the direction of the company during EMS implementation.  

 

At the analysis stage of the Environmental Management Implementation Process (EMIP), the 
information retrieved during the research should be scrutinized. The environmental managerial 
processes that were retrieved should be studied to enhance comprehension when making a 
choice. Another research should be made for more information if necessarily when there are any 
setback or doubts. The strength and weakness of the organization should also be brought to light 
by making SWOT and force field analysis. Also, study of the resources in the organization 
cannot be underestimated since it will enhance performance and goal attainment. Moreover, 
understanding your competence will help to choose the environmental system that may be 
beyond accomplishment. Barriers to changing environment from organizational and industrial 
perspective could impede goal attainment and have to be removed. These barriers need to be 
acknowledged in all aspect of the organization to resist any uncertainties in the future, especially 
during implementation of the environmental system. From the above it could be inferred that 
Highveld steel limited could implement an EMS that will not hinder objectives when resources 
are managed efficiently with corporate objectives considerations during EMS implementation. 
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By letting Highveld steel Limited stakeholders know their strength and weakness of the company 
as well as their opportunities and treats, resources could be used efficiently and an EMS that will 
not drain the company’s resources will be implemented. This will bring satisfaction or else 
stakeholders itself may be a threat or weakness to the company instead of strength and 
opportunities. Also, the company should find a fit in its environment (steel industry and local 
community) to implement the environmental management system and stretch of resources to 
reach objectives. This will help the company to implement an EMS cost effectively. 

 

After making a comprehensive analysis thereby knowing all the pros and cons of the 
environmental management information of the research and its supportive and restrictive 
influences, a choice has to be made.  At this denture strong alternatives would have crop up from 
the analysis. A good choice could be made with the intention of having all stakeholders’ interest 
acknowledged together with the main objectives of the company. This will pave way for the 
acceptance of the environmental management system during implementation. Also, the 
environmental management system to be chosen should fit in the organizational environment for 
a successful result. This means that one has to have all the analysis as well as the research made 
considered. If possible new research must be made for new information to be analysed. The 
decision makers of Highveld Limited should not put their personal interest in making the EMS 
choice. Setting clear objectives and acknowledging bearers to changing environment could foster 
the eliminations of uncertainties because resistant measures could be prepared to meet them.  
Moreover, one must bear in mind that making a choice for a particular EMS cost and time 
consuming. In view of this, a careful consideration must be made whether it is for the long term 
or the short term. Dynamic capability could be a competence that could not be underestimated. 
With this the company could have goals achieved even when there are  influential changes from 
the environment . Basically, the company need not have short and long term goal 
implementation objectives but be active in responding to environmental changes dynamically.  

  

Implementing the choice made for the environmental management system should be done with 
precaution. The implementation stage is the last stage of the Environmental Management 
Implementation Process. Although, research has been done for information and analysis has been 
noted for data to be scrutinized to pave way for a good choice, implementing the choice should 
take a course that will enhance corporate objective attainment.  Taking note of the current 
position of the organization, the environmental management system may be implemented by 
making minor changes to the current organizational strategy. This means changes should be slow 
and done at a point in time when they come along. At this stage implementation of the desired 
environmental system for the organisation must be made with caution. This may enhance 
smooth running of the organisation without any complications. The organization may 
implement its environmental management system by making a big change to its current strategy. 
This change may bring challenges to the organization, which may not enable goal achievement as 
suggested by Reger et al. (1994).  Also, changes may be made gradually at consistent period by 
considering organization forces such as competition, stakeholders demand, regulations, politics 
etc. This tectonic change is less challenging and uncertainties could be prevented for an 
environmental management system to be implemented successfully. It is advisable to note that 
the steel companies should acknowledge their internal and external environment to make 
necessary change to its current strategy. This will enhance an unchallenging and prominent 
environmental system. Although there may be  pressures from some stakeholders like the 
Scorpions of the government, the steel companies in South Africa  should not run in to the 
implementation of their EMS established. They should put in mind its corporate objectives and 



its routines in the day to day running of their company. The EMS established to suite these 
companies at the implementation stage covered the interest of the objective of the company. 
However, the time and other procedures to enhance its accomplishments should not be tempered 
or must be changed to suite the implementation of the EMS. Looking at the case of Highveld 
steel limited that is really mindful of cost and satisfaction to its stakeholders, tectonic change will 
be a good choice for an EMS implementation. This will enhance a calculated and considerable 
implementation procedure as well as flow of work that will promote the smoothness of 
employee’s routines and interest of its stakeholders. 

 

The Environmental Management Implementation Process is sequential but may go back and 
forth to make amendment when there is a need for references or corrections.  It could be 
applicable in any organisation and industry where desirable. The organisation or industry could 
be an already existing one or new. However, there should be a suitability consideration for a 
choice of EMS implementation. This implies that another stage of the Environmental 
Implementation Process (EMIP) could be added or subtracted and the variables (theories) under 
each stage could be amended. Adjustment of the process will facilitate interest and objective 
achievement of stakeholders or the organisation as a whole. On this note the research concludes’ 
that the Environmental Management Implementation Process could guide South Africa steel 
companies to: 
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• Generate an environmental management system that could be of interest to 
all its stakeholders by acknowledging stakeholders interest at early stages 
and throughout the EMIP 

• Bring understanding of organization abilities through its strength and 
weakness acknowledgement so that intended objectives will be achieved 

• Enhance better use of company resources so that cost will not hinder the 
implementation of a chosen EMS 

• Direct an organisation towards an implementation process that will not 
make a change bring chaos but a smooth and continues running of 
routines to achieve its objective. 
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Appendix  
 

Questionnaire 
 

• How do you categorise your stakeholders or those who influence your company? 
• Who are those who opinions affect the direction or survival of the company and the vice- 

versa? 
• What are the main interests of your stakeholders or those who influence your company? 
• Why do you intend to implement an EMS at this period of the company? 
• Do your company has any EMS? 
• Looking at the earnings of your company, is your company ready to take implement such 

a project? 
• Do you intend to take any environmental actions to be recognized as a company that 

cares for the environment? 
• What is the strength of the company concerning the implementation of the EMS? 
• What is your weakness concerning the implementation of the EMS? 
• What are your main forces internally and externally for the implementation of the EMS? 
• Are your stakeholders interested in the company’s interest of an effective EMS? Why and 

why not? 
• Do your company intend to implement it immediately or later on? 
• How do you intend to look for innovations? 
• Is the company having a special team to monitor its EMS implementation? 
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