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Abstract

In today’s society, organisations are exposed to stiff competition, and wants and 
expectations might change rapidly. In order to survive, all organisations must 
meet wants and expectations from a number of actors who can cause the 
organisation to fail. These actors are called stakeholders. At the same time as 
organisations are struggling to survive and prosper, it has become increasingly 
important for everybody to act in a way that does not endanger global 
sustainability. In the last few decades a number of management systems have 
been introduced in order to facilitate for the management of organisations the 
task of promoting both organisational and global sustainability. In the present 
study, quality management, environmental management systems and 
stakeholder theory have been investigated in order to contribute to the 
knowledge of how an organisation can be managed in order to achieve both 
organisational and global sustainability.

In order to conduct the research, an archival analysis of nine manufacturing 
Swedish companies was made in order to find out if their environmental 
performance had improved during the last decade and if such improvements 
could be linked to the certification of an environmental management system. A 
case study was also made in order to explore how organisations may be 
managed in order to achieve both organisational and global sustainability.

The results of the research show that the investigated companies have improved 
their environmental performance, but the connection to the certification of the 
EMS is not apparent. The results also include a stakeholder model that could be 
suitable in order to integrate stakeholder theory and quality management. 
Organisational sustainability is argued be achieved if the organisation manages 
to endlessly satisfy or exceed the demands of its stakeholders. Where 
stakeholders are considered to be actors that: (i) provide essential means of 
support required by an organisation; and (ii) could withdraw their support if 
their wants or expectations are not met, thus causing the organisation to fail, or 
inflicting unacceptable levels of damage. The aim of a third generation of 
quality management could then be for the organisation to satisfy, or preferably 
exceed, the wants and expectations of its customers subject to meeting the 
demands of its other stakeholders, in order to fulfil the aim of the organisation.

To also promote global sustainability, the organisation should aim to satisfy, or 
preferably exceed, the wants and expectations of its stakeholders without 
compromising the ability of other parties to meet their needs, both present and 
future. It is to be hoped that the proposed stakeholder model can be used in both 
existing and future management concepts in order to help companies to promote 
both organisational and global sustainability. 
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Sammanfattning

I dagens samhälle agerar många organisationer i en miljö med stark konkurrens, 
där krav och förväntningar snabbt kan ändras. För att överleva måste alla 
organisationer tillfredsställa krav och förväntningar från ett antal aktörer som, 
om deras krav inte uppfylls, kan få företaget att misslyckas. Dessa aktörer kallas 
för ”stakeholders” (förutsättningsskapare). Samtidigt som organisationer kämpar 
för att överleva har det blivit allt viktigare att alla agerar på ett sätt som inte 
motverkar global hållbarhet. Under de senaste årtiondena har en rad 
ledningssystem introducerats för att underlätta ledning av organisationer mot 
både organisatorisk och global hållbarhet. I den här uppsatsen har offensiv 
kvalitetsutveckling, standardiserade miljöledningssystem och stakeholderteori 
undersökts för att bidra till kunskapen om hur organisationer kan ledas för att 
uppnå både organisatorisk och global hållbarhet.  

För att genomföra forskningen har en arkivanalys med nio tillverkande svenska 
företag genomförts för att undersöka om deras miljöprestanda har förbättrats 
under det senaste årtiondet och om eventuella förbättringar kan kopplas till 
certifieringen av ett miljöledningssystem. Även en fallstudie har genomförts för 
att undersöka hur organisationer kan ledas för att uppnå både organisatorisk och 
global hållbarhet.  

Resultaten från forskningen visar att de undersökta företagen har förbättrat sin 
miljöprestanda, dock är kopplingen till certifieringen av miljöledningssystemet 
inte uppenbar. Resultaten innehåller även en stakeholder-modell, bland annat 
bestående av nedanstående formuleringar, vilken skulle kunna vara användbar 
för att integrera stakeholdersynsättet i offensiv kvalitetsutveckling. 
Organisatorisk hållbarhet uppnås om organisationen kontinuerligt kan uppfylla 
eller överträffa krav från sina stakeholders. Stakeholders är de aktörer som: (i) 
bidrar med nödvändiga förutsättningar och, (ii) om deras krav och förväntningar 
inte uppfylls, kan dra tillbaka dessa förutsättningar och därmed orsaka 
oacceptabel skada eller får organisationen att misslyckas. Målet för offensiv 
kvalitetsutveckling skulle därför kunna bli för organisationen att uppfylla, eller 
helst överträffa, krav och förväntningar från kunder samtidigt som 
organisationen även uppfyller krav från övriga stakeholders.  

För att inte motverka global hållbarhet borde alla organisationer agera för att 
uppfylla, eller helst överträffa, krav och förväntningar från stakeholders utan att 
minska möjligheten för andra aktörer att tillfredsställa sina behov, varken 
nuvarande eller kommande behov. Förhoppningen är att den framtagna 
stakeholdermodellen ska kunna användas både i befintliga och kommande 
managementkoncept för att leda företag mot både organisatorisk och global 
hållbarhet.
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List of definitions 

Term Definition
Global sustainability To meet the needs of the present generation, without 

compromising the ability of future generations to meet their own 
needs (WCED, 1987). 

Organisational
sustainability 

Long-term survival of the organisation in order to enable the 
achievement of its aim. 

Organisation Company, corporation, firm, enterprise, authority or institution, 
or part or combination thereof, whether incorporated or not, 
public or private, that has its own functions and administration 
(ISO, 2004). 

Quality To satisfy, or preferably exceed, the needs and expectations of 
the customers (Bergman & Klefsjö, 2003).  

Quality management 
(QM)

Managing for quality of products (Foley, 2000). 

Total quality management 
(TQM)

A management system consisting of values, methodologies and 
tools aimed to satisfy or preferably exceed the needs and 
expectations of the customers with a reduced amount of 
resources (Bergman & Klefsjö, 2003).  

Environmental 
management system 
(EMS)

Part of an organisation’s management system used to develop 
and implement its environmental policy and manage its 
environmental aspects (ISO, 2004). The EMS standards ISO 
14001 and EMAS (Eco-Management and Audit Scheme) are 
studied in this thesis. 

Environmental 
performance 

Measurable results of an organisation’s management of its 
environmental aspects (ISO, 2004). 

Environmental aspect Element of an organisation’s activities or products that can 
interact with the environment (ISO, 2004). 

Customer Individual or organisation being downstream in the product life 
cycle process, i.e. receivers of a product (Garvare & Johansson, 
2007).

Stakeholders Actors that: (i) provide essential means of support required by an 
organisation; and (ii) could withdraw their support if their wants 
or expectations are not met, thus causing the organisation to fail, 
or inflicting unacceptable levels of damage (Garvare & 
Johansson, 2007). 

Primary stakeholders Actors that have direct control of essential means of support 
required by the organisation (Garvare & Johansson, 2007). 

Secondary stakeholders Those actors that, if their wants and expectations are too heavily 
violated, would be able to influence primary stakeholders to 
such an extent that they would redraw prerequisites (Garvare & 
Johansson, 2007). 

Interested parties Actors with any interest in the organisational activities, output, 
or outcome, but who do not possess the power or instruments to 
influence the state of the organisation or its stakeholders 
(Garvare & Johansson, 2007). 
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Customers 

The Organisation
The Globe 

Investors

Co-workers
Suppliers

Management 

Impact Resources

Government

1. Introduction 
In this first chapter, the background of the research is presented 
together with a problem discussion, the purpose of the thesis, the 
research questions, the delimitations and the overall structure.  

1.1. Background 

To survive, the contemporary organisation has to satisfy the needs and 
expectations of a number of actors, the stakeholders; see Foley (2005). 
Depending on the actual context of the organisation, the stakeholders may 
include Customers, Management, Investors, Suppliers, Co-workers or other 
actors with a strong influence on the organisation; see, for example, Freeman 
(1984), Schilling (2000) and Foley (2005). Due to the demands of their 
stakeholders, organisations are often encouraged to work with a large variety of 
issues ranging from economy, quality and environment to safety and social 
responsibility. However, the stakeholders might not be the only actors that are 
affected by the organisation, and satisfying the needs and expectations of the 
stakeholders does not necessarily mean that the organisation is contributing to 
global sustainability.

Figure 1 In order to survive, the organisation has to satisfy a number of actors capable of 
causing the enterprise to fail. However, a gap to global sustainability might be 
present because not all actors that are affected by organisational activities have 
the instruments and power to influence the organisation.
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All those others actors, the interested parties, that lack the possibility to 
influence organisational activities risk getting their ability to fulfil their needs 
compromised. Therefore a gap between organisational and global sustainability 
might be present; see Figure 1 for a graphical display of the presumed business 
environment.  

For organisational management, a range of management concepts has been 
developed over the years; the scope is to promote either organisational 
sustainability or global sustainability, or both. The points of departure of this 
thesis are three existing management concepts. The first is environmental 
management systems (EMSs), which have been developed to help organisations 
to improve their environmental performance. The second one is quality 
management, whose aim is to increase customer satisfaction and improve 
organisational performance. The third one is stakeholder theory, which is used 
as a way to include other actors than the customers that affect or are affected by 
organisational activities.

EMSs have been developed to help organisations work systematically to manage 
their environmental impacts (Fresner, 1998). EMSs aim at helping organisations 
promote global sustainability (Almgren & Brorson, 2003). It is often demands 
from customers, owners or other powerful actors that influence organisations to 
implement EMSs (Melnyk et al., 2003). Different studies have been performed 
to determine connections between environmental performance and EMSs; see, 
for instance, Schylander & Zobel (2003) and Zobel (2005). However, many of 
these studies show inconsistent results (Schylander, 2004).

The aim of quality management has been described as to satisfy, or preferably 
exceed, the needs and expectations of the customers with a reduced amount of 
resources (Bergman & Klefsjö, 2003). However, critics argue that quality 
management can be described neither as a management philosophy nor as a 
theory, as it has no explicit definition or agreed content, has failed to deliver 
promised results and has no indisputable empirical support; see Foley (2004), 
Foley (2005) and Foley et al. (2005). Instead Foley (2005) proposes a 
management concept where the customer focus in quality management is 
constrained and the organisation also needs to satisfy the wants and expectations 
of other stakeholders. 

Several authors consider the introduction of stakeholder theory a plausible next 
step of the quality management evolution; see Radder (1998), Foster & Jonker 
(2003) and Bergquist et al. (2006). Foley (2005) argues that if the organisation 
can continue to meet the needs and expectations of its stakeholders, the aim of 
organisational sustainability will be achieved.
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1.2. Emerging problem  

Since stakeholders are not all the actors that might be affected by organisational 
activities, the fulfilment of the stakeholders’ interests does not necessarily mean 
that the organisation is contributing to global sustainability, i.e. meeting the 
needs of the present generation, without compromising the ability of future 
generations to meet their own needs (WCED, 1987). Actors adopting the 
interests of, for example, the environment or future generations might still be 
disregarded due to non-sustainable power allocations. It would be no 
exaggeration to state that issues of global sustainability affect, and should be 
important to, all people and organisations worldwide. With today’s global 
problems in mind, such as environmental devastation, global warming, financial 
injustices, work-related injuries, exploitation of employees, misuse of resources, 
exploitation of third world countries and so on, it may be concluded that non-
sustainable activities are still performed; see for instance Meadows et al. (1972), 
Meadows et al. (2005) and Renner et al. (2005). 

It has been argued that by widening the focus on customers to include all 
stakeholders, a considerable portion of the quality management theory should be 
applicable also to global sustainability management; see discussions in 
Baumgartner (2003), Isaksson & Garvare (2003), Edgeman & Hensler (2005) 
and Garvare & Isaksson (2005). However, stakeholder theory is still quite 
unexplored and could benefit from being further researched; see, for example, 
Baumgartner (2003) and Foley (2005). To further explore stakeholder and 
sustainability oriented management, there is first a need to clarify how to 
categorise stakeholders and interested parties, to examine how to promote both 
organisational and global sustainability, and also to investigate how to possibly 
reduce the gap between organisational and global sustainability. 

1.3. Research purpose 

The purpose of the research is to contribute to the knowledge of how 
organisations may be managed in order to promote both organisational and 
global sustainability. To concretise the research purpose, the aims of the 
research has been formulated. The aims are: (i) to explore how a management 
model that promotes both organisational and global sustainability might be 
formulated and (ii) to study if EMSs may constitute a linkage between 
organisational and global sustainability. Derived from the research purpose and 
the aim, the two research questions were formulated. 
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1.4. Problem discussion and research questions 

1.4.1. Research question I  

To survive, organisations have to satisfy the needs and expectations of an 
increasing number of stakeholders, whose needs and expectations are often 
disparate, in conflict and subject to change (Foley, 2005). However, the 
stakeholder concept and its implementation in practice are still quite unexplored; 
see, for example, Baumgartner (2003) and Sachs & Rühli (2005). However, the 
fulfilment of the stakeholders’ needs and expectations does not necessarily 
imply that such an organisation is also contributing to global sustainability. 
Organisational activities risk compromising the ability of other affected parties 
to meet their needs. Therefore, to investigate the relationship between 
organisational and global sustainability and study how an organisation can be 
managed to promote both organisational and global sustainability are an 
important field of research. Thus, the first research question is: 

I. How may a management model that promotes both organisational and 
global sustainability be formulated? 

1.4.2. Research question II 

Because EMSs focus on processes rather than on performance, they do not 
oblige an organisation’s optimum environmental performance level (Melnyk et 
al., 2003). Instead, they set up a systematic procedure to help the organisation to 
achieve its environmental objectives (ibid). Researchers have investigated the 
relationship between EMSs and environmental performance. If interviews and 
questionnaires are used as data collection methods, general improved 
environmental performance is indicated (Schylander, 2004). Until now, this has 
not been concluded with quantitative data collection methods (ibid). On the 
other hand, public opinion often sees certified EMSs as a guarantee of good 
environmental performance (Ammenberg, 2003). With these inconsistencies in 
mind, it is important to further study if EMSs lead to improved environmental 
performance and thereby might constitute a linkage to reduce the gap between 
organisational and global sustainability. Thus, the second research question is: 

II. Have Swedish companies improved their environmental performance 
during the last decade, and if so, can the improvements be linked to the 
certification of an EMS? 
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1.5. Delimitations 

The management of an organisation have to manage its relationships to the other 
stakeholders. However, these interdependencies, power relations, and the 
negotiations and policies within the relations between the managers and the 
stakeholders are not dealt with in this thesis. Foster (2005) provides a 
description of the management of stakeholder relationships. Instead stakeholder 
theory is used in relation to quality management and EMSs, and it is the 
relationship between these management concepts and organisational and global 
sustainability that is investigated.

In this thesis, EMSs are investigated regarding how to reduce the gap between 
organisational and global sustainability. The gap might also be present 
concerning other issues than environmental ones. Further, it is the EMS 
standards ISO 14001 and EMAS that are included in order to get a clear 
definition of what is regarded as an EMS. Also, it is a selection of large Swedish 
manufacturing organisations that have been investigated so as to be able to 
obtain data. In the study, the environmental performance is delimited to studying 
the emissions that are accounted for in the environmental reports. 

1.6. Thesis structure 

The structure of the thesis consists of six chapters and three appended papers. A 
description of the theoretical framework and the research methodology are 
found in the first three chapters, while the empirical work, an archival analysis 
and a case study, the conclusions and a discussion are presented in the latter part 
of the thesis and in the appended papers. The connections among the research 
purpose, the aims, the research questions, the archival analysis, the case study 
and the appended papers are shown in Figure 2.
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Figure 2 The structure of the thesis and the connections among the purpose, the aims, the 
research questions (RQ) and the appended papers (P1, P2 & P3).
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2. Theoretical framework  
This chapter provides a review of the theoretical framework that 
constitutes the point of departure of the research. Global 
sustainability and organisational sustainability are presented as well 
as the three generations of quality management, environmental 
management systems and stakeholder theory.

2.1. Introduction 

For organisations to achieve organisational sustainability, to survive in the long 
term in order to enable achievement of its aim, in a volatile, often ambiguous 
and uncertain environment, the contemporary organisation must satisfy a 
number of actors, the stakeholders. These stakeholders are capable of causing 
the enterprise to fail or of inflicting unacceptable damage if their needs and 
expectations are not met; see Foley (2005). These stakeholders may include 
Customers, Management, Investors, Suppliers, Co-workers, and the 
Government, depending on the context and the business environment in which 
the organisation acts. The stakeholders are likely to both affect and be affected 
by the activities of the organisation. However, the organisation will also affect, 
or be affected by a number of actors who do not possess the possibility to 
influence the organisation, the interested parties. This impact might be 
substantial. However, for the organisation to be sustainable, this impact is not 
necessary to manage. Therefore, a possible gap between organisational and 
global sustainability is recognised. Meadows et al. (1972) argue that personal 
focus is drawn to things that are close by in time and space; see Figure 3. 
Therefore, it might be the factors of time to feedback and personal closeness that 
decide what types of issues and sustainability that are prioritised.  
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Figure 3 The human perspectives; most people focus on matters that are close in time and 
space. Adapted from Meadows et al. (1972). 

To promote both organisational and global sustainability, a wide range of 
management systems and concepts has been introduced over the years. 
Environmental management system standards, the three generations of quality 
management and stakeholder theory are presented in this chapter; see Figure 4
for a graphical display of the gap between organisational and global 
sustainability and the approximate coverage of the included management 
concepts.

Figure 4 The organisation and its business environment, together the approximate 
coverage of the management concepts that are included in the thesis.

Customers 

The
Organisation

The Globe 

Investors 

Co-workers

Government 

Management 

Impact Resources
Quality
management? 

EMS? 

Global
sustainability 

Suppliers

Stakeholder
theory ?  

Organisational
sustainability 



Chapter 2 – Theoretical framework 

 - 9 - 

2.2. Global sustainability 

Sustainable development is often defined as “development that meets the needs 
of the present generation, without compromising the ability of future generations 
to meet their own needs1” (WCED, 1987). A commonly used description of 
global sustainability is the triple bottom line. It describes global sustainability as 
an interlinked connection of environmental, economic and social sustainability; 
see Elkington (1999). The total economic activities should add enough value to 
guarantee everybody a decent life without damaging the ecological system in 
such a way that the survival of future generations is endangered (Garvare & 
Isaksson, 2001). 

Some authors advocate an alternative to extrapolating requisites for 
sustainability into the future. Backcasting is a method in which steps are defined 
to attain future desired conditions. Such a framework is formulated in the four 
system conditions; see Holmberg & Robèrt (2000) and Robèrt (2000). 
According to Robèrt (2000), to be globally sustainable, nature’s functions and 
diversity should not be systematically subject to: 
1. Increasing concentrations of substances extracted from the earth’s crust; 
2. Increasing concentrations of substances produced by society; 
3. Physical impoverishment by over-harvesting or other forms of ecosystem 

manipulation;
4. Resources being used fairly and efficiently in order to meet basic human 

needs worldwide. 

To clarify, in this thesis global sustainability is seen as sustainable development 
as it is defined by WCED (1987), where the ability of future generations to meet 
their needs should not be compromised. However, this definition is a bit vague. 
It is not easy to know what prerequisites are necessary to meet the needs of 
future generations, or if the ability to meet these needs is compromised. Since 
future generations do not have the ability to place demands, the contemporary 
focus has to be on future possibilities to meet human needs. Therefore, the four 
system conditions can be used to evaluate if activities are sustainable or not. 

2.3. Organisational sustainability 

The definition of organisational sustainability used in this thesis is the long-term 
survival of the organisation in order to enable the achievement of its aim. It 
might be argued that long-term survival of the organisation is only possible if 
global sustainability is accomplished. However, the time frames are not 

                                          
1 It is the ability to meet essential needs, such as food, clothing, shelter, jobs etc. that should 
not be compromised; see WCED (1987).  
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comparable and an organisation can oppose global sustainability and still 
survive, not indefinitely, but long enough to fulfil its aim. The aim of the 
organisation might be to sustain profit to owners, long-term survival in order to 
continue its line of business, or some other specific objective. Foley (2005) 
argues that if the organisation can continue to meet the needs and expectations 
of the stakeholders, the aim of organisational sustainability will be 
accomplished. Also, Foley (2005) argues that the customers, as they provide the 
funding necessary to satisfy the needs and expectations of the other 
stakeholders, should be regarded as the foremost stakeholder among equals. It is 
therefore suitable to take a closer look at quality management, whose aim may 
be described as to satisfy, or preferably exceed, the needs and expectations of 
the customers (Bergman & Klefsjö, 2003).  

2.4. Quality management 

The quality of a product2 may be described in many ways. Most descriptions 
involve characteristics that are desired by the customers. In the beginning of the 
quality movement, the main objective was to minimise variability and reduce the 
number of defective products to satisfy the customers; see Bergman & Klefsjö 
(2003) for a further description of the history of the quality movement. 
According to Bergquist et al. (2006) the modern quality movement originates 
from the Japanese industry in the 1950s and is primarily based on fundaments 
from such persons as Edwards Deming, Joseph Juran and Kaoru Ishikawa.  

Bergman & Klefsjö (2003) has compiled a number of definitions of quality. A 
selection of the compiled definitions is shown in Figure 5. 

Figure 5 Some definitions of the quality concept, adapted from Bergman & Klefsjö 
(2003). 

Bergman & Klefsjö (2003, p.24) describe the quality of a product as “its ability 
to satisfy, or preferably exceed, the needs and expectations of the customers”. 
This definition is used in this thesis.  

                                          
2 A product can be both goods or a service or a combination of both.

“Fitness for use” Juran (1999) 
“Conformance to requirements” Crosby (1984) 
“Quality should be aimed at the needs of the customer, present and 
future” Deming (1986) 
“The degree to which a set of inherent characteristics fulfil the 
requirements, i.e. needs or expectations that are stated, generally 
implied or obligatory” ISO (2000) 
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The evolution of quality management is sometimes argued to have gone through 
four stages: quality inspection, quality control, quality assurance and total 
quality management; see Dale (1999). The first stages may be described as more 
defensive, with product attributes being checked against requirements. Then the 
evolution has then proceeded towards wider, more proactive and holistic 
approaches preventing problems to occur at the source (Bergman & Klefsjö, 
2003).

Kroslid (1999) describes the evolution of quality management as two different 
schools of thought. The Deterministic School of Thought, which advocates 
conformance to product and process specifications as an instrument to meet 
customer requirements and the Continuous Improvement School of Thought,
which emphasises process improvement, learning and knowledge of variation to 
satisfy the customers (ibid).

Foley et al. (2005) argue that the foundations of modern quality management 
rest on three sets of documents that were written and promoted as standards in 
the late 1980s and early 1990s. The different standards are:
I. The books written by Crosby, Deming and Juran  
II. The ISO 9000 family of standards 
III. The Quality Award criteria or Business Excellence Models. 

Foster & Jonker (2003) suggest that the quality movement has passed through its 
first and second generations and is moving into a third generation. If the three 
generations are divided in a temporal perspective, the first generation has been 
argued to be characterised by different statistical tools for identifying and 
removing variability and the PDSA-cycle; see Foley (2006). The second 
generation includes the ISO 9000 standard and holistic approaches like TQM 
and quality award criteria (Foley, 2006). Foster & Jonker (2003) describe the 
change into the third generation of quality management as when the organisation 
starts to analyse and manage the multi-lateral relations to actors in the external 
world. Extensive material about the three generations of quality management 
has not yet been published. Therefore the discussions on this topic should be 
regarded as somehow preliminary; see Foster & Jonker (2003), Foley (2006) and 
Bergquist et al. (2007) for discussions about the first, second and third 
generations of quality management. 

In this thesis it is the overall structures of quality management that are of 
interest. The emphasis is not laid on discussing the differences of the three sets 
of documents. Therefore, the chapter continues with a discussion about the 
customer and the second and third generations of quality management.  
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2.4.1. The customer 

When looking at the definition of quality, the customer appears to be at the 
centre of attention. According to Foster (2005), the centrality of the customer in 
the quality paradigm is normally unquestioned. Still, the definitions of who the 
customers are diverge in the quality literature. The customer definitions range 
from narrow, where the consumer or receiver of a product is a customer, to wide 
definitions where the customers are those that the organisation wants to create 
value to. A set of different customer definitions may be found in Figure 6; see 
Paper I for a more thorough customer discussion.  

Figure 6 Some different customer definitions; see Paper II fore a more thorough 
discussion.

In this thesis the customers are defined as individuals or organisations being 
downstream in the product’s life cycle process, i.e. the receivers of a product3.
Individuals or organisations being upstream in the same process would 
accordingly be named suppliers, i.e. providers of a product. Customers and 
suppliers could be internal or external, depending on the organisational 
boundaries.

2.4.2. Second generation quality management 

The second generation of quality management involves a wider approach than 
the first generation. It is considered to be characterised by total quality 
management (TQM), but could also be argued to include such concepts as 
Quality Award criteria, Six Sigma and the quality standard ISO 9000. Quality 
Award criteria, or Business Excellence Models as they are also called, provide 
predetermined criteria for self-assessment; see for example NIST (2006) or SIQ 
(2002). Six Sigma is an improvement methodology, where statistical tools are 
used to reduce process variability and drive out waste from business processes 
(Bañuelas & Antony, 2003). However, these approaches to quality management 
are seen as methodologies in the TQM concept and therefore the emphasis in 

                                          
3 There is a difference between the product, the output, and the outcome of a process. 
Products consist of the goods and/or services that the process is intended to produce, and the 
outcomes are the impact and experience of the total output from the process. 

”organisation or person that receives a product” ISO (2000) 
“actual and potential users of your organisation’s products and 
services” NIST (2006) 
“those we want to create value to” Bergman & Klefsjö (2003)
“anyone who is affected by the product or by the process used to 
produce the product” Juran (1999)
“The next process is your customer” Ishikawa (1985)
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this thesis is laid on TQM as characteristic of the second generation of quality 
management.

TQM may be described as involving the application of quality management 
principles to all aspects and levels of the organisation; see Dale (1999). Hellsten 
& Klefsjö (2000) describe TQM as a management system consisting of values, 
methodologies and tools; see Figure 7. According to Bergman & Klefsjö (2003), 
the aim of TQM is to satisfy, or preferably exceed, the needs and expectations of 
the customers with a reduced amount of resources. 

Figure 7 TQM as a management system consisting of values, methodologies and tools. 
Adapted from Hellsten & Klefsjö (2000). 

2.4.2.1. The values of TQM 
According to Hellsten & Klefsjö (2000), the values constitute the culture of the 
organisation and the methodologies and tools should be chosen to support the 
desirable values. However, the values of TQM differ somewhat among different 
authors. The differences and similarities of the values in quality management are 
further investigated in Sila & Ebrahimpour (2002). Bergman & Klefsjö (2003) 
have presented what they call the cornerstones of TQM as: Focus on Processes, 
Improve Continuously, Focus on Customers, Let Everybody be Committed, 
Base Decisions on Facts and Committed Leadership. These values correspond to 
the values that are frequently used in other TQM literature; see Hellsten (1997) 
and Sila & Ebrahimpour (2002). 
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Act Plan

DoStudy

Focus on Processes 
The aim of a process is to deliver products that satisfy the customers. Definitions 
of a process therefore often include the characteristics of activities that are 
repeated over time. It is the activities that create value to the customers that 
should be in focus. Bergman & Klefsjö (2003, p.426) state, “A process is a 
network of activities that are repeated over time, whose objective is to create 
value to external or internal customers”. Isaksson (2004a, p.20) describes 
processes as “…a network of activities that by the use of resources, repeatedly 
converts an input to output for stakeholders.” The definitions are similar, and the 
scope of the process view mainly depends on the customer and stakeholder 
definitions used. In this thesis the definition presented by Isaksson (2004a) is 
used.

Improve Continuously 
The value Improve Continuously supports change and improvement of the 
performance of the organisation. The PDSA-cycle is an improvement 
methodology that describes a structured way to work with continuous 
improvements for a process or product; see Deming (1993). The work starts 
with the planning of the improvement work (Plan). Then the improvement is 
realised (Do) and the results are studied and analysed (Study). Finally decisions 
have to be made on whether to adopt the change, reject it or go through the cycle 
again (Act); see Figure 8.  

Focus on Customers
The customer focus is central in the quality concept. The quality of the products 
is valuated by the customers and is determined by the organisations´ ability to 
satisfy the needs and expectations of the customers. Since customers are defined 
as individuals or organisations being downstream in the product’s life cycle 
process, i.e. receivers of a product, both internal and external customers need to 
be considered. The customer focus is not limited to the end-customer, the 
consumer or buyer of a product. Therefore, the value Focus on Customers is 
closely related to the value Focus on Processes. Foley (2005) argues that Focus 
on Customers should imply that the customer satisfaction is seen as a means to 
achieve the business aim rather than an end.  

Figure 8 The PDSA-cycle. Adapted from Deming (1993, p.135).
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Let Everybody be Committed 
To facilitate successful quality management, all co-workers at all levels should 
have the opportunity to be committed, participate in decision-making and be 
involved in the improvement work (Bergman & Klefsjö, 2003). 

Base Decisions on Facts 
Instead of letting random variation and intuition be the basis of decisions, it is 
considered important in the quality movement to use facts and knowledge of 
variation as the basis of decision-making; see Deming (1986) and Bergman & 
Klefsjö (2003). The facts might be either quantitative or qualitative, and to 
gather and analyse the facts, a range of methodologies and tools are available in 
the TQM framework. 

Committed Leadership 
According to Dale (1999), everyone in the organisation has to participate in, and 
contribute to, the continuous improvements. However, it is the top management 
that has the responsibility for creating an organisational environment where 
values and behaviour support improvements (ibid). Deming (1993) states that 
improvements of quality are the responsibility of the management, since 
inadequate systems often cause poor quality.  

2.4.2.2. The methodologies and tools of TQM 
To support these values, a range of methodologies and tools is available. 
According to Hellsten & Klefsjö (2000), methodologies (they use the term 
techniques) may be described as ways to work consisting of a sequence of 
activities. Tools are described as ways to support decision-making or facilitate 
analysis of data. The tools are concrete and well defined and sometimes have a 
statistical basis; see Figure 7 for some examples of methodologies and tools.  

2.4.2.3. Benefits and infirmities of the second generation of quality 
management

The values, methodologies and tools from TQM are, after being implemented, 
presumed to help satisfy the customers. This is in the longer perspective 
assumed to bring financial success to the organisation; see Hansson & Eriksson 
(2002) and Hendricks & Singhal (1997) for empirical research on the connection 
between successful TQM implementation and improved financial performance. 

However, critics argue that quality management has no explicit definition or 
agreed content, has failed to deliver promised results and has no indisputable 
empirical support and can therefore neither be described as a management 
philosophy nor as a theory; see Foley et al. (2005). Many quality management 
implementations have failed, and a number of authors have discussed 
deficiencies in quality management and asked why and how quality 
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management should move into a third generation, where stakeholder theory is 
introduced into the quality concept; see Foley (2000), Foley (2005), Foster 
(2005), Foley et al. (2005) and Bergquist et al. (2006).

2.5. The stakeholder concept  

Freeman (1984) states that the word “stakeholder” was first used in an internal 
memorandum at the Stanford Research Institute to falsify the notion of 
stockholders as the only group to whom management need to be responsive. The 
stakeholders were defined as “those groups without whose support the 
organisation would cease to exist” (Freeman, 1984, p.31).

According to Freeman (1984), from the original work at Stanford Research 
Institute, the stakeholder trail can be found in the literature on Corporate
Planning, Systems Theory, Corporate Social Responsibility and Organisation 
Theory. Freeman (1984) uses stakeholder theory mainly for strategic 
management at the top management level, but he also argues that the concept 
could be used at lower levels of the organisation.

According to Schilling (2000), Freeman is, with his book Strategic Management 
- a Stakeholder approach (1984), often credited for the introduction of 
stakeholder theory into academic discourse. However, Schilling (2000) states 
that the organisational stakeholder concept was discussed as early as 1918 by 
Mary Parker Follet; see Follett (1941). Schilling (2000) shows that although 
many of the principles of Follett’s ideas are similar to stakeholder theory, no 
references to her work are found in the stakeholder literature. However, Follet 
does not speak directly about stakeholders, but more about relational business 
management; see Follett (1941). It is interesting that Joseph Juran, one of those 
who have had an impact on the development of quality management, refers to 
Follett’s work and acknowledges her as “...one of the most profound 
management thinkers” (Juran, 1995, p.176). 

The stakeholder concept has been debated and discussions have been held about 
whether or not stakeholder theory can replace the shareholder view of the firm; 
see Sundaram & Inkpen (2004a), Freeman et al. (2004) and Sundaram & Inkpen 
(2004b). The primary disagreement is whether the corporation exists for its 
shareholders or if it also has to respond to other stakeholders, either through 
moral obligation or for the survival of the organisation.  

An early connection between stakeholder theory, quality management and 
sustainable development may be found in the book “Changing Paradigms: The 
Transformation of Management Knowledge for the 21st Century” written by 
Clarke & Clegg (1998). However, a breakthrough for the introduction of the 
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stakeholder view into quality management has been accomplished with the work 
of Kevin Foley; see Foley (2004), Foley (2005) and Foley et al. (2005). 

A number of authors have also started to investigate the stakeholder introduction 
into quality management; see Garvare & Isaksson (2001), Isaksson & Garvare 
(2003), Foster & Jonker (2003), Edgeman & Hensler (2005), Foster (2005), 
Garvare et al. (2006), Johansson (2006) and Garvare & Johansson (2007). The 
stakeholder view presented in some of these papers represents an effort to also 
promote global sustainability from the quality framework.  

According to Schilling (2000), successful organisations recognise their 
interdependencies, study the relationships with stakeholders and incorporate 
stakeholder interests in their strategies. Clark & Clegg (1998) describe that, in 
practice, most companies are increasingly being run as a set of relationships 
rather than a series of transactions.  

In practice, executives leading companies and managers 
operating them have increasingly utilized elements of the 
stakeholder approach. The growing emphasis upon customer 
relations, employee relations, supplier relations and indeed 
investor relations is an indication that managers are having to 
grapple with the need to satisfy the interests of more complex 
constituencies than shareholder theory would suggest (Clark & 
Clegg, 1998, p.345). 

According to Foster (2005), the intention of stakeholder management is to 
respond to a perceived need and to understand and engage with stakeholders 
rather than to manage the stakeholder relationships in a dominating way.  

2.5.1. Definitions 

There are a number of different stakeholder definitions presented in the 
literature. A logical description would be those individuals or groups with a 
stake in the organisation. Hill & Jones (1992) use legitimacy, established 
through the existence of an exchange relationship, as the defining stakeholder 
attribute. Freeman & Reed (1983) defines stakeholders in a wide and a narrow 
sense. The wide sense definition includes “any group or individual who can 
affect or is affected by the achievement of the organisation’s objectives” 
(Freeman, 1984, p.52). Foley (2005) identifies stakeholders as the subset of 
interested parties that must be attended to as a strategic imperative. This is a 
more narrow sense definition, which Foley (2005) claims to be necessary for the 
organisation to know which actors to respond to.
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Mitchell et al. (1997) use the attributes of power, legitimacy and urgency to 
define stakeholders; see Figure 9. They describe power as the ability of an actor 
to impose its will in the relationship. Legitimacy as the perception of to what 
extent the actions of an actor are desirable, proper or appropriate. Finally 
Mitchell et al. (ibid) describe the urgency attribute as the degree to which 
stakeholder claims call for immediate attention. An actor that possesses all three 
stakeholder attributes is called a definitive stakeholder.

Figure 9 Urgency, power and legitimacy as defining stakeholder attributes. Adapted from 
Mitchell et al. (1997, p.873). 

Foster (2005) criticises the usage of legitimacy and suggests the usage of power, 
criticality (urgency) and rationality. Rationality determines the usefulness for the 
organisation of a stakeholder relationship rather than the moral aspect of 
legitimacy.  

Foley (2005, p.138) defines stakeholders as “those entities and/or issues, which 
a business identifies from the universe of all who are interested in and/or 
affected by the activities, or existence of that business, and are capable of 
causing the enterprise to fail, or could cause unacceptable levels of damage, if 
their needs are not met” (emphasis in original). Stakeholders are distinguished 
from all affected/interested parties as having both means of bringing needs to 
attention and of taking action if their needs are not met (Foley, 2005).
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Post et al. (2002, p.19) use a definition that distinguishes stakeholders from 
interested parties by their contribution to the organisation “The stakeholders in a 
corporation are the individuals and constituencies that contribute, either 
voluntarily or involuntarily, to its wealth-creating capacity and activities, and 
therefore its potential beneficiaries and/or risk bearers” 

2.5.2. Stakeholder models 

Wheeler & Sillanpää (1997) categorise stakeholders into primary and secondary 
as well as social and non-social; see Figure 10. Preble (2005) chooses a similar 
approach but divides stakeholders into primary, secondary and public 
stakeholders. Primary stakeholders are defined as those whose continuing 
participation is required if an organisation is to survive. The public stakeholders 
are those that provide the firm with infrastructure and legal frameworks and 
include governments and communities. Secondary stakeholders are those who 
influence or affect, or are affected by, the corporation, but are not engaged in 
direct transactions with it; see Preble (2005). 

Figure 10 The stakeholder model with primary, secondary, social, and non-social 
stakeholders, adapted from Wheeler & Sillanpää (1997, p.5). 

Schilling (2000) argues that there is general consensus that stakeholders often 
include customers, employees, management, stockholders, creditors, suppliers, 
community and sometimes competitors. However, depending on the used 
definition of stakeholders, some concepts also include the natural environment 
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and non-human species; see Table 1. Note that different stakeholder definitions 
form the bases of the different concepts.  

Table 1 The suggested stakeholder groups in some existing stakeholder models. 

Strategic
Management 
(Freeman, 1984) 

The
Stakeholder 
corporation
(Wheeler & 
Sillanpää,
1997)

Advancing
stakeholder 
theory
(Schilling,
2000)

Performance
prism
(Neely et al.,
2002)

Meta
Management
(Foley, 2005) 

Customers Customers Customers Customers & 
intermediates

Customers

- Managers Management - Management 
Employees Employees Employees Employees Staff 
Suppliers Suppliers 

Business
partners

Suppliers Suppliers  Suppliers 

Owners Investors Stockholders 
Creditors

Investors  Shareholders 

Governments Government 
Civil society 

Community Regulators 
and
communities

Government

Consumer 
advocates
Competitors
Environmentalists
Special interests 
groups
Media

Environmental 
and animal 
welfare
pressure
groups
The natural 
environment 
and non-
human species

Competitors  The 
Environment 

The stakeholder groups in the concepts are presented as examples and often 
explicitly said to change over time and differ between different organisations. 
However, both Winn (2001) and Foster (2005) criticise the usage of 
predetermined stakeholder groups in the literature and states that it is a social 
construction by academia.  

If stakeholder interests are disparate, Follett (1941) identifies three methods for 
dealing with conflict: domination, compromise and integration. She states that 
the most common is domination where one part will win and one will lose. To 
compromise, both parties are said to give a little to settle an agreement but 
neither party will be totally satisfied, and she describes integration as when a 
way is found to satisfy both parties (ibid).
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Foster (2005) states that, in the past few decades, the focus was on internal 
stakeholders such as employers, suppliers, customers and shareholders. 
However, management complexity has increased with a growing number of 
external stakeholders whose wants and expectations also need to be addressed 
(ibid). Mitchell et al. (1997) argue that, to be both comprehensive and useful, 
stakeholder theory must also deal with latent stakeholders. They define latent 
stakeholders as actors possessing one of the attributes of legitimacy, urgency or 
power (ibid).

Schilling (2000) found disagreement in the literature on whether stakeholders 
should be given equal priority or not. In literature, it has been suggested that the 
degree of importance of different stakeholders and stakeholder interests may 
vary with respect to different aspects, for example their power, urgency or legiti-
macy in a specific context of market or political system, on the level of moral 
development or according to a prioritisation of human rights. Foley (2005) 
describes customers as the foremost stakeholder among equals, since it is the 
customer that provides the funding that makes it possible to satisfy other 
stakeholders.

To describe the importance of including the stakeholder view in organisational 
management, Radder (1998, p.280) concludes:

In the era of cut throat competition, discerning customers 
demanding more value rather than more choices and an 
environment where sound stakeholder relationships are 
crucial, the bottom line is: Delight your stakeholders, or 
your competitors will.

2.6. Environmental management system standards  

To comply with environmental interests from stakeholders, the adoption of 
environmental management systems (EMSs) such as ISO 14001 and Eco-
management and audit scheme (EMAS) has grown around the world. The EMSs 
have been developed in order to help companies integrate environmental 
considerations throughout their organisations to be able to manage their 
environmental impacts systematically and effectively (Fresner, 1998). In 2006, 
the number of ISO 14001 certified organisations amounted to 104,000 in the 
world and 4,000 in Sweden (ISO World, 2006). 

Motivators for implementing EMSs vary and may include reasons like pressure 
from customers or owners, compliance with legislation, cost reduction, 
improved business performance, prevention of potentially negative 
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environmental impacts or improvement of corporate image. However, it is not 
certain that the motivators are in accordance with the outcomes; see Rivera-
Camino (2001) and Morrow and Rondinelli (2002). 

Although there are differences, ISO 14001 and EMAS include similar 
components and requirements; see Ammenberg (2003). The EMSs use the 
demands of continual improvements and objective setting of significant 
environmental aspects as enforcers aimed to improve the environmental 
performance of the certified organisation; see ISO (2004). The components of 
ISO 14001 are shown in Figure 11. The EMSs describe a systematic procedure 
to help the organisation to achieve its own environmental objectives (Melnyk et
al., 2003). Because EMSs focus on processes more than performance, they do 
not oblige an organisation’s optimum environmental performance level. 
According to Krut & Gleckman (1998), the strongest criticism against ISO 
14001 certifications is that they do not give any measurement of or set any 
lowest demand on an organisation’s environmental performance.  

Figure 11 Structure of an environmental management system according to the ISO 14001 
standard. Adapted from Piper et al. (2004, p.41).  

Using the TQM terminology, the EMS standards could be seen as a tool to 
improve environmental performance and organisational image, achieve cost 
reduction or whatever the motivators for the implementation might be. These are 
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the internal drivers, which are used to achieve organisational sustainability. 
However, the EMSs could also be demanded by stakeholders to assure that the 
organisation is working to reduce the gap towards global sustainability.

2.7. Third generation quality management 

Foster (2005) argues that the notion of quality seems to be moving into a third 
phase, the third generation of quality management. Foster (ibid, p.69) states that 
”there appears to be a change in quality thinking to one which aims to link the 
nature of quality management back to the broader organisational theory 
literature through the development of a theory of quality management”. The 
reorientation includes analysis and management of the multi-lateral relationships 
that exist between the organisation and the external world. Foster (ibid) calls this 
change the stakeholder view of quality theory.  

The introduction of the stakeholder view into quality management derives from 
Foley (2005, p.10), who claims that “the business enterprise will behave in such 
a way as to satisfy the needs and expectations of its stakeholders.” As originally 
proposed by Foley (ibid), if the organisation can continue to meet the needs and 
expectations of the stakeholders, the aim of organisational sustainability will be 
accomplished.  

       Stakeholders Customers Management Staff Suppliers Shareholders Government
Stake-
holder 
Issues/Outputs

Financial-
Probity

Risk

Quality

Health & 
Safety

Owner Value/
Profit

Environment

Knowledge

Ethics

Innovation

Strategy & 
Plans & 
Planning

Data Integrity

Figure 12 The stakeholder matrix, from Foley (2005, p.6). 
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Foley (2005) identifies two related consequences of the stakeholder view, (i) a 
need to emphasise certain lead indicators such as product quality, ethics, and 
innovation; and (ii) an increased dissatisfaction with financial data as the only 
indicators of the health and prospects of an organisation. To measure how well 
organisations perform regarding the satisfaction of the stakeholders’ needs and 
expectations is not an easy task. To measure the performance, Freeman (1984) 
suggests a scorecard with both long-term and short-term measures. Foley (2005) 
presented a stakeholder model of the business enterprise displayed as the matrix 
in Figure 12, which could be used as a scorecard. Further, Foley (2005, p.7) 
suggests that if there is a business scorecard, the scorecard is the entire 
stakeholder matrix and “what must be balanced are the needs and expectations 
of all stakeholders”. Foley thereby criticises the usage of the triple bottom line 
and argues that there are as many bottom lines as there are stakeholders (ibid).

Neely et al. (2002) present a measurement system to manage multiple 
stakeholder interdependencies, the performance prism. The performance prism 
considers strategies, processes and capabilities as enablers to satisfy the needs 
and expectations of stakeholders and provides measures for enablers, for 
stakeholder satisfaction and for stakeholder contribution; see Figure 13. 

Figure 13 The performance prism, a framework to measure stakeholder management. 
Adapted from Neely et al. (2002, p.161). 

A further work on the integration of stakeholder focus into quality management 
is presented by Isaksson & Garvare (2003), Isaksson (2004b), Garvare & 
Isaksson (2005) and Garvare et al. (2006). The papers present, in a stakeholder 
and sustainability framework, a generic process model-based structure where the 
customer focus is extended to include all stakeholders; see Figure 14. The aim is 
wider than the survival of the organisation and also includes the promotion of 
global sustainability.
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Figure 14 Generic process-based system model, adapted from Isaksson (2004b, p.7). 

Both Simmons & Lovegrove (2005) and Preble (2005) propose using stepwise 
models for the implementation of stakeholder-oriented management. The 
models provide practical guidelines for the introduction of stakeholder interest 
as a strategic base.

2.7.1. Expanded values, methodologies and tools for the third 
generation of quality management 

Isaksson (2004a) suggests that, if going from TQM into an expanded 
management structure that supports global sustainability, the values, 
methodologies and tools have to be reviewed but the same approach should be 
applicable. Isaksson (ibid) advocates Stakeholder Focus, Focus on 
Sustainability, System Perspective and Transparency as suitable additional 
values. Isaksson (2004a, p.36) also suggested a set of methodologies and tools 
for a management system that promotes both organisational and global 
sustainability.

Research has also shown that similar approaches to the values, methodologies 
and tools of TQM have been used by organisations that have worked 
successfully with health aspects; see Wreder (2006a) and Bäckström (2006). 
The values found important in these studies were Management Commitment, 
Co-worker Involvement, Focus on Customers and Continuous Development. 
These values are in accordance with those common in TQM.  
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2.8. Reflections on the third generation of quality 
management

Although argued by some authors, the third generation of quality management is 
not regarded as dealing extensively with anything larger than organisational 
sustainability. Additional drivers are needed for the promotion of global 
sustainability. One such linkage could for example be made up of EMSs. The 
EMSs may be used both to satisfy environmental interests of stakeholders, but 
they may also be used as a tool to reduce the gap towards global sustainability. 
The purpose of early stakeholder literature was often to create socially 
responsible and environmentally friendly organisations. However, if the 
stakeholder view is introduced into quality management, there is a point in 
clarifying whether it promotes organisational sustainability or both 
organisational and global sustainability. Otherwise there is a risk that the 
introduction of the stakeholder terminology into quality management will give 
rise to an unclear concept that will be hard for potential users to interpret and 
understand.

In Figure 15 a summary of the approximate coverage and scope of the 
management concepts are shown. The boarder around the organisation 
represents an illustration of what could be necessary for the organisation to 
manage for it to achieve organisational sustainability. For example, the second 
generation of quality management does not necessarily fulfil the wants and 
expectations of all stakeholders and hence does not automatically bring 
organisational sustainability from its definition. However, the second generation 
of quality management has also been shown to help satisfy other stakeholders 
than the customers, and its contents help provide benefits wider than customer 
satisfaction.
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Figure 15 A summary of the theoretical framework, where examples of the scope of the 
included management concept are presented. The coverage and scope of the 
concepts differ depending on the definitions of, for example, customers and 
stakeholders. The picture merely provides an overview and should not be 
regarded as precise. 
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3. Methodology
This chapter provides a description of the scientific positioning and 
the methodological choices. It describes the authors’ pre-
understanding, the research journey, and the methodological 
selections. The chapter is then concluded with a discussion about the 
research quality.

3.1. Introduction 

Graziano & Raulin (2004, p.31) describe science as “a systematic search for 
information – a process of inquiry”. According to Miles & Huberman (1994), 
choices in this systematic search are embedded in a particular logic or 
conceptual lens whether the researchers are aware of it or not. Denzin & Lincoln 
(2000) describe the principles of science, whose most overarching level is the 
view of life and reality, the ontology, which together with the view of 
knowledge, the epistemology, constitutes the way the researcher sees the world 
and acts in it.  

According to Graziano & Raulin (2004), every discipline, including science, is 
built on ideas that are tentatively accepted as being true without further 
examination. These assumptions are axioms within a scientific field, a paradigm; 
see Chalmers (1999) and Denzin & Lincoln (2000). In science, few assumptions 
are preferred; instead empirical and rational elements are fundamental (Graziano 
& Raulin, 2004). Generally, the dominant traditions of research may be labelled 
as positivism and hermeneutics. Bryman (2001) discusses the differences and 
describes hermeneutics as interpretation science and positivism as explanation 
science (ibid).

Research can either be performed through generation of general conclusions 
from the specific case, which is called induction (Molander, 1988). Or through 
explanation of the specific case from a general rule, which is called deduction 
(ibid). In inductive research, generalisations are formed from a large number of 
observations. The weakness is that a general rule might be created from a 
limited number of observations (Chalmers, 1999). The point of departure of 
deductive research is theory, and hypotheses are formulated as testable 
statements about reality (Eriksson & Wiedersheim-Paul, 1999). According to 
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Graziano & Raulin (2004), the combination of inductive and deductive research 
is common. One variant of combination is called abduction. It starts off from 
empirical similarities that form a hypothetical test of theory (Alvesson & 
Sköldberg, 1994). 

In research, qualitative and quantitative methodologies are often distinguished 
from each other; they differ in epistemological and ontological considerations 
(Bryman, 2001). Quantitative research is often deductive, advocates quantitative 
data and is mainly used in the positivistic paradigm. The aim of the research is 
often to find relationships between variables (Denzin & Lincoln, 2000). 
Quantitative methodologies have an objectivist conception of reality (Bryman, 
2001). Qualitative research often has an interest in the meaning and 
understanding of processes or objects. The aim is to create a holistic view of the 
context under study (Miles & Huberman, 1994). Instead of numbers, data often 
consists of words (Bryman, 2001).

Denzin & Lincoln (2000) describe a postpositivist paradigm, where the 
ontological position is described as believing that reality can never be fully 
apprehended, only approximated, as relying on multiple methods as a way to 
catch as much of reality as possible, and as placing emphasis on the verification 
and discovery of theories.

3.1.1. Research background and process 

The background, experiences and paradigm of a researcher influence the choice 
of approaches in different decisions during the research process (Denzin & 
Lincoln, 2000). Therefore, a short description of the author and the research 
process is presented.

As a M.Sc. student in Industrial and Management Engineering from 2000 to 
2005, the author chose to specialise in Quality and Environmental Management. 
However, the interest in sustainability, quality and environmental issues has an 
even earlier origin. The archival analysis started in 2004 when the author was 
accepted as a Research Trainee at Quality and Environmental Management, 
Luleå University of Technology. The archival analysis resulted in a M.Sc. 
thesis; see Johansson (2005) and Paper I under the supervision and influence of 
Elisabeth Schylander. The case study started in 2005, at this time under the 
supervision of Rickard Garvare. Both the results of the archival analysis and the 
influence of Rickard’s previous research had an impact on the decision to focus 
on the stakeholder approach in quality management. Kevin Foley’s visits and 
presentations of his research in Luleå also influenced the subsequent research. 
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The author’s background in natural science initially influenced the research from 
a positivistic basis. However, the positivistic paradigm has not been strictly 
followed; instead the research has been influenced from hermeneutics. The 
approach combines methodological choices that approach the post-positivistic 
paradigm; see Denzin & Lincoln (2000) for more information about research 
paradigms. In the conducted research, it is the questions posed that have 
determined the methodological approaches, strategies and selections. The 
archival analysis uses a quantitative method and is more influenced by 
positivism. The case study is qualitative and more hermeneutic. The mix of 
influence from the natural and social sciences is considered suitable for the 
research since different approaches were considered appropriate to answer the 
different research questions.

3.2. Research approach 

Research purposes may be divided into three major categories; explorative, 
descriptive or explanative research (Yin, 2003). The aim of this thesis consists 
of two parts, where the first part is to “explore how a management model that 
promotes both organisational and global sustainability might be formulated”.
The research has investigated and conceptualised concerning stakeholder theory 
and explored the introduction of a stakeholder system model in a micro 
enterprise. Stakeholder theory had already been introduced prior to this research, 
although its practical implementation had been only superficially studied. The 
stakeholder system model had already been established as well, but the context 
in which it had been tested was relatively limited. The type of organisation 
where it was implemented was also different from where it was developed. 
Therefore the research is considered to be exploratory. 

The second part of the aim is to “study if EMSs may constitute a linkage 
between organisational and global sustainability”. The research is mainly 
descriptive since it was conducted by following the development of 
environmental performance over time. If improvements had been accomplished, 
analyses were conducted regarding which environmental aspects had been 
improved and if the improvements could be connected to the time of the EMS 
certification.

The research in this thesis originates from existing theoretical frameworks and is 
therefore deductive. During the research process there has been a continuous 
exchange between theory and empirical observations, but the research has been 
derived from theory. The conducted research departs from three different 
theoretical frameworks, which are investigated in two phases. The research may 
therefore be seen as two deductions, where the implications for further research 
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from the first deduction inspired the choice of the second research question; see 
Figure 16. 

Figure 16 The two research questions are both deductive and are based on different 
 theoretical frameworks.  

3.3. Research strategies 

Robson (2002) divides research strategies into three main categories: 
experiment, case study and survey. Lekvall & Walbin (2001) use another 
approach and divide the research strategies into case study, time study and 
cross-section study. The cross-section strategies are divided into surveys and 
experiments.

A similar approach is presented by Sverke (2004), who divides qualitative 
research strategies into cross-section designs and longitudinal designs. In a 
longitudinal design the development of one or many phenomena is studied 
trough data collected from several points of time (Lekvall & Wahlbin, 2001). 

The alternative research strategies are presents by Yin (2003) as: experiment, 
survey, archival analysis, history and case study. The selection criteria depend 
on whether the inquiry requires control of behavioural events, whether it focuses 
on contemporary events, and on the type of research questions posed; see Table 
2.

Yin (2003) identifies six common sources of evidence for data collection: 
documentation, archival records, interviews, direct observations, participant 
observations and physical artefacts. The various sources are complementary and 
multiple sources of evidence are preferred, if possible (ibid). 
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Table 2 Research strategies with the appurtenant type of research questions, the 
requirement of control of behavioural events and the type of focus on 
occurrence. Adapted from Yin (2003).

Strategy Type of Question Requires control of 
behavioural events? 

Focus on 
occurrence

Experiment How/Why Yes Contemporary 

Survey Who/What/Where 
How many/How much No Contemporary 

Archival
analysis

Who/What/Where 
How many/How much No Contemporary/past

History How/Why No Past 
Case study How/Why No Contemporary 

According to Rönnerman (2004), action research is to try something new, an 
idea or concept, to change activities in a desirable direction. It starts from a 
practical question, which proceeds when the action is performed. Then the 
process is followed and finally the material is analysed (ibid). Whether action 
research is a research strategy is not totally agreed on in the literature. However, 
in the research strategies presented by Yin (2003), it would be appropriate to use 
action research when performing a case study. The action research would then 
be the data collection method.  

The first research question considers contemporary events. It explores the 
relationship between organisational and global sustainability and how a 
management model that promotes both may be formulated. The combination of 
deductive conceptual reasoning and a case study was chosen as a research 
strategy. In the research strategies described by Yin (2003), deductive 
conceptual reasoning is not included as a research strategy. However, it was 
considered the most suitable when trying to develop the existing theoretical 
framework. According to Yin (2003), case studies are appropriate to use when 
investigating a contemporary phenomenon within its real life context, when the 
boundaries between the phenomenon and the context are not obvious. For a 
further description of the methodology of case studies, see Yin (2003). A 
literature review was conducted in order to get an overview of existing 
stakeholder frameworks and models. The focus was on the authors that have 
connected stakeholder theory to quality management. 

The second research question considers past events, as it describes the 
development of environmental performance over time and is therefore 
longitudinal. To avoid subjectivity of survey or interview respondents, a 
quantitative study of emissions was selected. An archival analysis was 
considered suitable as research strategy. The research strategy could also be 
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regarded as a multiple case study where the environmental performance would 
be the unit of analysis. However, the data was collected from archives and the 
strategy is a bit more quantitative than would have been preferred in a case 
study. Therefore an archival analysis was selected.

3.4. Research design 

The research has been conducted according to the structure of Figure 17. To 
answer the research question, an archival analysis and a case study emerged and 
the theoretical frameworks were selected, then purposeful selections were made 
of how to collect the empirical material. The data was then collected and 
analysed. This design was followed twice and has generated the results and 
conclusions of this thesis. 

Research purpose

Data analysis

Research results

Purposeful selection

Emergent design

Data collection

Lens

Purposeful selection

Emergent design

Data collection

Data analysisRQ2 RQ1

The Case 
study

The Archival 
analysis

Figure 17 The research design. The archival analysis and the case study each constitute 
one lap in the design model. Modified after Palmberg (2005a).

3.4.1. Design of the archival analysis 

Emergent design 
As the archival analysis was planned, the aim was to examine the connection 
between environmental performance and the certification of EMSs. At first, the 
idea was to perform a similar survey as presented in Schylander (2004). 
However, survey-based investigations, with data collected with questionnaires 
or interviews, are more common; see Schylander & Zobel (2003) and Zobel 
(2005). To eliminate possible bias from respondents, a quantitative study of 
emissions was selected.  
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Purposeful selection 
To study the development of environmental performance through emission 
quantities, large Swedish manufacturing companies were selected in order to be 
able to obtain historical data. The selected companies are shown in Table 3. 

Table 3 The included companies, their type of EMS, the type of products and 
approximate total sales. 

The selection of companies was made through the website of the Swedish 
Environmental Management Council4, where all Swedish certified organisations 
were listed. To be selected, the companies had to be ISO 14001 certified or 
EMAS registered in 1999, which made it possible to analyse data both before 
and after the certification of the EMS. The time frame of the investigation is 
shown in Figure 18.  

Figure 18 Time frame of the investigation. Period 1 represents the period before and 
during the implementation of the EMS. Period 2 represents the years in which 
the EMS has been in full use.

                                          
4 In Swedish: Miljöledningsarkivet, www.miljostyrning.se. Access: Oct. 28 2004. 

Company Type of 
EMS Products Sales/year

(MEuro)
Volvo Lastvagnar AB 
produktion, Göteborg 

ISO 14001 Trucks >1000 

Scania CV AB, Södertälje ISO 14001 Trucks >1000 
Arla Foods AB, Stockholms 
mejeri

ISO 14001 Dairy  500-1000 

Södra Cell AB, Mönsterås 
bruk

EMAS Pulp 500-1000 

Borealis AB, Stenungssund ISO 14001 Plastics 500-1000 
Lear Corporation Sweden AB,
Tidaholm 

ISO 14001 Automotive 
interior

500-1000 

Tarkett Sommer AB, 
Hanaskog

ISO 14001 Wooden floors 100-500 

SCA Graphic, Sundsvall  ISO 14001 Pulp 100-500 
GB Glace AB, Flen ISO 14001 Ice cream  100-500 

1994 1999 2000 2003 Year

Certification

Period 1 Period 2

http://www.miljostyrning.se


Chapter 3 - Methodology 

 - 36 - 

Companies belonging to the three top categories of sales (>100 MEuro/year) and 
having published a yearly environmental report since 1994 were selected. The 
criteria were set to simplify data collection and to get reliable data.

Data collection 
The data was collected from the annual environmental reports, which were 
obtained directly from the companies or from the Swedish county administrative 
board responsible for the environmental permissions in the geographical area of 
the company.  

Data analysis 
Emission quantities for each parameter, where data was available, were 
standardised to the indicator form. This means that the parameters were divided 
by the number of produced units of each company. The indicators were then 
split into two samples. The first sample, which covers the years from 1994 to 
1999, represents the period before the certification of the EMS. The latter 
period, from 2000 to 2003, represents the years in which the EMS has been in 
full use. Each indicator was then visualised in a line chart with the means and 
variances of both samples; see Paper III. Variances were visualised as two sigma 
lines. This graphical display constituted the foundation for the interpretation of
whether the indicator was unchanged, or whether it had increased or decreased 
in emission quantity.  

A two-sample comparison was performed to conclude whether the samples’ 
means and variances were classified as differed or not at the 95 % level of 
confidence. The test of different variances requires normal distribution of the 
samples, and the test of different means requires the same size of variances. The 
small samples do not allow any estimation of the normal distribution 
assumption. Considering this limitation, the variance and mean tests were not 
regarded as absolute, but more as indicators of change, and were used as 
complementary to the graphical analysis.

To further strengthen the examination, a Principal Component Analysis (PCA) 
was performed to obtain a view of multicollinearity in the data. Another 
possibility might have been to use Factor Analysis, but PCA was chosen as it is 
useful for screening and explaining variability in multivariate data without 
depending on an underlying model; see Johnson (1998). The numbers of 
principal components (PC) were chosen to obtain maximum logical explanation, 
although the eigenvalue and the percentage of variance explained were both 
taken into consideration. For a more thorough description of PCA, see Johnson 
(1998). When there are clear deviations from the normal distribution, indicators 
are only analysed through graphical methods and PCA. 
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When analysing change of environmental performance, indicators were analysed 
in the environmental domains: emissions to air, emissions to water, waste and 
use of resources. The analyses decide if the indicator was classified as changed 
or not. 

Analyses were then conducted to see whether improvements could be found 
within the environmental domains. If improvements had been realised, analyses 
were conducted to see if the improvements had occurred after the time of the 
certification of the EMS. A graphical display of all included indicators and 
discussions regarding their classification is presented in Johansson (2005). 

3.4.2. Design of the case study 

Emergent design 
As the archival analysis was summarised, a possible follow-up would have been 
to further investigate the relationship between environmental performance and 
EMSs. However, the results also brought out another important and interesting 
continuation, to study what constitutes improvements of environmental 
performance and if there are frameworks that can help organisations promote 
both global and organisational sustainability. At the same time, stakeholder 
theory was introduced to the author and considered a possible candidate for such 
a framework and an interesting development of the results and knowledge 
acquired from the archival analysis. Therefore a deductive case study was set up 
to explore and conceptualise concerning the relationship between organisational 
and global sustainability and to study how a model that promotes both might be 
formulated. The research was deductive and a case study was performed in a 
micro enterprise to obtain practical experiences, to collect empirical material, 
and hence to strengthen the theoretical discussions. Even though the deductive 
conceptual reasoning has influenced the results just as much as the case study, 
the research is labelled as “the case study” when referring to the study in this 
thesis.

Purposeful selection 
The selection of the case organisation was based on a number of reasons. Firstly, 
a small organisation was desired in order to improve the chance of getting a 
deeper understanding of the business environment. It was also considered 
important to get access to information and data. Since the management of the 
selected organisation showed an interest in working with the stakeholder system 
model, and since the organisation was not regarded as acting in a specific 
business environment, it was considered suitable.  

An examination of the existing literature and deductive conceptual reasoning 
was also performed. The stakeholder view of quality management has been 
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discussed previously, and the works of such authors as Kevin Foley, Edward 
Freeman, Rickard Garvare and Raine Isaksson were used as a starting point. 
Literature was also selected from reference lists or through web-based search 
engines with search terms from the frameworks of EMS, quality management 
and stakeholder theory. The selection of the literature was made according to the 
perceived relevancy. 

Data collection 
In order to explore the relationship between organisational and global 
sustainability and formulate the stakeholder model, stakeholders and their wants 
and expectations were identified in a Swedish clothing design enterprise with 
the two founders representing owners, management and co-workers. The case 
organisation was started in 2003 and was at the time of the case study 
considered to be in a start-up phase. The case organisation was international. It 
had both domestic and international stakeholders. The sewing of the clothes was 
made by a supplier in Portugal. If volumes should increase, suppliers from 
China were planned be used due to lower production costs. Two collections, 
spring/winter and fall/summer were presented each year. The biggest markets 
included Sweden, Germany, UK and Belgium.  

The empirical material was collected through participant observations, 
workshops and non-structured interviews with the two founders of the 
enterprise. The data collection was accomplished over a period of seven months 
in late 2005 and in the beginning of 2006. Almost weekly meetings of different 
extent and structure were carried through. Data was triangulated to some extent, 
since both founders were interviewed separately to obtain their views of the 
enterprise and its business environment. The material was then reviewed and 
discussed in workshops where improvement actions were also planned. The case 
study started with the identification of stakeholders. Their wants and 
expectations were identified in workshops with the owners of the enterprise. The 
identification of the stakeholders and their wants and expectations was made 
according to how the founders perceived the business environment in which 
they were acting.

After the identification of the stakeholders, the steps of the stakeholder system 
model introduced by Simmons & Lovegrove (2005), henceforth referred to as 
the S&L model, were followed; see Figure 19. An alternative could have been a 
stakeholder management process model presented by Preble (2005). However, 
the S&L model was considered more straightforward and hence more suitable. 
The S&L model, forming a stakeholder management system, was developed in 
knowledge-based organisations. It was therefore considered possibly to need 
refinement to fit a micro enterprise. The S&L model was used mainly for 
guidance and inspiration rather than as a blueprint.
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Figure 19 The S&L model of stakeholder management. Adapted from Simmons & 
Lovegrove (2005). 

At the same time as the case study was conducted, the theoretical material was 
collected, interpreted and discussed, partly when writing Paper I together with 
Rickard Garvare, but also in seminars in a PhD-course at Luleå University of 
Technology. The discussions and seminars were focused on understanding why 
there is a need for a third generation of quality management, how the existing 
literature presents this third generation and how it could be developed.

Data analysis  
The empirical data collected from the case study was continuously analysed 
against the theoretical frameworks and the stakeholder model emerged during 
the analysis. The analysis in the case study consisted of interpretive and rational 
concluding. This type of analysis, where empirical observations and conceptual 
reasoning are related to existing frameworks, could be described as a type of 
pattern matching. Yin (2003) describes pattern matching as when comparing an 
empirically based pattern with a predicted one and states that it is one of the 
most desirable strategies for case study analysis. The frameworks presented in 
Figure 20 were used in the analysis of the data, and the results and conclusions 
are based on these frameworks and were formed by pattern matching between 
the frameworks and the empirical observations and between the different 
frameworks. The analysis may therefore be seen as deductive pattern matching 
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across frameworks and between frameworks and empirical observations. For 
analysis of the stakeholders and their wants and expectations in the case 
organisation, a cause-and-effect diagram was used; see Figure 22. 

Performance prism 
(Neely et al., 2002)

Strategic Management 
(Freeman, 1984) The Stakeholder corporation

(Wheeler & Sillanpää, 1997)

Advancing stakeholder theory 
(Schilling, 2000)

Meta Management
(Foley, 2005)

3rd Generation QM
(Foster & Jonker, 2003)

Stakeholder attributes
(Mitchell et al., 1997)The S&L model

(Simmons & 
Lovegrove, 2005)

Quality Management 
(Bergman & Klefsjö, 2003)

EMS
(ISO, 2004)

Stakeholder process models 
(Isaksson & Garvare, 2003)

Results and conclusions

Sustainable Development
(WCED, 1987)

Empirical observations

Pattern matching

Pattern matching Pattern matching

Frameworks:

Figure 20 The main frameworks that were used for the pattern matching analysis.

The definitions and formulations were changed numerous times after empirical 
observations, theoretical revelations or feedback from fellow researchers. For 
this reason the stakeholder model in Paper II is not up to date, since the paper 
was published in the ninth QMOD conference proceedings before the 
completion of this thesis and Paper I.  

3.5. Summary of research design 

The research design, the scientific positions and methodological approaches of 
the case study and the archival analysis are summarised in Table 4. 

3.6. Research quality 

The quality of research is usually measured by the validity and reliability of the 
research (Yin, 2003). However, depending on the ontological and 
epistemological view, the opinion of what is considered high research quality 
differs somewhat. Since different research approaches were selected for the 
research, different criteria, based on the selected research approaches and 
generalisation objective, have to be considered when discussing the validly and 
reliability of the research. 



Chapter 3 - Methodology 

 - 41 - 

Table 4 A summary of the research design and methodological approaches. The outline 
of the table is inspired by Söderholm (2005). 

According to Bryman (2001), research is reliable if the research process is 
consistent and not dependent on a specific researcher or method, and it is both 
repeatable and replicable. That is, if several investigations of the same topic give 
the same results (Holme et al., 1997). Validity means an instrument’s ability to 
measure what it is meant to measure (Graziano & Raulin, 2004). Bryman (2001) 
discusses validity from a qualitative perspective and divides it into internal, 
external, measurement and ecological validity.

According to Yin (2003), internal validity is threatened by spurious effects, 
when causal relationships are in fact caused by an unknown factor. Yin (2003) 
argues that internal validity only concerns explanatory and causal case studies. 
However, it will be relevant in all research strategies where the aim is to explain 
relationships between variables; see Martella et al. (1999).

External validity deals with the possibility of generalisation, to which extent the 
findings of a study are applicable beyond the immediate case (Yin, 2003). 
Measurement validity applies to whether a measure really reflects what it is 
supposed to measure (Bryman, 2001). The criterion of ecological validity 
reflects the question whether social research shows the real natural social 
settings (Bryman, 2001).  

Research design 

Research Approach 
Explanatory  Descriptive Exploratory 

Quantitative Qualitative
Inductive Deductive Abductive

Research Strategy 
Archival
analysis

Case study Experiment Survey History 
analysis

Longitudinal Contemporary 
Data collection 

Documentation Archival
records

Participatory
observations 

Direct
observations 

Interview Action 
research

Data analysis 
Statistical analysis (RQ II) 

Interpretive, rational & conceptual analysis (RQI) 
Generalisation

Statistical Analytical
 = RQ II  = RQ I  = RQ I&II 
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3.6.1. Reliability and validity of the archival analysis 

The archival analysis is a quantitative study, where data was analysed to 
investigate the development of environmental performance and relate possible 
improvements to the certification of an EMS. The reliability of a quantitative 
investigation is determined by how well measures are carried through and how 
accurate the information is analysed. High reliability means that the 
investigation is absent from systematic variation (Eriksson & Wiedersheim-
Paul, 1999). The reliability in this study is strengthened through careful 
compilation of data from the environmental reports and examination of out lying 
observations. Since the methodology is described and the data collection is 
reproducible, the investigation should be possible to reproduce with similar 
results. Since the analysis is primarily based on a graphical display, the analysis 
should be possible to follow, interpret and reproduce.  

The internal validity is determined by the accordance between the concepts used 
and their measurable definition (Eriksson & Wiedersheim-Paul, 1999). The 
internal validity in the archival analysis is partly dependent on how the 
environmental performance is defined. The investigation was delimited to 
examining emissions, and since all emissions had a fixed set of well-defined 
measurements, the internal validity was strengthened.

The external validity is dependent on the accordance between the observations 
that are obtained through the definitions of the concepts and reality (Eriksson & 
Wiedersheim-Paul, 1999). The external validity is determined by how well the 
data in the environmental reports account for the environmental impact that the 
emissions cause. There is a risk that the environmental reports do not show the 
real environmental performance adequately. Especially in some of the older 
reports, the reporting of emissions is not as extensive as in the recent ones. This 
could be a sign of incomplete reporting in the earlier years. However, since the 
environmental reports are the material sent to the legislative board for check-up 
on legal compliance, it is assumed that they provide a fairly correct picture, at 
least for the most important emissions. The environmental reports are also the 
only medium where emissions are published. One way to get more correct data 
could be to search directly and investigate the material used to write the reports. 
However, this would be both time-consuming and cause access problems to 
corporate material.  

Where data give the impression of being unreliable, it is taken into account in 
the analysis not to make uncertain data too influential on the results. Further, in 
the analysis, possible unusual occurrences are noticed in order to be able to find 
external causes of abnormal data. Thereby the external validity is strengthened. 
The population in the investigation is limited. This calls for carefulness when 
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drawing conclusions. The results can be used more as an indication or a pilot 
study before investigating a larger population. 

3.6.2. Reliability and validity of the case study 

The validity and reliability of the case study are important, but quite difficult to 
interpret. Because the research is partly based on deductive conceptual 
reasoning, which is not considered to be reproducible since it is researcher 
dependent, the reliability would be considered rather weak in a quantitative 
paradigm. Some case study data was also collected with participant observations 
and is based on the momentum business environment. It is therefore not 
reproducible in another time or context. Yin (2003) also states that participant 
observations risk bias due to the investigator’s manipulation of events. However, 
the analytical generalisations might be verified in both another case and another 
time.

Continuous contact between the author and the owners of the case-organisation 
as well as separate interviews with the owners, and check-up of the collected 
material by the owners of the case-organisation helped to give a deep 
understanding of the stakeholder interdependencies. These methodological 
choices of the case study reduced the risk of systematic variance, i.e. they 
strengthened the validity. The validity was also strengthened since a type of 
pattern matching was made on the basis of a profound theoretical framework. 
However, there is still a risk of random variance. This variance, the reliability, 
could be reduced through further research of the stakeholder model. In the case 
study no causal relationships between variables were searched for and no 
measures were used. Therefore, internal validity is not relevant for exploratory 
case studies (Yin, 2003). It is the ecological validity that is the strength of the 
case study, as the case organisation was followed for a long time and the author 
had the opportunity to understand the business environment, i.e. the stakeholders 
and their wants and expectations.

In the case study, the search was focused on analytical generalisations. The 
external validity is therefore determined by how useful the stakeholder 
definitions and models are in other cases. The conclusions are based on 
deductive conceptual reasoning and empirical case study material, which aims to 
create a model that is more widely useful than in the immediate case. However, 
the possibility for generalisation should be determined trough further empirical 
research. The model is also considered tentative and would benefit from being 
further developed.  
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3.6.3. Methodological alternatives 

The methodological selections were not the only way to conduct the research. 
During the research process it was possible to choose other directions. In the 
archival analysis it would have been possible to conduct a survey and collect 
data through a questionnaire or through interviews. It would also have been 
possible to choose another time frame or population. In the case study it would 
have been possible to choose a quantitative approach, to conduct a more 
structured case study, or to base the study on another frame of reference.

These choices were made to fulfil the purpose of the research in the most 
appropriate way. However, all these choices affect the reliability, validity and 
possibility for generalisation, and it may be argued about and discussed whether 
they are the most appropriate or not. However, the reasons for the choices are 
presented in this methodological framework, which enables the reader to decide 
on the research quality.



Chapter 4 – Research results 

 - 45 - 

4. Research results 
In this chapter a brief summary of the three appended papers is 
presented.

4.1. Summary of Paper I 

Garvare, R. & Johansson, P. (2007). Management for sustainability – A 
stakeholder theory. Submitted for publication. 

4.1.1. Background 

The notion of ‘stakeholder management’ for organisational sustainability has 
been described by Foley (2005: 10) as a business enterprise behaving “… in 
such a way as to satisfy the needs and expectations of its stakeholders”. 
According to Foley (2005), the aim of organisational sustainability will be 
accomplished if organisations act to maximise the quality of their products to 
customers, subject to meeting the wants and expectations of non-customer 
stakeholders. This perspective reflects a change in the traditional conception of 
corporate purpose; moreover, it reflects a fundamental advance on the criteria 
for management within the contemporary quality movement. Indeed, according 
to Radder (1998) and Foster & Jonker (2003), these developments represent a 
‘third generation’ in the evolution of quality management. 

Sachs & Rühli (2005) indicate that the concept of stakeholder management, 
including its practical implementation, is still relatively unexplored. There is a 
growing awareness that an enlargement of the focus from ‘customers’ to the 
wider concept of ‘stakeholders’ has meant that a considerable portion of quality-
management theory might well be applicable to sustainability-oriented 
management (Garvare & Isaksson, 2001; Isaksson & Garvare, 2003; 
Baumgartner, 2003; Edgeman & Hensler, 2005).  

It is the contention of the present study that a deeper understanding of the 
implications of stakeholder management and sustainability requires: (i) an 
appropriate categorisation of stakeholders and interested parties; and (ii) a clear 
distinction between organisational sustainability and global sustainability.  
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4.1.2. Aim 

The aims of the present paper are, therefore, to present a conceptual model of 
stakeholder management and to expand upon the relationship between 
organisational sustainability and global sustainability.

4.1.3. Method 

The paper is conceptual and the material was collected from the literature. The 
theoretical discussions, as well as the development of the stakeholder theory, 
have been inspired and deducted from the ground-breaking work presented by 
Kevin Foley; see Foley (2004), Foley (2005) and Foley et al. (2005). A case 
study of a Swedish micro-enterprise has also influenced the results of the paper; 
see Paper II. 

4.1.4. Main results and conclusions 

Stakeholders are considered to be actors that: (i) provide essential means of 
support required by an organisation; and (ii) could withdraw their support if 
their wants or expectations are not met, thus causing the organisation to fail, or 
inflicting unacceptable levels of damage. Using Freeman & Reed’s terminology 
(1983), this would be a narrow sense definition. The main reason for choosing 
this definition is to separate between those parties who have a significant 
influence on the organisation and those who do not. According to the framework 
presented by Foley (2005), an organisation will behave in such a way as to 
satisfy the wants and expectations of those it believes to be its stakeholders. 

Inspired by the classification made by Wheeler & Sillanpää (1997) into primary 
and secondary stakeholders, it is suggested that the term primary stakeholder be 
used for those actors who have direct control of the necessary means or support 
for the organisation. Depending on the actual context, examples of primary 
stakeholders could include customers, management, co-workers, suppliers, 
shareholders and the government.  

Stakeholders could be distinguished from other interested parties as having both 
the means for bringing wants to attention and for taking action if their wants are 
not met; see Foley (2005). It could, however, be noted that some actors, despite 
not directly providing any of the essential means or support for the organisation, 
could still have enough influence to merit being considered more than just 
interested parties. Those secondary stakeholders may include non-government 
organisations, academics, media, fair-trade bodies, environmental pressure 
groups and other individuals or organisations that, in one way or another, if their 
wants and expectations are too heavily violated, would be able to influence 
primary stakeholders to such an extent that they would redraw prerequisites.  
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A further classification could be that of overt and latent stakeholders, depending 
on whether the actor is known to the management of the organisation or not. 
Interested parties are those with any interest in the organisational activities, 
output or outcome, although these parties have a lack of power or instruments to 
influence primary stakeholders. The influence of these parties must somehow be 
amplified or their interests adopted by full-fledged stakeholders, if their needs 
are to be fully considered. The categorisation of actors has been summarised in 
Figure 21. 

Figure 21 Categorisation of actors into different types of stakeholders and interested 
parties (Garvare & Johansson, 2007). 

4.2. Summary of Paper II 

Johansson, P. (2006). Implementing Stakeholder Management – A case study at 
a micro enterprise. Conference Proceedings from the 9th Quality Management 
and Organisational Development Conference (QMOD), Liverpool.  

4.2.1. Background 

Foley (2005) argues that if the organisation can continue to meet the wants and 
expectations of the stakeholders, the aim of organisational sustainability will be 
achieved. However, although the stakeholder literature is quite extensive, its 
implementation and practical implications are still quite unexplored; see, for 
example, Baumgartner (2003), Foley (2005), Preble (2005) and Sachs & Rühli 
(2005).
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4.2.2. Aim 

The aim of the paper is to explore how the stakeholder concept may be used 
within organisations and thereby contribute to the knowledge of practical usage 
of stakeholder management.

4.2.3. Method 

The paper presents a case study where data was collected in workshops and in 
non-structured interviews with the two founders of the case organisation. The 
research was deductive and designed on the framework presented in Paper I. 
The S&L model in Figure 15 was followed as a guide for the collection of the 
empirical material.  

4.2.4. Main results and conclusions 

In the daily work of the enterprise, stakeholder wants and expectations have to 
be managed. The first step of the S&L model includes the identification of 
stakeholders and their wants and expectations. The identified primary 
stakeholders of the case enterprise were: consumers, retailers, agents, owners, 
the reference group, the manufacturer, financers and the government. Of the 
stakeholders, those that acted downstream in the supply chain were consumers, 
retailers and agents; see Figure 22. The most obvious secondary stakeholder was 
considered to be the media, which would be able to influence stakeholder 
perceptions of the organisation positively, but also, if they found organisational 
activities too unethical, would be able to influence customers not to buy the 
products. In accordance with Foley (2005), the customer stakeholders were 
those whose interests were considered to be the most important. Therefore, most 
improvement actions were focused on increasing customer satisfaction.  

The empirical research has shown that stakeholders and their interests cannot be 
seen as permanent over time; see also Mitchell et al. (1997) and Foley (2005). 
The usage of the S&L model therefore needs to be seen as continuous. 
Stakeholders and their wants and expectations, together with the other steps of 
the S&L model, need to be updated and renewed continually. It is the 
identification of possible improvement areas and their realisations that constitute 
the continual improvements, and the recognition of urgent stakeholder interests 
makes the system effective. To better display the needed emphasis on 
continuance, it is suggested that the model may be displayed as a PDSA-cycle; 
see Deming (1993). 
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A process focus could also be introduced. If the activities that create value to the 
stakeholders are in focus, it should be easier to satisfy stakeholder interests; see, 
for example, Garvare (2002) or Palmberg (2005a) for more comprehensive work 
on process management. To combine the stakeholder system model with a 
process model could further integrate stakeholder theory into the quality 
management framework. In this case a gap between organisational and global 
sustainability exists, mainly due to transportations and the manufacturing of the 
clothes. Although, the gap was considered rather minute since the impact on 
global sustainability was considered limited.  

4.3. Summary of Paper III 

Johansson, P, & Schylander, E. (2005). Environmental Performance – Impact of 
Environmental Management System Standards. Conference Proceedings from 
11th Annual International Sustainable Development Research Conference 
(SDRC) Helsinki. 

4.3.1. Background 

Many companies all over the world have implemented environmental 
management systems standards (EMSs) such as ISO 14001 and Eco-
management and audit scheme (EMAS) in order to systematically manage their 
environmental efforts. According to Ammenberg (2003), EMSs are often seen, 

Figure 22 The identified stakeholders and their wants and expectations displayed in a 
cause-and-effect diagram. The list of identified interests is not complete; those
interests that were considered the most important at the time of the 
identification are shown. The means and support expected from each
stakeholder were also identified but not shown in the figure (Johansson, 2006). 
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by public opinion, as a guarantee of good environmental performance. This 
assumption is also valid in the political sphere, where the European Union uses 
the number of EMSs as an indicator of environmental sustainability (Eurostat, 
2005). However, Axelsson et al. (2003) claim that it is not yet possible to draw 
any conclusions on whether an EMSs helps to improve environmental 
performance. Other researchers, such as Berkhout et al. (2001), Andrews et al.
(2003), Ammenberg (2003) and Schylander (2004) have investigated the 
relationship between EMSs and environmental performance. However, 
researchers that use interviews and questionnaires as data collection methods 
indicate a general improved environmental performance. Until now, this has not 
been concluded with quantitative data collection methods (Schylander, 2004).  

4.3.2. Aim 

The aim of this paper is to describe, by means of quantitative data, the 
development of emissions during the last decade in Swedish companies and 
conclude whether the certification of EMSs has helped to improve 
environmental performance or not. Further, the paper aims at finding in which 
areas changes in environmental performance have arisen. 

4.3.3. Method 

The archival analysis involves nine large manufacturing organisations in 
Sweden and an investigation of their direct environmental impact. The 
organisations’ most important emissions were considered. Environmental 
performance data was collected through the annual environmental reports from 
1994 to 2003 and the data was compiled for each possible parameter. The 
emission quantities for each parameter were then standardised as an indicator, 
meaning that they were divided by the number of produced units of each 
company. 

4.3.4. Main results and conclusions 

The results of all companies and the classification of all indicators may be found 
in Paper III. Most companies showed improvements. Only Borealis was 
classified as unchanged in all environmental domains. One reason for the poor 
results of Borealis was a decrease in production level at the time of the 
certification of the EMS. This caused a poor result since the indicator form was 
used. Scania and Södra Cell showed the most extensive improvements. Both 
companies have achieved improvements in all environmental domains. The 
indicators in the different environmental domains for all companies are 
discussed below.



Chapter 4 – Research results 

 - 51 - 

Emissions to water 
For the emissions to water, a majority of the indicators were improved. As a 
whole, three indicators were classified as deteriorated, eleven as unchanged and 
17 as improved. Of the improvements, 15 had started before the certification of 
the EMS. Of these, five were improved in both periods. Two parameters were 
improved only after the certification of the EMS and there are two parameters 
that show less impairment after the certification of the EMS. A majority of the 
indicators were improved before the time of the EMS. Hence, the improvements 
cannot be connected to the certification of the EMS.

Emissions to air 
Improvements were shown in emissions to air. Totally, eight indicators were 
classified as unchanged, one as deteriorated and 13 as improved. Of the 
improvements, five occurred before and four after the certification of the EMS. 
Four indicators were improved both before and after the certification of the 
EMS. This implies that the improvements are scattered over the period and can 
therefore not be connected to the certification of the EMS. 

Waste
Waste management was improved after the certification of the EMS. Hazardous 
waste was constantly classified as unchanged due to quantity increases but 
improved handling and accounting. If this is excluded, five parameters were 
classified as unchanged and 13 as improved. Of the improvements, ten occurred 
after the certification of the EMS. This implies that improved waste 
management could be an effect of the EMS.  

Use of resources 
The use of resources was mainly unchanged. Totally 20 parameters were 
classified as unchanged, two as deteriorated and ten as improved. Of the 
improvements, seven were initiated in Period 1 and three in Period 2. However, 
five improvements in period 1 were accomplished by one company. Therefore, 
it is not possible to conclude that the improvements decreased in Period 2 and 
are connected to the certification of the EMS. 
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5. Conclusions
The concluding chapter answers the two posted research questions.

5.1. Research question I 

I. How may a management model that promotes both organisational and 
global sustainability be formulated? 

The tentative stakeholder management model consists of the following 
definitions and statements, which show the relationship between organisational 
and global sustainability and formulate a management model.  

Stakeholders are considered to be actors that: (i) provide 
essential means of support required by an organisation; and (ii) 
could withdraw their support if their wants or expectations are 
not met, thus causing the organisation to fail, or inflicting 
unacceptable levels of damage. 

Interested parties are all actors with any interest in the 
organisational activities, output, or outcome, but who do not 
possess the power or instruments to influence the state of the 
organisation or its stakeholders5.

Deriving from Foley’s (2005) theory of Meta Management it is suggested that:  

Organisations6 will behave in such a way as to satisfy the wants 
and expectations of those it identifies as its stakeholders. 

Organisational sustainability will be achieved if the organisation 
manages to endlessly satisfy or exceed the demands of its 
stakeholders.

                                          
5 Interested parties could include, among others, nature and future generations. 

6 The organisation is not acting by itself, it is the members of the organisation that perform the 
activities. 
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The aim of what Foster & Jonker (2003) describe as the third generation of 
quality management could be for the organisation to satisfy, or preferably 
exceed, the wants and expectations of its customers subject to meeting the 
demands of its other stakeholders, in order to fulfil the aim of the organisation. 

A tentative theory relating to the issue of global sustainability is also presented: 

Global sustainability will be promoted if organisational 
sustainability is achieved without compromising the ability 
of interested parties to meet their needs, both present and 
future.

Based on these definitions and statements, a graphical display of the stakeholder 
model is presented in Figure 23.  

Figure 23 Stakeholders and their influence towards sustainability. To achieve 
organisational sustainability the organisation should meet the demands of 
primary and secondary stakeholders. Interested parties have a limited ability to 
affect the organisation (Garvare & Johansson, 2007).

In summary, organisational excellence, in terms of promoting both 
organisational and global sustainability, implies that the organisation should aim 
to satisfy, or preferably exceed, the wants and expectations of its stakeholders 
without compromising the ability of other parties to meet their needs.
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5.2. Research question II 

II. Have Swedish companies improved their environmental performance 
during the last decade, and if so, can the improvements be linked to the 
certification of an EMS? 

The results indicate that the companies have improved their environmental 
performance regarding waste handling, emissions to air and emissions to water 
while the usage of resources is classified as unchanged during the time frame of 
the investigation. Overall, the improvements cannot be directly connected to the 
time of the certification of the EMS, but are instead scattered over the whole 
time period. Only the improvements in waste management occur at the same 
time as the certification of the EMS. However, it must be noted that these 
improvements coincide with new legislation on the deposition of waste. From 
the results, it is not possible to decide whether the improvements were motivated 
by environmental concern and effective environmental management within the 
companies, the demand of continual improvements within the EMSs or effective 
environmental legislation. However, the environmental management within the 
companies seems to drive the companies towards improved environmental 
performance.  

5.3. Final reflection 

In Figure 24, the stakeholder system model introduced by Simmons and 
Lovegrove (2005), a process model introduced by Palmberg (2005b) and the 
model of stakeholder influence, in Figure 23, have been combined. The S&L 
model has been transferred into a continuous PDSA-cycle and then integrated 
into the process model. The model shows how a management system for the 
third generation of quality management could be created, combining the quality 
management framework and stakeholder theory. The wants and expectations of 
the stakeholders guide management decisions, while stakeholder satisfaction is 
accomplished through the processes. In addition to the values of continual 
improvements and process focus previously discussed in the case study, 
Leadership and Co-workership are regarded as important for organisational 
prosperity; see, for instance, Bergman & Klefsjö (2003) and Wreder (2006b). 
These values, together with the values Base Decision on Facts and Focus on 
Customers are included in the model. Hence, all the values presented by 
Bergman & Klefsjö (2003) can be found in the model. The idea of integrating 
process models and stakeholder orientation is not new; see Isaksson & Garvare 
(2003), Isaksson (2004b), Garvare & Isaksson (2005) and Garvare et al. (2006),
However, another display and other contents, including the differentiation 
between organisational and global sustainability and the structured procedures 
of the S&L model, provide a contribution to the existing research.
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Figure 24 A tentative process model for the third generation of quality management. The 
model is an integration of a process model presented by Palmberg (2005b), a 
stakeholder system model introduced by Simmons & Lovegrove (2005) and a 
model of stakeholder influence.
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6.  Discussion
In this final chapter the results and conclusions are discussed. The 
chapter includes a general discussion, the contribution of the research 
and suggestions for further research.  

If, as argued by Radder (1998) and Foster & Jonker (2003), the third generation 
of quality management involves the introduction of stakeholder terminology into 
the quality concept, the shift could imply various outcomes. If quality 
management were used to satisfy all stakeholders and thereby being expected to 
bring organisational sustainability, then quality management would be 
somewhat expanded to general management. This kind of expansion might be 
risky since the first and second generations of quality management are 
developed in order to satisfy the wants and expectations of the customers. 
However, the values, methodologies and tools can also be used to satisfy some 
of the wants and expectations of the other stakeholders. The stakeholder 
introduction could also, as argued by several authors, bring a constraint on the 
customer focus in the first and second generations of quality management; for 
the organisation to satisfy, or preferably exceed, the wants and expectations of 
its customers subject to meeting the demands of its other stakeholders, in order 
to fulfil the aim of the organisation. The values, methodologies and tools of the 
second generation of quality management would then still be used to satisfy the 
customer, as originally intended. As argued by Bergquist et al. (2007), the terms 
of the second and third generation of quality management could be used in order 
to distinguish between those that see customer satisfaction as the main objective 
and those who identify customer satisfaction as a means to achieve the aim of 
the organisation. However, the wants and expectations of the stakeholder should 
preferably be used as strategic inputs to organisational management. The 
stakeholder terminology then positions quality management as a management 
system intended to satisfy the foremost stakeholder among equals, the customer. 
Customer satisfaction is then assumed to create an opportunity to satisfy the 
other stakeholders. If that is not true, perhaps when the customers are not 
stakeholders, some other stakeholder could be promoted to being regarded as the 
foremost among equals.  

According to the proposed theory, organisational sustainability will be achieved 
if the organisation manages to endlessly satisfy the demands of its stakeholders. 
Stakeholder satisfaction could here be viewed as a quotient between delivery 
and demands, where organisational sustainability is strengthened when (i) 
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organisational delivery, that is the quality of total output to stakeholders, 
increases, or (ii) stakeholder demands on the organisation decrease, thereby 
reducing the constrains. 

Whether the third generation of quality management should also include the
promotion of global sustainability is doubtful. However, there could be a benefit 
in including global sustainability terminology in order to highlight the 
importance of such issues. Then the promotion of global sustainability could be 
left for a possible fourth generation of quality management or to other 
management concepts. 

Regardless of the specific aim of the organisation, whether it is a profit or non-
profit organisation, or other contextual differences, all organisations will have 
stakeholders. It is the stakeholders and their wants and expectations that will 
differ depending on which organisation is regarded.

Partly because of the shorter time frame and faster feedback for issues 
concerning organisational sustainability compared to issues concerning global 
sustainability, it is not inconceivable that stakeholders with organisational 
sustainability interests are less likely to be reduced to interested parties 
compared to those with global sustainability interests. Because the degree to 
which actors are affected by the organisational activities does not decide the 
degree of influence that actors possess, a gap between organisational and global 
sustainability might occur. Due to lack of feedback or delayed feedback 
concerning global sustainability and non-sustainable power allocations, 
organisations can still perform non-sustainable activities since consequences are 
not to be expected soon.

The case organisation did not act without breaking the system conditions. 
However, stakeholder interests in the organisation acting in a way less 
incompatible with the sustainable society are not outspoken. Therefore, it is not 
obvious from where the drivers for global sustainability could originate. For 
larger corporations, stakeholders with environmental interests seem exert 
influence towards more environmental friendly processes. This influence is not 
as apparent in the case study. However, EMSs could be a part of the linkage for 
the purpose of reducing the gap between organisational and global 
sustainability. Although, based on the results of the archival analysis, it seems as 
if there are other enablers for improvements. Perhaps EMSs, at least for larger 
organisations that have environmental permits, are more of a tool for satisfying 
the stakeholders’ environmental interests or a structure for environmental 
management rather than the only enforcer of improved environmental 
performance. 
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If the selected stakeholder definition is compared to those that use the attributes 
of power, legitimacy and urgency to define stakeholders, those actors that 
possess all three attributes, are stakeholders also if stakeholders are defined as 
those actors that provide the essential means of support required by an 
organisation and could withdraw their support if their wants or expectations are 
not met, thus causing the organisation to fail, or inflicting unacceptable levels of 
damage. However, those actors that possess the two attributes of power and 
urgency could be handled in two ways. They could either be accepted as 
stakeholders and thereby obtain legitimacy, or, it could become the interests of 
an existing stakeholder to reduce their power to keep the actor as an interested 
party.

The importance of the identification of stakeholders needs to be emphasised. An 
organisation can fail if an actor who is actually a stakeholder is identified as a 
mere ‘interested party’ and if corporate activities oppose this stakeholder’s 
interests. Conversely, if the organisation identifies actors as stakeholders when, 
in fact, these actors do not provide any essential means of support or are 
incapable of withdrawing these means, the allocation of resources might be less 
than optimal. However, the distinction between stakeholders and interested 
parties should not be seen as categorical, but more as relative positions on a 
continuous scale, where both the degree of essential support and the possibility 
of affecting the organisation will differ between different stakeholders and 
between different interested parties.

The importance of working preventively in relation to latent stakeholders and 
interested parties, in order not to violate their demands, has to be highlighted. By 
working proactively the organisation can reduce the risk of violating evolving 
demands and thereby avoid attracting negative attention. For example, 
organisations could integrate non government organisations in their activities to 
ensure that their demands are not violated.  

The case study was performed in a micro-enterprise. In larger organisations the 
complexity of the stakeholder interdependencies is probably greater. When 
mapping stakeholders and their interests, it should be possible to use more 
“levels” in the Ishikawa diagram in Figure 22. Also, larger stakeholder groups 
might bring more divergent interests into the stakeholder groups, which could 
therefore be divided into more homogenous subgroups. However, the 
methodology should possibly be useful at organisation, division, project or 
person level.

In this thesis, it is argued that organisations should satisfy, or preferably exceed, 
the wants and expectations of its customers subject to satisfying or exceeding 
the demands of its other stakeholders. However, the use of the term wants is not 
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obvious. Bergman & Klefsjö (2003), for example, use the term needs instead. 
However, most organisations may prosper by satisfying the wants and 
expectations of the customers, which may oppose their actual needs. In some 
organisations, public healthcare could be used as example; it is the needs of the 
customer that should be fulfilled, not necessarily what they want. Therefore, it is 
suggested that the usage of the term “wants” or the term “needs” should not be 
regarded as specific, but instead as depending on the actual context of the 
organisation. The term “demand” is used when it is the lowest acceptable level 
of performance, defined by the stakeholders, that is designated. And the term 
“interests” include the stakeholders’ demands, wants and expectations but not 
necessarily their needs.  

If a wide customer definition is used, where everyone that the organisation is 
creating value to, are considered as customers, the primary stakeholders 
previously discussed in this thesis could be regarded as customers. This issue 
explains the difficulty when trying to discuss concepts where different 
definitions are used by different authors. However, the stakeholder model 
presented in this thesis could still be valuable with such a customer definition in 
order to place quality management in an organisational and global sustainability 
perspective.

6.1. Contributions 

A contribution from this research consists of the formulation of a stakeholder 
model that could be useful for the third generation of quality management for 
the purpose of including stakeholder terminology. Hopefully, the presented 
framework may help to integrate issues of both organisational and global 
sustainability both in existing and future management concepts. A further 
contribution is the experiences of the methodology to identify stakeholders and 
their wants and expectations which might be possible to use in practice. 

An important contribution is that the research strengthens the stakeholder 
concept as it has been presented for the third generation of quality management 
by other authors. The structures of the stakeholder concept have been shown to 
function empirically and could also be useful in a wider context that also 
includes global sustainability. One strength is that it tries to describe 
organisational behaviour as it is, not as some desired state.  

The results from the archival analysis could be valuable in the continuance of 
the research of the relation between EMSs and environmental performance, 
perhaps also in developing the EMSs standards.
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6.2. Further research  

An implication for further research is to further develop the stakeholder model. 
It has been reformulated numerous times and could probably benefit from 
further refinement. Additional empirical support is also needed, especially for 
the integration of the stakeholder model and the process model. Further research 
should be valuable in investigating how a structured model of working with 
stakeholder management should be formed, i.e. further development of the 
S&L-model. The results of the case study give a fairly strong indication that a 
well-defined structure could be useful for implement stakeholder-oriented 
management. The different steps would need to be further investigated. 

For the stakeholder integration into quality management research, it is also 
necessary to decide how to act when stakeholder wants and expectations are 
disparate. In the third generation of quality management, the customers should 
be treated as the foremost stakeholder among equals, but there is a need to 
clarify to what extent this precedence should apply when the stakeholders’ 
interests require prioritisations. It is the power balance between different 
stakeholders’ interests that needs to be investigated, that is, what stakeholders´ 
interests to prioritise and how to manage the organisation if stakeholders´ 
interests are disparate. 

As for the issue of how to reduce the gap between organisational and global 
sustainability only a management concept that deals with environmental issues 
is investigated in this thesis. Other concepts that include other sustainability 
issues also need to be investigated to further reduce the gap.

An interesting further investigation of the connection between EMSs and 
environmental performance would be to increase the number of companies and 
include a control group. It would also be of interest to clarify what stakeholder 
or stakeholder interest is the main driver for improvements in environmental 
performance. 
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Abstract
To survive, organisations have to satisfy the wants and expectations of an increasing 
number of stakeholders. However, the organisational activities involved risk 
compromising the ability of other interested parties to meet their needs. The present 
paper develops a conceptual model that takes account of practical and theoretical 
implications of stakeholder-oriented management in pursuit of organisational and 
global sustainability.
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Long-term balance between all interests implies a steady state, where both humans and 
nature thrive. A widely accepted notion is that this requires widespread economic prosperity 
as well as shared environmental and social concern. Our total economic activities must add 
enough value to guarantee everybody a decent life without damaging the ecological system 
in such a way that the survival of future generations is endangered, i.e. global sustainability. 
Issues of global sustainability affects, and should therefore also be important to, all types of 
organisations.
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To survive in the long term in a volatile and uncertain environment, i.e. achieve 
organisational sustainability, contemporary organisations must satisfy a variety of 
stakeholders, who are all capable of inflicting unacceptable damage on the viability of the 
organisation if their interests are not met (Foley, 2005). These stakeholders may include 
customers, co-workers, suppliers, financiers, owners or members of various other pressure 
groups (Freeman, 1984; Wheeler & Sillanpää, 1997; Schilling, 2000).  

The notion of ‘stakeholder management’ for organisational sustainability has been described 
by Foley (2005: 10) as a business enterprise behaving “… in such a way as to satisfy the 
needs and expectations of its stakeholders”. According to Foley (2005), the aim of 
organisational sustainability will be accomplished if organisations act to maximise the 
quality of their products to customers, subject to meeting the wants and expectations of non-
customer stakeholders. This perspective reflects a change in the traditional conception of 
corporate purpose; moreover, it reflects a fundamental advance on the criteria for 
management within the contemporary quality movement. Indeed, according to Radder 
(1998) and Foster & Jonker (2003), these developments represent a ‘third generation’ in the 
evolution of quality management. 

Sachs & Rühli (2005) indicate that the concept of stakeholder management, including its 
practical implementation, is still relatively unexplored. There is a growing awareness that an 
enlargement of the focus from ‘customers’ to the wider concept of ‘stakeholders’ has meant 
that a considerable portion of quality-management theory might well be applicable to 
sustainability-oriented management (Garvare & Isaksson, 2001; Isaksson & Garvare, 2003; 
Baumgartner, 2003; Edgeman & Hensler, 2005).

It is the contention of the present study that a deeper understanding of the implications of 
stakeholder management and sustainability requires: (i) an appropriate categorisation of 
stakeholders and interested parties; and (ii) a clear distinction between organisational 
sustainability and global sustainability. The aims of the present paper are, therefore, to 
present a conceptual model of stakeholder management and to expand upon the relationship 
between organisational sustainability and global sustainability.

Our theoretical discussions, as well as the development of the stakeholder theory, have been 
inspired and deducted from the ground-breaking work presented by Foley (2005).

STAKEHOLDER MANAGEMENT 
The idea of managing stakeholder relationships was discussed by Follet (1941), although, 
Freeman (1984) is often credited with introducing the stakeholder concept into academic 
discourse (Schilling, 2000). In a wide sense, ‘stakeholders’ have been defined as all those 
who can affect, or are affected by, the achievement of organisational objectives (Freeman & 
Reed, 1983). However, Foley (2005: 138) defines stakeholders in more specific terms as: 

… those entities and/or issues, which a business identifies from the universe 
of all who are interested in and/or affected by the activities or existence of 
that business, and are capable of causing the enterprise to fail, or could cause 
unacceptable levels of damage, if their needs are not met. [Emphasis in 
original.]
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According to this view, stakeholders are distinguished from other affected or interested 
parties in having both: (i) the means of bringing attention to their needs; and (ii) the ability to 
take action if those needs are not met (Foley, 2005).  

Some authors suggest that the degree of importance of different stakeholders and stakeholder 
interests can vary with respect to different aspects, for instance regarding to their power or 
legitimacy in a specific context of market or political system, on the level of moral develop-
ment or according to a prioritisation of human rights. Mitchell, Angle & Donna (1997) use
the attributes of power, legitimacy and urgency to define stakeholders. 

The present paper adopts a relatively narrow definition of stakeholders along the lines 
suggested by Foley (2005). However, with the exception that an entity or issue must not 
have been identified by an organisation for it to be considered a stakeholder; rather, 
stakeholders are posited in the present study as being actors that: (i) provide essential means 
of support required by an organisation; and (ii) could withdraw their support if their wants or 
expectations are not met, thus causing the organisation to fail, or inflicting unacceptable 
levels of damage. The central aspect of this definition is that it enables a distinction to be 
made between parties who have significant influence on an organisation and those who do 
not. Although the definition adopted here does not require a stakeholder to be identified by
the organisation to be categorised as such, organisations will behave in such a way as to 
satisfy the wants and expectations of those it does identify as being its stakeholders. 
However, it should be noted that to identify a stakeholder is to interpret and understand a 
relationship, rather than to identify an actor (Lozano, 2005). 

The list of stakeholders of a particular organisation can vary over time and is dependant on 
factors that determine the prevailing power balance among various parties, such as culture, 
type of market, and government system. Inspired by Wheeler & Sillanpää (1997) we would 
like to suggest that the term ‘primary stakeholder’ should be used to describe actors that 
have direct control of essential means of support required by the organisation. Depending on 
the context, examples of such ‘primary stakeholders’ could include customers, management, 
co-workers, suppliers, shareholders, and government. The term ‘secondary stakeholder’ is 
used in the present study to describe actors that do not directly provide any essential means 
of support for the organisation, but still have enough influence to merit being considered 
more than just interested parties. These ‘secondary stakeholders’ can include non-
government organisations, academics, media, fair-trade bodies, environmental pressure 
groups, and other individuals or organisations that, in one way or another, if their wants and 
expectations are too heavily violated, are able to influence primary stakeholders to withdraw 
essential support, thereby causing the organisation to fail, or inflicting unacceptable levels of 
damage.  

In our view ‘stakeholders’ can be distinguished from other ‘interested parties’ in that the 
former have the ability to take action if their needs are not met. In contrast, ‘interested 
parties’ are those that have an interest in the organisational activities, output, or outcome, 
although these parties are not capable of significantly influencing the state of the 
organisation or its stakeholders. For their needs to be considered, these ‘interested parties’ 
need to amplify their influence on fully fledged stakeholders. 
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The present study also uses the terms ‘overt stakeholders’ to describe stakeholders that are 
known to the management of the organisation and ‘latent stakeholders’ to describe 
stakeholders that are not known to the management of the organisation. These categories of 
actors are summarised in Figure 1. 

Figure 1: Categorisation of stakeholders and interested parties 

Quality Management 
The quality movement has a complex history, and not surprisingly its evolution from the 
industrial revolution to present day has been interpreted in several different ways. Total 
quality management (TQM) involves the application of quality-management principles to all 
aspects of the organisation (Dale, 1999). TQM can be seen as a management system 
consisting of values, methodologies, and tools (Hellsten & Klefsjö, 2000). According to 
Bergman & Klefsjö (2003), the aim of TQM is to satisfy or preferably exceed the needs and 
expectations of the customers with a reduced amount of resources. 

Various definitions of the term ‘customer’ have been suggested in the literature. The ISO 
9001:2000 standard provides a narrow definition of a ‘customer’ as an “organization or 
person that receives a product”. However, in the criteria for the Malcolm Baldrige National 
Quality Award (NIST 2006: 66) ’customers” are defined more broadly in terms of “an actual 
or potential user of [an organisation’s] products and services”. The Swedish Institute for 
Quality (SIQ, 2002: 6) refers to a ‘customer’ as the person an organisation “exists to serve”. 
Bergman & Klefsjö (2003: 27) describes a ‘customer’ as the person for whom an 
organisation wishes to “create value”. The concept of value is here related to the value 
chains and not to the financial chains in the organisation. Ishikawa (1985: 107) coined the 
phrase “The next process is your customer”. Juran (1999: 2.3) defines a customer even more 
broadly as “… anyone who is affected by the product or by the process used to produce the 
product”.
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For the purposes of the present paper, customers are broadly defined as individuals or 
organisations that are downstream in the life-cycle process of a productI, that is, customers 
are receivers of a product. Individuals or organisations that are upstream in the same 
process, that is, the providers of the product are referred to as ‘suppliers’. Customers and 
suppliers can be ‘internal’ or ‘external’, depending on the organisational boundaries of the 
actual process. In cases in which organisations are dependant on the input of natural 
resources, the natural environment can be regarded as a ‘supplier’.

Against this backdrop our contention is that the aim of quality management is to satisfy, or 
preferably exceed, the wants and expectations of the customers subject to meeting the 
demands of the other stakeholders, in order to fulfil the aim of the organisation. It is 
noticeable that this stakeholder orientation is a constraint on the traditional customer focus of 
TQM.

GLOBAL SUSTAINABILITY 
If an organisation manages to endlessly satisfy or exceed the demands of its stakeholders, it will be 
sustainable. However, organisational sustainability does not necessarily imply global 
sustainability, to some extent because the timeframes are different and also because the 
interests of different parties are involved. Global sustainability involves a timeframe 
measured in centuries, whereas corporations tend to focus most of their energies on activities 
in the immediate future. Moreover, global sustainability involves the interests of future 
generations and the natural environment, whereas organisational sustainability tends to 
involve only primary and secondary stakeholders.

According to Meadows, Meadows, Randers & Behrens (1972), the priority accorded to 
various dimensions of sustainability is determined by the speed of feedback and personal 
closeness. Given that the feedback and closeness of some actors are relatively delayed and 
distant, the influence of these actors is likely to be reduced, and they are thus more likely to 
be viewed as mere ‘interested parties’, rather than as stakeholders.

As long as some interests are treated as negligible because these actors have a lack of power 
or because their feedback is delayed, a sustainable balance is unlikely to be reached. The 
present study contends that global sustainability requires more than formal conformity with 
legal contracts of obligation; it also requires personal commitment to conform with universal 
moral principles of justice (Kohlberg, Levine & Hewler, 1983) and acceptance of the notion 
of stewardship (Edgeman & Hensler, 2001). 

Global sustainability has been defined by the World Commission on Environment and 
Development (WCED, 1987: 54) as “development that meets the needs of the present 
without compromising the ability of future generations to meet their needs.” In terms of 
stakeholder theory, this implies that organisations should not only fulfil the wants and 
expectations of their stakeholders, but also avoid actions that reduce the ability of interested 
                                                          
I We want to differ between the product, the output, and the outcome of a process. We look at product as 

consisting of the goods and/or services that the process is intended to produce, and outcome as the impact and 

receiver experience of the total output from the process. 
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parties, including future generations, to meet their needsII. This might be said to represent an 
anthropocentric view of sustainability where it is the ability to meet the human needs that 
should not be compromised. The actors and their influence on global sustainability and 
organisational sustainability are illustrated in Figure 2.  

Figure 2: Actors and their influence on global sustainability and organisational 
sustainability

SUMMARY OF THE THEORY 
In conclusion, our theory of stakeholder management is based on the following definitions 
and usages: 

 Stakeholders are considered to be actors that: (i) provide essential 
means of support required by an organisation; and (ii) could 
withdraw their support if their wants or expectations are not met, 
thus causing the organisation to fail, or inflicting unacceptable levels 
of damage. 

 Interested parties are all actors with any interest in the 
organisational activities, output, or outcome, but who do not possess 
the power or instruments to influence the state of the organisation or 
its stakeholdersIII.

                                                          
II It is the ability to meet essential needs, such as food, clothing, shelter, jobs etc. that should not be 

compromised, see WCED (1987).  

III Interested parties might include, among others, nature and future generations. 
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Deriving from Foley’s (2005) theory of Meta Management we would like to suggest that:  

 OrganisationsIV will behave in such a way as to satisfy the wants and 
expectations of those it identifies as its stakeholders. 

Organisational sustainability will be achieved if the organisation manages 
to endlessly satisfy or exceed the demands of its stakeholders.

Finally, we want to add to this theory a tentative part relating to the issue of global sustain-
ability:

Global sustainability will be promoted if organisational 
sustainability is achieved without compromising the ability of 
interested parties to meet their needs, both present and future. 

In summary, organisational excellence, in terms of promoting both organisational and global 
sustainability, implies that the organisation should aim to satisfy, or preferably exceed, the 
wants and expectations of its stakeholders without compromising the ability of other parties to 
meet their needs. 

DISCUSSION
Drawing on the literature, the present paper has presented a conceptual model of 
organisational sustainability and global sustainability that incorporates elements of 
stakeholder theory and quality management.  

It is apparent that a considerable difference exists between current organisational behaviour 
and the proposed requirements for global sustainability. A deduction of our tentative theory 
for global sustainability might therefore be that this world will not be long-term successful. 
The same certainly holds for organisations. Many organisations fail and as a result they are 
put out of business. Nonetheless, despite this quite large gap presently between actual and 
required behaviour it can be argued that all actors have a moral obligation to strive for global 
sustainability. In this regard, it is important to strengthen the position of interested parties 
that are not stakeholders. Standardisation, legislation, and increased transparency might all 
contribute to this. 

The importance of the identification of stakeholders needs to be emphasised. An 
organisation can fail if an actor who is actually a stakeholder is identified as a mere 
‘interested party’ and if corporate activities oppose this stakeholder’s interests. Conversely, 
if the organisation identifies actors as stakeholders when, in fact, these actors do not provide 
any essential means of support or are incapable of withdrawing these means, the allocation 
of resources might be less than optimal when viewed from an organisational perspective.

According to the proposed theory, organisational sustainability will be achieved if the 
organisation manages to endlessly satisfy or exceed the demands of its stakeholders. 
                                                          
IV The organisation is not acting by itself, it is the members of the organisation that perform the activities. 
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Stakeholder satisfaction could here be viewed as a quotient between delivery and demands, 
where organisational sustainability is strengthened when (i) organisational delivery, that is 
the quality of output to stakeholders, increases, or (ii) stakeholder demands on the 
organisation decrease, thereby reducing the constrains. 

Furthermore, this study has argued that an organisation should satisfy, or preferably exceed, 
the wants and expectations of its customers subject to meeting the demands of its other 
stakeholders. The appropriateness of the term wants is not self-evident, Bergman & Klefsjö 
(2003), for example, preferred the term needs. However, the present paper argues that most 
organisations can prosper by satisfying the wants and expectations of its customers, but that 
these ‘wants’ might be in conflict with the actual needs of these customers. As a contrasting 
example, healthcare organisations should attend to the needs of their customers, rather than 
what they think they want. It is thus apparent that the terms ‘wants’ or ‘needs’ should be 
used with discretion—depending on the context of a particular organisation. Moreover, it is 
suggested that the term ‘demand’ should be used to indicate the lowest acceptable level of 
performance, as defined by the stakeholders. 

To reach organisational sustainability, the demands of stakeholders must be endlessly 
fulfilled. Indeed, the demands, wants and expectations of stakeholders should become an 
accepted input for strategic management. It also positions quality management as a 
management system to satisfy the foremost stakeholder among equals, the customer. 
However, it should be noted that stakeholders vary from organisation to organisation, and 
that their wants and expectations vary over time. Any identification of stakeholders and their 
wants and expectations should therefore be recognised as an ‘instantaneous picture’, which 
should be continuously updated.

REFERENCES
Baumgartner, R. 2003. Tools for sustainable business management. Ecosystems and 

sustainable development IV, E. Tiezzi, C. A. Brebbia & U. o. J.L. Southampton, WIT 
Press: 187-196.

Bergman, B. & Klefsjö, B. 2003. Quality from customer needs to customer satisfaction.
Second edition. Lund: Studentlitteratur.

Dale, B. G. 1999. Managing quality. Third edition. Malden, Massachusetts: Blackwell. 
Edgeman, R.L. & Hensler, D.A. 2001. The AO chronicle: earth@omega or 

sustainability@alpha? The TQM Magazine, 13(2): 83-90. 
Edgeman, R.L. & Hensler, D.A. 2005. QFD and the BEST Paradigm: Deploying Sustainable 

Solutions, World Review of Science, Technology and Sustainable Development, 2(1): 
49-59.

Foley, K. 2005. Meta-management: a stakeholder/quality management approach to 
whole-of-enterprise management. Sydney: SAI Global. 

Foster, D. & Jonker, J. 2003. Third generation quality management: the role of stakeholders 
in integrating business into society. Managerial Auditing Journal, 18(4): 276-280. 

Freeman, R.E. 1984. Strategic management: a stakeholder approach. Boston 
Massachusetts, London: Pitman. 

Freeman, R.E. & Reed, D.L. 1983. Stockholders and Stakeholders: A New Perspective on 
Corporate Governance. California Management Review, XXV(3): 88-106. 



Management for Sustainability – A stakeholder theory 

9

Follett, M. P. 1941. Dynamic administration: the collected papers of Mary Parker 
Follett. Edited by Henry C. Metcalf and L. Urwick. New York: Harper & Brothers 
publications.

Garvare, R. & Isaksson, R. 2001. Sustainable development: extending the scope of business 
excellence models, Measuring Business Excellence, 5(3): 11 - 15. 

Hellsten, U. & Klefsjö, B. 2000. TQM as a management system consisting of values, 
techniques and tools. The TQM Magazine, 12(4): 238 – 244. 

Isaksson, R. & Garvare, R. 2003. Measuring sustainable development using process models. 
Managerial Auditing Journal, 18(8): 649 - 656. 

Ishikawa, K. 1985. What is total quality control? the Japanese way. Englewood Cliffs, 
N.J., Prentice Hall. 

Juran. J. 1999. Juran’s quality handbook. Fifth edition. New York: McGraw-Hill. 
Kohlberg, L. Levine, C. & Hewer, A. 1983. Moral stages: A current formulation and a 

response to critics. Basel: Karger. 
Lozano, J. M. 2005. Towards the relational corporation: from managing stakeholder 

relationships to building stakeholder relationships (waiting for Copernicus). Corporate
Governance, 5(2): 60-77. 

Mitchell, R. K., Angle, B. R. & Donna J, W. 1997. Toward a Theory of Stakeholder 
Identification and Salience: Defining the Principle of Who and What Really Counts. The
Academy of Management Review, 22(4): 853-886. 

Meadows, D. H., Meadows, D. L., Randers, J. & Behrens III, W. W. 1972. The limits to 
growth: a report for the club of Rome's project on the predicament of mankind.
London, Potomac Associates Book, Earth Island Ltd.  

NIST 2006. Criteria for Performance Excellence. Gaithersburg: National Institute of 
Standards and Technology, Baldrige National Quality Program.  

Radder, L. 1998. Stakeholder delight: the next step in TQM. The TQM Magazine, 10(4):
276-280.

Sachs, S. & Rühli, E. 2005. Changing managers' values towards a broader stakeholder 
orientation. Corporate Governance, 5(2): 89-98. 

Schilling, M.A. 2000. Decades ahead of her time: advancing stakeholder theory through the 
idea of Mary Parker Follett. Journal of Management History, 6(5): 224-242. 

SIQ. 2002. The SIQ Model for Performance Excellence. Gothenburg: The Swedish 
Institute for Quality (SIQ).  

WCED. 1987. Our common future. Nairobi: United Nations Environment Programme. 
Wheeler, D. & Sillanpää, M. 1997. The stakeholder corporation: a blueprint for 

maximizing stakeholder value. London: Pitman. 





Paper II 

Implementing Stakeholder Management 
 – A case study at a micro enterprise.

Johansson, P. (2006)

Conference Proceedings from 9th Quality Management 
and Organisational Development Conference (QMOD), 

Liverpool.





Implementing stakeholder management - A case study at a micro-enterprise 

1

Implementing stakeholder management 
- A case study at a micro-enterprise 

Peter Johansson 
Luleå University of Technology 

971 87 Luleå, Sweden 
Tel. +46 920 49 31 30 
Fax. +46 920 49 21 60 
peter.johansson@ltu.se

Keywords: Sustainability, Total Quality Management, Stakeholder model, Process 
model.

Category: Case study

Abstract

In recent years, organisations and particularly business organisations have undergone 
rapid and significant change. Not least of those changes have been the range of 
influence and the range of values that the organisation affects and are affected by, 
both positively and negatively. To survive in that volatile, often ambiguous and 
always uncertain environment, the contemporary organisation must satisfy a number 
of stakeholders whose wants and expectations are disparate, often in conflict and 
subject to change. Nowadays customers, co-workers, suppliers, management, 
stockholders, government and other groups are often influential enough to merit being 
considered as stakeholders. Stakeholders are those actors that provide the necessary 
means or support for the organisation, which, if their wants or expectations are not 
met, could be withdrawn causing consequential effects on the organisation.  

Stakeholder theory suggests that to be sustainable, organisations must find a balance 
between different stakeholder interests. However, stakeholder theory and its imple-
mentation are still relatively unexplored. The paper presents a case study where a 
stakeholder model has been implemented in a micro-enterprise. Results include a 
revised model based on the experiences from the case. The stakeholder model has 
been adapted to accommodate a process approach and the PDSA-cycle.  

mailto:johansson@ltu.se
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Introduction

Although Freeman (1984) is often credited for the introduction, the organisational 
stakeholder concept was discussed as early as 1918 by Mary Parker Follet, see 
Schilling (2000). The stakeholder concept has been debated in research and 
discussions have been held whether or not stakeholder theory can replace the 
shareholder theory of the firm; see Sundaram & Inkpen (2004a); Freeman et al.
(2004) and Sundaram & Inkpen (2004b). Some authors, see Radder (1998); Foster & 
Jonker (2003) and Bergqvist et al. (2006), have proposed that the stakeholder 
orientation will be the next step in the evolution of Quality Management (QM) and 
the basis for describing QM as a meta theory of management (Foley, 2005). 
Furthermore, it has been argued that by enlarging the focus from customers to include 
all stakeholders, a considerable portion of the quality management theory may be 
applicable to sustainability management; see Garvare & Isaksson (2005); 
Baumgartner (2003); Isaksson & Garvare (2003) and Edgeman & Hensler (2005). 

Foley (2005) has argued that if the organisation can continue to meet the wants and 
expectations of the stakeholders, the aim of organisational sustainability will be 
accomplished. However, this does not necessarily imply that global sustainability, i.e. 
sustainability of the planet Earth, is promoted (Garvare & Johansson, 2006). 
Sustainability promoters might be degraded to negligible interested parties due to 
embedded distortions of the power balance between actors of the system. If the 
concepts of stakeholder management and sustainability are integrated, this could help 
to guide organisations towards promoting a sustainable society. However, stakeholder 
theory and particularly, its implementation are still quite unexplored; see, for 
example, Baumgartner (2003); Sachs & Rühli (2005) and Foley (2005). The aim of 
the paper is to explore how stakeholder theory may be used within organisations and 
thereby contribute to the knowledge of operational stakeholder management.

Research Methodology 

The paper presents a case study where data was mostly collected as participant 
observations; see Yin (2003) for a thorough description of the case study 
methodology. The research was deductive and designed on the basis of results 
presented by Garvare & Johansson (2006) and the stakeholder model presented by 
Simmons & Lovegrove (2005) and Simmons (2004). 

The case organisation was a Swedish clothing design enterprise with the two founders 
representing owners, management and co-workers. The company is a joint-stock 
company; it was started in 2003 and was, at the time of the case study, considered to 
be in a start-up phase. The enterprise acted on an international market and had both 
domestic and international stakeholders. The sewing of the clothes was made by a 
supplier in Portugal. Two collections, spring/winter and fall/summer were presented 
each year. The biggest markets at the time of the case study included Sweden, 
Germany, Great Britain and Belgium. The selection of the case object was due to 
availability and the fact that the management showed interest in working with the 
stakeholder model.
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The empirical material was collected through participant observations, workshops and 
non-structured interviews with the two founders of the enterprise. The data collection 
was accomplished over a period of seven months in late 2005 and in the beginning of 
2006; almost weekly meetings of different extent and structure were carried through. 
Data was triangulated to some extent since both founders were interviewed separately 
to obtain their view of the enterprise and its environment. The material was then 
reviewed and discussed in workshops where also improvement actions were planned. 
The research project started with the identification of stakeholders and their interests, 
i.e. their wants and expectations. The identification of stakeholders and their interests 
was made according to how the founders perceived the organisational environment in 
which they acted. After the identification of the stakeholders, the following steps of 
the stakeholder system model introduced by Simmons & Lovegrove (2005), 
henceforth referred to as the S&L model, were followed; see Figure 1. After the first 
step of the research, the author of the paper influenced the results of the 
implementation to a greater extent. The S&L model, forming a stakeholder 
management system, was developed in knowledge-based organisations. It was 
therefore considered that it might need refinement to fit a micro-enterprise. The S&L 
model was used mainly for guidance and inspiration rather than as a blueprint.

Theoretical framework 

Total Quality Management (TQM) may be considered as the latest evolutionary stage 
of QM. It involves the application of QM principles to all aspects of the organisation; 
see Dale (1999). TQM can be seen as a management system consisting of values, 
methodologies and tools (Hellsten & Klefsjö, 2000). According to Bergman & 

Figure 1: The S&L model of stakeholder management. Adapted from Simmons & Lovegrove
(2005). 
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Klefsjö (2003), the aim of TQM is to satisfy or preferably exceed the needs and 
expectations of the customers with a reduced amount of recourses. Inspired by the aim 
of TQM and the theory of management introduced by Foley (2005), the aim of 
stakeholder management may be to satisfy or preferably exceed the wants and 
expectations of customers, subject to meeting the wants and expectations of the non-
customer stakeholders. The term wants is used since, to survive, organisations have to 
be able to fulfil stakeholder wants, but not necessarily their needs. The stakeholder 
view is thereby seen a constraint of the customer focus in TQM. Isaksson (2004) has 
suggested a set of values, methodologies and tools combining TQM and global 
sustainability; see also Garvare et al. (2006). Of the suggested values, those central in 
this paper were: Focus on Customers, Focus on Stakeholders, Focus on Processes, 
Improve Continuously, System Perspective and Focus on Sustainability. The 
methodology primarily focused on was the S&L model, and a variety of tools, mostly 
from the TQM framework, were used aimed at increasing stakeholder satisfaction. 

According to Schilling (2000), successful organisations recognize their 
interdependencies, study the relationships with stakeholders and incorporate 
stakeholder interests in their strategies. Garvare & Johansson (2006) have developed a 
model for stakeholder categorisation; see Figure 2. The model divides stakeholders 
into groups of primary and secondary stakeholders as well as overt and latent 
stakeholders. Primary stakeholders are defined as those actors that provide the 
necessary means or support for the organisation, which, if their wants or expectations 
are not met, could be withdrawn causing consequential effects on the organisation. 
Depending on the nature of the organisation, primary stakeholders may include 
customers, management, co-workers, investors, shareholders and government. 
Secondary stakeholders have the ability to influence primary stakeholders to take 
action against non-accepted behaviour or cause unacceptable damage to the 
organisation. The secondary stakeholders may include non-government organisations, 
media, fair-trade bodies, environmental pressure groups and other individuals or 
organisations that, in one way or another, if their wants and expectations are too 
heavily violated, may be able to influence primary stakeholders to such an extent that 
they would withdraw the necessary means. The classification of overt and latent 

Figure 2 : Categorisation of actors into different types of stakeholders and interested parties.
Adapted from Garvare & Johansson (2006). 
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stakeholders is dependent on whether the stakeholder is known to the management of 
the organisation or not. Interested parties are those with any interest in the 
organisational activities, output, or outcome, although these parties have a lack of 
power or instruments to influence primary stakeholders to take action. Customers are 
defined as individuals or organisations being downstream in the product life cycle 
process and fulfilling the stakeholder criteria, i.e. the recipients of a product. See 
Garvare & Johansson (2006) for a more thorough discussion on stakeholder 
definitions and classifications. 

Mitchell et al. (1997) argue that it is the managers’ perceptions that determine the 
salience of the stakeholders and decide which ones deserve management attention. 
According to Lozano (2005), managing through stakeholder interests is to interpret 
and understand relation-ships rather than identifying actors. Stakeholders can be 
satisfied through three different concepts; accommodation of interests, alignment of 
interests or balancing of interests (Susniené & Vanagas, 2005). However, the 
stakeholder groups cannot be regarded as homogeneous with coherent interests 
(McLarney, 2002). 

According to Foley (2005), the aim of organisational sustainability will be 
accomplished if the organisation can continue to meet the wants and expectations of 
the stakeholders. However, distorted power balance or delayed feedback for non-
sustainable activities may cause a gap between organisational and global 
sustainability. The model in Figure 3 describes the organisational environment and the 
stakeholder influence towards sustainability.

Figure 3: The stakeholder model shows the stakeholders’ influence towards sustainability.
Organisational sustainability is achieved if the organisation can continue to meet the needs and
expectations of the stakeholders. However, this does not necessarily mean that global 
sustainability is promoted. Adapted from Garvare & Johansson (2006). 



Implementing stakeholder management - A case study at a micro-enterprise 

6

Results

The results from the case study are presented according to the S&L model in Figure 1. 

1. Identification of salient stakeholder groups, perspectives and agendas. 
Perceived legitimacy, influence, urgency and coherence of stakeholder claims 

The identified primary stakeholders of the case enterprise were: consumers, retailers, 
agents, owners, the reference group, the manufacturer, financers and the government. 
Downstream in the supply chain were consumers, retailers and agents who all merit 
being classified as customers. The stakeholder interests were also identified; see 
Figure 4. When identifying the stakeholders and their interests, the stakeholder matrix 
presented by Foley (2005, p.6) was considered for usage. However, a modified cause-
and-effect diagram was considered more appropriate due to its flexibility; see 
Ishikawa (1982). The necessary means were also identified that each stakeholder was 
expected to contribute, as well as the extent to which the management were satisfied 
with stakeholder performance. The most obvious secondary stakeholder was 
considered to be media, which were considered to be able to influence stakeholder 
perceptions of the organisation positively, but also, if they found organisational 
activities too unethical, to be able to influence customers not to buy the products. In 
accordance with Foley (2005), the customer stakeholders were those whose interests 
were considered to be the most important. Therefore most improvement actions were 
focused on increasing customer satisfaction.  

In addition to the S&L model, the processes of the enterprise were mapped to 
visualise the value creating activities of the firm. As argued by Palmberg (2005a), it is 
not enough to focus on the products. The processes, how the products are produced, 
also have to be in focus (ibid). A process can be described as “a network of activities 
that by the use of resources, repeatedly converts input to output for stakeholders” 
(Isaksson, 2004, p.20). Process orientation is central in quality concepts like TQM, 
ISO 900l, ISO 14001 and Business Excellence Models (Bergman & Klefsjö, 2003; 
Baumgartner, 2003). As argued by Isaksson & Garvare (2003), it should be suitable to 
use process models when managing through stakeholder interests.

Figure 4: The identified stakeholders and their interests displayed in a cause-and-effect diagram. 
The list of identified interests is not complete; those interests that were considered the most
important at the time of the identification are shown. The means expected from each stakeholder
were also identified but not shown in the figure.  
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Furthermore, the most important global sustainability aspects, i.e. non-sustainable 
outcomes from organisational activities in a global perspective, were identified as 
being able to decide where global sustainability efforts were the most urgent and to 
see if stakeholder interests might require altered behaviour. To identify global 
sustainability aspects, the framework of the Natural Step was used, see Robèrt (2000). 
Those global sustainability aspects that were recognised as being considerable were 
the social impact both inside the organisation and primarily, at the site of the 
manufacturing and environmental impacts, caused both by transportations and by 
discharges from the manufacturer, see also Garvare & Johansson (2006).

2. Stakeholder synthesis: accommodation of disparate stakeholder 
perspectives. Hostile/instrumental/ethical organisational stance towards 
stakeholders 

Disparate stakeholder perspectives existed mainly because equity was not agreed 
upon concerning how financial agreements and assignments between the enterprise 
and the agents should be set. This occasionally caused a non-desirable struggle 
between actors within the agent stakeholder group and the management of the 
enterprise. Disparate interests were also caused by financial restrictions. Therefore 
increased sales volumes were regarded as an important short-term objective. Larger 
sales volumes would also lead to cheaper manufacturing costs due to volumes 
discount from the manufacturer. Also, at a higher volume it would be profitable to 
move the manufacturing to China, which would cut production costs significantly. 
Since organisational wants and expectations on the manufacturer were believed to be 
better fulfilled from another manufacturer, a change was planned to be carried 
through for the next collection. The manufacturer was clearly a stakeholder, 
especially during the time the collections were sewn. However, the manufacturer was 
still considered replaceable between the different collections.  

3. Emergent system: philosophy process, performance criteria etc. Procedural 
justice- stakeholder perceptions of performance management system design 

Procedural justice includes perceived fairness of decision making; see Simmons & 
Lovegrove (2005). Since increased sales were regarded as the most important short- 
term objective of the enterprise, the main target was increased customer satisfaction. 
Three stakeholder groups, agents, retailers and consumers, were identified as 
customer stakeholders. The customer stakeholders were considered dependent on the 
satisfaction of the customers that acted further down the supply chain, i.e. the 
satisfaction of agents and retailers were dependent on the satisfaction of the 
consumers. Important quality aspects, based on stakeholder interests, were identified 
and related to where in the processes they were located. Actions were then decided on 
and realized to improve performance. The most extensive improvement actions aimed 
at; raising attractive quality at consumer purchase, improving communication to 
stakeholders, securing product quality after the design process before products were 
manufactured and improving delivery performance. As for global sustainability 
aspects, stakeholder interests for the enterprise concerned not being involved in any 
human rights violations. This interest demanded attention to the manufacturing 
process, where insight was limited for geographical reasons. Other non-sustainable 
activities were not thought to have any significant requirements for change from any 
of the stakeholders. No further improvement actions were therefore considered. As a 
result, a gap between organisational and global sustainability was revealed.
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4. System operation: perceived equity. Procedural justice- stakeholder 
perceptions of performance management in operation 

Stakeholder perceptions of equity in system operation were decided to be measured 
mainly through complaints handling, since active collection of perceived stakeholder 
equity was not prioritized. In addition to handing complaints from customer 
stakeholders, it was also considered necessary to notice grievances from other 
stakeholders. At the time of the case study, equity was not perceived by all actors 
within the agent stakeholder group. However, it was only one actor within the group 
that was expressing strong dissatisfaction. The majority of actors within the 
stakeholder group did not agree to the specific actor’s interests. The disparate 
perspectives were solved through alignment of the actor’s interests. However, the 
managers were considering ending this specific partnership unless the interests had 
been changed to be more coherent to those of the rest of the stakeholder group. The 
actor wanted influence in a field that the managers perceived as their authority. This 
event indicates that the actor within the stakeholder group could not be seen as a 
stakeholder when its interests became too unmanageable.  

5. System outcomes: decisions on reward, progression etc. Distributive justice- 
stakeholder perceptions of performance management system decisions 

Perceived fairness of management decisions in the distribution of resources, for 
example regarding investments, rewards, employment and so on, is a measure of 
distributive justice (Simmons, 2004). Stakeholder perceptions of distributive justice 
were perceived as in step four of the S&L model through complaints handling. The 
implementation of the stakeholder system model was still in its introduction during 
the case study and no financial rewards were considered appropriate at that time. 
However, according to the managers, rewards for outputs or outcomes might be 
considered in the future. However, to create a reward system that promotes 
performance improvements and that all stakeholders consider equitable might not be 
unproblematic (Kerrin & Oliver, 2002; Randle, 1996).

6. System evaluation: stakeholder evaluation of system efficacy, efficiency, 
effectiveness and equity. Stakeholder perceptions of overall operation of 
performance management system. 

The overall performance of the stakeholder management system can be assessed 
through both qualitative and quantitative measures in a stakeholder perspective 
(Simmons & Lovegrove, 2005). The measures assessed in this case were mainly 
qualitative and related to the improvement actions decided on in the third step of the 
system model.  

The importance of non-financial audit has been stressed by Foley (2005). Stakeholder 
management audit could be performed through self-assessment in accordance with 
Business Excellence Models where stakeholder interests are integrated; see Garvare et
al. (2006). However, unless the evaluation models are minimised, these approaches 
are considered more appropriate for larger organisations.  

For the micro-enterprise, the evaluation of the system has to be easy and 
straightforward. The evaluation was decided to be performed in a workshop where the 
fulfilments of stakeholder interests were evaluated and future improvement actions 



Implementing stakeholder management - A case study at a micro-enterprise 

9

decided. More extensive evaluations could preferably be performed in the future, for 
example following the self-assessment process presented by Garvare et al. (2006). 
Evaluations would preferably be performed twice a year after each collection has been 
delivered to the agents and retailers. Procedural justice would, by explicit interest, be 
possible to increase by inviting the reference group to participate in the system 
evaluations.

7. System reporting: level and quality of information disclosure, and 
organisational significance of stakeholder reaction. Stakeholder satisfaction 
with dissemination and use of information of performance management system 

According to Foley (2005), actions designed to meet the interests of stakeholders will 
only satisfy those interests if the stakeholders are aware of those actions or become 
aware of their outcome. The importance of stakeholder dialogue has also been 
stressed by Foster & Jonker (2005). According to Lozano (2005) stakeholder 
management implies moving towards the relational organisation. In this case, only 
financers, the reference group and the government were expressing explicit interest in 
system reporting of organisational activities. The other stakeholder groups did not 
seem to have any interest in collecting information about the operation of the 
enterprise. It was implied that other stakeholders would have to become aware of the 
outcome, or receive information about improvements, even though not searching for 
it. However, the customer stakeholders did request easier access to information about 
the products, which was one of the improvement areas decided on in step three of the 
S&L model. Other relevant information would have to be communicated personally 
by the management. 

Discussion

A point that can be made is that for this study, to use stakeholder theory has been 
valuable for both analysis and interpretation. In the daily work of the enterprise, 
stakeholder wants and expectations have to be managed. Although, the 
implementation was made in a micro-enterprise, which together with the case study 
research methodology delimits generalisations. In this case, the S&L model was not 
strictly followed. Instead the different steps were interpreted and used as considered 
the most appropriate. The introduction of the S&L model did not change the way 
activities were conducted. Also, the rigidity of the stakeholder system was kept 
limited in order not to interfere with normal activities. Instead the discernible change 
was the structured way of finding improvement areas and of following up results. If a 
systematic procedure for the implementation of stakeholder theory is required, the 
S&L model could be suitable also in a micro-enterprise. However, the S&L model 
could benefit from further refinement. 

Stakeholders and their interests cannot be seen as permanent over time; see the results 
section, Garvare & Johansson (2005); Foley (2005); Mitchell et al. (1997) etc. The 
use of the model therefore needs to be seen as continuous. So far, the first stage of the 
stakeholder system model has been conducted. Stakeholders and their wants and 
expectations, together with the other steps of the S&L model, need to be updated and 
renewed continually. It is the identification of possible improvement areas and their 
realizations that constitute the continual improvements, and the recognition of urgent 
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stakeholder interests makes the system effective. To better display the needed 
emphasis on continuance, it is suggested that the model may be displayed as a PDSA-
cycle, see Deming (1993). 

A process focus could also be introduced. If the activities that create value to the 
stakeholders are not in focus, it will be harder to satisfy stakeholder interests. To 
integrate the stakeholder system model with a process model could further integrate 
stakeholder theory into the TQM framework; see Palmberg (2005b) for more 
information about process management. Furthermore, it may be valuable to identify 
sustainability aspects, both to be able to conclude to what extent stakeholders have 
global sustainability interests in organisational activities and to be able to proactively 
deal with future demands. In this case a gap between organisational and global 
sustainability exists, although it was rather minute since the impact on sustainability 
was limited. Its existence indicates that stakeholders did not have interest in 
promoting global sustainability. The imperative to close this gap could be to avoid 
compromising the ability of interested parties and stakeholders, including present and 
future generations, to meet their needs, see Garvare & Johansson (2006). 

The influence from secondary stakeholders and how to manage their interests are only 
dealt with superficially in this paper. In this case, not to be remarkably unethical or 
detrimental to the environment is considered sufficient in order not to attract attention 
from actors with power enough to influence primary stakeholders to withdraw 
prerequisites. In cases where organisational activities are at the centre of secondary 
stakeholder attention, to find more extensive ways to manage their interests may 
become necessary. Also, the movement of actors, when interested parties attain power 
to merit being considered as stakeholders, needs further attention.  

Concluding remarks 

However, it is suggested that the S&L model could be refined and also included in a 
process model. In Figure 5, the stakeholder system model introduced by Simmons and 
Lovegrove (2005), a process model introduced by Palmberg (2005a) and the model of 
stakeholder influence, introduced by Garvare & Johansson (2006) have been 
combined. The S&L model has been transferred into a continuous PDSA-cycle and 
then integrated in the process model. The model shows how a management system 
could be created combining the TQM framework and stakeholder theory. The wants 
and expectations of the stakeholders guide management decisions while the 
stakeholder satisfaction is accomplished through the processes. In addition to the 
values focused on in this paper, leadership and co-workership are important for 
organisational prosperity and are therefore used within the model; see for example 
Palmberg (2005a); Wreder (2006); Bergman & Klefsjö (2003). So far, the model is 
only tentative and its contents are not empirically supported from this case. Therefore 
it needs to be further researched. However, the model outlines a methodology of how 
organisations may be managed in order to achieve organisational sustainability.
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Figure 5: A tentative process model for stakeholder management. The model is an integration of 
a process model introduced by Palmberg (2005a), a stakeholder system model introduced by 
Simmons and Lovegrove (2005) and a model of stakeholder influence, introduced by Garvare & 
Johansson (2006).
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Abstract
Many companies all over the world have implemented Environmental Management System 
standards (EMSs) such as ISO 14001 and Eco-Management and Audit Scheme (EMAS) in 
order to systematically manage their environmental efforts. Advocates of EMSs claim 
substantial benefits for companies adopting the standards. Others argue that because the 
EMSs do not measure environmental performance directly, or set any lowest demand, they are 
inadequate tools for obtaining environmental sustainability.  
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The paper describes the development of emissions during the last decade in nine Swedish 
companies and investigates whether the certification of EMSs have helped to improve 
environmental performance or not. The study is based on quantitative data collected through 
environmental reports from nine large production sites in Sweden. Indicators for emissions to 
air and water, waste and use of resources are analysed. Results show improvements in waste 
management and in emissions to air and water. However, only the improvements in waste 
management can be connected to the time of the certification of the EMSs. 

1 Introduction 
Industrial processes involve the use and refinement of energy and materials for the creation of 
products and waste. These processes compose the relationship between the organisation and 
the environment. In the last decade, the adoption of Environmental Management System 
standards (EMSs) such as ISO 14001 and Eco-management and Audit Scheme (EMAS) has 
grown around the world. The EMSs are developed in order to help companies integrate 
environmental considerations throughout their organisations to be able to systematically and 
effectively manage their environmental impacts (Fesner, 1998). Today the number of ISO 
14001 certified organisations amounts to 104,000 (ISO World, 2006).  

Motivators for implementing EMSs vary and may include reasons like pressure from 
customers or owners, compliance with legislation, cost reduction, improved business 
performance, prevention of potential negative environmental impacts and improvement of 
corporate image. However, it is not certain that the motivators are in accordance with the 
outcomes, see Rivera-Camino (2001) and Morrow and Rondinelli (2002). 

Although there are differences, ISO 14001 and EMAS include similar components and 
requirements, see Ammenberg (2003, p.22). As enforcers aimed to improve the environmental 
performance of the certified organisation, the EMSs uses the demands of continual 
improvements and objectives for significant environmental aspects, see ISO (2004). Because 
EMSs focus on processes more than performance, they do not mandate an organisation’s 
optimum environmental performance level. Instead, they describe a systematic procedure to 
help the organisation to achieve its own environmental objectives (Melnyk et al., 2003, 
p.332). According to Krut and Gleckman (1998) the strongest criticism against ISO 14001-
certifications is that they do not give any measurement of, or set any lowest demand on, an 
organisation’s environmental performance.  

Axelsson et al. (2003) claim that it is not yet possible to draw any conclusions on whether an 
EMSs helps to improve environmental performance. Other researchers, such as Berkhout et
al. (2001), Andrews et al. (2003), Ammenberg (2003) and Schylander (2004), have 
investigated the relationship between EMSs and environmental performance. However, 
researchers that use interviews and questionnaires as data collection methods indicate a 
general improved environmental performance. Until now, this has not been concluded with 
quantitative data collection methods (Schylander, 2004, p.4).

However, EMSs are often seen by the public opinion as a guarantee of good environmental 
performance (Ammenberg, 2003, p.184). This assumption is also valid in the political sphere, 
where the European Union uses the number of EMSs as an indicator of environmental 
sustainability (Eurostat, 2005). With these disparities in mind, it is important to conclude 
whether EMSs can bee seen as a tool to promote environmental sustainability or not. 
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The aim of this paper is to describe, by means of quantitative data, the development of 
emissions during the last decade in Swedish companies and conclude whether the  
certification of EMSs have helped to improve environmental performance or not. Further, the 
paper aims at finding in which areas changes in environmental performance have arisen. The 
study involves nine manufacturing organisations in Sweden and an investigation of their 
direct environmental impact. The organisations’ most important emissions have been 
considered.

2 Methodology 
The selection of companies was made through the website of the Swedish Environmental 
Management Council (2004), where all Swedish certified organisations are listed. To be 
selected, the companies had to be ISO 14001 certified or EMAS registered in 1999, 
manufacturing, belong to the three top categories of sales (>100 MEuro/year) and have 
published a yearly environmental report since 1994. The criteria were set to simplify data 
collection and to get reliable data.

For companies that, by Swedish legislation are considered to cause considerable 
environmental impact it is compulsory to publish an annual environmental report, see SFS 
(1998). The aim of the report is to show that the company has complied with environmental 
legislation. It has to include information about the company, how it has worked to comply 
with legislation, a description of its environmental impact including emission quantities and 
what the company has done to reduce its impact on the environment (SFS, 1998). The 
demands in the environmental report bring about a minimum level of environmental 
management required by legislation already before the implementation of the EMSs.  

 To be able to make comparisons, ten companies were selected to be included in the study. 
However, Electrolux dropped out since the production site which was certified in 1999, was 
not producing an environmental report and only had data for the last years of the period. The 
nine companies included in the study are presented in Table 1.

Table 1. Included companies, type of EMSs, type of products and approximate total 
sales.

Company Type of 
EMSs Products Sales (MEuro) 

Volvo Lastvagnar AB 
produktion,
Göteborg

ISO 14001 Trucks >1000 

Scania CV AB, Södertälje ISO 14001 Trucks >1000 
Arla Foods AB, Stockholms 
mejeri 

ISO 14001 Dairy  500-1000 

Södra Cell AB, Mönsterås bruk EMAS Pulp 500-1000 
Borealis AB, Stenungssund ISO 14001 Plastics 500-1000 
Lear Corporation Sweden AB,
Tidaholm 

ISO 14001 Automotive 
interior 

500-1000

Tarkett Sommer AB, Hanaskog ISO 14001 Wooden floors 100-500 
SCA Graphic, Sundsvall  ISO 14001 Pulp 100-500 
GB Glace AB, Flen ISO 14001 Ice cream  100-500 
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Environmental performance data was collected through the annual environmental reports 
from 1994 to 2003 and the data were compiled for each possible parameter. The emission 
quantities for each parameter were then standardized as an indicator, in means that they were 
divided by the number of relevant produced units of each company. For example, in the 
company GB Glace one indicator is the discharged amount of phosphates/ton produced ice 
cream products. The indicators were then divided into two samples. The first sample, which 
covers the years from 1994 to 1999, represents the period before and during the 
implementation of the EMSs. The latter period, from 2000 to 2003, represents the years in 
which the EMSs have been in full use, see Figure 1. 

Figure 1, Time frame of the investigation. Period 1 represents the period before and 
during the implementation of the EMSs.  Period 2 represents the years in which the 
EMSs have been in full use.

The indicator for each parameter is visualised in a line chart with the means and variances of 
both samples; see examples from the company GB Glace in Figure 3 to Figure 10 in Section 3 
- Results. Variances are visualised as two sigma lines. This graphical display constitutes the 
foundation for the interpretation whether the indicator has increased or decreased in emission 
quantity.

A two-sample comparison was performed to conclude whether the samples means and 
variances are classified as differed or not at a 95 per cent confidence level. The test of 
different variances requires normal distribution of the samples and the test of different means 
requires the same size of variances. The mean tests are only performed if the variances are 
classified as unchanged. The small samples do not allow any estimation of the normal 
distribution assumption. Considering this limitation, the variance and mean tests are not 
considered as absolute, but more as pointers of change and are used as complements to the 
graphical analysis.

To further strengthen the examination, a Principal Component Analysis (PCA) was performed 
on the indicators to obtain a view of multicollinearity in the data. PCA was chosen as it is 
useful for screening, and explaining variability, within multivariate data without depending on 
an underlying model, see Johnson (1998, p.147). The numbers of principal components (PC) 
were chosen to obtain maximum logical explanation, although eigenvalue and the percent of 
variance explained are both taken into consideration. For a more through description of PCA, 
see Johnson (1998). When there are clear deviations from the normal distribution, indicators 
are only analysed through graphical methods and PCA. 

When analysing change of environmental performance, indicators are analysed in the 
environmental domains: emissions to air, emissions to water, waste and use of resources. The 
analysis decides if the indicator has changed. 

1994 1999     2000 2003 Year

Certification

Period 1 Period 2 
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3 Results 
The results for one company, GB Glace will be presented below in Section 3.1 order to 
explain the methodology for the analysis. However, there are no parameters that account for 
the emissions to air from GB Glace as for the other companies. Results from the other 
companies will be presented in Section 3.2 - Summary of results from all companies. A 
complete analysis and statement of all companies included in the study is presented in 
Johansson (2005). 

3.1 GB Glace 
The production at GB Glace is measured by the produced amount of ice cream products; see 
Figure 2. There was a top production for the years 1998 and 1999 followed by a slight 
decrease.

Production 
ton ice cream products

0

10000

20000

30000

40000

1994 1995 1996 1997 1998 1999 2000 2001 2002 2003

Figure 2. Amount of ton ice cream products produced at GB Glace 1994-2003. 

3.1.1 Emissions to water 
Emissions to water mostly consist of substances causing eutrofication. Emissions of organic 
materials measured as Chemical Oxygen Demand (COD) had a significantly lower average 
during Period 2, see Figure 3. The indicator was improved due to the reduced discharge-level. 
However, the emission quantity saw the largest reduction from 1996 to 1997. Taking this into 
consideration, the indicator is classified as improved both before and after the certification of 
the EMSs. Biochemical Oxygen Demand (BOD7), see Figure 4, has a similar development as 
COD. The level was significantly lower during Period 2 and there was a decrease from 1996 
to 1997. Also BOD7 is classified as improved both before and after the certification of the 
EMSs.
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Figure 3. Chemical Oxygen Demand (kg/ton ice cream). 
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BOD7
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Figure 4. Biochemical Oxygen Demand (kg/ton ice cream).  

For phosphates, the discharge quantity does not show any significant change in average or 
variance; see Figure 5. The indicator is therefore classified as unchanged. Nitrate emissions 
showed a clear increase until 1999, but then the quantity decreased; see Figure 6. There was 
no change of average or variance level. The development had changed from increase to 
decrease at the time of the certification of the EMSs. Due to the constant average the indicator 
is classified as unchanged but there is a possibility that the environmental improvement is 
supported by the EMSs.
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Figure 5. Emission quantity of phosphates (kg/ton ice cream). 
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Figure 6. Emission quantity of nitrates (kg/ton ice cream). 
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No average or variance change is visualized or significant in the plot of fat emissions; see 
Figure 7. It is therefore classified as unchanged.

Fat
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Figure 7. Fat emissions (kg/ton ice cream). 

Of the parameters that lead to emissions to water, three are unchanged and two are considered 
to be improved. The improvements were initiated both before and after the certification of the 
EMSs. Also, one of the indicators that are classified as unchanged had stopped increasing and 
started to decrease at the time of the certification of the EMSs. Overall, this implies that the 
strongest improvements were made during the time of the EMSs. 

3.1.3 Waste 
Regarding waste generation at GB Glace, the amount of recycled waste had clearly decreased 
in 1998; see Figure 8. Reading the environmental report facts show that less wastage 
products, used as swine fodder, were generated. The indicator is therefore classified as 
improved in Period 1. Deposited amount of waste shows a significant larger variance for 
Period 2; see Figure 9. This is caused by a decrease of level and the indicator is classified as 
improved after the certification of the EMSs.
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Figure 8. Amount of waste that has been recycled (ton/ton ice cream). 
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Deposit
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Figure 9. Amount of waste that has been deposited (ton/ton ice cream). 

Also, a small amount of waste was sent to the combustible fraction during the last four years 
of the period. Since the deposited waste decreased during the same time, this is regarded as an 
environmental improvement. The amount of hazardous waste is not accounted for in stringent 
units. Therefore, it is not accurate to compare amounts. However, the recording of the 
contents in the hazardous waste has been much more extensive in recent years. Overall, the 
waste handling is considered to be improved both before and after the certification of the 
EMS.

3.1.4 Use of resources
The volume of waste water at GB Glace has a significantly higher average for Period 2; see 
Figure 10. This indicates a larger use of natural resources, in this case water. The indicator is 
classified as deteriorated. Electricity usage is only accounted for during the last four years and 
an analysis is therefore impossible. Consequently, the use of resources consists of one 
measurable parameter, which is classified as deteriorated.

Waste water
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Figure 10. Volume of waste water (m3/ton ice cream). 

3.1.5 Principal Component Analysis 
PCA is a form of data reduction where several covarying indicators can be collapsed into 
orthogonal Principal Components (PC). The analysis is performed to support the results from 
the graphical analysis. In the example given in GB Glace, indicators that are classified as 
changed close to the year of the EMSs certification have a strong explanation in PC 1; see 
Table 2 for component weights of GB Glace. PC 1 explains 55 % of the variation. A positive 
sign on the component weight indicates a decrease of emissions. Indicators that are strong in 
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PC 2 are nitrates and recycling, neither of which have a steady level during the first period.
PC 2 explains another 19 % of the variation. Phosphates have a strong explanation in both PC 
1 and PC 2. This could be caused by its steady level without large changes. If a third 
component is included, it explains another 15 % of the variation. PC 3 includes fat emissions, 
which vary differently from the other indicators. Indicators that are classified equally have a 
strong explanation in the same components. This is a sign of covariation and strengthens the 
results.

Table 2. Component weights from the PCA. Bold text shows in which PC the indicator 
has the strongest explanation.  

Indicator PC 1 PC 2 PC 3
COD 0,46 0,01 0,18
BOD7 0,46 0,08 0,09
Phosphates 0,35 0,31 0,03
Nitrate -0,05 0,69 -0,36
Fat 0,07 0,25 0,84
Recycling   0,29 -0,59 -0,11
Deposit 0,40 0,12 -0,32
Waste water -0,45 0,02 0,12

3.2 Summary of results from all companies 
The results of all companies and their indicators are shown in Table 3. Most companies show 
improvements. Only Borealis is classified as unchanged in all environmental domains. One 
reason for the poor results of Borealis is a considerable decrease in production level at the 
time of the certification of the EMSs. This causes a poor result since the indicator form is 
used. Scania and Södra Cell show the most extensive improvements. Both companies have 
achieved improvements in all environmental domains. The indicators in the different 
environmental domains for all companies are discussed below. 

Table 3. Classification of parameters for all companies, D=Deteriorated, U=Unchanged, 
I=Improved during Period 1, EMS=Improved during Period 2, *=Possible contribution 
by the EMS. The bold text is the overall classification.  

 GB Arla Tarkett Lear SCA Borealis Volvo Södra Cell Scania 
Emissions
to Water 

2 U 
1 U* 
2 I/EMS 

1 D 
1 U  

- 1 I/EMS  1 D 
1 D*  
1 U 
3 I 
2 I/EMS 

4 U  
1 I 

- 1 U 
5 I 

2 U 
1 I 
2 EMS 

Overall EMS D I/EMS I U I EMS
Emissions
to Air 

- 2 I 1 I/EMS 2  U  
1 I/EMS 
1 EMS 

1  U   
1 I/EMS 

1 D 
4  U 
1 I 

1  U 
1  EMS 

2 I 
1 EMS 

1 I/EMS 
1 EMS 

Overall I I/EMS EMS I/EMS U EMS I EMS
Waste 1 I 

1 EMS 
1 U  
2 EMS 

1 U 
1 I/EMS 
2 EMS 

3 EMS 3  U 2  U - 1 U 
1 EMS 

2  U 
1 I 
1 EMS 

Overall EMS EMS EMS EMS U U EMS I/EMS
Use of 
Resources

1 D 2 U 1 D 
2  U   
1 EMS 

2  U 5  U 
1 EMS 

5  U 1 U 
1 I 

1 I 
1 EMS 

3 U 
5 I 

Overall D U U U U U I I/EMS I
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3.2.1 Emissions to water 
For the emissions to water, a majority of the indicators are improved. As a whole, three 
indicators are classified as deteriorated, eleven as unchanged and 17 as improved. Of the 
improvements, 15 had started before the certification of the EMSs. Of these, five were 
improved in both periods. Two parameters were improved only after the certification of the 
EMSs and there are two parameters that show less impairment after the EMSs. A majority of 
the indicators were improved before the time of the EMSs. Hence, the improvements cannot 
be connected to the certification of the EMSs.

3.2.2 Emissions to air 
There are improvements shown in emissions to air. Totally, eight indicators are classified as 
unchanged, one as deteriorated and 13 as improved. Of the improvements, five occurred 
before and four after the certification of the EMSs. Four indicators were improved both before 
and after the certification of the EMSs. This implies that the improvements are scattered over 
the period and can therefore not be connected to the certification of the EMSs. 

3.2.3 Waste 
Waste management was improved after the certification of the EMSs. Hazardous waste is 
constantly classified as unchanged due to quantity increases but improved handling and 
accounting. If it is excluded, five parameters are classified as unchanged and 13 as improved. 
Of the improvements, ten have occurred after the certification of the EMSs. This implies that 
improved waste management could be an effect of the EMSs.  

3.2.4 Resources 
The use of resources is mainly unchanged. Totally 20 parameters are classified as unchanged, 
two as deteriorated and ten as improved. Of the improvements, seven were initiated in Period 
1 and three in Period 2. However, five improvements in period 1 were accomplished by one 
company. Therefore, it is not possible to conclude that the improvements decreased in Period 
2 and connected to the certification of the EMSs. 

4 Discussion 
This study is an attempt to evaluate if and how EMSs affects the environmental performance 
based on a quantitative data collection method. With statistical methods, data from 
environmental reports are analysed. The overall results show that there are improvements 
made in waste management and in emissions to air and water. The strongest connection to the 
time of the EMSs certification is seen in waste management since these improvements started 
at the time of the EMSs certification. Emissions to air and water show scattered 
improvements, both before and after the certification. Hence, the certification of EMSs does 
not seem to increase the number of improved parameters. The use of resources does not show 
any unambiguous changes, even though this is a field where improvement actions could be 
valuable for both economic and environmental reasons. 

Since it is compulsory for the selected companies to send an environmental report every year 
to the legislative board, there is already a certain level of environmental management in the 
organisations. However, it is still interesting to see if and when the changes in environmental 
performance occurred. Overall, during the period 1994 to 2003, the environmental 
performance in the companies was improved. However, the connection to the certification of 
the EMSs is not apparent. This could, for instance, be a sign of well-functioning 
environmental management also before the certification of the EMSs or efficient legal 
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regulations in Sweden. Though, awareness of valid environmental legislation is a requirement 
in the EMSs and therefore, faster compliance to new legislation is a possible contribution 
from the EMSs.  

Using quantitative methods when evaluating environmental performance has the advantage 
that it eliminates subjectivity of respondents and can therefore give a more objective and 
reliable result. Instead, deciding whether improvements are effects of the implementation of 
the EMSs becomes complex, as there is a risk of neglecting underlying information. For 
example, improvements that arose after the certification of the EMSs might not only be 
effects from the EMSs. Improvements could also be initiated by external circumstances. 
Regardless of the cause of the improvements, there are opportunities for the companies to 
ascribe the improvements to the EMSs as a means of achieving the policy commitment of 
continual improvements. Improvements in waste management could also be an effect of the 
environmental tax on deposited waste that came in the year 2000. These kinds of different 
causality effects forces one to be careful when drawing conclusions from quantitative 
methods. 

However, the research has shown how emissions quantities have developed during the last ten 
years in the investigated companies. As a whole, environmental performance has been 
improved. It has also shown in what kinds of environmental domains changes have occurred.
To strengthen the conclusions, a control group of non-EMSs organisations could be 
investigated. Further research could also include compatibility to environmental legislation or 
how to reduce the use of resources. 

5 Conclusions 
The results indicate that the companies have improved their environmental performance 
regarding waste handling, emissions to air and emissions to water while the usage of 
resources is classified as unchanged during the timeframe of the investigation. The 
improvements can not be directly connected to the time of the certification of the EMSs, 
instead improvements are scattered over the whole time period. However, the improvements 
in waste management occur at the same time as the certification of the EMSs. Though, it must 
be noted that these improvements coincides with new legislation regarding the deposition of 
waste. From the results, is not possible to decide whether improvements were driven by 
environmental concern and effective environmental management within the companies, the 
demand of continual improvements within the EMSs or effective environmental legislation. 
However, the environmental management within the companies seems to drive the companies 
towards improved environmental performance.   
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