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Abstract 

Abstract 
This portfolio presents the results of a project that examined the development of 
environmental management in a large multi-national corporation over a four year period. The 
aim of the project was to "institutionalise"' environmental management, in other words to 
ensure that environmental management was considered part of normal business practice and 
not a well intentioned afterthought. This was achieved through an in-depth case study using 
action research methods to facilitate and record organisational change simultaneously. 

The research demonstrated that previous accounts of environmental management in industry 
have failed to provide an adequate analysis of the changes required to institutionalise 
environmental management. This is shown to be partly attributable to the dominance of the 
quantitative, outsider-based research methods. 

The research makes three principal contributions to knowledge: 

Identifying and describing four different levels of change required for the institu- 
tionalisation of environmental management in a comprehensive study 
Identifying factors affecting the institutionalisation of environmental management 
in an industrial setting 
Demonstrating the usefulness and validity of insider-based methodologies for 
environmental management research 

In this Portfolio it is argued that the institutionalisation of environmental management 
requires change at multiple levels and that the observation and ftirther clarification of these 
levels can be achieved through insider-based research methods. At a practictioner level, it is 

recommended that industrial managers reconsider their strategies for achieving the 
institutionalisation of environmental management. In particular, company-wide employee 
awareness programmes and/or policy driven management systems only go part way towards 
achieving an institutionalised approach. An approach, in line with existing organisational 
roles, culture and objectives is recommended. Further, as environmental management 
becomes considered as part of normal business practice, it is recommended that researchers 
identify the boundaries between environmental and other management research to reflect 
industrial practice. 

The definition and practical meaning of this term are explored in more detail in Chapter Three. 
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Executive Summary 

Executive Summary 
i) Introduction 

In this Executive Summary the reader is provided with a route-map for the Portfolio that 
follows. Significant project milestones and attributes are sign posted and the research findings 

summarised. Firstly, brief details of the project location and participants are provided to 
familiarise the reader with the research settings. Following this, the research is positioned 
within the wider context of environmental management research and practice. The project's 
key findings, recommendations and contributions are then outlined with reference to previous 
literatures'. The final section of this Executive Summary is a detailed route-map of the 
Portfolio structure and presentation style. 

ii) Project Background 

This portfolio describes a research project aimed at improving environmental management in 

an industrial setting. The research was a case study of a single organisation, namely 
Hewlett-Packard Ltd (HP). The project began in October 1994 and ran continuously until 
September 1998. During this time the researcher was based at Hewlett-Packard's premises in 
Bracknell, Berkshire. 

In the UK, HP had identified the need for increased attention to environmental management, 
particularly in their sales and marketing locations. After a selection process, the researcher 
was invited to assist HP's UK sales company with their environmental management 
programmes. Shortly after the project commenced the research objectives were established in 

line with HP's objectives at the time. The practical objective of the project was to 
"institutionalise" environmental management by direct participation with company 
employees. The parallel research objective was to reflect on the project's success during (not 

after) its implementation and continually incorporate any insights back into the programme. 
Before summarising the key recommendations and contributions of this research, it is 

necessary to set the scene and describe the background of environmental management more 

generally. 

iii) Environmental Management Research and Practice 

In 1994 HP was typical of many organisations that were coming under increasing pressure to 
demonstrate their environmental performance. Some managers in industry, including those at 
HP, had begun to realise that environmental issues required more systematic management 
than had previously been achieved. 

8 References are used sparingly in this executive summary. Full references and detailed arguments can 
be found in Chapters Three and Four. 
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Institutionalisation of Environmental Management 

Executive Summary 

At this time firms began attempting to align their business and environmental objectives to 
satisfy the wide ranging and varied demands of their stakeholders. Part one of this Portfolio 
will show that this trend in environmental management has been represented in a number of 
ways. However, the common objective of these approaches towards environmental 
management is a desire to ensure that environmental management is considered to be part of 
normal business practice. So far, for the most part, the integration of environmental 
management into normal business practice is yet to happen. Additionally, there has been no 
detailed analysis of the efficacy or implications of this "integrated" approach within 
environmental management literatures. This portfolio will show that many of these insights 
have not previously been gained because researchers have rarely been able to access different 

organisational levels. It will be shown that outsider-based research methodologies instead 
have dominated this field. In particular, it has been relatively common to interview senior 
executives within a firm, or review published company documentation. Likewise, there are 

studies of "employees' environmental awareness" in general, either through survey or 
interview techniques. Neither of these approaches examines the real implication of an 
integrated or institutionalised environmental management fimction because they do not 
normally allow the researcher to gain access to the appropriate parts of the organisation, 
namely the inside, where most organisational decisions are made. 

The "Research Methodology" section in Part One will demonstrate an increasing need for 

organisational and envirorunental management researchers alike to adopt insider 

methodologies instead and thereby gain more detailed insights into the processes of 
successful environmental management. In this context, this research makes a direct 

contribution to knowledge by analysing the institutionalisation of environmental management 

at Hewlett-Packard. Notably, the use of an action-oriented insider-based methodology 
allowed for the implications of this to be examined from an informed but relatively 
independent perspective. 

iv) A Framework for the Institutionalisation of Environmental 
Management 

In this portfolio, four levels of organisational. change required for the institutionalisation of 

environmental management are proposed. These are represented in Table A which depicts the 

recommendations and findings of the project at HP. This is the framework for the 

Institutionalisation of Environmental Management. This Table will feature throughout the 

portfolio and is developed in detail in Part Three. 

Page 3 
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Institution alisation of Environmental Management 

Executive Summary 

The first finding suggests that the institutionalisation of environmental management can be 
viewed simply in terms of four levels of organisational change, although the boundaries 
between levels are blurred. The second main finding of this research is that environmental 
management is not a distinct organisational issue and should be analysed alongside other 
business practices. Both of these will be demonstrated as the Porfolio develops and are 
discussed in more detail in Part Three. The four levels that were articulated by the researcher 
for the institutionalisation of environmental management were Individual Values, Individual 
Actions, Business Activity, and Company Values. 

In terms of individual values, it is popularly perceived that all employees need to be involved 

with environmental management, or perhaps that every individual should have personal 
values associated with environmental protection. However, this research shows this 
"broad-brush" approach is not particularly useful or realistic for managers wishing to improve 

environmental management. The research also suggested that employees' values and actions 
are important determinants in achieving environmental management change. In particular, 
during this research, a model was devised depicting the range of employee responsibilities 
possible for environmental management issues (discussed in Parts Two and Three). 

The researcher also considered the business (in contrast to the individual) activity required to 
institutionalise environmental management. Previous environmental management researchers 
have tended to ignore the role of middle management in the achievement of change 
suggesting that a focus on either top management or general employee awareness is a more 
appropriate strategies for achieving change. The concept of targeting middle management 
complements existing strategy for achieving change and is argued here to represent a more 
effective way of approaching environmental management change. Additionally, this research 
proposes that change at a work-group9 level depends on that group's specific objectives and 
the discretion of employees within the group to effect change. It will be shown that previous 
descriptions of environmental management in organisations have not discussed existing 
organisational frameworks or employee responsibilities, in effect, isolating environmental 
management from normal business practice. Finally this research recommends that firms use 
existing aspects of company culture and objectives to frame environmental management. It 

will be shown that there was considerable value in using existing corporate objectives and 
core values as legitimising tools during the project at HP. This confirms previous literature 

that suggests the efficacy of this approach. In addition, the research at HP also provides 
specific examples of its application. The chapters in Part Two of the Portfolio will discuss the 
development of these findings over four years in significantly greater detail. 

Discussed in more detail in Chapters Three and Eleven. 
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Institutionalisation of Environmental Management 

Executive Summary 

v) Presentation of the Portfolio 
To guide the reader through the portfolio, the contents are surnmarised here. Firstly, the 
portfolio is divided into two volumes. The second is a collection of reports written by the 
researcher at six monthly intervals during the project and ifnecessary the reader can refer to 
these as a processual guide to the development of the project. However the full picture of the 
research is represented in a more structured and logical way in Volume One. 

Volume One is divided into three parts. These parts were chosen to present the research in a 
logical order for the reader, however it should be noted that the structure does not represent 
the sequential order of research activities. Although these parts can be considered separately, 
a more complete picture of the project can better be obtained by considering each as part of a 
whole. Across the three parts, chapters are labelled consecutively to avoid duplicate chapter 
referencing. Part One is entitled "Research Context" and is designed to provide the reader 
with the necessary background to the research project before moving on to the detail of the 

project itself In Part Two - "Action Research" - details of the four year project are presented 
using a series of five "story boards". Finally, in Part Three - "Evaluation" - the findings of the 
project are presented and analysed, and the project's contribution to knowledge outlined. Each 

of the parts is now described in greater detail. 

vii) Part One 

The two main chapters in Part One are "Literature Review" and "Research Methodology". 
The literature review discusses trends in environmental management towards an approach 
that is integrated with normal business practice. In this chapter the recommendations for such 

an approach are explored in terms of different organisational levels. Experience is also drawn 
from other management disciplines that have followed a similar integrated approach. The 
development of the first research hypothesis was based largely on this literature review and 
practical experience at the company. 

Also in Part One a chapter on research methodology (Chapter 4) describes methodologies 
associated with the study of organisations. Both organisational and environmental 
management research are examined from a methodological perspective. In this chapter, the 

reader will also learn about the specific research design and methodologies used by the 

researcher to achieve and record organisational change at Hewlett-Packard. In particular it 

will be shown that electronic mail messages were identified as a significant and unusual 
source of research data. 

Page 6 



Institutionalisation of Environmental Management 

Executive Summary 

viii) Part Two 
Part Two (Action Research) describes the research project in greater detail. This part is 
presented differently from the other two. Drawing from recommendations from the MIT 
Centre for Orgaaisational Learning (Roth and Kleiner, 1995; Roth, 1996) on how to depict 
complex organisational change processes, the researcher chose a "two-column" layout. In this 
type of layout, an account of the events is presented on the left hand side of the page written 
from the researcher's perspective. The right hand column is exclusively for primary data, 
including narrative from people involved in the change effort. 

In all, five "story boards" are presented in this style, each taking a different perspective on the 
four years of research. Data used here were selectively sampled; the sampling strategy is 
discussed in Chapter 5. This sample of data enables a balanced representation of research, 
action, results and problems and does not merely represent vignettes of success. Significantly, 
one story board is provided on the development of the research process from a 
methodological perspective. Together, the five story boards present the process of research 
that led to the framework for the institutionalisation of environmental management. Further 
rationale as to the content and presentation styles of these story boards is also provided in 
Chapter 5- Analysing and Presenting the data. 

The Story Boards are labelled as follows. 

1. ) An Account Of The Action Research Process 
2. ) Business Planning for Environmental Management 

3. ) The Changing Environmental Management Organisation 
4. ) Getting the Message Across - Environmental Management Communication 

5. ) Single Issue Focus - Improving Waste Management Policy and Practice 

The research findings presented in Table A are introduced in these story boards by way of 
themes seen in the research data. The story boards do not correlate to the findings exactly, 
although each story board introduces at least one. Chapter 5 describes where the findings 

appear in the story boards 

Page 7 



Institutionalisation of Environmental Management 

Executive Summary 

In the first story board an account of the research process is presented. Here the reader will 
learn how the framework for institutionalising environmental developed over time and 
depended on the constant interaction between researcher and organisation. Story Board One 
also charts the development of research methodologies over time. The main objective of 
Story Board Two is to establish important context for the remainder of the story 
boards. Hewlett-Packard's approach to environmental management and the researcher's 
position in the organisation are described here. Also, Hewlett-Packard's process of Quality 
Management is discussed since this was a method identified to achieve environmental 
management change. Story Boards Three to Five portray themes seen in the research data 

which eventually formed the research findings represented in Table 1. The final story board is 

not related to any of the findings specifically but includes examples that contribute to all five. 
Focusing on one aspect of environmental management, the objective of this story board is to 
highlight examples of where organisational change and environmental performance were 
achieved in the four years. Additionally, Story Board Five relies heavily on electronic mail 
messages as evidence and is therefore used to highlight the characteristics of using this tool as 
a type of research methodology. 

ix) Part Three 

In the final part of the portfolio, the framework for institutionalising environmental 
management is derived and discussed in detail. The discussion is substantiated with 
references to material contained in the story boards and other relevant research data. In this 

section the wider implications of the research will be considered both in terms of the 
framework for institutionalisation and the research method used. This section will reinforce 
the three principal contributions to knowledge, as presented on Page 1. Additionally a number 
of secondary findings are discussed including: the difficulties of researching environmental 
management as a discrete issue, the validity of electronic mail data, and the challenges of 
measuring organisational change from an insider's perspective. It will be argued in this 

section that despite these challenges, insider-based methodologies are highly appropriate for 

studying areas of the business which are recommended to be integrated with organisational 
practice, such as environmental management. Surveys and other outsider-based methods 
cannot capture the richness of organisational. life, which is now crucial to understanding the 
future role of environmental management in industry. 

Page 8 
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Part One - Research Context 

Introduction 

Part One - Research Context 
Introduction 

The first part of the portfolio (to follow) describes the context of the research project. The 
research context has been divided into four distinct areas; 

" The Players, 

" The Project Background, 

" The Literature Review, and 
" The Research Methodology. 

In essence this part of the portfolio describes the who, what, why, and How of the project. 
In other words: who were the players in the research, what was the research about, why is the 
research valuable and how was the research carried out. To familiarise the reader with the 
it players" of the research, in Chapter One a description of the research participants is 
provided. This provides an introduction to the researcher, the sponsoring company 
Hewlett-Packard Ltd (HP), and the Engineering Doctorate (Environmental Technology) 
Programme. The second chapter describes the project background, outlining the research 
objectives and their origin. A brief history of Hewlett-Packard Ltd's environmental 
management programmes is also presented as background to the project work. Chapter Three, 
the literature review, moves away from the project detail and describes some general and 
specific trends in academic research disciplines relevant to the project objectives. Besides 
literatures specific to environmental management, this section also explores subjects such as 
Quality Management, Human Resource Management and general organisational change 
literatures. The final chapter in Part One summarises the research context, setting the scene 
for Part Two where the main research activities are described. By the end of Part One the 
reader will understand the research context and will be suitably prepared for the project detail 
provided in Part Two. 

Page 9 



Part One - Research Context 

Chapter One - The Players 

Chapter One 

The Players 
1-1) Introduction 

In October 1994, a four-year collaborative research programme between Hewlett-Packard Ltd 
(1HP) and Brunel University commenced at Hewlett-Packard's premises in Bracknell, 
Berkshire. A Research Engineer, from the Brunel University/University of Surrey 
Engineering Doctorate programme, started a four year placement with the company in their 
Environment, Health and Safety (EHS) department. The research engineer had been seconded 
to assist in the development of environmental management"' systems for Hewlett-Packard 
Ltd whilst simultaneously researching for an Engineering Doctorate qualification in 
Environmental Technology. To familiarise the reader with the players (or participants) in this 
research, a brief description is provided of (1) the Brunel/Surrey Engineering Doctorate 
programme, (2) the sponsoring company - Hewlett-Packard Ltd and (3) the research engineer. 
Certainly the participants developed and adapted over time, frequently as a direct result of the 
research, but this chapter describes the participants at the outset of the project. 

1-2) The Brunel/Surrey Engineering Doctorate Programme 

The Engineering Doctorate in Environmental Technology at Brunel/Surrey Universities was 
established in 1993. The programme was developed in response to a report from the (then) 
Science and Engineering Research Council (SERC). Dr John Parnaby (President of the 
Institute of Electronic Engineers) chaired a working party to consider the increasing 
inadequacies of the traditional PhD qualification as a preparation for industrial work. The 
"Parnaby" report stated, "the major conclusion of the working party is that there is a need for 
a major new scheme providing engineering doctorate programmes in the processes and 
practice of engineering required by industry. Such an engineering doctorate would be distinct 
from, and complementary to, the traditional existing Phl), which has been criticised for lack 
of industrial relevance" (Brunel University/University of Surrey, 1996/97). The SERC 
initially set up three EngD programmes at Warwick, UNflST and Swansea/Cardiff in 1992. In 
1993 a further two centres were established including one at Brunel/Surrey. 

The company's definition of this term is discussed in Part Two of the portfolio. Other definitions, 
including the researchers, are discussed in the Project Background and Literature Review to follow. 

Page 10 



Part One - Research Context 

Chapter One - The Players 

The Brunel/Surrey programme is unique in that it has the specific theme of "Environmental 
Technology". The aim of the programme is to provide engineering doctors with the necessary 
skills to balance environmental risk along with all the traditional business or engineering 
objectives. To complete this doctorate successfully research engineers must carry out a 
doctoral standard project relating to environmental technology in conjunction with an 
industrial sponsor over a four year period. To acquire the necessary skills to complete the 
doctorate, research engineers must spend nearly all of their time with the company rather than 
at the university. They must also attend a sqries of taught masters-level modules on a range of 
subjects. The modules are highly interdisciplinary and cover such areas as Life Cycle 
Analysis, Risk Management, Environmental Sociology and Clean Technology. Typically, 
each module is organised to have a taught and a course-work componene. The research 
engineer must complete both components of each module as a pre-requisite for passing the 
degree. The breadth of subject areas taught is designed to improve the research engineers' 
academic knowledge and industrial competencies. Hewlett-Packard Ltd was one of fifteen 
companies agreeing to sponsor a research engineer on this programme in 1994. 

1-3) Hewlett-Packard Ltd 

Before moving on to the project detail it is necessary to provide the reader with some general 
information on Hewlett-Packard Ltd as the second player in this research. This section is 
divided into two parts. The first is a general introduction to the company as a whole and does 
not necessarily represent the researcher's opinion of the company. Excerpts (shown in italics) 

are taken from official HP publications and documents. The information presented in this 
section is not a complete history of Hewlett-Packard3. instead excerpts have been chosen that 
will have particular relevance later in the portfolio. 

The second section is a list of the dramatis personae that featured in the project. This list is 

provided to help the reader later in the portfolio and is presented here to introduce the 
participants of the research briefly. 

1.3.1 HP in Brief 

The Hewlett-Packard Company designs, manufactures and services electronic products and 
systemsfor measurement, computing and communication used by people in industrY, 
business, engineering, science, medicine and education. BPs basic business purpose is to 

accelerate the advancement ofknowledge and improve the effectiveness ofpeople and 

organizations. 

All items of coursework for these modules are available in the research portfolio. 
For finther information on the Hewlett-Packard company, The HP-Way by Dave Packard is 
recommended as further reading. 
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Part One - Research Context' 

Chapter One - The Players 

The company's more than 25,000 products include computers andperipheralproducts, 
electronic test and measurement instruments and systems, networkingproducts, medical 
electronic equipment, instruments and systemsfor chemical analysis, hand-held calculators 
and electronic components. Headquartered in Palo Alto, California, the company employs 
approximately 113,000people, of whom 63,500 work in the United States. HP manufacturing 
plants are located in 28 US. cities, mostly in California, Colorado, the Northeast and the 
Pacific Northwest. The company also has research and manufacturingjacilities in Europe, 
Asia Pacific, Latin America and Canada. HP sells its products and services through about 
600 sales and support offices and distributorships in more than 120 countries and through 
retail dealers. 

1.3-2) Company Culture 

HP is a company recognised for its strong company culture. As corporate cultures go, theirs is 
revered as one of the finest in the world (Thomas, 1993). Kotter and Heskett (1992) rate HP's 
culture as scoring 1.9 on aI= high to 5= low scale. This culture has survived large scale 
changes over time, moving from an instrumentation company to a household name in desk 
top printing. Kotter (1997) argues that HP's culture facilitated these changes. The following 
sections provide some background to this culture, with excerpts from official HP 
documentation. Within the company, HP's culture is called the HP-Way. The following 
section describes the development of this culture from the early days of Hewlett-Packard. 

The evolution ofthe HP Way began in the early years ofHP. Bill Hewlett and Dave Packard, 
two Stanford engineers, combined their product ideas and unique management style, and 
formed a workingpartnership. After many successfulproducts and amidst a rapidly 
expanding organization, they met in 1957 with their key managers toformalize a set of 
corporate objectives. These objectives, along with underlying corporate values that shape 
how objectives would be met, remain as thefoundationfor something special -- the HP way 
of doing business. 

The company's entrepreneurialflexibility isfostered by a decentralized organization that 
gives business units considerable decision-making authority. Collaboration with other 
companies and technology alliances allow HP to extend leading computing and instrument 
solutions to many industries. HPs openness and informality contribute to a 
non-authoritarian atmosphere. Employees share in HPIs success -- which their efforts make 
possible -- through regular cash profit-sharing and stock-purchase programs. From the 
beginning, the company has adhered to a ')gay-as-you-go "philosophy, financing its growth 
primarilyftom profits. 
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Part One - Research Context 

Chapter One - The Players 

HP's management practices are based on a beliefthat people are committed to doing a good 
job and are capable ofmaking sound decisions. Seven corporate objectives provide a 
frameworkfor group and individual goal-setting in which all employees participate. 

For this research, the most interesting and relevant corporate objective is referred to as the 
of citizenship" objective. This objective calls for BP to be a good citizen in each community in 
which it operates. On a day to day basis, as will be shown later, the citizenship objective is 
quoted in reference to environmental management programmes. 

1.3-3) Quality Management 

To help the reader understand data presented later, one further aspect of Hewlett-Packard's 
approach to management is worth mentioning in this section. Total Quality Management is an 
important subject to Hewlett-Packard. The following excerptý taken from a statement from the 
company's Chief Executive Officer, Lew Platt, shows this in more detail. 

"Quality has a long tradition at Hewlett-Packard. From the earliest daYS, ourfounders 
wanted an extra measure ofquality in every box we shipped As Bill Hewlettput it, ". -. one 

ofour basic objectives was to develop a repulationfor quality, both in engineering and in the 

equipment we produced " Our customers came to know us as a supplier of high technology 
devices that were robust and reliable, and we tookpride in the many stories of instruments 

that were droppedfrom a truck, or spattered with mud, orfrozen at some cold northern 
outpost - and kept on working. In those days, ourprima? y strategyfor quality was 
'test-fix-test': a demanding cycle ofproduct engineering that weeded out the latent 

weaknesses that might cause trouble for customers. 

In the 1970s and early 1980s, we learnedfrom the Japanese about a better way to design and 

produce quality products. Our Japanese joint venture, YHP, won the Deming prize in 1982 

for its systematic application of Total Quality Control (TQC). TQC was better because it 
focused on problem prevention through statisticalprocess management, rather than 
depending on inspection and testing. We were deeply impressed by YHPs achievement, and 

embarked on a campaign to apply the TQC approach throughout our operations. We 

engaged teams ofpeople in breakthrough improvement projects that revolutionized the way 

we work with suppliers and with customers. Our use of TQC resulted in, among other things, 

a tenfold reduction in the rate ofproductfailures experienced by our customers. 
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Part One - Research Context 

Chapter One - The Players 

Today, our company is evolving as we add information appliances with plug-and-play 
simplicity to our portfolio of instrument and computer products. This means that we will 
need to satisfy new kinds of customers - customers who wantproducts that arejar easier to 
buy and use than products of the past. To meet these new customer needs, IQC at 
Hewlett-Packard is evolving. TQC has become Total Quality Management (7Q9, a system 
that engages and aligns entire organizations in the delivery of superior value. 

On a practical level, "Quality" is implemented by a Quality Maturity System. Later, in 
Chapter Six, it will be shown that this Quality Maturity System is particularly relevant to this 
research. A brief description of this system is therefore provided here. Subsequent 
discussions in Part Two of this portfolio analyse the QMS system in relation to environmental 
management. Once again, material presented is taken from Hewlett-Packard company 
literature and does not necessarily represent the views of the researcher. 

HP believes that stronger, more competitive organizations are built through dedication to 

customers, to the application of soundprOcess management, and to the principles of 
continuous improvement. This in turn leýds to sustained business success. Quality Maturity 

is a reflection ofthis view. The ideal entity delivers the right set ofquality products and 
services in a timely, cost-effective manner. Everything it does reflects a thorough 
understanding of markets and competitors, and results in value delivered to its customers. 
The vital processes that make up an entity are pro-actively managed and improved as a 
system. Discipline and rigor in planning andprocess management help an entity to optimize 
resources, learn from the past, and stay alert to changing conditions. The QualitY Maturity 
SYstem (_OMS) helps an entity sharpen its abilities in these areas. QMS consists of training, 

consulting, and toolsfor building skills, as well as a reviewfor assessing an entity's progress 
in its efforts to apply these skills. 

The objective of the Quality Maturity System is to help build stronger and more competitive 
organizations through dedication to customers, continuous improvement, and the application 
ofsoundprocess management practices. The centerpiece ofthe Quality Maturity System is 

theQMSReview. The review is both an effective assessment tool and a powerful consulting 
intervention. It provides an entity with an objective benchmark of its progress toward 
applying quality principles to achieving business objectives and the opportunity to discover 

new ways to improve its progress. A QMS Review helps an entity view its business operation 
from a unique perspective. It does not evaluate decisions or assess results; rather it provides 
insight into the system ofprocesses, methods, and tools that drive decisions and determine 

business results. 
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The Standard QMSReviewprovides an entity with an assessment andguidance along a 
broad range oftopics. The review can be effectivefor entities at all stages ofquality 
maturity. The Standard Review is a tightly structured two-day event conducted by a certified 
Lead Reviewer and co-reviewer. Reviewers use a well-defined question set (see QMS 
Standard Review Questions) to guide them during the meeting. While the questions help the 
reviewers assess an entity's quality maturity, they are also valuable stimulifor discussion and 
consultation. The Standard QMS Review exploresfive key areas ofactivity within an entity. 
These include: strategicfocus, business planning, process management, improvement 
projects and leadership andparticipation. The reviewers consider three elements. First, they 
evaluate the extent to which the activity yields valuable results. Next, they consider the 
approach applied to achieve the results. They evaluate the methods, techniques and tools. 
They determine ifthe approach is repeatable or ad hoc; if it is preventive or reactive. 
Finally, they evaluate how well the approach has been deployed They assess the consistency 
with which the entity has applied the approach over time, and the extent to which it has been 
leveraged to other appropriate areas ofthe business. Each scoring element receives a single 
score based on a scale ofzero to five. The score reflects the reviewers'assessment ofresulls, 
approach, and deployment. 

During the project at HP, the deployment of environmental management objectives within the 
QMS system became an indication of the institutionalisation of environmental management. 
This is discussed in more detail in Chapter Six. 

1.3.4) Summar-y 

Having presented Hewlett-Packard's main areas of business, approach to management, and 
culture, the reader should now be more knowledgeable about the organisation under study. 
Three particular areas should be noted. These are that: 

HP is recognised for having a particularly strong company culture capable of surviving 
major organisational change, 
The company's long standing citizenship objective is often perceived to be the corner- 
stone of environmental management, and 
HP has embraced the concepts of Total Quality Management, using a proprietary QMS 
system to measure the organisational effectiveness of an entity. 

All three of these areas are important to bear in mind for reading the remainder of the 
Portfolio, especially Part Two where the research data is presented. 
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1.3-5) Dramatis Personae 

Many individuals took part in the research project at HP. Table B contains a list of the main 
employees involved with achieving the research objectives. These are described by an 
identifier and the role(s) which they perform in the organisation. Additionally the location of 
this role within HP's organisation is also provided. This list is provided here only as an 
introduction to the range of employees involved in the project. 

Table B Dramatis Personae 
Identificr Function(s) HP Organisation 
AW EHS Industrial Trainee UK Regulations 

BK Support Training Manager Computer Organisation Support 

BKn Ireland Country General Manager Ireland 

BS Site Facilities Manager (Satellite Offices) until Nov 97 
EHS Manager (UK Sales Region) from Nov 97 

Facilities 

CL Site Facilities Manager (CSC) Facilities 
H-C EHS Administrator (from Nov 97) UKSR EHS 

CE Marketing Assistant Local Products Organisation 

DB Site Facilities Manager (Amen Comer) (until Nov 96) Facilities 

DG UK Quality Manager Quality 

HR Site Facilities Co-ordinator (Amen Comer) until June 97 Facilities 

HS Occupational Health Nurse UKSR EHS 

IR Director ofCcntral Communications Central Communications 
TB- Site Facilities Co-ordinator (Pinewood) (until Feb 98) 

UKSR Support Services Consultant (after Feb 98) 
Facilities / Support Services 

JBr EHS Administrator (from June 97) UKSR EHS 

HR Facilities Manager South Queensferry Site Facilities 
jG- 

UK Managing Director United Kingdom 
Zý 

Researcher / EHS Engineer (2) UKSR EHS 

L TB- L Site Facilities Co-ordinator (CSC) (until Nov 96) 
Site Facilities Manager (Amen Comer) (from Nov 96) 

Facilities 

LB 

[ 

L UK Regulatory Manager (until October 97) UK Regulations 

LS L UK Integration Manager Business Development 

N G UKSR Business Solutions Manager Business Development 
TB EHS Administrator (from March 95 to October 97) UKSR EHS 

PT Amen Comer Site Facilities Manager Facilities 
ý-V UK Finance and Administration Director Finance and Administration 

SM CPO Marcoms manager Computer Products Organisation 

SP Occupational Health Administrator UKSR EHS 

TR EHS Manager South Queensferry Site Facilities 

TD Direct r of Environmental Affairs UKSR EHS 

TM UK Regulatory Administrator UK Regulations 

lizi Researcher/ EHS Engineer UKSR EHS. 
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1-4) The Researcher 

The final player in this project was the researcher. At the beginning of the project, the 
researcher had just graduated with a degree in Environmental Engineering from the 
University of Nottingham. She had no previous industrial experience relating to 
Environmental Engineering or Management and had only been exposed to research methods 
relating to the physical and applied sciences. She applied to the Brunei/Surrey Engineering 
Doctorate in Environmental Technology programme to further her environmental 
qualifications and gain relevant work experience in a high profile company. In October 1994, 
the researcher was appointed by HP. 

1-5) Summary 

The objective of this first chapter was to describe the players involved in this research project. 
A number of significant points can be noted. Firstly, although knowledgeable about 
environmental issues and engineering, the researcher's background had, until this project, 
been dominated by research models of the physical and applied sciences. Later it will be 
shown that, over time, her knowledge of qualitative and organisational research processes 
improved as the project developed. Secondly, from an organisational. research perspective, 
Hewlett-Packard looked to be a worthy subject. In particular, the company's citizenship 
objective and history of quality management suggested they might be an interesting subject of 
environmental management research. Finally, the approach taken by the Engineering 
Doctorate in Environmental Technology represented a pioneering approach to industry-based 
research. The unique combination of players resulted in an interesting and highly relevant 
piece of research that is described in the remainder of the portfolio. In the next section the 
specific project background is described in more detail. 
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Chapter Two 

Project Background 
2-1) Introduction 

The previous chapter introduced briefly the players involved in this research project. In 
essence this described "who" was involved in the project. Complementary to this, the 
following chapter examines "what" the research was about, in particular the background to 
the research project and how it was first described to the researcher. This section will enable 
the reader to understand the origin of the research objectives. 

2.2) Environmental Management in the Electronics Sector. 

In the nineteen eighties, the electronics industry, in particular computing, joined the firing 
line of firms expected to perform to high environmental standards. An extract from a report 
by McKinsey & Company consultants in 1992 describes this trend (McKinsey & Company, 
1992); "Over the course of the next few years, the changing environmental paradigm will 
have far reaching implications for the electronics industry: current product design practices 
will have to be adapted, environmental costs and revenues will be generated in serving the 
demands of environmentally sensitised markets, major new infi-astructures will have to be 
established for the collection and recycling of packaging and electronic waste; in short many 
current environmental management practices will have to be overhauled. As distribution 
channels consolidate and begin to aggressively enforce consurner demands "backwards" 
through the industry chain, equipment producers will bear the major burden of responding to 
the environmental demands of consumers and regulators alike; neither distributors nor 
suppliers are likely to seize the initiative". Similarly, a report by the "Electronics and 
Computer Industry", sponsored by The United States Department of Energy, expressed the 
problem as; "The electronics and computer industry, including computers, communications 
semi-conductors and consumer electronics, is the largest manufacturing employer in the U. S. 
The building blocks if this industry are usually viewed as relatively "clean". However, 
manufacturing by products of the electronic industry and the disposition of electronic 
products are raising important technical, financial and environmental issues" (United States 
Department of Energy, 1993). 
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2-3) Hewlett-Packard and Environmental Management 

Along with other companies, Hewlett-Packard had been following these trends in 
environmental management world-wide. Within HP, two particular areas of environmental 
management emerged. Firstly, an Environment, Health and Safety (EHS) management and 
audit system, devised in the late nineteen-eighties, provided a world-wide assessment tool for 
operational EHS improvements. Secondly, several years later, a Product Stewardshi P4 
network emerged focusing on the environmental impacts of HP products throughout their life 
cycle. These processes continued to develop separately', but were both predominantly aimed 
at design and manufacturing locations. 

According to company documentation Hewlett-Packard's Environmental Management Policy 
is expressed as follows: 

HP is committed to conducting its business in an ethical and socially responsible manner. An 
aggressive approach to environmental management, which includes occupational health, 
industrial hygiene, safety management and ecological protection, is consistent with the spirit 
and intent ofour established corporate objectives and cultural values. We recognize that our 
company, together with other business organizations, has a major responsibilityfor 
Protecting the ecology, and the health and safety of our employees, our customers and the 
communities in which we operate worldwide. 

The Hewlett-Packard environmental management objective is: 

To provide products and services that are environmentally sound throughout their life cycle 
and to conduct our operations worldwide in an environmentally responsible manner. The 
followingprinciples guide us in achieving this objective: 

" Recognize that excellence in environmentalperformance is consistent with our corpo- 
rate objectives and essential to our continued business success. 

" Ensure that environmental policies, programs andperformance standards are an inte- 
gralpart of our planning and decision-making process. 

" Regard sound environmental management as an integralpart ofour total quality com- 
mitment and apply the principles andpractice of continuous improvement accordingly. 

" Be open and responsive to the environmental expectations and concerns ofour employ- 
ees, customers, government agencies and the public by providing clear and candid in- 
formation about the environmental impact ofour products, services and operations. 

Hewlett-Packard defines product stewardship as the philosophy and practice of designing products and their 
associated accessories and processes to prevent and/or minimize adverse environmental, health and safety impacts 
throughout the product life cycle relatcd to: design, manufacture, distribution, use, take back, disassembly, reuse, 
recycling and ultimate disposition of the constituent parts and materials. 
This had specific implications for this project, discussed in more detail in Story Boards One and Three 
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" Comply with applicable environmental legislation and regulation. 
" Design and construct ourfacilities to minimize waste generation andpromote energy 

efficiency and ecosystem protection 

" Design our products and services and their associated manufacturing and distribution 
processes to be safe in their operation; minimize use ofhazardous materials; make effi- 
cient use of energy and other resources; and to enable recycling and reuse. 

" Pursue a strategy ofpollution prevention in order to substantially reduce or eliminate 
the generation of chemical and solid waste. 

" Proactively address environmental contamination resultingfrom any HP operation. 

" Foster environmental responsibility among our employees and encourage their initia- 
tive and involvement. 

" Contribute constructively to the shaping ofpublic policy based on sound business and 
scientific principles. 

" Ensure our suppliers support our Environmental Management Policy and encourage 
them to adopt similar principles. 

In 1992 Hewlett-Packard's UK manufacturing sites had been exposed to the above 
programmes and policy but the large' sales company had not seen any organised 
environmental management at all. Around that time, and due to a combination of market 
pressure and legislative developments, the managing director of Hewlett-Packard's UK 

offices recognised the need for a senior-level manager to co-ordinate environmental 
management programmes across the UK, with particular focus on the sales organisation. As a 

result, in 1993, an Executive was appointed to the position of Director of Environmental 

Affairs for Hewlett-Packard Ltd. This Executive had a large amount of experience in HP, 

previously holding such positions as Personnel Manager and Country Manager for HP 

Ireland. He had no prior experience of managing environmental management. This Executive 
believed that pressure from stakeholders relating to environmental issues would eventually 
impact business results, and that only a significant attitudinal change might prevent these 
business impacts from occurring. His vision was that, as a result of this change in attitude, 
environmental management would be institutionalised, i. e. part of normal business practice, 

within a5 year time frame. This vision was the driving force behind the research project and 
in time contributed to the title of the Portfolio. 

Around 2500 employees 
This is the main topic of the research and so will be analysed and defined in more detail in next 
chapter. 
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With his experience and knowledge of HP business methodology the Director of 
Environmental Affairs decided to implement a four year environmental management 
programme to achieve his objective. After reviewing environmental management functions at 
Hewlett-Packard in other countries, and at a corporate level, he developed the first 3-5 year 
"UK Environmental Management Ten-Step Plan" (herein referred to as the Ten-Step Plan') 
for the financial year 19959. This was the first time that HF's Ten-Step Planning methodology 
had been applied to environmental management at the company'O. 

2.4) The Research Project 

In October 1994 the Director of Environmental Affairs agreed to sponsor a researcher from 
the Engineering Doctorate in Environmental Technology programme" - It was thought that, 
through participating in the development of the company's environmental management plan, 
the researcher would learn first hand the issues and factors which affect the 
institutionalisation of environmental management over a four year time frame. This objective 
concurred with the intentions of the Engineering Doctorate Programme, Hewlett-Packard's 
environmental management programmes and to some extent the knowledge base of the 
researcher. Thus the initial scope of the project was agreed. At the start of the programme, it 
was evident that HP had identified a need for greater environmental management, but did not 
want to create additional overheads in order to achieve it. Indeed, one of the reasons that HP 
had agreed to sponsor the researcher was because they did not represent an employee (in 
head-count terms) but, nevertheless, could assist Hewlett-Packard in the implementation of 
their environmental management programmes over four years. At the start of research the 
new THS department" consisted of 

1. ) The Director of Envirorunental Affairs, 

An existing Occupational Health unit, and 

3. ) The researcher (employed as an environmental research engineer). 
Staff in the occupational health unit were provided by an established Occupational Health 

services contractor and the research engineer was contracted to Brunel University. Only the 
Director of Environmental Affairs was a full time Hewlett-Packard employee. 

Ten-Step planning is one of HP's Quality Management tools aimed at mid-range (3-5 year) planning 
and strategy development 

9 Hewlett-Packard's financial year runs from November to October 
10 Discussed in Chapter Five in more detail 
11 Described in Chapter One 
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2.5) Summary 

This section has provided a brief history of Hewlett-Packard's environmental management 
programmes prior to the start of the research project. Historically, HP had developed 
environmental management programmes in their manufacturing locations but the 
appointment of a UK Director of Environmental Affairs based within the sales company was 
a step forward. Unusually, this Director was asked to achieve his objectives without many 
additional human or financial resources. Instead his plan was to institutionalise 
environmental management within the business in a 3-5 year time frame. Since the focus of 
this research is to provide both industrial and theoretical perspectives, the next chapter 
describes the academic context of the project, in particular the literatures which relate to this 
initial project scope. 
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Chapter Three 
Literature Review (Environmental Management) 

3.1) Introduction 

Having introduced the research participants and briefly outlined the project objectives, it is 
now appropriate to position this research amongst more general organisational research and 
practice. This chapter moves away from the project detail and investigates some key trends in 
environmental management research and industrial practice. The objective of this chapter is 
to provide the reader with part of the academic context of the project. Significantly, in this 
chapter, only literatures relating to environmental management and related organisational 
practices are described. Further literatures that relate to the methodological aspects of this 
project are referred to in the next chapter, including a review of organisational research 
history. For the remainder of this chapter, the subject of the research will be considered 
Separately from its methodology 12 

. 
In reviewing the environmental management literature for this research many similar terms 
were considered to be relevant. These terms included "ecological impacts", 
er-o-management", "Total Quality Environmental Management", "environmental policy" and 
environmental strategy". In addition, over the course of the research the concept of 

Sustainable Development progressed further as a significant organisational (and political) 
issue. The objectives of this research did not include an analysis of Hewlett-Packard in the 
context of sustainable development. However, since literatures on environmental 
management and sustainability often include similar objectives and use similar terminology, a 
separation of the two areas was difficult. As a result, relevant literatures on sustaifiability and 
sustainable development were also reviewed. 

In the first section, a history of industrial environmental management is provided as context 
for the remainder of the research documentation. Following this, the literature review will 
demonstrate trends towards an integrated approach to environmental management and 
examine recommendations for achieving this goal. This section includes a review of the term 
"institutional isation" and similar terms in the literature from a number of perspectives. The 

chapter then moves on to analyse these recommendations in more deEail. Specifically three 
types of change are considered. Firstly, the role of individual employees in environmental 
management, secondly the role of business strategy and thirdly the role of company culture. 

Although it will be shown later that one could not be considered without die other. 
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The literature review will show that despite widespread support for objectives similar to the 
institutionalisation of environmental management, there is little understanding of what this 
means in practice, nor why such an objective is desirable. Additionally, it will show that 
further understanding of organisational change, in particular environmental management 
change, would benefit from insider-based research methodologies. 

3.1) A History of Environmental Management 

First and foremost, this research was about environmental management in an industrial 
setting. By way of an introduction, and to help the reader understand the context of the 
research, this section explores briefly the history of industrial environmental management. 
The role of industry in protecting the natural environment has been subject to much debate 

over recent decades. It is not the intention of this portfolio to describe this in any detail. 
However a brief introduction is presented here. 

Early ideas about managing environmental impact were centred around two supporting 
beliefs (Jackson, 1996: 43). The first belief was that it is possible to concentrate and contain 
environmental contamination, removing it from exposure to humans or the natural 
environment. The second was that it is possible to "dilute and disperse" pollution such that it 

no longer becomes a threat. Both of these were shown to be ineffective long term strategies as 
knowledge about the mechanisms of environmental impact were gained. Specific large scale 
incidents like the Union Carbide chemical release in Bhopal, India or the nuclear accident at 
Chernobyl, Russia, also raised the profile of industrial environmental management and 
caused firms to manage their operations more tightly in order to prevent similar disasters. A 

comment from the Head of the Environment at British Airways suggests the effect which 
these incidents had. "It's very difficult for top management to understand all the 
environmental issues and to understand their exposure. I suspect that one of the things that 
motivates companies is that they see what happens in Bhopal or an Exxon Valdez and they 
decide they need to bring a focus on it" (Brown, M 1995: 73-74,78). As well as 
environmental damage on a disastrous scale, concerns about air quality, shortage of landfill 

space and the destruction of natural habitats caused firms to assess their more on-going 
environmental impacts. 

The logic of the "dilute and disperse" philosophy was replaced with end-of-pipe technology. 
Firms attempted to reduce their impacts on the natural environment by adding an extra piece 
of technology to capture any un-wanted emissions prior to their release. A popular example 
was sulphur dioxide scrubbers on stacks from coal fired power stations designed to minimise 
a significant cause of acid rain. These types of technology later became known as "clean-up" 

technologies, as opposed to their "clean" successors. 
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As these technologies were developed firms began to feel the costs of clean-up operations and 
began to consider pollution prevention programmes and other cleaner technologies. One of 
the most famous example of this is perhaps 3M's "Pollution Prevention Pays" programme 
which, they claim, between 1975 and 1990, reduced their total pollution by over 530,000 
tonnes (a 50% reduction in overall emissions) and, according to company sources, saved over 
$500 million through lower raw material, compliance, disposal and liability costs (Hart & 
Ahuja, 1996: 30, Walley and Whitehead, 1994: 46). As these programmes developed, firms 
began to hit an inevitable obstacle. Low (or no) cost improvement programmes had all been 
exhausted and managers began to realise that significant environmental improvements would 
require additional effort and, probably, a new way of working. Coupled with this, consumer 
and customer awareness of environmental issues required that firms address not only the 
environmental impact of their plants' operations but also that of their goods and services. 

These types of environmental issue posed a different problem for industry. Environmental 
management had so far focused on operational controls at a site level, but modifications to 
products and services required attention to environmental issues much earlier in the product 
development process. A senior manager in Hewlett-Packard described this trend in more 
detail. "The goal now is to reduce or eliminate environmental impacts that may occur over the 
entire life-cycle of a product, not just the effects of local manufacturing processes. In Europe 
especially, this philosophy of life-cycle management or product stewardship, is proving to be 
a major driving force behind a host of legislative initiatives that are leveraging market forces 
to evoke more environmentally responsible behaviour by industry" (Bast et al, 1995: 1). For 
many large multi-national firms this meant cross-fijnctional and cross geographical 
programmes. Consequently, today, the term environmental management has come to include 

many concepts broadly associated with improving the environmental impacts of a company, 
whether they be focused on operational or product related impacts. By way of an example, 
one detailed summary of the common programme areas in environmental management is 
provided by Devereaux-Jennings and Zanderbergen (1995). Their original summary is 

presented in Table C as four groups, concerning products, employees, technical operations 
and management infrastructure. These groups were chosen as being appropriate 
categorisations of the original list and are a suitable simplification for the purposes of this 
discussion. Inevitably, such categorisation is imperfect, notably since some programmes fall 

under at least two groups, nevertheless it highlights that there are at least four different 

asPects of industrial envirorunental management. 
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Products Employees Technical Operations Management Infrastructure 
Life Cycle Analysis Environmental Officer Total Quafitý Fn% ironmental Total Quality Environmental Management 

Management 

Product Stewardship Environmental Ethic or Life Cycle Analysis Environmental Risk and Liability 
Philosophy Management 

co-efficiency Environmental Cc-des of Eco-efficiency Environmental Banking and Investment 
Conduct 

'nVironmental Labelling Principles for Pollution Prevention and Waste Environmental Accounting 
Sustainability 'Management Strategy 

Environmental PR and Environmental Awards Environmental Impact Environmental and Social Reporting 
Marketing Assessment 
Principles for Environmental Audit Environmental Sponsoring 
Sustainability 

Responsible care Environmental PR and Marketing 

Principles for Sustainability Principles for SustainabilitY 

Green Industrial Architecture Environmental Awards 

Table C Common programme areas in environmental management, modified from 

Devereaux-Jennings and Zanderbergen (1995) 

In Table C programmes which have been grouped under the "Product" category have the 

common aim of addressing the environmental impact of a firm's products and services. 
Conversely, programme areas grouped in the category of "Technical Operations" stem from 

efforts to minimise the local (and global) environmental impacts of a firm's operations. This 

might include site waste management, emissions monitoring or pollution prevention. 
Programmes grouped under the heading of "Employees" are aimed at maintaining an 
environmentally responsible work-force and finally those grouped as "Management 
Infrastructure" include initiatives aimed at developing the appropriate management systems 
and infrastructure to manage the previous three. 

All of the programmes presented here have the same mission, that is to, directly or indirectly, 

reduce the environmental impact of business activities. This is the accepted understanding of 

environmental management to date as exemplified by the definition in Croner's 
Environmental Management and Case Law (1998). "Environmental management is aimed at 

reducing the impact of human activity to such a level that environmental harm and nuisance 
is minimised and that legal liability is also minimised. It is probably best considered as taking 

environmental factors into account in all management decisions, from product design to 

ultimate waste disposal, through and including product life cycle" (Croner Publications Ltd, 

1998). 
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Of particular interest to this research, one of the programme areas depicted in Table C is Total 
Quality Environmental Management. An association between Total Quality and 
Environmental Management is often made (Mitchell and Brown, 1994; Walley and 
Whitehead, 1994; Welford, 1992; Lanuning and Hampson, 1996). It is necessary to describe 
the history of this association a little further since, as mentioned in Chapter One, 
Hewlett-Packard is considered to be a strong proponent of Total Quality Management. 

The history of quality management started with production line inspections, ensuring that 
defective goods did not reach the customer. It then moved on to more pro-active 
manufacturing technology which aimed to eliminate defects or waste at source, thus reducing 
the pressure on the end of line inspections. Eventually Total Quality Management became a 
way of managing business processes, improving customer relations and loyalty, and 
maintaining brand image. This is similar to the process of development from end-of-pipe 
solutions to clean technology described earlier. Indeed, just as TQM deals with quality at 
every stage of the production process, both internal and externally, so environmental quality 
is dependent on everyone in the organisation 'owning' some product or service responsibility 
(Lamming and Hampson, 1996: S50). The logical extension of this is that environmental 
management becomes a way of integrally managing the business rather than a well 
intentioned afterthought, arguably by addressing the most cost effective stage of the business 
process to tackle such "greening". According to the "Total Quality Environmental 
Management" orientation, organisations should attempt to develop an overall environmental 
management system (EMS) which brings together all environmental activities. The 
development of the International Standards for Environmental Management (ISO 14000 
range) and the European Commisions's Eco-Management and Auditing scheme (EMAS) is a 
sign that consensus on the content of such environmental management systems is being 
reached. These management systems and standards are a direct descendant from quality 
management and as such represent a "quality" oriented approach to environmental 
management. Newton and Harte (1997: 76) find that this approach is largely technicist in 
orientation, promoting the notion that successful organisational eco-change largely results 
from adopting the appropriate environmental technology and management system. Although 
this technicist approach has been questioned (Welford, 1993; Newton and Harte, 1997) it 
remains a popular recommendation in the literature and amongst managers in industry. 

In parallel to the development of environmental management in industry, academics were 
also struggling to define the relationship between industry and the environment. New 
publications were devoted specifically to the subject of environmental management and 
higher education establishments created courses in environmental science, engineering and 
management. 
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Within these publications, product-related environmental issues tend to remain in dedicated 
design or marketing literature with operational topics receiving more dedicated attention from 
journals such as Environmental Quality Management and Greener Management 
Inte77wional. Additionally, management theory publications (generally special editions) are 
also now featuring "the environment" as a specific topic. The October 1995 volume of the 
Academy of Management Review is a good example. 

More broadly, there are sources of literature available on subjects relating to the firm and its 
relationship with the natural environment. Paul Sabatier writes on the development of public 
policy and the roles of different actors in succesful policy development. Sethi (1995) and 
others (Raiborn and Payne, 1996; Gottlieb and Sanzgiri, 1996 for example) write on the 
development of business ethics over time. Both of these and other disciplines such as Human 
Resource Management, Quality Management and Corporate Communications help to 
understand the role of industry in the natural environment. 

Specific research into industrial environmental management also exists and varies according 
to the number of organisations studied, the degree of empirical evidence collected and the 
research method used. Some authors choose to describe environmental management practice 
generically, synthesising ideas from other technical and management disciplines. Of these, 
Starik et al (1996) focus on the area of an environmental business strategy, Hartman and 
Stafford (1997) on building green alliances and Welford (1992 and 1993) on the role of 
"Quality" and management systems in relation to the environment. In addition, some research 
has been carried out with a more empirical basis; Chadwick et al (1996) describe a study on 
the integration of environmental issues into the business strategy of Swedish firms using 
survey and documentary evidence from the firms in question, Cyswecki and Howell (1996) 

provide insight into the implementation of an environmental management system at 3M from 
first hand experience, Klinkers and Nelisson (1995) shows the benefits of promoting 
employee participation in environmental policies, and Halme (1996) provides perhaps the 
most satisfactory empirical based study in her work examining the "shifting environmental 
management paradigms" in two Finnish paper firms. 
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Newton and Harte (1997) provide an up-to-date analysis of, what they call, the "green 
business" literature. From the literature they identify two predominant solutions to what they 
term "organisational eco-change". The first is the technical solution whereby success can be 
achieved through advances in environmental technology or by the introduction of an 
Environmental Management System (described earlier). The second is a cultural solution 
where the company's culture is assumed to be "wrong" and therefore should become greener. 
These two types of approach to organisational eco-change generally tend to feature in 
different literatures and will be explored in more detail in Section 3.4 of this chapter. 

Despite these two, quite different, approaches to addressing environmental management 
issues, environmental management research and practice has focused solely on the processes 
which a firm can adopt in order to prevent negative environmental impacts. More recently 
Cramer (1998) finds this approach unsatisfactory. She defines environmental management as 
"the discipline which studies the development and shaping of environmental policy in 
business" (Cramer, 1998: 163). For her, this would then include the study of unintentional 
reductions in environmental impact as well as intentional programmes designed to produce 
the same. This definition represents a departure from traditional perceptions of environmental 
management. Previous descriptions, such as the example presented from Devereaux-Jennings 
and Zanderbergen (1995), have not recognised the complete picture of environmental 
performance improvement. Specifically, Cramer's definition would also include initiatives 
outside of a specific environmental management function, which nevertheless assist with 
environmental performance objectives. 

Cramer's definition also allows for another perspective that was considered valid for the 
research at Hewlett-Packard. An alternative view of environmental management could be the 
management of business results that are impacted by stakeholders' environmental concerns. In 
other words, environmental management could include within its definition the impact of the 
business on the natural environment and the indirect impact of the natural environment on the 
business. The former would include traditional measures such as waste reduction and 
pollution prevention, but the latter would include effective negotiations with stakeholders 
regarding their environmental concerns. It will be shown later that this dual perspective is 
more useful for those wishing to incorporate environmental concerns into normal business 
practice. The definition used for this research is based on this dual approach". 

13 This was the approach taken by the sponsoring company. For further details see Story Board One - 
Business Planning for Environmental Management. 
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For this research, environmental management is defined as "the management of real or 
perceived environmental impacts and their subsequent business impact". An environmental 
invact is defined as "any change to the environment, whether adverse or beneficial, wholly or 
partially resulting from an organisation's activities, products or services"" and a business 
impact may include changes in employee satisfaction, profit, growth, market share and other 
traditional business objectives. This definition is slightly different to those offered by 
environmental management texts previously and is significant for the project described in this 
portfolio. 

This definition does not take a unidimensional view of environmental management. Instead 
of considering the impact of a firm on the natural environment, which although essential may 
not in itself engender change, this definition allows for a firm to consider the subsequent or 
parallel impact on the business. This distinction should be considered as the research picture 
unfolds. 

Having provided a brief history of environmental management in industry and described 
some previous and emerging interpretations as to its meaning, it is now appropriate to 
consider the current status of environmental management in industry and any significant 
research areas and trends. 

3.2) Current Status of Environmental Management 

After several decades of piecemeal attempts to address environmental problems, industrial 

managers have realised that the environment requires more systematic management. A trend 
is seen in firms attempting to better align their business and environmental objectives, which 
has been represented in a number of ways. In their article, It's Not Easy Being Green, Walley 
and Whitehead (1994: 50) report that; "The common rallying cry of many environmental 
thinkers is that the environment must be integrated into everyday business decisions". 
Klinkers and Nelisson (1995) take this view also, suggesting that it is imperative for 

management to include environmental considerations in its strategy, to involve environmental 
protection in all decision making processes and to make it an internalised business goal. 

As defined in ISO 14001 (Croners, 1998) 
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The integration of environmental management is seen as a popular next step for leading 
companies. Indeed, Stikker (1992: 1) argues that an approach which does not integrate 
environmental management into operational management responsibility is reactive and 
outmoded. Within the literatures, this integration is either expressed as a need for changes at a 
strategic level, with environmental issues featuring in decision making and business planning 
(e. g. Rothenberg et al, 1992), or through large scale cultural change where employee 
involvement and understanding are the key success factors (e. g. Hartman and Stafford, 1997: 
188). These approaches appear to be based on the same fundamental objective, although 
stated somewhat differently. The objective is to ensure that environmental management is 
considered to be part of normal business practice. There are a number of related reasons for 
this direction. Firstly, as just mentioned, environmental management has frequently been 
compared to quality management where "integration" into the company was also seen as a 
key success factor (For example: Shiba et al, 1993: 29). Indeed the recent development of 
International Standards for Environmental Management (the ISO 14000 range) call for an 
EMS (Environmental Management System) to be an integrated part of the business processes 
(Watson, 1996: 52). 

Secondly, environmental management practitioners in industry have resolved the quick fixes 
within their organisations and to move forward, in the vein of continuous improvement, need 
to address more fundamental organisational issues. Also, as environmental management 
develops into broader arguments of "sustainability", employee participation with company 
decisions is seen as desirable. 

It is evident from the environmental management literatures that, in the most part, the 
integration of environmental management into normal business practice is yet to happen. 
Some obstacles to achieving such integration have been suggested (McCloskey and Smith in 
Fischer and Black, 1995). These include i) the interaction of technical and scientific expertise, 
ii) the continuing ethos of short-term profit rather than long term (business) sustainability, 
and iii) the nature of competition which currently favours survival of the fittest and not 
I survival of the species. In addition, whilst this approach is widely recommended, Walley and 
Whitehead (op cit. ) suggest that most companies (and academic studies) do not really 
acknowledge the practical implications of an "integrated" approach to environmental 
management, or the effect that this can have on business processes. one reason for this, 
which a small number of authors (Cramer, 1998; Welford, 1998; Newton and Harte; 1997) 
have recently recognised, is the research method used by environmental management 
researchers. In particular it is suggested that environmental management researchers need to 
employ techniques which are based inside organisations in order to understand the practical 
implications of the approach that they recommend. 
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This subject is discussed in more detail in Chapter 4 where organisational research methods 
are reviewed both generally and specifically to environmental management research. In 

summary, it appears that only a few authors within the green business or environmental 
management literatures have attempted to describe the issues associated with an "integrated" 

approach to environmental management. In themselves they do not represent a satisfactory 
analysis of what this approach would require. In particular these descriptions are based on 
somewhat superficial experience of environmental management in industry and therefore can 
not report the detailed implications of an integrated approach to environmental management. 

As a result of weak environmental management literature, the researcher also paid attention to 
wider management theory in her analysis of what "institutional isation" might mean. The 
following sections attempt to identify the critical elements of an integrated approach to 
environmental management and discusses them in light of this wider literature base. Insights 

are presented not only from the "green business" literature but also from general management 
theory , organisational studies and quality management. 

3.4) Integrating Environmental Management Into Business. 

Before examining the critical factors affecting the integration of environmental management, 
it is worth returning to the research objectives, as outlined by Hewlett-Packard. The objective 
of the project at HP was framed using'the term "Institutional isation" as opposed to 
"Integration". In fact environmental management writers have often expressed seemingly 
similar objectives using different terminology to represent the same types of phenomena; 
Most, it seems, beginning with the prefix "in". For instance terms such as "integrate" (Walley 
& Whitehead, 1994: 50; Chadwick et al, 1996: 61-70 ), "inculcate", "instil", "internalise" 
(Klinkers and Nelisson, 1995) and "institutional ise" (Gladwin, 1993; Barisal, 1998) are used 
somewhat interchangeably among environmental managers and green business writers. 

Many of these terms continue to be used in environmental management texts but are rarely 
defined or explained in any detail. In order to add some clarity, a brief commentary offering 
some different perspectives on these terms is provided here. All definitions are taken from the 
Eighth Edition of the Concise Oxford Dictionary of Current English. 
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The verb "to integrate" means to combine (parts) into a whole. From an environmental 
management perspective this could imply that the environment needs to be combined with 
other elements of business into an overall "whole" approach to management. The verb " to 
inculcate" however means to urge or impress a fact or habit persistently. This appears to 
imply a much more forceful and "top down" approach than the former notion of integration. 
"To instil" is to "introduce a feeling or idea into someone's mind". This implies an approach 
whereby feelings or concerns for the natural environment are introduced into the mind of 
employees. The term "internalise" can be used to mean "making something the inner nature 
of a thing". Thus environmental management would be a part of the "inner nature" of an 
organisation. 

Although only one interpretation, the definitions provided here highlight a number of possible 
explanations for what may appear to be the same phenomenon, which, put simply, is to 
establish Environmental Management as part of "the way things get done around here". Since 
they are often used interchangeably, these terms were taken as being synonymous for 
literature review purposes. The term "institutional ise" is now examined in more detail, since 
this was the term introduced by the organisation under study. There are several definitions of 
the word "institutional isation" in the dictionary. The first is to "place in an institution". The 
second is "to subject someone (or something) to institutional life, often causing apathy and 
dependence on routine". Although this definition features strongly ill common language 
usage, it is ignored for the remainder of this discussion because it is not consistent with the 
intent of Hewlett-Packard's senior staff who helped frame the objectives of this research. The 
third definition provided, which is more appropriate for this research, is to "make or become 
an institution". The word institution is defined in many ways, in particular it is described as 
an established custom, law or principle. Institutional isation is also defined in the context of 
institutional theory. Institutional theorists are interested in a "rule-like, social fact quality of 
an organised pattern of action" and "an embedding in formal structure" or, in other words, the 
process by which items become institutionalised and the role of institutions in society (Scott, 
1987; in Devereaux-Jennings and Zanderbergen, 1995), Organisationally, institutional isation 
can therefore be described as a process whereby an item becomes embedded into formal 
structure or accepted practice. 

Gladwin (1993) (as cited in Roberts, 1995) uses the term "institutional isation" specifically in 

relation to environmental management. Gladwin characterises six responses to environmental 
management, and in particular the "greening" process. The first is described as "greening as 
institutional isation". 
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Here the business organisation is reformed in order to allow it to conform with the standards 
expected by the institutional environment. Gladwin's use of the term institutional isation 
differs slightly from the one taken by this research. Gladwin's terminology suggests that firms 

can become more environmentally responsible as a consequence of the pressures placed on it 
by the business environment. 

Most of the perspectives presented here define institutional isation in broadly the same way. In 
general terms, institutional isation is a process whereby items become embedded or 
established in formal routines and social behaviour. For the purposes of this research, the 
"Institutional isation of Environmental Management is defined as "A process whereby the 
management of environmental impacts (and their subsequent business impact) becomes 
embedded into Hewlett-Packard Ltd's formal routines and organisational behaviour". The 
latter portion of this definition is derived from the definition of environmental management 
provided on Page 34. 

For the remainder of the literature review, the term "integration" will be used to describe the 
intention that environmental management becomes part of normal business practice. This 
term has been chosen as the most popular term seen in the literature. Conversely, in 
remaining sections of the portfolio, when discussing the project at Hewlett-Packard, the 
phrase "institutional isation" will be used. This was the terminology used to frame the research 
objectives. In Part Three the two terms are discussed in light of the research findings and any 
differences in their meaning explored. 

Having discussed institutional isation and some related concepts briefly, it is necessary 
examine the practical implications and requirements which would be necessary in order to 
achieve such an objective. Some authors have attempted to define organisational 
characteristics which would exist if environmental management were "integrated". In 
particular, Hutchinson (1996: 19) describes a list of factors which demonstrate "integration of 
environment policy and business strategy". 

Although the list provides some useful advice, it does not describe "integration" adequately. 
For example, some items on this list call for radical changes and represent a change in 
business philosophy. 
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Criteria Demonstrating Integration of Environment Policy and Business 

Strategy (taken from Hutdinson, 19%: 19) 

A board statement of commitment to integrating environmental management 
with business strategy, explaining how the organisation fits into a sustainable so- 
ciety and the measures needed to achieve this. 

Health and Safety of employees, customers and the community is given priority 
over profits. 

EnvironmentaVecological policy influences the design of products and services 
in direct and explicit ways 

Purchasing policy avoids scarce resources. endangered species and support for 
oppressive regimes 

Environment policy has a direct influence on manufacturing processes, mainte- 
nance practices and emissions 

Reduce, re-use and recycle are the operating principles at all sites to avoid wag 
recover resources and reduce pollution at source, with a zero waste goal 

Emissions are monitored and measured at all sites and improvement targets are 
set alongside business objectives 

Toxic substances are given special care and there are demanding targets to re- 
duce usage and cut emissions 

Products (as appropriate) and packaging are recovered after use for re-use and 
recycling 

Fig. 1 Criteria Demonstrating Integration of Environment Policy and Business Strategy 

An example would be; "Health and Safety of employees, customers and the community is 
given priority over profits", although a worthwhile goal in itself, such practice is not 
necessarily and indicator that environmental management has been successfully integrated 
into business strategy. In contrast to this somewhat philosophical goal, other items on the list 

are much more specific and tangible. For instance; "Emissions are monitored and measured at 
all sites and improvement targets set along side business objectives". Once again, this 
objective seems sensible for improving environmental performance but it may not be possible 
to identify specific events or processes where business objectives are established. Many large 

companies operate in multiple countries and in multiple markets with an increasing tendency 
towards more decentralised decision making. In this instance, is it appropriate for 
environmental performance targets to be discussed every time a business objective is 

established? It is not necessarily the case that business objectives are established on one 
occasion, making this goal more complex than it would first seem. Hutchinson's list also 
describes quite specific programmes that do not appear to relate to the degree of integration 

that has occurred. For instance, it would be equally possible to achieve improvements in 
(say) waste management without "integrating environmental management". These criteria 
describe requirements for many different approaches to environmental management which 
need not be integrated at all. 
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Despite the apparent inadequacy of these criteria for articulating an integrated approach to 
environmental management, Hutchinson also argues that some companies have already 
achieved a level of environmental management integration and suggests some reasons as to 
why. These examples include where environmental management was "a logical extension of 
an early statement of vision and values" and/or "an integral part of die company's core 
ideology". From this it appears that companies are more likely to achieve an "integrated" 
approach to environmental management when their existing values are similar to, or 
supportive of, issues associated with environmental management. In addition, it is also 
Suggested that a top executive is required to champion the issues. Without this championing it 
is suggested that a programme to integrate environmental management will fail. From this 
analysis it appears that a top management champion and organisational culture are important 
determinants of integrating environmental management. 

Other writers in the green business literature attempt to identify further aspects of an 
integrated approach. Chadwick et al (1996) examine the Swedish experience of "Integrating 
Environmental Issues into Business Strategy". Ultimately, they recommend that the 
fundamental change required is for organisations to integrate environmental issues into a total 
management framework, whereby they become a core feature of the managerial 
decision-making framework. Starik et al (1996: 14) suggest a means of "growing" an 
environmental strategy which is integrated with the business planning processes. In the above 
recommendations, several concepts stand out. These authors suggest that environmental 

management needs to be integrated with business strategy with concepts such as decision 
making and business planning featuring strongly. 

In addition to recommendations of changing business strategy, like Hutchinson (ibid. ), other 
writers recommend a more "cultural" approach to improving environmental responsibility. 
Indeed, as mentioned earlier, Newton and Harte (1997) report that one of the predominant 
prescriptions for organisational change towards environmentalism is that of "culture change". 
This has been expressed as the level of personal commitment required from everyone in the 
organisation or as the need for shared organisational values which emphasise the importance 
of environmental responsibility (examples in Starik & Rands, 1995: 914,919-920). In spite of 
the seeming immensity of this goal, green business writers often appear to assume that culture 
change is relatively unproblematic (Newton and Harte, 1997). In summary it appears that 
within the green business literature, some authors have used corporate strategy literatures as 
the basis for greening the organisation, whereas others have adopted an approach based on 
changing company culture. 
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It is argued here that each of these is unsatisfactory for different reasons. Prescriptions of 
environmental culture change are seen to be relatively unproblematic, despite organisational 
change literatures which have stated quite the opposite (Ogbonna, 1992 for example). 
Corporate environmental strategies are similarly based on assumptions of strategic 
management which are no longer universally accepted. Both of these prescriptions assume 
that change will just happen because it has to, or because an environmental strategy has been 
devised (Newton and Harte, 1997). One of the most important contributions of this research is 
the recognition that neither of these approaches are satisfactory on their own, and even in 
combination may not yield significant change. This research suggests that consideration 
needs to be given to both types of change and that all levels of an organisation both 
structurally and culturally need to be addressed in order that environmental management can 
be integrated. 

In summary, previous literatures have suggested some of the organisational elements of an 
integrated approach to environmental management. However, no one has provided a thorough 
analysis of i) the levels of organisational change required or ii) how they interact. 
Environmental management is not the first management topic which managers have 
attempted to integrate into normal business practice though. In the literature review, lessons 
were also sought from a wider management field. Two examples are particularly relevant. 

Earlier, the parallel was drawn between environmental and quality management. Thiagarajan 
and Zairi (1997a, b and c) provide a very thorough analysis of the literatures on implementing 
TQM. This analysis refers to ninety eight examples of best practice in implementing TQM 
and aims to identify some of the critical success factors. Their factors are presented here as 
further possible factors affecting the integration of environmental management. Their 
analysis includes a long list of factors including: 

" Leadership and the role of top management commitment, 
" Employee involvement, 

" The role of middle management, 
" Rewards and recognition, 
" Teamwork, 

" Communication, 

" Managing Suppliers, 

" Accredited quality management systems, 
" Benchmarking, 

" Customer satisfaction, and 
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* National Culture. 

Many of these factors are seen as being important for integrating environmental management 
into the business but to date have not been explicitly listed or explored in any detail. 

Secondly, in the field of Human Resource Management (HRM) it is also possible to find 

reference to recommendations for the "integration" of HRM policy. It is argued here that the 
integration of a human resource management policy is adequately similar to the integration of 
an environmental management policy to warrant further discussion. 

Kirkpatrick et al. (1992: 132) describe four levels of "integration" in the organisation, as 
devised by Guest (1987). Firstly, the authors suggest that human resource policy should be 
integrated with strategic planning. The next level is an integration of internal processes, in 
order to ensure internal consistency. Thirdly, they suggest integrating human resource 
policies with the management process which is described as perhaps the most important level 
to achieve. Finally, it is recommended that there needs to be a congruency between employee 
values and business goals. 

From the limited set of available literature on this topic, four subjects seemed to require 
further investigation from a wider literature base. The first is the level of organisational 
involvement required in the integration of environmental management. Some authors refer to 
the involvement of individuals (Starik & Rands, 1995; Klinkers and Nelisson, 1995), others 
the commitment of top management (Hutchinson, 1996; Watson, 1995), and further still the 
challenges of middle management in achieving change (Halme, 1996). Section 3.4 will 
explore the concept of levels within organisations and the extent to which environmental 
management could feature at those levels. 

The second subject worthy of further discussion is the notion of culture change. There are 
numerous references to this type of "greening", many of which have been contested as 
unreasonable. Section 3.4 will also explore this subject in more detail. The third subject 
worthy of ftirther analysis is the relationship between existing departments or groups within a 
company and environmental management. Reference has been made to specific departments 
in achieving environmental performance improvements but to date there have been no 
specific recommendations in this area. Finally, and cutting across these three it is necessary to 
examine the kind of change required to achieve the integration of environmental 
management. Some authors refer to changing company culture and others to business 

strategy. The section to follow will explore the integration of environmental management in 

terms of these different organisational levels. 
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3.4) Organisational Levels And The Integration Of Environmental Management 

It is not unusual to perceive or describe an organisation in terms of a number of "levels". 
Writers on organisational change (e. g. Van de Ven and Poole, 1995) have often divided their 
studies into organisational levels. As March (1981: 571) describes, "although it is an heroic 

simplification, out of which theoretical mischief can come, it is possible to see organization 
as the intermeshing of three systems: the individual, the organization and the collection of 
organizations that can be called the environment". 

Indeed Beer and Walton (1987: 356) argue that change must occur at all three of these levels 
for it to be institutional ised. Likewise, Sethi (1998: 86) argues that any signficant change in 
business behaviour requiring ethical choices must concern itself with a dual set of variables i) 
those relating to an organisations culture and ii) those relating to externally driven market 
constraints. Although an important area of inquiry, the project at Hewlett-Packard does not 
include analysis of the external environment in which the firm operates, but instead focuses 
on the interplay between the individual and organisational levels within the company's 
culture. Part Three in this Portfolio discusses briefly the broader implications of a firm 

attempting to "Institutional ise Environmental Management" in isolation from industry 
stakeholders. For the remainder of this section however, discussions are limited to internal 

organisational levels. 

The parallel between quality and environmental management was described earlier. Writers 
on the implementation of Total Quality Management have recognised the interplay between 
different levels of organisation. Shiba et al. (1993: 29) see the practice of TQM occurring at 
four levels: individual, work group, organisation and regional or industry levels. Beyond 
describing specific functions which need to address Environmental Management (see 
Hutchinson, 1996: 19 for example), the "work group" level is one which writers on 
Environmental Management seem to omit. 

Writers on organisational culture have also described organisations in terms of a number of 
"levels". Some models of culture include i) "the iceberg" -- smaller visible characteristics 
supported by a much larger, deeper set of assumptions (Atkinson, 1993: 22), ii) "the onion" -- 
with core beliefs surrounded by more layers of assumptions and rituals (Pauchant et al, 1990). 
These models say more or less the same thing - that there are very "deep" or "core" beliefs 

within an organisation's culture in addition to more visible "surface" manifestations. Smith 
(1993: 7) finds that the relationship between business and the (natural) environment can also 
be considered in terms of the 'onion model'. In this model corporate responsibility and 
business ethics lie at the core, followed by political and technical expertise, the functional 

areas of the business, and the corporate response to environmental is in. 
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There are two types of "levels" under discussion here. Firstly, it is recognised that a firm 

operates at multiple levels, from the individual to the market place, with environmental 
management featuring at each. In addition, it is recognised that, within the organisation, there 
are different levels of culture exhibited - which may also need to feature environmental 
responsibility. In a sense, the first categorisation of levels is based on numbers of people, the 
second on the varying manifestations of values and beliefs. It is recognised that 
organisational change programmes, environmental or otherwise, need to address the different 
levels in an organisation. Some authors express this in terms of structural or hierarchical 
levels, and others in terms of the different levels of culture. To some extent, Smith's (ibid. ) 
model embraces both types, with "corporate responsibility and business ethics" at the heart of 
the problem but with specific functional actions also necessary. 

Generally environmental management writers have not really explored in any depth, the types 
or levels of organisational change required to institutional ise environmental management. 
Exceptionally, Starik & Rands (1995) do recognise that ecological sustainability must be 

analysed on multilevel and multisYstemic bases. Like others, they suggest considering the 
Individual, Organizational and then other (external) levels. However, the recommendations 
from these authors are weak in terms of exploring the levels in any detail. In response to this, 
the following sections take three levels and discusses them in more detail. These are the 
individual, the work group and the organisational levels. The first section considers the role 
of individual employees in the integration of environmental management. Within this section 
both individual values and behaviour are considered in relation to environmental 
management. The second section considers the work-group level as described in the Total 
Quality literature and discusses the role of organisational sub-groups in achieving the 
integration of environmental management. Finally, the third section discusses environmental 
management change at the organisational level, discussing the role of company strategy and 
culture as environmental management becomes part of normal business practice. 

3.4.1) The role of individuals in the integration of environmental management 

Many authors (Starik, 1995; Klinkers & Nelisson, 1995; Ballantyne & Gerber, 1994; 
Hoffman, 1993; Welford, 1995) refer to the role of individuals in an environmental change 
programme. Individuals affiliated with organisations as owners, managers, employees, 
members and volunteers bring critical ideas and energy to the "greening" of organizations 
(Starik & Rands, 1995: 917). Starik argues that this innovative potential will be applied not 
to only popular areas, but also to all impacts of the organisations' products and services. 
There are two aspects worth considering at this level, individual values for the environment 
and individual behaviour. 
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3.4.1 a) Individual Values 

The role of individual values in the greening process is expressed in two ways. Firstly, it is 

recommended that firms embrace the "environmental worldview" of their employees as a way 
to influence behaviour within the organisation. Individual's fundamental values and 
assumptions about the natural environment - their environmental worldviews (Dunlop and 
Van Liere, 1978) - play a fundamental role in influencing environmental attitudes and, 
subsequently, behaviours (Starik & Rands, 1995). Secondly, a degree of "congruence" is 
recommended between the values of the organisation and the values of the individual. 

This is recommended as a method of improving overall job satisfaction and efficiency. 
Individuals develop values which shape, and are shaped by, societal and organisational 
norms. "As organisations develop these norms in the form of culture, the fit between each 
individual member's value system and that of the group's is a major determinant in job 
satisfaction and ultimate success. Without a congruent fit, a dysfunctional employee / 

employer relationship develops which may threaten to undermine organisational efficiency" 
(Hoffman, 1993: 10). 

A definition of "value" is provided by Rokeach (1973) as an "enduring belief that a specific 
mode of conduct or end-state of existence is personally or socially preferable to an opposite 
or converse mode of conduct or end-state of existence" (in Bansal, Jackson & McIntyre, 
1998). There are alternative perspectives of "value" provided by other writers on social 
behaviour but by and large they all encompass roughly the same notion of "preferable 
conditions for well being". Individuals have a wide ranging set of values including those 
relating to social, political and religious preferences. Rokeach breaks these down into either 
terminal (or ends) values and instrumental (or means) values. The former refers to beliefs 
about desirable states of existence that are worth striving for (such as happiness or wisdom); 
the latter, attainment of desirable end states (such as behaving honestly or responsibly). 

Values towards the natural environment have been expressed as being related to twelve of 
Rokeach's eighteen "terminal" values (Hoffman, 1993). It has therefore been argued that the 
environment is a growing value among individual members of society. A consequence of this 
is that these values may transfer to the workplace. Although this transfer of values has been 

acknowledged, there has not been any detailed analysis as to the importance, or otherwise, of 
these latent green values contained within the organisation, how to capitalise on their 
existence or whether these values are desirable in all employees. 
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3.4.1 b) Individual Action 

It is argued here that without the ability to take action, values for environmental protection 
may lead to frustration or superficial (short lived) compliance. Similarly, Larkin & Larkin 
(1996) suggest that organisational change will not be successful unless managers stop 
communicating about values and start taking action. "The only effective way to communicate 
a value is to act in accordance with it and give others the incentive to do the same" (Larkin & 
Larkin, 1996: 96). This raises the question of the temporal relationship between values and 
action. 

The order in which environmental values and behaviours arise is discussed by Halme (1996: 
102) and also briefly by Welford (1996: 121). Halme argues that, although commonly 
assumed to start with values, her research found that change can start at either level first and 
lead to the other. Further evidence is seen on the need to involve individuals in taking action: 
" environmental problems can only successfully be resolved if all employees understand the 

causes and consequences of such problems, and if they are provided with the opportunity to 
take action in order to redress existing problems and to prevent the occurrence of 
environmental problems in the future" Roberts (1995: 95). An important point to note about 
this quote taken from Roberts (1995) is that he refers to "all employees". This is not 
uncommon amongst environmental management writers. In particular, Welford (1995: 118) 

also calls for "every individual to be involved". It is difficult to say, categorically, whether 
these authors really mean that "all" employees need to be involved. However, to make such 
generalisations may well be confusing to practitioners hoping to develop their systems for 

environmental management . It is also common to see the vision of "all employees involved" 
in discussions surrounding Sustainability. In particular, writers (Welford, 1995; Roberts, 
1995) suggest that, at the very least, people should be encouraged to participate in decision 

making with regard to Sustainability. However, Neumann (1989: in Dunphy and Stace, 1993) 

points out that even participative approaches may not be as participative as they seem 
because, according to empirical data, approximately two thirds of a work force typically 
choose not to participate in change programmes even if they are given the opportunity. 

Later this portfolio will show that employees' values and activities were important 
determinants in achieving environmental management change. In contrast to the assumption 
that all employees should be involved a model is presented depicting a range of employee 
responsibilities possible for environmental management issues. 
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3.4.2) The work-group level 

The second level which will be reviewed here is the work-group. This term work-group is 

used here to encompass a number of sub-organisational arrangements such as departments, 

project teams or business units. Together these sub-organisations Make up the structure of 
the organisation but on their own act somewhat independently of the whole organisation. 
Despite the goal of wanting to integrate environmental management into normal business 
practice, and therefore into these sub-groups, previous environmental management literature 
has not really focused on their influence or importance. 

Hutchinson (ibid. ) and others mention several business functions which may be integrated 
into environmental management (or arguably vice versa). Specifically, in Hutchinson's 
criteria for integrating environmental policy with business strategy; Purchasing, 
Manufacturing, Design, Training and Accounting are mentioned. This list of functional areas 
is by no means complete. Other departments such as Personnel, Quality, Marketing or 
Operations Management have not been mentioned. To date, no one has adequately described 
the necessary role of groups within an organisation in integrating environmental management, 
or how they relate to other levels of change, such as the role of the individual. Later it will be 
shown that change at a work-group level depends on that group's specific objectives and the 
discretion of its employees to effect change. 

3.4.3) Organisational 1, evel 

The third type of change recommended for integrating environmental management is at a 
company-wide or organisational level. In the section which follows two aspects of the 
organisation as a whole will be considered in relation to the integration of environmental 
management. Firstly, the role of senior and then middle management is discussed and 
secondly the role of company culture. 

3.4.3 a) Company Management 

It is common for environmental management writers to assume that top or senior 
management commitment in an important factor for the integration of environmental 
management. As Watson (1995) argues; "One fundamental element of an environmental 
management system is top management commitment. A second is integration of 
consideration of environmental issues at every stage of the business process. The principle is 

simple. Get the right people involved and raise the appropriate questions" (Watson, 1995: 58). 
Few authors suggest that "top management commitment" is the only aspect of organisational 
life which must embrace the concepts of environmental management, but most argue that this 
must be present, if only at a superficial level. 
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A distinction should be made between change programmes where there is top management 
commitment and those which are driven from "the top". "Top down" change programmes 
have often been abandoned because they invoke resistance (Gould, 1996: 29). Similarly, 
Thiagarajan and Zairi (1997) convincingly argue that the literature is unanimous in 

reinforcing that top management commitment is an important factor for the successful 
implementation of TQM. 

In addition to top management, the role of "middle management" has also been discussed in 

relation to successful quality improvement processes (Roth, 1998). They have been found to 
have significant resistance to organisational change and yet represent a vital aspect of its 
success. Halme (1996: 102) also found that middle management could have a considerable 
impact on the success of environmental management changes. She also argues that even 
where change can be initiated at this level, top management support, however superficial, is 

essential to providing legitimacy for proposed changes. The importance of sub-organisational 
levels in achieving organisational change more generally is recognised. If the change program 
is to be successful, there must also be a predominance of consultative practices at the business 

unit level in order to win commitment at that level to the implementation of change (Dunphy 

and Stace, 1993: 917) . 
Since they generally operate at a company level, it is worth considering the role of recognised 
Environmental Management Systems (EMSs) in the integration of environmental 
management in this section. It is argued here that EMSs (which require management in 
themselves) actually conflict with the desire to integrate environmental management because 
they will keep environmental management as a separate consideration. By attaching a label to 
environmental management it may have a tendency to become more distinct and therefore not 
integrated. Increasingly, emphasis is seen on integrating Environmental, Health & Safety and 
Quality Management systems. These developments may in time help achieve the desired 
level of integration more than specific systems for Environmental Management. 

3.4.3 b) Company Values 

In addition to considering the company management systems and structure, it is also 
considered important to influence organisational values when integrating environmental 
management. An interview with Robert Haas (Chief Executive Officer) from the Levi 
Strauss company, provides a practical perspective on the importance of values within an 
organisation. "A company's values -- what it stands for, what its people believe in -- are 
crucial to its critical success. Indeed values drive the business" (Haas, in Howard, 1990: 134). 
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Haas makes the point that strategy and structure are not enough to ensure organisational 
success. "Values provide a common language for aligning a company's leadership and its 

people. " 

Organizational values are defined as "socially shared cognitive representations of institutional 

goals and demands" (Rokeach, 1979: 50). Organizational values provide a set of rules by 

which to interpret the complex and numerous signals within an organizational environment. 
These rules are not necessarily explicit, but they can shape and be reflected in organizational 
culture, structure, and decision processes (Barisal et al., 1998). Discussions of organisational 
values are most often embedded within discussions of organisational culture, on which there 
is a wide and varied debate, described very briefly here. 

Culture, from an organisational perspective, has been defined in man. y different ways. This is 
partly attributable to the many definitions of "culture" that have been used in the sociological 
literatures over time. Ogbonna (1992) suggests that there are as many definitions of 
organisational culture as there are experts on the subject. Brown (1995) lists some of the best 
known and widely promulgated definitions in his book on the subject and recognises two 
distinct approaches to the conceptual isation of organisational culture. These are: culture as 
something an organisation is (Brown's "Metaphor") and something which an organisation has 
(Brown's "Objective Entity"). These two quite different interpretations have governed the 
direction of research into the management or otherwise of organisational culture. Most 
commentators have chosen the latter view, that culture is an objective entity which "shapes 
behaviour, gives organisational members a sense of identity and establishes recognised and 
accepted premises for decision making" (Ogbonna, 1992). Nevertheless there remain 
proponents of the view that "organisation is culture and culture is organisation" and therefore 
the two cannot be separated for the purposes of change. Since the objectives of this research 
was to create change (possibly cultural), the "culture as objective entity" view point was taken 
for the literature review and therefore for the remaining discussions in this section. 

One of the most widely cited authors on the subject of organisational culture (Subscribing to 
this viewpoint) is Edgar Schein. Schein (1985) identifies and describes three levels of cultural 
phenomena in organisations as follows: 

On the surface there are overt behaviours and other physical manifestations (artefacts 

and creations); 

2. ) Below this level is a sense of what ought to be (values); 

3. ) At the deepest level are those things that are taken for granted as 1correct' ways of 
coping with the (business) environment (basic assumptions). 
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It is the pattern of basic assumptions (which are taken for granted) that Schein describes as 
culture (Ogbonna, 1992). The first two levels are manifestations of the embedded culture that 
are more visible within an organisational setting. Similar models of organisational culture 
have been proposed which all contain distinctions between the deeper and more superficial 
levels of organisational culture. 

As described earlier, Hewlett-Packard is recognised by some as having a particularly strong 
culture. Tushman and O'Reilly (1996) discuss the paradox of strong cultures. It appears that 
the more institutional ised or ingrained organisational norms and values are, the more difficult 
they are to change. Thus, it could be argued that if a company's culture does not support 
principles of environmental management it may be very difficult to shift the perceptions of 
managers to support environmental responsibility. Gottlieb and Sahzgiri (1996: 1276,1278) 
also discuss the role of prevailing cultures in changes towards more ethical business 
behaviour, stating that the tension between profit and ethics will either be eased or 
confounded further depending on that culture. 

If an organisation does not already have a culture which fosters ethical or environmental 
management, the recommendation from the literature to date is for that culture to be changed. 
Indeed, one of the main recommendations for achieving "Total Quality Management" (and by 
association environmental management) was to develop a "quality culture" or, in other words, 
"quality must be endemic throughout the company" (Massey, 1995). Reger et al (1994) 
describe that, traditionally, TQM experts have suggested that successful implementation'of 
TQM requires "metamorphosis; total change", "radical change.... a change in the basic 
philosophy of everyone in the company", or a "paradigm shift" similar to the re-framing that 
occurs during scientific revolutions. 

The hypothesis represented by these views is that "only when viewed as part of these larger 
organisational transformations will TQM be sustained over time and avoid being another 
passing fad" (Kochan et al, 1995). As has been shown, these recommendations are mirrored 
in the literatures on environmental management. In these literatures, the need for attention to 
environmental management requires a process of significant organisational change. These 
culture change prescriptions are seen throughout the literature. As Smith (1993: 9) argues: A 
failure to incorporate a new set of environmental values at the heart of corporate culture will 
result in a process of simply bolting on a false consciousness in the form of a green tinge. The 

obvious drawback with this type of approach is the sheer magnitude of organisational change 
required to change the culture. 
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Indeed, Rothenberg et al. (1992) argue that cultures are notoriously difficult to change and 
that it may well be more appropriate to match environmental management programmes with a 
company's existing culture. Throughout all these discussions it is evident that the integration 

of environmental management requires organisational change of some nature. How this 
change is to be achieved is not well described. The following section reviews other more 
general organisational change literatures to identify any recommendations applicable to the 
integration of environmental management 

3.4-4) How to achieve change 

Although organisational change is often seen as being necessary for integrating 
environmental management there is much debate on whether change can be planned a prioli 
at all. Hope and Hendry (1994: 63) report that, throughout the 1980s, the emphasis in the 
prescriptive organisational change literature has been on programmatic (or planned) change 
implemented in a top-down fashion throughout the organisation. Increasingly though, authors 
(Beer and Walton, 1987; Beer et al, 1990; Hope and Hendry, 1994) are beginning to doubt 

whether change can be planned or pre-programmed. Beer et al (1990) describe the fallacy of 
programmatic change. In their study of organisational change at six large corporations they 
discovered that programmed change had little positive impact on organisations: "The most 
significant changes were initiated at the periphery of a corporation, led by general managers 
as opposed to the CEO or other director level manager". 

This appears to contradict popular advice given by writers on organisational change, and 
indeed environmental management, on the importance of "top management commitment" 
which was summarised earlier. Beer et al (1990: 165) recognise this, stating "of course 
having a CEO or other senior manager who is committed to change does make a difference - 
and when it comes to changing an entire organization, such support is essential". 

However, they also recognise that this creates something of a paradox. How can a 
non-directive change programme be directed? The managers involved in successful change 
programmes in their study created a climate for change or specified a general direction that 
the company should move in without insisting on specific solutions. Hope and Hendry 
describe a similar, more emergent, approach. Beer et al. (1990) discuss this emergent change, 
stating that it is slower to emerge but more effective and long lasting than programmes 
imposed from the top. It is slow to emerge because the change process has to rely on 
initiatives that have not been enforced. It is more effective and long lasting because the 
change is volunteered by managers who see the need to change rather than the imposition. 
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Later, this portfolio will show that the researcher relied on change strategies which were 
emergent rather than directive using existing corporate objectives and core values as 
legitimising tools during the project. The emergent approach to change was consistent with 
Hewlett-Packard's culture, which is not based on command and control methods to achieve 
objectives". 

3-7) Literature Review Conclusions 

The previous sections have discussed a varied collection of literatures which help 
contextualise the project at Hewlett-Packard. It is evident that HP's objective - to 
institutional ise environmental management - is similar to other objecEives described in the 
literatures on environmental management. Although widespread acceptance exists for the 
integration of environmental management, the implications of this approach are not fully 

understood. Descriptions of what this type of approach might mean for a firm, in practical 
terms, have not been provided in the literature suggesting that the efficacy of the approach 
may not be well thought out. Those authors who attempt to list or describe elements of what 
"integration" may look like, do not describe how it may be possible to achieve those goals nor 
how time consuming or difficult it might (or might not) be. 

Different levels have been considered in the organisation. Notably, writers refer to top 
management, company culture and the role of individual employees in their recommendations 
for integrating environmental management. Despite this no single framework exists for 
managers hoping to pursue an integrated strategy for environmental management. In more 
general terms, this project is also about facilitating organisational change. Previous research 
on organisational change questions whether change can be planned at all. Through the type of 
detailed insider-based researcher called for here, organisational change researchers have 
uncovered more appropriate mechanisms for change which are more emergent in nature. 
Further testing of this more subtle type of change is required. 

15 See Part One 
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Chapter Four 
Research Methodology 

4.1 Introduction 

Previous chapters have described the research participants, the background to the research, 
and its relative positioning among organisational (and other) literatures. The objective of this 
chapter is to describe both the overall research design and the specific methodologies used to 
facilitate, observe and record the institutionalisation of environmental management. Before 
moving on to the specific methodologies used in this project a history of organisational 
research methods is provided, both in general and for the study of industrial environmental 
management. Bryman (198 7) suggests that research design is distinct from research 
methodology. The research design is the overall structure and orientation of the project, 
whereas the methodologies described are the techniques used for data collection. After an 
introduction to research methods in general, the research design for this project will be 
described first, followed by the methodologies employed within that design. The author's own 
experience of using these methodologies is recorded ina separate section of the portfolio. " 

4.2) History of Organisational Research Methods 

Perhaps the most significant early work aimed at understanding organisational life, as it 
relates to industry, was the work of F. W. Taylor and his colleagues. Unlike previous 
researchers these "scientific managers" focused on putting ideas into practice. They focused 

on increasing organisational efficiency and measuring the jobs of workers. The influence of 
this scientific management has been a lasting one. Taylor succeeded in his aim of improving 
efficiency by various "scientific" measures and, with refinements, these are still used today 
(Pugh and Hickson, 1993). These essentially scientific studies soon met with opposition from 
the school of human relations, of which Elton Mayo is perhaps the most well known 

proponent. Opposition was based on the apparent dehumanisation of participants in these 
experiments. Studies in the field called human relations instead suggested the importance of 
examining groups of workers in their natural, hierarchical structural working conditions. 
Field researchers in human relations went into the industrial plants as participant observers, or 
to gain a close but detached view of work life, through intensive interviewing and 
observation. These observations gave apparently realistic descriptions of factory life for the 
first time in academic literatures. 

16 Part 2: Story Board One - "An Account of the Action Research Process". 
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In the field of sociology Dr. Elliot Jaques, in his work The Changing Culture ofa Factory 
0 95 1), provided the first, and indeed at the time the only, significant documented experience 
of social science in a continuing relationship inside an organization (Klein, 1976: 4). Jaques 
and his collaborators in the Glacier Investigations used the technique of "action research", 
defined here by Pugh and Hickson (1983): "Working in collaboration with members of the 
firm, they (action researchers) have several aims: to study psychological and social forces 
affecting group behaviour, to develop more effective ways of resolving social stress and to 
facilitate agreed and desired social change". A more detailed description of Action Research 
is provided later in this section, since this was the chosen method used in the project at 
Hewlett-Packard. Before getting to this level of detail, it is necessary to describe the various 
types of research method used in the study of organisations. 

The methods used to study organisations generally fall in to one of two forms. So called 
if quantitative" research was typically exemplified by social survey and experimental 
investigations whilst "qualitative" research was (and still is) associated with devices such as 
Participant observation and in depth interviewing. On the surface, the difference between 
these types of research appears purely in their methodology but their application has more 
recently raised philosophical issues associated with the fundamental nature of research itself. 
Foote-Whyte (1991: 96) describes the two forms in terms of "mainstream" and "alternative" 

research. 

"Mainstream" researchers concerned themselves with macro-organisational theory and the 
processes by which environmental factors affect the organisation. They tend to employ 
questionnaire or survey research methods rather than intense observation and, broadly, 

separate research theory from practical application. The "alternative" stream, on the other 
hand, rejects the notion that theory and practice can be separated and, as a group, tends to 
focus on internal organisational change. Here it can be seen again that the type of research 
methodology applied is often linked to the content of the research, some methods yielding 
information on general organisational trends and others on more specific internal processes. 

Evered and Reis Louis (1981: 7) take a slightly different approach and describe the essential 
difference in approaches to understanding organisations as two paradigms. Whether the two 
positions fulfil all of the criteria of "paradigms" is discussed by Bryman (1988). However, for 
the purposes of this review, the terminology is accepted. The two paradigms they describe are 
"inquiry from the outside" and "inquiry from the inside". 
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"Inquiry from the outside may be characterised by the researcher's detachment from the 
organisational setting under study. In contrast, inquiry from the inside carries with it the 
assumption that the researcher can best come to know the reality of an organization by being 
there - by becoming immersed in the stream of events and activities, by becoming part of the 
phenomena of study" (Evered and Reis Louis, 198 1: 11). The authors do make the point that 
a spectrum of research styles fall between these polar extremes but that the majority of 
researchers do fall into one paradigm or the other. Once again, the difference between these 
two paradigms is based not only on the technical differences in their application but on more 
Philosophical grounds. Particularly, "inquiry from the outside" takes as its primary 
assumption that the subject under study is separated from, unrelated to, independent of and 
unaffected by the researcher (Evered and Reis Louis, Ibid. ). 

"Inquiry from the outside" is also (typically) based around a pre-selected set of categories that 

will guide the eýnquiry (Evered and Reis Louis, Ibid). This approach limits the researcher's 
perception of the research in that they may only find what they are looking for. Worse still 
they may construct relationships and patterns in the data to suit the objectives of the research. 
In contrast to this model, "Inquiry from the inside" carries with it the assumption that the 

researcher can best come to know the reality of an organisation by being there. In this 
situation the researcher must become an actor in real situations and the research methodology 
must reflect this. 

It has become common practice to associate "Quantitative" (mainstream) research with 
"Inquiry from the outside" and to assign this a positivist" label. Similarly it has become 

Common to associate "qualitative (alternative) research with "Inquiry from the inside". Guba 

and Lincoln (1982) refer to quantitative and qualitative research as resting on two divergent 

paradigms, and hence assumptions about the proper study of social life (Bryman, 1988). The 
differences between qualitative and quantitative research are both philosophical and stylistic. 
The following section describes the advantages and disadvantages of each of these 
methodological stand points in more detail, discussing any overlaps between them. In 

Providing this analysis, this section adopts Evered and Reis Louis's (1981) classification of 
"inquiry from the outside" versus "inquiry from the inside". 

17 Recognising only positive facts and observable phenomena. 
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4.2.1) Inquiry from the Outside 

Typically "quantitative" researchers have adopted the posture of an outsider looking in on the 
social world. An example of this type of study is Hirschi's study of the causes of delinquency 
(see Bryman, 1988). Hirschi expresses his preference for quantitative research; "because 
quantitative data can be analysed statistically, it is possible to examine complicated 
theoretical problems such as the relative importance of many causes of delinquency, far more 
Powerfully than with verbal analysis of qualitative data" (Hirschi and Selvin, [1967] 1973 in 
Bryman, 1988). Surveys and experiments are the main vehicles of quantitative analysis, 
although other methods such as review of official statistics, structured observation and the 
content analysis of documentation demonstrate many of the characteristics of quantitative 
research. Quantitative research is underpinned by a natural-science model where researchers 
typically refer to variables, measurement and experiments. Other characteristics of this type 
of research are that i) these studies tend to confirm rather than develop theory, ii) they are 
structured to elicit hard, reliable data and iii) they perceive reality to be static and external to 
the researcher. "Outside research is designed to be detached from, and independent of, a 
specific situation under study in a particular organization. The researcher determines the 
frequency of, and associations among, events with respect to a set of hypothesised categories 
and relationships. Meaning is assigned to events on the basis of a priori analytical categories 
and explicit researcher-free procedures" (Evered and Reis-Louis, 1991: 13). 

4.2.2) Inquiry from the Inside 

Inquiry from the inside is dominated by the qualitative research tradition. Van Maanen et al. 
(1982) describe five fundamental characteristics of qualitative research. In addition to being 
based inside the organisation under study, qualitative research has a tendency to be inductive, 

where theory is developed (iteratively) from the data. Secondly, research tends to focus on a 
notion of "normal behaviour", minimising any interruptions to this state where possible. 
Qualitative researchers also assume that there is no one social order against which deviation 

can be defined and as such do not impose structure. Finally, work of this nature involves 

contextual description where the aim is primarily to describe or reveal a social situation as 
opposed to explain or predict one. Whilst qualitative researchers do not always employ 
methods associated with "inquiry from the inside", often researchers inside organisations do 

apply qualitative research methods. 
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Within the broad category of "inquiry from the inside" researchers have adopted different 
strategies to achieve their objectives. Early work of sociologists in industry used a "medical" 
or "consultant" model where the researcher was perceived to give help and advice to the 
of sick" patient. This model implies "ill health" on behalf of the organisation which may not be 
appropriate to the given situation. Foote-Whyte (1991: 272) refers to three types of applied 
social research which vary according to the relations of the researcher to the subjects of the 
research: 

The professional expert model, in which the researcher makes a study and recommends 
a course of action to decision makers in the organisation studied (similar to the medical 
model described earlier); 

2. ) Action research, controlled by the researcher, in which the researcher aims to be a 
principal change agent as well as controlling the research process; and 

3. ) Participatory action research in which the researcher seeks to involve some members of 
the organisation studied as active participants in all stages of the research/action 
process. 

This project was most similar to number two - action research- therefore, details of this type 

of methodology are described here in more detail. 

4.2-3) Action Research 

Amongst others, Susman and Evered (1978: 586) suggest that the term "action research" was 
introduced by Kurt Lewin in 1946 to denote "a pioneering approach toward social research 
which combined the generation of theory with changing the social system through the 

researcher acting in or on the social system". However, there are conflicting opinions on the 

origins of this type of inquiry (See Masters, 1995: 1 for more detail) which include the 
Science in Education Movement of the nineteenth century, the Group dynamics movement in 

social psychology and the Post-war Reconstructionist Curriculum Development Activity. 
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Despite these conflicts, it is generally accepted that Kurt Lewin first constructed the theory 
and process of action research. The arguments advanced by Lewin for the merits of action 
research were Gestaitist" in origin. He stressed the limitations of studying complex, real 
social events in a laboratory, the artificiality of splitting out single behavioural elements from 
an integrated system, and the advantages of understanding the dynamic nature of change, by 
studying it under controlled conditions as it takes place (Foster, 1972: 530). There are many 
definitions of action research (McCutcheon and Jung, 1990: 1481; Kemmis and McTaggart 
1990: 5; Rappoport, 1970: 449 as cited in Masters, 1995) but within all of these definitions 
there are four basic themes: empowerment of participants; collaboration through 
participation; acquisition of knowledge; and social change (Masters, 1995: 2). 

The advantages of action research (expressed as opposed to positivist science) according to 
Susman and Evered (1978: 589) are that action research: 

" is future oriented - dealing with the concerns of actual people; 
" is collaborative - meeting the needs of both the researcher and the client Organisation; 

" Implies some system development or competency building as opposed to a one off 
solution; 

" generates theory which is grounded in action; 
" is agnostic in that it recognises that theories are based on previous actions and will re- 

quire continual reformulation, and 
is situational i. e. does not ignore the context of the phenomena. 

Most of these advantages relate more generally to "inquiry from the inside" methods, some of 
which need not involve any action on behalf the researcher. Advantages which are specific to 
action research relate to the collaborative nature of this type of work. Researchers are not seen 
as outside consultants, more often as permanent or semi-permanent members of the 
Organisation. Despite these apparent advantages the work of action researchers has been 
criticised. Pam Swepson (1998) has expressed concern that practitioners of action research 
have become "trapped" by their ideals of value free science in their studies. "It seems to me 
that this has happened in some of the literature on action research when theorists have rightly 
attempted to establish the ideals of participation and emancipation, in reaction to the 
untenable ideal of the philosophy of a value free science" (Swepson, 1998: 1). To overcome 
this Swepson (ibid. ) recommends that practitioners of action research maintain the strong 
ideals of action research as a vision (which can never be attained), but remain liberated to deal 

with local conditions when it comes to specific methodologies. 

Gestalist refers to when an organised whole is perceived as more than the sum of its parts- 
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It has been shown here that research in organisations has a long and somewhat turbulent 
history and a divergence of ideals has emerged between "quantitative" and "qualitative" 
researchers. The next section describes how these methodologies have been utilised to 
understand the organisational phenomena associated with environmental management 
generally. 

4-2.4) Research Methods in Environmental Management 

To date environmental management researchers have either gained limited access to an 
Organisation and conducted a series of interviews or documentary analyses, or they have 
studied the Organisation from the "outside". Studies of multiple organisations have tended to 
be empirical in nature, once again with only "outsider" research strategies being employed. 
This is not surprising as multiple Organisation studies are time consuming and difficult to 
achieve with an "inside" approach. A review of environmental management literatures 
suggests that relatively little empirical research has been carried out in this area. In addition, 
the ma ority of environmental management researchers have adopted research methods more 
akin to "inquiry from the outside". There is great opportunity for organisational and 
environmental management researchers alike to adopt "insider" methodologies and gain more 
detailed insights into the processes of successful Environmental Management. A handftil of 
authors (Cramer, 1998; Welford, 1998; Newton and Harte; 1997) have recently recognised 
this opportunity. Understanding the complex interactions between the various actors inside 
and outside the company requires an insider's view, relying upon psychological, sociological 
and/or anthropological data and confidential strategic information (Cramer, 1998: 170). 

4.2.5) Summary 

To summarise, after several decades, it seems writers in a diverse range of fields have 
recently called for a return to types of insider-based research. Evered and Reis-Louis (199 1: 
18) argue that organisational inquiry is currently characterised by two broad approaches. One 
is methodologically precise, but often irrelevant to the reality of organisations; the other is 
cr4cially relevant, but often too vague to be communicated or believed by others. They argue 
that ways are needed to improve the relevancy of one and to improve the precision of the 
other". Similarly, writing on the need to understand organisational change, Orpen (1994: 64) 
recommends that researchers adopt a style of research that (a) accepts that the investigator 
will affect what he or she is studying - that he or she is part of the 'field' under investigation, 
(b) involves the investigator in the changes that he or she recommends - to learn first hand 
what is involved, and (c) tries to be as systematic as possible in theorising and examining the 
effects of intervention, but without trying (vainly) to follow the research models of the 
Physical sciences. 
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In the area of Strategic Management, Snow and Thomas (1994) analyse the current nature of 
related field research. They also describe an overemphasis in explanatory research that uses 
surveys and other secondary data sources, as opposed to measures such as interviews and 
observation. It was shown that Beer and Walton (1987) also called for a return to the action 
research traditions of Organisational. Development and a re-focus on describing the context of 
organisational change. Further, March (198 1) suggests that it may be a mistake to focus 
research efforts on "dramatic" explanations of change. Consistent with arguments presented 
in the literature review section, he argues that most change in organizations results neither 
from extraordinary organizational processes or focuses, nor from uncommon imagination, 
persistence or skill, but from relatively stable routine processes that relate organizations to 
their environment (March 1981: 564). This type of change is arguably more easy to record 
from the inside of an organisation. 

At this time it is also evident that environmental management research falls mainly into 
Foote-Whyte's mainstream category and has not yet benefited from the insights of prolonged 
inquiry from the inside. Most researchers in environmental management investigating 
companies' behaviour are "outsiders" (Cramer, 1998: 170). Their research is often based on 
interviews with key persons and formal written documents. Subsequent chapters show that 
the research project at Hewlett-Packard aims to provide the balance between rigour and 
relevance now called for, contributing to the understanding of social science application in an 
industrial setting. This also responds to the call for an increase in studying the processes of 
environmental management from an "insider's" perspective. In doing this, the research makes 
a significant contribution to the discipline of environmental management. 

Having presented a summary of current trends in research methodology, both general-ly and in 
the area of environmental management, it is now appropriate to describe the methodology 
chosen for this research. In the sections which follow, details of the specific research method 
and methodologies used at Hewlett-Packard are provided. 

4-3) Research Design 

Before moving on to the eventual research design, it is worth considering the development of 
the researcher's understanding of research methods. As mentioned in section 1.4, prior to the 
start of this project the researcher had no industrial experience relating to environmental 
engineering or management and had been exposed only to research methods relating to the 

physical and applied sciences. This scientific background influenced the researcher's early 
perceptions of the research method. 
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The first six month report of this portfolio" states 
"Although "The Institutionalisation of Environmental Management" could be described as an 
organisational issue, the project can still be treated as any other engineering investigation" (Jackson, 
1995a). 

By the second six month report, the researcher was talking in terms similar to those used in 
the natural sciences; 

"Institutionalisation of environmental management cannot be measured directly. Tbus, a number of 
inferential indicators will be used to assess the degree to which institutionalisation has occurred" (Jackson, 
1995b: 2). 

but she was beginning to recognise more qualitative techniques as being appropriate. 

"Over the last year, I have found a number of formal research methodologies which could be used in this 
type of project. I intend to evaluate a number of these in the next six months to provide an academic 
grounding for the research activities. Briefly as an introduction to that evaluation I will be considering 
(amongst others) Organisation Learning Histories, Active Research in Organisational Change and 
Longitudinal Research Methodologies" (Jackson, 1995b: 9). 

By the half way point of the project, the researcher was describing the research methodology 
in much more qualitative terms. 

" This research is a four year individual case study from which it is hoped that broader and general 
conclusions will evolve. Case study research is appropriate for this project as it allows for a'processual, 
contextual and generally longitudinal analysis of the various actions and meanings which take place in 
organisations' "(Jackson, 1996b: IS) 

These excerpts show how the researcher's understanding of methodological issues changed 

over time. This was as a result of both experience and literature analysis. The following 

section now describes the research method, written from a newly informed position about the 

type of research project which this research resembles. 

As discussed earlier, research into organisations, whether focusing on organisational 
behaviour, organisational change or strategic management (amongst others), has been split 
into one of two principal types, namely mainstream and alternative The Engineering 
Doctorate programme" (associated with this research project) advises research engineers to 

spend as much time as possible at their industrial sponsor's premises to conduct their 

research. In this particular project, Hewlett-Packard was also keen for the researcher to be 

involved in the organisation's activities and assist in the implementation of their 
environmental management objectives. Given the prospect of prolonged access, combined 
with the opportunity to influence change at the company, the researcher decided to employ a 

research design which was more "alternative" in nature. 

19 All of the Six month reports are presented in chronological order in Part Four of the Portfolio 
20 See Part One: Chapter One - The Players. 
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Schein, 1996 summarises one advantage of this type of approach: "Particularly in relation to 
culture, when I see my colleagues inventing questionnaires to "measure,, culture, I feel they 
are simply not seeing what is there, and this is particularly dangerous when one is dealing 
with a social force that is invisible yet very powerful". The remainder of this section describes 
this design in more detail. 

4.3-1) A Case Study Of Hewlett-Packard 

The focus of this research is specific to Hewlett-Packard Ltd. Such detailed organisational 
inquiry falls under the description of case study research. Case study research consists of a 
detailed investigation, often with data collected over a period of time, of one or more 
organisations, with a view to providing an analysis of the context and processes involved in 
the phenomena under study (Hartley, 1994: 208-209). 

This statement by Hartley (ibid. ) can be broken down for discussion. The first point to note is 
that case study research consists of a detailed investigation, often with data collected over 
time. This research is a detailed investigation at Hewlett-Packard Ltd with data collected over 
a four year period. The second aspect of Hartley's description is that it can be of one or more 
Organisations. It is the intention of this research to focus solely on the internal aspects of 
Hewlett-Packard's environmental management programmes and as such will not look to other 
Organisations (in any detail) for comparisons or similarities. In choosing to focus solely on 
One Organisation, this research is open to criticisms of non-representativeness and 
non-generality. This research does not intend to represent a "sample" of organisational life. 
There may be lessons which can be applied (with due caution) to other organisational 
situations (these are discussed in Part 3 of this thesis) but this is only a secondary objective. 
Consistent with the recommendations of Wainright (1997: 7), the primary concern for this 

project was the validity of data collected, that is, whether or not the data expresses the 
considered and authentic views of the informant, as opposed to any attempt at generality. The 
final aspect of Hartley's definition is that case study research provides an analysis of the 
context and processes involved in the phenomena under study. This research provides an 
analysis of the context and processes involved in the institutionalisation of environmental 
management. Hartley (ibid. ) also suggests that case study research is suited to probing areas 
of original and emergent areas of theory. As discussed in the literature review, a thorough 
description of industrial environmental management has not yet been provided. Through 

applying the case study approach, the research at RP makes a direct contribution to this field. 

However, the concept of the "case study" is not without its problems. 
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As with other qualitative research, case studies have been accused of lacking in rigour and 
reliability, hence not addressing the issue of generalisability so fundamental to scientific 
research. This quite fundamental conflict affecting qualitative research is an important point 
to note and it will be revisited in Chapter 12 in the light of the research conclusions. 

4.3-2) An Inquiry From The Inside 

In addition to being a case study, this research is also an "inquiry from the inside" (See 
Evered and Reis Louis, 198 1). This is partly due to the opportunity for "inside" research 
offered by the organisation under study and partly due to the lack of such research in 
organisational inquiry as a whole. The researcher was situated in the Environinent, Health and 
Safety department at Hewlett-Packard's UK Headquarters in Bracknell. Chapter 2 described 
the background to the project and the function of this department in more detail, this chapter 
instead focuses on the research strategies employed by the researcher for her inquiry. 

Insider research methods have both advantages and disadvantages. They are accused of being 
tainted by the "fallacy of subjectivism" (Russell, 1945 in Evered and Reis Louis, 1981) in that 
the findings can be distorted and contaminated by the values and the purposes of the 
researcher. Russell is suggesting that it may not be possible to be completely subjective in 

any project where the researcher is closely involved with the subject of the research. Such 

studies may appear to be so ffizzy that the findings often have dubious precision, rigour or 
credibility (Evered and Reis Louis, 198 1). It is arguable whether any type of scientific 
research can be completely objective. Indeed it has been argued that the values of the 

researcher and the context (political, economic etc. ) in which the research is carried Out may 
influence the results of even quantitative research. However, this does not reduce the 
importance of avoiding close association with the subject of inquiry in insider based research. 
In this project several strategies were employed in an effort to increase the objectivity of the 
research: 

1. ) The researcher spent time removed from the organisation in order to step back from the 

research and analyse the emerging data. 

2. ) Regular supervision from external supervisors was provided to ensure that the 

researcher had not "gone native". 

3. ) Third party researchers (external to the organisation) were used to corroborate some 

data. 21 

Details of the corroborating activities are described in the Six Month reports. 
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These strategies helped build awareness for the problems associated with "inquiry from the 
inside" and helped to reduce their prevalence. The advantage of conducting research from an 
"insider's" perspective is that a rich appreciation of organisational context can be achieved, 
where meaning is developed from the point of the view of organisational. participant. The 
researcher was able to learn first hand, the factors associated with the institutionalisation of 
environmental management from several perspectives. These are described in more detail in 
the next section. 

4.3-3) An Action (and) Research Approach. 

Also described earlier, research conducted from the inside of an organisation uses a number 
of techniques to elicit information on the organisation's activities; surveys, focus groups, 
interviews all being common examples. Observing a system from within, however, 
undoubtedly causes some degree of influence over the system under observation, hence 

qualitative research techniques have dominated this type of inquiry. "Action research" is the 
Most popular term used for research, conducted inside organisations, which is based on the 

researcher's active participation with the organisation. Jones (198 7: 24) describes her 

experiences of action research as "intensive, longitudinal involvement with particular 
individuals and groups within particular organisations, with the intention of understanding 
how these people experience, give meaning to, act and interact with respect to particular 
situations. " 

The important concept in this statement is involvement. In this type of project researchers are 
active in the organisational processes under study. This can be seen as an extension of 
Participant observation, where the research may passively participate and observe as opposed 
to intentionally acting as change agent. Action research brings to the forefront the key issue 

of the link between theory and practice, and the need to ground and test ideas for practice 
within that most exacting of testing grounds - organisational life as it is actually experienced 
and enacted by its members. Action research is particularly suited to studies of organisational 
change. Lewin's (ibid. ) original formulation emphasises the process of understanding through 
initiating change (Jones, 1987: 30). 
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As Sue Jones (1987) describes - "the action researcher is concerned with understanding the 
impact of interventions intended to affect the way in which change occurs". Several authors 
(Clark, 1972; Carr and Kemmis, 1983; described in Swepson, 1998) have proposed models 
for conducting action research. Some of these recommend specific models or processes to be 
applied irrespective of the organisational conditions, whilst others suggest a more tailored 
approach, taking local conditions into account. Several authors (in Masters, 1995) discuss the 
modes of action research as falling under three categories. It is not in the methodologies that 
the three modes of action research differ, but rather in the underlying assumptions and world 
views of the participants that cause variations in the application of the methodology (Grundy, 
1982: 363; cited in Masters, 1995). The following table, taken from Masters (1995) outlines 
the three typical classifications. 

Table D Classifications of Action Research 

Technical Action Mutual-Coll b ration Participatory Action 
Philosophical Base 

Research Action Research Research 

Natural Sciences Ilistorical-Hermeneutic Critical Sciences 

jty The nature of reality Single, measurable, Multiple, constructed, holistic I* ti Social, economic. Exists with Soci 
fragmentable problems ofequity and hegemony. 

Problem 'le Defined in advance Defined in situation Defined in situation based on 
values clarification 

Relationship between the Separate Interrelated, dialogic interrelated, embedded in society 
Knower and Known 

oo IF ýus cus on collabora tit)n Technical validation, Mutual understanding, new theory, Mutual emancipation, validation, 
theory refinement, deduction inductive refinement, new theory, inductive, 

deductive 

Type of knowledge produced g 
S 

Predictive Descriptive Predictive, Descriptive I 

hange Dýuratýion C 

E 

Short Lived Longer lasting, dependent on individuals Social cha nge, emancipation 

The nature of understanding Events are explained in Events art understood through active ýu Events are understood in terms of is 
terms ofreal causes mental work, interactions with external social and economic hindrances to 

and simultaneous context, transactions between ones true equity 
effects mental work and external context. 

The role of value in research Value free Value bounded Related to values ofcquity 

Purpose of research Discovery of laws Understand what occurs and the meaning Uncover and understand what 

underlying reality people make of phenomena constrains equity and supports 
hegemony to free oneselfof false 

consciousness and change practice 
to more equity. 

The research at Hewlett-Packard did not fit nicely into one of these classifications, although it 

was more closely aligned to the second "Action Research" classification. The research 

problem was defined in-situ, the researcher was integrated fully with the organisation and was 
hence not value-free, the purpose of the research was to understand developments in 

environmental management and how employees understood the phenomenon, and the change 

was designed to be longer lasting than interventionist driven change. 
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However, rather than limit the scope of this study to one type or mode of action research, in 
this portfolio the research methodology will be described as it happened. This will form the 
basis of one chapter in Part Two of the portfolio. The methodologies described in the next 
section may fit, in parts, with the cyclical (or other) models described in action research 
literature, but they are also driven somewhat by the situational elements of the research and 
the practices of the sponsoring organisation. 

The objective of the following section is therefore to describe the type of action which the 
researcher was able to influence during the research, how leamings from those actions were 
fed back to the organisation and how this entire process was recorded and analysed. The 

research methodology for this project can be divided into two parts; namely the 
methodologies for action and for research. Although this is not an entirely appropriate 
division, (all action is research in this project) it is the most suitable for presentation. Action 

methodologies describe how the researcher facilitated change towards the "Institutionalisation 

of Environmental Management" and research methodologies, how resulting data was 
recorded. 

4-3) Methodologies for Action 

There were two elements to the actions taken at Hewlett-Packard during this research. These 

can be described as i) the relationship between the researcher and the informants within the 

organsiation, ii) the objective of the actions taken. These are described below. 

4.3-1) Relationship with informants 

In action research projects (and in fact other qualitative research) researchers may adopt a 

number of different roles in order to make sense of their work at the company. The roles 
which were assumed for the project at HP were; 

Participant Observer. - In this role the researcher was Participating in the organisation, 
but was not instigating any planned change. This was a passive role. 

Change Agent: - In this role the researcher was actively introducing change to the com- 
pany, making note of any results. This was an active role. 
Hewlett-Packard Functionary: - The researcher quite often behaved as a "normal mem- 
ber of staff' in the Environment, Health and Safety department. 
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The roles presented here highlight, once more, an issue central to qualitative research, that is, 
the issue of detachment. The necessity of establishing a rapport in order to gain access to 
what might be sensitive or closely guarded information means that the degree of detachment 

associated with quantitative research (described earlier) may not be viable or desirable 
(Wainright, 1997: 7). In this case, detachment from the organisation was both desirable and 
yet undesirable. It was desirable because, at 14P, external perspectives are often given more 
credibility in change programmes (hence the frequent use of consultants in this area), but it 

was undesirable in that detachment from the situation may not have yielded such rich 
contextual data. Most, if not all, employees at the company were aware of the research but 

accepted the somewhat (at least) "dual" role which the researcher played. 

Qualitative researchers have frequently suggested that research design, data collection and 
analysis are simultaneous processes (Burgess 1984a, 1984b; Habenstein, 1970) (Bryman and 
Burgess, 1994). This was true for the project at Hewlett-Packard. In adopting the above roles, 
the researcher was continuously mindful of the research objectives throughout the project. 
Preliminary hypotheses would form and guide subsequent action at the Company. In order to 

portray the ongoing development of research ideas, a chronology is provided on the process 
of action research. This is Story Board One - An Account of the Action Research process. 

4.3-2) The objective of actions taken. 

The second aspect of the "methodologies for action" worth considering is the methods used 
by the researcher to assist HP in achieving the "Institutionalisation of Environmental 
Management". They are presented here together as an overview, the action research story 
boards in Part Two of the portfolio describe each of these activities in more detail. Three 

types of action dominated this project, which were each aimed at achieving specific but 

different results. The methodologies were based loosely on elements of Hewlett-Packard's 
Quality Maturity systemý', in particular, Process Management. HP describes its business 

activities in terms of Six Key Processes. These are, Customer Voice, Business Planning and 
Control, Product Generation, Order Generation, Order Fulfilment and People Development & 

Organisational Leaming. 

22 See Part 1: The Players 
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These are shown in Fig. 2 

Ensure appropriate organisation , structure & sidlis 

People development and organisational leaming 

Customer Business Product Order s Order 
Voice planning generation generation n on fulfilment 

and 
control 

Collection, analysis Using ten-step Change, Create Deliver to 
& interpretation of (or similar) develop or awareness, expectations 
prioritised and process, set up source to appreciation & ensure 
relevant customer plans, meet & demand customer 
needs processes and customer for products satisfaction 

controls to needs 
satisfy 
business 
objectives 

Fig. 2 Hewlett-Packard's Six Key Processes. 

Applying these processes, the researcher could see that in order to "sell" Environmental 
Management within the organisation, there were a number of important areas of attention, 
adapted from Fig. 2 Some areas, represented in italics, will be discussed in more detail since 
they represented the main areas of activity. 

Identification of internal and external customer Environmental Management needs, 

Environmental Management business plans to speciJy and control objectives, 
Development of Environmental Management products and services to meet customer 
needs, 
Creating awareness and demandfor Environmental Managementproducts and 
services, 

" Delivering Environmental Management solutions to fulfil customer expectations, and 

" Building and monitoring an Environmental Management organisation to achieve spe- 
cific objectives. 

During the project, the researcher was involved in all of these areas although, as mentioned, 
three types of action research dominated. 

Page 64 



Part One - Research Context 

Chapter Four -Research Methodology 

The first type of action consisted of determining Environmental Management business plans 
to specify and control objectives. The researcher perceived this as an indication of how to 
achieve and measure the "Institutionalisation of Environmental Management". On a day to 
day level this took the form of influencing the EHS departments plans and targets, discussing 

research progress with the Director of Environmental Affairs and assisting with the 
department's quality performance self assessment. Each of these is evident in Story Board 
Two - Business Planning for Environmental Management. 

The second type of action involved more interaction with other members of the organisation 
(not just the EHS department). The aim of these activities was to achieve specific 
environmental management improvements in line with the overall objective of 
institutionalisation. Specific programmes included office waste management, packaging 
recycling and recovery, evaluating transportation impacts and product stewardship. Part Two 

of the portfolio describes the actions involved in establishing teams to tackle these issues and 
the progress of one specific area (waste management) throughout the project. 

The third type of action was aimed at raising the general awareness of environmental issues 

amongst the whole organisation (Creating awareness and demand for Environmental 
Management products and service). This included co-ordinating newsletters, notice-boards, 
events and presentations. 

Each of these action areas were present in all four years, but the specific programmes and 
level of involvement changed over time. This variation in methodology is demonstrated in 

Table E. Evidence supporting the information contained within this table can be found in Part 

Two of the Portfolio. Table E shows that, in the first year, planning activities were merely 

administrative, the researcher would up-date the EHS business plan with little influence over 
its content. Other activities were also "low-level" and fairly limited in their application. The 

main issue area progressed in the first year was waste management, chosen by many 
Environmental Management practitioners as a first step because short term objectives can 

easily be achieved. In the second year the researcher was responsible for co-ordinating EHS 

Planning and building on the foundations established previously. She became an active 

member of EHS teams and processes. Other areas of environmental management started to 

feature in the change work but waste management continued to dominate. 
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Table E Variation in the areas of "Action" over four years 

Type Year I Year 2 Year 3 1 Year 4 1comments I 

Planning Administrative Specific Overall focus Facilitates This allýwed for a 
rs ship of owne programme P( oint for EHI implementation c natural areer" 

EHS plan owner for plan. planning activities and review of progression of the 
EHS Plan 

I 
EHS plan researcher whilst giving 

J 

co-ordinator her constant access to 
EHS plans 

Communication Site / functionally Pilot large-scale I Consistent and Deployed 1 allowed for a build I This 
focused. " Low awareness and regular internal co m niation mn uIL e - up or a areness rather w 
level" internal information environmental objectives, more than early overkill. Also 
environmental projects. communications. external allows the organisation 
communications External Some proactive representation to become familiar with 

presentation as external the researcher as 
required presentation environmental person 

gradually 
Involvement Member of EHS Active member Some team Reduced This allowed for a range 

I 

teams / of EHS teams, leadership, involvement with the of types of activity in 

committees. Pilot some facilitation where teams, support as research. Allows for 
"green" only facilitation of required. Start appropriate, access to several levels 
teams objectives. reducing any leadership if of organisation in 

Further "green" dependency, necessary. change process. 
teams as Activity outside European and 
required. UK as well. international 

involvement. 
Issue Focus Waste Product Green Purchasing Transport Different areas allowed 

Management Stewardship for different types of 
issue to be considered. 
Had to be subject to 
organisational 
conditions though. 
These were set in 
advance but were not 
strictly followed 

By the third year the researcher was leading change in a number of areas. She was the overall 
focal point for developing the EHS business plan and was recognised as a valuable 

contributor to EHS management. In this year, the researcher also started to reduce 
dependency on her support in line with the objectives of "institutionalising" environmental 

management. The final year of the project saw a continued increase of activity in all the 

action areas, but this also had to give way to the objectives of analysing and interpreting the 

collected data. In order to help this, a student in the department was allowed to help the 

researcher achieve her "action" objectives whilst she was concentrating on the final stages of 

the research. To a large extent these methodologies developed, and many lessons were 
learned, as the research progressed. In addition to the methodologies for action, there were 

also specific research methodologies used to capture data during the change programme. 

These are described in detail in the next section. 
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4-4) Research Methodologies 

There are many research methods associated with organisational research. Many case study 
researchers, in their pursuit of the delicate and intricate interactions and processes occurring 
within organisations, will use a combination of methods, partly because the complex 
phenomena may be best approached through several methods, and partly deliberately to 
triangulate (and therefore improve validity). Bryman (1989) lists seven distinct types. Only 
two of Bryman's types were not used in this project. Structured observation is normally 
carried out by a researcher who does not participate in the day to day activities of the 
Organisation. In this project it is part of the design that the researcher plays an active part in 
day to day activities so structured observation would be difficult to achieve. Similarly for 
Simulation, there is no need to simulate real life situations because the researcher is involved 

so involved in the Organisation. Table F outlines the main examples of the methodologies 
used in this research according to Bryman's categorisation. They are presented here as a brief 
introduction. Each of them is mentioned throughout Part Two of the Portfolio, where the 

project detail is described. 

Each methodology is now discussed in more detail in generic terms. 

4.4.1) Self Administered Questionnaires. 

Self administered questionnaires are normally a set of questions which the respondent 
completes on their own. The questionnaire is designed such that the responses can be 

assumed comparable. Filling in surveys or questionnaires at work is time consuming, 
especially if the subject matter appears irrelevant or of little value to the company. Internally 

at Hewlett-Packard, people hesitate to use surveys as a primary source of data for that reason. 
However, there are advantages to carrying out surveys, if a good response can be generated. 
In order to obtain a yardstick for the level of awareness in a company, a broad survey could 
be an appropriate mechanism. In this project the researcher used existing surveys, that were 

considered "normal" at the company and hence generated a good response. 

For example, in 1995 the researcher was able to adapt one internal survey at Hewlett-Packard 

to include environmental questions on a permanent basis. Occasionally separate surveys were 

carried out for the specific purposes of this research. For example in March 1996 a survey of 

recycling behaviour was carried out by the researcher and other members of a waste 
management project team". 

23 See Story Board Four - Single Issue Focus: Improving Waste Policy and Practice 
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Table F Research Methodologies 

Company Objectives Research Objectives No. of Dates Conducted 
Participants 

Self Administered To assess the To assess employee awareness 500 random March 1995 
Questionnaires effectiveness of of the EHS department and 

"Platform" functions in their specific programmes 500 March 1996 
delivering services to semi-targeted 
HP businesses 
To measure HP To measure employee 2,000 May 1996 
employee satisfaction satisfaction with H? s 

environmental performance May 1998 

To assess employee To assess employee awareness 60 March 1997 
awareness of recycling of recycling facilities in the 
facilities in the office office 

Structured S tr u c tu re d Incidental To determine the perception of 15 June 1996 
Interviews In t er v e w s Environmental Management at 

HP amongst HP managers and 
employees 

a Participant 

F 

l ips t I ' I n Independant observer's To participate in and observe up to 2500 Constant 
O bs e rvati on perspective the implementation of (approx. 100 

Environmental Management regular contact) 
U Unstructured nstructured Numerous To find out specific managers not recorded Opportunistic 
I Interviewing nterviewing employees perceptions 

regarding specific topics 
rchival Information used to discover 

Information the following: 

I(Official Record Retention and HP position statements on unknown 
' 5une 1992 

Documentation) Filing Environmental Management (approx. ) to 
issues I September 1998 

(E-mail) Communication Employee reflections and several thousand I December 1994 to 
between employees statements on Environmental messages 

I 
September 1998 

Management topics recordcd 
(Memos etc. ) Communication Employee reflections and unknown December 1994 to 

b etween employees statements on Environmental September 1998 
Management topics 

I(Newslerters etc. ) C ommunication from Tools used to -communicate 
approx. 30 December 1994 to 

E HS department to about Environmental September 1998 
e mployees Management to employees 

ther data 

QMS T o measure the Quality To measure the Quality 
Maturity of the EHS Maturity of the EHS function 
f unction 

Audit T o measure the UKSR's To provide a snapshot of EHS approx. 50 September 1995 

p erformance against performance in the UKSR people involved June 1997 

c orporate EHS but July 1998 

o bjectives audit of whole 
UKSR 

Green Day T o raise awareness for To gauge the take-up of approx. 100 April 1997 

r ecycling in Thames environmental programmes in people 
V alley sites. the UKSR 
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4-4.2) Structured Interviewing 

Structured interviewing concerns face to face, precise and formulated questioning. In other 
words, having the same pre-determined interview schedule for many people. This is an area 
which was used in this research for specific purposes as opposed to general data capture. For 
instance, in a study of the perceptions of environmental issues in the workplace a range of 
employees were interviewed according to a set of pre-determined questions. The results of 
these interviews are only used to support other more "on-going" sources of data collected 
throughout the research process. In addition, these interviews were used as a calibration tool 
during the project. Initial themes which were emerging from the data were tested during 
interviews conducted at approximately the half-way stage of the research. 

4.4-3) Participant Observation 

Participant observation comprises the fairly prolonged immersion of the researcher in the 

context that it is to be studied with the purpose of gaining first-hand knowledge of that 

context, primarily through observation of individuals as they go about their normal work 
activities (Bryman, 1995). Bryman (amongst others) distinguishes between three types of 

participant observer role: covert, full or indirect. 

Full participant observation was employed in this project, that is, the research engineer had a 

work role within the organisation but was known as a researcher among most of the 

employees at the company. The different roles which the researcher adopted in this project 

were described in the previous section. The benefit of full participation in this project was the 

virtually unlimited access to employees and documentation within HP. This access extends to 

networks beyond HP UK. Senior EHS managers across the company world-wide were aware 

of and supported the research. Although the participation overall may be considered to be 

full, the degree of participation with individuals varied according to circumstance. In some 
situations the researcher would lead a project or meeting, in others she would merely take part 
(not in a leadership position). Other situations in the company are just observed and the 

researcher has little influence over their execution. Participant observers rely a great deal on 

recording as many of their observations as quickly as possible, by writing notes which record 

events or remarks of importance (Bryman, 1995). In this research, field notes were recorded 

regularly in a log book. This enabled subsequent analysis of the data for relevant trends. The 

log book was backed up on a regular basis. 
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4-4.4) Unstructured Interviewing 

With unstructured interviewing, the researcher may not have a set of pre-defined questions. 
This type of interviewing is designed to allow a more open ended approach to questioning, 
allowing the informant to discuss the issue rather than answer a question. Unstructured 
interviews often form part of participant observation research as they can be conducted 
relatively spontaneously. In this research, unstructured interviewing did occur occasionally 
with notes taken in the research log book or subsequently confirmed by electronic mail. 

4.4-5) Documentary Analysis 

The analysis of documents is generally used to supplement other research methods. This was 
also the case in this project. Access to a wide range of documentation was possible. The 
researcher archived all electronic mail (e-mail) coming in and out of the EHS department as 
an historical account of day to day events. This source of information was Particularly 
insightful and warrants finther discussion. 

The rapid growth of information technology systems has affected the way in which 
employees communicate at work. Many companies (including Hewlett-Packard) now use 
electronic messaging software to allow communication between employees and business 

Partners. Often these systems are used instead of the telephone since a message can be put 
together coherently in advance of the person receiving it. Electronic mail is the most widely 
used communication tool at HP. Indeed, every employee in HP around the world has an 
e-mail address. 

The use of electronic mail data as a research tool was first identified by sproull (1986). His 

particular emphasis was on the use of e-mail as a more effective survey technique. The 

advantage of using electronic mail messages for this project was that they represented a 
potentially permanent record of semi-natural conversational information. The term 
it potentially permanent" is used here because there is still a responsibility on the behalf of the 

researcher to retain this information before it is destroyed as part of normal electronic 
house-keeping procedures. The value of the information gained from this data source 
occurred to the researcher only a couple of months into the project. Since then electronic mail 
messages sent to and from the researcher (and other staff in the EHS department) have been 

stored. Staff within the EHS department have on occasion volunteered information to the 

researcher, which she may not have "picked up" automatically, by forwarding interesting 

messages or developments from their own activities. This also shows the acceptance of the 

researcher in the office environment discussed in more detail in Section Three of the 
Portfolio. 
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Access to presentation material was also possible, along with minutes, reports and all other 
"hard copy" evidence. These documents were mostly used to triangulate data obtained from 
other sources. 

4-5) Keeping "on track" 

With a project of this nature, where the researcher was immersed in the organisation for 
Prolonged periods, it was important to incorporate a research "progress check". This was to 
ensure that the overall objectives of the project were on track, in particular those relating to 
the development of the contribution to knowledge and other academic goals. In order to keep 
the research process "on track", quarterl y24 meetings were held between the researcher and her 
supervisors. During these meetings the researcher would present a summary of research 
Progress to date and introduce central concepts or advances in methodology. The supervisors 
would then raise questions or concerns with the project as necessary. 

The purpose of these meetings provided an opportunity for the researcher to "remove herself' 
from the sponsoring company (mentally, if not physically) and ensure critical reflection on 
the processes occurring at the organisation. This was important to prevent the researcher from 
of going native" in an anthropological sense. The progress was measured according to a 
number of specific objectives set during the research and according to project planning 
devised by the researcher. In addition to academic progress meetings, the researcher was also 
measured according to academic criteria by the sponsoring company. Similar to an employee 
performance evaluation in nature, these company performance reviews also provided personal 
and career guidance to the researcher as she developed within the company. 

In line with the Engineering Doctorate requirements, the researcher produced a progress 
report every six months. In all, eight of these reports were produced, six taking more or less 
the same fonnat, one forming the mid-way dissertation, and the eighth taking the form of a 
more detailed account of the research (Parts One, Two and Three of the Portfolio). The 

remaining seven progress reports are contained in reverse chronological order in Part Four. 
Documenting the research process in this way also provided useful check points for progress, 
in particular the mid-way dissertation stage encouraged a critical review of the project. The 

effectiveness of these measures and other advantages / disadvantages of the research 
methodology are discussed in Part Three of the portfolio after the research data has been 

presented. 

24 Used here to mean every three months 
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4.6) Summary of Research Methods 

To summarise, this research was a case study of a single organisation namely 
Hewlett-Packard Ltd. The researcher was based at the company's premises for the duration of 
the research and as a result employed tools associated with "insider" research. The methods 
used to create change include influencing strategic plans, environmental awareness 
Programmes and team based project work to improve environmental performance. In 
addition, the researcher used specific tools to encourage the institutionalisation of 
environmental management. The methodologies used to collect research data were varied and 
relied somewhat on existing processes at the company. Consistent with the findings of other 
qualitative researchers, data analysis was intrinsically linked to research methodology and 
enabled continuous refinement of research hypotheses. In combination, these research 
methods provide a more complete picture of environmental management events occurring at 
Hewlett-Packard over four years. 
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Summary - Who? What? Why? How? 

Having described the research methodology and other elements of the research context, it is 
now appropriate to move on to a presentation of the research data. Before continuing, the 
following brief summary reminds the reader of the contents of Part One of the portfolio. 

The first part of this portfolio described in some detail the context of the research project 
carried out at Hewlett-Packard. The first chapter described the "players" involved in the 
project. This chapter provided background information on the researcher, the Engineering 
Doctorate programme and in more detail, the sponsoring company. This enabled the reader 
to understand the "Who" of this project. 

In the second chapter, the events leading up to the development of the project were described, 
including a more detailed discussion of the company's existing approach and structure for 

environmental management prior to the start of the research. This chapter also described the 
research objectives, outlined by members of Hewlett-Packard Ltd in conjunction with the 
researcher and her supervisors. This chapter therefore describes the "What" of the project. 

The third chapter then took a step back from the detail of the project and described features of 
the literatures relating to the institutionalisation of environmental management. This included 

an analysis of not only the "Green Business" literature, but also those relating to Quality 
Management, organisational change and organisational research methods. Several areas were 
identified as being relevant to the project at Hewlett-Packard and opportunities for 

contribution outlined. 

In the final chapter, the research methodology was outlined. The chapter described both 

methodologies for "Action" and for "Research". It was shown that this research was based 
"inside" Hewlett-Packard with the researcher being afforded a high degree of involvement in 
implementing change at the company. A range of complementary research methodologies 
were described which were used to collect data over the four years. This chapter therefore 
describes "How" this research was carried out. 
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From the literature it was evident that the project at Hewlett-Packard makes a contribution to 
knowledge. By aiming to institutionalise environmental management, this project provided a 
significant opportunity to test whether this type of approach is achievable, desirable or even 
suitable as the next "step" in environmental management. The research also provides 
evidence on what the fundamental aspects of an Institutionalised" approach to environmental 
management are and whether, and how, they can be achieved. Additionally, the project 
represented a unique opportunity for a longitudinal, insider-based research project about 
environmental management. This contributes to the discipline of environmental management 
and extends the types of research method employed in this area. As a result, the project also 
contributes more generally to the understanding of research conducted within organisations 
providing further evidence to the insider/outsider debate. As an aside, since this project was 
being driven by Quality Management methods, it also provided a useful opportunity to 
contribute to the literature which assumes a connection between these two elements of 
business management. By taking an approach which stimulates, instead of forcing, change, a 
contribution can be made to the knowledge on how to change organisational practice and 
culture. These areas of contribution will be discussed again specifically, in light of the 

research data, in Part Three of the Portfolio. However, they also feature indirectly throughout 
Part Two where the details of the project are described. 

Part Two of the Portfolio represents one account of the research project at Hewlett-Packard. 
By means of an introduction, and an extension to the chapter on research methodology just 

presented, the first chapter in Part Two describes the processes used to analyse the data 

collected over four years. This chapter also explains the choice of presentation style used to 

portray the research data and how the themes presented were derived. This is the largest part 

Of the portfolio, and the most detailed. It describes four years of research in a series of five 
"Story Boards". For readers who are not concerned with the project detail, it is possible to 
jump straight to Part Three of the Portfolio where the results are discussed and analysed in 

relation to previous research. For readers interested in specific aspects of the research, it is 

wise to read the story board introduction first and then determine which story boards are most 
relevant. A detailed picture of the entire research can only be obtained by reading all of the 

story boards in turn. 

End of Part One. 
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Part Two - Action Research 

Introduction 

Part One of this portfolio described the background of the research project at 
Hewlett-Packard. In Part Two details of the project itself are provided; the "Action Research" 
which occurred between October 1994 and September 1998 is described. It is a presentation 
of the qualitative research data collected during the project. Five "story boards" are used to 
present the data. Each individual "story board" portrays a particular element of the research, 
but as a collection they also unravel a more complete picture of the research process and 
conclusions. An introductory chapter describes the rationale behind the story boards' content 
and layout. The five story boards then follow, each depicting a different aspect of the research 
at HP and each highlighting different themes found in the data. In this part of the portfolio, 
the reader will learn about the project at HP, as depicted by the researcher. The framework for 
the institutionalisation of environmental management is derived, setting the scene for the 
Part Three which discusses the findings of the research in relation to previous literatures and 
the main areas of contribution to knowledge. 
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Part Two - Action Research 

Analysing and Presenting the Data 

5-0) Introduction 

This introductory chapter to Part Two describes the data analysis techniques used to derive 
the main themes in the research data and therefore the fi-amework for the "Institutionalisation 
of Environmental Management" described in the Executive Summary. There were two 
phases to the data analysis in this project. The first, described as "In the field analysis", was 
the process used to analyse data during involvement with the organisation. The second, 
described as "Post-fieldwork analysis" was the process used to re-examine the entire data set 
towards the end of the project. These are both described in this section, the second including a 
description of the process used to "code" the data into a set of themes. The next section 
describes the process of how a distinct set of data was chosen for presentation in the story 
boards. This explains both the rationale behind each story board and its contents. Finally, this 
introductory chapter provides guidance on how to read the "split screen" format used for the 
story boards. 

Analysing the Data 
"There comes a time when a researcher has to face the truth, gathering research data is a lot more fun 
than analyzing and reporting it" (Cole, 1994: 1). 

As with other qualitative longitudinal research of this type, there is a large amount of 

available data. Miles (1979: 590) refers to qualitative data as being an "attractive nuisance"; 

attractive in the sense that the data are "rich, full, earthy, holistic" and a nuisance in that 

collecting and analysing the data is often problematic. Presenting such data in a coherent 
format which is both interesting and informative has always presented some difficulty for 

qualitative researchers (see Ely et al (1991) or Feldman, M. S. (1995) for finther 
information). For this project the presentation of data needed to reflect the many and rich 

sources of data, the varying participation of the researcher and the development of action and 

research over time. With these conditions in mind, the researcher identified an appropriate 

selection of data for presentation in five story boards. The analytical process of reducing the 
large volumes of data to a manageable collection of stories is outlined below. As an 
introduction, the first section describes elements of the research methodology which 
influenced the analysis process. 
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5.2) Sources of Data 

Before moving on to describe the analysis of research data, it is worth revisiting the varied 
sources of data and their characteristics as sources of evidence. As mentioned elsewhere in 
the portfolio' there are many sources of data for this project; documentary evidence, e-mail 
messages, surveys, interviews, literature and diagrams to name a few. Each of these data 
types represents information from a different perspective. It is the combination of these 
perspectives which adds an element of totality to the research. Nevertheless, in order that the 
reader understand the source and biases of any data presented, it is important to describe each 
of these perspectives in turn. 

5.2.1) Log Book Notes 

Notes taken from the research log books are the researcher's recollection and interpretation of 
events over time. They are subject to the values and previous experiences of the researcher 
but represent one perspective on the data to be considered. The use of field notes as a source 
Of data is well documented in the literature. As Ely et al. (1991: 69) describe, the log is the 
place where each qualitative researcher faces the self as instrument through a personal 
dialogue about moments of victory and disenheartenment, hunches, feelings, insights, 
assumptions, biases, and ongoing ideas about method. The review of these log books, and in 
fact the sheer act of writing them, form part of the (often subconscious) ongoing analysis Of 
data throughout the field research. 

5.2-2) Electronic Mail messages. 

A large quantity of electronic mail messages were stored by the researcher (amounting to 
several thousand individual messages). Roughly a quarter of these messages were written by 
the researcher to HP employees in relation to Environmental Management programmes. The 

remainder are i) their responses, ii) messages forwarded to the researcher for interest or iii) 

messages sought out by the researcher from key organisational informants such as the 
Director of Environmental Affairs. The researcher did not ask any employees (apart from 
those in the EFIS department) to produce e-mail messages additional to those produced as 
Part of their normal working practice. This approach was deemed to be too intrusive. The 

e-mail messages can be taken to be from the perspective of their author, the researcher did not 
directly influence their construction in any way. However, the researcher did make the most 
Of this tool, encouraging her colleagues to document their discussions with other 
Organisational. members (with this tool). This did not affect the content of any discussions, 
but improved the quantity and quality of data available. 

See Chapter 4 
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As described earlier, the use of electronic mail data as a research tool was first identified by 
Sproull (1986). His particular emphasis was on the use of e-mail as a more effective survey 
technique, but the advantages he suggests from using this tool hold for this project. Sproull 
(ibid: 160) identified four characteristics of electronic mail; its speed, asynchrony, lack of 
intermediaries and ephemerality of messages. If used with participant based methods, the 

researcher has also found e-mail data to be permanent, opportunistic, and easy to search and 
attribute. In addition, as will be shown in this research, sequences of "conversations" can also 
be recorded with several authors' perspectives. The use of e-mail messages as a source of 
qualitative data is not widely discussed in the literature. Part Three of this portfolio examines 
the advantages and disadvantages of this tool in more detail. As with log book data, 

Preliminary analysis of data occurred as e-mails were received and stored. 

5.2.3) Documentary Evidence 

For this project the documentation available to the researcher was limited only by the 

researcher's awareness of its existence. There were several types of documentary evidence in 

this research which required different treatment from an analytical point of view. Firstly there 

were official records relating to Environmental Management programmes, such as minutes or 

reports. These represent their authors' interpretation of the events under discussion, whether 

as note taker or programme owner. Secondly there were documents which Portray a company 

Position, often compiled after several iterations involving several different authors. These 

documents are "public domain" and can include electronic documents available on the 
internet. The third type of documentation included specific communications, often one way, 

with the intention of achieving a desired result. This would include internal memos and letters 

with limited distribution. All of these types of documentation were used as data for this 

research. In each case, the author(s), content and audience(s) are considered. These, and other 

sources, provided the bulk of research data analysed for this project. The following sections 

now describe the analysis process in some detail. 

5.3) "In the field" analysis 

As with most qualitative research, data categories were not decided a priori. Okely (in 

Bryman and Burgess, 1994) describes the "funnel approach" used by anthropologists. From 

the outset of the fieldwork, the anthropologist adopts an open ended approach to the full 

range of information and all manner of people (Okely, 1994: 20). However, this type of 

open-ended approach has implications for data analysis. Indeed data analysis cannot be 

separated from other research activities as is often assumed with quantitative research 
techniques 
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The fieldworker cannot separate the act of gathering material from that of its continuing 
interpretation. Ideas and hunches emerge during the encounter and are explored or eventually 
discarded as fieldwork progresses (Okely, 1994: 2 1). Okely's description is consistent with 
the experience of the researcher in this project. In order to portray the process of data analysis 
simply, this section describes the entire process as though it were a distinct phase. It is 
important to note that this was not the case, and a more detailed chronology of the research 
process is provided in Story Board One - An Account of the Action Research process. 
Consistent with approaches discussed in Ely et al. (1991: 145), initially broad categories were 
identified to help store the data in a logical and easily retrievable manner. Documentary and 
electronic mail data were classified according to one of several categories. First the data was 
classified as either "content" or "context". The notion of "context" is widely referred to in 

qualitative research. "Social science in application involves a continuous interplay between 
the content of the work being done and its context" (Klein, 1976: 9). Klein takes context to 
mean "those aspects of the client system which are not part of the immediate problem". For 
this research, context also refers to aspects of the client system which are part of the 
immediate problem (i. e. environmental management), but are not limited to one specific 
concern. Content categories therefore included data about specific projects or environmental 
issues at the company. Context categories included data about the on-going management and 
organisation of Environment, Health and Safety at the company as well as more general 
company information. The initial categories are presented in Table G. One of the context 
categories shown in this table is slightly different to the others. Labelled as "My influence at 
HP", this category was used to store evidence relating to the role of the researcher at the 
company 

Waste Management 

Resource 
Conservation 

Product Stewardship 

Pollution Control 

Description Category Description I I(Context) 

Messages and documentation relating to My influence at HP 
the management and disposal ofoffice 
waste 

Messages and documentation relating to Company Profile 
the use ofnatural resources such as fuel, 

water and materials. 

Messages and documentation relating to International EHS 
the management of HP's products' Management 
environmental life cycle 

Messages and documentation relating to European EHS 
the prevention and control ofernissions to Management 

land air and water, 

UK EIIS 

Evidence relating to the role ofthe 
researcher during the action research 
process 
Details of company wide information 

such as financial performance and 

organisational restructuring. 

Details ofthc corporate approach 
toward EHS management and its 

relation to the UK company. 

Details of European EHS programmes 
and organisation in relation to the UK. 

Details of UK EHS teams and 

activities. 

Table G Initial categories used to store research data. 
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As can be seen, "content" categories were based on the company's Environmental 
Management programme areas. These are referred to throughout the remainder of the story 
board as "issue areas". For the purposes of this research an "issue area" is defined as a broad 
environmental topic under which many individual "issues" can be categorised. An "issue" is a 
specific topic of interest to the company. By way of an example, the issue area "Waste 
Management" might include issues such as office recycling, waste disposal and waste 
reduction. At the start of the project, the researcher anticipated that all research data over the 
four years could be filed in one of the four issue areas. Evidence which was not specific to 
these issue areas, for instance, the production of an environmental management newsletter 
was recorded in one of the "context" categories. 

The researcher proceeded to collect and store data relating to the management of 
Environment, Health & Safety at the company, filing evidence in the categories described 
above. In order to remain as open-ended as possible, very little detailed analysis of 
documentary evidence was carried out until roughly half way through the research. In 

addition to this filing system, chronological notes were taken by the researcher in a series of 
log books. The first story board (described shortly) provides details of the ongoing process of 
research during this project. In addition, the next section describes the main data analysis 
process carried out toward the end of the research. 

5.4) Post-Fieldwork Analysis 

After over three years of data collection, the researcher was faced with the task of analysing 
the data obtained from various sources. 

"After fieldwork, the material found in notebooks, in transcripts and even in contemporary written 
sources is only a guide and trigger. The anthropologist writer draws also on the totality of experience, 
parts of which may not, cannot be cerebrally written down at the time. it is recorded in memory, body 
and all the senses " (Okely in Bryman and Burgess, 1994: 2 1). 

Despite Okely's comments, the researcher felt the need to examine the more tangible data in a 
structured way. The process of analysis used in this research is now presented as a series of 
steps as a guide to researchers wishing to conduct similar research. Briefly the steps were: 

" Refamiliarisation 

" Organising the Data 

" Coding 

" Distilling Key Findings 
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5.4.1) Refamiliarisation 

Before carrying out a detailed analysis, the researcher needed to refamiliarise herself with the 
entire data set. Rather than examine all sources, the seven research log-books' were used as a 
source of trigger information at this stage. The researcher studied each log book, highlighting 
notable events, comments and ideas. For each log book an index was produced listing three 
types of information'. 

L) Issues - The environmental management "issues" mentioned in the log book were 
listed. For instance, office recycling, packaging or energy management. The researcher 
could then see, at a glance, whether there was any information pertaining to a specific 
issue within a specific log book 

2. ) Context - The background events occurring in the company which affected the 
development of specific issues were drawn out and listed in note format. 

3. ) Research Ideas - Any ideas or conunents relating to the research design and 
methodology were also listed in abbreviated note format. This enabled the researcher 
to identify the point where research ideas began and also to identify those ideas which 
did not develop over time. 

Since the dominant methodology in this project was Action Research, uncovering 
information about HP's approach to institutionalisation required a review of the 
methodologies for action. The researcher wanted to organise the data to be consistent with the 
methodology used for "Institutionalising Enviromnental Management". The researcher chose 
six categories of Environment, Health and Safety management that she had been involved in, 
to a greater or lesser extent, over the four year period. These were based on the "Six Key 
Processes" described in the Research Methodology section earlier. 

Business Planning 
"Business Planning" activities were associated with Hewlett-Packard's business plan- 
ning cycle. Action in this area typically included the development of strategic and tacti- 

cal plans for the EHS organisation. The researcher was extensively involved in the 

maintenance and development of EHS planning activities allowing good data access. 

See Research Methodology in Part One of the Portfolio 

Examples of the "Log Book Indices" are included in Appendix C 
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* Organisational Development 
Action in the area of "Organisational Development" related to changes in the organisa- 
tional structure responsible for Environmental Management; from the establishment of 
teams and committees to the observation of key individuals in the change process. 

* Customer Enquiries 
Responding to "Customer Enquiries" formed part of the researcher's role as EHS Engi- 
neer. Action in this area related to monitoring the type of concern expressed by 
Hewlett-Packard customers and the subsequent action taken by the company. 

* Internal Communication 

Action relating to "Internal Communication" was related to the use of specific commu- 
nications tools to promote Environmental Management concepts within the company. 
Typical examples could include EHS newsletters, intra-nee development and aware- 
ness raising events. 

* Audit /Measurement 
Action associated with "Auditing and Measurement" related to measuring Environ- 
mental Management performance . Typical action included the use of internal surveys 
and audits and the measurement of environmental aspects. 

* Influence and Networking 
Other types of action fell under the category of "Influence and Networking". This was 
action affecting the company's "environmental" relationship with external stakeholders 
such as membership of industry associations and negotiations with the press. 

5.4-2) Organising the Data 

Having refamiliarised herself with the research data, the researcher organised the data into a 
series of Action Research Matrices. The researcher devised an Action Research Matrix for 
each log book (representing roughly six months). Each row represented an Environmental 
Management programme area, each column an action research category. This is shown in 
Table H. Full versions of the Action Research Matrices are provided in Appendix C. 

A term used to described the "intemal" intemet sites at Hewlett-Packard 

As used by ISO 14001 
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Action Research Category / Business Organisation Customer Internal 7udit Influence and 
Environmental Management Planning Development Enquiries Communication Measurement Networking 
Programme Area 
Environmental Management 
Context 

Waste Management Waste team 
established 

Product Stewardship 

Resource Conservation 

InIlution 
Control 

Table H Layout of the Action Research Matrices. 

Each of the notes listed in the log-book indices were inserted into the matrix at the 
appropriate location. For example a reference to the establishment of "waste team" would be 

placed in the waste management row and the organisational development column as shown. 
This exercise resulted in seven tables (one for each log book), representing the entire research 
period in a two dimensional index. These tables are presented as a collection in Appendix C. 

The wording used in these tables does not provide a full description of the activities, rather it 

represents "shorthand" used by the researcher to trigger memories. The Action Research 

matrices represented a route-map into the data to help the researcher easily locate information 

relating to (say) a specific issue or a specific type of activity. 

5.4.3) Coding 

Although the researcher had identified a route-map for all of the research data, the task of 

coding all of this data was too large. Over time, the researcher had already formed 

preliminary conclusions about the "Institutionalisation of Environmental Management". 

These preliminary ideas were associated with specific occasions, or pieces of evidence which 
the researcher could readily recall. They had effectively been "book marked" as significant in 

the researcher's mind. The researcher retrieved evidence associated with these significant 

events and reviewed them in more detail in a coding exercise. 

In reviewing the data, the researcher aimed to identify three things: 

# HP's definition and understanding of the "Institutionalisation of Environmental 
Management"; 

* The types or levels of organisational change recommended and/or achieved during the 

process of "Institutionalisation"; and 

- The initiatives within HP that were recommended, or successful, in achieving change at 

these levels. 
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Within these areas, many themes emerged from this data set, some which the researcher had 
anticipated and others which she had not. These themes are shown for interest in Table I; all 
of the themes are demonstrated in the story boards to follow. 

Table I Themes observed in the data 

ýLCategory IThemes I Description li 

Level of Individuals This %%as dam %%hich shoýNed Ahere He%klett-Packard's Environmental 
Change Management activities were aimed at Lhe individual within the 

organisation. 
Management This was data which showed where Hewlett-Packard's Environmental 

Management activities were aimed at senior or ftinctional management 
within the organisation. 

How to Partnerships This was data which showed the importance of "partnerships" both 
Change internally and externally to Hewlett-Packard's environmental management 

prograrrunes. 
Personalised, This was data which showed where members of the company had 

personalised environmental management messages in order to elicit action. 
HP Positioning This data showed where change agents had used HP's relative market 

positioning to create awareness or motivate change. 
Empowerment This data showed where employees within the company were encouraged 

to feel a sense of empowerment for resolving environmental issues. 

Business Case This data showed where the "business case" was used as a motivator for 
creating change. 

HP Way This data showed where the company's existing culture "The HP Way" was 
used as a motivator for creating change. 

Quality This data showed where "Quality Management" was referenced in 
conjunction with environmental management activities and the general 
acceptance of quality management at the company. 

Leadership This data showed where references to organisational leaders or champions 
were made to influence change. 

UK Influence This data showed instances where members of the UK EHS organisation 
had influenced change at a European or World-Wide level in order to 
promote change locally. 

Obstacles This data indicated the obstacles to environmental management change that 
were encountered. 

Concepts Push Vs Pull This data showed how members of the EHS organisation perceived the 
benefits of a Pull versus a Push strategy. 

Integration This data showed how members of Hewlett-Packard used concepts like 
Institutional isation "integration" or "institutional isation" in their descriptions of environmental 

management. 
Commitment This data shows the usage of the term "commitment" 

i n connection with environmental management practice . 
Ownership This data shows the usage of the term "ownership" 

i n connection with environmental management practice and generally 
t hroughout HP. 

Results Internal Awareness This data shows where environmental management issues were 
Action s uccessfully deployed internally. 

I 
Company Projection This data shows where environmental management featured in the 

- 
c ompany's external communications and projection. 
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Part Two - Action Research 

Analysing and Presenting the Data 

5.4.4) Distilling Key Findings 

From the themes identified in the coding process the researcher was able to derive specific 
findings relating to the institutionalisation of environmental management. In the coding 
process the researcher had focused on three question areas to make sense of the data. 

" HP's definition and understanding of the "Institutionalisation of Environmental 
Management"; 

" The types or levels of organisational change recommended and/or achieved during the 

process of "Institutionalisation"; and 

The initiatives within HP that were recommended, or successful, in achieving change at 

these levels. 

In terms of defining institutionalisation, the data suggested that 

" Individual Values, 

" Individual Actions, 

" Business Activity, and 

" Company Values 

should be considered in the change process. The data also indicated the mechanisms used to 

achieve successful organisational change at these levels. Of notable importance the following 

themes were particularly strong: 

" The role of existing company culture; 

" The use of a business case for environmental management; 

" Framing environmental management in personal terms; 

" Using a leader or senior manager to influence change. 

The findings resulting from the data analysis stage are presented in Table A in summarised 
form and as an introduction only. These findings are demonstrated throughout the story 
boards and are used as a structure for discussion in Part Three of the Portfolio. The reader is 

reminded of all of the findings as the story boards develop. 
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Part Two - Action Research 

Analysing and Presenting the Data 

5-5) Choosing what to present 

Having identified a route into all of the data and the resulting findings, the researcher needed 
to determine which of this data to present and why. The researcher had two objectives in 

choosing the data for presentation. The first was that the data should reflect the findings of 
the research and the second that the data should reflect a balanced selection of research 
activities. Having constructed the Action Research matrices and established the themes 

within the data, it was appropriate to select a sample of data to be used to represent the 

research at Hewlett-Packard from these matrices. It would have been impossible to present 
the changes and insights obtained from the entire project and so a sampling strategy was 
required. It was also necessary to determine an appropriate style of presentation for this data 

so that its richness was presented without unnecessary complexity. 

On the basis of the Action Research matrices described earlier, the researcher devised a data 

sampling strategy. Table J shows the areas of data that were selected with circle symbols. 
These were chosen for any combination of three reasons: (i) the richness of data within that 

area, (ii) relevance to the tendencies seen in the data and (iii) the extent of the researcher's 
involvement. As an alternative, it would have been possible to select the areas for 

presentation randomly from this table. However, since the activity areas were categorised 
towards the end of the research there are some "blanks" in the table which saw very little (or 

no) action research during the four years. 

Table J Data Sampling Strategy 

Business Organisation Customer Internal Audit Influence 
Planning Development Enquiries Communication Measurement and 

Networking 

General 
"Environmental K U Auk W 
Management" 
Waste 
Management 1601k AM 

Product 
Stewardship 

Resource 
Conservation 

Pollution 

ontrol r 
- 

IF I I .I I 
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Part Two - Action Research 

Analysing and Presenting the Data 

Each number on the table corresponds to a "Story Board" that will be presented in the 
portfolio6. Originally, six areas were identified within this matrix, but over time two were 
rejected 7 because they did not add sufficient additional information to the series to warrant 
Separate attention. To compensate, additional data sources which did not fit within the four 
areas, but were worthy of presentation, are used to support arguments in the story board 
discussions. This sample of data enabled a balanced representation of research, action, results 
and problems over the four years. Consequently, the story boards do not merely represent 
"vignettes" of success. An additional story board is also provided on the development of the 
research process. It has been argued (see Waddington, 1994: 7) that social scientists too 
infrequently report on how their research was actually done, most providing a more idealised 
conceptualisation of how it ought to have been done. This story board is an attempt to present 
the process of research in this case as honestly and systematically as possible. This is 
presented as the first Story Board in order to frame the remaining ones among the bigger 
research picture. The Story Boards were labelled as follows. 

I -) An Account Of The Action Research Process 

2. ) Business Planning for Environmental Management 

3. ) The Changing Environmental Management Organisation 

4. ) Getting the Message Across - Internal Environmental Management Communication 

5. ) Single Issue Focus - Improving Waste Management Policy and Practice 

Having identified the broad subject areas to be covered by the storyboards, the researcher set 
up a manual filing system for each one. All of the research data were revisited using the seven 
Action Research Matrices' as a route map. A note in the appropriate box of a matrix would 
start a search for related information on that subject. Inevitably useful data were found that 
had not been mentioned in the log books. As data for one story board were examined, further 

evidence would come to light for other story boards, highlighting the strong interdependency 

of events and issues at the company. Data retrieved for the purposes of one storyboard were 
not removed from their original sources, just copied. In this way all of the data were reviewed 
for each story board, allowing for duplicate data uses. Once a complete file was produced, the 

researcher read the file as a single story, enabling the researcher to identify quotes and other 
evidence suitable for presentation and, more importantly, the theme of the story board. 

Number I is missing from this table because the first story board - An Account of the Action Research Process - 
had aleady been identified. 

Shown with crossed out lines through them on Table J 

Discussed in Section 5.4.2 earlier 
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Part Two - Action Research 

Analysing and Presenting the Data 

Ston Board One Describes the deý, _-Iopment of theor% To include data mainly The institutional isation of 
and methodology over time. from Log Book, e-mail environmental management can be 

An Account of the messages and minutes of viewed simply in terms of four levels 
Action Research Topics discussed within each year progress meetings. of organisational change, although the 
Process include boundaries between levels are blurred. 

1) Defining "Institutional isation" Environmental management is not a 
2) Research Methodology distinct organisational issue and should 
3) How to achieve change be analysed along side other business 

practices. 
Story Board Two This story board provides a general Includes mainly data Environmental management is not a 

overview of HP's strategy for from HP's business distinct organisational issue and should 
Business Planning Institutionalising Environmental plans and Quality be analysed along side other business 
for Environmental Management. Developments in Maturity documentation . 

practices. 
Management three topics are tracked over time: Also some log book Considerable benefit can be obtained 

notes. by using existing corporate objectives 
1) HP's understanding of and core values as legitimising tools 
Environmental Management during organisational change. 
2) Using Quality Management to 
measure "Institutional isation" 
3) The changing role of the 
researcher. 

Story Board Three This story board describes changes Includes data from HP A large number employees can be 
in the "EHS organisation" over time. organisation charts, log actively involved in environmental 

The Changing It is organised around three themes - book notes and e-mail management programmes but they can 
Environmental sources only do so to a certain extent depending 
Management 1) The role of the EHS department . on their position in the organisation. lOrganisation 

2) Getting the right people in the Action at a business group level is 
EHS organisation dependent on the group's specific 
3) EHS as part of the job objectives and the discretion of 

employees within the group to effect 
change. 

Story Board Four This story board describes the Includes data from A broad-brush approach which expects 
communications used within the communication's every employee to value environmental 

[Getting the Message company to position Environmental documents, surveys and protection is not particularly useful or 
Across- Management. It is organised articles etc. Looks at realistic for managers wishing to 

improve environmental management. Environmental according to four themes content, author and IManagement audience of Considerable benefit can be obtained 
Communication 1) The Business case communications. by using existing corporate objectives 

2) Using the Culture to change the and core values as legitimising tools 
culture during organisational change. 
3) Leadership 
4) A Personalised approach 

Single Issue Focus - This story board describes the To include data from all A large number employees can be 
Improving Waste development of one environmental sources, but mainly actively involved in environmental 

management programmes but they can Management Policy management issue area over time, electronic 
only do so to a certain extent depending 

and Practice namely office waste management. communications. on their position in the organisation. 

This story board is chronological Action at a business group level is 
and structured according to each dependent on the group's specific 
year of the project o bjectives and the discretion of 

e mployees within the group to effect 
IL I I c hange. 
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Part Two - Action Research 

Analysing and Presenting the Data 

5-6) Choosing the Layout of the Story boards 

Having decided the themes of the story boards, it was necessary to identify an appropriate 
layout for their presentation. Presenting the data from qualitative research is recognised to be 
a challenging step. "Reality is not palpable. It is impossible for language to be adequate to the 
phenomena. We can only scan it and attempt to convey its vitality. What we have is the 
facsimile of expression or a representation of reality. Something is lost and gained in every 
representation. The phenomenon itself escapes us". These statements from Muriel Singer 
(1995: 2) represent the frustrating fact that no matter how un-biased or value free the account, 
documentation of events represent only that, they are not the event. The reader (as well as the 
writer) will interpret the account according to their preconceptions and values. The most a 
writer can achieve, it seems, is to recognise this limitation in representation and make 
attempts to portray events in a logical, understandable way. 

The MIT Centre for Organisational Learning devised a method of portraying complex 
organisational change data to promote organisational learning. Their "Learning Histories" 
(see Roth and Kleiner, 1995 and Roth, 1996) use a two-column format. The following 

paragraph is taken directly from Roth (1996: 12) because it is a detailed description of the 

two-column format which requires no further adaptation. 

"In this format a new type of text location is introduced -- the left hand column --and other 
text format locations take on different functions. Full column text is used for context setting, 
exposition, and "setting up the telling of a story" that follows in a two-column form. At the 

end of the two-column formatted section, full column text provides analysis, summary or 
implications of the stories. A left hand and right hand column format is used to keep authors' 

commentary separate from participants' narratives. The right hand column is exclusively for 

primary data -- narrative from people involved in the change effort. Other text in the right 
hand column includes written comments by people, sections of memos or meeting transcripts, 

speech excerpts, or other forms of primary data. The left hand column is used by the authors 
to comment on the right hand column narrative. The left hand column comments include 

questions which people were asked, the assumptions, interpretations, attributions and 

generalizations researchers have for what is said, comments on how representative comments 
are, remarks which provide context or summary for what is said, and implications of 

particular statements". 

The researcher decided to adopt this two-column format as a suitable way to represent the 

many and varied sources of data, the role of the researcher and the complexity of the research 

project. This type of layout enables the reader to follow an account of the issue / activity 

selected in a logical way. 
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Analysing and Presenting the Data 

An account of the events, based on the story board files described earlier, is presented on the 
left hand side of the page. This is written from the researcher's perspective and is as objective 
an account as one from a participant observer can be. Carl Rhodes (1996) raises concerns 
with this type of approach: "The monological. format of representation of organisational 
studies suppresses the empowerment of diverse and indigenous voices and does not allow for 
ambiguity, heterogeneity, and discord". In his own representation, Rhodes uses the concept of 
a "Ghost writee whereby "the research can be represented in the form of text (stories) told 
by the organisational storytellers, where the initial role of the researcher is merely to 
textualise the story". Although this type of narrative is extremely appealing, it was not 
possible to provide such an account in this instance. The data collected in this project were 
not intended to provide such varied perspectives. That said, the numerous sources of data 

presented in the story boards will show the reader the plural nature of this research, even 
though it is represented, in the main part, from the researcher's perspective. 

On the right hand side of the two column format, evidence is presented which relates to the 
text provided on the left. There are several sources of evidence for this project, each described 
in some detail in the previous section. Different data sources have different types of (general) 
bias. This is a technical bias, that is, it is a consequence of the research technique or 
methodology used. Each type of data presented in the story boards is slightly different to the 

other in order to differentiate between them. This is to help remind the reader of the 
"technical" bias encountered with each different type of data source. In addition to this 
technological bias, data also have specific bias which arises in the individual's use and 
understanding of terms. It cannot be assumed that the researcher's understanding of 
"environmental management" is the same as an informant's. It is not the intention of this 

research to provide a detailed analysis of these perspectives, but it is important to point out to 

the reader that these biases exist. Where relevant, or where it makes a significant 
contribution, specific bias is discussed in the flow of text on the left hand side. 

In describing the company's activities over a four year period, it is necessary to refer to and 

use some terminology particular to the company. Where possible, and without disrupting the 
flow of the story, this terminology is explained. Explanations for specific terms are presented 
from the researcher's perspective. Since she has been immersed in the organisational culture 
for nearly four years, yet been encouraged to adopt an independent stance, this perspective is 

both informed and yet objective. Where possible, terminology has been confirmed by 

interviewing employees at the company as to their interpretation. In the most part 

explanations are provided in footnotes. Examples of the types of data used in the story 
boards and a guidance on how to read between the left and right columns is provided on the 

next page. This shows the two-column format in practice. 
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Analysing and Presenting the Data 

5-7) Reading the Story Board Format. 

On the left hand side of each page, an account of events 
is presented from the researcher's perspective. The story 
refers continuously to events, comments or ideas which 
occurred during the research programme. As often as 
possible, these events are supported by evidence in the 
right hand column. There are several types of evidence 
used. Diagrams or other evidence, which can be found 
on presentation material at the company, are presented 
in a frame like the one shown in Fig. a, with a shadow 
and rounded comers. This particular example shows 
HIP's Environmental Management Strategy and will be 
seen in Story Board Two. Larger versions of the 
diagrams that are important or difficult to read in the 
smaller format are provided in the Appendices. Notes 
from the research log book are represented in single line 
boxes with no shadow or rounded comers. The example 
shown in Log. a is taken from Story Board Four and 
refers to a waste management meeting. Comments from 
internal e-mail messages are represented by a grey box 
with rounded comers. The message shown in e-mail (a) 
describes some events in the early stages of the research. 
Extracts from company documentation are represented 
by a double line box with no shadow or rounded 
comers. The extract shown in Doc. a is taken from 
some meeting minutes and is found in Story Board One. 
Images are also used, particularly in Story Board Three. 
These are simply inserted with no frames. These images 
are either copies of graphical printed information or 
scanned images from the research log book. It is 
recommended that the reader review this supporting 
material, although in the most part the story can be 

uncovered by reading the left-hand column alone. 

7 77 7- 

Fig. 

17/0&97 Log Book entry (Excerpts) 

For the first time I feel like we have the right people in the 
room talking about waste. 

Ille dependency has almost gone - but not quite, still early 
days. They are actually telling me as opposed to asking. 

E-Mail (a) 

Pinewood Site: EHS Team Member: Message - Stress 

Busting andEnvironment. 02/02/95 

When she cornes to talk to us, ZJ will cover herself, her 
job, vision etc., HP conumtrnent and tie in. 

Zi will run a short brainstorniing session for us . 
correcting any facaudly wrong ideas as we go along! 

Adv. ce s that . start small arid on topics that are 
measumble and achievable in the short-med tem. 

Doc. a 

LTK Sales Region: Research Engineer: "Process Managernent 
Meeting" Decerriber 1994.1 

A review ofthc current status ofprOcess managelnent rev( 
sses that, commy to former belief, very few proce, docume= 

HP have any avenues which could be considered 
"envtronmental". IngLead it was decided that: firom now on 

concentration will be placed on developing new processes. 
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Part Two - Action Research 

Story Board I- An Account Of The Action Research Process 

Part Two - Action Research 

Story Board 1 
An Account Of The Action Research Process 

6-0) Introduction 

The research methodologies used in this project were not determined in advance, they 
developed and were refined over time. The contributions to knowledge did not occur in a 
single flash of inspiration, rather they formed gradually from continuous interaction with the 
organisation. The role of the researcher did not remain static. As the programme developed so 
did the researcher's awareness and familiarity with the objectives of the research. 

In order to portray these complexities to the reader, the first story board recounts the research 
process. Developments in both the methodology and theoretical basis of the research are 
described over each of the four years. This story board demonstrates the complex formation 

and refining of research ideas over time in a form of "confessional account" (see Hughes in 
Bryman and Burgess, 1994). This type of "confessional" is reminiscent of travel writing, the 
author embarking on an unknown journey with only his pen to make sense of his experiences. 
The journey of this research, as described by the traveller is presented in this story board. 

Each section within this story board describes advances in three areas, although they are not 
explicitly labelled. These are; 

1. ) Development of the researcher's definition of the "institutionalisation of environmental 
management", 

2. ) Refinement of the research method and methodologies, and 

3. ) Insights obtained from stimulating organisational change. 
The story board shows how the conclusions of the project emerged from ideas which 
originated very early in the programme. It also shows how some ideas did not stay the course, 
but were necessary as part of the overall development process. Subsequent story boards also 
feature the development of these conclusions in more detail, where this is the case a reference 
to the appropriate story board is provided. 

As with all of the subsequent story boards, several tyes of data will be referred to in the 

account which follows. In particular, material from the research "progress meetings" is used in 

this one. These progress meetings proved to be a very useful tracking mechanism for the 
project and, in hindsight, provided an invaluable history of the research process. 
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Story Board 1- An Account Of The Action Research Process 

6-1) Orientation and the First Year (FY95) 

On 10th October 1994, the author started a research 
project at Hewlett-Packard Ltd's premises in Bracknell, 
Berkshire. Despite having no detailed research 
objectives at this stage, it was clear that the 
researcher's first task would be to become familiar with 
the organisation she would be studying over the next 
four years. As a result, the first few weeks of the 
placement involved a series of orientation interviews 
with a range of Hewlett-Packard employees. These 
employees were asked to describe specific elements of 
HP's culture in addition to their role at the company. 
During this time, the researcher "shadowed" the 
Director of Environmental Affairs in order to become 
more exposed to the daily operations associated with 
Environmental Management at the company. This 
included mainly observing and taldng part in internal 
and external meetings. 

In early November, the first supervisors'meeting' of 
the project took place. Subsequent meetings would be 
held on a quarterly basis. At this first meeting the 
researcher presented the Ten-Step plan for 
Environmental Management (see Story Board Two) as 
the vehicle for her project. Also at this meeting, the 
project title was agreed to be "Institutionalisation of 
Environmental Management into a Distributed 
Non-Manufacturing Organisation"'. A few weeks later, 
the researcher had another progress meeting with her 
industrial supervisor. 

The supervisors'meetings were attended by both types 
of project supervisor -- academic and industrial -- in 
addition to the researcher. 

The "Distributed Non-Manufacturing Organisation" 
was HP's UK Sales Region. This region contained 
roughly twenty sites of varying size throughout the 
United Kingdom, all engaged in sales, marketing and 
support activities. 
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Story Board 1- An Account Of The Action Research Process 

Minutes of this meeting show the areas of research 
focus at that time. Excerpts from these minutes are 
shown opposite. These minutes suggest that the 
researcher had completed her period of "orientation" 
and was ready to start assisting the organisation with 
their Environmental Management plans. In particular, 
the researcher was given "ownership"' of the Ten-Step' 
plan for Environmental Management. The progress of 
the Ten-Step plan, and the researcher's involvement in 
it, are discussed in Story Board Two. 

Researdi Engineer / Industrial Supervisor Progress Review 
Meeting / 9th December 1994 

Orientation 
ZJs period of "orientation" is now complete, she feels that she is 
settling in to the conWany and is becoming increasingly aware 
of the way HP works. After two months of being at the 
compiiny, TD felt that ZY is now suitable to carry out specific 
projects towards the implementation of Environmental 
Management (example suggested - formulate a solid waste 
management policy for HP UKSR). 

The Ten-Step Plan 
It was decided that ZI should be the owner of the Ten-Step plan 
for Environmental Management. It will therefore be her 

responsibility to update the plan at all times and to develop an 
internal and external version. 

At this stage, the researcher was somewhat puzzled as 
to the company's motivation for improving 
Environmental Management. She consulted the 
Director of Environmental Affairs who suggested that 
there were two reasons for the company's 
environmental policy. These were expressed as a 
combination of "business results" and "citizenship5 

objectives". The researcher converted this concept into 

a diagram called "Ws Green Formula". This diagram 
is shown in Fig. I opposite. Within the diagram, the 

shade of "green" depends on the "mix" of objectives. 
This dual objective behind Envirorunental Management 

at HP runs throughout the story boards and is 
discussed in more detail in Part Three. This was one of 
the earliest contributions to one of the key findings of 
the research which suggests that it is necessary to 

position environmental management in tenns of the 

existing company culture and objectives. 

The term "ownership" is used frequently and quite 
specifically within HP to describe the designated person 
who controls a project or issue. The term is not formally 
defined anywhere in HP's literature but is widely used. 
From her experience, the author believes that the term 
is used constructively to encourage individuals to feel 
personally responsible for the progress and resolution of 
issues. 
For a detailed description of Ten-Step planning see Part 
One - The Players 
Hewlett-Packard has a long standing "Citizenship" 
objective described in Part One - The Players 

HP's Green Formula 

A model was developed which explains the reasoning behind 
Environmental Managernent. It is a combination of the 

citizenship of ffP employees and survival in the competitive 
market place. 

The Envirortmental 'Formula' 

CIb., r. hjp 

Fig. I IIP's En%ironmental Formula 
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Story Board 1- An Account Of The Action Research Process 

By February 1995 the researcher started to get more 
involved with the organisation. As a pilot awareness 
raising project, she facilitated a "brainstorming" session 
at the Pinewood site's EHS Team meeting (see Story 
Board Two for more details). Rationale for choosing 
this site as a pilot can be found in the research log 
book, relevant excerpts from which are shown 
opposite. Mainly, this site was chosen because, within 
HP, its employees were perceived as being more 
environmentally aware than employees at other sites. 
This was attributed to the location of the site in a quiet 
woodland area. The researcher felt that it would be 
easier to achieve change at this smaller site, and that 
she would be able to use the exercise as a pilot for 
subsequent programmes. 

In order to help understand HP further, during this 
"brainstorming" session, the researcher asked the 
Pinewood employees to comment on the obstacles to 
achieving Environmental Management objectives. 
Their recommendations are shown opposite in Doc. 2. 
Firstly, employees recommended that "ownership"' for 
environmental problems should be clear, perhaps with 
some performance measurement. In addition there 
should be incentives to act and more communication of 
key results. Of particular note was their suggestion of a 
TQC (Total Quality Control) methodology to tackling 
environmental issues and a more "business like" 
approach. The recommendations made by these 
employees were based on their experiences of working 
at HP. It was clear, even at this early stage, that some 
employees believed Environmental Management could 
only be improved by taking a "business like" approach, 
consistent with other non-environmental programmes 
at the company. 

Log Book 22nd February 1995 

For a number of reasons the Pinewood site will be included in 

my system boundary. 

Acceptance of environmental issues is already quite strong. 
Although oaly some of PWD is directly associated with the SR 
it will be a good starting point to consider the whole site. .... 

it 

will be comparatively easy and trouble free to get the "buy in" 

environmentally. 

Doc. 2 
HI? UK Sales Region: EHS Eugizteer: Environmental Impacts of 
Pinewood site. Brainstorming session -Its. February, 1995 
The following tqxcs were deemed to be environmental issues for 
Pinewood. 
The landscape (Positive and Negative), Utter, TraffictTransport, 
Recycling (many items mentioned), Water Usage, Energy, Kitchen 
waste, 
Factm that wem considemd fundamental to succwsM 
implementation of onvironmntal initiativw. 

Own=sbip of proMems, rocognising that everyone has somme, 
elenwat of environmental responsibility. Perhaps should be 

ineasured on diek environinental perfornutim. 
Measurable Targets 

TQC project nwAhodclogy required, a more business like approach 
to enviromment is needed 
Cominunication of results and of HP eavirownental literawre in 
general 
Incentives to attract people to take part. 

Note the use of the phrase ownership. This was defined 
earlier and will feature throughout the story boards. 
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As a result of this session and other involvement with 
the organisation, the researcher noted the particular 
importance of Quality Management both to HP 
generally and to the objective of "Institutionalisation of 
Envirorunental Management. As a result, the 
researcher gave a presentation on this subject at the 
second supervisor's meeting in February 1995. This 
presentation shows some of the researcher's early 
thinking on how to resolve the problems posed by 
Environmental Management. More specifically the 
researcher felt that, at that time, Environmental 
Management programmes were not considered part of 
the company's core business. The researcher believed 

I'M-- 
The Future of Environmental Management in TOM 

The Problem. - 

Environmenta, Manager-n' programs are corsidered to be 

eMemalities, not intnnsic to the company a core business or 

to "ch employee's job responsibilities. 

Budgeting theý externalities beýomes difficult leading to 

resentment of environmental considerations. 

that this would eventuaUy cause problems and 
resentment of environmental considerations. 

The solution, it seemed, was to incorporate 
Environmental Management into Total Quality 
Management such that "the environment is considered 
at all stages of the business". The researcher made an 
assumption that Total Quality Management was 
suitably well received within the organisation (at all 
stages of the business) andt. hat Environmental 
Management could be "incorporated" into it easily. 
This was not an unreasonable assumption since there 
was widespread external evidence' that HP had 

adopted the principles of Total Quality Management 

and, so far, the experiences of the researcher confirmed 
this. In addition, the UK company had recently been 

awarded the President's Award for Quality' in 

The Future.. 

The Solution.. ' 

Incorporating Fri, "onnnental Management into TOM 

such that the environment is considered at ail stages of 

the business essentially eliminating it's percewed 
'externality" nature. 

Environmental factors will become economic 
parrameteris in all business activities through TOM 

Fig. 2 ExcerpLs frum a progress meeting presentation 
February 1995 

recognition of the strong focus on Quality 
Management in the company. 

See -niagarajan and Zairi (1997) for example 
An award given to HP entities demonstrating the best 
"Quality Management" around the world. 
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The researcher did not expect (nor intend) to achieve 
this goal (incorporate Environmental Management into 
Total Quality Management) but she felt that this was 
an appropriate approach for HP to take in the future. 
In the meantime, the researcher recognised that Quality 
Management could be used in other ways to aid the 
"Institutionalise Environmental Management". This 
influenced the choice of method used to assist HP in 
the "Institutionalisation of Environmental 
Management" as described in the Research 
Methodology section earlier. 

Although the term "institutionalisation" had not been 
specifically defined at this time, the researcher believed 
that measurement of environmental awareness would 
provide useful data for determining the success of the 
project. In order to measure whether environmental 
awareness was increasing, the researcher knew that she 
would need to measure a baseline environmental 
awareness in the first year of her research. There were 
a number of possible ways of achieving this, some of 
which were discussed in more detail in Chapter Four 
(Research Methodology). One method chosen was to 
adapt an existing employee survey on the effectiveness 
of "platform! " services within the Sales Region. 
Working along side the quality department, the 
researcher devised a set of ten areas that were 
representative of the programme areas at the time. As 
part of a larger survey, employees were asked to 
comment on the awareness, importance and 
satisfaction of these Environmental Management 
issues at the company. 

Platform services include non-business unit 
organisations such as Personnel, Information 
Technology, Quality and Financial Planning 

Platform Services Survey 19'95- 
During May 1995, the Platform Services Satisfaction 
Survey was carried out to access the levels of satsfaction 
fi, om internal customers. The Platform Groups that took 

part were; Quality, Informettion Technology, Personnel, 

Financial Services Centre, Regional Accounting, 
Environmental, Support Services, Financial Planning, 
Logistics Services Organisation, Legal & Tax Trewury. 

The Survey was sent to 1000 employees in the UK Sales 
Region, and 226 employees responded to the Survey, 77 

of vAiich reaponded to the Environmental[ Section- 
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This survey helped the researcher understand the 
awareness of environmental management topics at the 
company and establish a baseline for subsequent 
measurements". 

At this stage the researcher had not determined the 
research methodologies in full, although collection of 
documentary evidence and log book entries had begun. 
In addition, the researcher had identified a useful 
source of data that appeared to be suitably 
unobtrusive. The researcher started saving her own 
(and others) messages from the internal e-mail system. 
These messages were filed electronically and in hard 

copy for review at a later date. Later, during the data 

analysis, the researcher was surprised to understand 
"old" messages in a different way from when they were 
written or filed. This methodology continued 
throughout the project and, in fact, was one of the 
most useftil sources of data. Consequently, the 
characteristics of e-mail as a research tool are 
discussed in Part Three of the Portfolio. A further 

measurement tool chosen by the researcher to provide 
some indication of the Institutionalisation of 
Environmental Management was HP`s corporate EHS 
Audit. During the project, there were three UK Sales 
Region Audits. These are referred to throughout the 

story boards but are mentioned significantly in Story 
Board Five where the audits were used to motivate 
improvements in the waste management programme. 

By March 1995, the researcher was nearly half way 
through the first year of the project. The first "Six 
Month Report" contained in Part 4 of this portfolio 
describes the research programme in that period in 

more detal 

10 In Part Three (Discussion 1) results of this and other 
measures are discussed in relation to the objective of 
"Institutionalisation". 
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Of particular note in this report is section 1.4 - The 
Scope of the Research. This section describes the 
scope of the project as the "environmental performance 
of HPs products, operations and culture". Some 

months later, an EHS department logo was developed 

which referred to the Environmental stewardship of 
People, Operations and Products (described in more 
detail in Story Board Three). The similarity between 
these approaches should be noted. The "Products, 
Operations, People" theme pervaded the research 
programme and will be seen throughout the story 
boards. 

'The Fu-st Six Months" progress report - excerpt 
1.4) Scope of the Research - The Rewewch will focus on 
i) The Environmental Performance of HP Products, 

u) 11be Environmental Performance of HP operations and 

id) TIw Cultural Acceptance of Environmental Management 

incorporating all principles of Environmental Manwagement I 

This example demonstrates a process whereby ideas 

generated by the researcher, relating to her own 
research, seeped into the Environmental Management 

programmes at HP. In fact, as will be shown, the high 
degree of consistency between the research and HPs 
Environmental Management objectives helped prevent 
conflict between the academic and practical goals of 
the Engineering Doctorate programme. 

By June 1995, the researcher had started to develop 

preliminary ideas about the "Institutionalisation of 
Environmental Management" and what such an 
objective might mean. A copy of a "brain map" (Buzan 

and Keene, 1994: 61) drawn in the research log book 
is shown in Fig. 3 (a larger version in the Appendix). 
The brain map identified several aspects of 
"institutionalisation". In particular the diagram refers to 
adapting and changing people, culture and "the norm". 
Performance measurement was also strongly indicated 
in this diagram suggesting the importance of being able 
to measure change. 
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Shortly afterwards, notes in the research log book 

posed a question which (it will be shown later) has 

Particular relevance to the "Institutionalisation of 
Environmental Management". The question asked 
whether institutionalisation meant "middle management 
commitment". The researcher had been observing a 
European EHS meeting when she made these notes. 
During this meeting it seemed, from a participant's 
comments, that middle management was a particular 
barrier to change at the company. 

This example highlights a relevant detail about the 
"insider" research method being used. Many questions, 
such as this, were raised in the research log books. 
They were written as they occurred, often in seemingly 
unrelated contexts. As a result of constant 
identffication with the research objectives, the 
researcher would make notes during meetings, or after 
conversations, which seemed to be unrelated to the 
subject under discussion. It appeared that just "being 
there" helped form ideas in a more continuous way 
which would not have been possible with more 
structured research methodologies. 

Such insights, the author believes, would not have 

occurred without a balanced exposure to theory and 
practice. This balance is explored in more detail in 
Chapter Twelve - Doing Action Research. 

Ti-n 

Fig. 3 Institutionalisation Brain map 
June 1995. 

Log Book 29th June 1995 

Does wqLtutionabsation mean rniddle managerment 
acceptance? 
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In order to ascertain what HP believed 
"institutionalisation" to mean, the researcher devised a 
small survey for a selection of managers within the 
company. Extracts from some of their responses are 
shown opposite. Of particular note within their 
responses was that EHS11 issues should be considered 
an integral component of business activities, "totally 
incorporated into the main stream business process". 
These managers also suggested the need for senior 
management attention to EHS in order for 
institutionalisation to occur. These and other ideas on 
defining institutionalisation were presented and 
discussed at the third supervisor progress meeting in 
August 1995. See the log book entry (opposite) for 
details. 

Researcher. - "What does histitudonsUssfion of 
environmentW mamigement mean? " 

"Institutionalisation means: 'Environmental, Health and 
Safbty (EHS) activities and criteria are considered integral 
components of business activities and are critical to the 
business success of an organisation"". 
"It means that the EHS function has been totally 
incorporated into the n-Ain stream business Processes 
where EHS issues are pan of the business discussion 
regarding day to day decision making processes. " 

Re"arcber. - "WhatAvuldInstitutionalisaflon of 
envirownental massagement require? " 

A decision at the highest level that the organisation needs 
to incorpcmw environmental, health and saf&y into 
opet, ational requirements- 
I believe that EHS institutionalisation will only occur if 
duve is top level HP management suppKwt and push for 
iL ........... 

Education of existing managers, enoneers, 
employees so they are aware of this commitment" 

"... Institutionalisation will require even more "active 
buy-in" by senior and then middle management". 

Worthy of note in this log book entry, is the suggested 
focus on "action". It was evident even at this early 
stage that in order for institutionalisation to occur, 
organisational action, and not just concern, was 
required. This was one of the earliest contributions to 
one of the key findings of the research which proposes 
that the institutionalisation of environmental 
management can be viewed simply in terms of four 
levels of organisational change. 

These notes also suggest the need for competencies to 
be built in Environmental Management. Put simply the 

researcher felt there was a danger that environmental 
management could improve whilst she was resident at 
the fmn, but might not continue afterwards without a 
designated focal point. In order to prevent this, a 
process of employee learning was required in order 
that they became competent in environmental 
management, without the need for the researcher. 

Note the interchangeable use of terms Environmental 
Management with EHS. 

Log Book 24th August 1995 

Key Concepts 

Instituttonalisation is an evolutionary, not revolutionary 
concept - time is inwort-t-Persistent communication. Balance 
between everyone having som degree of responsibility and 
having individuals who are empowered to make decisions 
fearlessly. Decisions supported by all levels of managernent. 

Too much "consensus budding" can lead to unresolved mues. 
AC77ONis the key. 

Building wif esteem by providing intelligible information - new 
skills, support and enowragement, empathy (and see things as 
odwm are seeing it). 

insfitutionahsation of EHS wflt only be "awed if we can 
leam from the expenence. 
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Also at this supervisor's meeting the question was 
raised whether HPs QMS system" was a suitable 
method of measuring the "institutionalisation of 
environmental management". It was generally agreed 
that this approach was a suitable idea but that further 
justification would be required. A discussion on the 
appropriateness of the QMS system as a tool for 
implementing and measuring environmental 
management is referred to in Story Board Two in 
particular. 

During the first year of research at Hewlett-Packard, 
the project objectives were outlined and the principle 
methodology for achieving those objectives set.. Early 
ideas about the role of environmental management in 
the company were formed and the researcher began to 
identify the factors affecting its institutionalisation. At 
the time, It seemed from their planning documentation 
(see Story Board Two) that HPs environmental 
management objectives were based on three concepts. 

" Improving the Quality Maturity of the EHS 
function 

" Improving EHS without additional (human) 
resources 

" Demonstrating the business impact of EHS is- 
sues in order to achieve results. 

The company's Quality Maturity System was accepted 
as a suitable approach for managing and measuring the 
research process. In this respect, the researcher was 
using the tools available at the company to describe 
"Institutionalisation" in their own language. At the end 
of FY95 a second academic supervisor was 
approached to join the project. The second supervisor 
was chosen for his expertise in the social sciences, 
particularly in relation to organisations and 
environmental management. 
12 Described in Part One of the Portfolio. 
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6.2) Building on Action and Research (FY96) 

At the beginning of the second year, the researcher 
started to expand the objective of the research into a 
series of specific research questions. Notes from the 
research log book in October 1995 are shown opposite 
as an example. In the excerpt opposite a progression of 
ideas can be seen where the researcher constantly 
re-evaluates the main question of the research. The 
notes show the early tensions seen by the researcher 
because she was involved in both action and research. 

The start of FY96 also saw the researcher becoming 

more involved with implementing environmental 
management programmes. The first supervisor's 
progress meeting in FY96 (November 1995) was also 
the first meeting attended by the new second 
supervisor. During this meeting the researcher 
presented details of the project areas she was involved 
with (see Fig. 4, also provided in the supporting 
documentation). The activities associated with 
Ten-Step planning and QMS reviews are described in 
Story Board Two, the "Pinewood E-team" in Story 
Boards Three and Four and the "Thames Valley Waste 
Management" in Story Board Five. 

At this meeting, the researcher also presented a 
diagram of where the research project was positioned 
in relation to other fields of research and practice. At 

this stage this was perceived to be at the intersection 
between Environmental Management, Quality 

Management and Change Management. The researcher 
believed that there were literatures which described the 

combination of any two of these areas (as shown in the 
diagram opposite), but that the research at HP would 

make a contribution at the intersection of all three. 
This positioning focused the literature review into 

these areas. 

Log Book 12th October 1995 

Research questions relating to Institutionalisation (Excerpts) 

Aim "To implement an environmental management strategy into 
HP's UKSR over a four year period to observe the way in which 
the organisation responds to environmental issues 

BUT 

I am not implementing simply to observe 
I am not interested in the way the organisation changes regarding 
environmental issues. 

I am both implementing and observing the implementation -- Can I 
do that? 
I want to know - How can an organisaLion "consider the 

environment" - 
Can organisations adopt / internalise 

environmental management 
"Is it possible for HP to institutionalise environmental 

management in four years? " 

"Will a TQ approach institutionalise environmental management? 

Aim: "To observe / monitor / facilitate the development of an 

environmental management strategy and to observe the 

organisational changes which occur throughout its 

implementation". 

Am I combining Action and Research??? Action is professional 

intervention in ongoing processes, Research is generation of new 
knowledge. 

I could use signals to demonstrate which role I am playing at any 

one time. 

Current Projects 

F-t lwm 
* T-,. -p 0- & QM - p- "", 

T--BWP pl. ýý. -A. 

ýil 2 , 
6A2 

7' T- Vwky 

Imam, 

Fig. 4 Above and Below. Progress meeting slides 
(November 1995). 

Research poýitiga. (Mg. 1) 

T. " F-i-nal 

T.. Qmkty Ch 
Mý-. -0-1 

JTP T", -P M-. 9 

19 

Page 103 



Part Two - Action Research 

Story Board I- An Account Of The Action Research Process 

In February 1996 a breakthrough was seen in defining 
"Institutionalisation". A copy of a diagram taken from 
the research log book (shown opposite) mapped out 
four elements seen as critical to the "Institutionalisation 

of Environmental Management". It also recognised the 
changing role of the researcher in this process. This 
model was presented (in a slightly different format) at 
the next supervisor's progress meeting for discussion 
(Shown in Fig. 5) 

The term "Institutionalisation" was described in terms 
of Individual Values, Individual Actions, Business 
Activity and Company Projection. This approach 
combined previous descriptions in the literature by 
acknowledging the "cultural" change required in 

addition to changes in business processes. This 
definition recognises a split between individual action 
and business activity also referred to previously. An 
addition at this stage was the concept of external 
representation or company projection, suggesting that 
the external environmental management face of the 
company was also important. 

In identifying these four areas the researcher also 
suggested examples of what might (or might not) be 

achieved without all of these elements. This is also 
shown in Fig. 5. At the individual level, the researcher 
believed that if members of the organisation developed 

environmental values without being able to take action, 

or that were inconsistent with organisation's values, a 
frustrated, un-tapped green resource would be lost. On 

the other hand, if employees were encouraged to take 

action without embracing the value of the natural 

environment eventually such action would cease. 

" -- -z: - -!:! 

The inchvidual The Orgal ýaa on 

institutionalisation 

Fig. 5 Above and Below, Progress meeting slides 
(February 1996). 

Examples ofNon-lnstirutionalisatiý 

(, 9 b-, I,, W 
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At the company level, the researcher believed that if 
business groups were encouraged to adopt 
Environmental Management practices without the 
support of their staff, and backing of corporate 
objectives, they would have difficulty maintaining 
results. On the other hand, a strong mandate or 
position statement expressing the company's 
commitment to the environment would effectively be 
11 greenwash" without practical programmes behind it. 
It seemed that Environmental Management needed to 
filter into all levels of the organisatiOn and in different 
ways. 

By the mid-way stage the definition of 
institutionalisation had changed only slightly, the 
researcher expressing the external projection element 
as "business values". This was changed because the 
researcher did not feel comfortable including the 
company's external environmental management face 

within the concept of institutionalisation. "Business 

values" refers instead to stated elements of HPs value 
system or culture. 

The next few months were spent expanding this 
concept of institutionalisation and, in particular, 
preparing for the mid-way dissertation required by the 
EngD programme. The researcher examined the four 

aspects of "Institutionalisation" and devised "sub 
categories" which would be analysed for change. The 

researcher wanted to monitor change in all of HPs 

environmental management programme areas" but in 
devising this analytical framework the researcher 
uncovered, what would eventually lead to, a 
contribution of the research. The framework devised at 
the time is included in section 4.2 of the Dissertation 

The-compkWILe-t 

W 

G'. ý HP UK C- 

Fig, 6 Research Framework Ouly 1996). 

(see Part 4 of the Portfolio) and is represented by Fig. 
6. 

13 See Story Board Two for more information 
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The contribution identified at this stage relates to the 
discretion of individuals in the organisation and the 
areas of environmental management that they can 
feasibly influence. For instance, although some "waste 

management" can be tackled by employees in the 
organisation, more significant results win be seen by 
focusing on particular groups within the organisation. 
This shows that environmental management issues will 
present themselves differently at different levels of 
organisation. For example, office paper recycling 
represents an area of individual action, whereas the 
subsequent arrangements for the collection and 
measurement of that recycling, is an area of group or 
business action. This concept was a significant 
milestone in the development of another key finding of 
the research which suggests that it is necessary to 
consider employees'roles and responsibilities within 
the organisation when implementing environmental 
management programmes. 

6.2.1) Developing Methodology 

During FY96, different research methodologies were 
being tested. As mentioned earlier, the researcher 
wanted to raise the environmental awareness amongst 
employees at the company. One method chosen to 
achieve this was to produce an "EHS Newsletter". The 
first EHS newsletter spurred an employee to respond 
and comment on some of the issues raised. A series of 
interesting (electronic) discussions regarding the most 
appropriate media for environmental publications 
ensued. The first e-mail is shown opposite (E-mail 1). 

E-mail I 

HP UK Sales ReOon: Ernployee: Message - FHS 
Ne*vleuer 16/10/96 

"Our team m the Respom Centre has just received 20 

copies of the EHS newsletter (for a team of 11). It was 
interesting tG sm dust the number one issue was Solid 
Waste Reduction. 

We believe that the followmg should be noted: There are 
other ways of publishing this information that allow a 
wide distribution without the senseless slaughter of trees. 
An example of this is the recently advertised -/infi-anet 
page on the YAM which does mention Health & Safety 

and Recycling on the Page-* 

hV: /Iwww, uksrJV. conEgO/-inhxwVsuPPOL'JnOwsWwn 
ews. btM 

We believe ffiat the paper that was pruited on cutnot be 

recycled. if diis is untrue, why is there no recycle symbol 
on the shwL if it is not possible to put this information on 
the web, then we would like to gee a notice board for this 

type d information. We would appreciate your 
comments. 
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There are a couple of points to note about this e-mail. 
Firstly, the newsletter had achieved its first objective of 
creating more awareness; this employee now knew 
where to voice his environmental concerns. It also 
suggests that the employee cared about the 
environment and in particular the "senseless slaughter 
of trees". The researcher decided to use this message 
as an opportunity to obtain some additional research 
data. She responded to this message by asking 
colleagues at HP to comment on the employee's 
concerns. Several employees responded, some 
providing quite detailed responses to all of the 
questions raised, others choosing to answer only some. 
The purpose of asking these questions was twofold. 
Firstly, the researcher genuinely wanted to get a feel 
for the most appropriate communication mechanism 
for environmental issues within the company and, 
secondly, she wanted to "survey" a small population of 
employees on environmental issues. 

F-AUil 2 

HP LTK Sales Region: Research Engineer: Message - 
EMS Newleaer 17/10/96 

II& exciting response highlights a number ofissues. 

i) Fmpioycw am reading the EHS newsleuer. 2) When 
faced with environmental imes, employees do cue and 
expea to see the best environmental option being used. 3) 
The distribution method that we used for the newsletter 
may not be the best envffonmental optiom 

Quesuous. I would)ike you all to consider are: 
If we publish information on the web or electronically 
will enough people read it? Is it possible to print colour 
copies on to recycled paper in the Print room? Is the 
"desk dropr prooem wasteful? Do people read notice 
boards7? Maybe the environmental impact of the paper 
used is justified because of the high level of awareness it 
creatw in the workplace! I Please send me any cornments 

or ques6ons on the above. 

This example shows clearly how the researcher was 
opportunistic in her use of methodology. The 
researcher was able to capitalise, on these opportunities 
as a result of continuous identification with the 
objectives of the research and the need to capture data 
unobtrusively. 
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A second example of the opportunistic approach to 
gaining research data was seen in June 1996. In this 
month the researcher had an opportunity to include 
environmental information in an external brochure sent 
to a large number of HPs customers. The log book 

entry opposite shows some early notes on this initiative 
in January. As shown an environmental article was to 
be included in a marketing newsletter sent to HPs 
corporate customers. The researcher made sure 
feedback, that indicated the level of interest in the 
article, would be obtained to help further improve 
communications activities. Feedback was seen as 
important because people in HP are often quick to 
respond to information directly from customers. Once 
again, the researcher had felt it important to use an 
existing communications channel to provide 
environmental information rather than establish a new 
one. This was for two reasons. Firstly, in encouraging 
the business unit to own the communication it was 
assumed that their awareness of the issues would 
increase. Secondly, it was thought that customers 
would be more likely to read their standard HP 

newsletter than an additional "environmental" one. 
Feedback from the article was duly analysed and was 
used to communicate the value of environmental 
management to business managers. Some of the 
material used is shown opposite as an example. 
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SM from CPO Marcom called and confirmed that we 
were the right side of the deadhne for getting enA 
information into their newsletter. Should be a really 
good initiative. I have initiated that we get included on 
the feedback questions - 10,000 corp accounts! 

CPQ UX CorpomLe Cmtmiei 
F-db-k 

ti 

Conclusions 
QI 

:,,, ofcnnoý found the enyg-rd ýle in HP 

C. -W. . f. L 

,, fcuaý thLnk that it is mvDrwaw 

ý, W1, -p-bW -Ppb-- 

,y,, hoht_-ýlr.. p-bddy - umo-I 
fbroDSt mvuV n-om 
j&. t . ý. ýb. dd_, th. * ___w 
nn; po. bd4 . lnrobgot, appeamd In do mo ffi, 

E. _ýnt, l eg-bility. 1ready 9- . co-wa-I 
. d, nt&V Tim could be wmawd bY addreNtAg thO P-P-" 

Ih. t 'g- 
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During FY95 the researcher had used the Platform 
Services survey (described earlier) to indicate the level 
of environmental awareness at the company. This 
exercise was repeated in FY96. A summary of results 
is provided in E-mail 2. 

In 1996, the researcher was also beginning to identify 
research methodologies relevant to the project at HP. 
Early ideas which included techniques associated with 
Action Research and OrganisatiOnal Learning are 
shown in Fig. 7. Rather than adopt specific 
methodologies, the researcher was keen to utilise a 
number of methodologies to cope with the specific 
local conditions of the project. It was at this stage that 
the researcher first noted the split screen approach 
used by people constructing organisational learning 
histories. This led to the layout used in these story 
boards (as described in the Story Board Introduction). 

6.2.2) Sununary of Year Two 

By the end of the researcher's second year at HP, she 
had started to identify the academic context of the 

research and early ideas about its contribution to 
knowledge were forming. By this point, a more 
specific definition of "institutionalisation" had formed, 

embracing the perceived need for action at different 
levels of the organisation. This eventually formed the 
first overall finding of the research which says that the 
institutionalisation of environmental management can 
be viewed simply in terms of four levels of 

organisational change. 

E-Mail 2 

UK Sales Region: Director of Environmental Affairs: 
Message - 1996 Platform Services Survey - EHS 
23/07/96 

Ile results from the PSS show that awareness of the EHS 
function has increased since last year. This is hopeful 
news in view of this year's "Leadership & Participation" 
goal. The top three issues (to be addressed) are also 
encouraging. Top of the list, "Safiqy at Work", followed 
by "Energy initiatives in the workplace", and then 
"Internal information about HP & environmental issues", 
We will obviously address these, and other issues in our 
annual Q4 revisions of the 10-step plan; also our 
continued awareness campaign will be stepped up. If you 
would like further details. please contact Zoe (61382) or 
myself. 

Research Meth2doJ 

Fig. 7 Pro-, ress meeting slides (July 1996). 

In addition, the researcher was more familiar with the 

wide range of research methodologies which could be 

employed within the project. 
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6-3) Refining ideas (FY97) 

By early 1997 the researcher was involved with 
facilitating more organisational activities. This included 
ensuring compliance to European Environmental 
Regulations, assisting in the development of an EHS 
web page and the company environmental report. "As 
described in the research methodology earlier, the 
principle objective of this year was to increase the 
environmental programme activities and to start 
reducing the dependency on the researcher. This can be 
seen in the remainder of the story boards which 
describe the specific programme activities in more 
detail. 

As a result of spending more time on environmental 
management projects the researcher began to identify 
where successful change had occurred and where it 
had been frustrated. The experience gained from these 
activities led to the development of two specific 
concepts in this year. 

Firstly, while the researcher was facilitating change in 
these areas, she realised that it was necessary to use 
different approaches to achieving change depending on 
the project and the part of the organisation which it 
affected. These ideas contributed to one of the key 
findings of the project which suggests that action at a 
business group level is dependent on the group's 
specific objectives and the discretion of employees 
within the group to effect change. 

14 For more details of the changing role of the researcher 
over time see Part One - Research Methodology 
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Specific to this realisation, in January 1997 the 
researcher drew a diagram (shown opposite and also in 
the supporting documentation) to represent a vision of 
how environmental management would work without 
an EHS department. The diagram shows different 
types of environmental management activity. In the 
centre of the diagram, company Business Units are 
represented. The researcher believed that their 
contribution to environmental management was to 
ensure that they produced and marketed products 
which, at least, followed the company's environmental 
policy. In support of this, infrastructure services such 
as Human Resources and Information Technology 

would provide appropriate services which would 
compliment their existing role in the organisation. For 
instance, Human Resources would - "Promote and 
maintain an environmentally responsible work-force" 
and Purchasing would - "Select and approve 
environmentally responsible suppliers". This model 
was presented to an audience of senior managers by 
the then European EHS Manager as a vision of the 
future. 

go: =,. 

Fie 8 Environmental Management with no FHS 
department (January 1997). 

Secondly, around the same time, the researcher 
articulated some ideas about the importance of 

personal environmental values as a "Golden Bridge" 

theory. The development of the diagram shown in Fig. 

9 was the culmination of several earlier thoughts about 
the relevance of personal values. These ideas 

contributed significantly to two practical 

recommendations seen in the framework for 

institutionalising environmental management. The first 

advising managers to link environmental programmes 
to personal concerns for environmental protection and 

the second for the company to demonstrate and 

provide "sinks" to capture employee environmental 

concems. 
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The diagram opposite shows two problem scenarios 
which arise as a result of an inconsistency between 
individual and organisational values. The first occurred 
when individuals were frustrated that the company did 

not share their personal commitment the enviroru-nent, 
the second when the individual did not know where to 
address his environmental concerns within the 
organisation. The diagram suggests that by building a 
"Golden Bridge" between individual and organisational 
values, these frustrations would not occur. The 
researcher believed that this could be achieved by (i) 
highlighting organisational values associated with 
environmental issues and (ii) providing a suitable "sink" 
for the concerns of individuals. 

Bridging personal and company values 

Golden Bridge 

Fig, 9 Bridging personal and company values 

(January 1997). 

An example of this "sirik" phenomenon was the 
continuous and regular e-mail communications sent to 
the researcher expressing concern for environmental 
issues in the workplace, simply because she was a 
recognised point of contact. An example of this was 
seen earlier, when an employee responded to the 
researcher as a result of the first EHS newsletter. 

A couple of months later the researcher developed 
further models to describe aspects of the 
institutionalisation process. The thoughts at this time 

were not about the functional areas involved in 
Environmental Management, rather the role of 
individual employees in achieving change. The 

researcher had noticed that, for the majority of Health 

and Safety programmes, change was required at an 
individual level; people having discretion for their own 
health and safety. A large number of people were 
affected by essentially the same Health and Safety 
issues, requiring the same information and programme 
assistance from the EHS department. With 

environmental issues, things appeared to be different. 
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At an individual level, it appeared that an employee 

could contribute to environmental management only 

where practically feasible. For example employees 
could recycle their paper or turn their computer off at 
night. When it came to other aspects of environmental 

management such as compliance or environmental 
performance measurement, there were only a small 
number of critical employees which needed to be 
involved. The researcher identified four levels of 
individual "ownership" (shown in Fig. 10). The first 

was a "general" level of ownership whereby an 
individual would address environmental issues 

associated with being at work - irrespective of their 
specific function. This was seen particularly in Story 
Board 5 where specific employees were prepared to 
take limited environmental action, irrespective of their 
role. The next level described ownership of 
environmental management issues as "Occasional" 

occurring when employees occasionally required 
access to environmental information as part of their 
job. The third level featured when environmental issues 

were recognised as part of a "process"; individuals 
would own environmental issues in as much as they 
were measured as part of a specific task. The example 
used to illustrate this was a Purchasing Manager who 
would consider the environmental impact of purchasing 
decisions as part of a larger purchasing process. The 
final level identified was where employees had 
"functional" responsibility for specific aspects of 
Environmental Management. A good example of this 
being a Facilities Manager with specific responsibility 
for waste disposal. 

jnerShip 

, Job 

ým b_g at 

Categories of Individual Ownership 

-Envjrýtaj NLaWemmt is pý of job 

hip 

job 
- F*C**. M-W- 

-Býý Proý be- 
- Pwd-ing W-89. 

0-" 
-0o=amaUy, job req- a-a w 

mvkrýmtsl inroffT=m 
- Pre-Salm SUPPot 

Cýeral 
Enwommenal man"emem mly Affým b-9 at 
work not tkkejob Itsdr. 

Fig. 10 (Above and below) Categories of Individual 
Environrmntal Management Ownership 

R-. /-, w 
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Neither of the last three levels preclude or guarantee 
these individuals taking ownership for environmental 
issues at a personal (general) level- Consistent with the 
THS with no EHS department" model, this approach 
relies on existing organisational roles. 

The concepts introduced here on the levels of 
individual responsibility for environmental management 
form a large section in Part Three (Chapter 11) where 
the framework for the "Institutionalisation of 
Environmental Management" is discussed. 

FY97 also saw some further clarification of the 
research methodology. As this stage the researcher 
identified two distinct aspects to the methodology, 
eventually termed the Action Methodology and the 
Research Methodology. In other words, the 
methodologies used to stimulate change in the 
Organisation and the methodologies used to record 
resultant evidence or data. These were eventually used 
to structure the research methodology section, as seen 
in Part One. 

FY95 and FY96 had seen efforts from the EHS group 
(and the researcher) to measure the awareness of 
environmental issues at the company in the form of a 
Platform Services Survey and the Employee 
Satisfaction Survey. Neither of these were carried out 
in FY97. The platform services survey was replaced by 
a new process in this year and the employee 
satisfaction survey was only carried out on a bi-annual 
basis. The company's changes in this case are a good 
example of where the opportunistic research strategy 
employed by the researcher was occasionally subject to 
the changing needs of the client organisation. This is 
discussed in more detail in Part Three (Chapter 12). 
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To summarise, in the third year, specific ideas about 
the contribution to knowledge of the project were 
forming. The essence of the research findings had been 
formed, although they had not been specifically 
articulated at this point. The necessary structure and 
processes for institutionalisation were identified and 
the researcher had begun to question assumptions 
(seen in the hterature)'5 about environmental 
management change. Specifically in this year, concepts 
developed which explain the "Individual Action" 
element of institutionalisation. The researcher had 
noted that individual action was dependent on the 
position and discretion of the employee within the 
organisation. She believed that not every one had the 
same capacity to take "action" and some had greater 
overall impact than others. In addition, the researcher 
had also clarified the importance of individual values to 
the change process. 

15 A return to the literature is described in Part Three of 
the Portfolio. 
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6.4) The Final Year (FY98) 

The final year of the project saw the researcher's 
involvement in the organisation lessen in order to 
devote attention to interpreting and analysing data. 
Minimal contact with the organisation was maintained 
through the Industrial Trainee (described in Story 
Board Three). In addition preliminary ideas from 
previous years developed into three distinct areas of 
contribution. To embrace this, in December 1997 the 
researcher pulled together a final set of three "Core 
Research Concepts" which embraced the findings 
identified over the preceding years and aspects of the 
research methodology. 

Firstly, having reviewed relevant literatures, the 
researcher believed that there was a need to bridge the 
gap between theory and practice in organisational 
research. She maintained that complementary insights 

could be gained through insider based research to the 
results obtained by other research methods. 

Secondly, the researcher believed that there was a 
tendency for environmental management to be viewed 
as either a strategic or cultural problem. She believed 
that these perspectives were both incomplete, and that 
significant improvements in environmental 
management could only be achieved by tackling the 
"middle ground" between business strategy and 
personal or organisational values. The researcher 
believed that this middle ground involved changing the 
daily activities of smaller, or functional, groups within 
the organisation as opposed to prescribing 
company-wide change programmes. 

Page 116 



Part Two - Action Research 

Story Board 1- An Account Of The Action Research Process 

Finally, the researcher believed that in order to 
institutionalise environmental management, change 
would have to be driven or stimulated from within. In 
other words a top down imposition would be an 
ineffective mechanism in the long term. The researcher 
believed that this would require Environmental 
Management to be positioned in relation to existing 
personal or organisational values. These areas are 
discussed in more detail at the end of the story boards 
in Part Three of the Portfolio. The three areas are 
shown in Fig. 11. 

Research Contribution 
(7ore concppts 

Fig. II Research Contribution - Core Concepts 

Having identified, in general terms, the areas of 
contribution of the project, the researcher returned to 
the data coUected over four years for further analysis. 
The process and themes of data analysis were 
described in the Story Board introduction section. The 

process is shown graphically in Fig. 12 opposite. 

During the final year the researcher was, to a limited 

extent, involved in the organisation's environmental 
management programmes. This enabled continuous 
data gathering right up to the end of the project. 
However, the final year did not see any "new" ideas 

about the research, all models and concepts having 

emerged over the research period during periods of 
high involvement with the organisation. The majority 
of this particular year was spent analysing data, 

refining ideas and positioning the research 

contribution. The process of "post fieldwork" data 

analysis and documentation confirmed early ideas 

about the process of "institutionalisation" and the initial 
findings were strengthened. By March of the f-mal year, 
the researcher had identified three specific areas where 
this project makes a contribution to knowledge. These 

were described in the Executive Summary and are 
discussed in more detail in Part Three, after the 

remaining story boards. 

Part Two StaWs 
Data Analysis Process 

Lots of Data to consider, cannot 
present it aw 

k- 
N, tbd d- JDr 

u d.,. 

SI. P I St, P 2 

SwP 3 

12345 6 

Fig. 12 Data Analysis Piocess, 
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6.5) Story Board One - Summary and Conclusions. 

This, the first, story board attempted to show that research is not a linear process, although in 
this case many early ideas developed over time. It was advantageous to approach the research 
with an open mind and allow skills in action and research to develop throughout the project. 
The collection of research data was thorough, systematic and consistent for four years but the 
use and interpretation of that data changed over time until the final conclusions were derived. 
In addition to the themes which emerged about the institutionalisation of environmental 
management, there were also a number of methodological themes which are shown in this 
story board. The remaining story boards discuss the former in more detail, but the latter are 
discussed here in this summary. 

The first methodological theme which is evident from this story board is that, through a 
combination of (i) always being there and (ii) constant identification with the research 
objectives, the researcher was able to gain insights which would not have been gained through 
11 outsider- based" research methods. The second is that the researcher used predominantly 
existing tools to achieve and measure change at the company. These methodological choices 
have advantages and disadvantages which are discussed in Chapter 12. 

The second story board, presented next, describes aspects of JHPs Environmental Management 

programmes, as they feature in the company's formal planning process. This story board 

evaluates the characteristics of BPs approach to environmental management critically but 
from an informed perspective. Four topics are discussed in relation to HPs environmental 
management plan. Firstly, since the plan is for "Environmental Management", HPs 

understanding of this term and related concepts is considered. Secondly, since the research is 

about the "institutionalisation" of environmental management, HPs understanding and 
interpretation of this concept (as seen in the plan) are also considered. The story board also 
describes how HPs approach to Environmental Management was based on principles of Total 
Quality Management, discussing the implications and acceptance of this popular approach. 
Finally, the story board also shows the development of the researcher, professionally, in 

relation to the development and implementation of the plan. This change in 

researcher-influence is an important concept to consider and will be revisited in more detail in 
Chapter 12 - Reflections on the Action Research Process. 
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Part Two - Action Research 

Story Board 2 

Business Planning for Environmental Management 

7.0) Introduction 

As described in Chapter 4 (Research Methodology), the researcher was involved, to a varying 
degree, with the development of the EHS department's business plan. This business plan was 
the principal tool used in HPs attempt to institutionalise environmental management. This 
section of the portfolio, the second "story board", therefore describes the EHS "Business 
Planning" activities over the research period. The rationale behind this section is threefold. 
Firstly, in describing aspects of HP's planning activities over a four year period, it is possible to 
give the reader important context for the overall research programme. Specifically this section 
highlights the business focused, "quality" approach adopted by the EHS department to 
institutionalise environmental management. The second reason, related to the first, is that this 
story board introduces the company's environmental management programme areas and their 
understanding of environmental management in practice. Thirdly, by examining the entire 
research period in this general way, it is possible to get a longitudinal view of how the 
company's plans adapted as the research progressed and the researcher's influence increased. 

In this story board, three topics are discussed in relation to HPIs environmental management 
plan. 

1. ) Firstly, since the plan is for "environmental management", HPs understanding of this 
term and related concepts is considered. 

2. ) Secondly, since the research is about the "institutionalisation" of environmental 
management, HPs understanding and interpretation of this concept (as seen in the 

plan) are also considered. 

3. ) Finally, this story board describes the development of the researcher, -professionally, 
in 

relation to the development and implementation of the plan. 
Unlike the remainder, this story board does not introduce many of the research findings 

presented in Part One, rather it is a necessary introduction to environmental management at 
HP. Several types of data source are used to create this story board although company 
presentation slides predominate. 
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7-1) At the begi ing 

Upon her arrival at Hewlett-Packard, the researcher 
was presented with an EHS business plan entitled. "A 
structured, Quality-oriented and business focused 
approach to Hewlett-Packard's Environmental 
Management Function". This was the FY95 
"Ten-Step"' plan for environmental management. The 
basis of the UK plan was BPs proprietary Ten-Step 
Planning methodology. Comments from HPs internal 
EHS auditors', shown opposite, show how this plan 
was seen to be a "best practice" within the company. 
This comment suggests that, at that time, a "best 
practice" approach to environmental management in 
HP was perceived to include a focus "on the value 
EHS brings to the business". 

New approach to Environmental Management in 
HP - EHS Auditors'Remarks (June, 1995). 

"A ten-step plan has been developed which we 
believe is an BP'I)est practice". It is realistic, 
thorough, and focuses on the value EHS brings to 
the businesses" 

Expanding on this concept, the essence of HPs 
environmental management plan was to prevent the 
environmental concerns of stakeholders from 
negatively affecting business results. In order to 
achieve this, the EHS department was positioned as a 
business with the intention of selling its product to the 
rest of the organisation. Accordingly, customers were 
identified and prioritised, channels of delivery chosen 
and competition considered. The basis of the plan was 
a hypothesis that environmental issues (if not managed 
correctly) would negatively impact business results. 

Ten-Step planning is described in Part One of this 
portfolio - Research Context 

Ten-Step plans are normally based on a 3-5 year time 
frame, but are reviewed and modified on an annual 
basis. A complete version of the first (FY95) and final 
(FY98) plans are included in the Appendix as 
supporting documentation. 

Hewlett-Packard uses a team of EHS auditors to assess 
EHS performance at HP sites throughout the world. 
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This hypothesis was depicted in a diagram (Fig. 13) 
drawn at the time. ' The diagram suggested that, 
through a variety of stakeholders', "popular" 
environmental issues would impact the business unless 
corrective results were achieved and communicated. 
This diagram was more than just a picture, the 
concepts behind it drove the Ten-Step plan, and 
consequently Environmental Management, for the 
entire research period. There are two things worthy of 
further discussion here. Firstly, this diagram shows the 
programme areas falling under the umbrella of 
Environmental Management at HP. Secondly, this 
diagram suggests that HP perceived Environmental 
Management as helping to prevent negative business 
impacts from occurring. These concepts are discussed 
in more detail in the following sections. 

ýJLCJOIGVrALýýGIWENTWBUSWM ROULTS 

Fig. 13 Environmental Management and 
Business Results (October 1994) 

7.2) The Company's Understanding of 
Environmental Management 

Fig. 1, shown here, suggests that (at the time) 
environmental management was considered to include 
five programme areas. These are (as shown) Product 
Stewardship, Pollution Control, Waste Management, 
Health and Safety, and Resource Conservation. The 

researcher was told that these areas mirrored corporate 
Environment, Health and Safety programme areas at 
the time. Definitions of these programme areas were 
not provided in the plan. The term "environmental 

management" has a number of possible interpretations, 

as shown in the Literature Review (Part 1, Chapter 3). 

A larger version of this diagram is also contained in the 
support documentation 

The term "stakeholder" is used here to mean any 
individual or group of individuals who have a "stake" or 
interest in the company's development. 
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From these programme areas, it is possible to assume 
that HPs understanding of the term "Environmental 
Management" included Health & Safety management. 
Indeed a definition of Environmental Management 
used throughout the company at the time confirms this 
and is shown opposite. 

The researcher found evidence to the contrary. 
Hewlett-Packard's Environrnental Management Policy' 
refers only to "environmental" issues, indeed the 
company has a separate Health and Safety policy. 
Confusion of the terminology surrounding 
Environmental Management continued throughout the 
duration of the research, even to the extent that 
phrases were used interchangeably within the 
researcher's notes . 
Initially, the term "Environmental Management" was 
used synonymously with "Environment, Health and 
Safety". To denote purely "environmental" activities 
the company would use the abbreviation "E", for 
example E-team or E-programme; the "E" being 
extracted from the abbreviation "EHS". For some 

HP's Definition of Environmental Management 
(HP's Conunitnient to the Environment, 
Hewlett-Packard Company, 1994) 

"Environmental Management at, HP includes 
occupational health, industrial hygiene, safety 
management and ecological protection". 

I Interview notes with TD (July 1996) 

"There is a separate focus of the E, using the 
upcoming HS audit as an accelerator. ZJ is running 
a TQC project on the environment with some 
people who are experts in TQC methodology. By 

pulling out the E with a separate focus, we are 
protecting it from the HS flood. 

employees however, the term environmental implied 
internal or working environment and was not 
associated with "green" issues. TIlis could be due to 
employees'experience of Environmental Health 
Oficers in their personal lives. Others included both the 
internal and external aspects of the word environment 
in their understanding, with indoor air quality, safety 
and recycling in the same set of issues. 

Presented in Chapter 2- Project Background 

Interview notes with IR (July 1996) 

"You just come up to my office area, there was an 

environmental issue there, which has a real health 

and safety impact, so I'm looking for health and 

safety because we have things in place, like a big 

bucket that really shouldn't be there, packages that 

shouldn't be there 'cause people can fall over them, 

that's health and safety. But it's to do with the 

environment that we're working in. " 
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The researcher was keen to promote environmental 
(green) programmes within the company and 
distinguish them from concerns about the internal 
working environment. At the same time the EHS 
department needed to maintain a consistent and 
recognisable approach. In 1996, the researcher 
devised a departmental logo which aimed to provide a 
better balance between "environmental" and "health & 
safety" issues. The basis of the logo was a concept that 
EHS helped RPs Products, Operations and People. 
The researcher helped the department to turn this into 
a logo (shown opposite). The logo was used 
throughout the department's communications and was 
even used on a team baseball cap, distributed to 
members of the Field EHS Council (see Story Board 
Three). 

Some notes from the researchers log-book in April 
1996 comment on the effectiveness of the "Products, 
Operations and People" approach. In addition, an 
interview with one member of the Field EHS Council 
indicated that the baseball caps distributed were 
effective as an aid to reminding people about the 
"People, Operations and Products" concept. This 

concept pervaded the plan's documentation from then 

on. Fig. 14 (taken from the plan), drawn by the 

researcher in 1997, shows how all environmental 
management activities fall under those categories, or at 
the intersection between them. This diagram was 
devised by the researcher in an effort to integrate all 
the areas of envirom-nental management into one 
framework. 

04 to I 

Environmental 
Stewardship 

at 
P/3 amr.. 

7e4m 

Log Book 26/04/96 

For the first time I felt that at FEHSCO we 
didn't just talk about H&S. We discussed 

manager health and safety, waste and energy 
management and product stewardship - at last!! 

until this meeting I did not believe it! The 

people, operations, products line is working! 

Interview notes with BK July 1996 

We also got little hats. I know because I lost 
mine. Somebody has taken my hat. I only 
hope that they are using it effectively. And 
that they know what the pop culture is. Can 

you explain to Tima what the pop culture is'? 
Oh come on. It is products, operations and 
people. 

Envimnrnený Health and Safetý 

Pw-&- A Wpaim 
CP "fýy 

opý*s- 
'EIW Pd- 

Pd., 

S. pph-l-, 
0== 

Fig. 14 FY97 Ten-Step Plan 
"Environment, Health and Safety' 
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As has been shown, certain individuals remembered 
this approach but towards the end of the research 
employees were still confused as to the relevance of 
the "Products, Operations, People" concept. This can 
be partly attributed to a reliance on the researcher to 
provide continuous promotion of this logo but who 
was unable to provide as much support in her final 

year. 

In summary, HPs understanding of environmental 
management was somewhat confused. The first 
Ten-Step plan was defined as an environmental 
management plan, but included a strong health and 
safety content. The long term focus of the plan, 
especially in earlier versions, was clearly 
environmental. The new Director of Environmental 
Affairs assumed that health and safety management 
could be improved fairly quickly, leaving resources free 
for tackling more long term environmental issues. 
Efforts to integrate both environmental and health and 
safety issues into a common framework were initially 
successful but were not sustained. Four years on, 
health and safety management continued to represent 
the majority of activity within the EHS department. In 

part, this was related to the development of the 
environmental management organisation which is 
discussed in more detail in Story Board Three. 
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7.3) Preventing Negative Business Impacts 

A second aspect of the Ten-Step plan for 
environmental management was its focus on preventing 
negative business impacts. This approach is quite 
distinctive, focusing on protecting the business and 
not, as might be expected, the environment or health 
and safety. Additionally, it was assumed that there 
would be negative business impacts if an environmental 
management programme did not exist, rather than 
positive business impacts if it did. Over time, this 
rather negative approach did change. Later versions of 
the plan refer to enhancing, as well as protecting, value 
and of leadership as opposed to just regulatory 
compliance. 

An example of this was seen in 1997 when the EHS 
department analysed the role of environmental 
management in the business'value chain. 
Environmental Management was then described as 
having three sources of value. These were expressed as 
(i) protecting HP from adverse EHS risks (and vice 
versa 7), (ii) Enabling effective management of key 

business processes, and (iii) Providing opportunities in 

new business areas. The first of these was consistent 

with the earlier perception that "negative" impacts 

could be prevented but the remaining two had a more 

positive outlook. Despite these changes, the approach 

seen in the planning documentation was still driven by 

predominantly business needs. 

protecting the local and global environment from HPs 

activities. 

Value chain. 

Environmental management: 

Protmu 4P fmin ad,, -,, LI IS 
-p. U. dýU 

Wý, kýy b. ý p-- 

Pwid.. Pp. M. O-. I t-. n' 

Fig. 15 FY97 Ten-SLCP Plan "Value 
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Story Board One showed that this business driven 

approach represented only half of the environmental 
mariagement picture within HP. despite the content of 
the Ten-Step plan. In particular. environmental 
management had been cxpre. ised as both a business 

obpwive and a measure of good citizenship. Thc plan's 
documentation did not include any reference to the 
second of these areas. focusing only on the prevention 
of business impact. Yet Story Board One shows that a 
ulftcr approach, appealing to people's values, would 
also work. 

7-4) Irbe Company's Definition and Understanding 

of "Insfilutionalisation" 

Having reviewed the company's deflinition(s) of'. and 
approach towards. environmental Management. 11 Li 

alu) ncccmary to determine their perception of* 
uwautionaWiation, as shown in the rc. -; carch data. The 

term institutionalisation does not 1eaturc in any of HPs 

environmental management Plans. However, it is 

possible to disid thicir approach from the pWm- and 
0(her CvkjcnLc. 

Two nuin areas starid out in HP)s approach. Firstly, 
IIP wanted to improve crivironmental management and 
achieve "additional business success largely through 
the tkw of existing resourves". in other words without 
increasing the size of the existing EHS departmcnt. 
Secondly. HP% environnicirital management objectives 
were fr&nW in lenns ofimproving the quality ofthc 
FIIS departmcm, Fwh of (hcw is now comsidcred in 

more detail as thcy relate to the central issue of' 

aitempimg io uutilulsonabc cnvironmental 
mviagcnwnt 
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7.4.1) Additional business success largely through 
the use of eidsting resources 

One aspect of HPs approach was their desire to 
improve environmental management without additional 
resources. This was explicitly expressed in the Value 
Proposition' of the plan shown in Fig. 16. 

This concept requires further explanation at this point 
since it is perhaps the most important premise of EHS 

activities in HPs UK Sales Region and more 
importantly provided the parameters for the research 
objectives. The important concept here is the use of 

existing resources. Hewlett-Packard Ltd did not want 
to create a separate function for environmental 
management. Rather it believed that environmental 
management would be sustained if it pervaded through 

the existing organisational structures. This aspect of 
the plan remained consistent over the four years. 
Information on the development of environmental 

management in the organisation, within the constraints 

of a "no additional resources" objective, deserve the 

attention of a story board in their own right. Story 

Board Three - The Changing Environmental 
Management Organisation - provides this necessary 
detail. 

Value Proposition 

cc ss 

The UK EHS function leverages 

addifional business success largely through] 

stj the use of existing resources. 

Fig. 16 Ten-Step Plan Value Proposition 

A clear statement of who the target customers are and 
precisely what key benefits and price will be delivered 
to them (Hewlett-Packard, 1993). 
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7-4.2) Five Year Objectives set in Quality 
Management terms 

As mentioned, Quality Management tools were used to 
devise the strategic and tactical contents of the 
environmental management plan, track its progress , 
both quarterly and annually, and provide a means of 
measuring the effectiveness of the EHS organisation. 
This approach provided structure to an area of the 
company which had previously not been exposed to 
Quality methodology. Corporate EHS Auditors 
commended this approach (shown opposite). 

Interviews carried out in FY96 also gave the 
researcher some feedback on the use of this 
methodology for environmental management. One 
senior manager indicated the wide-spread acceptance 
of Ten-Step planning within the company. He felt that 
it was simply a good business discipline to have a 
Ten-Step plan irrespective of whether the plan related 
to environmental or other issues. Another manager also 
commended this approach, recognising the plan as an 
important tool in achieving change. 

The objectives of the Environment, Health and Safety 
plan were written in relation to Hewlett-Packard's 
Quality Maturity System (QMS)'. In their words, the 
department aimed "Towards 35in Approach, Results 
and Deployment" for all of the QMS axes. In simple 
terms this meant that the department was attempting to 
improve its performance in a number of key areas 
thereby being capable of achieving a specific "Quality 
Maturity" score. 

Outlined in Part One - The Players (Hewlett-Packard 
Ltd) 

(EHS Auditors'remarks, June 1995) 

Bracknell's EHS program is characterised by 
strong senior management ownership, solid 
business planning, and alignment with the 
principles of total quality management. " 

Inerview notes with PV (July 1996) 

"Ten step planning methodology is routinely 
applied to most business situations so doing a 
ten step plan was not unique to environment 
that was just our normal method of tackling 
things the TSP process involves understand 
what the customer wants, what resources does 
the activity need, what the critical business 
issues are etc.. eventually .... ... down into key 
priorities for the year so it is a logical cascade 
in looking at an issue - from that we develop a 
plan and developing key strategies to achieve 
that. I see that as just a good business 
'. . .. -- 11 

Interview notes with PV (July 1996) 

" TD has developed a Ten-Step plan for 
improving HP`s approach to environmental 
issues -I think that the deployment of that 
plan and roll-out of it are the most important 

changes we have had" 
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HP's QMS system is based on five axes (described in 
detail in Chapter 1). These are shown opposite. For 
each axis, the QMS system measures a business' 

approach, results and deployment. "Approach" is 

measured according to their knowledge of their 
business area, use of data or tools, and whether the 
business operates predominantly in a proactive or 
reactive mode. "Results" are assessed according to 
whether the business'approach is achieving or driving 
the results they need. "Deployment" is measured in 
terms of the extent to which the business' objectives 
are integrated into the organisation. In particular, the 
"Deployment" aspect of the QMS system is closely 
linked to HPs desire to "Institutionalise environmental 

Quality Mannity System (QM) 

STRA ý; C 
F cm 

PLý 

Pým 
PýEu 

lupývwENT 

management. 

Each axis is assessed according to "approach", 
"results" and "deployment" and assigned a score of 
between 1 and 5. A scoring guide is available to 
assessors, to ensure consistency of approach between 

reviewers. Before moving on to discuss the progress in 
this area it is worth dwelling on the notion that these 
elements can be measured and assigned a score. 
Assigning a score to these areas reduces their meaning 
to a single number, but within HP these numbers are 
very powerful. Many managers in HP recognise 
intuitively the meaning of a score they are given and 
will compensate accordingly. Despite this, it is 

obviously open to misinterpretation. HPs corporate 
Quality department spend considerable time explaining 
the QMS system to new users in an attempt to avoid 
interpretation problems. 
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During the course of this project, the company actually 
changed to a new version of QMS, which moved away 
from the scoring approach. The researcher decided to 
maintain consistency of approach in her analysis of the 
organisation and therefore continued to use the system 
available at the start of the project. 

The use of these "Quality" indicators to measure 
Environmental Management performance was an 
obvious choice for the Director of Environmental 
Affairs since he was an experienced UP Quality 
reviewer. He believed that the QMS approach would 
indicate the extent to which Environmental 
Management was institutionalised. The researcher also 
believed that the QMS system was an appropriate 
methodology for assessing and driving the 
Institutionalisation of Environmental Management. The 
rationale for this was shown in Story Board One. 
Consequently, from the first year, the researcher was 
involved in assessing the overall maturity of the EHS 
Organisation using the company's Quality Maturity 
System". 

Since the objective of the plan was to reach a maturity 

score of "3.5" in four years, it was important to take 
intermediate measures with the same measurement 
criteria as each year of the programme progressed. In 
1994, a colleague from the company's Quality 
department assessed the quality of the EHS 

organisation using this system. His analysis was based 

on some self assessment documentation provided by 

the Director of Environmental Affairs. He gave the 
EHS organisation a score of 2.1 (out of 5) suggesting 
that "Approach" was strong but "Results" were not 

evident as yet. His cornmentary was not surprising; it is 

shown opposite. 

LTK Sales Region: Quality Manager: Menw 
regarding the QMS scoring of the EHSfunction. 

,, my scoring assessment of your self review is 
attached. This was a strange process to go through 
as the group is in a formative stage. This combined 
with your in depth understanding of Business / 
Quality results in a document where you know 
what you should / could be doing in these areas 
and have plans in place. Words like will and would 
indicate these future plans. This shows in the 
scoring with approach being good and results still 
to come. " 

The QMS system is described in more detail in earlier 
sections. 
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At this stage the organisation has only just been formed 
and the first ten step plan developed. Ten-Step 
planning was seen as a good approach but no results 
had been achieved as yet. In 1996" a similar scoring 
exercise resulted in a new EHS maturity score of "2.4" 
an overall increase in maturity from the previous year. 
This is shown in Fig. 17. At this stage the EHS 
department was still very strong on its approach to 
environmental management, but deployment remained 
a problem. 

The difficulties of deploying environmental 
management concepts to employees had been 

exacerbated by an ever growing environmental 
management organisation. As more people were 
getting involved it was increasingly difficult to maintain 
effectiveness as a single environmental management 
function. This problem was recognised as one which 
might develop in any organisations hoping to integrate 

environmental management. 

Five yaw objectives with OMS (Arbitrarj4Strafthing goals) 
ov. WI Cos S- 

a4 
31 3-2 31 

3- 

11 

2.8 
2.6 2 
2.4 
2.2 4 

ýY'94 FY95 FY96 
Y- 

UK Sales Region: Director of Environmental Affairs: UKSR 
FHS Departrnent QMS Review -- FY95 

As in 1994, UKSR EHS function remains much 
stronger on "Approach" than in the other two 
areas. However, because of the intention to depioy 
EHS responsibilities into the greater HP 

organisation, the size of the "EHS organisation" 
has effectively increased, making deployment 
goals more stretching. Indeed in the FY96 
Hoshin, Leadership & Participation has been 

selected as the breakthrough issue. One of the 
strongest messages from this review is the need to 
re-focus efforts in Process Management. 

After the QMS review carried out in FY96, the 
researcher and other members of the EHS department 
realised that the scoring criteria of the QMS system 
needed translating into EHS performance measures in 

order to be understandable to the wider EHS 

organisation. Only a small number of people, including 
the researcher, could intuitively understand what a 
score of "2.4" meant. Not all employees were familiar 

with the QMS and its specific scoring system. 

It should be noted that, although carried out in FY96, 
this analysis was based on activities carried out in 
FY95. 
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As a result, during FY97, the researcher set about 
trying to link the QMS scores to environmental 
management performance measures. After several 
iterations, this exercise resulted in a series of tables 
(shown opposite and again in Appendix A) which 
linked QMS scores with EHS maturity at an Individual, 
Business group and Company level 12 

. The objective of 
this was to assist members of the EHS department, 

such that they would have a clear understanding of 
what a QMS score of "3.5" for an environmental 
management function would look like. 

Fig. 17 (a, b and c) Environmental Management 
Maturity in QMS terms 

EHS Maturity 'People'(2) 

,. z =-- "- n- 

These tables were presented in the "People, Operations 

and Products" format. As with other detailed slides, 
full versions are presented in the Portfolio Appendices. 

As a result of developing these tables the researcher 
(and hence the company) gained a better understanding 
of what institutionalisation of environmental 

management would entail. At this stage a specific QMS 

measurement was not carried out, although both the 
researcher and other members of the EHS department 
had a greater understanding about where the 
organisation needed to get to in terms of environmental 
management maturity. 

These levels were derived from the researcher's 
definition of Institutionalisation - See Story Board One 
for more details. 

EHS Mýtwicy'Operatiom'(2) 
234 

EHS MatLaiEY'PrOducts" (2) 

1234 

� 

-' 
-. 0C -- 
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In her final year, despite pressures of time, and to some 
extent priority, the researcher encouraged members of 
the EHS department to carry out another QMS 
measurement. This was carried out by the researcher, 
the new EHS Manager 13 and the Director of 
Environmental Affairs. This assessment was conducted 
just prior to the FY98 planning process. A score of 3.1 
was arrived at, compared to a score of 2.4 some two 
years earlier (see diagram). Comments from a report 
describing the third review are shown in Doc. 10. At 
this stage the objectives were somewhat on track,, 
although significant effort would be required to attain 
the stretching goal, a score of 3.5, by the end of FY98. 

Over the time frames of this project, it appeared, at 
least according to the QMS system, that HPs 
environmental management maturity improved over 
time. The QMS was crucial to these improvements. 
The assessments caused changes to the department's 
planning activities in a form of continuous 
improvement. In particular, an excerpt from the FY98 
plan shows how results from the QMS assessment 
would filter through to the annual Planning activities. 

13 See Story Board Three - The Changing Environmental 
Management Organisation 

FIVE-YEAR PLANNING, via Q. MS 

'Towards 3.5' in Approach, Results & Deployment of 
Quality Methodology 

P. V. - A Al, Ad*, q IA 

Fig. 18 QMS Scores (Janua-ry 1998) 

UK Sales Region: Environmental Research 
Engineer: Reporl on QMS Measurement. 

"Summary" 

"However, as in previous years , the LJKSR EHS 
function remains much strongest on "Approach" 
"Results" are more evident than in previous years 
due to the growth of the virtual EHS organisation. 
However, since it is the intention to deploy EHS 
responsibilities into the greater HP organisation. 
the size of the "EHS organisation" effectively 
increases year on year, making Deployment scores 
ever more stretching. The FY98 Hoshin will thus 
be based on improving "Deployment" to the virtual 
EHS organ isation -" 

UK Sales Region: FY98 Situation Statement 

Over the last three years significant 
improvements have been made in all areas of' 
Environment, Health and Safety management. 
The Process Management focus during FY97 
enabled some understanding of the processes 
behind a growing EHS organisation, although 
organisational changes slowed progress in this 
area. Management ownership of EHS issues still 
requires a breakthrough effort. Deployment of the 
Environment, Health and Safety plan through the 
empowerment of the virtual organisation is the 
most significant challenge for FY98. 
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Despite continual efforts to address the issue, 
deployment of environmental management to the wider 
organisation remains the biggest challenge. This was 
confirmed in December 1997 when members of the 
Field EHS Council (FEHSCO)14 Were asked to 
brainstorm areas which they felt were in need of 
attention. Strongly evident in this analysis was the need 
for greater demonstration of value, and general 
deployment of environmental management to FEHSCO 
and beyond. Also, it is worth highlighting the perceived 
need for greater "E" (environmental) focus within the 
organisation at this time. 

7.5) The Role of the Researcher 

Over the course of the project, the researcher's 
involvement with the Ten-Step plan varied. At the 
outset, the researcher was new to the organisation and 
had little influence over this plan, but was involved in 
its implementation. 

One year on, in September 1995, the researcher was 
asked to review the contents of the Ten-Step plan and 
to make improvement recommendations for the FY96 
version (see e-mail). She consulted with members of 
the Field EHS Council in order to incorporate their 
various Perspectives into the plan's contents. 

By 1996, the role of the researcher in relation to the 
annual planning activities had increased again. At this 
time, members of the Field EHS Council were asking 
the researcher for help with their planning activities. 

DOC 9 

UK Sales Region Administrator: Minutes ofFEHSCO meeting 
3rdDecl997. "Development areaj" 

More 1.0, 

I 

Visibility of EHS 

EHS Leadership 

Q3 Audit 

Demonstration of EHS Value 

Ergonomics/Safety Behaviour 

I Escalation 

EHS Communication 

Danger of Delegation 

Deployment & Engagement 

Senior MGAff Champions 

More Individual Communication by FEHSCO 

Employee "Pull" 

Funding for Essential Activities 

Recycling UK 

** = linked 
IL_ 

g 

EE-Waill 0044//0099//9955 RReview. pre 

Dr in 

t -st p 

ear FEHSCCOO meember, 

3 you now it Is I ur 

Iv 

As you know it is now time to review o), 

11 CO ýd 
ten-step and annual nu planning. At the last 

S 

rFEHSCO 

meeting it was decided that we 

F Mail 04A 

Dear FE 

As you 10 
ten-step 

would A 
the sch! 
would review tthhee ITSP on 23rd Sept during 
the scheduled progress meeting. 

ew 

In order that the review day runs efficiently 
and effectively, it would be extremely 
constructive for all members to review the 
existing plan before that day. 

This should be a relatively easy process of 
looking -at the plan in the light of 
developments encountered in the last year 
of implementation. 

Such developments could include, The 

recent EHS Audit, Changes in customer 
preferences? ý internal organisational 
changes, resource constraints etc, etc. 

14 See Story Board Three - The Changing Environmental 
Management Organisation. 
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A note from one FEHSCO member and a comment in 
the research log book highlight this in more detaiL The 
comment in the research log book also shows the 
researcher's increasing awareness of qualitative 
research methods which was described in more detail 
in Story Board One and Part Three of the Portfolio. 

In 1997, several changes were made to the ten-step 
Plan to better reflect the understanding and practice of 
environmental management in planning for FY97. On 
this occasion, the researcher had almost complete 
discretion over the plan's development. The plan was 
checked by the Director of Environmental Affairs and 
the rest of the FEHSCO organisation, but was 
predominantly based on the researcher's 
interpretations. 

By the final year of the project the researcher was a 
respected consultant in the development of the 
Ten-Step plan for environmental management. As an 
example, in November 1997, the researcher, in 
conjunction with the new EHS Manager", began 
looking at the Ten-Step plan again. They realised that 
over time, FEHSCO had somehow lost focus. A great 
deal of organisational change had occurred over the 
year. These organisational changes are presented in 
more detail in Story Board Three to follow. Once 
again, the researcher also consulted the members of the 
FEHSCO group to decide areas of development for the 
FY98 plan. 

F, Mad (Z2101/96) 

Zoe 

Ever conscious of the next FEHSCO meeting 
is due 14 February and a deadline to develop 
strategies around the Hoshins by then. Whilst 
I have some thoughts of my own it would be 
very useful to discuss with yourself the key 
direction we should drive the waste and 
energy Hoshin. 

Log Book 31/1/96 (Selected) 

"XX came round and we spent quite a long time 
developing her strategy for FEHSCO. This 
interested me... 

I am quite keen for FEHSCO to work well and 
develop my 10 step plan. So much so that I spend a 
fair amount of time chasing people's actions and 
helping them develop their own planning. Does 
this matter? I think I have to acknowledge this as I 
am definitely not observing normal behaviour! I 
am observing a 'champion' being really keen and 
motivating (me!? )". 

F-HS AAnýjusft2tor: Mmutes ofFEUSCO meting 
9th June 1998 

Although outside the scope of this project the 
researcher was also asked to prepare the FY99 plan. 
Notes shown opposite suggest that despite efforts by 
the researcher to reduce this, the organisation was still 
somewhat dependent on her for contributions. 

See Story Board Three - "The changing Environmental 
Management Organisation" . 

Ten Step Planmng - Zoe 

The plan was reviewed at the lag meeting, nothing q3ecific to 
repmL Tlw Hoshin plan needs to be reviewed and to 
re. -estahlish what EHS is trying to achieve. It will be put on 

ýhold 

until ZJ has finished her Doctorate 
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7.6) Summary 

The objective of this story board was to describe three specific aspects of HPs environmental 
management planning activities in their attempt to institutionalise environmental management. 
In doing this, three aspects of HPs approach have been demonstrated, which although not 
specific to the business planning data feature strongly in them. These are: 

1. ) HP's definition of environmental management is varied, and widespread understanding 
of its meaning is not evident. 

2. ) The company's approach to institutionahsing environmental management is based on a 
Total Quality framework with the limiting factor of "no additional resources" 

3. ) The role of the researcher changed over time causing some methodological concerns 
to be raised. 

These three topics all feature indirectly in Chapters 11 and 12 in more detail. 

Story Board Three, which follows, extends the analysis of the research data outwards from the 
EHS department to examine "T"he Changing Environmental Management Organisation" during 

the institutionalisation of environmental management. This includes an analysis of the role of 
the central EHS department and a virtual"' EHS organisation at the company. This story board 

also presents evidence for two of the key research findings included in Table A- 

16 Explained in Story Board Three 
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Part Two - Action Research 
Story Board 3 

The Changing Environmental Management Organisation 

8-0) Introduction 

The second story board described, amongst other things, how senior managers at 
Hewlett-Packard wanted to improve environmental management using only existing 
resources. The implications of this, from a human resources perspective were that: 

1. ) the EHS group would not have the opportunity to hire new members of trained staff, 
and 

2. ) employees within the organisation would have to participate in environmental 
management programmes without official reporting lines to the Director of Environmental 
Affairs. 

This chapter of the portfolio, the third story board, describes these "organisational" elements 
of the project at HP. In other words, the departments, teams, councils, and individual 

champions, who became involved with the environmental management programme, are 
described. 

Since the objective of the research was to learn about the institutionalisation of environmental 
management, this story board describes how HP attempted to make environmental 
management part of normal business practice and therefore part of employee responsibilities. 
In addition, this story board extends the analysis of the research outwards from the EHS 

department (and its planning activities) into the rest of the organisation. 

Within the story board three aspects of the "changing environmental management 
organisation" are considered: 

1. ) the EHS department, where the researcher was based as a ftill-time employee; 

2. ) the wider environmental management organisation including ad hoc committees and 
teams involved with environmental programmes; and 

3. ) the individuals that were involved in specifically "environmental" improvements. 

In order to analyse these, a content analysis was carried out on documentation relating to the 

environmental management organisation and its development. This was to help generate 
insights into the process of organisational change as the researcher attempted to 
institutionalise environmental management. 
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It should be noted that the content analysis of "organisational" documents was carried out as 
part of a bigger analysis of research documentation (described earlier). Data relating to the 
development of the environmental management organisation were found in minutes of various 
team meetings, the environmental management plan, and in the researcher's e-mail message 
collection. Many themes emerged during the overall analysis; some of which were specific to 
the "organisational" data. The themes identified for this story board were labelled as: 

* The role of the EHS department; 

,* Getting the right people in the environmental management organisation; and 
* Environmental management as part of the job. 

These three themes provide the structure of the story board. Discussion points which are 
presented in this story board consider the role of an EHS department if environmental 
management is institutionalised, whether environmental issues are really "everyone's 

responsibility" and whether environmental management should be considered part of existing 
job responsibilities or separated out for specific attention. Within this story board, two of the 

research findings feature. 
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8.1) The EHS Department and its role in the 
Institutionalisation of Environmental Management. 

The structure of the EHS department at the start of the 
project was described in Chapter 2. In summary, at this 
stage the EHS department consisted only of the newly 
appointed Director of Environmental Affairs, an 
out-sourced Occupational Health unit and the 
researcher. During FY95 the Director of Environmental 
Affairs was also assigned responsibility for the UK 
Regulatory department. At that time, despite many 
overlaps, the departments kept their individual identities. 
When the small EHS department merged with the, 
existing, UK Regulatory group, the department 
appeared bigger but actually no "new" resource had 
been allocated. This was partly to combine two smaller 
functions but also to address the increasing amount of 
environmental regulations touching both the regulatory 
and EHS staff. 

Of particular concern, from a regulatory perspective was 
the issue of producer responsibility, specifically relating 
to packaging and electronic equipment recovery and 
recycling. In February 1996, whilst attending a 
conference on "End of Life Management' for Electrical 
and Electronic Equipment" (See e-mail opposite), the 
researcher realised that this issue would require an 
increasing amount of resource and attention in the 
future. As a result, the researcher proposed that 
Hewlett-Packard take on an additional Engineering 
Doctorate research engineer to carry out a project 
relating to Hewlett-Packard's "Product Take Back" 
strategy. 

E-Mail 

Hewlett-Packard Company: Europm EHS Manager. 
Message: EOL electronic products 23/01/96 

Hello Zoo, 

Let me take a few seconds, to thank you for being able to 
attend the conference organised by the US Embawy in 
London on the above referenced subject. As you may 
know, the subject is of critical importance to our business 
and neither <TD> nor myself will be there that day, I'm 
very pleased that you will be able to attend the meeting. 

The purpose of this department was to ensure HPs 
compliance with UK product regulations, some of which 
related to Environment, Health and Safety. 
A term commonly used amongst companies addressing 
producer responsibility, see Story Board Four for more 
details. 
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After discussion with appropriate University and I Log Book - 9th February 1996 

company officials, the project was agreed and the put f(xvard tbe idea to TD about doing an Engl) (someone else! ) 

in Product Take-Back. TD liked the idea wW asked me to put it to 
selection process initiated. The second research engineer the pWamme director. 

would also be situated within the EHS department. 

The events just described are an example of how the 
researcher, through constant identification with the 
research objectives (in this case the restriction of no 
additional resources), could facilitate changes in line 

with institutionalisation of environmental management 
whilst based at the company. By this time, the 
department had also gained an additional part-time 
administrator to perform personal assistant duties for the 
Director of Envirorunental Affairs. 

In February 1996, the Director of Environmental Affairs 

commented to the researcher on the possibility of hiring 

an EHS manager for the Amen Comer site. At the time, 

this appeared to conflict with the intention of having no 

additional resources devoted to the management of 
EHS. By the end of the same year, a manager from the 
Support Services department was given responsibility 
for ensuring compliance to the Corporate EHS Audit. 

With a Facilities background, this manager had had good 

exposure to the wide range of environmental 
management issues as they affected HP sites. The 
decision to "second" her, thus leaving official reporting 
lines within Support Services was a strategic one 
designed to forge greater linkages between the EHS 

department and the Support Services Organisation. In 

November 1997 the same manager was officially 

appointed as the new EHS manager for the UK Sales 

Region. In January 1998, the manager relocated 
(physically) to the EHS department although the job 

remained funded through the Support Services 

Organisation. 

Log Book - Ist February 1996 

TD is sounding more and more like he will hire 

an EHS manager for our site. 
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This event, and others similar contributed to the 
formation of one of the research findings which suggests 
that action at a business group level is dependent on the 
group's specific objectives and the discretion of 
employees within the group to effect change. 

In particular, this example shows that environmental 
management was seen as an appropriate extension of the 
existing Support Services department's responsibilities. 
The Support Services function had responsibility for 
(amongst other things) building maintenance, waste 
disposal, indoor air quality and the provision of office 
ftumiture. With the EHS manager located within this 
group she had significant infiuence over environmental 
management concerns, such as ergonomics, electrical 
safety and waste reduction. 

At the beginning of June 1997 the UK Director of 
Environmental Affairs became jointly responsible for 

environmental management in Europe along with 
another senior colleague from Germany. This 
appointment meant that the director spent an increasing 

amount of time fulfilling his European role, with a 
consequent reduction of time spent on UK related plans. 
In an interview with him in August 1997, the researcher 
asked the Director of Environmental Affairs to comment 
on the advantages and disadvantages of him having 

taken the European role. Relevant notes taken from this 
interview are shown. The notes suggest that, overall, the 

move was a positive one, but it did leave the UK 

7th August 1997 

ID's new role in Europe. 

Positive 

It suited the LJK plans in terms of extending 
boundaries. 
opportunity to accelerate <BS> 

Negative 

.. really this move was too soon for the LJK 

organisation. Links to person dependency. The 

preparation had not really been done. 

organisation slightly short of resources. 
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As can be seen, during 1997 many organisational 
changes took place within the EHS/Regulatory 
department. The researcher noted that in the space of 
approximately one year there were only four staff (out of 
a maximum of fourteen) that remained constant (one of 
these four being the researcher). A comment from the 
research log book related to this is shown opposite. 
Changes were a combination of staff retirements and 
resignations, new hires and re-organisations. The 
researcher felt that these changes slowed the progress of 
the department and its plans down somewhat, although 
there was little specific evidence to confirm this. 

At the beginning of FY98, the EHS department was still 
in a process of change. The boundaries between the 
EHS and Regulatory organisations were not clear and 
new staff members were just becoming familiar with the 
department's objectives and processes. In addition to 
this, the researcher was unable to devote as much time 
to her functional responsibilities than had previously 
been possible, due to final year research commitments. 
In order to address this, the department decided to hire a 
one year placement student from Bradford University. 
The objectives of this placement were twofold. 
Primarily, the student was hired to liberate the 
researcher from her departmental tasks and to provide 
some consistency in their execution. Secondly, the 
student would provide a bridge between the two 
departments (EHS and Regulatory) working partly for 
both. 

In May 1998, Hewlett-Packard offered the researcher a 
full time position in the UK Regulatory department as an 
Environmental Regulatory Engineer. See e-mail Oob 

offer one) The role will also include some work for the 

continuing "virtual" EHS organisation as an 

environmental consultant. 

Log Book - 2nd August 1997 

Note... How did I suddenly become the "oldest" (in 

terms of experience) member of the team. 
hI 
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In the early stages of this project, environmental 
management would not have existed without the 
organisation, co-ordination and leadership shown by the 
EHS department. In particular, the researcher and the 
Director of Environmental Affairs were vital in the first 
couple of years of the programme. Tle choice to 
it second" an EHS manager from the Support Services 
Organisation and to take on a second Engineering 
Doctorate researcher also suited the "no additional 
resources" approach. Despite this, the department did 
eventually have to grow and take on more administrative 
staff to ensure that environmental management 
continued to grow and improve. 

In attempting to create awareness for environmental 
management issues, it was not surprising that particular 
individuals in the EHS department became recognised. 
This was enhanced by high visibility programmes such as 
the EHS newsletter and other communications 
programmes. However, there seemed to be a very fine 
line between employees recognising the contribution of 
the EHS department's staff and being over-dependent on 
them. The objective of the EHS department's plan was 
to institutionalise environmental management, which 
meant trying to establish EHS as part of "normal 
business; dependency on the EHS department for 
co-ordination and leadership seemed to contradict this. 
Some comments made to the researcher opposite 
provide further insight in this area. At that stage, this 
employee perceived that the EHS department would 
always co-ordinate environmental management but that 
individuals within other groups would have some EHS 
responsibilities. 

Log Book - 29th February 1996 

Spoke to <HR> on the way back from the meeting. 
Un-prompted she asked me how I thought EHS 
would progress. She said There is a great deal 
more interest now in it, more and more companies 
are doing it". We discussed TD's vision of a 
distributed organisation and individual ownership 
of EHS issues. She took that to mean like the fire 

marshalls i. e. a rep in each department and a 
central function. This I would say is half 
institutionalised. i. e. people accept that it should be 

represented in each dept but they want it to be a 
specific separate job instead of their own. I drew a 
diagram to represent this - Flowers. pre 
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These observations were probably based on the 
employee's experiences as a Fire Marshall. since that is 
how Fire Marshalls are organised within HP. This 
conversation, amongst others at the time, developed the 
researcher's ideas about the role of the EHS department 
and the extent to which all employees should be involved 
in environmental management. This was discussed in 
Story Board One and will be analysed in more detail in 
Chapter 11. 

Further data also pointed to the organisatiOn's 
dependency on the EHS department. This was shown in 
the Ten-Step planning documentation for FY98. A 

specific problem called "dependency on the core team" 

was highlighted (see opposite). On several occasions the 

researcher would suspect that employees believed that, 

since there was an EHS manager, it was the EHS 

manager's job to manage all environmental management 
issues. "That's their job" was a common perception 
amongst employees. A similar phenomenon was 
described in an e-mail (opposite) from a U. S. 
Enviromental Manager in 1995. 

Dependence on the EFIS department was markedly seen 
in August 1997 when the researcher interviewed the 
Director of Environmental Affairs about his increasing 
involvement in the European Organisation and also more 
specifically in the waste management programme 
discussed in Story Board Five. The dependency on the 
department, and to some extent the researcher, was an 
unfortunate consequence of raising awareness of 
environmental management. This is explored in more 
detail m Chapter 12. 

Potential Problem Analy! us 
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Fig. 19 PotenLial Problem Analysis (January 1998) 

E-mail 

11 even with this (top level) support it seems 
that many HP managers still rely on their 
EHS department to "do what is needed" to 
meet acceptable levels of performance, rather 
than expecting their managers to develop the 
infrastructure in their businesses that assures 
that EHS processes are in place and managed 
in the business" 

( PP, August 1995) 

Interview notes with DG (July 1996) 

"They probably think that Tom is looking after 
that, that is rather than personally being 
involved" 
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Tbroughout the data obtained from interviewing HP 
managers, significant attention was seen on the need for 
a senior environmental management champion and the 
need for organisational resources in general. In 

particular, in one set of interviews, managers were asked 
to comment on the most significant environmental 
programmes they had noted over the last six months. 
Nearly all of the managers recalled the appointment of 
the Director of Environmental Affairs as the most 
significant recent event, despite this having occurred 
some two years previously. 

The previous account described one of the themes seen 
in the organisational data. Specifically, as awareness for 

environmental management increased, the EHS 
department was seen as the owner of environmental 
management, despite their objective of trying to achieve 
its institutionalisation. In some ways, the EFIS 
department was a victim of its own success, having to 
hire additional staff to continue to meet objectives. This 

phenomena was also described in Story Board Two, 

when it was shown that the effectiveness of the 
environmental management organisation was hampered 
by its increasing size. These two factors suggest that the 
institutionalisation of environmental management may 
not be as easy as is expressed in the literatures 

Interview notes with JG (July 1996) 

"Again the real change came when we 
decided to dedicate a major resource and 
that is when TD was dedicated and that in 
turn created people like ZJ and whatever. " 

Interview notes with DG (July 1996) 

"Everybody is so busy at HP with so many 
initiatives and so many choices that we 
want the involvement. So the management 
team would sponsor it. But you definitely 
need a dedicated team to drive it. " 

8.2) Getting the Right People 

The second aspect of the changing environmental 

management organisation presented here represents 
further evidence towards the research findings. In 

particular that action at a business group level is 
dependent on the group's specific objectives and the 
discretion of employees within the group to effect 

change. 
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This was already seen in the previous section, where the 
EFIS manager was seconded from the Support Services 
organisation which had existing responsibilities for EHS 
issues. Other examples are presented here. 

Set up just prior to the arrival of the researcher, the first 
organisation associated with environmental management 
in the UK Sales region was the Field EHS Council- This 
council had been pulled together by the Director of 
Environmental Affairs as one way of achieving 
environmental management through existing resources. 
The council (then) included representatives from 
Facilities, Regulations, Support and Logistics 
departments. 

In addition, two internal "consultants" (experienced EHS 

managers from HPs UK manufacturing sites) also 
attended the council meetings in an advisory capacity 
(see organisation chart opposite). The function of the 
Field EHS Council was to implement the Ten-Step plan, 
described in the first story board. By the time the second 
Ten-Step plan for environmental management had been 

developed, the concept of the "virtual EHS 

organisation" had been adopted by the EHS department. 
The "Virtual Organisation" referred to members of 
organisation who were involved with environmental 
management but who had no official reporting lines to 

the EHS department. 

UK Field EHS Council 
Organisation 

r- -) M-1 

Fig. 20 Field EHS Council Organisation Chart FY96 

The virtual organisation was used to refer collectively to 

all the teams and committees involved in environmental 
management. Consistent with the findings of the 

research, the concept of the virtual EFIS organisation 

relies very much on adapting existing roles within the 

organisation. 
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By this time, the FEHSCO team had changed slightly to 
include a permanent member from the Personnel 
organisation and had lost its member from the Logistics 
team. An EHS Audit Co-ordinator was also invited to 
join the Team to assist with pWming for HPs internal 
EHS auditing process. This co-ordinator would 
eventually become the EHS manager, as described in the 
Previous story board 

In the second year of the project, the researcher was also 
a permanent member of the Field EHS Council. This 
provided the researcher with opportunities for observing 
the activities of the team, whilst feeling the pressures of 
being an active member as well. The researcher was 
unable to attend a scheduled FEHSCO meeting in 
February 1996. Instead she decided to ask a number of 
council members how the meeting had gone. 

One member said that the meeting went well with no 
major problems. Another reported that it was a good 
day spent mostly on defining metrics for business 
fundamentals'. An excerpt from the researcher's log 
book, shown opposite, describes the result of asking 
another member of the council. As shown, at this stage 
the researcher noted that there seemed to be some 
resistance from the "virtual" organisation. 

Around this time there was a second indication of some 
tension within the virtual EHS organisation. Additional 
comments from the same FEHSCO member regarding 
the Health and Safety team' highlight the problem of 
communicating strategic plans to a more tactical, 
hands-on team. 

Log Book - 19th February 1996 

Eventually I went to HS - she told me all the juicy bits! 

(Detail removed for confidentiality) 

- all in all not a very motivating meeting! 

I wonder why? - there seems to be a little resistance from our 
"virtual organisation" - people who a not directly EHS are finding 

it a bit of a bind. 

HS also told rne that the H&S team at Amen Corner also went a bit 

strangely. She said the team were a bit quiet after TD presented the 
Hoshins. I think the team people want to be involved but associate 
planning with their normal jobs? - too serious perhaps from TD? - 
Who knows. 

See Story Board One for definition 

note the absence of the term "environment" 
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Despite any tensions within the virtual organisation, the 
Field EHS Council continued to grow. In 1997, the 
concept of the Business Unit EHS (BUEHS) consultant 
was born. The linkages to the existing FEHSCO 
structure is shown in the organisation chart on the right. 
These consultants were invited (see relevant 
documentation shown) from Business Units which had 
specific risks. For example, a consultant was invited 
from the Chemical Analysis Group for her expertise and 
concerns with chemical handling. Another joined from 
the Medical Products Group and others from Support 

and Logistics. These became known informally as 
"Vertical Risk Managers". The concept of "Vertical" and 
"Horizontal" Risk management is depicted in Fig. 22 
drawn by the researcher around this time. Vertical risks. 
i. e. those specific to a particular business unit within the 
company, such as chemical handling or consurnables 
recycling, were managed by employees specific to that 
business unit. These consultants were empowered to 
make EHS related decisions for their respective business 
units. 

One example of the empowerment shown by these 
business unit EHS consultants is shown in the e-mail 
opposite. This manager was not a member of the EHS 
department. He had a full time position in the Medical 
Products Group but felt suitably empowered to write 
this note to his staff on EHS matters. 

UK Sales Region: EHS Acirninistrator: Minutes ofFEHSCO 
meeting August 1996. 

I TEHSCO memberstup" 

Decision to invite BUEHS Consultants to join FEHSCO agreed 
unanimously. ACTION: TD to confirm and invite.. " 

UK Field EHS Council 
Organisation 

z-_ 

KI 

Fig. 21 Field MIS Council Organisation Chart FY97 

Horizontal and Vertical 
Environmental Management 

Fig. 22 florizA)ntal aDd Vatical Risk Management 

Throughout the project, the Field EHS Council was the 
cornerstone of the virtual EHS organisation. Members 

of the council were all managers whose functional areas 
all had connections with Environment, Health and Safety 

management but were not actually EHS department 

staff. 
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E-Mail - Hewlett-Packard UK Sales Region: BU EHS 
Consultant. Message: Environmental, Health and Safety 

(ERS) 04110196 

Ladies and Gentlemen, 

I am extremely concerned with two instances that occurred 
today je8arding contaminated medical products .............. 
Please be aware that HP have a strict pobcy regarding 

contaminated products which is intended to protect HP 

employees If this causes any problems then please 
contact myself or HS in our EHS department immediately. 

i3est Regards BW (Healthcare EHS comltant) 
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For instance, in addition to members from the EHS 
department, FEHSCO included employees from logistics 
(in preparation for pending producer responsibility 
legislation'), facilities (who had responsibility for waste 
disposal, real estate, fleet management and utilities 
amongst others) and support (with responsibility for 
training customer engineers). Each of these 
representatives were managers with significant influence 
within their business unit. During the research evidence 
was seen that this structure was important. 

Interviewer: "You think that FEHSCO will be 
important to the change process in the end? " 

BK: "I donl think it will happen with out 
FEHSCO. So it is important" 

When the concept of the Business Unit EHS Consultants 
was born this provided even more opportunity for 
appropriate people to be involved in environmental 
management. Each was responsible for the (vertical) 
risks associated with their business. As managers within 
their organisations, they had more influence over 
changes in practice, than someone from (say) the THS 
department". 

There were other teams that formed part of the virtual 
organisation as well as the Field EHS Council. Story 
Board One described the researcher's involvement in a 
if green team" at the Pinewood site. One member of the 
green team at Pinewood (JB) was employed within the 
"Facilities" organisation. This meant that she had specific 
responsibility for managing the disposal of office waste 
at that site. After on going environmental discussions, 
this member proposed that a team be set up across the 
whole of the Thames Valley sites to examine the issue of 
waste management in more detail. This would involve 
similar people from all sites who had official 
responsibility for the disposal of office waste (See e-mail 
opposite). Some discussion resulted as to whether this 
waste management team should contain representatives 
from other departments as well as Facilities. 

I 
E-Mail 
Hewlen-Packard UK Sales Region: FM Engineer. 
Mewage: Wage Managerment Project 17/10/95 

Further to the pre SFM on Tuesday 1 Oth October. 

IB inentionad the prospect of carrying out a project to 
-manage our waste better". I am looking to set up a team 
with. fgcilities (or a suitable volunteer in the satellites) 
representatives from A/C CSC, Pinewood and the 
Satellites , myself and possibly a couple of others to have 
a look at the way in which we IMM90 Our waAe. 

See Story Board Four 
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One member suggested that a "customer tt6 opinion was 
needed to advise on the practicality of any solutions 
from an employees'perspective. Another suggested that 
employee's perceived waste management to be a 
Facilities job and hence no-one would volunteer. Once 
again, the material shown here suggests that individuals 
at HP were prepared to leave environmental 
management matters to the responsible part of the 
company. This was completely at odds with the 
objective of "institutionalisation" and to date remains 
one of the most difficult tasks to achieve. 

Throughout FY96 the new Thames Valley Waste 
Management team continued to meet. Towards the end 
of FY96 and the beginning of FY97 the group realised 
that there was an obstacle to the team's future success. 
In identifying waste reduction opportunities, the team 
had realised that an improved relationship with their 
waste management contractor would be required. After 
some initial attempts to influence, the management of this 
contractor, the researcher realised that efforts were 
slowing down because employees attending the waste 
management meetings, although enthusiastic, did not 
have enough discretion to implement the changes that 
they were suggesting. 

The researcher sent out an e-mail to this effect (see 
opposite). The suggestions she made were supported by 
members of the team, one member's comments are 
shown in the e-mail opposite. The project tearn would 
now concentrate on the "awareness raising" elements of 
waste management and office recycling whereas the 
contractual side of waste management would be tackled 
on an on going basis by the researcher in conjunction 
with the Facilities organisation. 

F, Mail 
Hewlett-Packard UK Sales Region: EHS Engineer. 
Messagw. Waste Management Team 07/11/95 

Further to recent messages about establishing a 
HP-Thames Valley Waste Management Team I suggest 
that we have a "kick-off" meeting fairly soon in order to 
establish the purpose and objectives of the team etc. 

AE facilities reprowntativesoriginitUy put forward should 
attend. At this meeting we will also discuss the future 
attendance of Non-facilities people either as guest 
speakers or permanent fixtures (so to speak)i AN has also 
been invited to facilitate the project in light of her 
experience of TQC and other prejects. 

E-Mail Hewieaýpackard UK Sales Region: EHS 
Eýaguieer. Messsge: Waste Project 02110196 

Everyone, 

After talking to sOIDD Of You recently, I have the 
following suggestion for out waste manageniont project. 

n, CrIginal team focuses on raising awareness in the 

w(rkpl&m_. launching a campaign etc. etc. At the sam 
tima.. I work with the Facilities Managers On getting new 
contracts organised. 
I think this snight be more Practical as it would enable us 

to get the project more visible more quickly and get 

people used to the idea of recycling etc and would enable 

the contract owners mace Ume to change etc etc. Also 

suice son,, siwsDwn skips etc- we need to take that into 

consideration. 

Meaning an internal customer of facilities'services 
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Although initially a problem, the researcher saw this 
change as an opportunity to ensure that environmental 
issues (specifically waste management) were dealt with 
by the appropriate level of staff in the appropriate parts 
of the organisation. 

By 1998, the structure of the waste team as it had 

originally devised had changed. As mentioned, in 1997 a 
decision to split the group's activities meant that the 
original team had a very specific objective of raising 
awareness for recycling activities. Other on-going waste 
management issues were addressed by the researcher in 

conjunction with the Facilities Managers. 

After a short while (and some associated organisational 
changes), the awareness raising team shrank to only 
three people and after the launch of a new recycling 
procesS7 the team did not meet at all. However issues 

relating to waste management continued to be dealt with 
by the facilities organisation with some guidance and 
leadership from the researcher. The more consultative 
role of the researcher can be seen in the e-mail shown 
opposite. This e-mail also shows the progress made by 

the team since the start of the project. This is discussed 
in more detail in story board five. 

The events which led to the formation and reformation 
of the waste management team are presented here as an 
example of where having the right people' involved was 
essential to the institutionahsation of environmental 
management. This is articulated in one of the research 
findings which suggests that a large number employees 
can be actively involved in environmental management 
programmes but they can only do so to a certain extent 
depending on their position in the organisation. 

E-Mail 

UK Sales Region: Waste Team Member. 
Message: Warle Project 02110196 

As discussed earlier, I also feel this is the best way forward 
Some of die decisions with regard to contract renewal can 
only be taken by the SFM's involved and there will be a time 
lapse, as contracts elapm I dont think it will be feasible going 
out to tender as a group and we wont be able to do it across 
the sites sirrailtaneously. 

E-mail 

Researcher to Waste Management team 2nd July 1998 

if any of you would like to discuss any aspect of waste 
management in advance, of the imminent EHS audit let 

me know 

Good points I think we can be proud of include: 

* in4roved mea I suremut of waste dam -I have all the 
figures * increased paper recycling - all offices 

" New cardboard recycling - all offices 

" Geuing rid of Wbwly Bins - CSC (a particularly nice 
story) 

" Regular meetings with BFI, Footprint and HP 

" Coordinated processes 

" Reduced number of waste contractors 

" Regular spot checks of waste contents Recycling 

awareness day 

" Plans for acetate, disks etc. 

" Audited contractors - BFI, Footprint * Waste 

segregation at CSC 

Al in all I think we have come a long way. 

See you all soon 

zi 

See Story Board Five 

This concept is explored in Chapter 11 in more detail 
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In this case, the individuals in the original waste 
management team did not have adequate discretion to 
implement necessary changes within their role. 

UK Sales Region: EHS Engineer No. 2 
EOLM InihW Meeting - Minutes 24th April 1997. 

A second example of where the EHS department tried to 
establish a team with the right people was the team set 
up to manage issues associated with the End-of Life of 
electrical equipment. As mentioned earlier, FY97 saw 
the introduction of a second research engineer focusing 

on the issue of product take-back. As a result of this 
project, a wider team focusing on End-of-Life 
Management (for electronic equipment) in the UK was 
set up in the company. 

This team was called EOLM (End of LAfe Management) 
An excerpt from the minutes of their first meeting is 

shown. As can be seen, the group was set up to be a 
"tongue in cheek" virtual organisation. This is because 
the team set itself up as a pseudo-company, with 
Managing Director, Technical Director and other 
officially titled roles. The team continued to run in 
FY98. Government pressure in the area saw HIP take a 
strong position on emerging "take-back" legislation. 
Members of the EOLM organisation were mainly from 
the Business Development team, the manager of which 
was a member of FEHSCO. This group was targeted 
because the team had experience of HP logistics 

processes. The second research engineer continued to 
provide research and practical input into that group, 
demonstrating more indirectly the benefits of 
insider-based research to HIP. 

To discuss the future role of EOLM as a "tongue in cheek" virtual 
organisation within LSO and HP Ltd, in relation to the End of Life 
Managerment of HP products within the UK and Eire. 
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Similarly to the Waste Management team, the 
End-of-Life management team was set up in an 
appropriate part of the organisation which had 
experiences of asset recycling and logistics. Getting 
these areas to adopt their respective areas of 
environmental management took time: the specific case 
of waste management is examined in story board five. 

The examples described here have shown that getting 
the right people involved with environmental 
management can be rewarding. This was seen at two 
levels, the individual and the business group. With 
individuals, it was important that they were afforded 
adequate discretion to implement changes which would 
improve Environmental Management. At a business 
group level, it was important that aspects of 
environmental management were deployed in the 
appropriate (existing) areas of the business. Story Board 
One showed how these ideas formed into a concept 
called "Environmental Management with no EHS 
department" and subsequently into the related research 
findings. 

8.3) Environniental nianagenient as part of the job 

The third aspect to the changing environmental 
management organisation which will be discussed here is 
whether environmental management should be 
considered "part of a job", or separated out for specific 
attention. Story Board One showed how, at the start of 
the project, the researcher tried to establish green teams 
consisting of enthusiastic volunteers. Just Prior to the 
establishment of the Pinewood Green Team, the 
researcher facilitated a "brainstorming" session at the 
Pinewood site EHS meeting. This was organised in an 
effort to encourage employees to identify the 
environmental effects' of the Pinewood site. 

The researcher understood this term to be equivalent to 
environmental aspects as defined by the international 
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The researcher asked the group to identify factors that 
they considered fundamental to the successful 
implementation of environmental initiatives; the response 
is also shown opposite. These responses helped the 
researcher in her understanding of the organisation. In 
particular she noted the strong focus on "measurement" 
indicated in these factors and the strength of quality 
management at the company. 

One of the success factors identified mentioned that 
V, everyone has some element of environmental 
responsibility - perhaps should be measured on their 
environmental performance". At the time the researcher 
agreed with this perception. In fact, in several EHS 

newsletters (see Story Board Four to follow) the 
researcher used the phrase "everyone's responsibility" in 
association with environmental management. Later the 
researcher developed a model depicting the role of 
individuals in environmental management" which 
contradicted this perception. This model provides 
support for one of the findings of the research which 
suggests that a large number employees can be actively 
involved in environmental management programmes but 

they can only do so to a certain extent depending on 
their position in the organisation. 

Doc : 3. 

HP UK Sales Region: EHS Engineer: Environmental Impacts of 
Pusemod site. Bravzstormýtg session results. February, 1995 

The fbIlowing topics were deemed to be environmental issues for 
Pinewood. 

Tile landscape (Positive and Negative), Utter, TraffictTransport, 
Recycling (many item mentioned), Water Usage, Energy, Kitchen 
waAe, 
Factors that were considered fundamental to successful 
implementation of environmental initiatives. 

Ownership of problems, recognising that everyone has some 
element of enviroanwatal responsibility. Perhaps should be 
measured on their environmental performance. 
Measurable Targets 

TQC project methodology required, a more business like approach 
to environment is needed 
Communication of results and of HP environmental literature in 
general 
litoetinves to attract people to take part. 

I think this is one of the challenges that TD has. In 
getting this ownership of responsibility permeating 
through all levels of the employees" 

(Notes with PT July 1996) 

standard for environmental management. 
10 Described briefly in Story Board One and discussed in 

more detail in Chapter 11. 
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As a result of the initial brainstorming session, a 
member of the Pinewood EHS team was asked to 
organise a "green" subcommittee of the EHS group (see 
opposite). A newsletter distributed around the 
Pinewood site at the time describes the development of 
this "green" subcommittee against the wider 
organisational context at the time. The separate "green 
team" met several times during FY95 investigating such 
issues as site energy consumption and waste 

E-Madl 

Pinewood Site: Facilities Co-ordinator. Message 
How can Pinewood be Greener ? 10/07/95 

The Environmental Health and Safety Committee 
has given me the task of running a sub-committee to 
make pinewood a greeneT, more environmentally 
friendly building. 

It would be ideal if the sub-committee was 
representative of the different groups in the 
building, but it is more important that the members 
am enthusiastic 

management. 

Despite regular meetings, by FY96 the activities of the 
to green-team" at the Pinewood site were virtually 
non-existent. Members of the team told the researcher 
that whilst they remained committed personally to 
improving the environment, and would continue to do so 
whilst at work, the additional work involved with the 
of green" team was taking up too much of their time. 

A memo sent out by the researcher around that time 
describes this in more detail. These events helped form 
some of the researcher's early ideas about the role of 
"green teams". This was discussed in more detail in 
Story Board One". When the Pinewood "green team" 
failed, the reason provided was that the team meetings 
took up too much time (which their managers resented). 
Whilst this may have been an excuse, the reasoning 
caused the researcher to have further ideas about 
successful environmental management. It appeared that 
separating "the environment" out from the general duties 
of employees (even particularly committed ones) would 
eventually cause some resentment. The employees 
actually said that they would still continue to consider 
the environment where they could in their job but that 
they could not commit to extra team activities. 

Describes developments in research methodology and 
ideas. 

HP UK Sales Region: EHS Engineer. Memo to Pb~od EHS 
Team members. 19101196 

A review of "Green Team" activities at the end of 1995 revealed 
that although there was still interest in improving the 
environmental performance of the Pinewood site, time available to 
commit to meetings about such activities was becoming difficult to 
find. 

At dw same time the UK Field EHS organisation was developing 
its plans for FY96. It was decided that their main focus for this 
year would be to "improve leadership and participation with 
"prim partners" in the organisation". One of these prime partners 
being Facilities. 

Thus, for FY96 we have decided that in terms of repomng "Green 
Progress" to the ERS team IB and I wiH form a "Partnership" of 
EHS and Facilities to promote greener activities. 

Other "Green Team" members will now act as "ambassadors, for 
our cause" within their department or area. It is likely that we will 
encourage more people to become these ambassadors and help us 
spread the message These people will not attend regular meetings 
together relieving diem of any formal time commitment. 

jB win report our progress at the EHS team meetiW as nomial. 
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Another example of where HP tried to make 
environmental management part of a "job" and not a 
separate activity was in the development of the Off-ice 
Responsible Manager 12 (ORM). Prior to the arrival of 
the researcher, the Director of Environmental Affairs 
had introduced environmental management as part of the 
ORMs'responsibilities. Excerpts from minutes of the 
relevant ORM meetin(y are shown opposite. The role of 
the ORM at that time was "to monitor the work 

Minutes of the ORM meeting held on 23rd 
February 1994. 

Environmental Managemen 

TD introduced the topic of environmental 
management and outlined the main areas as 
being: 

I Product Stewardship 

Waste Management 

Pollution Control 

I Environmental Health and Safety 

environment to ensure people are working in a safe 
manner and to take the necessary action". Although 
several environmental issues were introduced as part of 
discussions relating to environmental management, the 
role of the ORM was predominantly associated with 
health and safety. 

By FY96, the Director of Environmental Affairs had 
become the Office Responsible Manager for the Amen 
Comer Office and was influential in further developing 

the role of ORM. He developed a job description for the 
ORMs with associated performance metrics. This job 
description covered EHS related matters in a more 
encompassing but less identifiable way. The ORM 
Council continued to meet every six months, always 

covering EHS topics in their meetings. A note in the 

minutes of a meeting during this year point to a change 
of strategy in terms if internal awareness raising 

regarding EHS. The concept of "Pull" as opposed to 
"Push" marketing is discussed more in Story Board 1 

and in Part Three of the Portfolio. It represented a 
change in thinking about the way to "sell" EHS products 
to the organisation. It was seen to be better to create 
11 pull" for environmental management rather than "push" 

the issues on to people. This was later represented in a 
diagram shown here for interest. 

The manager responsible for a single office location as 
opposed to the various functions within that location. 

Job Description: UK Sales Region ORM (Office 
Responsible Manager) 

Function: To ensure effective implementation of 
HP's legal, corporate and communications 
requirements at a particular site. 

Key areas: 

Management of cross boundary issues 

Assurance of "HP-Way" norms and values 

Assurance of site compliance to legislation and 
policy 
Assurance of local external relations and image 

Interview notes (TD July 1996) 

Offiýe responsible managers (ORM) had little job description. 
They are responsible for making sure that HP Way is run in that 

. frice. I did a trade off with them so that I facilitated activities in 

which they benefited and they were given a budge;, etc. In 

return. they would return with EIIS concerns. 

CREATION OF"PULL' 

Fig. 23 Cre3tion of "pull" for enviiomental Management 
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8-4) Sununary 

In Story Board Three, the organisational characteristics of HP's attempt to institutionalise 
environmental management have been described. Notably, this story board introduced three 
themes: 

" The role of the EHS department 
" Getting the right people in the EHS organisation 
" EHS as part of the job 

In particular, data and discussion presented in this story board considered the role of an EHS 
department if environmental management is "institutionalised" showing that at HP leadership 
from a central or senior management position was seen as important to maintain momentum. 
Also, this story board raised the question whether environmental management is really 
everyone's responsibility and whether it should be considered part of existing job 
responsibilities or separated out for specific attention. These questions are considered further 
in Chapter 11 where the framework for institutionalisation of environmental management is 
Presented and discussed in full 

Story Board 4 (to follow) extends the analysis of research data outside of the environmental 
management organisation, in its broadest sense, and considers the communications tools used 
to raise awareness for environmental management arnongst general HP employees. Also the 
reader will. learn about four distinct approaches used to "sell" environmental management in 
HP. 
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Part Two - Action Research 
Story Board 4 

Getting the Message Across - Environmental Management Communications 
9.0) Introduction 

The third story board described how the environmental management organisation adapted and 
grew over time as HP attempted to institutionalise environmental management. As a 
follow-on, this storyboard provides details of the communication tools used by the "virtual" 
and core EHS organisations during the same period. This should provide the reader with an 
introduction to the types of messages being communicated, their author(s) and intended 
audience(s). 

One aspect of the action research methodology was aimed at raising the general awareness for 
environmental issues amongst the whole organisation. This included the researcher 
co-ordinating newsletters, notice-boards, events and presentations. This story board describes 
the use and content of these communications activities. The data are grouped according to the 
method being used to achieve change. Throughout the research many techniques were used to 
achieve change at the company and four of the most prominent are described here. It should 
be noted that these techniques were not determined in advance. They were evident only 
through the continuous analysis of communications data as the project progressed. The 

approaches taken by HP to achieve change are described here as four themes identified within 
the communications data. These themes helped to form some of the research findings depicted 
in Table A. Briefly, the themes were: 

1. ) Using a business argument to motivate change, 

2. ) Using the culture to change the culture, 

3. ) Using leadership to promote change, and 

4. ) Using a personalised approach to encourage change. 
T"hese themes were not time related, they were seen throughout the project both concurrently 

and independently. As such, this story board is not chronological. Instead, communications 
data relating to each theme will be presented in a logical order. Each of the story boards 

includes reference to a wide range of data sources, however, in this story board, articles from 

newsletters and magazines predominate. 
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9.1) Conununications Context 

The diagram shown opposite, taken from the second 
story board, shows that "communication plans" are a 
vital element of Hewlett-Packard's environmental 
management strategy. The researcher was in a good 
position to influence and collect examples of 
environmental management communications that were 
used throughout the project. Most of these were 
written by members of the EHS department, although 
there were exceptions. 

LýRýEýý ýAGGMEý 9 USDMS RESUM 

.F -_- ---- ý-I 

Shortly after her arrival, the researcher was 
encouraged to use internal communications tools to 

introduce herself to the organisation. This was 
achieved through an article in HPs internal magazine. 
"Read-Out". This article introduced the researcher and. 
to some extent, environmental management to the 

company. The article described the researcher as 
working at Hewlett-Packard under the Director of 
Environmental Affairs, whilst also carrying out 
research in the general domain of environmental 
management. This is a good example of how the dual 

role of the researcher was made transparent from the 

outset of the project. 

After a period of orientation at the company. the 
researcher was asked to increase the number of 
"environmental" articles which featured in the 
Read-Out magazine. An opportunity for this arose in 
June 1995. The researcher had noticed a project with 
some environmental benefits that could be described in 

such an article. The researcher approached the project's 

managers along with the Read-Out editor and arranged 
the article, depicted on the right. 

Just what the 16 doctor ordered 

r: 

Howle". -Packard 
EPIVIVSH-MENIr 
What's edible, 100% 
natural and doesn't 
cost the earth? 
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The article (in August 1995) described a new type of 
packaging that was being used by the local customer 
service centre. The project team, looking into the 
problems associated with expensive "foam-in-bag" 
packaging, identified a cheaper, envirorunentally 
responsible type of packaging that met their practical 
needs. The main purpose of the article was to 
communicate that envirorunental improvements need 
not be expensive, hence the title of the article. A 
relevant extract from the article is also shown opposite. 
This article was the first of many examples where 
environmental issues were positioned amongst business 
objectives. This was seen as a suitable approach 
throughout HP, as an example the extract opposite is 
taken from an interview with Hewlett-Packard's Chief 
Executive Officer. 

9.2) Using the Business Case 

The use of a "business case" for communicating 
environmental management was exhibited in a number 
of ways. On the one hand, environmental management 
was communicated as NOT costing more money. This 
approach was used to encourage employees to adopt 
environmental practices since there would be no 
financial impact from doing so, as seen in the article 
about biodegradable packaging just described. The 
second approach can be seen in an article called "HP 
Puts Cleaner Water On Tap". The article (shown 
opposite) described how HP's Chemical Analysis 

equipment was being used to improve the quality of 
drinking water. The article was actually written by a 
Sales manager within the chemical analysis group 
described as "HP's Environmental Account Specialist". 
In this article "the environment" was expressed as a 
business opportunity as opposed to a way of reducing 
costs. 
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VIhat: r edible 100% natural and doesn't cost the earth 
- August 1995 

This goes to show that environmental initiatives do not 
necessarily have Lo cost jLe earth. and can be part of a 
successM business operation. 

W 

Interview notes with LP (January 1997) 

, qip managers do respond to the right 
thing to do for HP, and also to social 
considerations, but if EHS can show a 
cost improvement, a productivity gain, or 
other business case it would help". 

HP helps put 
cleaner water 
on tap 

"HP puts cleaner water on tap" - December 
1996 

This is a classic example of'HP exploring 4 
busines opportUDit which also benefits the 

community. 

I 



Part Two - Action Research 

Story Board 4- Getting the Message Across 

The "business case" for environmental management 
was also used in internal EHS newsletters as shown in 
the excerpts opposite. Frequent reference to "cost 
saving" or "value added" services was seen. 

This is an expected approach for a company to take. 
There is a wide range of literature which describes 
environmental management in terms of win-win 
situations or saving money through cost reduction. It 
makes financial sense for a company to promote the 
environment in this way and is the most accepted 
wisdom on getting buy-in from financially driven 
managers in firms. 

THS Newslefler "- March 1997 
Tbere are duw main benefits to this new service - the 

m Coll for free from HP prenuses. - all paper 
collected goes to make recycled paper - For every tonne 
recycledf 10 goes to c1tority. 

In particular the following services have 
-adftd pW value 

tg 
-dLe 

gfM business. financially as well as 
in temns of ev*oyee welfare. 

-EHS Newsleuer" - May 1998 

Switdaing recycled paper is an important first step in 
reducing the environmental burden of our paper 
consumption, reducing the amount of unnecessary paper 
used at work would also help, and save mong atthesame 
time. 

Ilere is also M volu -Qf customers from 

=tjor accounts to the household printer, that are requesting 
collection and scrapping of their out of date equipment. 

Despite this, in Story Board One (and to a lesser extent 
in Story Board Two) it was shown that a combination 
of business results and citizenship objectives actually 
provided the motivation to be green, the shade of 
It green" depending on the mix of objectives'. This 

suggested that in some instances, the business case was 
not, in itself, sufficient for achieving change. Other 

examples were seen where the company, and indeed 
the researcher, would promote the value of 
environmental management as part of good Citizenship 
as opposed to a business case. These two approaches 
are discussed in more detail in Chapter 11. 

Chapter I- The Players - described Hewlett-Packard's 
long-standing culture, in particular the Citizenship 
Objective. References to this objective and other 
elements of HPs culture were also used to motivate 
organisational change. 

See Fig. 1 in Story Board One 
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9.2) Using the culture to change the culture 

The second theme seen particularly in the 
communications data was that HP was trying to use 
existing elements of their strong company culture to 
stimulate organisational change. Tbroughout the 
internal communications, environmental management 
was positioned in relation to existing elements of HPs 

culture. This became known internally as "using the 
culture to change the culture". An example from an 
EHS newsletter at the Bristol site which captures this 
nicely is shown opposite. HP did not have an 
environmental management programme per se in 1957, 
however early corporate objectives are used as a 
legitimiser in this example. 

Hewlett-Packard's culture has many documented 

attributes, as described in Chapter 1. Additionally, the 

researcher observed additional practices which were 
not explicitly documented as company objectives and 
values but nevertheless seemed to be an assumed part 
of the HP-Way. The environmental management 
communications at HP reference some of these cultural 
elements. It is worth pointing out that of the data 

which refers to company culture, the majority were 
written by existing HP employees and not the 
researcher. As the research progressed, the researcher 
latched on to this technique and started using it 

actively to achieve change. As previously mentioned, 
communications activities were not organised 
according to these themes, but they were very evident 
upon analysis. 

"Hewlett-Packard's commitment to the 
environment is deeply rooted in the cultural 
values on which this company was built. It 
stems from the corporate objectives we 
established in 1957 that call for us to be an 
asset to each community in which we 
operate. " 

(Bristol EHS Flyer - Date 1997) 

"From a shareholder perspective 1HP, s own 
corporate objectives include citizenship as a 
key corporate objective - so we have 
articulated as a company a clear 
commitment to good citizenship and all that 
that involves. I think that environmental 
issues are embedded in that" (Interview 

notes with PV - NY 1996) 

I. inkm to corporate "Citizenship" 

, Model F_, vironment" - June 1995 

"Hewlett-Packard is a model of LOW C-nvk citizenshiz 
Their policy is one of honesty and partnership with Lothian 
Regional C-ncil- 

-Environmental Managementfor business today" -December 
1997 

From HPs point of view, environraental managernent is iw 

obvi extMi Qf= oboectives. 
startim _Mtb 

Mýý 

in with &S 9fM%MW HP is aware of 

emerging trends 

,, EHS Newletter" - May 1998 

By doing dlis, HP will be disposing of its equipment in a 

reiponsible manner whilst at the same time fulfilling is legal 

obligation and being a "Sqgd cidzen! ' 
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References to company culture were seen in a number 
of different and distinct ways. The first method seen 
was when a specific item, for example a business 
fundamental or a company objective, was used as a 
type of hook for the environmental issue in question. 
The hook was used to add legitimacy to the 
environmental issue since it was already well 
established in the organisation. This was seen most 
prominently in the use of the "citizenship" objective. 

In addition to specific references to the "Citizenship" 
and other documented objectives, there were other, 
less explicit, references to aspects of HPs culture. In 
these instances no recognisable item was referred to, 
but a connection was made with the general modus 
operandi of the business. For example, see the quote 
taken from the magazine article "HP helps put cleaner 
water on tap". The author of this article seems to 
believe that HP has a reputation for exploring business 
opportunities with a community orientation. 

Other messages about environmental management 
re-enforced previously stated, or assumed, aspects of 
HP`s culture. For example, several articles mentioned 
that HP was "working in partnership with" someone 
(for examples see opposite), which is characteristic of 
the way in which HP conducts business. One particular 
example of this was seen in a Read-Out article, not 
written by the researcher, detailing HPs accreditation 
to the British Standard for Environmental Management 
(BS 7750) at their South Queensferry site. Other 
examples seen were articles which referred to HP as 
"being amongst the leaders" which, again, is an 
"unsaid" element of HPs culture (See quote opposite). 

"HP puts cleaner water on tap" - December 
1996 

This is a classic examplg of HP exploring a 
business opportunity which also benefits the 
community. 

HP working in Partnership with- 

"Rubbish plan thrown in bin "- March 1995 

HPs Real Estate Manager, CH 1%-ned forces w1h other 
Maio[ and Bracknell Forest Distnet Council to 
oppose Berkshire's Waste Local Plan 

"Model Environntent "- June 1995 

12basbeenworkin withdieBriti Standar Institutio 
since 1991 to help develop the environmental management 
standard 

TIleir policy is one ofhonegty and MAersW withLoduan 
Regional Council. 

"Hppuu cleaner Karer on tap" -December 1996 

Hp's Chen-tica Anaiysi 
_Group 

is working with a number 
of LTK companies to improve the quahty of our drinking 
water, 

"EHS Newsletter" Augustl996 

Shortly, the EHS department, in coniunctio with Site 
Facilities, will be running a recycling awareness campaign 
so watch out for that too- 

(interview notes with IR - July 1996) 

"Hewlett-Packard would always want to be 
seen to be a leader, wWch is part of the 
HP-Way" 
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As mentioned previously, the concept of "using the 
culture to change the culture" became a recognisable 
and distinct approach to achieving change at HP. The 
principle behind it is that (within HP at least) existing 
elements of the company's culture can be used to 
highlight areas which are closely linked to the culture 
but which are not being adopted. This approach 
questions whether members of the organisation really 
subscribe to the HP-Way. If they do, then they will be 
environmentally responsible as well. If not, then their 
legitimacy in the organisation is questionable. This 
might seem like quite a strong approach to take. 
However, these approaches are not enforced militarily, 
rather they are suggested indirectly in communications. 

These approaches legitimise Environmental 
Management for those members of the organisation 
who are sceptical about environmental issues, but 

accept the contents of the ]HP Way. In this way 
Environmental Management was positioned as part of 
the "HP-Way" in an attempt to histitutionalise 
Environmental Management. The concept of "using the 
culture to change the culture" eventually formed one of 
the research findings which suggests that considerable 
benefit can be obtained by using existing corporate 
objectives and core values as legitimising tools during 

organisational change. 
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9-3) Using leadership to promote change 

The third theme seen in the communications data 
relates to the use of a leader, or figurehead, to add 
credibffity to the message. This was done in one of two 
ways. Namely, a leadership figure was used to elicit 
authority or to further encourage and empower 
employees. 

The use of a leader as an authority was first seen in a 
newsletter for the Pinewood site in 1995. In an article 
about Environment, Health and Safety, the reporting 
lines from a recycling committee to the managing 
director were clearly delineated. This was probably to 
show the importance of the issue to senior managers at 
HP. Comments from an interview in July 1996 show 
that the presence of a leadership figure was appreciated 
for his ability to exert influence. 

Throughout the research, several EFIS Newsletters 
used the presence of a leadership figure to motivate 
individuals. August 1996 saw the production of the 
first EHS newsletter distributed to sales-region 
employees. The newsletter used the "Products, 
Operations and People" logo described in Story Board 
Two. This newsletter was primarily an 
awareness-raising tool for the imminent Corporate 
EHS Audit. It described the EHS audit process and 
how employees could provide help. The most 
prominent topics mentioned were "Manager's 
responsibility toward Health and Safety" and "Office 
Recycling". Several references were made to 
leadership figures, including the involvement of the 
Chief Executive Officer of HP in reviewing the Audit 
results. 
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interview notes with PT (July 1996) 

"We have appointed a director of 
environment and we have given him 
resources to make sure that HPs pursuing 
the environmental agenda and he has an 
organisational position and credibility 
within the team structure that enables him 
to exert influence" 

Extracts from the EHS Newsletter 
(August 1996) 

Bracknell's EHS programme is 

characterised by strong senior 
management ownership, solid business 

planning and alignment with the 
principles of Total Quality Management 

Next year our audit results will go all the 

way to (the CEO) so that he can monitor 
us against what he considers to be a very 
important business fundamental. 
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Late in October 1996 the second EHS newsletter was 
distributed. Once again the main contents of this 
newsletter related to the EHS Audit that had been 
conducted one month previously. The newsletter used 
a picture of the UK Managing Director to attract 
attention. There was some evidence that this approach 
worked. A relevant e-mail comment from one of the 
researcher's colleagues is shown opposite. 

Although a great deal of communications used a 
"leadership" figure to encourage or enforce change, 
other data (presented in Story Board Threeý, suggested 
that this level of organisational commitment was not 
enough to motivate change in its own right. The 
influence of other levels of the organisational hierarchy 
was also required. Nevertheless, the use of a 
figurehead to at least visibly support change 
programmes was important. The levels at which 
change needs to occur within the organisation feature 
in one of the practical recommendations of the 
research, specifically that managers should focus on 
"middle" managers and supervisors in addition to top 
management. The role of leadership and senior 
management commitment is discussed in more detail in 
Chapter 11. 

E-nafl RC (October 1996) 

I have not really been 'aware'in the past BUT 
I did take the time to read the newsletter... 
partly because it was pretty'and (The 
Managing Director) caught my eye !" 

Environmcný ficalth and SitfetY 

' i: 
-£ 

-. z --- 
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9.4) Using a personalised approach to encourage 
change 

The fourth theme, seen specifically in the 

communications data, shows how HP tried to 

personalise information in order to get a message 
across. This was apparent in several of the 
communications data and was exhibited in a number of 
ways. 

Earlier it was described how, in the first year of the 

project, the researcher co-ordinated an article called 
"What's edible, 100% natural and doesn't cost the 

earth? ". In this article, new biodegradable wheat 
packaging was described in relation to a familiar wheat 
snack. The fact that the packaging was edible also 
helped this association. This approach was intended to 

attract the reader's attention. 

Much later in the project the researcher devised a 
11 movie" theme for an Audit awareness campaign, 
which was once again aimed at raising EHS awareness 
through something familiar to employees in the 
company. An example of a poster used in the movie 
theme awareness campaign is shown opposite. These 

examples need not have been specific to environmental 
management. They could be used to raise awareness 
and "grab attention" for other organisational issues. 
Arguably, these approaches could be more effective at 
attracting attention to an environmental management 
issue because they are not using stereotypical 
environmental images. 

The second type of approach within this theme was to 
appeal to people en masse for assistance in 

environmental management programmes. Examples of 
this type can be seen particularly in the EHS 
Newsletter articles which referred to environmental 
management as "everyone's responsibility". 

Last Year vve had just the EHS 

2SSGSSnlent.. this year it's 

FULL 
y 

The YOU'S MBSI MUNN OVORt 

Environment, Health and Safety 
Audit Week 

Commencing 13th July 1998 
rM 

Page 166 



Part Two - Action Research 

Story Board 4- Getting the Message Across 

As an example, in April 1997 the researcher helped 
organise a "Green Day" at the Amen Comer site. This 
was part of waste management programmes at the time 
and so the background to the day is described in 
slightly more detail in Story Board Five. The e-mail 
message opposite shows the communication which was 
used to invite members of the existing "virtual" EHS 
organisation to the event. This message was sent to 
several groups in the organisation. The communication 
focuses on a more individual style, highlighting fun 
things to do. It was also designed to make the 
volunteers feel important and part of the larger 
environmental management network. 

E-M&d 

LTK Sales Region: Research Engineer: Message - EHS 
Team invitation 03/04/97 

As a member of our Field EHS Council I thought you 
might like to know about a "Conservation Lunch" at 
Amen Corner on Friday I I. th April. Come and find out 
about Hewlett-Packard's commitment to the 
Environment. 'Mere will be information, freebies and a 
competition and the restaurant will also be serving 
"green" food. There will be an opportunity to sign up for 
involvement in future green projects and to become a 
"conserver at work" 

Book the date in your diary now... watch out for more 
information! Please forward to members of your 
organisation that might like to attend. 

In December 1997, the Director of Environmental 
Affairs wrote an article for the "Read-Out" magazine 
describing, in some detail, HPs view of environmental 
Management. This was perhaps the most detailed 
article about environmental management to feature in 
Read-Out during the project. Many of the themes seen 
in other communications also feature in this article. 
The main message of the article described the 
increasing importance of environmental management to 
HP's sustained business and the approach taken by the 
company. The article recognises the contributions 
which individuals in the organisation have made so far 
in terms of environmental management. This is shown 
in the excerpt opposite. 

As discussed in Story Board Three, the perception that 

environmental management was "everyone's 

responsibility" altered during the project, nevertheless, 
some of the communications tools used throughout the 

project relied on this kind of message. This is discussed 
in more detail in Chapter 11. 

Etronment Management for Business Today 

Oint 

Ths recognition is thanks to countless 
individuals across the world who 
personally consider the environment to 
be an important part of our business 

practice. 
Environmental Management for Business 
Today - December 1997 
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9.5) Sununary 

The data presented in Story Board Four described how HP used a number of techniques to 
sell the benefits of environmental management to employees. These four methods were not the 
only methods seen, although they were the most prominant. Tables I and 2 in Appendix B 
show excerpts from the communications data acccording to all of the themes. 

None of these methods were distinct to environmental management communications. In other 
words, they featured equally in communications about other issues at the company. It is not 
really surprising that managers used similar techniques to motivate change whatever the issue, 
however the tools used in this case study are still relevant for further discussion. In particular 
they are presented as an example of where language and techniques used were consistent with 
prevailing company practices. 

Having presented three perspectives on HPs approach to achieving institutionalisation of 
environmental management, the next story board examines the achievements in one specific 
area of environmental management as an indication of the project's success. Story Board Five 
describes changes to the management of office waste at the company over a four year period. 
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Part Two - Action Research 
Story Board 5 

Single Issue Focus - Improving Waste Management Policy and Practice 

10-0) Introduction 

The first four story boards have taken distinct aspects of HPs efforts to institutionalise 
environmental management and examined them over time and according to the main 
tendencies exhibited by the data. This storyboard is slightly different in that it follows the 
progress of a single environmental management programme area over time, namely waste 
management. It cuts across the previous three story boards (with reference to all three in 
places) focusing on just one programme area. The objective of this story board is to portray 
some results achieved during the institutionalisation of environmental management. This 
should provide the reader with an idea of the practical aspects of the research at HP, 
highlighting, again, the changing role of the researcher over time. 

The contents of this story board show aspects of all of the themes seen in the data. Unlike 

previous story boards, this one is presented as a chronology divided into yearly sub-sectiOns. 
This story board (as with others) includes reference to a wide range of data sources, however 
in this particular story board electronic mail messages form the main body of evidence. A 

secondary objective of this story board is to demonstrate the value of electronic mail as an 
organisational research tool. 
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10.1) Waste Management FY95 

In FY95 the researcher started to look at improving 
environmental programmes in the UK Sales Region. 
After some initial work trying to raise environmental 
awareness at the Pinewood site (see Story Board 
Three) the researcher was directed towards improving 
office waste management. The researcher obtained 
some guidance in this area from the Corporate Solid 
Waste Management Programme. The notes opposite 
are taken from a message distributed world-wide 
regarding "solid waste management". They provide 
context for the remainder of the data. This document 
gave the researcher some idea of the company-wide 
intentions regarding waste management and guidance 
on how to progress within the UK Sales Region. 

1994 SWM Survey Results 

As we move towards meeting our 1995 goals the 1994 survey results 
are not only a gauge of our past progress, but are an indicator of 
what type of effort will be needed over the remaining months. By 

now all HP sites should have a designated SWM co-ordinator to 
facilitate this effort. 

The company's landfill diversion rate increased 7% in 1994 to 68%. 
Paper and packaginig materials continue to lead the mix of solid 
waste streams accounting for 38% of the total waste generated. (95 

goal: UP performance for landfill diversion will be measured against 
the following goals: 

Company - 10% improvement for landfill diversion 

Sites - 15% improvement over 1994 if less than 39%, 10% 
improvement ifrate is 30*/"0%, 5% improvement if the rate is 
between 601/ý75% 

I Ilie "RY hierarchy (Reduce, Reuse, Recycle) will be employed 

wherever possible to minimise the environmental impact of wastes 
generated by UP operations. Landfill should be utilised only after a 

thorough review of their options. 

11 

As a first step the researcher arranged to meet the 
Amen Comer Site Facilities Manager. In advance of 
the meeting, the researcher devised a set of questions 
as shown in the Log Book excerpt opposite. In terms 
of the volume of waste, the manager was aware that 
four skips of known volume were removed twice a 
week (normally) from the site but they did not know 
the equivalent weight of waste. The waste was 
compacted and weighed locally. All wastes went to the 
same place; a local landfill site. The contractor was 
chosen because they had been used reliably for some 
time. The manager had considered sending the waste 
to be incinerated but decided it was too far to send the 
waste and would be too expensive. Additionally, at 
this time, there were two recycling streams, white 
paper and plastic cups, but these were not measured. 
The researcher was quite surprised by the manager's 
response, particularly that they did not know the 
weight of waste being disposed to landfill or the 
quantities being recycled. 

Log Book - 24th February 1995 

Meeting DB Facilities UKSR 

Questions sent in advance of meating. 

1) How much waste (volume or weight) is generated at A/C per 
weekl month /year 

2) Where does that come from? 

3) Where does it go, do we have someone who comes and 
transports it away? 

4) If so where do they take it? 

5) What was the process for deciding how to get rid of the waste 
i. e. why that particular contractor. 

6) What about building and / or electrical waste 
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Towards the end of FY95 a UK Sales Region "Waste 
Management Committee" was being discussed. A 
message sent by the researcher to several site facilities 
managers on the subject of setting up a waste 
management team is shown. As a result of earlier 
indications from HP employees, the researcher was 
aware that "quality" (in particular TQQ methodology 
was widely used internally to manage improvement 
projects. Furthermore the researcher wanted to 
approach an environmental programme in this way to 
establish whether or not it was an appropriate tool for 
environmental management. 

18th October 95 - From Researcher to SFNfs 

I am looking to set up a team with facilities (or a suitable 
volunteer in the satellites) represcntafives from A/C, CSC, 
Pinewood and the Satellites, myself and possibly a couple of 
others to have a look at the way we manage our waste. 

The team would look at the waste originating from the sites, 
assess whether there was any scope for minimisation and the 
determine the best practical disposal option for their waste. 

The project has a potential to become a TQC project but I think 

we should start by simply trying to improve the process and then 
see if we can get somewhere with it. 

Can you all please suggest who a suitable representative would be 
for such a project. 

A short while after this message, the researcher asked 
for volunteers to join the team. It should be noted that 
the researcher was suitably empowered in the 
organisation to do this without appearing to be an 
intruder. 

At each site, a representative from the Facilities' 
organisation volunteered (or was delegated) to join the 
team. There were no management-level "Facilities" 
staff wishing to join the team at this stage. Also 
offering to join the team around that time was a 
colleague from the Support Service organisation with 
TQC project experience. 

One of the key factors in getting that team together 

was the personal commitment to environmental issues 

shown by the Pinewood site's Facilities Co-ordinator. 
Within the first year of the research project, this 

employee had also attended a night school course on 

environmental issues, to assist her in her job. 

From AB to the Researcher. 

JB and I discussed this project last week and I am willing to act as 
facilitator ifyou wish. 

There may be potential for a TQC in this but I think it needs careful 

assessment first as this kind of activity can be quite time consuming 

so the gains should be substantial . 

E-mail 20/11/95 

Guys 

Just one mom notice about the meeting on Thursday (23rd). I have 

invited SF to attend the first meeting. He is the environment manager 

at Bristol and has some experience in setting up waste management 

projects. He is there to be probed about his experiences so please 15"1 

free to think of any questions he could help us with. 
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The group started very promisingly using the TQC 
format, but after a while it became somewhat tedious 
to document 0 stages of the project when all the team 
wanted to do was "get on with it". The format did 
prove to be extremely useful in the early stages of the 
project when the problem needed defining and 
objectives setting. Once the implementation of 
solutions started, the need for the TQC format 
appeared to fade. Several references were seen in the 
story board data which allude to the effectiveness of 
this approach. The use of Total Quality Management 
in this project was a good example of attempts to "use 
the culture to change the culture" as described in Story 
Board Four. 

10-2) Waste Management FY96 

The waste management project was officially launched 
one month after the start of these discussions on 23rd 
November 1995. The researcher had invited a 
colleague from the, more experienced (in waste 
management terms), Bristol site to advise the group. 

During the meeting, the group devised the phrase 
"Let's talk waste not rubbish" as the theme of the 
group. The excerpts opposite are taken from the 
minutes. They show the group's decision to continue 
with TQC methodology and the "Issues statement" 
that was devised. The focus of the group was to reduce 
costs, maximise revenues and minimise environmental 
impact. The EHS Audit is shown here to be a driver 
for the project. 

from Waste Management meeting 

23rd November 1995 

To Quality or not to quality. 

It was decided that for the time being we should progress along 
quality axis, so to speak, conducting a structured improvement 
project. On a regular basis we will evaluate the project's potential for 
TQC, but the important thing was considered to be making 
improvements and not winning awards. 

I Lssuc Statement 

Tile purpose of the project was discussed and the preliminary issue 

statement was agreed to be; " Build a waste management system 
to reduce costs, optissise, revenues and minimise environmental 
impacts as indicated by the EHS audit score. " 

11is issue statement is intended for the UK Tbames Valley sites 
although other sites can be used for best practice sharing and 
consultation. 
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By January 1996, the team seemed to be having "spin 
off'effects (see e-mail opposite). There were still 
some problems encouraging one manager to think 
about recycling, the researcher noted the comments 
shown opposite in her log book. Notes from the 
researcher's log book in February 1996 describe her 
reflections after another waste management meeting. 
The quality advisor had helped the group focus, with 
the outcome that a survey of employee perceptions of 
recycling would be carried out. 

30/1/96 Log Book entry 

Chatting to DB (Facilities). She starts to tell me about a shredding 
service and waste management at the sites. She said "the cost of 
sorting our paper doesn't make it economical even of we get paid 
for it". I am not sure how much of this is guesswork or real 
calculation. The new system will be in place in May, probably for 

all sites - note the "muIti-site" approach. Is this a spin off from the 

waste management learn? 

09/02196 Log Book entry 

The waste team on Monday 

AN took over and really helped us to generate our process and do a 
fishbone analysis. I didn't mind the take-over and I don't think 

anyone else did. The quality approach works again. The outcome of 
the meeting was that we would run a survey to prove whether our 

perception of the problem of waste management is actually the 

problem - good idea. 

The recycling survey was carried out in March 1996. 
Each member of the team was asked to conduct 
interviews with employees at their respective sites, 
either by telephone or face to face. In all over seventy 
people were surveyed. They were asked several 
questions relating to the "recycling facilities" at their 
sites. 

The results suggested that most people were aware of 
some recycling facilities, but there was room for 
improving the "advertisement" of existing facilities. 
Also, about half the respondents had seen information 
relating to recycling at the sites (in particular at the 
Pinewood site). All respondents felt that recycling was 
a good idea. On average, roughly half the respondents 
had seen recycling information around the sites, most 
of the remainder expressing a wish to see more. At the 
Pinewood site in particular, nearly all of the 
respondents had seen recycling information. This was 
good feedback for the researcher who had spent some 
time trying to increase the awareness at that site in 

particular during early stages of her research. 

Awareness of recycling facilities 

(By Site) 

0- ý- [I -- 0 csc 8cý--. 

100,00% 
80.00% 
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Despite this, throughout the research, comments from 
employees suggested that there was still not enough 
information about recycling and that people weren't 
interested anyway. An example of this, taken from 
some interview notes with a manager at HP is shown 
in more detail opposite. 

Interview notes with CM (July 1996) 

I would say that if you ask people they would say it is very 
important. If you observe what they do. You would say that 
it isn't very important. Like for example. I don't see people 
recycling paper. Which we use and waste in huge quantities. 
We have some recycling bins, in the Xerox room. But I think 
people would not make ajourney back to those bins. I think 
the paper ends up in the wastebasket. Which is an indication 
ofhow important people regard an environmental issue. " 

After the next waste management meeting, the 
researcher made the comments shown opposite. These 

remarks show the emphasis of the team being very 
much "action" oriented. In particular the comments 
from one member were indicative of the hands-on 

approach desired by the employees in the Facilities 

organisation. 

Over the next few months the waste management team 
collected data on the quantities of waste arising at their 
site and the cost of its disposal. This activity took 
some time and caused the group to get slightly off 
track from a TQC perspective. Having identified the 
quantities of waste arising at the sites and the 
employees' attitude towards recycling, the group 
started to consider the following: using the "web" as a 
source of recycling information for employees, 
providing "gifts" to people as incentives and 
reminders, and re-negotiating waste contracts. 

At this point the team encountered a problem. In order 
to improve waste management arrangements with the 
waste contractor, involvement from Facilities 
Managers was required. At that time the team did not 
include these managers, although they fully supported 
the project. Consequently, in September 1996, the 
team decided to split its activities. The e-mail 
messages shown here describe this split in more detail. 
This split was also described in Story Board Three in 

more general terms. 

26/04/96 Log Book entry 

We had a meeting to discuss the findings of the recycling survey. The 
team was not really interested in the results as such, as ever they just 

wanted to get on with finding a solution. I think facilities managers are 
very much like this i. e. "fix-it" types. 

Quite a surprising turn ofevents actually - VB jumped up (literally) and 
said "we don't want to ask people what to do - we want to tell them! " - 
"We want to say that this is HPs policy" - "you put those tfdngs here 

and these things here". So I guess that is what we will do! 

E-Mail Hewlett-Packard UK Sales Region: EFIS 
Engineer. Message: Waste Project 02110196 

Everyone, 

After talking to some ofyou recently. I have the 
folio%% ing suggestion for our waste management 
project. 

The original learn focuses on raising awareness in the 

workplace launching a campaign etc etc. At the same 
time.. I work with the Facilities Managers on getting 
new contracts organised. 

I think this might be more practical as it would enable 
us to get the project more visible more quickly and get 
people used to the idea ofrecycling etc and would 
enable the contract owners more time to change etc etc. 

E-Mail 

UK Sales Region: Waste Team Member. 
Message: Waste Project 02110196 

As discussed earl ier, I also feel this is the best way 
forward. Some of the decisions with regard to contract 

renewal can only be taken by the SFM's involved and there 

will be a time lapse as contracts elapse. I don't think it will 
be feasible going out to tender as a group and we won't be 

able to do it across the sites simultaneously. 
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September 1996 also saw a Corporate EFIS assessment 
of the UK Sales Region. This was in preparation for a 
full EHS audit roughly eighteen months later. One of 
the assessment criteria was "solid waste management". 
Whilst the Sales Region did not fail this section, there 
were several recommendations made relating to solid 
waste management. Comments from the Assessment 
report are shown. Specifically the auditors 
recommendations were to "Assess opportunities for 
improvement in the site's solid waste reduction efforts 
and establish appropriate business goals and metrics" 
and "Ensure that pollution prevention objectives and 
accomplishments are communicated on a region-wide 
basis". At the end of FY96 this showed the group that, 
although progress had been made in collecting site 
waste data and educating employees, more attention to 
this area was required. 

UK Sales Region Environmental Management Second 
Assessment - September 23 - 27,1996 

This section deals with the UK Sales region's efforts to reduce 
pollution at its sources and minimise solid waste going to landfill. 

Given the climate around the world, and Europe in particular, 

companies are being pressed to reduce their volumes of solid waste. 
Currently, LIK Sales generates about X tons of trash per year, and of 

this only x% is being recycled, reused, or diverted fivin the landfill. 

The recycling program is relatively new. In order to make the program 

successful and get the necessary attention and resources, a formal plan 

with business goals, objectives, and measures needs to be developed. 

Once developed, the effective communication of the plan and results 

to management and all employees needs to occur. Many interviewed 

where aware of a waste reduction program, but did not know how it 
impacted them specifically. 
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10-3) Waste Management FY97 

At the start of FY97 an EHS newsletter' was 
distributed to follow up the corporate EHS assessment. 
This included the auditors recommendations on solid 
waste management. An employee responded to the 
newsletter with a detailed message about 
environmental issues in the office shown opposite. 
The researcher was pleased that the employee had read 
the newsletter and bothered to respond in such detail 

Secondly she was surprised by the broad 
environmental awareness shown and the emotional 
tone used. In addition, the use of the Bristol site as a 
comparison showed the importance of internal 
consistency between UK sites. This employee's 
response confirms that raising environmental 
awareness needs to be a cultural change. He states - 
"Something isn't quite right - it may be the culture or it 
may be to do with the working environment". This 
employee seems to be referring to a negative side of 
HP's culture where people are too busy or don't care 
about the environment. 

The researcher responded to the employee as shown in 
the e-mail opposite. The tone of this message 
highlights the role of the researcher in the 
organisation; she assumes an employee's perspective. 
The contents of this and other messages were analysed 
in more detail. 

E-Mail 24/10/96 

"Zoe, Thanks for the newsletter which makes interesting reacling 
I've a couple of comments which you may wish to follow up on. 

In general in the Amen Comer office, if not the UKSR, I think we 
have more problems than just "solid waste reducdon" when it 
comes to resource usage. You may find a trip to the Bristol site 
would provide an interesting comparison with Amen Comer. In 
general I get the impression that there is a far more advanced 
attitude to recycling - with prominent bins for disposal ofpaper, 
batteries, ring binders etc. I know we hae bins for paper in Amen 
Comer - but nearly everyone just throws everything into the waste 
paper bin under their desk. Batteries are a source of serious 
environmental pollution if treated as normal waste - and again in 
Amen Corner they just get throwm into the normal bins (I take 
mine to facilities, who can arrange for them to go to the right 
disposal process, but I doubt whether many other people do). 
There is a very low usage level for pottery mugs - we must get 
through an amazing number of plastic cups for drinks. There can't 
he a good excuse for that - in Bristol they have glasses, and apart 
from being a more ci, ilised way to drink, it should cost less to 

wash glasses than to throw away plastic cups. Even if it doesn't 
HP should take the "greener" option. Something isn't quite right - 
it may be the "culture" or it may be to do with the working 
environment. " 

Richard, 24/10/96 

I absolutely agree that we have more problems than "solid waste 
reduction" in Amen Corner. Our programs include 

1) Resource Conservation i. e. looking at energy, water and material 
usage. 2) Pollution Control.. not too much at this site but some 
"facilities impacts". 3) Product Stewardship i. e. moving towards 

customer and internal product recycling as well as waste 
management. 

The reason this was highlighted in the newsletter was that the 

Lecent assessment RLýked it u2 Ls Apn area in need of significint 
improvemcn 

. 

I also agree with you about Bristol. I work closely with Simon 
Forsyth and use him as a "consultant" to our waste management 

programs here. I think the culture is slightl different at Bristol, but 

only Lor the continual efforts ofthe EHS staffand other green 
people. I think we can develo a similar "culture". but only through 

consistent and appropriat communication and motivation. In 

F)'97. I pl raise the p green issues in the UKSR 

throng green teams or volunteers. 

L You will also be glad !0 Lear that at the moment ýye ave! waste 

management ! qc running to raise the amount and awareness of 

recycling facilities in the UKSR. 

cups this is an interesting one.. in Amen Corner only we buy 
36,000 cups a week. This is a large number accounting for about 
5-6 cups a day each which is not surprising. We do recvcle a large 

proportion of these through the Becca Bin scheme. The decision to 

use ceramic mugs is not an easy one., continual washing af these 
has an environmental LTpAct As ýLell, but the real problem is Again A 

cultuEý one. Would everyone wash Lheir cups enough or would this 

j2 Lit M added strain on the cleaners? However I really like the 
idea of glasses in the restaurant. I am gqLnl Lo conside this and Wk 

to facilities and the catering staffa x; ut the r;; ssibility. 

I hope this answers some of your concerns, if we do implement 

See Story Board Two - Getting the message across 
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In general, the need for waste management was 
expressed in terrns of cost reduction, compliance and 
stakeholder pressure. From a cost perspective two 
opposing positions were seen in the opinions of 
employees. One employee thought that HP should not 
spend additional monies on "paper separation" even if 
environmental benefits would be seen, but another 
employee (example to follow) thought that HP should 
spend additional money on washing glasses (as 
opposed to recycling cups) just because it was the 
right thing to do. This suggests that these employees 
would respond to quite different motivators in order to 
adopt environmental practice. As a consequence of 
this particular message, the researcher received 
another reply shown opposite. 

Around this time efforts were being made to highlight 
the issue of waste management to employees, and as a 
result of the previous messages the researcher asked 
the catering staff to put a poster up in the "coffee 
rooms" describing the amount of plastic cups used for 
drinks. One employee commented on these notices 
and suggested using ceramic mugs instead. This was a 
popular concern for employees at HP, although not 
one which was ever resolved. 

Zoe, thanks for your reply. 

'ay Anyway. I agree that pottery mugs are a problem. The choice 
seems to come d, 

=o 
come down to: 

I) 

FEvery 

timcayou 

use one, clean it before/aflerwards, Just using a 

'ay. 
me 

d" 
to 

running tap and a scouter. I must admit I can never find the time 
for this. 

2) Allow the mug to develop a patina of dried tea/coffee - this has 
the advantage that nobody will "borrow" the mug in question. 
However it looks nasty, and I always leave it too long between 

trips back home for a cycle or two in the dishwasher. 

3) Have dishwashers (machines not people) in the office ?I 

think they have one in London. However, ifyou wash a cup every 
time vOu use it I guess the resources used must come close to a 

plasti c clip. 

36,000 a week is an awfijl lot though. That's nearly 2 million a 
year! Do we know what happens to the ones that are recycled 
(there's no excuse for not putting them in the recycling bins, but I 

suspect that a lot of people don't bother)? Are they made back into 

cups? I find Elastic is far and away the worst household recyclin 
problem. I ta not Lo tuy ±Lnj,, s in disposabl 2! 21tic containers. 
but inevitýbl we acguire some -I take the n! jqic ý ottles !o Lhe 
dump once in a while. but they take 22 ý Lot 2f space waiting Lo 

E. Aýd ! teres Eo sense in 4g. KmL 10 91c dump specially 

Anyway, rin glad to hear it's a subject that is being thought about. 
I think a ot corn down Lo individual motivation. but some ýcorporate 

encouragement Sn only help 

n Amen Comer 

mont In 
that we are 

, step rther 
y as: 

1 Jug these? " 

h 

ng 

I have just read the notice about plastic cup recycling in Amen Comer 
m onth in 

,e 
month in and the fact that we are recycling over 100,000 cups per 

bJ 

Amen Corner alone. Even though I think it is admirable that we are 

t se " 

now recycling these cups. wouldn't it be better to go one, step further 

and get rid of the majority of these as much as possible by asktg 

people to bring in their own cupsimugs from home and using these? " 
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Another message in early 1997 which came to the 
researcher's attention referred to a process for 
recycling unwanted (used) Christmas cards. This 
process had been set up without the EHS department's 
involvement. The researcher noted that other groups in 
the organisation were aware of environmental issues 
and without being asked to, were implementing 
specific solutions. This was entirely consistent with 
the objective of institutionalising environmental 
management. In addition, the researcher believed that 
this type of self driven approach should be encouraged 
at every opportunity. 

As part of the waste management team activities, in 
November 1996 a new paper recycling processes was 
piloted at the Pinewood site. This trial was to 
determine the effectiveness of a recycling company 
that approached HP for business. Their proposed 
process was positive, both financially and 
environmentally, and the company would also donate 
money to charity on the company's behalf. This 
company would take mixed paper waste (as opposed 
to the previous "white paper only" arrangement. The 

waste management team intended to implement the 

03/01/97 

Amen Goods-In 

"Please do not throw away your unwanted Christmas cards 

The Amen Corner post room is operating a recycling project for all of 
your unwanted Xmas cards. Please give them a call orjust drop them 
off at the post room which is situated at the rear ofbuilding one on 
the ground floor. " 

I st November 1997. 

From Site Facilities Co-ordinator PWD site. (General Distribution) 

"Recycling of Office Paper" 

New Blue Company recycling bins have appeared in the office today. 

Please use these bins for - All while and coloured stationery - 
Envelopes / Manilla folders - Trade journals & brochures. Ifyou are 

sorting out a lot ofpaper please ask "X" in the post room to bring 

you some blue sacks. 

For every torme ofwasle paper we recycle. L10 will be donated to A 

Chafitv - watch this space for amount donated in the first month. 

new process to other sites over time. 

In December 1996 the same process was adopted at 
the CSC site and by the end of January, the new paper 
recycling bins were installed in the Central London 
Office. This left the main Amen Comer Headquarters 
site. The group decided that a "launch" would be 

required at this site and not just an overnight change. 
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The details of the launch day took several months to 
organise. By then it had grown into a more general 
"Green" day. In April 1997 the launch went ahead. 
The new recycling process was launched at the Amen 
Comer site on that day, over 100 employees 
expressed interest in receiving an "individual" 
recycling tray for their desk area. The image shown 
opposite shows the article which featured the Green 
Day in the company's internal magazine. 

Ont he: tý Me 
conservation trail 

=E-M-t Er, gLi 
In the Blue Bins Competitions 

--ý =Z- n 

==-=% "---=z 

Shortly afterwards, in May, there was evidence that 
the new process was starting to create more awareness. 
One employee commented on what he termed "new 
emphasis being given to the recycling of paper". This 
message, shown opposite, reflects employee practice 
at this time. It also shows some of the personal 
opinions of the employee. 

Another employee commented on some minutes from 
the EHS team at the Pinewood site. He was suggesting 
further improvements in waste management at that site 
in the area of organic waste. This message 
demonstrates an example of where an employee was 
bringing his environmental values from home into the 
workplace. In an interview in July 1996 another 
manager alluded to the linkages between home and 
work practice. Later it will be proposed that this is an 
important phenomenon to encourage, if changes are to 
be seen at an individual level. This was also discussed 
in Story Board Four. 
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12th May 1997 

1 was pleased to see new emphasis tSinjý ajýen to the question of 
reývcling 

ýýaTjW However, rd like to discuss a couple of 
points with you if possible* 

The first is that I'd be interested to know how the new system will 
be monitored. and improved ifnecessa 

. 
My initial impression is 

thaTiýn -theCS(5/PSO area (first floor building 1), we still have a 
problem with the amount ofpaper that people simply put into the 

plastic bins immediately under their desks. Maybe we will have 

to resort to having the cleaners sift all the paper (and cups! ) out at 
the end of the day I certainly put all gly Lvaste pap into the 
new recyclin bins. but I can't see an easy way Lo Persuad other 
2eopLe Lo Lf they, don't care. There is a dearth of those new bi uc 
cardboar collectin bins (the little ones) in our area, and for most 
people like me (who are "hot-dcsking") there is nowhere to put 
them anyway except maybe on the floor (one under every desk? ). 

Second1v, I'd like to know whether we have any flexibility 

regarding the choice ofcharity to whom donations will be made 
in proportion to the amount of paper that is collected. Will the 

nominated charity be reviewed from time to time, and will 
employees have any opportunity to nominate one? r1l be quite 
honest with you - personallv I don't donate money to Imperial 
Cancer Research because of the vast amount of animal 
experimentation that thev fund. However, regardless ofmy 
opinion. it would seem reasonable to consider the possibility of 
identifying charities (not pressure groups, e. g. Greenpeace) who 
are closely involved with protecting die environment, as potential 
beneficiaries ofa recycling scheme which is itselfaimed at 
reducing resource consumption. 

06/07/97 Diane Gill / Steve Bacon E-mail 

"I noted the minutes on waste recycling. What about removing 

vegetable matter fmol the rest of office waste? My apple cores and 
banana skins ferment a treat in Pinewood's environment, so I tend to 

wrap them up to keep the smell down, thus wasting two resources! 
Wokingham district council is currently encouraging home composting 
by selling the equipment at discounted prices - and has a source of 
lidded bins which may be used for recycling the significant quantities 
of vegetable waste generated in the office area - particularly on 
Tuesdays and Thursdays! " 

Interview notes with PT (July 1996) 

"I guess the interesting thing is -is change, because of the 

conscious activities of the company, or is that change because 
the rest ofthe media making people more aware? Therefore 

they relate to things a little bit more. I know you did a survey 
peoples awareness on recycling and so on and so forth. But is 
that simply because they arc used to doing it their domestic 
life? " 
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After the "Green Day" at Amen Comer, the original 
waste management team, now working on just the 
awareness side, did not meet again. Despite this, the 
Facilities' managers continued to consider formalising 
their relationship with their waste management 
contractor. Rather than go out to tender (as originally 
planned) the team decided to strengthen the 
relationship with the existing contractor to determine 
whether they could meet HP's needs. The researcher 
had a preliminary meeting with the contractor about 
this as shown in the e-mail message opposite. 

As a result of this exercise a new team was bom, this 
time with involvement from the facilities managers as 
well. The team met with the waste contractor and 
arranged for meetings to be held on a quarterly basis in 
the future. The team identified cardboard as the next 
waste stream to target for recycling. New processes 
were set up at the CSC and Amen Comer sites. A 
message from one facilities manager to the researcher 
shows a suggestion to include the cleaning contractor 
in these meetings. The researcher was pleased that 
this manager was starting to pro-actively suggest 
improvements. Representatives of the cleaning 
company were invited to join the team. They 
commented that attending the meeting was very useful 
to them and it made it easier to communicate HP 

rDear 
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I hav 

as the U 
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e encouragc tI 

I have just finished having a very interesting conversation with 

as an 

ýo pe 
J 

ctor. 
ýOne 

two people from a comp"any. our current waste contra 0' 
UK Sales Manager. Despite the sales pitch. I was very was the UK Sale, a aile h. I was 1Y 

zY 

ncouraged by what they had to say. 

They are interested in improving our relationship with them, in 

particular having more dialogue on new trends such as the 
landfill tax and the packaging recovery regulations. 

We had a good seeping conversation about how we can improve 

our working relationship with them in line with our EHS and 
service expectations. 

What I would like to propose now is that some of us get together 

with them in a brainstorming type session on how we can 
improve the existing waste disposal process. 

Tlicv would then like to go away and put together a presentation 
for us on some solutions to our needs. ie start with a clean sheet. 
I told them that we might want to keep some "recycling" 

contractors such as X, Y and Z. They are happy to work along 

side these companies. I also said that I would like to have any 

new relationship set tip well before the next EHS Audit! 

I think the most appropriate team of people for the initial scoping 

discussion would be those responsible for the actual operational 

side ofthe waste contract. I also think we could involve the 

cleaners. Perhaps, JB. CL and LB? along with myself and 

someone from footprint. Bev (in her EHS role) swanston may 

also be a good idea 

gul July 1998 

Zoe, 

As we have now completed the first stage of our recycling procedures 
and the cardboard is going to be offered to a paper mill, have we or 

will we be meeting with the ii-avie contractor in the near future? 

To ensure that we have the commitment of the cleaning company and 

their staff, I feel that all the relevant people within the cleaning 

company organisation should be invited to attend the next meeting. 

As part of the first stage we (facilities) had a meeting with CM and 
BM from the clemoing company and we found this an essential first 

programmes to their own staff. 

A note from the researcher at the end of July 1997, 

suggests that she had been "left out" of the team's 
communications. The researcher was pleased by this, 
she wanted the group to carry on working on waste 
management issues without any prompt or suggestion 
from the EHS department. 

30/07/97 - Researcher to waste team 

Cardboard recycling etc 

I %ýas wondering how the cardboard recycling process was 
going. I heard that building two had started, as had CSC but 
I have not heard how things are going. 
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In September 1997 the researcher received another 
e-mail message from an employee regarding waste 
management. The same employee had previously 
contacted the researcher in response to the EHS 
newsletter. This time, his comments were as shown. 
On this occasion, TD, the director of environmental 
affairs, provided the employee with a response (also 
shown below). 
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scheme has been successful in increasing the amount of paper 
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that we are recycling. I suspect not in thiý's particular work, are 

I realise that it is very very difficult to persuade busy people to 
think twice before throwing paper into the nearest bin, but I can 
think of two or three suggestions which might improve things: 

1) Add a paper recycling bin, in addition to the plastic "general 
w-aste" bin under every desk. This would leave too little leg 
room, and is effectively a hazard, as highlighted on the recent 
SLIP training course that I attended. 

2) Remove all the waste bins from under the desks. Replace with 
several sites prominently located around the work area, with 
three large bins each - one for cups, one for paper, and one for 
whatever other junk people throw away (though we should of 
course have separate collection bins for toner cartridges, batteries 
etc! ). Any such bins should have lids to open, with big labels on 
them - anything that makes people take longer to throw 
something away may be helpful in making them take time to 
decide whether it is the right bin. 

3) Ask the long-suffering cleaners to sift the contents of the bins 
d take out a] I th 11ý7: e paper separately. 

6/10/97 TD to employee 
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Despite feeling, earlier, as though the waste 
management team was working fine without her, a 
series of messages led the researcher to believe that 
the team was not quite self sustaining yet. The 
researcher received a message from one facilities 
manager asking her to organise another meeting with 
the waste contractor. The message, as shown here, also 
indicated that this manager was expecting the 
researcher to co-ordinate all the waste management 
data. This was not the case. The researcher was under 
the impression that the site managers were receiving 
the data. The researcher suggested that this should be 
the appropriate process with only an overview 
maintained by the EHS department. 

At this stage, it looked as though a meeting would not 
go ahead without the researcher - but the reply shows 
some degree of ownership. 

The EHS Manager also became involved in the 
discussion. In doing this, it appears that the manager is 
trying to build bridges between her own organisation 
(Support Services) and EHS. Note that despite being 
the EHS manager, she refers to EHS as the researcher's 
group, possibly to associate herself more with the 
Facilities team on this occasion. Another Facilities 
Manager contributed to the discussion; a meeting was 
scheduled for when the researcher was available but 
this manager was showing clear signs of wanting the 
information for her own management processes. 

inagement Policy and Practice 

17/08197 Log Book entry (Excerpts) 

For the first time I feel like we have the right people in the room 
talking about waste. 

The dependency has almost gone - but not quite, still early days. 
They are actually telling me as opposed to asking. They would like 
some assistance from an "advertising" point of view though. 

15th October 1997 

i. g 

AA/C 

[facitlitiees 

Manager to Researcher 

It has been some time since our last meeting with the w(Lvie contnictor, 

1 5h Oc oh" 

me 
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let, 
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IC fac 

en 

'M to 

ce 
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1. 
Would it be possible for you to let the sites have their waste figures, i. e. s' 

etc 
u'to 

em tonnage for compactors etc. It seems after a discussion with the wýte 

th as es 

conimcior that -we are still sending partially full compactors to the mill. 

-r 19 

om 

20th October 1997 

Researcher to SFMs 

They have actually stopped sending me figures. I did think that might 
mean they were sending them straight to you but no such luck eh!. 

I think that the figures should go straight to you guys in the future 
though and I should only maintain an overview. 

I am not really available (for a meeting) before w/c I Oth November. 
Ifyou would like to resolve any issues with die gave cmuractor 
before that, I am happy to assist in the organisation but would not be 

20th October 1997 ob 97 10 Oc 

st I don t -now that there is any need for a mecting with BFI, I would just I don't kk-no%% at here is any need for a meen 

lh 

re 
' 

Edon'tw"t 

like to r 
all or y0t 

loth Oc er 19tr 

US] 
t 

like to receive the figures on a regular basis. Can you organise this for us 
all or would you like me to do it. 

20th Octobff 1997 

might as well add my bit. We have a meeting set for 13th - we do need 
the figures not only for what the EHS group require but at site level we 
need to ensure that the landfill tonnage is reducing as we implement 
different recycling procedures. 

20th Oc(ober 1997 

Not sure if I can. but I would be prepared to try and help if you feel I 

can add value to this exercise. 

I have already asked Zoe to give an indication of what information is 

required by her group with regards to the audit criteria. 

10.4) Waste Management FY98 
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The Waste Management meetings continued 
throughout FY98 roughly once a quarter. The 
researcher continued to attend these meetings but was 
not actively involved in the waste management 
programme between meetings. 

In January 1998, one of the main employees who had 
been involved in the waste management programme 
moved to another position in the organisation. When 
asked if she would still be involved or interested in the 
programme the employee commented that she would 
definitely remain interested but not involved. This was 
a good example of where the employee's personal 
motivation for environmental protection led them to be 
involved in the waste management programme for 

over three years. Once her job changed however, she 
could see that she would not be able to be as involved 

as previously possible. This supports one of the key 
findings of this research, specifically that a large 
number employees can be actively involved in 

environmental management programmes but they can 
only do so to a certain extent depending on their 
position in the organisation. 

During FY98 site facilities managers had accepted 
responsibility for waste management. They were 
making pro-active requests for more recycling and 
taking decisions with regard to the waste contractor's 
services. An example is shown from March 1998 
where a facilities manager originates further 
discussions on new recycling streams. 

As a result of this and other similar events, the 
researcher was beginning to feel less and less 
important to the success of the waste management 
programme. This was a positive result in terms of the 

objective to institutionalise environmental 
management. 

12/01/1998 

"I shal I be handing over the practical side of Pinewood's waste 
to Petula -I think in answer to your question -I shall remain 
interested but not involved. Certainly ifyou are looking for 
interested people, you can look in my direction!! " 

march 1998 

Dear All 

I believe at the last waste meeting (that 1 missed) you discussed 
CDs and Transparencies and Footprint Cleaners believe we might 
be able to recycle or bum rather than landfill. 

Avril phoned me from Cheadle as she has a large number of CDs to 
dispose of - when we resolve the above can we inform her of the 
best way to dispose of them. 

Liz was querying the transparency situation. 

Regards 

CL 
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However, it was difficult for the researcher to remove 
herself from waste management programme 
completely. To date the researcher still attends the 
waste management meetings on a consultative basis. 

E-mail to the researcher: 16/04/99 

Further to our mecting yesterday could you please list all the data 

you require with the reporting frequency you require for this info 

- as discussed we all felt that it was important to capture this 
information on an ongoing basis rather than back-track over each 
passing year. 

During FY98 the waste management programme was 
incorporated into general discussions of environmental 
management. In particular, a programme to measure 
the environmental performance of the UK Sales region 
included the waste management programme. A 
message is shown opposite where this performance 
measurement is referred to. A site facilities manager is 
commenting on the need for environmental data. Of 
particular note, a specific employee is identified in this 
message who has some responsibility for capturing 
this environmental data. 

The UK Director of Environmental Affairs was often 
11 copied" with messages relating to environmental 
management and on this occasion he responded with 
some comments as to the significance of the changes 
seen in the waste management and related 
programmes. In the message opposite the Director 

refers to organisational change at three levels within 
the organisation. These levels are embraced by the 
overall findings for this research. Additionafly, this 
message highlights the role of the researcher in 

achieving organisational change at the company. 

In July 1998 the UK Sales company was preparing 
once again for the Corporate EHS Audit. As a 
reminder, comments from the previous audit had made 
strong recommendations for improvement in the area 
of solid waste reduction. These comments had spurred 
the waste management team to take action in the 
intervening years. 

As I understand this information is required for reporting 
purposes plus we will in the future need to be able to prove that 
we are improving our efficiency in recycling and also to prove 
we have become more efficient in the control of the electric, gas, 
water usage on an ongoing basis. 

Regarding the waste control, landfill, tonnage, recycling etc., rin 

not sure ifall the data can be captured by a central area -I would 
suggest we discuss this with <Waste Company> at our next 
recycling meeting in May. If we have specific purchase order for 

recycling, landfill etc., this might be a mute for the costs but 

obviously not the tonnage. The costs for pallets, as it is adhoc, 
might have to be logged differently as I'm not sure if DB or 
<Logistics Company> order these. 

Can you please send the above information requirement to JH 

and RI, copying me - J11 will then find out if we have a central 

means of capturing some of this data for you. 

April 1998 

From TD, Director of Environmental Affairs 

To ZJ. Environmental Research Engineer 

Ref Your Meeting with SFMs 

lbank you for updating me on the outcome of your meeting with 
the Site Facility Managers. I believe that this "data" is very 

significant, and should not pass unrecognised. since it 

demonstrates visible behaviour change at all "Ibree Levels": 

Firstly, the SFMs as individuals are clearly motivated to act, and 

to receive your inputs and advice. Indeed, the one SFM who has 

been least committed is now being pulled in by peer pressure; 
Next, as a group/departmcnt, they clearly see this as a legitimate 

job function, and worthy of their attention; and finally, your 

asservion that this should be a change in behaviour by the 
Company as a whole has been well accepted. 

None ofthis could have come about without the researcher who 
drove the programme which changed the attitudes which 

modified the behaviour. and I would like to congratulate you on 

this tangible outcome 
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Just prior to the EHS Audit in this year the researcher 
took the opportunity to remind the waste management 
team of the progress which had been made in solid 
waste management. Contents of the message are 
shown opposite. This message also serves as a good 
example of the changes that had been achieved since 
the start of the project. 

In just over three years HP's UK sales region had 
improved significantly in terms of waste management. 
From early beginnings when the researcher was 
surprised that the company did not know the quantity 
of waste being sent to landfill, through to co-ordinated 
site processes and regular meetings with contractors, a 
great deal of gradual change had occurred. 

These gradual changes were also reflected in the 
quantity of waste going to landfill from the company, 
demonstrating that envirom-nental performance 
improvements had actually been achieved over the 
same time. Costs associated with waste management 
had also been reduced as shown in the message 
opposite. Also shown in this message is the room for 
further improvements. 

The EHS Audit report in FY98 (endorsed by HP's 
Chief Executive Officer) recognised these 
improvements and described the programme as having 
significantly improved since the first assessment some 
eighteen months earlier. Excerpts from the auditors 
comments in FY98 are presented later, in Chapter 12 
since they show more than just waste management 
progress. 

E-mail 

Researcher to Waste Management team 2nd July 1998 

: em, 
If any ofyou would like to discuss any aspect ofwaste 
management in advance ofthe imminent EHS audit let me 

e f. 

know 

Good points I think we can be proud of include: 

Improved measurement of waste data -I have all the figures 

Increased paper recycling - all offices 

New cardboard recycling - all offices 

Getting rid of Wheely Bins - CSC (a particularlv nice story) 

Regular meetings with waste contractors, cleaners and HP 

Co-ordinated processes 

Reduced number of waste contractors 

Regular spot checks of waste contents 

Recycling awareness day 

Plans for acetate, disks etc. 

Audited contractors - BFI, Footprint 

Waste segregation at CSC 

Al in all I think we have come a long way. 

Message to Site Facilities Managers 10/09/98 

Please find attached a spreadsheet detailing our waste 
management progress in FY98. 

Key points. 

* Positive 

Over six months (April - September 1998), we (Thames Valley) 

spent approximately L12.250 LESS than the same six months last 

year! T 

Over the last twelve months, our waste to landfill figures have 

decreased from an average of 60 tonnes per month to an average 
of 40 tortnes per month. 

We are now recycling an average of6 tonnes a month of 

cardboard. 

Our cost per "tonne of waste disposed" has reduced from around 
f80 per tonne to around M per tonne. 

* Negative 

Cardboard recycling is by far the most expensive disposal route 
(especially at CSC recently). This is because we arc not filling the 

packers enough. We either need to fill them mom or reduce the 
frequency ofcollection. 

The ESO area appears to have a relatively cheap disposal method 
BUT these are not real quantities. It was shown earlier this year 
that the wheely bin process at CSC gave very unrealistic figures. 

In one month at Pinewood we were charged the same price to 
dispose of2 tonnes and halfa tonne. T'his is because we are not 

managing collections appropriately. 

The open skip at Amen Comer is roughly twicc as expensive to 

use as the compactor. This remains the largest cost at A/C. 
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10-5) Story Board Five - Summary 

The story board data presented in the preceding pages have shown that the programme area of 
"waste management" improved beyond recognition over four years. At the outset waste 
management was not recognised as a distinct programme. There was no clear ownership and 
there was a perception that this was not an area requiring attention. Four years on and the 
Solid Waste Management team were recognised for significantly improving waste 
management by the Chief Executive Officer of the company. During that time several 
pertinent issues emerged which contributed to the researcher's understanding of how to 
"institutionalise environmental management". By taking a single issue focus in this way it 
has been possible to bring together elements of the three previous story boards, and the 
themes emerging from them. This story board showed indications of the motivational aspects 
of the institutionalisation of environmental management. Specifically the waste team was 
"using the culture to change the culture". From an individual perspective, the importance of 
employee's home values were alluded to and, organisationally, problems in the development 

of the waste management team were described. 

Also in this story board, the use of e-mail as a research tool was demonstrated. The excerpts 
from electronic mail messages, shown in this story board, date back to November 1995. To 

someone not familiar with the project, it may be difficult to deduce the specific meaning of 
terminology used in these messages. However, a participant involved with these events may 
recall their meaning more readily. Alone, the e-mail messages are not sufficient to generate 
research insights, but in combination with other methods their usefulness for this project was 
significant. In addition, the excerpts shown in this story board were often written by the 
informants themselves, adding to their validity. Later, in Chapter 12, all aspects of the 

research methodology are reviewed. 

This was the last in the series of five story boards, presented here as a representation of the 

project to institutionalise environmental management at HP over a four year period. After a 
summary of the material presented in Part Two, Part Three of the Portfolio is presented. This 
is the final part of the Portfolio, discussing and analysing the data presented in Part Two and 
evolving the framework for the "Institutionalisation of Environmental Management". 
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Summary 
Part Two of this Portfolio described an account of the Action Research project at HP from a 
number of different perspectives. Specifically, it was a presentation of the qualitative research 
data collected during the project from the many and varied sources involved. Firstly, an 
introductory chapter described the process of data analysis which led to the development of 
the framework for the institutionalisation of environmental management. This was described 
in terms of the analysis carried out both during and after fieldwork. In this introduction, the 
reader is presented with the rationale behind the story boards' fonnat and themes. Five story 
boards were then used to present the data. The first was slightly different to the other four, 
providing a chronological account of milestones in the research process as opposed to 
environmental management changes. This was considered important since the research 
methodology is of particular interest in this project. The second story board focused 

exclusively on the approach taken to institutionalise environmental management by 

examining the company's environmental management planning documentation and processes. 
The third, moved away from the specific approach taken and looked, instead, at how 

environmental management were distributed throughout the organisation. Of particular note, 
the second story board contains two aspects of the framework for the institutionalisation of 
environmental management which, it will be shown later, challenge conventional wisdom on 
the role of employees in environmental management programmes. The fourth story board 
took a closer look at the tools used to "sell" environmental management to employees within 
the company. In this story board, it was shown that tools which utilised existing 
organisational. or personal values were prominent. Taking a slightly different format, the fifffi, 

and final, story board described one environmental management programme area over time, 

showing, more definitely, the longitudinal aspects of the project. Each of these story boards 
introduced specific themes which were seen in the data. As shown in the Executive Summary, 
these themes developed into the framework for institutionalising environmental management. 

Part Three of this portfolio is now presented. This part, reviews the project in its entirety, 
grouping the themes seen in the data for the first time in the framework presented in the 
Executive Summary. Additionally, Part Three re-examines the methodological aspects of the 

project raising questions and recommendations for environmental management and other 
organisational researchers. To round off, the Portflio recommendations are made to both 

environmental management industrialists and researchers 'Wishing to implement or studY 
similar processes in industry. 

End of Part Two. 
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Part Three - Evaluation 

Introduction 
Part One of this Portfolio provided a detailed background to the project at Hewlett-Packard 
including a description of the research participants, a literature review, and a description of 
the research methodology. Following this, Part Two described the details of the project in the 
form of five story boards. These story boards introduced some themes seen in the research 
data. In addition, the story boards introduced some of the methodological challenges and 
opportunities associated with this project. Part Three now takes a closer look at the critical 
findings of the research and discusses their wider implications. 

The chapters which follow will close the description of this research and evaluate its findings. 
The first chapter will consider the researcher's findings about environmental management at 
Hewlett-Packard, given the insider-based nature of the project. This chapter will discuss 

several levels of organisational change at HP and in doing so will develop a framework for 

the "institutionalisation of environmental management". The second chapter takes a fresh 
look at the research methodology in light of the researcher's experience and makes 
recommendations for future researchers in this area. The final chapter discusses the 
implications of this research for Hewlett-Packard's future environmental management 
programmes and deduces its wider applicability to other industries. Together these chapters 
will show (from an environmental management perspective): 

" Fresh findings available through insider-based research, 
" Perspectives on the significance of corporate culture and values, 

" The significance of linkages between individual values and group behaviour, 

" Gaps and weaknesses in currently available literature, 

" How the methodology used in this project could be adapted for future research. 

" How the findings from this case study can be applied more generally. 
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Chapter Eleven 

Understanding the "Institutionalisation of Environmental Managemenf' 
from an Insider's Perspective. 

11-1) Introduction 

In Chapter Three it was shown that several authors (Newton and Harte, 1997; Welford, 1998; 
Cramer, 1998) have expressed dissatisfaction with the research methodologies used by 
researchers in the field of environmental management. Each of these authors questions the 
over-reliance on outsider-based research. Partly as a response, and partly because of the 
opportunities provided by this project, the objective of this chapter is to demonstrate the value 
of an insider-based research strategy to facilitate, observe and record the institutionalisation 
of environmental management. 
In this chapter the researcher's empirical findings are derived from the data, as introduced in 
the five story boards. The high degree of organisational access afforded to the researcher 
contributed significantly to the formation of these findings. Consequently, both the findings 
and the research techniques used to uncover them are demonstrated here. This chapter will 
show that the insider-based methodology used in this research led to discoveries about the 
institutionalisation of environmental management which might not have been obtained with 
other methods. Further, this chapter will show that, due to its integrated nature, understanding 
the process of institutionalisation benefits significantly from insider-based observations. 
The iterative and progressive nature of this project adds complexities to its presentation. The 

researcher was involved constantly with the organisation. As a result, some of the findings of 
the research were integrated into HPs planning before the end of the project', whereas others 
were not. Preliminary ideas about the institutionalisation of environmental management often 
took hold within the company's plans and activities before the research was complete. This 

makes the description of the research findings in the Portfolio partly descriptive and partly 
reflective. The descriptive aspects describe occasions where the research leamings were 
integrated into HP's practices during the project, and the more reflective aspects where the 
learnings were uncovered later, during the post-fieldwork analysis. Both are presented in this 

chapter. 

Note that this, in itself, is an example of the value of longitudinal insider-based research over other 
methodologies. It demonstrates the need to carefWly record "initial conditions", so that changes do 

not become absorbed unnoticed. 
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11-2) Reflections on Research Design 

Before moving on the main findings of the research at Hewlett-Packard, it is worth reflecting 
on the complexities of the subject under study. In constructing the Portfolio the researcher 
was forced (somewhat inevitably) to fit a sphere of information into a linear document. To 
explain this in more detail, and as a pointer for future researchers using this methodology, the 
researcher believed that the data in this case were complex in (at least) three dimensions. 

Firstly, there were no data that could be considered in isolation from surrounding 
events at the time. Events and programmes were linked to each other through people, 
business climate and other contextual factors. 

Secondly, the research data was inextricably linked to the development of the re- 
searcher in the organisation, both as a researcher and a practitioner of environmental 
management. 
Thirdly, the collection of research data was constant and thorough, but it was also based 
on Opportunities to create or observe change and not on a predetermined research 
schedule. 

The five story boards, presented from slightly different perspectives, were designed to 
highlight these dimensions. In the sections which follow they will be discussed in more 
detail. 

The following sections will discuss the findings of the research. Three concepts guided the 

researcher's analysis of the data which led to these findings: 

1 -) HP's definition and understanding of the "Institutionalisation of Environmental 
Management" 

2. ) The types or levels of organisational change recommended and/or achieved during the 
process of "Institutionalisation"; and 

3 -) The initiatives within HP that were recommended, or successful, in achieving change at 
these levels. 

The researcher's position in the organisation allowed these concepts to be considered from an 
informed and engaged but relatively independent perspective. This will be demonstrated in 

the sections which follow. 
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11-3) Defining Institutionalisation 

The first aim of the project was to help the company to understand and achieve the 
institutionalisation of environmental management. By assisting the company with this aim 
over four years, the researcher uncovered, first hand, new knowledge about the organisational 
change required for the institutionalisation of environmental management in one 
comprehensive study. This section explores the meaning and implications of institutionalising 
environmental management for HP as uncovered by the research. 
Although articulated as the research title, there was no explicit reference to the concept of 
"institutionalisation" in Hewlett-Packard Ltd's environmental management plan throughout 
the duration of the research. Indeed at Hewlett-Packard it was not untypical to observe the 
development of special vocabularies which particular members of the organisation then 
internalised, sometimes differently to each other. Consequently, the researcher had to deduce 
HP's understanding of this objective from a number of sources. As shown in Story Board 
One, during the first year of the project the researcher asked (via electronic mail) several 
managers at the company what they believed the institutionalisation of environmental 
management to entail. The researcher received a range of responses to this question from 
experienced Environment, Health and Safety managers who were attempting to achieve the 
same objective world-wide. Their responses were friendly (many of them had met the 
researcher previously), informative and detailed. To demonstrate this, two of the responses 
are provided here. In the first it is evident that this manager is interested in the topic of 
institutionalisation, believes it to be an important issue for HP, and is trying to be helpful in 
his response. Similarly the second shows an experienced perspective on the subject and an 
acquaintance with the researcher. Additionally, the second shows that the concept of 
institutionalisation could have both positive and negative interpretations. In these examples 
some significant statements have been underlined which highlight the importance of 
institutionalisation. to HP, the openness afforded to the researcher, and specific 
recommendations for achieving the institutionalisation of environmental management. 

Example #I 
Hello Zoe, 
I hope the following thoughts are close to what you need. As we work on the 
HP ergonomics program, we encounter this issue constantly, so You work may 
be timely and beneficial. 

Q. What does IOEM (Institutionalisation of Environmental Management) mean? 
A. Environment, Health and Safety activities and criteria are considered 
integral components of business activities and are critical to the business 

success of an organization. EHS programs and processes are part of eve 
person's responsibilities. 
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Q. What would IOEM look like 
A. Commitment ýy upper management to support budgets which include 
environmental management (EM). Employees at all levels would be recognized 
on performance against EM criteria. EHS staffs are resources and consultants 
rather than program owners, (More in original document) 

Q. What would IOEM require? 
A. Treating deficient environmental management performance as a Qualit 
fault. This would include: 
*A decision at the highest level that the organization needs to incorporate 
environment, health and safety into operational requirements. 
* Education of existing managers, engineers and employees so they are aware 
of this commitment. 
" Continual tracking ý! nd reportin of these EM metrics 
" Clear rewards and disincentives are given for EHS performance 
" EHS education of all high school students, so expectations are established 
early. 

EM education of engineers and business managers as part of degree programs 
so their EHS role is part of the status cruo. 

Example #2 
Hi Zoe! 

Just a few thoughts: 

"Institutionalization" has both negative and positive connotations in my 

mind. For many people the positive comes easily to mind: 

Something is so well integrated in the organization that it is second 

nature. People incorporate EHS concerns into their jobs without even 

realizing that they are doing so. 

But there can also be negative aspects. if the institution in question is 

one that is mired in bureaucracy, then institutionalization can be 

meaningless. one of my concerns is that by institutionalizing EHS issues, we 
wrap them in a web of analysis paralysis and meeting-itis. 

(More in original document) 

Given the typical, somewhat conservative approach that HPIs EHS organisation 
have taken, it is important that any attempt at institutionalisation also be 

fresh and compelling. 

That's it for now. Hope you're doin well. 

There were, of course, other responses but these two alone highlight some important issues. 

In the first, the term Environmental Management is used synonymously and inter- 
changeably with EHS. This was seen throughout the research and will be discussed 
shortly in this chapter. 
Also in the first, some specific recommendations are made as to the level at which or- 
ganisational change needs to occur in order to institutionalise environmental manage- 
ment. This is also discussed in this chapter in more detail. 

Both examples indirectly highlight the employees' perceptions of the researcher within 
the organisation. There does not appear to be any caution or sensitivity in their re- 
sponses and the greetings in both cases are fhendly. 
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The second example shows the possibility for institutionalisation. to be perceived in a 
negative way. This is explored in a little more detail in Chapter 13 when the relevance 
of this research for other companies is considered. 

In addition to asking managers specifically what they believed the institutionalisation of 
environmental management would entail, the researcher was also involved directly in the 
development of the UK Environmental Management plan. Since the company's 
environmental management objectives were mostly consistent with the research objectives, 
these activities were vital. The researcher would review the progress of environmental 
management programmes and feed any input into the company's Planning process for the 
subsequent year. This is consistent with the recognised "Plan, Do, Check, Act" cycle, 
encountered in other action research projects. This cycle of input and reflection is discussed 
more in Chapter 12 along with other methodological reflections. The researcher's influence 
over the long and short term strategy of the EHS department was organised and legitimised to 
be significant. This provided plentiful opportunities for testing new academically-based ideas 
and approaches that were not only welcomed, but even expected by Hewlett-Packard's 
management. These opportunities could not have been gained from outsider-based research 
because the trust and familiarity afforded to the researcher was crucial for the development 
and testing of new ideas in the company. 

During these activities the researcher identified four "levels" at which change needed to occur 
for the institutionalisation process. These four levels were first articulated by the researcher in 
February 1996, roughly one third of the way into the project. The remainder of the project 
was spent further defining these levels and analysing information relating to organisational 
change at each level. The articulation of these levels was partly to simplify the complex 
Organisation processes, partly to identify with internal perspectives and partly to provide an 
analytical framework for the research data. Additionally, as shown in Chapter 3, previous 
researchers had set the scene by describing different organisational "levels" for integrating 

environmental management which required further exploration. A discussion at the end of 
these sections discusses the applicability of such a framework and its limitations. 

The four levels described by the researcher were: 

" Individual Values; 

" Individual Action; 

" Business Activity; and 

" Company Values. 
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Before these levels are considered in light of the research data a brief description is provided 
here. Firstly, the researcher believed that individual values for enviroranental protection were 
an important element of achieving the institutionalisation of environmental management. The 
literature review provided earlier (Chapter 3) showed that care for the natural environment is 
a growing value among individual members of society and, as a consequence, these values 
may transfer to the workplace. The researcher concluded that, in order to achieve the 
institutionalisation of environmental management, individuals within the organisation should 
be encouraged to have such personal concern for issues relating to environmental protection. 
Without personal concerns, changes may have resulted from compliance with the company's 
environmental policy but this was not consistent with the intention of institutionalising 
environmental management. 

This conclusion was consistent with assertions in the environmental management literature at 
that time and with early comments made by representatives at Hewlett-Packard, where much 
is made of the importance of individual opinion and contribution. 

"A lot of it comes down to your personal standing an it. If you recycle at 
iiorýe yoTw7ill recycle in the office, and it should be the other way. " 

In addition to having individual concern for improved environmental performance, the 

researcher concluded that "individual action" was also important (and different). Notes from 

the second research log book provided in Story Board One suggested the importance of 
employees being able to take action in respect of their concerns otherwise fiustration may 
occur. Literatures available at that time did not differentiate between individual concern and 

action for environmental management. However the researcher believed that one did not 
necessarily lead to the other and that either was possible to obtain separately. 

As well as change at the individual level the researcher also decided that, in order to achieve 
the institutionalisation of environmental management, change would be required on a more 

collective basis. The term "business activity" was chosen to describe any activities aimed at 
improving environmental performance which were not driven by individuals within the 

organisation but by the processes of business practice. 

"Institutionalisation means: 'Environmental, Health and Safety (EHS) 

activities and criteria are considered integral components of business 

activities and are critical to the business success of an organisation'. and 

'It means that the EHS function has been totally incorporated into the main 

stream business processes where EHS issues are part of the business 

discussion regarding day to day decision making processes'. 
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The researcher found that change at the business activity level was not related to individual 
concerns for environmental performance. Instead traditional business drivers such as profit 
and employee satisfaction were more appropriate. Environmental management literature 
available at the time supported the no tion that business activity needed to change in order to 
institutionalise environmental management but specific advice on how to define or achieve 
this was not provided. 

Finally, the researcher concluded that company-wide values for enviromnental performance 
were important in order to achieve the institutionalisation of environmental management. 
Specifically, based on early indications the researcher believed that a company's culture 
would have to support the objectives of environmental management in order for such 
sustained change to occur. 

From HP's point of view, environmental management is an obvious extension of 
our traditional corporate objectives, starting with "Citizenship". 

As described earlier, literature available at the time supported this cultural argument but there 

was little advice on how to achieve such change. 

By singling out these levels in the organisation, the task of monitoring organisational change 
was made easier. However, the researcher realised over time that there were no clear 
boundaries between these levels and in fact in some cases the boundaries were very blurred. 
This is explored further after the levels have been discussed in turn. 

Before pursuing a more detailed discussion of these levels, an obvious question at this point 
is whether any actual change has been achieved at HP. In other words did they succeed in 

achieving their (and the researcher's) goal of institutionalising environmental management? 
In simple terms the answer is "not yet", but there was evidence that the seeds had been sown 

and that significant changes in each of the organisational levels had taken place. In September 
1998 (the final month of the project), an EHS audit report received from HP's Chief 
Executive Officer contained the following summary: 

I've just finished reading the closing conference report from the recent 
Environmental Health & Safety Audit of the UK Sales Region. I wanted to let 

you know that I am quite pleased with the overall result. You have 

continued to make good progress since your last assessment in 1996. The 

fact that you have done so during a time of considerable expansion is even 

more impressive. 

I am very pleased the audit team found deep Manaanment commitment for ERS 

programs. I am also pleased that the "Virtual Orqaanýizatiano has worked well 
y_ for you. This is a somewhat unique approach, which will p_K2PAbIV be adopted 

by others in time. lly, the dramatic imprývemený In You solid waste 
management program is quite impressive, 
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Thank you very much for your obvious attention to the important EHS issues. 
Please pass along my thanks to those who helped you get your program on 
track and especially to the following people who were pointed out as 
deserving special recognition by the audit team; the members of the Field 
EHS Council, HW, PL, NG, JP, RM, MC, ZJ, LB, CL, LS and KM. 
Regards, 
Lew 

This message serves as a reminder to the reader of some of the central concepts in the UK 

environmental management programme and some of the changes which were seen during the 
research period. It also recognises the researcher's role in achieving change and demonstrates 
the potential of action research. The next sections now consider each of the levels previously 
described in turn and describes the research findings for each area. 

11-5) Individual Values 

The first level which the researcher focused on to achieve and understand the 
institutionalisation of environmental management was "individual values". At this point it is 

worth reminding the reader of the dual objectives of the research. Not only was the researcher 
hired to help HP understand what the institutionalisation of environmental would entail, they 

were also hired to help the company achieve this goal. Two principal observations were made 
which relate to the "individual values" level. At HP there was evidence that, during the 
institutionalisation of environmental management, the EHS department had appealed to the 

concerns of individual employees to achieve change. This was seen notably in the internal 

environmental management communications described in Story Board Four. Also, there was 
evidence that individuals at HP had articulated concerns about environmental management at 
work in relation to their environmental behaviour at home. 

"I know why we have to be responsible, As a perso and as an HP employee 
because I live in this world too. I go home and I have a home life. If 
Hewlett-Packard is conti7ibuting to some ecological nightmares without 
precaution, then I would as a perso want, would want to do something about 
that, as well as an Hewlett-Packard individual,, 

"I feel there is a difference between work and personal values. in the 

quality movement there is no personal value associated with it, whereas 
R-11 there is more of a personal value commitment with environment. 

In the first example the employee makes a distinction between himself as "a person" and as 
it an HP individual" suggesting that these are different somehow but that environmental 
improvements could come from both. In the second, the employee makes a distinction 

between quality and environmental management concepts within the work environment 

suggesting that environmental management is related to personal values as well as business 

practice. Both of these comments were obtained during semi-structured interviews roughly 
half way through the project. These interviews helped to confirm themes that had already 

started to emerge in the data from other on-going observations. 
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To explain the importance of individual values for environmental issues to HP, the researcher 
devised a model, known internally (to HP) as the "Golden Bridge" theory. The diagram used 
to accompany this model internally (Fig. 9) was presented in Story Board One and is 
presented here again for reference. This concept was developed by the researcher based on 
experiences in the organisation at that point. 

I wish I could be more 
environmentally responsible 
at work but I don't know 
how 

I know how to be 
I Lronmm: trally Me mv, ft : kZmo 

k but the 
cýr dd oeý't care 

-4 - ., Ili dp--- 

Golden Bridge 

Fig. 9 Bridging Personal and Company Values 

Potential problems for HP, depicted in this diagram were identified as 

) Occasions when the company did not share an employee's personal commitment the 
envirornuent and 

2. ) Occasions where an individual did not know where to address his enviromental 
concerns within the organisation. 

An example of the first instance was seen regarding the topic of waste management in Story 

Board Five and is presented again below. This employee seems frustrated that more can not 
be achieved in the work-place to resolve environmental issues. He also appears to believe that 
individual motivation is a significant factor for achieving change. 

36,000 (cups) a week is an awful lot though. That, s nearly 2 million a year! 
Do we know what happens to the ones that are recycled (therels 1ýo excuse for 

not puttinq them in the recycling bins, but I suspect that a lot 0 people 2-f 
don't bother)? Are they made back into cups? I find plastic is far and awa 
the worst household recycling proble .I try not to buy things in disposable 

plastic containers, but inevitably we acquire some -I take the plastic 
bottles to the dump once in a while, but they take up a lot Of space waiting 
to go, and there's no sense in driving to the dump specially. 
Anyway, I'm glad to hear it's a subject that is beiEa thought about. I think 

a lot comes down to individual motivation, but some corporate encouragement 

can only help. 
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There was no conclusive evidence that employees became dissatisfied with HP, purely for a lack of environmental concern. However messages like this one highlighted that HP 
employees did perceive environmental issues to be important and that their concern was not 
driven by HP's existing programmes. Instead, their personal lives were influencing their 
opinions of environmental issues at work. 
The diagram suggested that by building a "Golden Bridge" between individual and 
Organisational values, these frustrations would not occur. Based on experience to date, the 
researcher concluded that this bridge has not yet been built within HP, although the concept 
has been well received as a catalyst. Developed during the research, the concept of a bridge 
between personal and organisational concern for environmental issues led to two specific 
recommendations for achieving the institutionalisation of environmental management. Both 
are presented here and are listed in the main findings of the project at the end of these 
discussions. 

Recommendation #1 

Link environmental programmes to personal concerns for environmental protection 

Recommendation #2 

Demonstrate and provide sinks to capture employee environmental concerns. 

Further discussion as to the congruence between organisational and individual concerns is 
provided in From Issues to Actions: The Congruence of organizational values and Individual 
Concerns in Facilitating Organization Adaptation (Bansal, Jackson and McIntyre, 1999), 
which the researcher co-authored. The paper, submitted to Administrative Science Quarterly, 
is contained in full in Portfolio Volume 2 and some relevant extracts contained here. 

Issues pertaining to the natural environment often generate concerns because they are often valued. Hence, the 
role of the individual in issue development is evident in the study of natural environmental issues. The role of the 
individual was made clear throughout the interviews, "People are doing it. People are turning off lights, personal 
computers. People are making an effort. When we bring it down to the individual then it makes a lot more sense, 
doesn't it? People will make a contribution to the environment. I think they want it quite naturally" (RX member) 
.A similar remark was made by a member of HP, "Within HP I am very happy to align my personal commitment 
with our objectives on environmental management and put all my energies into making them really happen". 
Specific individuals had an instrumental role in shaping organizational adaptation not only because of their 
organizational role, but also because of their own concerns. This point is supported by the following comment, 
"He [Director of Environment] says it [environment] is important, and he says it with a passion, and he says it 
consistently. ... He feels quite strongly about it, I think both personally and socially" (RX member). 

When the organizational agenda differs from the individual agenda, it is difficult to effect organizational change. 
Individuals are less willing to engage in activities the top management team dictates and, similarly, the top 
management team is less willing to mobilize the resources to gain wide-scale buy-in among organizational 
members. The impediment created by the incongruence between the organizational and individual agendas is 
reflected in the following comment, "I do remember the recycling of the cups. I remember the site facilities staff 
even saying pile up the cups on the edge of your desks, don't chuck them away. People still threw them away" (HP 
member). 
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Several employees at HP articulated concern for environmental issues to the researcher 
during the project. Seemingly there were many employees who shared those concerns but 
who never came in contact with the researcher. Equally, and probably more likely, there was 
a large number of employees who did not have concerns for environmental protection, 
although a lack of concern is much more difficult to measure in this type of research. This 
raised the question of whether all employees were required to have concerns for 
environmental protection for the institutionalisation of environmental management which was 
a Popular recommendation in the literature at the time (See Chapter 3). 

TO illustrate this, individual values for environmental protection can be taken to two extremes 
represented by the number of ". individuals" involved. At one extreme, if there were no 
employees that valued environmental protection, would it be possible to create environmental 
change? At the other extreme, was it desirable or necessary that all employees share 
environmental values? Neither the researcher nor the company intended to encourage all 
employees to have concerns for protecting the natural environment. However, where evident, 
those employees who demonstrated such concern were encouraged to take further action. The 
absolute situations described above are both unlikely. Envirorunental values have become 
prevalent in many groups of society suggesting that at least some individuals will bring 
environmental values into the work place. Examples of this were seen in the project at HP 
and the results show that only a relatively small number is required particularly if this 
includes some well-respected "champions" who act as missionaries. In particular, Story 
Board Four showed how individuals articulated their values in relation to their environmental 
behaviour at home. 

Although individual concerns for environmental issues were seen as an important factor in 

achieving change at HP, it was evident that unless these concerns transpired into some kind 

of action they would be wasted. The next section explores the conditions when individuals 
took action to improve HP's environmental performance. 

11.6) Individual Activity 

The possible range of influence that a single employee may have over environmental 
performance improvements has not been discussed in the literature at all. In Part One the 
literature review showed that a common trend in the green business literature is to perceive 
environmental management as everyone's responsibility and/or that all employees need to be 
involved in an environmental management change programme. Arguably as a result of this 
common assertion, at the start of the research, the accepted wisdom amongst managers and 
employees at HP, including the researcher, was indeed that environmental management was 
"everyone's responsibility". 
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A selection of examples are shown here. 
"EHS programs and processes are part of eve person's responsibilities". 

"RMP! oýets at all levels would be recognised on performance against 
environmental management criteria" 

"EHS processes are full known j? y Ill employees and each employee knows 
that 7 they are as important as any other business process and must be 
considered in every decision they make". 

"EHS Responsibilities are clearly delineated in each individual's position 
plans" 

Despite these comments, roughly half way through the project, the researcher had reason to 
question this common perception. Story Board One showed that involvement with the 
Pinewood site's "green team", and subsequently the waste management team, led the 
researcher to conclude that employee actions towards improved environmental management 
depended on their role and discretion within the organisation. In other words the achievement 
of change at an individual level depended on the employee's location in the organisational 
hierarchy. This seemed to suggest that, although arguably environmental management was 
"everyone's responsibility", there were a number of possibilities for what that responsibility 
entailed. This was confirmed by related research carried out during the project. 

If the individual's role in the organization affords sufficient discretion, the individual may be able to respond to 
the issue. This action can be as small as putting waste paper or cups in the recycling bin or turning off computers 

and lights at the end of the day. If the individual has more discretion, the action can even involve organizing Earth 
Day activities. The individual role in this stage is made in the following comment, "Throughout the organization 
their individual initiatives and commitment will ensure that RX continues to find new and better ways to conduct 
business in harmony with the environment" (RX member) (Extract from Bansal, jackson & McIntyre, 1998: 25) 

To articulate these ideas further, the researcher devised four types of employee involvement 
in environmental management discussed next. 

Type I General Involvement 

As was introduced in Story Board 3, data at HP suggested that the first type of employee 
involvement in environmental management is where employees can take environmental 
action, irrespective of their role within the organisation, by following general company 

practices such as recycling paper or switching off their computer at night. These actions have 

little, or no, relationship to the role which employees fulfil in the organisation, rather they are 

related to individual concerns for environmental protection discussed in the previous section. 
As an example, in December 1996 an employee from the Information Technology department 

wrote: 
"I have just read the notice about plastic cup recycling in Amen Corner.... 

Even though I think it is admirable that we are now recycling these cups, 
wouldn't it be better to go one step further and get rid of the majority of 
these as much as possible by asking people to bring their own mugs from home 

and using these". 
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Since the researcher was familiar with the responsibilities of this employee within HP's 
structure, which weren't related to the purchase or otherwise of plastic cups, it was clear that 
the employee's suggestion has been driven by their own concern for environmental 
protection. Additionally, at that time, there had not been any internal communications relating 
to the use of pottery mugs for drinks at the company, making his comment unlikely to have 
been driven by an outside suggestion. Further specific lessons were learned about this type of 
employee involvement activities role during the researcher's involvement in the Pinewood 
"green team" activities. The team's remit was to tackle the general environmental issues 
encountered in the work place (such as paper recycling and wildlife protection). However the 
team's members organised themselves to devote additional time to these issues by attending 
regular meetings. Eventually the team disbanded, apparently because the activities were 
taking over their other work responsibilities. Members of the team had told the researcher that 
INhilst they remained committed personally to improving the environment, and would 
continue to do so whilst at work, the additional work involved with the team was taking up 
too much of their time. A memo sent out by the researcher around that time describes this in 

more detail. 
A review of "Green Team" activities at the end of 1995 revealed that although there was still interest in improving 

ro about such activities the environmental performance of the Pinewood site, time available t, ýco mitEOml 
was becomin difficult to find. 

Thus, for FY96 we have decided that in terms of reporting "Green Progress" to the EHS team JB and I will form 
a "Partnership" of EHS and Facilities to promot green activities. 

Other "Green Team" members will now act as "ambassadors for our cause" within their department or area. It is 
likely that we will encourage more people to become these ambassadors and help us spread the message. These 
RSqple will Eot attend ES&ular meetings togethe relievin them of MY formal ime commitment. 

One member of the "green team" was the Facilities Co-ordinator at the site, a position whose 
responsibilities including the co-ordination and management of waste disposal contracts and 
building management services. Other members of the team were from other departments such 
as Software Development and Literature Services. Only the facilities' organisation 
representative was addressing these environmental concerns as part of her normal role within 
the organisation. When the team disbanded the researcher believed that this employee did not 
experience the same level of conflict as other members because environmental improvements 

were already part of her job. Another member of team reported to the researcher that he was 
happy to continue making environmental improvements in his "spare" time, but that 

additional meetings were imposing on his normal job. 

This, and other experience at the company, led the researcher to conclude that addressing 
wide-spread, low level environmental issues such as office paper recycling should not involve 

additional organisational tasks or structures that compete with existing responsibilities, 
without first ensuring that such duties had first received official organisational support. 
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Related to individual activity towards environmental management, the researcher also found 
that a change of role in the organisation may affect employees' influence over environmental 
management. In January 1998, a former Facilities manager wrote: 

"I shall be handing over the practical side of the Pinewood waste to PT -I 
think in answer to your question -I shall still remain interested but not 
involved. Certainly if you are looking for interested people, you can look 
in my direction". 

This employee makes a distinction between being interested and involved. This demonstrates 
the difference between having concerns for environmental protection as an individual and 
being able to influence change in an official capacity, stressing again the need for goal 
congruence. 

Type 2 Occasional Involvement 

The second type of employee involvement with environmental management that the 
researcher observed was where employees needed to be aware of company environmental 
programmes in order to fulfil their responsibilities at work. These tended to be predominantly 
outward-facing employees, involved with customers or other stakeholders. An example of 
this was the marketing communications manager who wanted to organise a newsletter to 

contain environmental management information for their customers. 
SM from CPO Marcom called and confirmed that we were the right side of the 
deadline for getting envIl information into their newsletter. Should be a 
really good initiative. I have initiated that we get included on the 
feedback questions - 10,000 corp accounts! 

Although this employee helped HP portray an environmental profile to their customers, this 

was the first and last time that she was involved with the EHS department's activities. Her 

need for involvement with environmental management was only an occasional one. Within a 
sales company, as in the one under study, these types of employee represent the majority of 
the company. For consistent communications with external stakeholders, it was important 
that individuals within the organisation knew enough about the environmental impacts (and 
indeed solutions) of the company's products and operations. One Salesman made this point 
himself (relevant section underlined). 

What is their average fuel consumption on company car? Could it be better? 

Do they drive within speed limits? Do their home work areas reflect HPIs 

office "Dirty Dozen? " Do we promote awareness with our customers about our 

commitment to environmental stewardship. 
Regards 

GM Test and Measurement Sales 

Sorry about the handwriting. Did it on train. 
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This employee and other similar individuals may or may not have taken action to improve the 
environmental profile of the company themselves but were important resource for 
environmental management during the project as communicators. The example presented 
here can also be used to demonstrate the occasionally opportunistic research strategy which 
was pursued. The researcher was trying to raise employees' environmental awareness by 
producing an EHS newsletter. This particular employee responded to the newsletter in person 
by scribbling some comments whilst on a train and then forwarding them to the researcher. 
Such Spontaneous comments could not have been elicited without being resident and visible 
in the organisation throughout the project. 

Type 3 Part Involvement 

Unlike the communications role described previously, the third type of employee 
involvement observed during the project at HP occurred when individuals made a difference 
to the organisation's environmental performance by slightly altering elements of their existing 
role. These tended to be employees located at points of "resource" input. The word "resource" 
is used here to encompass sources of human, financial, or material capital. These employees 
were in positions to influence the choice of (say) goods purchased, money invested or 
employees hired. One example at HP, not presented in the story boards, is the Purchasing 

manager who applied some environmental performance criteria for suppliers. Once again, as 
individuals, such employees may or may not have chosen to follow the general practices (say 

paper recycling) which reduce environmental impact (type one), but within their job aspects 
of environmental management were a performance criterion. 

Type 4 Full Involvement 

The fourth type of employee involvement with environmental management observed at HP 
included individuals who were able to affect the company's environmental' profile 
consistently within the realms of their existing responsibilities. These were individuals 
located at points of direct (potential) environmental impact. An example would be the 
facilities manager at each site responsible for negotiating waste disposal services, as referred 
to in Story Board Five. 

This typology of employee environmental management involvement is the first of its kind for 

environmental management and one of the findings of the project. The types of involvement 

chosen represent only one way of segmenting employees in order to maximise environmental 

Performance improvements. However until now there have been no attempts to analyse the 

role of individuals in achieving environmental management at all. In this regard the model 

makes a contribution to knowledge by providing focal points from which to obtain leverage 
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It is asserted here that previous researchers have not articulated these levels because they 
have not been able to obtain prolonged access to different types and levels of employees 
within an organisation. Contrary to other perspectives provided in the literature, 
environmental management can not just be described as "everyone's responsibility". There are 
clearly occasions when improvements can only be made by specific individuals or groups 
within the organisation. 

The most strWng example of this in the project was shown in Story Board Five when an 
early, enthusiastic project team was not able to achieve any change due to their limited 
decision making scope. 

As discussed earlier, I also feel this is the best way forward. Some of the 

. 
decisions with regar to contract renewal can only 22e take j? y the SFM's 
involved and there will be a time lapse as contracts elapse. I don't think 
it will be feasible going out to tender as a group and we won't be able to 
do it across the sites simultaneously. 

In this model, some aspects of environmental management are "everyone's responsibility" but 

others require a more directed approach if significant improvements are to be seen. 

Further substantiation of this typology with targeted empirical research is required before any 
conclusive links between this type of employee segmentation and performance improvements 

can be assumed. However, on the basis of experience at Hewlett-Packard it is suggested that 

employee training and awareness programmes are targeted to suit these different types of 
employee within an organisation. Three specific recommendations are made for this level of 
organisational change, listed here'. 

Recommendation #3 

Organise individual training and awareness according to employee roles and responsibilities 

Recommendation #4 

Involve appropriate levels of employees according to environmental management objectives 

Recommendation #5 

Minimise effort put into generic company-wide programmes / Maximise effort put into specific 
improvement programmes 

In addition to the role of individuals in institutionalising environmental management, the 

researcher also considered the role of sub-organisations such as departments and also of 

company culture. The next section explores the first of these from two perspectives- 

In sequential order from the recommendations for the previous section 
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11-7) Business Activity 

The third level of organisational change which the researcher had chosen for the 
institutionalisation of environmental management was related to business activity. Over the 
course of the project, two dimensions to this aspect of change were identified. The first 
related to sub-groups within the organisation such as departments or teams and secondly, the 
role of different hierarchical levels. This can also be seen in terms of vertical 
(sub-orgariisational) and horizontal (hierarchical) aspects of HP's organisation. It is not 
surprising that these dimensions appeared evident to the researcher. Hewlett-Packard is 
renowned for "matrix management" practices. In this management style, employees may have 
a reporting manager, usually above them in the organisational hierarchy, and a second 
manager to whom they may have a "dotted line" reporting requiremed . There are many 
examples of where HP uses matrix-type analogies to describe their organisation and one was 
seen in Story Board Three relating to environmental management in particular. Presented 
here as a reminder only, Fig. 22 taken from that story board shows how HP viewed 
environmental management in terms of horizontal and vertical risks represented in a 
matrix-style format. 

Packaqing recovery 

Chemical 0' Printer 
Handling %ok consumables 

recycling 

Waste Retwrse D-ansport Real Estate ý Supplier 
Management Logistics impacts evaluation 

Infmstructure 

Fig. 22 Vertical and Horizontal Risk 

Unfortunately describing an organisation in terms of its sub-structures and levels is crude. 
However, themes did emerge in the data which could roughly be grouped into these two 

categories for simplicity. These are discussed below. 

For further information see Davis, S. M., and Lawrence, p. R., Matrix, Addison-Wesley, 1977 
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11.7.1) Sub-organisations 

Whilst helping HP to achieve the institutionalisation of environmental management, the 
researcher was encouraged to identify opportunities for communicating environmental 
management to different parts of the company. Over time it became evident that 
environmental management could be fi-amed in different ways to achieve change throughout 
the Organisation. For example, aspects of environmental management that enhanced brand 
image were used to encourage Marketing and Communications departments to adopt 
environmental management in their organisations. Another example was where 
environmental management was communicated in terms of operational efficiency and cost 
reduction for Facilities Management staff. Semi-structured interviews carried out with 
managers at Hewlett-Packard revealed different perspectives towards environmental 
management depending on the manager's role in the Organisation. These managers were 
asked to comment on the "value-add" or benefits of environmental management to HP's 
business. Extracts from the interview transcripts are included in Table L. These differing 
Perspectives confirmed the efficacy of framing environmental management in different 
terminology to achieve organisational change in different parts of the business. 

Table L The Value of Environmental Management to Business Managers at HP 

Role in Organisation What Value does EHS Add? 
Director of EHS adds value ýj building the HP brand through 

- Communications 11P are doing for the responding to questionnaires on ; Thýt 

environment when asked to do so by customers or suppliers 

Information Technology EHS can add value to the business by making itself the 
Manager second priority of business. We need to make business unit 

managers consider EHS as their second thought when 

making a decision. 
13U Support Manager EHS adds value by creating awareness amongst stakeholders 

about what environmental issues are at stake. EHS is a 
business differentiator. 

Support Services Manager EHS adds value to the business as it portrays HIP as having 
best environmental and health and safety -working -pr_actices 

BU Support Training EHS adds value to the organisation by ý ýkm legislatio 
Manager and keeping out of trouble with the law. It pacýýes ýIe 

corporate message about what HF is doing for the 

environment. 
Quality Engineering EHS is seen as a necess evil by the business units 
Process Manager 
BU Product Manager EHS adds value to the business as being a source of 

information and communicating a corporate message which 

should enhance our brand image. 
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Each of these managers views environmental management (or EHS) in a particular way 
consistent with their existing role in the Organisation. This is perhaps not surprising but has 
quite significant implications for institutionalising environmental management. By focusing 
On the varying perspectives of environmental management at HP the researcher began to 
appreciate the implications of institutionalisation. In an effort to portray how environmental 
management could feature throughout HP's organisational structure the researcher drew a 
diagram called "Environmental Management with no EHS department" seen in Story Board 
One. Fig. 8 is shown here as a reminder. 

7 71 3 MOR I 

4 

Ad- OW guOll- I Dý dftý M buddM9 

Provide products VW am 
wwww-wmoy am" 

U.., Vhold Vvars Nfe cyl. 

PM ýst-sales 
so. ý- M am ~ am ýWbl. w sup -.. a 

.. Wlg 

- .L 

Mslnýl publw mWý o, 
ýWcaf 

WOW~ 

Fig. 8 Environmental Management with no EHS department 

This diagram was designed as a device to portray the institutionalisation of environmental 
management in simple, familiar terms to HP's managers. The diagram was used as a vision of 
HP's Environmental Management function by the European EHS Manager at the time. Fig. 8 

depicts HP's organisational structure; a number of business units with Supporting functions 

providing the "infrastructure" to do business. At the centre of the diagram, the business units 

are represented. The researcher suggested that, in environmental management terms, they 

were responsible for providing products and services which are consistent with HP's 

environmental policy. In addition, the researcher suggested that other supporting functions 

also had a relevant part to play which depended on their competencies. 
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The examples depicted include the role of Legal, Communications, Personnel, Facilities, 
Information Technology and other departments. The researcher believed that each of these 
departments could make a contribution to environmental management by extending their 
normal responsibilities only slightly. At a different level, this is consistent with the model of 
individual action, presented in the previous section, where the actions taken by individual 
employees depend on their location in the organisational structure. This degree of familiarity 
with organisational linkages can not normally be gained by "outsiders" highlighting the value 
of the research methodology used in this case. 
HP's approach spread environmental management throughout their existing structure rather 
than as a separate function. Over the four years of the project this was successful in a number 
of departments or sub-organisations. During this time it was impossible to focus on achieving 
change in the entire HP Ltd organisation, instead the EHS department and the researcher were 
forced to focus on areas of high risk or exposure in environmental management terms for 
their change programmes. Additionally there were instances where relatively low risk areas 
were tackled where high visibility for the change programme could be received. Some of 
these changes were presented in the story boards. 

Positioning environmental management throughout existing organisational structures is 
consistent with previous recommendations seen in the literature. In particular Rothenberg et 
al (1992) argue that a new structure for environmental management should fit with the 
Company's overall organisational structure. This was exactly the approach which was most 
successful at HP. The research did not start out to achieve this objective, but nevertheless it 
became an integral part of the institutionalisation of environmental management over time. 
Although recommended here as a suitable approach for firms to take for environmental 
management, there are some implications which have been uncovered by this research due to 
its insider-based perspective. These are discussed next. 
When environmental management can be distributed in this way, a logical concern is the 
definition or need for attention to "environmental management" as a separate organisational 
issue. The researcher found that environmental management was not a discrete function at 
HP, nor a static set of issues. The boundaries between environmental management and other 
general management issues were blurred. As an example, at first, the topic of waste 
management appeared clearly part of HP's definition of environmental management. 
However, it soon became apparent that improvements associated with waste management 
were part of good "facilities management" the responsibility for which already existed in the 
organisational structure. 

Page 208 



Part Three - Evaluation 

Understanding the institution alisation of Environmental Management 

The borderline between the two was a question of degree. During occasions when the 
facilities management organisation was not encouraging waste reduction, staff from the EHS 
department were necessary to provide motivation and guidance. This was particularly true at 
the start of the project as seen in Story Board Five. However, once waste was being managed 
in an environmentally responsible manner, as part of the norm, employees from the EHS 
department were effectively redundant. A message sent from the researcher to those 
responsible for waste management is shown as an example. 

I was wondering how the cardboard recycling process was going. I heard that 
building two had started, as had CSC but I have not heard how things are 
22Lna. 

This message shows that although initiated by the researcher, improvements to office waste 
management were being carried out by the appropriate Facilities organisation at this time and 
more significantly that the researcher was no longer "copied" on all activities. In the 
researcher's mind, the most appropriate part of the organisation had taken on board its 

environmental management responsibilities. 

This example was not unique to waste management at HP. From the researcher's experience, 
it is argued here that most "environmental" issues arise because of a business decision (or 
lack of one) - it is only business decisions which can reverse or minimise any subsequent 
environmental impacts. In summary, the researcher found that action at a business group level 

was dependent on the group's specific objectives and the discretion of employees within the 
group to effect change. Although a fairly obvious statement previous descriptions of 
environmental management in organisations have not discussed existing organisational 
frameworks or employee responsibilities, in effect isolating environmental management from 

normal business practice. This conflicts directly with the aim of institutionalising 
environmental management and is therefore counterproductive in the longer term. By 

assigning new organisational roles to improve environmental management, existing roles 
which may have significant influence have previously been ignored. 

In addition to considering the distribution of environmental management responsibilities 
throughout the organisation the researcher also paid attention to the hierarchical 

Organisational levels involved in the institutionalisation of environmental management. The 

research findings in this area are discussed next. 
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11.7.2) Hierarchical Levels 

As the researcher became more aware of HP's management style and techniques it became 
evident that change would be required at several hierarchical levels in order to institutionalise 
environmental management. 

"I think this is one of the challenges that TD has. In getting this 
ownership of responsibility permeating through all levels of the employees" 

The use of the word "levels" in this statement is consistent with the way HP managers 
segmented the company in their descriptions, as will be seen in various excerpts presented in 
this section. These categories were identified during the fieldwork and were used to simplify 
the description of organisational change at the company. Inevitably these categories are 
aPProximate, but they were consistent with HP's own terminology and therefore deemed an 
appropriate analytical device. 

The levels most commonly referred to fell into three categories - top management, middle 
management and (other) individual employees. The role of individual employees in achieving 
the institutionalisation of environmental management was discussed in the previous section. 
The roles of top and middle management are discussed in more detail here. Neither of these 
levels are specifically defined in HP and there are no doubt managers who are neither top or 
middle. Based on experiences at the company the researcher believes that top or senior 
management is highest layer of management staff at the company, in this case a combination 
of business unit and infrastructure management. NEddle-management is more difficult to 
define but probably includes all managers with responsibility for supervisors as opposed to 
the remainder of managers who have only direct employees under their supervision. 

Firstly, some data suggested that top management commitment was required. A collection of 
quotations relating to this are shown here. 

Q* "What would institutionalisation of environmental management require? " 
A- "A decision at the highest level that the organisation needs to 
incorporate environmental, health and safety into operational requirements". 

"I-f YOU ask at the senior level you'll get, they (EHS issues) are ve 
important -I would suggesý that if you went to the lower levels they don't 
associate the importance of them in the same way" (PT, July 1996) 

"... Institutionalisation will require even more -active buy-in" 12Y senior 
and then middle management". 

"I believe that EHS institutionalisation will only occur if there is top 
level HP management support and push for it ............ Education of existing 
managers, engineers, employees so they are aware of this commitment" 

"We have a long way to go, but I think <The Director of Environmental 
Affairs> is probabl the best thing that ever haP2ened to us. That is my 
view anyway" 
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Despite these comments, HP's senior management in the change programmes at HP were 
notably absent, apart from the Director of Environmental Affilirs. Other senior managers at 
the company perceived that environmental management was his responsibility and therefore 
did not pay too much attention to the issues. When interviewed in June 1996 a surprising 
number of managers recalled the appointment of the Director as the most significant recent 
change, despite being some three years earlier. This dependence on the EHS department and 
in Particular the Director of Environmental Affairs was described in Story Board Three in 
more detail. Such dependence seemed to be in direct conflict with the need to institutionalise 
environmental management. Rather than adopt aspects of environmental management within 
their role, these managers had isolated environmental issues from their normal 
responsibilities by creating the Directorship. Although most senior managers actually knew 
very little about environmental management programmes, their visible support for such 
Programmes was unquestionably strong. In an interview with the Quality Manager, he 

comments on a similar process which was successful for implementing quality management 
at the company. 

First you need sponsorship from the top. You need the person at the top to 
walk the talk. We've got evidence that this has worked in quality 
initiatives in this company. In other companies, the quality initiatives 
have gone off the rails because the mgt were seen to not p-uy into it. 

A good example of how this process is used most effectively in HP is in the Corporate EHS 
Audit. After each audit, HP's Chief Executive Officer sends out an Audit report under his 

name to the audited site staff. Although valid and accurate comments, the CEO does not 
have first hand experience of the audit in question. He is using his position in the Organisation 
to Provide recognition and further motivation for employees. Although employees know this, 
they (the researcher included) still felt honoured to be addressed, personally, by the company 
CEO for the work in their respective areas. Based on personal experience, the researcher 
believed that this simple act was motivating to company employees. This and other evidence 
Of where a visible leadership figure was used to motivate change are provided in Story Board 
Four. 

In summary, this research partly confirmed the need for top management attention, 
specifically there was evidence that employees in the organisation responded to 

environmental management when senior managers were visible in their support. Despite this, 

senior managers were not the most important people in actually achieving improvements in 

environmental management performance. This was evident from their lack of involvement, 

which is unfortunately more difficult to demonstrate to an outsider, who is more likely to take 

Professed statements at face value. 
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Another level within the organisation which was described by HP employees as needing to 
change was termed "middle management", examples of which are shown here. 

"But I do know there is this big gulf between the theorist at the top who 
are saying the right thing, the practice of employees who are right down at 
the end, trying to do the right thing. And then there is I Li slug 2f 
22-Ople in the middle who are just carrying 2n and A2Lin I ýýheir daily work. " 

The second thing is that you need the wide degree of the workforce buying 
it. Where we launched process improvement activities at the low levels in 
parallel with senior mgrs saying that it is a good thing to do. The middle 
Mgt cfets squeeze_ out because of enthusiasm from the bottom and drive from 
ýýh-e top. The other is that you need a burning reason for people to change 
and the tools to make the change. It makes it easier to change. 

"The company needs top down communications. If JG recycles then we will all 
jump on the bandwagon. You need top management commitment" and later "The 
message needs to come from higher up in the value chain . if it is brought 
in from ýýbody it will feed down to everybody. Although you fiqht that 
YOU need jo do it bottom 112 rathe than Lop down 

_: 
but actuall you need 

both ýt the same time". 
Of these quotes, one manager recognises what he calls a "big slug of people in the middle" 
who seem difficult to change. Other managers recognise the middle layer, but suggest that 
this can be squeezed out through top management attention and buy-in from the wider 
workforce acting at the same time. This perception of organisational. change from two 
directions acting as a pincer to force middle-management to change was popular among HP 
managers even to the extent that the relationship between the researcher, at a lower level of 
Organisation, and the Director of Environmental Affairs was viewed in this way. As a result 
Of these perceptions, the researcher focused efforts away from senior managers, to those in a 
"Middle-rnanagement" position, as this was where day to day decisions were made. A focus 
on Middle-Management was noticeably seen in the Environmental Management plan as a 
"Success Enabler" (see Story Board 2). 

The need for "middle-management" attention was arguably due to Iip's overall management 
style. One of HP's core values is trust for individuals which allows for increased fteedom. to 
make decisions at lower levels within the organisation. This practice, referred to internally as 
"Management by Objective", is described in more detail below. 

By this we mean that, insofar as possible, each individual at each level in the organisation should make his or her 
Own plans to achieve company objectives and goals. After receiving managerial approval, each individual should 
be given a wide degree of firedorn to work within the limitations imposed by these plans, and by our general 
corporate policies. 

"Management by objective, " as opposed to management by directive, offers opportunity for individual freedom 
and contribution; it also imposes an obligation for everyone to exercise initiative and enthusiasm. 

As seen, the company does not rely or respond to corporate mandate' well and does not 
implement policy or programmes in a top down manner. 

Except on a small number of compliance or core values such as their "Standards of Business 
Conduct" 
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The problem with this, as described by Manfred Kets de Vries (1980: 9) was a resulting 
ambiguity in the patterns of responsibility and authority within the organisation and hence 
confusion as to where the institutional isation of environmental management should start. 

Whilst considering the different hierarchical levels of organisational at HP, the researcher 
learned that although important, senior management commitment was not likely to create 
wide-spread organisational change. HP's decentralised decision making practices meant that, 
instead, middle-management involvement was more useful. By also paying attention to the 
involvement of HP's sub-organisations in environmental management programmes, the 
researcher also found that action at a business group level was dependent on the group's 
sPecific objectives and the discretion of employees within the group to effect change. Both of 
these findings are a direct result of being involved with members of the organisation at all 
levels throughout the project, and are not widely reference in currently-available literature. 
Two recommendations which apply to this level of organisational change are presented here. 
All recommendations from these sections are repeated as a group in the summary section to 
follow. 

Recommendation #6 

Identify business group competencies and implement environmental management programmes 

accordingly 

Recommendation #7 

Focus on "middle" managers and supervisors in addition to top management to achieve wide-spread 
change. 

The final aspect of organisational life that the researcher considered in relation to achieving 
the institutional isation of environmental management was company culture. This is explored 
in the next section. 

11.8) Company Values 

Earlier the literature review showed that one of the main approaches recommended for 
achieving improved environmental management is that of culture change. Additionally, early 
signals at HP suggested that when environmental management is institutionalised it would 
mean that it was seen as being part of their culture - The HP Way. From a very early stage 
however, there were data which explicitly argued that environmental management was 
already part of HP's culture. This seemed to contradict a number of other observations. 

Described earlier in Part One. 
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" The researcher had recorded data from employees who were frustrated at HP's lack of 
environmental commitment (shown throughout the story boards) 

" HP was not renowned for being a leader in the field of environmental management. 
" There were no specific environmental management activities being pursued at the start 

of the research 
The researcher was also intrigued by indications of employees' somewhat automatic belief 
that "HP is an environmentally responsible company". Employee Satisfaction Survey data in 
1996, and again in 1998, showed that over 80% of employees believed this to be the case. 
Certainly in 1996 there was little evidence on which employees could base this assertion. To 
explain this, the researcher noted that the data which suggested environmental management 
was already part of HP's culture was only based on one aspect of HP's culture - Citizenship. 
Hewlett-Packard's culture has many attributes, these are described in the Research Context 
section earlier in the portfolio. The Citizenship objective calls for Hewlett-Packard to be an 
asset to each community in which it operates world-wide. References to the Citizenship 
Objective in association with environmental management were seen particularly in the 
internal communications about environmental management (see Story Board Four). 

From Rp, s point of view, environmental management is an obvious extension of 
our traditional corporate objectives, starting with -citizenship" - 

By doing this, HP will be disposing of its equipment in a responsible manner 
whilst at the same time fulfilling is legal obligation and being a good 
91tiz= - 

Hewlett-Packard is a model of gLjQd environmental j2jLjZCDAhjj2_ Their policy 
is one of honesty and partnership with Lothian Regional Council. 

Hewlett-Packard's commitment to the environment is deeply rooted in the 
cultural values on which this company was built. It stems from the corporate 
objectives we established in 1957 that call for us to be an asset to each 
community in which we operate. 

However, as was argued by the Director of Environmental Affairs, environmental 
management needed to be associated with other aspects of HpIs culture as well as just the 
Citizenship objective. 

It is interesting that when I started looking at this jcb, I looked at the 
environmental statement at that time, as was done by our previous 
environmental director, and he based the whole case on the Citizenship 
objective. I told him that he was going to get nowhere on citizenship 
alone. We have seven corporate objectives and No. 7 is Citizenship. So we 
had better translate it, if we can't show that Environmental Management is 
linked to profit then there is no future with it as a major issue. It is 

more a business issue than a citizenship issue, of course, it is both. 
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Also evident in this statement is the business focus taken towards environmental management 
by HP in this project. In fact, a dual approach was used that emphasised a business case or a 
citizenship concern depending on the situation. Consistent with this, during the project, the 
researcher observed that environmental management was either framed as part of business 
Objectives or relating to personal concerns or both. Firstly there was a strong sense that using 
a business argument for environmental management would achieve results, for example; 

HP managers do respond to the right thing to do for HP, and also to social 
considerations, but if EHS can show a cost improvement, a productivity gain, 
or other huging-RA aa= it would help. 

The further that he veers away from the husiness line, the more difficulty 
he has selling his concepts 

Conversely, others suggested that environmental management was the "right thing to do". 
The real reason we do EHS is because it is 

-tJ11 riaht thincr = d2- Not 
because it contributes xt extra to the bottom line 

It should cost less to wash glasses than to throw away plastic cups. Even if 
it doesn't HP should take the "greener" option. 

Both of these approaches were shown in the story boards. In the first two, it is assumed that 
environmental concerns must have an additional business benefit in order to be sold 
successfully within the organisation. In the second cases, these employees believe that 
environmental concerns should be addressed simply for their own merits. 
To explain this duality of approach at HP, very early in the research, the concept of the 
"Green Formula" was derived. This formula was the first indication that there were in fact 
dual objectives to environmental management at HP; namely, citizenship and business 
results. Both perspectives were valid and successful at HP depending on the business impact 
of the issue and the personalities involved. 

Additionally, experience at HP suggests that it is sometimes necessary to dress environmental 
improvement goals in business language and occasionally, conversely, to dress a business 
improvement in environmental language, in order to achieve change. As an example, the 
identification of a biodegradable packaging alternative for HP's repair centre, appeared to 
originate as an environmental improvement. However, the change was communicated in 
terms of cost savings to the rest of the organisation. Additionally, when the company was 
short of car parking spaces and needed to identify a solution, more attention was paid to the 
environmental impacts of commuting and whether this could be reduced by reducing the 
number of cars coming on to site. This complex interplay between business and 
environmental language further suggested their interdependence and inseparability, 
confirming the blurred nature of environmental management within the organisation. 
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Consistent with this, in addition to positioning environmental management as part of the 
existing Citizenship objectives, throughout the project the researcher would use other aspects 
of the company's culture to create change. In particular, Story Board Four showed that whilst 
attempting to achieve its institutional isation, environmental management was positioned in 

relation to HP's existing Quality Management, Leadership, and Partnership practices, all of 
which are mentioned in HP's company objectives. Table M provides some examples of these 
along side relevant wording from the company's objectives and values. 

Table M Examples of Company Objectives in the Data 
Extract from Research Data Theme Hr Objective / Value 
For UP this focus on improvement Quality Ouality has a long traditign at Hewlett-Pacurd, 
underpins the way we run our business - From the earliest days, our founders wanted an extra 
making environmental management a measure of quality in ever y box we shipped. As Bill 
natural extension of Total Quality Hewlett put it, '. - one ofour basic objectives was tc 
Management develop a reputation for quality, both in engineering 

and in the equipment we produced. " 

SouthQueensferry has received BS 7750 Leadership Our customers expect HP products and services to be 
certification for environmental of the highest quality and to provide lasting value. 
management- one of the UK's first large To achieve this, all HP people, especially managers, 
operations to receive this certification must be leaders who generate enth-usdmLind 

resoond with extra effort to, mecL_cm9Qmr. Ll)=&. 

and HP is respected world-wide as a 
Techniques and management practices which are 

, leading contributor to environmental effective today may be outdated in the future. For us 

Practices and standards to remain at e forefront inaLL_QuLA(ZlJ_XaQ, people 
should always be looking for new and better ways to 
do their work. 

HP's Chemical Analysis Group is workin Partnerships We recognize that it is only through_qffr&Lv2 
with a number of UK com2gilies to improve coop; rafion within that we 
the quality of our drinking water. can achieve our goals. 

HP's Real Estate Manager, CH Igiaga 
"c with other major companies and 
Bracknell Forest District Council to oppose 
Berkshire's Waste Local Plan 

These and other items were used on various occasions as a "hook" to legitimise the value of 
environmental management issues. This assumes that at HP the value of environmental 
management was not immediately evident without such hooks, which is consistent with the 
researcher's experience. It therefore is argued here that although visible reference to 
environmental management in company culture is helpful, environmental management is 

more likely to be adopted if it can been shown to link to existing company objectives of 
which organisational members are already aware. Three final recommendations are presented 
here that relate to the importance of company values in achieving institutional isation. 

Recommendation #8 
Identify and demonstrate existing company objectives and strategies which are related to 

environmental management 
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Recommendation #9 
Demonstrate linkages between Environmental Management and both "hard" and "soft" objectives 

Recommendation #10 
Reinforce company values with both communications and action 

The four levels that have been discussed are now summarised and the main research findings 
highlighted. From this a framework for the institutionalisation of environmental management 
emerges. 

11-9) Summary & Discussion 

The previous sections have described four levels of organisational activity that the researcher 
continuously observed and influenced over four years. The researcher's experiences of 
creating and analysing change at each level led to the findings which have just been 

presented. In this section the findings are drawn together and presented as a framework for 
institutional ising envirorumental management. 

Firstly, data indicated that the institutional isation of environmental management would 
require change at a number of different levels within the organisation. Four levels of change 
were subsequently defined by the researcher and used as an analytical framework. There were 
two observations which resulted from this framework. The first was that the boundaries 
between organisational levels were blurred and the second was that environmental 
management was indistinguishable from other business processes at the company. These will 
be cOnsidered in turn. 

In viewing HP in terms of four levels, the processes of data analysis and collection were 
made more easy. However, the boundaries between these levels were occasionally blurred. As 

an example, there were occasions whereby a large scale or specific change occurred when an 
individual embraced environmental management concepts. One such example is clearly the 
influence of the Director for Environmental Affairs. Although still an individual, this 
manager's influence over environmental management change was significant as seen 
Particularly in Story Board Three. The question is whether changes in this manager's actions 
would represent change at an individual, group or organisational level. Clearly it can be 

considered at all three; he can either be an individual, a representative of the EHS department 

or a senior company manager depending on the context in which he is working. This is an 

extreme case but it shows that certain individuals can have influence which is seemingly 
greater than most and more consistent with changes at a sub-organisational or company level. 

The position and influence of individuals within an organisational structure is an important 

consideration for institutional is ing environmental management. 
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At HP it would not have been possible to target a particular "level" within an organisation for 
improved environmental management. The organisation does not readily fall into such neat 
categories. Arguably, this would be different in a more traditional and bureaucratic 
organisation, or with a command and control approach. 

Further to this, the study of environmental management as a subject at Hewlett-Packard was 
organisationally difficult. The researcher showed that environmental management was not a 
discrete function at HP, nor a static set of issues. Attempts to understand the environmental 
management issues at HP were frustrated since the boundaries between environmental 
management and other general management issues were vague. At first, the topic of waste 
management appeared clearly part of environmental management. However, it soon became 

apparent that actions associated with waste management were part of good "facilities 
management" which already existed in the organisational structure. The borderline between 
the two was a question of degree. If a facilities management Organisation was not 
encouraging waste reduction, staff from the EHS department were required to provide 
motivation and guidance. However, once waste was being managed in an environmentally 
responsible manner, as part of the norm, employees from the EHS department were 
effectively redundant. This example was not unique to waste management at HP. 
Consequently, it is argued here that most "environmental" issues arise because of a business 
decision (or lack of one) - it is only business decisions which can reverse the trend. This 
evolving nature of environmental management within HP made the analysis of a "bounded" 
set Of issues extremely difficult. In addition to the vague identity of environmental 
management in the Organisation, there were also differences in employee perceptions as to the 
associated issues. This was particularly described in Story Board Two where some 
employees considered the term "environmental" to include problems with the health of their 
immediate working environment as well as "global" concerns. The study of environmental 
management was multi-faceted at HP, simply because employees and managers alike had 
different interpretations of its meaning. 

Despite these observations, the researcher continued to analyse the organisation in terms of 
environmental management at four levels in the organisation. This was in order to simplify 
the analysis process and to provide some structure on which to base the description of the 
project. The following sections return to these levels in turn and draw together the ten 
recommendations that have been presented throughout the text so far into a framework for 
institutional ising environmental management. 

Page 218 



Part nree - Evaluation 
Understanding the Institutionalisation of Environmental Management 

Firstly, the research at HP considered the role of individuals in achieving the 
institutional isation of environmental management. Previous authors have tended to claim that 
all employees need to be involved with environmental management, or that every individual 
should have personal values associated with environmental protection. As a result of the 
research at HP, it is argued here the this broad-brush approach is not particularly useful or 
realistic for managers wishing to improve environmental management. Additionally, the 
research data suggested that employees' values and actions were important determinants in 
achieving environmental management change. In particular, during this research, a model was 
devised depicting the range of responsibilities that an employee can have towards 
environmental management depending on their role. This model makes a contribution to 
knowledge by clarifying that all employees can be involved in environmental management 
programmes but they can only do so to a certain extent depending on their position in the 
organisation and the extent to which environmental management is a legitimate 
Organisational concern. 

Secondly, the research also took a closer look at the business activity required to 
institutional ise environmental management. Previous environmental management researchers 
have tended to ignore the role of middle management in the achievement of change 
suggesting that either top management or employee awareness are more appropriate strategies 
for achieving change. This idea of targeting middle management complements existing 
strategies for achieving change and it is argued here represents a more effective way of 
approaching environmental management change. As seen in Story Board One, some way into 
the project the researcher questioned whether in fact the key to "institutional isation" at HP 

was strongly linked to middle management commitment. It proved to the researcher that in 

order to achieve change throughout the organisation, these employees would have to be the 
main target of change. However, this had not previously been identified within 
Environmental Management literatures. Instead, either/or top management commitment and 
individual employee involvement were described as essential. 

The previous sections have shown that although important, top management commitment 
alone would not achieve the institutional isation of environmental management and neither 
was it practical to seek the involvement of all employees. The researcher concluded that 
something was missing in the previous descriptions of successful environmental 
management. The missing factor was an attention to "middle-management" and their 
responsibilities within the organisation. More significantly, it is asserted here that the use of 
an insider-based methodology was critical for identifying this missing factor. 
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In addition to considering the hierarchical aspects of business management, the research at 
HP examined the role of sub-organisations and their role in environmental management. The 
research found that action at a business group level was dependent on the group's specific 
objectives and the discretion of employees within the group to effect change. Previous 
descriptions of environmental management in organisations have not discussed existing 
organisational frameworks or employee responsibilities, in effect, isolating environmental 
management from normal business practice. This conflicts directly with the aim of 
institutional is ing environmental management and is therefore counterproductive. 

Finally, this research considered the role of company culture in terms of environmental 
inanagement. The researcher found considerable value in using existing corporate objectives 
and core values as legitimising tools during the project. This confirms previous analyses 
which suggest the efficacy of this approach. In addition, the research at HP also provides 
specific examples of its application. Between these four levels ten practical recommendations 
have been identified for firms wishing to institutional ise environmental management. These 
are presented once again in Table A with a summary the research findings. Table A is 
presented as a framework for institutional ising environmental management. 
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Understanding the Institutionalisation of Environmental Management 

In this chapter the research findings, developed over a period of four years, have been 
discussed. It is suggested here that many of the insights gained by this research have not 
Previously been obtained because researchers have rarely been able to access different 
organisational levels as part of their research. It has been relatively common in this field to 
interview senior executives within a firm, or review published company documentation. 
Likewise, there are studies of employee awareness in general, either through survey or 
interview techniques. Neither of these approaches examine the real implication of an 
integrated or institutional ised environmental management function because they do not 
normally gain access to the appropriate parts of the organisation. 

In this project, it was difficult to separate the contribution to knowledge into methodological 
and critical components. It was because an insider based method was used that the framework 
for institutionalising environmental management could be developed. The action orientation 
of the project led to many acknowledged improvements which have furthered HP's 

environmental management knowledge beyond that which could have been gained with 
purely an HP employee or an outsider-based researcher. There were inevitably challenges 
with the insider-based research method used in this research. These are now explored in 
Chapter 12. 
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Chapter Twelve 
Reflections on the Action Research Process 

12.1) Introduction 

In this penultimate chapter of Part Three, the research methodology is reconsidered. The 
previous chapter has shown that insider-based research methods used in this project led 
directly to the discovery of research findings and practical recommendations. This chapter is 
a reflective critique of the research methods used in the project. The discussion is divided into 
the same sections as those used in the description of research methodology in Part One. This 
starts with a discussion of the research design and is completed by looking at the specific 
methodologies used to facilitate and record the project at HP. 

12.2) A case study of Hewlett-Packard Ltd 

The project at Hewlett-Packard was, at its core, a study of organisational life. A single 
Organisation was chosen as the subject of inquiry since a valuable opportunity was provided 
and there was a shortfall of detailed environmental management case studies within the green 
business and more general management literature. As mentioned, the research design used for 
this Project was based on techniques familiar to organisational researchers and other social 
scientists. Within this methodology, there were distinct advantages to choosing a researcher 
Who was not particularly familiar with Hewlett-Packard's culture. As Clyde Kluckholn has 
said, "It would hardly be a fish who discovered the existence of water" (quoted in Sanday, 
1979). The selection process for choosing a suitable researcher was based not only on 
experience in environmental management, other factors such as i) the suitability of the 
candidate for the company culture, ii) the level of personal maturity and iii) flexibility to 
adapt to the specific project, were also very important. 

12.2) An Inquiry from the Inside 

Evident from many of the previous chapters is the uniquely privileged insider-based 
Perspective that the researcher was given. One of the main advantages of an insider-based 
methodology for this project was the ability to observe the mundane. Studies of exceptional 
events are more prevalent in organisational change literature am those of continuous 
adaptation. In his "Footnotes to organisational change", March (198 1) calls for a greater 
analysis of processes within organisations by which change occurs, in particular when those 

changes are a consequence of standard procedures or ordinary adaptation. In other words 
there is a recognised need for understanding how normal organisational action can produce 
Organisational change. 
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Arguably the only research which can form a detailed impression of normal working life is 
research conducted from the inside. At HP, the opportunities for observing change were not 
based on a classification of significant events. There were opportunities to observe and 
influence both small and large scale changes at the company. Indeed in most cases, the size of 
change was not evident at the outset. Organisational data were recorded according to 
issue-based categories described in Part two but the significance of data was not considered 
until inuch later. This meant that a large volume of eventually insignificant material was 
captured. 

The high degree of access afforded to the researcher also enabled regular checks as to the 
relevance of the project, and associated findings, to managers within the company. Since the 
researcher was perceived to be a legitimate member of the Organisation, she was regularly 
it copied" on information relevant to environmental management as opposed to actively 
seeking data. The flip side to this was that, because the researcher was constantly inside the 
Organisation, the pressure to collect as much data as possible, quickly, was removed. The 

researcher knew that people would always be there, or that a document was always in a file 

somewhere. This led to a tendency for delays in the analysis of data during the project. One 

criticism often directed to practitioners of insider-based research methods is the tendency to 
It go native" in an anthropological sense and hence j eopardise their ability to view the 

Organisation objectively. Certainly, in this case, the proximity of the researcher to the 
Organisation, particularly in the early stages of the project, caused conflicts in researcher 
identity, which independent, external, academic supervision helped to contain. 

Approximately one year into the project the researcher began to clarify her different "roles" in 
the Organisation and become more comfortable with their coexistence (shown in Story Board 
One). At times, especially during write-up, the researcher struggled to write about HP as an 
Organisation when the same Organisation also included the researcher. This tension was 
Occasionally useful because the researcher was able to experience, first-hand, events as 
though she were a permanent member of the Organisation. Despite disadvantages it is argued 
here that it is important to "go native", to some controlled extent, in order to fully understand 
the Organisation under study. In this case the researcher was able to understand organisational 
Processes because she was present, accepted and active in the Organisation for the entire 
research period. 
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12.3) A Longitudinal Study 

Another characteristic of this project was its longitudinal focus. Environmental management 
Programmes were observed and influenced continuously for four years. In the field of 
environmental management particularly, the length of the project was significant compared to 
Previous work. The longitudinal nature of the project allowed for repeat observations, 
continuity, and analysis of specific programme development such as the initiatives to improve 
office waste management detailed in Story Board Five. Since the changes being observed 
were quite mundane, the longitudinal nature of the project helped. in particular since the 
company being analysed was a relatively low-risk location, in terms of environmental 
management, there were unlikely to be any significant events over the research period that 
could be examined in any detail. Rather, the much lower-level, day to day, activities which 
formed the company's environmental management strategy were considered over a longer 
time-frame. Consistent with comments by Foote-Whyte (199 1), actions proceeded through 
time, so it would have been insufficient to document actions taking place at any single point 
in time. 

The projýct length also allowed ideas to develop and be tested "in situ" as opposed to after the 
event. Consequently, the process of research was largely iterative i. e. preliminary ideas 
developed during involvement in environmental management programmes refined with time, 
forming a smaller number of findings described in previous chapters. The iterative nature of 
the research led to complexities in writing up which were somewhat relieved by the 
development of the first story board. For example, key data themes did not arise at the end of 
the research process, rather they emerged throughout the project. That said, there were still 
some themes which emerged from the separate analysis of data at the end of the project. This 
highlighted the value of reanalysing the complete data, despite being very familiar with its 
contents. 

12.4) An Action and Research project 

As described earlier, the main research method used in this project was Action Research. It 

was Considered an appropriate method to use given the objectives of the project and the high 
degree of participation in the organisation. One of the first considerations in Action Research 
Projects is the identification of a "gate-keeper" who is willing to arrange access. In this case, 
access had already been negotiated through the Engineering Doctorate programme, providing 
the researcher with an appropriate route into the organisation. It has been argued (Foster, 
1972) that the entry point into the organisation should be close to the higher echelons of the 
company, since this is where change can be effectively directed. 
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Conversely, Schein (1976) argues that it can be more productive to effect change if the 
researcher is located somewhere in the "middle management" structures, especially if the 
topic is new to the company. "While entry near the top, and with the full support of the board, 
would undoubtedly have increased the chances of initial impact and success, we shared a 
sense that this new activity needed to earn the right to be accepted" (Schein, 1976: 18)6 . 
For the project at HP, the researcher reported directly to the Director of Environmental 
Affairs, who reported in tum to the Managing Director, but her position was seen initially at a 
graduate level. The combination of senior management commitment and visibility, and lower 
level day to day activities, was, in hindsight, a useful tool for tackling multiple levels of 
change in the company. In addition, over the course of the project, the researcher also 
developed professionally which altered her influence at the company. This was shown in 
several of the story boards, in particular Story Board Two where the researcher's influence 
over business planning processes was shown to change significantly over time. The 
Professional development of the researcher as a result of the research is considered in more 
detail towards the end of this chapter. 

The research at HP was based inside the company, but more than that it was designed to 
facilitate results and learning for the company's employees and managers. In addition to 
furthering the academic discipline of environmental management. this project was aimed 
specifically at generating results for the company. In their analysis of organisational. 
research, Beer and Walton (198 7) make a plea for research which is aimed at the needs of 
managers and which utilises the language which managers can understand. 

The project at HP meets both of these requirements. Not only were the project objectives 
ratified by both academic and industrial supervisors but, as shown in the previous discussion, 
the specific techniques used to "institutionalise environmental management" latched on to 
business language and existing company practices to achieve change. Further the project was 
designed to meet the "Parnaby" recommendations described in Part one, which also aim at 
Providing more industrially relevant research. 

".. there is a need for a major new scheme providing engineering doctorate programmes in the processes and 
practice of engineering required by industry. Such an engineering doctorate would be distinct from, and 
complementary to, the traditional PhD, which has been criticised for its lack of industrial relevance. " (Brunei 
University / University of Surrey, 1996/7) 

Like the new role of sociology in Schein's project at Shell, in Hewlett-Packard the new activity 
called environmental management also needed to earn its place in the organisation. One of the first 
(and on-going) tasks of the researcher was to demonstrate the negative business impact associated 
with poor environmental management. This was a mechanism used to highlight the importance of 
environmental management to managers throughout the company. Many of the communications' 
activities described in Story Board Four also used this technique to legitimise environmental 
management. 
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In line with this the researcher played an active role in the development of environmental 
management programmes for four years. One of the most striking characteristics of observing 
and influencing organisational change from the inside was that changes did not occur in neat 
packages of events to suit the needs of the researcher. it was impossible to plan for the events 
which occurred. Sometimes, what seemed to be very simple changes, such as changing the 
type of paper in photocopying rooms, took much longer than expected to occur. Conversely, 
significant changes, such as HP's position in the development of electronic waste recovery 
legislation, occurred very rapidly. As an aside, the reasons behind why some issues stalled at 
HP, and others did not, were the subject of separate but related research carried out at HP 
during the project (Bansal, Jackson and McIntyre, 1998). The results of this research are 
included in Portfolio Volume 2. 

These different types of change meant that the researcher had to remain flexible in her 

methodology. It is argued here that organisational scientists should adapt their approach to 
suit the subject of inquiry, since it is impossible to achieve the reverse. That said, researchers 
should ensure the validity of any research and not lose complete control to the subject of 
enquiry. In this project, there were certainly benefits to following a flexible approach which 
was mindful of the organisation's operating context but inevitably this also caused tensions. 
In Particular, since the researcher was effectively observing change all of the time, it was 
difficult to notice when changes had actually occurred until obvious data points were 
presented. Examples of such "obvious data points" included the Corporate EFIS Audit and the 
EHS Quality Maturity Review. Both of these provided snapshots of environmental 
management performance each time they were carried out. Without these data points it may 
have been difficult to look back and analyse why, or even when, changes had occurred. Often 

changes seemed to just be a logical progression but, on looking back, large changes in actual 
Practice had occurred. This research suggested that, in effecting organisational change, it is 

necessary for managers to create the climate for change and maintain momentum, even 
though changes seem to take time. This type of change is argued to be much longer lasting 
but unfortunately less easy to measure. In this type of ongoing change there are no "obvious" 
data Points making the process of analysis very difficult. 

One of the main aspects of the action research at HP was the concept of "diminishing 
dependency". The Research Methodology chapter in Part One described how, towards the end 
of the project, the researcher started to reduce the dependency on her support in line with the 

objectives of institutionalisation. This was also seen particularly in Story Board Five with the 

researcher's involvement with the waste management team. Reducing this dependency was 

not as easy as was first imagined. 
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The researcher's desire to see improvements in environmental performance was often at odds 
with the desire to pull away from projects at a logical point. N-13 a similar phenomenon is 
described in the Action Research literatures. "He (the change agent) may as a defence, find he 
is contributing to the client's inability to learn how to solve his problems, by attempting to 
take over the client's part in this for himself Thus winning the temporary regard of the client 
but denying him the opportunity for development which comes partly from an understanding 
Of the real underlying problems, as well as practice in resolving them" (Foster, 1972: 536). 
Occasionally, in these situations the researcher would light-heartedly threaten members of the 
Organisation with the prospect of her leaving the company with the knowledge which they 
would need in order to continue making progress. The inevitability of over-reliance on the 
researcher is a particular problem in projects with an action focus. It is difficult to become 

associated with a project without making a contribution and busy managers might view this 
contribution as an additional resource. 

To a large extent the successful execution of a project of this nature depends on the 

congruence of research objectives between the company and the researcher. In this case, 
there were relatively few occasions where the researcher's activities as an "HP functionary" 
did not support the broader objectives of "institutionalising environmental management". In 
fact, the researcher's development at the company was often as a direct result of the research 
activities. The relationship between the project and the researcher's development is now 
presented in more detail. 

12.4.1) Researcher Development 

Over the four years of the project, inevitably both the researcher and the client organisation 
changed over time, sometimes as a direct consequence of the project. This majority of this 
Portfolio has focused on the changes that were seen in Hewlett-Packard's activities over the 

course of the project, with little mention of the researcher herself The researcher did not 

remain a "constant" throughout, in fact it was intended that the researcher develop within her 

role at the company. 

Three of areas of development can be considered. 

" Professional 

" Research 

" Personal 
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Professional Development concerns the researcher's progress over time in the Organisation in 
relation to a particular career path or direction. Research development concerns the progress 
Of the researcher in terms of the competencies to conduct organisational research. Personal 
development concerns the researcher's development as an individual member of the 
Organisation and of society as a whole. Although somewhat indistinguishable, each of these 
changed over the course of the project. The first two are the most relevant for this Portfolio 
and are considered here separately. 

Professionally, the researcher certainly moved forward as a consequence of this research. 
Examples were shown in the story boards of the different stages of the researcher's 
development, particularly in relation to the execution of the environmental management plan. 
This was achieved in three ways. Firstly, Hewlett-Packard provided the researcher with 
Opportunities for professional development in the form of training and regular discussions 

with managers. Traning needs were identified by the researcher in conjunction with 
Supervising managers and (as a result of specific training) improvements were seen in: 

" Writing Skills 

" Quality Management techniques 

" Time management 
" Environmental Co-ordinator Skills 

" Information technology 
Secondly, the masters-level modules that form part of the Engineering Doctorate programme 
enhanced the researcher's existing knowledge of environmental technology, financial and 
Project management, and leadership and communication skills. 

Although not insignificant, neither of the these types of training were the most beneficial to 
the researcher's professional development. The third type of development was less specific, 
more continuous, and was based on the researcher's practical experience of implementing 

PrOjects during the research. An invaluable relationship with the project supervisor, the 
Director of Environmental Affairs, also contributed to this significantly. The project 
methodology also enhanced this process. In particular the reflective nature of action research, 
allowed the researcher to analyse particular situations and their outcome, including those that 
included the researcher in another role, say as change agent. This is shown in Fig. 24. 
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Fig. 24 The Action Research Process 

During the project the researcher had roles relating to both action and research. As a change 
agent in the company, the researcher would gather data from conferences, journals and other 
industry benchmarking to find out how HP could improve its environmental management. 
Through various processes such as involvement with project teams or direct consultation the 
researcher would convey this information. During the project this occasionally led to changes 
in both individual and company practice, and occasionally did not. In a different capacity, the 
researcher was able to then analyse the success or otherwise of complete change processes, 
since she had been involved throughout. This included an analysis of the effectiveness of the 
researcher's own professional activities in the process. The results of this analysis were then 
mentally "stored" for use in future projects at the company. In this way the researcher was 
able to develop professionally, quite continuously, during the project and the company were 
able to benefit from the researcher's continuous reflections on the change process. 

The second type of development, which links in parts to the first, was the researcher's 
development of research skills. Training in social research methods, writing skills and project 
Management were provided as part of the Engineering Doctorate programme and the 

researcher supplemented these by becoming familiar with organisational research literatures. 

However, once again, by far the most useful training in organisational research was just 

"doing" it. Many of the skills required to conduct organisational research, such as 

negotiation, communication, problem solving, time management, creativity and flexibility, - 
were required for the professional side to the project at the company. Uniquely "research" 

Competencies such as knowledge of data collection methods, available research designs and 
broader academic disciplines, and the ability to find related information and structure a 

written and verbal case for the research, required more attention from the researcher. 
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One of the biggest tensions seen between these two areas of development related to the 
time-frames associated with providing deliverables. In a professional setting, particularly a 
fast moving sales organisation like the sponsoring company, project deliverables are often 
quite "short term" in line with the business' activity. In contrast to this, the deliverables of a 
four year research project are of a very different (long-term) nature. From a development 

point of view, this meant that the researcher inevitably received feed-back relating to 
professional development on a much more frequent basis than for developing necessary 
research skills, In cases like this project, the researcher must learn how to deliver a timely 

research project whilst simultaneously earning legitimacy and achieving short term results for 

the sponsoring company. Learning to balance these two types of work was extremely 
challenging and the most rewarding aspect of this project. 

12-5) Application of Research Methodologies 

In addition to considering the methodologies associated with facilitating and analysing 
change at the company, this section will now consider the issues (both positive and negative) 

associated with retrieving and recording the qualitative data during this research. In Part One, 

Chapter Four described how, in this project, several types of research method were used in 

combination to provide a complete picture of events at the company. This section reflects on 

each methodology used in the light of previous literatures that discuss their application. 

In general, the researcher tried to use existing research methods in the organisation to avoid 
the perturbative effect of research instruments. In particular this was discussed in Story Board 

Two where the researcher was fi-ustrated by changes in company practice (Platform Services 

Survey) that led to changes in her own data collection processes. This was an unusual 

approach to take, most organisational researchers employ distinct strategies to collect data the 

aim of which is to collect research data only. Conversely, the approach taken at HP was to 

look for existing data collection tools and modify them to suit the needs of the researcher. 
The technique of modifying existing tools (which the researcher recommends) spanned the 

different methodologies used to collect data as will be seen in the discussions which follow. 
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There were relatively few self-administered questionnaires used in this research, a complete 
list is provided in Table F contained in Chapter Four. These questionnaires were useful for 
Providing general trends year on year and for raising the awareness of environmental 
management within the organisation. This intentional side effect raises an interesting 
question. With this more pertubative approach to measurement there is a desired side effect of 
raising awareness for the subject being measured. In a more observation based approach these 
side effects tend not to be encouraged. This conflict highlights the value of using a mixture of 
Methodologies within a broader research strategy. In the research at 14P it was perceived as 
beneficial to help raise awareness for environmental management and therefore such 
questionnaires were employed. 

Although the main focus of this research was based on participant observation, the small 
number of interview transcripts added significant value to the data analysis process. Once 
data themes had been identified, it was possible to return to interview transcripts and identify 
relevant quotes for inclusion in the Portfolio. In hindsight, a larger number of structured 
interviews would have been beneficial for further confirmation of the remaining 
observationai data. 

Access to documentary evidence in this project was significant. In fact, there was generally 
too much documentation available to use constructively in the data analysis process. 
Documentation tended to be a source of supporting information as opposed to a piece of data 
in its own right. A large collection of available documentation was used as a secondary 
source of information once initial findings were identified. Copies of electronic mail 
messages were however, a primary source of information. Story Board Five, in particular, 
gave examples of the type of messages which a researcher can access through this tool and 
the introduction to Part Two described the advantages of using this approach. 

12.6) Summary 

The previous sections in this chapter have explored the methodological insights gained in this 

project. They have shown some of the difficulties encountered in researching environmental 
management from within an organisation and some of the insights which could not have been 

gained by other methods. The chapter has also shown some of the challenges and advantages 

of conducting action-based research in a modem organisation. 

The next chapter takes these insights together with the fi-amework for institutionalisation of 

environmental management and presents the conclusions of the project. This conclusion 
includes reference to future research opportunities and some of the wider implications of the 

research for industry. 
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Part Three - Evaluation 

Chapter IMirteen - Conclusions and Future Research 

Introduction 

Having described the process and detail of research at Hewlett-Packard in Parts One and 
Two, this part of the portfolio has discussed the main findings of the work. in the discussions 
contained therein the framework for institutional is ing environmental management was 
derived and shown to have been supported by the research data. Additionally, some 
methodological perspectives were also provided. A series of recommendations were listed for 
future environmental management practitioners and researchers and some suggestions made 
for future research avenues. This concluding chapter returns to the objectives of the research 
and evaluates the extent to which they have been met and the possibilities for future research. 

13.2) Revisiting the objectives 
From the outset, it was the intention that, through participating in the development of the 
Company's environmental management plan, the researcher would learn first hand the issues 
and factors which affect the institutional isation of envirorunental management over a four 
year time frame. During this process, the researcher learned that nekher environmental 
management nor organisational change at HP could be described simply to an outside 
observer. The research at HP suggested that the field of environmental management needs to 
be redefined in terms of the organisational sub-cultures or communities which exist within 
organisations. The most important insight from the process of engagement at HP was the 
difficulty encountered in studying environmental management as a bounded set of issues. 
This was impossible at HP and is suggested to be difficult to achieve for most organisations. 

This raises the much larger question as to the relevance of environmental management 
research. Certainly research with the aim of clarifying the role of specific environmental 
management systems can still establish clear research boundaries. However, those researchers 
hoping to develop and test theory as to the mechanisms of improved environmental 
performance within organisations will have difficulty if they design their research strategies 
to involve just environmental management professionals or documentation. The elements of 
environmental management lie not in the department tasked with improving environmental 
performance, they already exist in the business decisions which are taken daily by employees 
at all levels of organisation. These are the organisational processes which require further 

examination if a better understanding of industrial environmental performance is to be 

obtained. 
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It was shown earlier that the objective of many managers is to integrate environmental 
management into normal business practice. Similarly, it is suggested here that environmental 
management should not have a separate research agenda. There are of course benefits to 
targeted research aimed at specific aspects of environmental management. However, to 
pursue this avenue ad infinitum will not help practitioners in organisations to achieve a more 
integrated approach. A careful balance must be struck between highlighting environmental 
responsibility to industry and separating out an issue which does not appear to be part of 
general management. To give environmental management a distinct identity does not convey 
its interdependence with existing organisational processes. The recommendation made here is 
that researchers should avoid treating environmental management as a distinct identifiable 
aspect of management and should instead focus on the organisational processes which lead to 
environmental improvements. This is entirely consistent with recent recommendations made 
by Wolff (1998) who suggests that environmental research needs to include more seriously 
relevant management research and that organisation and management theory do not need 
another new special subject. For future researchers, discovering the key determinants of 
environmental management change would require a cross-disciplinary focus including 
expertise from sociology, organisational theory and psychology. In particular, it is suggested 
that an understanding of the interplay between how values and actions is seen as crucial as 
industrial organisations move from environmental management into discussions of 
sustainable development. 

Despite the vague identity of environmental management at HP the researcher was able to 
uncover some findings which support a model that depicts four specific levels of 
environmental management change. These were discussed in the previous section and 
summarised in the framework for institutional is ing environmental management. The findings 
of the project which relate to these levels represent a first step towards identifying the factors 

which can help institutional ise envirom-nental management in industry. Even as this portfolio 
is being written, there continues to be calls for such an approach. As an example, two articles 
in the November 1998 volume of Business Strategy and the Environment relate to a more 
integrated approach. The first (Stead, McKinney, and Stead, 1998) discusses whether (or not) 
institutional is ing environmental performance is happening in US industry, the second, 
discusses integrating ethics into mainstream management (Wyburd, 1998). Unfortunately, 
despite its promising subject matter, the former does nothing more than to restate the 

significance and needs of the institutional isation of environmental management. 

The research at Hewlett-Packard has already taken this one step further and identified what 
institutional isation would mean for a firm and what practical tools were used to achieve such 

change. 
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A ftirther emergent objective of this project was to demonstrate the validity of insider-based 
methodologies for environmental management research. Certainly, the definition and 
evaluation of the "institutional isation of environmental management" at Hewlett-Packard was 
facilitated by the insider-based methodology in this case. This has been demonstrated 
throughout the story boards and particularly in Chapter 11. Such methodology is not without 
its problems though. In particular, the researcher encountered difficulties in defining 
boundaries for the research and in remaining a partially independent observer. There were 
also Practical problems in terms of storing and analysing the potentially large amount of 
information that an insider can obtain, and in remembering to obtain it when the informant or 
source "will always be there"! Despite any difficulties, the researcher wholeheartedly 
believes that research carried out from an inside-perspective, and even work carried out from 
a researcher's perspective, is extremely useful for the future development of environmental 
management in industry. This portfolio has demonstrated that for HP at least this was the 
case. A testament to the value of the research project to HP is the continued employment of 
the researcher as an environmental engineer in the Regulatory Affairs department of HP's UK 
Sales Region. Additionally, two more researchers are now engaged with HP on a similar 
basis. To HP, at least, the value of insider-based research has been proven. However this 
value is exchanged for commitment and tangible results from the researcher's practical work. 
For them, one is impossible without the other. Although a difficult balance to strike, it is 
argued that the future of research in industry must include the kinds of opportunities 
presented by insider-based industrial research. 

13-3) Theory versus Practice 

The research methodology of this project allowed for a unique perspective on the relationship 
between theory and practice. It has already been demonstrated that theoretical perspectives on 
environmental management are lacking in the literature. This is not surprising given the few 
in-depth case studies of organisational life conducted today. Despite this, environmental 
management practice continues to move forward at a pace. This research attempted to bridge 

the gap between theory and practice. Significant benefit was gained from being a researcher 
in a practitioner environment and vice versa. The most significant benefit was the ability to 
reflect on practical processes as they related to associated literatures. In many cases, the 

researcher's practical experiences differed considerably from that which could be expected 
from reading the literatures. A good example shown in this portfolio was how numerous 
literatures appeared to advocate the involvement of all employees in an environmental 
management programme and yet practical experience at a large company confirmed to the 

researcher that this was impractical and that a new typology of environmental management 
involvement was required. 
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There were also examples of where the literature actually provided clarity or direction to a 
desired action in the company. A good example of this was where the researcher had noted 
the concept of "goal congruence" in an article about employee involvement in environmental 
management. This observation led to the development of the golden bridge theory described 
in Chapter 11. For researchers wishing to capitalise on the benefits of a theory and practice 
driven approach, some recommendations are made. Firstly, in order to understand the 
relationship between company actions and theoretical work, it is a necessary to maintain a 
dual purpose log. Without this the boundaries and sequence between types of research 
activity become difficult to separate and hence to convey conclusively. Researcher's need to 
classify their research and somehow highlight events where specific advantage is seem from 
taking the dual approach. This was attempted during the research project at Hewlett-Packard, 
but was never fully realised. The second recommendation is that researcher's should take the 
skills from the domain of research in to the domain of practice (and vice versa). The 
analytical skills required to interpret literature and the development of critical thought are 
certainly skills useful in some practical situations. Conversely, and particular to this research, 
the skills of marketing or selling your services can be used in the research environment quite 
succesfully, particularly for gaining access or permission from informants. The final 
recommendation made here is that managers can gain benefit from qualitative data collection 
and analysis, particularly longitudinal data. Evidence from the research carried out at 
Hewlett-Packard showed that the company's own "memory" was shorter than the research 
time frame and that members of the organisation valued the uniquely "historical" perspective 
that the research was able to offer. 

13.4) Wider Application 

This portfolio has shown that the research was of value to Hewlett-Packard in two ways. 
Firstly, during the project, the company was convinced of the value of insider-based research, 
sponsoring a second, and subsequently a third, Engineering Doctorate researcher. Secondly, 
the company was able to share in the specific findings of the project to "institutional ise 
environmental management" both during and after the project fieldwork. One of the 
Objectives of this project was to identify trends in the HP case study that might have more 
wide applicability. It is argued that the findings from this project, both from a subject 
(environmental management) and a methodological (insider-based) perspective, are to a 
certain extent more widely applicable. These perspectives are considered now in turn. 
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Firstly the framework for institutional ising environmental management is considered. The 
first finding of the research was discovering that the institutional isation of environmental 
management can be viewed simply in terms of four levels of organisational change, although 
the boundaries between levels are blurred. 

This finding is applicable to any organisational structure and recognises that simple 
organisational characterisations are not realistic. Nevertheless it is important to make some 
distinctions within an Organisation's structure in order to target change more effectively. The 
second main finding suggests that environmental management is not a distinct organisational 
issue and should be analysed alongside other business practices. Once again, the terminology 
Of this finding is intended to be more widely applicable than just to Hewlett-Packard's 
Operations. Even where organisations have chosen to dedicate significant resources and 
established distinct organisational frameworks for environmental management, continuous 
improvement in environmental performance relies at some level on die co-operation of almost 
every department / business unit or function within the organisation and therefore can not be 
considered as a distinct organisational issue. Athough a certain amount of dedicated resource 
for environmental management may be necessary for activities such as co-ordination, issue 
tracking, and compliance assurance, a large proportion of the activities required for 
environmental management are interspersed throughout an Organisation, irrespective of its 
operating structure. Perhaps organisations whose decision making structures are very 
hierarchical and who are driven by command and control methods may be able to establish 
dedicated environmental management functions that are accountable for environmental 
performance. Even this case seems most unlikely if the true identity, or lack of identity, of 
environmental management is considered. 

Moving on to the more practical recommendations contained in the framework for 
institutional ising environmental management. The first set of these, directed at the 
"Individual Values" level, can arguably be applied in any organisation, although perhaps 
more easily in those which have systems or cultures that support employee feed-back and 
empowerment. The second set, once again directed towards achieving change at the 
individual level, is designed to consider differing organisational structures and needs. These 
recommendations can be applied to any organisational structure, but the prevailing structure 
and responsibilities of employees must be considered otherwise environmental management 
"training" and "awareness" programmes will become irrelevant. 
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The next recommendations relate to achieving change in "business activity" which was 
perhaps the hardest to define. Both of the recommendations are applicable to other 
organisations wishing to institutional ise environmental management, although the need to 
for-us on middle-management as well as top management commitment may well be more 
appropriate for flatter organisational structures where decision making powers are 
decentralised. 

The final recommendations relate to achieving a "culture" which embraces the concept of 
environmental management. Some businesses may not even purport to having a culture per se 
however the recommendations can still be applied. Perhaps one of the most significant 
themes of the project at Hewlett-Packard was termed "using the culture to change the 
culture". Whatever prevailing structure, culture or objectives exists within an organisation, it 
should be used where possible as a "hook" for environmental management. To create a "new" 
ethos is considerably more time consuming, resource intensive and ultimately might fail to 
capture the imagination of existing employees. At every level, Hewlett-Packard employees, 
managers, departments and business units responded best to communications in their own 
language, for other organisations no doubt the language will be different but the principle will 
be the same. 

It is also worth reflecting on the wider applicability of the insider-based research that 
characterised this project. In part, the success of the insider-based methodology in this case 
was due to the Engineering Doctorate programme itself. Since the programme is designed to 
add value to the sponsoring organisation, both in the short and long term, the conditions of 
the placement are established up front and progress measured towards both industrial and 
academic goals continuously. The relationship between the University and the company was 
a success factor for this project. Also advantageous was the relative invisibility of a specific 
research agenda to most of the employees. Although every employee involved during the 
project was aware of the researchers position, they were rarely questioned or observed 
obtrusively. This portfolio has shown that the acceptance of the researcher was equivalent to 
her being "an employee". This undoubtedly helped the project to be executed more smoothly. 
These and other factors, which increased the access and legitimacy of the researcher, were 
vital to the success of the project. It is not possible to say conclusively whether insider-based 

research would be fruitful for any other organisations. However, if coupled with a realistic 
expectation of "give and take" fTom both parties, it can be a very beneficial strategy. These 

conditions may not suit all disciplines or all organisations, but where a match can be found 

such research will be of value. 
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However, the researcher does not advocate that all environmental management (or general 
Organisational) research be carried out in this way. For the subject of institutionalising 
environmental management it was an important methodological choice and would be 
recommended for similar studies again. For more specific research agendas it might not be 
such a useful choice. In short, based on the experience gained during this project, it is argued 
here that insider-based research, in particular that which is designed to provide value for both 
practitioners and researchers alike, deserves its place in the organisarional research tool-kit. 

13-5) Learning During Research 

Before taking a closer look towards the future, it is worth reflecting briefly on the project as a 
learning exercise for the researcher. Often overlooked in the analysis of a project, the 
development of the researcher over time is a significant variable in die management and 
execution of research. During this project the researcher continuously had to learn new skills 
and information in order for the project to develop. These were both personal and 
professional skills as well as those relating to the research process (as described in Chapter 
12). Research of this inside nature, particularly those where the researcher is immersed in the 
organisation for some time will inevitably (and more noticeably) "change" the researcher's 
perspectives. This undoubtedly has an effect on the research. It is recommended here that 
researchers actually take note of their own development, particularly during projects with 
longer time-frames, and subsequently analyse the impact that this might have had on the 
progress of the research. Unfortunately such individual learning patterns mean that research 
of this kind can never be repeatable to any degree of confidence. However, in the researcher's 
opinion, the social, personal and professional benefits of this research outweighed any desire 
to be more widely applicable. In this project there were also learnings that were unique to the 
Engineering Doctorate requirements. The opportunity to study a number of core modules of 
various topics (as mentioned in Chapter 1) allowed the researcher to learn about very specific 
topics relating to Environmental Technology and Management more generally. This was 
definitely helpful in the researchers development as an Environmental Management 
professional and researcher. 
13-6) Future Considerations 

In taking a final look at the objectives of this research, it is worth considering whether HP has 

achieved the institutional isation of environmental management on a permanent basis. At this 
time, it is not apparent whether the results achieved by this project will stand the test of time. 
However, the signals to date have been positive, as demonstrated in the story boards 

presented earlier. The true test of this would be for successful environmental management to 
survive large scale organisational change at the company. 
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At the time of writing, Hewlett-Packard announced its largest organisational change in the 
company's history. A company de-merger on a world-wide basis will lead to the existence of 
two independent and separately named companies (which in itself would make a very 
interesting piece of research material). The HP as described in this Portfolio will cease to 
exist in the future. The four years of action research carried out at the company has produced 
a platform for both companies to continue to pursue environmental management separately. 
Early signs are that they will both embrace environmental management, if somewhat 
differently, consistent with their product portfolios and business models. 

New environmental management challenges will no doubt present themselves for both 
companies, including practices of "sustainability". In this respect, Hewlett-Packard's history 
Of good "Citizenship" will serve both companies well in the future. New research 
opportunities will also develop. As mentioned already, two more Engineering Doctorate C, 
research engineers are already sponsored by HP, both in the environmental management 
arena. Whilst, the future for HP is uncertain, there are certainly plenty of opportunities for 
them to further improve their environmental management strategy and to continue to aim for 
the institutional isation of environmental management ..... and this is where I came in!! 

End of Part Three 
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