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Environmental Strategy 

Environmental Management Systems 

Unit 5: Environmental and Business Strategy 

 

Environmental and Business Strategy 

This last training unit highlights the need for every business to build its own environmental strategy, taking into account its 

business and environmental needs, and always setting realistic goals to achieve. It thus creates a unified and integrated 

environmental management strategy. 

The section deals with the four main types of EMS that are found, as well as their connection to the business strategy, so that 

environmental management brings new competitive advantages and opportunities. 

Environmental management strategy and business strategy  

 

•  types of environmental strategy 

•  the need to integrate it into the business 

•  influence of environmental strategy on the company 

•  EMS models 

•  assessment of potential obstacles and operational advantages and disadvantages 

 



Environmental management strategy and business strategy 

The unit will present the different types of environmental strategy and the need to integrate it into a business. 

The impact of environmental strategy on the business will be highlighted and the main models of Environmental 

Management Systems will be analyzed. The study of these models can help in the selection of the appropriate EMS for the 

company, but also in the assessment of possible obstacles during its implementation and operation as well as its operational 

advantages and disadvantages for the company. Understanding all the causes behind the obstacles, as well as the impact 

they will have on the implementation of the system, is very important to decide on the necessary implementation and 

corrective actions.  

 

Environmental Management System 
Environmental Management System 

• implementation framework of environmental improvements 

 

• mixture of needs and incentives 

 

• barriers within the system 

 

• each business needs its own environmental policy strategy 



 

EMS tool and method 

 

• EMS is 
• an acrreditation tool 

• a method of continuous improvement 

• adapted to the business environment 

• standard system adapted to the company 

• combination of needs and incentives =>  

=> different strategy 

• barriers vary depending on the company 

• there are no common guidelines 

 

EMS tool and method 

The EMS is a powerful accreditation tool but also a method for achieving the continuous improvement of the environmental 

behavior of a company. In practice, however, the EMS must be adapted to its business environment and therefore, its 

success presupposes the standard system to be harmonized with the company, its strategy and its needs. Each company 

may have a very different combination of needs and incentives that will relate to the implementation of the EMS. This 

difference also implies the need for different strategies each time to achieve environmental improvements. In addition, the 

obstacles that are presented each time differ per company and this leads to different courses of implementation of the EMS, 



but also affects the overall accreditation of each company. A common mistake companies make is hiring legal consultants 

who try to impose common guidelines on different companies that have neither the same needs nor the same social and 

economic limitations. 
 

ISO14000 

 

• normalization and standardized treatment on a global scale  

• global standardization is not yet achieved 

• effective specialized environmental tactics 

• there is not only one effective envirommental behavior 

 

ISO14000 

The need for standardization serves the normalized and common approach to issues worldwide. It also prompted the 

introduction of the ISO14000 standard in 1996. But even before that there were many companies that introduced specialized 

environmental tactics, which were so effective that it was not necessary for these companies to move to the new standard. 

For this reason, universal standardization has not yet been achieved, but, worldwide, a variety of valuable and effective 

actions and strategies are emerging for addressing environmental issues. This essentially implies that there is not just one 

effective environmental behavior. However, the fact that there are many, non-standard, different management systems 

makes it difficult to study the advantages and disadvantages of these strategies. 
 



Wide range of “green” strategies 

 

• innovation in environmental protection 

• compliance with the law and the requirements of the consumers 

• increasing credibility in local communities 

• improving relations with governmental institutions 

 

Wide range of “green” strategies 

Today, companies adopt a wide range of different 'green' strategies, depending on their orientation towards environmental 

issues and their aspirations regarding them and the market. Some companies choose to do much more than they are asked 

to do and they become pioneers in environmental protection and enjoy both benefits and public acceptance. Still others 

stick to the letter of the law and simply satisfy the demands of their consumers. 

There are companies that consider ecology a threat. They implement environmental strategies only where required by 

environmental law. Still other companies voluntarily start transformations in their environmental management in order to 

create competitive advantages through the continuous improvement of their performance but also of their ‘green’ prestige. 

There are companies that adopt environmental strategies only to increase their credibility in local communities or 

government agencies, although they do not seem to benefit in other commercial ways. 
 

Types of environmental strategy 



 

Types of environmental strategy 

However, the environmental culture and the strategy for dealing with the environment and its problems are crucial for the 

sustainability of a company's environmental policy. There are four different categories of environmental strategies that 

businesses typically follow: 

•  The passive strategy driven mainly by political pressure, 

•  Counteractive strategies, 

•  The preventive environmental strategy and 

•  Green innovation 

The latter two are also those implemented by the most active companies, which in turn end up having the greatest chance of 

benefiting from the EMS in a wide range of areas, even in that of competitiveness. 
 

Passive strategy 

 

•  driven by political pressure 

•  compliance with legislation 

•  trying to influence governments and the legislature 

•  environmental improvement = risk 

 



Passive strategy 

The passive strategy of dealing with environmental issues is essentially a simple reaction of companies to 

requirements and legislation. Businesses find the points of compliance and just try to satisfy them. Many times 

they put political pressure on an attempt to influence governments and legislatures to cancel, or at least delay, 

the implementation of legislation that will force them to change. These companies view environmental 

improvement itself as a risk and are simply trying to extinguish it. They are more likely to adopt the 

communication approach of the issues, which as we said usually has a negative effect on the business. 
 

Counteractive strategy 

 

•  external pressure 

•  ‘green movements’ 

•  governments and laws 

•  competing companies 

•  reaction to the environment by the company 

 

Counteractive strategy 

A company with a counteractive strategy takes the external pressures of the 'green movements', governments and 



legislation seriously and takes initiatives, often under the guidance and based on external information, to reduce its impact 

on the environment. . It also takes into account competing companies and their own environmental performance, which it 

seeks to at least reach, if not surpass. Thus, a wide range of incentives are what ultimately trigger the environmental 

response from the business. 
 

2 

 

careful planning and timely implementation of environmental initiatives  

 

3 

 

pursuit of competitive advantage 

 

creating new technology to save resources 

1 

 

START 

 

Preventive strategy 



 

Preventive strategy 

“Biodiversity means the diversity of living organisms of all origins, including, inter alia, terrestrial, marine and other aquatic 

ecosystems and ecological complexes of which they are a part. It also includes diversity within species, between species and 

ecosystems." In a few words, biodiversity is defined as the diversity of life in all its forms (plants, animals, fungi, etc.) and at 

all levels of its organization (genes, organisms, ecosystems). 

The concept of biodiversity therefore embraces all life on Earth. It includes the way of expressing or appreciating the 

diversity that exists at the various levels of life organization. It reflects the number, variety and variability of living organisms 

and the systems that they compose. 
 

Green innovation 

 

•  the environment is considered an  important competitive priority 

•  innovation is: 

•  a solution for environmental  improvement 

•  meeting market needs 

•  path to environmentally friendly products  

 

Green innovation 



Finally, the green innovation strategy is adopted by companies that want to be at the forefront of environmental 

performance and feel a great responsibility to the environment. It is a high investment strategy and essentially the strategy 

with the most earnings, since the company enjoys recognition from the public and at the same time benefits from the 

growing innovation in the field of competition but also in saving resources and funds for environmental rehabilitation. Thus, 

the environment ends up being one of the most important competitive priorities of the company and the produced 

innovation becomes the solution for the environmental improvement and the fulfillment of the needs of the market, with 

environmentally friendly products. 
 

Environmental strategies 

 

•  a written environmental performance improvement policy 

•  publication of environmental reports 

•  green supply / sale policy 

•  environmental training 

•  assigning environmental performance responsibility to staff 

•  life cycle analysis 

•  administrative understanding 

•  fossil fuel reduction policy 

•  toxic chemicals reduction policy 

•  common environmental policy inside and outside borders 

 



Environmental strategies 

The main environmental policies of the most active companies in business environmental issues are presented in 

the slide. These are: 

1. The written environmental commitment to a policy with predetermined goals of improving environmental 

performance. This written commitment creates the mentality of the company to comply with the agreements. 

2. The publication of environmental reports, which makes widely known, both inside and outside the company 

the performance and innovation of the company in environmental issues. 

3. The adoption of a green policy regarding supplies and sales, including, of course, the reduction of all non-

sustainable products of the company. This policy initiates and ensures the compliance of all those involved in the 

supply chain but also in the distribution of the company's products, giving it prestige for its contribution to the 

adoption of proper environmental practices by the other companies with which it cooperates. 

4. The environmental training of all staff, which increases empathy and improves behavior within the company, 

thus providing the basis for a good environmental performance in the long run and with guaranteed results. 

5. Assigning responsibility to staff, in terms of environmental performance, which increases employee satisfaction 

and leads to the adoption of improved behavior by the whole company, which contributes significantly to 

environmental management since the influence of the company stems from all of its actions. 

6. Life cycle analysis, which is the most modern and detailed method of environmental protection and takes into 

account the impact of the product on the environment throughout its life, from its creation to its final disposal, 

or better its recycling. 



7. The administrative understanding of sustainable development, which will substantially strengthen 

management's commitment to environmental protection and development in terms that respect the 

environment and do not lead to the depletion of systems resources. 

8. The policy of reducing fossil fuels, which are in any case an unsustainable source of energy. 

9. The policy of minimizing the use of toxic chemicals in production processes and 

10. The use of the same environmental policies and standards in both domestic and offshore facilities and business 

activities. 
 

Traditional environmental management strategy  

 

•  compliance with legislation and needs 

•  small environmental unit responsible for legislation and regulatory requirements 

• lack of influence on the operation of the company and the staff 

• the environment was considered irrelevant to the daily life of the company 

 

Traditional environmental management strategy  

Traditionally, the environmental management strategy of companies has been oriented towards the simple 

analysis of laws and requirements and the compliance of the process with the legislation and the needs. This was, 



and perhaps still is, the main strategic approach of Greek small and medium businesses towards environmental 

issues. With this strategy, companies essentially establish a small environmental unit that will deal with the 

recording and interpretation of legislation and regulatory requirements. This group must propose ways of 

complying the process and the products with the legal requirements. 

However, the effectiveness of this tactic is doubtful since it does not present any direct influence on the operation 

of the company and the mentality of the staff, while the management tends to consider that environmental 

issues are not essentially relevant to the daily life of the company. The result is that environmental issues take 

second place and the implementation of environmental processes receives little resources, which are doubtful if 

they can achieve compliance. It is obvious, of course, that such a strategy offers no protection to the business from 

environmental and emergency issues. 
 

The ‘Green Wall’ 

• ongoing, active demonstration of environmental policy benefits by the environmental team 
•  rational goals 

•  clear strategy 

 

•  the goal of the management is profitability 
• contrast with mentality 

 



• incompatibility of the environmental strategy with the strategy and operation of the company 

 

 

The ‘Green Wall’ 

In any case, the environmental management of each company must remain active and constantly explain and demonstrate 

the benefits of adopting an environmental policy in the operation of the company. 

But the environmental team must always remember that although the goal it pursues may be right and perfectly rational, it 

is not at all clear to the administration. The mentality of the administration is the development of profit for the shareholders. 

From this contrast in mentalities, but also in the language of communication, a wall appears - the so-called "green wall" - 

between the administration and the environmental management. 

The result is that the administration ultimately considers the environmental strategy to be ineffective and instead of looking 

at the causes behind the inefficiency redirects resources and abandons the environmental plan.  

In practice, then, the 'green wall' is the result of the incompatibility of the environmental strategy with the 

strategy and operation of the business. 
 

The ‘Green Wall’ (2) 

 

•  shrinking business activity, 

•  strict control of finances, 

•  competing strategies in administration, 



•  lack of communication, 

•  conflict of mentalities within the company, 

•  insufficient planning of environmental initiatives, 

•  unrealistic environmental objectives and 

•  loss of credibility 

 

The ‘Green Wall’ (2) 

The inability of the environmental management to "sell" the environmental benefits to the other executives of the 

company and the senior management ends up in the Green Wall with negative, long-term results for the 

company. These are summarized in: 

- Shrinking business activity due to the inability to address environmental issues and legislation, 

- Strict control of finances 

- Development of competitive strategies in administration regarding the way the company operates and deals 

with its problems 

- Lack of communication between the executives 

- Conflict of different mentalities within the company 

- Inadequate planning of its environmental initiatives 

- Adopting unrealistic environmental goals and  

- In the end, loss of credibility both inside and outside the business environment. 



All these factors further oppose and make the implementation of the environmental strategy even more difficult.  

 

The two paths of environmental management 

The two paths of environmental management  

 

The two paths of environmental management 

Business integration  

•  effective understanding of the relationship between environmental and business objectives 

•  environmental strategy related to the business strategy 

•  business language instead of technical and scientific terms 

•  an integral part of daily activity 

 

Business integration 

The integration of environmental strategy into business therefore requires an effective understanding of the relationship 

and interaction between environmental and business objectives. The environmental team, therefore, must develop and 

present to the administration an environmental strategy that should fit well to the existing business strategy. The description 



of the environmental strategy should use mainly the business language, which is understood by the other executives, and 

not specialized technical and scientific terms that may require special knowledge and training to be fully understood. The 

environmental strategy, thus, can be an integral part of the day-to-day business activity and becomes much more easily 

accepted by the administration. 
 

Levels of business integration  

• knowledge and empathy of employees on environmental issues 

• integration of environmental interest and behavior into the core of the business 

 

 

Levels of business integration 

In practice, there are two levels of business integration in relation to the environmental plan. The first level concerns the 

knowledge and empathy of employees about the environmental issues faced by the company. It is a very important 

prerequisite for achieving environmental efficiency and continuous improvement and that is why in the context of ISO14001 

it is treated as a goal for the company that is in fact subject to control and reporting. The second level concerns the 

integration of environmental interest and environmental behavior in the core of all business systems and of course in all its 

processes. It is obvious that the effective completion of the second level is much easier when the first level is implemented 

effectively. 
 



ISO14001 Accreditation  

•  integrating an environmental strategy through an effective EMS 

•  system for the development and achievement of the same environmental objectives 

•  the pace and scope of environmental policy are determined by the company 

 

ISO14001 Accreditation  

ISO14001 accreditation requires companies to integrate the environmental strategy into the entire operation of the business 

by adopting an effective EMS. Because ISO14001 is essentially a standardized process rather than a quality standard, it 

essentially does not impose to the company the optimal environmental performance to be achieved but simply describes a 

system that will help the company develop and achieve its own specialized environmental goals. This practically enables each 

company to decide on its own, depending on its activity and mentality, to what extent and at what pace it will pursue and 

implement its environmental policy. But it also means that obtaining accreditation does not essentially involve an in-depth 

transformation of the business or a shift in its mindset to greener practices. If, however, the management has a limited 

perception regarding its environmental impact, it is very likely that the company's EMS will be limited to actions that will only 

concern its facilities. However, this does not constitute a comprehensive environmental policy and does not bring all the 

benefits that the company could gain from a perfect EMS. 
 

Factors affecting environmental transformation  



 

•  emission filters and output regulation 

•  process design and regulation to reduce consumption 

•  use of clean technology 

•  preference for green products and suppliers of material 

•  environmental criteria for selecting suppliers 

•  clean transport methods 

•  use of recyclable and / or recycled material for packaging 

•  recycling and recovery systems for resources 

• responsible disposal of waste and residues 

 

Factors affecting environmental transformation 

The methods that each company uses in its daily operation are the most important factor for achieving its environmental 

transformation. In a few rods, important factors for the environmental transformation of the business are: 

• The filters that exist, or that can be installed in its emissions and of course the processes of regulating the outputs and 

their composition. 

• The proper planning of all processes and the production of the company and of course their regulation in order to reduce 

the consumption of energy and other natural resources. 



• The use of new, clean and environmentally friendly technologies. 

• The preference for the production of green products but also the supply and use of green materials. 

• The establishment of environmental criteria for the selection of suppliers. 

• The clean methods in the transport of materials and products. 

•  The use of recyclable or even recycled material in product packaging. 

• The installation of recovery and recycling systems for resources in order to minimize losses and therefore the 

environmental degradation they entail. 

• The responsible disposal of all waste and residues that will eventually arise during the production process. 

 

The operational transformation of a company, therefore, towards green entrepreneurship, requires the appropriate 

planning and the change of the production process in order to take into account all that we have mentioned but also for the 

administration of the company in order to take them into account and include them in the production process. 

 

Environmental design 

• sustainable innovation 

• operational transformation 



•  environmental characteristics of products 

• analysis of their life cycle 

 

Environmental design 

Environmental design is the new mentality of designing products and services and leads the company to sustainable 

innovation and its functional transformation towards environmental improvement. Environmental design is practically the 

addition of environmental and quality characteristics to the products and services of the company through the analysis of 

their life cycle, ie all the elements related to each product, from the receipt of raw materials, production, distribution and 

use, until it is discarded or, better yet, returned to the company for recycling. 

The integration of automation in the production process but also the reduction of packaging materials used per product, and 

even the recovery of these materials for reuse, where possible, are examples of environmental design of a company's 

products. 
 

Life cycle analysis 

Life cycle analysis 

Life cycle analysis 

Life cycle analysis (2) 



 

• basic environmental management technique 

• complementary for other actions 

•  impact assessment 

•  risk identification 

•  risk and technology assessment 

•  waste minimization 

•  environmental design of products and processes 

• its implementation is painful 
 

Life cycle analysis (2) 

Life cycle analysis is one of the most basic techniques for managing the environment. It is considered a necessary 

complementation to other techniques, such as impact assessment, risk identification, risk and technology 

assessment, waste minimization and environmental product and process design. In short, it is a key component of 

all those that an effective EMS is trying to introduce and deal with. 

Life cycle assessment is not easy to implement and, despite the available literature, requires considerable and 

systematic effort. Although its basic principles are correct in conception, a correct life cycle assessment is not 

always possible by all companies because it requires a long period of study and financial expense. Hence ISO14041 

describes a rigorous methodology and specific requirements and guidelines for the preparation, implementation 



and inspection of life cycle analysis for a range of products.  

 

Examples from the food and beverage industry across Europe  

 

Life cycle analysis (3) 

 

Life cycle analysis (3) 

Most studies in the European Union, for example, focus on comparing different packaging materials and 

packaging systems. Regarding milk, most studies have been published on the paper or glass, reusable packaging. 

References that include other parts of the food production system, however, are limited. The table summarizes 

various studies, which focus on the improvement of industries, or agricultural production of raw materials. It is 

important to notice that no study has been able to combine agricultural production and industrial processing, 

mainly due to the complex interactions that take place and affect the quality of the raw material, as well as that 

of the final product. 
 

Product orientation 



 

Product orientation 

integration of product design and development in the EMS 

 

the EMS focuses on continuous product improvement 

 

ecological design in the company's strategy 

 

emphasis on life cycle analysis 

 

understanding the flow of materials 

Environmental policy integration 

 

•  statement of commitment of the board of directors and analysis of measures to achieve it 

•  Prioritization to health and safety over profitability 

•  explicit implementation of environmental design of products and processes 

•  green and socially responsible supply of materials 

•  waste recovery policy, long-term commitment to zero waste 

• reduction of pollution at the source 

 



Environmental policy integration 

There is a set of criteria for identifying the integration of environmental policy into the business strategy, 

The statement of commitment of the company's board of directors for the integration of environmental 

management in the company's strategy comes first. At the same time, the analysis of the measures to achieve 

this strategy is described. 

It also examines whether the company prioritizes improving the health and safety of its employees, and the wider 

community, over improving its profitability. 

Another criterion is the explicit implementation of the company's environmental policy in the design of its 

products and production processes. Even small deviations from environmental policy can have unexpectedly 

negative effects. 

The company must be green and socially responsible for the supply of its materials. It must avoid the use of 

scarce resources but also the possible support of oppressive regimes through the purchase of raw materials. At the 

same time it must protect endangered species. 

Another criterion is the waste recovery policy implemented by the company. Companies must aim to reduce their 

waste, reuse it as much as possible, and commit to zero waste in the long run. 

The mindset of reducing pollution at source and continuously monitoring the company's outflows, with the aim of 

continuously reducing pollution, is another factor in integrating environmental policy into the whole activity.  

 



Environmental policy integration (continuing) 
 

•  reduction of toxic substances, management and disposal of irreplaceable toxic substances in the 

production process 

•  recovery and reuse or recycling of packaging materials and products 

•  recording savings in budget and accounting 

•  environmental training 

• rewards for executives who promote environmental performance 

•  continuous environmental improvement = continuous improvement of the business 

• financial reports highlight the cost of rehabilitating the environment 

 

 

Environmental policy integration (continuing) 

Reducing the use of toxic substances from every point of the production process and ensuring the management and 

disposal of toxic substances that cannot be replaced, is also one of the basic criteria for environmental integration of 

companies. 

At the same time, an integrated environmental policy must ensure the recovery and reuse, or recycling, of the packaging 

materials of its products, where possible, but also of the products themselves. After all, this will also contribute to the saving 



of resources, which should be a policy integrated in the company's own budget and accounting. 

The continuous and effective provision of environmental training to the staff is key to the effective integration of 

environmental policy into the life of the company. 

At the same time, its staff appraisal system must adopt a reward system for its executives that promote environmental 

performance. 

When continuous environmental improvement is considered by the administration to be equivalent to continuous business 

improvement then environmental policy usually becomes a systematic and indisputable part of corporate life. 

Finally, one of the most effective criteria for integrating environmental policy into the business is the cost of repairing the 

environmental damage contained in the company's financial statements. 

 

Learn more 

Environment and business 

 

Environment and business 

•  reduction of packaging material leads to reduced product protection 

•  environmental reforms may slow down production 

• environmental change requires staff training 



•  environmentally friendly materials increase production costs 

• environmental modifications limit the capabilities of the equipment 

 

Organizational flexibility 

•  complexity of environmental problems 
•  organizational reform 

•  review of administration policy 

• flexible organizational schemes 

 

Organizational flexibility 

As already mentioned, the complexity of environmental problems and their interaction with the business is what ultimately 

leads companies to organizational reform and review of the administration policy. The usual policy practice of assigning 

individual and collective responsibility to the staff for the environmental performance of the company and its improvement 

must be replaced by more flexible organizational schemes, such as those we showed earlier. Therefore, the designed 

environmental policy must first manage to overcome the inertia of change of the organizational structures of the company, 

before it bears fruit and leads to the transformation, especially when applied to companies with explicitly designed 

processes and therefore by nature a little flexibility. 
 



Organizational adaptation  

 

•  the gradual adaptation may exceed the resistance of the company 

• inability to adapt and resolve issues in a timely manner can lead to failure 

 

Organizational adaptation 

The change of the structure of a company implies the organizational adaptation of the organization and the administrative 

structure. For its part, the traditional management tends to prefer the gradual change of the organization which will not 

cause significant frictions but will also introduce small changes that will be easy to manage and will have little risk. 

For this reason and usually, a well-designed gradual change of organizational structure can easily and effectively overcome 

the resistance of the company. However, in many cases, gradual change is not enough to solve existing and key problems in 

a timely manner. In these cases the administrative structure itself with its requirements can lead the organizational reform 

and the introduction of the EMS to failure. 
 

EMS models 

Businesses and strategy 

 



Businesses and strategy 

establishing a formal strategy 

 

structuring communication in the company 

 

setting operational objectives 

Strategy 

 

Strategy 

• the model from the past that leads to the plan for the future 

• 

• it is an art that requires ‘thought and action, control and learning, stability and 

change’ 

• 

•  the goal of the management is to manage the stability of the company 

 



Walking towards the future 

 

• the best strategy 

•  prudent use of resources 

•  corporate attitude that provides stability 

• new strategy = a set of independent components to be taken into account 

•  relationship between strategy and structure 

•  resource allocation 

•  executive mentality 

•  organizational theory 

•  information systems 

•  company budget 

 

Walking towards the future 

It is practically impossible to predict the forces and events that will shape and determine the future of a business. The best 

strategy that management can follow is built mainly on a prudent use of resources and through a corporate attitude that 

provides stability. Changes are made through a plan and goals. But as management policy stabilizes over time at the highest 

levels, senior executives are reluctant to deviate from the predetermined course, especially if business performance is good. 

This creates resistance to reform. That is why in the literature the implementation of new strategies by the management is 

outlined as a series of independent components that must first be taken into account. These include: the relationship of the 

strategy and the structure of the company, the distribution of resources in an acceptable and effective way, the established 



mentality of the executives, the organizational theory on which the company is based, its information systems and, of 

course, the company budget . It has not been clarified so far how all these components are related in the implementation of 

the environmental strategy, or which of them plays the most decisive role in each of the implementation phases.  But all 

this, simultaneous and interconnected, are factors of success or failure of the ambitious reform and business life in 

general. 
 

1 

 

3 

 

organizational outline 

2 

 

4 

 

operational advantages 

 

operational disadvantages 

 

organizational barriers 
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Features of coherent models: 
 

Integration of the EMS in the business strategy  

 

Integration of the EMS in the business strategy 

“Biodiversity means the diversity of living organisms of all origins, including, inter alia, terrestrial, marine and other aquatic 

ecosystems and ecological complexes of which they are a part. It also includes diversity within species, between species and 

ecosystems." In a few words, biodiversity is defined as the diversity of life in all its forms (plants, animals, fungi, etc.) and at 

all levels of its organization (genes, organisms, ecosystems). 

The concept of biodiversity therefore embraces all life on Earth. It includes the way of expressing or appreciating the 

diversity that exists at the various levels of life organization. It reflects the number, variety and variability of living organisms 

and the systems that they compose. 
 

Typical forms of business   

 



•  do not have an EMS 

•  the EMS is isolated from the rest of the company 

•  the operation of the EMS is assigned to the staff and is disseminated throughout the company 

• the EMS is included in the complete management system of the company 

 

Typical forms of business 

Based on the characteristics mentioned in the previous slide, four main categories of typical business forms 

emerge, based their environmental policy: 

- Businesses that do not have an EMS, 

- Businesses that have an EMS but isolated from the rest of the company, 

- Businesses where the operation of the EMS is assigned to the staff of the company and disseminated throughout 

the company, 

- Businesses where the EMS is included in the completed management system of the company.  

The categorization of companies in these four formal forms leads to a better understanding of the importance 

and results of the EMS depending on the approach of the company. The methodological approach of each of these 

four basic categories and the comparison of their basic theoretical characteristics show that not every company 

can fit perfectly into any of them but they help us to understand which of the four strategies best suits the needs 

of our business and its strategy. 
 



Businesses without EMS  

 

Businesses without EMS 

It is rare for a company today not to deal, even typically, with environmental issues. Therefore, in the cases of companies 

where the EMS does not appear, the companies whose EMS is under development, or which have an EMS but have not 

proceeded to its accreditation are also included. 

Among these, the companies that are in the process of implementing the EMS theoretically have the least environmental risk 

and the least operational disadvantages, unless, for whatever reason, they have frozen the implementation of the system or 

have failed at one of its stages. 

Lack of accreditation, now, may mean that the EMS is not systematically monitored in order to be confirmed, so the company 

does not ensure that it has even the basic compliance with the requirements of the standard, regardless of whether its 

environmental performance is satisfactory. In the worst case, then, all the resources used or being used in the EMS can 

ultimately be considered even a pointless waste for the business, since compliance is not displayed. 
 

Table with 2 columns and 5 rows 

EMS 

 

Absent 

 

Organizational framework 



 

Non-accredited EMS 

EMS under development 

 

Operational benefits 

None  

 

Operational disadvantages 

 

High risk of large fines 

Adverse publicity 

Deprivation of possible investments by institutions 

Loss of credibility 

High investment risk 

Loss of competitive advantage 

Loss of market share 

Non-acceptance in large supply chains 

High risk of environmental accidents 

Organizational barriers 

 

Commitment of the administration 

Communication 

Sufficient resources 

Administration mentality 



Incentives and control 

Reliable design 

Corporate culture 

Businesses without EMS (2) 

 

Businesses without EMS (2) 

In short, companies without EMS belong to those who have a management system, but lack accreditation, or are 

in the development stage of the system. Practically no benefit is obtained for these companies, although their 

environmental performance can be satisfactory and in accordance with both the legislation and the requirements 

of their consumers. 

Precisely because of the possible non-compliance with the provisions but also the non-demonstration of their 

environmental compliance, these companies present a high risk of receiving large fines and often have adverse 

publicity. There is a significant possibility of losing potential funds from institutional investments as they show a 

loss of credibility and pose a high investment risk. At the same time, they lose their competitive advantage over 

competitors with similar environmental performance and thus show a loss in their market share. In the modern 

world they are even in danger of not being accepted in the big supply chains, while they always show a high risk 

of environmental accidents. 
 



Businesses without EMS (3) 

 

• high risk strategy 

• funds shortages usually lead to the abandonment of any environmental policy 

• uncertain performance of the operation 

•  are considered to have no operational advantage 

 

Businesses without EMS (3) 

Even without a certified EMS, companies can normally monitor their waste discharges and energy efficiency. This benefits 

them significantly in terms of their operation despite the limited benefit they show externally. The operational disadvantages 

due to the absence of an accredited EMS, however, are multiple and therefore the company follows a high risk strategy. 

Usually companies without an accredited EMS when in short supply of funds delay or even abandon any pursuit of 

environmental policy, as the resources budgeted for it are shifted to the operation of the business. Due to the complex 

environmental legislation in force today and the uncertain performance of the business operation and its environmental 

strategy, precisely because of the absence of a certified system, companies that lack EMS are considered to have no 

operational advantage in today's world. 
 

Isolated EMS 



 

• EMS cut off from the business structure 

• concerns a department or the whole company 

• small, isolated department of the business 

•  environmental compliance 

Isolated EMS 

The second type includes companies that have an environmental management system but keep it cut off from the rest of 

their structure. They usually have completed the accreditation of the system, which may concern only one, or some 

departments of the company, the production for example, or even the whole company. In this case the EMS is staffed by a 

small team, which manages a small and isolated department of the company and deals mainly with the issues of 

environmental compliance of the company. 
 

Table with 2 columns and 5 rows 

EMS 

 

Isolated  

 

Organizational framework 

 



Accredited EMS 

The EMS deals with part of the business 

Small group in an isolated department 

Operational benefits 

 

Low cost, compliance achieved 

Operational disadvantages  

 

Low priority on environmental issues 

Loss of effectiveness 

Simple repression of environmental incidents 

Organizational barriers  

 

Commitment of the administration 

Communication  

Sufficient resources 

Administration mentality 

Incentives and control 

Reliable design 

Corporate culture 

Organizational structure 

Isolated EMS (2) 



 

Isolated EMS (2) 

In short, these companies have an accredited EMS which deals with part of the business activity and consists of a 

small, isolated group. This allows the low cost compliance of the business. However, it is obvious that the company 

gives low priority to the environmental issues that concern it and shows losses in the effectiveness of its 

environmental performance. It deals mainly with the simple repression of environmental incidents. The 

organizational barriers that usually arise during the implementation and operation of the EMS are the 

commitment of the management, which does not extend beyond simple compliance, the difficulty in 

communicating the disconnected team with the company as a whole, while usually showing a lack of resources. 

The management mentality that deals only with the improvement and management of the business activity is an 

important obstacle while usually there is a lack of motivation and control. In cases where the EMS is isolated 

from the company, it practically does not participate in the design, but only in the compliance control of the 

products, so the company does not have design reliability. The corporate culture is therefore mainly located in the 

management of the company and its organizational structure certainly complicates the smooth and efficient 

operation of the EMS. 
 

Isolated EMS (3) 



 

• isolation from the daily operation 

• lack of communication of the environmental team with the rest of the company 

• limited environmental perception 

• lack of commitment to environmental issues 

 

Isolated EMS (3) 

By its very nature, this third type of EMS is separate from most of the day-to-day operations of the business. 

This makes it very difficult for the environmental team to communicate with the rest of the company, 

administration and staff. It hinders the development of the environmental perception within the company and of 

course does not help in the adoption of valid and solid environmental mentalities that would improve the 

environmental performance. Even the information of the environmental team itself regarding the decisions of 

other managers is deficient. The allocation of resources to the isolated environmental department is usually 

meager and the administration ultimately does not appear to be committed to environmental issues. 
 

EMS that operates throughout the business  

 



• accredited EMS 

• in the daily life of the company 

• environmental manager with an administrative role 

• staff training 

• control of subcontractors 

 

EMS that operates throughout the business  

The companies of the third type are those in which the environmental management runs throughout their whole life and is a 

part of their daily life. They have an accredited EMS and, usually, the environmental manager is also responsible for the 

health and safety of the company's employees, and probably for the quality of its products. The environmental manager has 

a prominent administrative role as he communicates the progress of the system, with periodic reports, directly to the senior 

management. He usually organizes training programs for the staff, but certainly those related to environmental awareness 

and training. Any  subcontractors  who are entrusted with the management of waste and energy efficiency of the company 

refer to him directly. 
 

Table with 2 columns and 5 rows 

EMS 

 

Diffused throughout the business 

Organizational framework  



 

Accredited EMS 

Specialized manager who administrates the EMS and the actions of the subcontractors  

 

Operational benefits 

 

Increased flexibility 

 

Operational disadvantages 

 

High cost 

Lack of environmental knowledge and skills 

Organizational barriers 

 

Gap in communication 

Administration mentality 

EMS that operates throughout the business (2) 

 

EMS that operates throughout the business (2) 



Briefly, the companies that assign the responsibility of the EMS to the staff and introduce it in their entire 

structure, have an accredited EMS and hire a specialized manager who administrates the EMS, as well as the 

actions of their subcontractors. These companies are very flexible and react easily and effectively to environmental 

issues. Of course, all this comes with high operating costs of the EMS, but in case the company is forced to limit 

its operation, there may be a deficit in environmental knowledge. The organizational barriers that this type of 

EMS must overcome are the gap in communication between the staff and the administration and the traditional 

administration mentality. 
 

EMS that operates throughout the business (3) 

 

• flexibility is a key advantage 

• high cost acceptable for the flexibility it offers 

• short-term costs versus long-term environmental improvement 

• communication is necessary 

 

EMS that operates throughout the business (3) 

Therefore the key advantage of this form is its flexibility. Outsourcing to external partners assists flexibility in recruitment to 



meet needs, but also helps to quickly and efficiently limit units when financial circumstances so require. The increased 

working hours in the environmental system and the increased costs are therefore considered acceptable for the company 

because of precisely this flexibility that they offer. Unfortunately, when the limitation of operations occurs due to external 

circumstances, this system can lead to a loss of environmental knowledge and experience on the processes that are 

interrupted. 

Here, the same structure of the business system presents an organizational barrier to the development of the EMS as it 

usually focuses on short-term costs rather than long-term environmental improvement. Communication is necessary, 

precisely because of the diffusion of the system but also the responsibility in the company, therefore lack of communication 

is a significant obstacle. Another communication barrier may come from the different, depending on the case and depending 

on cost and performance, selection of subcontractors, which essentially interrupts the communication and requires its 

redefinition from the beginning.  

 

Completed environmental management system 

 

•single system of: 
• environmental management 



• quality management  

• hygiene and security 

•main component of the goals of the company 

• all the executives are dedicated to it 

 

Completed environmental management system 

 

Finally, regarding the 4th and last type of EMS, each organization that implements a completed environmental management 

system integrates its environmental and quality system, as well as the health and safety system, into a single system. The 

previously independent systems are now subdivisions of this unique integrated system, which is designed to operate with 

subdivision manuals and procedures, under the supervision of auditors with training and skills for all three sectors 

simultaneously. 

The main advantage of this completed scheme is that it is part of the daily operation of the business. Thus, it essentially 

becomes a key component of the company's goals and therefore enjoys the dedication of all its executives. The daily 

monitoring of its operation implies the timely information, or even the prediction of the various possible events. The 

implementation of this type of EMS will give the company the opportunity to pursue a policy of continuous improvement. 

 



Table with 2 columns and 5 rows 

EMS 

 

Completed EMS  

 

Organizational framework 

 

Accredited EMS 

Adapted EMS that cover hygiene and safety needs as well quality assurance 

 

Operational benefits 

 

Part of the everyday operation 

Timely notice of possible incidents 

Continuous improvement mentality 

 

Operational disadvantages 

 

A unified audit process can lead to a loss of information regarding the procedure 

 

Organizational barriers 



 

Insufficient employee participation 

Communication  

Administration mentality 

 

Completed environmental management system 

 (2) 

 

Completed environmental management system (2) 

Thus, companies with a completed EMS essentially have a fully accredited system. It is adapted to the company 

and satisfies at the same time the hygiene and safety needs of the company as well as the quality assurance of its 

products and services. 

The company makes the most of the system's capabilities as this is part of its day-to-day operation and can lead 

to early notice of possible unexpected events. It is essentially the epitome of continuous business improvement. 

However, the unified audit process can be lengthy and ultimately lead to a loss of environmental information 

regarding the procedure. The organizational barriers that may arise during the implementation of such a system 

stem from the possibility of insufficient participation of employees in environmental management, 

communication, which must be seamless between the employees, between the administration, but also between 



the employees and the administration, and of course from the management mentality if it is not fully committed 

to the system, just as its implementation presupposes. 
 

Completed environmental management system (3) 
 

•continuous improvement policy 

•loss of specialized environmental knowledge 

• employee training and participation 

•participative process 

• a variety of business mentality within the company 

 

Completed environmental management system (3) 

The completed EMS is therefore the one that fully supports the policy of continuous improvement in every sector of the 

business and not only in the environmental one. It is possible, however, due to its centralized nature that the establishment 

of a central control would lead to a loss of environmental knowledge related to specialized aspects of the production 

process. In addition, the audit program can take a long time, even up to two to three months, and some production 

processes may require more regular audit. This can cause problems in estimating potential events, which will only be 



perceived when they are fully occurring. 

Communication is one of the most important factors for a company that wants to maintain the integrity of the training and 

participation of its staff in environmental improvement processes. If some employees are not willing to participate then the 

whole project is in danger of failure. In addition, constantly dealing with environmental issues can end up being boring. 

Although executives will agree to support the EMS, each of them may perceive the support required differently. In a 

business, after all, there can be more than one business mentality so the interpretation of environmental management will 

differ depending on the corporate culture. This is likely to lead to disagreements over the operational methods used to 

achieve environmental objectives.  

EMS = advantages and disadvantages 

 

•the preferred environmental policy assists in decision-making regarding: 
• EMS organizational development 

• economic transformation 

• distinction among the competitors 

• the study of the models assists the administration to examine which EMS type suits the 

company 

 



EMS = advantages and disadvantages 

Implementing an EMS, then, will ultimately result in a range of organizational advantages and disadvantages for the 

business. Undoubtedly, however, environmental policy will also help in making decisions on: 

1. The organizational development of the EMS in order to meet the needs of the company, 

2. The economic change caused by growth and the different circumstances in the company, 

3. The distinction among the competitors, which now includes the environmental performance of products and business. 

In practice, there is a connection between the various organizational causes that lead companies to adopt and implement an 

EMS. A systematic study and evaluation of the models mentioned earlier can help the administration to consider which type 

of EMS is best suited to the business, the obstacles that its implementation is likely to encounter and the corresponding 

operational advantages and disadvantages resulting from the adoption of each type. 

 

Information by EMS model 

 

Information by EMS model 

• shows the ways in which organizational barriers appear 

 



• shows the possible EMS outcomes in various economic environments 

 

•  shows the development tool that offers competitive advantages 

 

Learn more 

 

Competitive advantage 

 

Competitive advantage 

•  recognition of the EMS model of: 

•  competitors 

•  suppliers 

 

•  competitive advantage depends on: 

•  the type of EMS that the company will use 

• the EMS models of the entire supplt chain 

 

Environmental and business strategy – Conclusions  



 

Environmental and business strategy - Conclusions 

•  the environmental management system is: 

•  the framework for implementing environmental improvements 

•  the mix of needs and motivations that drive the business 

•  the barriers within the company 

 

•  accreditation tool 

•  method of continuous improvement 

 

Environmental and business strategy - Conclusions (2) 

 

Environmental and business strategy - Conclusions (2) 

Many companies, unfortunately, see ecology as a threat and implement only simple strategies to comply with current 

environmental legislation. 

Still others voluntarily start transformations in environmental management in order to gain a competitive advantage and to 

establish or increase their consumers. 

Others adopt prudent and compact environmental strategies to gain credibility with both the market and institutions and 

investors. 



 

Environmental and business strategy - Conclusions (3) 

 

Environmental and business strategy - Conclusions (3) 

•  an active environmental management that effectively "sells" the environmental policy to the 

administration 

 

•  the environmental strategy must: 

• fit the existing business strategy 

•  use business language 

•  be an integral part of the daily activity 

 

•  ISO14001 is a tool for developing and achieving environmental goals 

 

Environmental and business strategy - Conclusions (4) 

 

•environmental design 
• sustainable innovation 



• operational transformation 

•continuous improvement of products 

• ecological design 

 

Environmental and business strategy - Conclusions (4) 

The new trend of product design, but also of processes, is called environmental design. Environmental design leads 

businesses to sustainable innovation and operational transformation. The integration of product design and development in 

the EMS can lead to the continuous improvement of products by introducing the most ecological design in the company's 

strategy and mentality. Integrating environmental issues into the core of the business, however, certainly requires 

compromises, as not all environmental benefits can be achieved without cost. 
 

Environmental and business strategy - Conclusions (5) 

 

•environmental policy 
• formal strategy 

• operational goals 

• communication within the company 

•redefinition of goals 

•change of organizational barriers 



•new value systems 

• the administration is obliged to maintain stability by introducing changes gradually  

 

Environmental and business strategy - Conclusions (5) 

By adopting an environmental policy, companies must essentially establish a formal strategy and structure their 

operational goals, as well as the communication within them. The introduction of EMS challenges the traditionally 

conservative business culture. Thus they are forced to redefine their goals, to change their organizational 

boundaries and their structures. Businesses are essentially called upon to create new value systems that are 

relevant to the modern world, and to recognize and support new types of management of their issues. In all this 

the main job of the administration is to maintain stability in the company by introducing changes gradually. 
 

Environmental and business strategy - Conclusions (6) 

 

Environmental and business strategy - Conclusions (6) 

• four basic EMS models 

 

• importance and results depending on the approach of the company 



 

• they describe: 

• the obstacles and they ways in which they appear 

• information on possible EMS outcomes 

• development tool of competitive advantages 

 

Environmental and business strategy - Conclusions (7) 

 

Environmental and business strategy - Conclusions (7) 

• organizational and operational advantages and disadvantages 

 

• study of the models to decide the best type of EMS for each company 

 

• recognition of the EMS model of: 

• competitors 

•  suppliers  

 



Question Bank 1 

Unit 5 

1 Environmental strategy  

1.1 Environmental and business strategy 

1.2 Environmental management strategy and business strategy 

1.3 Environmental Management System  

1.4 EMS tool and method 

1.5 ISO14000 

1.6 Wide range of ‘green’ strategies 

1.7 Types of environmental strategy 

1.8 Passive strategy 

1.9 Counteractive strategy 

1.10 Preventive strategy 



1.11 Green innovation 

1.12 Environmental policies 

1.13 Traditional environmental management policy 

1.14 The ‘Green Wall’ 

1.15 The ‘Green Wall’ (2) 

1.16 The two paths of environmental management 

1.17 Business integration 

1.18 Levels of business integration 

1.19 ISO14001 Accreditation 

1.20 Factors affecting environmental transformation  

1.21 Environmental design 

1.22 Life cycle analysis 

1.23 Life cycle analysis (2) 



1.24 Life cycle analysis (3) 

1.25 Product orientation 

1.26 Environmental policy integration  

1.27 Environmental policy integration (continuing) 

1.28 Environment and business 

1.29 Organizational flexibility 

1.30 Organizational adaptation 

2 EMS models 

2.1 Businesses and strategy 

2.2 Strategy 

2.3 Walking towards the future 

2.4 Integration of the EMS in the business strategy  

2.5 Typical forms of business 



2.6 Businesses without EMS 

2.7 Businesses without EMS (2) 

2.8 Businesses without EMS (3) 

2.9 Isolated EMS 

2.10 Isolated EMS (2) 

2.11 Isolated EMS (3) 

2.12 EMS that operates throughout the business  

2.13 EMS that operates throughout the business  (2) 

2.14 EMS that operates throughout the business (3) 

2.15 Completed environmental management system 

2.16 Completed environmental management system (2) 

2.17 Completed environmental management system (3) 

2.18 EMS = advantages and disadvantages 



2.19 Information by EMS model 

2.20 Competitive advantage 

2.21 Environmental and business strategy - Conclusions 

2.22 Environmental and business strategy - Conclusions (2) 

2.23 Environmental and business strategy - Conclusions (3) 

2.24 Environmental and business strategy - Conclusions (4) 

2.25 Environmental and business strategy - Conclusions (5) 

2.26 Environmental and business strategy - Conclusions (6) 

2.27 Environmental and business strategy - Conclusions (7) 
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