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Abstract
Sustainable development is a global challenge. Voluntary environmental policy tools have
emerged as a way for organisations to tailor their response. ISO14001 is the most globally
recognised voluntary environmental policy tool, and prescribes a set of key requirements for
organisations to design and implement formal environmental management systems to
improve their environmental performance. ISO14001 was revised in 2015, and its new
requirements demand a greater level of strategic awareness for environmental issues from
organisations.
This thesis utilises a qualitative methodology to interview senior management representatives
of 10 organisations in the South West region of the UK to discover the extent to which they
consider the environment a strategic issue. The interview transcripts were coded using Nvivo
11. A gap analysis cluster against the new requirements of ISO14001:2015 was then
performed to identify key areas for improvement. The gap analysis revealed that the larger
organisations in the sample were considering the environment at a strategic level, but smaller
organisations were not. The results of the gap analysis cluster were then used to organise the
sample according to the SSGA tiered framework. The SSGA framework categorises
organisations into one of 3 tiers, where each tier represents the level of strategic integration
of environmental management issues. These tiers were then used to make recommendations
for how the Schumacher Institute’s Prepare for Change project can help organisations to
comply with the requirements of ISO14001:2015.
For Tier 1, Prepare for Change can facilitate consideration of longer-range horizons in
strategic planning to better understand the potential implications of climate change on
business operations. For Tiers 2 and 3, Prepare for Change can support organisations to
strategically identify their relevant internal and external environmental aspects.
The challenges presented by sustainable development necessitate strategic innovation at the
organisation level, as they are actors in a complex global system which is increasingly
susceptible to disruptive change.

Keywords: ISO14001:2015, sustainable development, strategic management, horizon
scanning, climate change, gap analysis
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1.0 Introduction
1.1 Overview
Sustainable development is a global challenge. It necessitates the need for all actors to
engage strategically. For organisations, this means integrating environmental management
into core business decision-making. However, this is recognised as a key challenge
(Azapagic, 2003). That said, voluntary environmental policy tools have emerged as a way of
responding flexibly, by tailoring sustainability initiatives to the particular capabilities and
context of individual organisations (Genc, 2013).
ISO14001 is the most globally recognised voluntary environmental policy tool (Boiral et al,
2017). ISO14001 prescribes a set of key requirements for organisations to design and
implement formal environmental management systems to improve their environmental
performance (Fonseca, 2016). First published in 1996, ISO14001 was revised in 2015, and
previously certified organisations have until 2018 to implement its key changes (BSI, 2015b).
For the first time, ISO14001:2015 requires organisations to consider their internal and external
context in order to identify environmental aspects both within their control, and those that have
the potential to impact their business operations (Fonseca, 2016). The revision requires
organisations to integrate these issues into their core strategic management process, with the
support of senior management, to achieve a balance between the environmental, social and
economic pillars of sustainability (Fonseca, 2016). Past research, such as Dahlmann et al
(2007), has found that environmental challenges are not considered to be strategically
important among UK organisations, despite their potential to be disruptive in the future. It is
considered that a lack of long-term planning could be a contributing factor in this lack of
integration and awareness.
ISO14001:2015 offers a unique opportunity to frame a new contribution to the business and
environmental management literature by providing an up-to-date snapshot in time of the level
of strategic integration of environmental management issues in the UK. The new requirements
of ISO14001:2015, with reference to clause 4 in particular, expect organisations to adopt a
more long-term, strategic view of issues which may affect them. One such issue is climate
change, and past research has failed to explore an empirical link between ISO14001 and
climate change associated risks and opportunities thus far (Boiral et al, 2017).
To be compliant with the requirements of ISO14001:2015, and to position themselves for long
term resilience, organisations must scan further into the future when making strategic
decisions. Strategic management tools such as The Schumacher Institute’s Prepare for
Change project can be of use for organisations who are planning to achieve ISO14001:2015
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certification, by offering horizon scanning services to identify emerging risks and opportunities
in the future.

1.2 Research Questions
The purpose of this thesis is to answer the following three research questions, and in so doing,
contribute to the advancement of the Schumacher Institute’s Prepare for Change project:
RQ1: What are the key changes to the ISO14001:2015 revision?
RQ2: To what extent do UK organisations consider the environment to be a strategic issue?
This research question is operationalised by three additional objectives:
-

To understand how and why organisations determine their environmental
management priorities,

-

To understand the level of integration of environmental issues in senior-management
decision making, and

-

To understand the extent to which organisations perceive climate change to be a risk

RQ3: Prepare for Change: How can strategic management tools such as horizon scanning
help organisations comply with the requirements of ISO14001:2015?

1.3 Structure
The remainder of this report is organised as follows: a summary of the existing literature on
sustainable development, voluntary corporate environmental management and ISO14001 will
precede the first research question: to identify and explain the key changes in the
ISO14001:2015 revision. An overview of the Schumacher Institute’s Prepare for Change
project will then follow with a discussion of strategic management techniques. In chapter 3, a
description of the qualitative methodology designed for the collection of primary data is
presented, followed by an explanation of the multi-step analytical procedure. In chapter 4, key
findings are presented before concluding with how Prepare for Change can be a useful
strategic management tool to assist organisations position themselves strategically for the
long term, and to achieve ISO14001:2015 certification.
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2.0 Literature Review
This chapter is designed to provide a contextual overview of the research aims. It begins with
a short discussion of sustainable development, which is followed by the response of business
to this challenge. It continues by answering RQ1 in section 2.4, and concludes with a
discussion of what is meant by strategic environmental management, and what tools are
useful in its pursuit.

2.1 Sustainable Development
In business management and environmental management literature alike, research is
increasingly focused on the role of businesses in supporting sustainable development
(Baumgartner, 2014). Indeed, there is a line of argument which criticises business as a
significant source of environmental harm through engagement in polluting activities (Azapagic,
2003). However, the counter is that business is essential for economic development at a
societal level (Azapagic, 2003). Thus, any discourse surrounding sustainable development
must take care not to exclude the prominent role of organisations in achieving such ambitions.
One of the most widely accepted definitions of sustainable development was published by the
Brundtland Commission in 1987:
“Sustainable development seeks to meet the needs and aspirations of the present without
compromising the ability to meet those of the future.” (WCED, 1987, p39).
Further, the goal of achieving sustainability is frequently divided into three pillars: the economic
pillar, the environmental pillar, and the social pillar (ISO14001, 2015; Fonseca, 2016). These
pillars demand systematic action from all actors, including governments and organisations,
due to the scale and complexity of the sustainable development challenge (Fonseca, 2016).
Indeed, growing concern for the environment, and associated issues such as climate change,
has increased the level of expectation placed upon key actors by society. However, for many
organisations, integrating sustainability into daily operations has been cited as a key challenge
(Azapagic, 2003). As stated by Azapagic (2003), the sustainable development challenge calls
for an economic ‘paradigm shift’, and only innovative organisations will be able to respond. In
academic research, the role which organisations should play is increasingly framed by the
concept of corporate social responsibility (Baumgartner, 2014; Dahlmann et al, 2007).

2.2 Corporate response to the challenge
Corporate Social Responsibility (CSR) is a concept where environmental and social issues
are voluntarily integrated into organisational processes (Graaflund and Smid, 2016). When
the issue of sustainable development is considered at the organisational level, it can be
defined as balancing the existing needs of internal and external stakeholders with those of
6|Page

stakeholders in the future. However, from under the banner of responsibility emerges a new
paradigm termed corporate environmentalism by Genc (2013). This paradigm recognises that
the traditional way of thinking about environmental issues (such as reactive, end-of-pipe
solutions) needs to change (Genc, 2013). Indeed, the progression of the sustainable
development challenge has led to a concern for the natural environment; which has quickly
prompted discussion of this as a strategic issue for organisations around the world (Dahlmann
et al, 2007). The very concept of voluntary corporate environmentalism is that organisations
design core, integrated strategies to solve environmental problems (Genc, 2013). However,
environmental management, as argued by Gonzalez-Benito and Gonzalez-Benito (2005), is
now an unavoidable concern for most organisations, prompting research into the effectiveness
of voluntary corporate environmentalism (Dibrell et al, 2011).

2.2.1 Voluntary Environmental Management
The traditional command and control approach to environmental regulation involves the
prescription of legal targets by government, designed to manipulate the environmental
behaviour of an organisation to improve performance (Potoski and Prakash, 2005; Altham and
Guerin, 1999). However, while this traditional approach has long underpinned the design of
environmental regulations, it has been criticised for encouraging reactive, ‘end-of-pipe’
solutions to environmental issues, and concealing more forward thinking, proactive responses
(Altham and Guerin, 1999). Because of these criticisms, environmental regulation has
evolved. Voluntary self-regulation has become a viable alternative, and has gained
prominence as an efficient corporate environmental policy tool.
Accordingly, organisations are increasingly seen to design proactive initiatives, beyond that
expected of regulations (often in an effort to earn exemption from command and control
prescriptions), to manage their environmental impact (Mori and Welch, 2008; Khanna et al,
2007). The evolution of self-regulation led to the development of certifiable standards for
Environmental Management Systems (EMS). Such voluntary standards include the European
Eco-management and Audit Scheme (EMAS) and ISO14001 (Altham and Guerin, 1999). A
typical EMS contains an overarching environmental policy and plans to both achieve and
regularly review its objectives, with the goal of reducing an organisation’s environmental
impact (Arimura et al, 2008).
Voluntary environmental policy tools afford organisations a greater level of control and
freedom in how they respond to environmental issues. However, in return for pursuing the
exclusive benefits of complying with stringent voluntary EMS standards such as EMAS and
ISO14001, organisations incur substantial financial costs (Potoski and Prakash, 2005).
According to Mori and Welch (2008), an organisation’s decision to accept such financial costs
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is related to both internal factors, such as their size and the willingness of senior management,
and external factors such as economic, regulatory or societal benefits and / or pressures,
depending on their context.

2.3 ISO14001
As the most globally recognised voluntary environmental management systems certification
(Ward, 2016; Nawrocka and Parker, 2009; Potoski and Prakash, 2005), the remainder of this
thesis will be framed by the requirements of ISO14001.
ISO14001 was developed following the Rio Summit on the Environment in 1992, which called
for organisations to respond to the sustainability challenge by standardising environmental
management globally (Nawrocka and Parker, 2009; Rondinelli and Vastag, 2000). ISO14001
has two primary goals; to support organisations in minimising their environmental impact, and
to contribute to answering the sustainable development challenge (Bansal and Hunter, 2003).
Since its inception, and the publication of the first ISO14001 standard in 1996, over 300,000
organisations around the world have achieved certification (Boiral et al, 2017). Accordingly,
ISO14001 is recognised as the primary reference in any discourse around voluntary corporate
environmental initiatives (Boiral et al, 2017). Understandably, global corporate interest in
ISO14001 certification has resulted in a plethora of academic research into its effects, benefits
and downfalls. There are many empirical investigations which explore the impact of ISO14001
on issues such as environmental performance, reputation, competitiveness and innovation
(Boiral et al, 2017).

2.3.1 Motivation for having a certified EMS
Many authors have discussed the benefits of ISO14001 certification which serve to motivate
organisations to pursue it. Indeed, numerous studies claim that the primary motivator was to
reduce environmental management costs (e.g. Ayub and Zaman, 2015; Genc, 2013;
Dahlmann et al, 2007; Nakamura et al, 2001). That said, critics suggest that any cost reduction
associated with ISO14001 certification comes coupled with high capital costs both in achieving
the initial certification and the cost of frequent auditing (Chiarini, 2017; Petursson, 2013).
Organisations with a strong environmental reputation may be motivated to pursue ISO14001
certification for their EMS as a way of reinforcing their green credentials and achievements
(Nawrocka and Parker, 2009; Bansal and Hunter, 2003). Indeed, as the most internationally
recognised EMS certification, ISO14001 can act as a beacon to external stakeholders of the
organisation’s commitment to environmental performance improvement and CSR (Bansal and
Hunter, 2003; Rondinelli and Vastag, 2000). One of the core excludable benefits of ISO14001
certification is brand association (Potoski and Prakash, 2005). On the other hand however,
critics argue that both voluntary environmental programs (Potoski and Prakash, 2005) and
8|Page

ISO14001 certification (Di Noia and Nocoletti, 2016) are nothing more than corporate
greenwashing. Greenwashing is an issue where organisations conceal their environmentally
damaging activities by being members of certification schemes such as ISO14001. To this
end, as ISO14001 does not facilitate the measurement of an organisation’s actual
environmental performance, it is argued by some to be an unsuitable management tool to
answer the sustainable development challenge (Rondinelli and Vastag. 2000).
Under the banner of CSR, some organisations and their management claim a moral and
ethical responsibility toward environmental protection, and pursuing ISO14001 certification for
their EMS underpins this (Dahlmann et al 2007; Gonzalez-Benito and Gonzalez-Benito, 2005).
That said, the EMS of many organisations remain focused on stakeholder relationships, cost
reductions and waste minimisation as a means to an end, rather than a true, strategic focus
on environmental management, central to business operations (Genc, 2013).

2.3.2 ISO14001: SMEs
Differences in the characteristics of organisations in various sectors are thought to determine
the likelihood of implementing an EMS and pursuit of ISO14001 certification (Nakamura et al,
2001). For example, several empirical investigations have concluded that the larger the firm,
the more likely they are to achieve ISO14001 certification (e.g. Ozusaglam et al, 2017;
Graaflund and Smid, 2016; Khanna et al, 2007). Indeed, critics argue that ISO14001 is the
sole territory of large organisations, and excludes SMEs. That said, ISO14001 can still benefit
SMEs, despite potential difficulties in determining their environmental responsibilities due to
limited resources to do so (Graafland and Smid, 2016). ISO14001 could improve SME
innovation by offering guidance on how they can learn as an organisation, and implement
process changes to improve their environmental performance (Graaflund and Smid, 2016).

2.3.3 ISO14001:2015 revision
In response to some of the criticisms of ISO14001 introduced above, such as a lack of true
strategic integration and incompatibility with SMEs, a new version of the standard was
published in 2015. Section 2.4 is dedicated to research question 1, which is to identify the key
changes to the new standard.
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2.4 RQ1: What are the key changes to the ISO14001:2015 revision?
In this sub-chapter, RQ1 will be answered. The purpose of which is to identify the major new
requirements of ISO14001:2015 and changes against the previous version of the standard;
ISO14001:2004. In so doing, this will help to contextualise the analysis described in chapter
4.
The first thing to note is that ISO14001:2015 was published on the 15th of September 2015
and any organisations which had previously achieved accreditation to ISO14001:2004 have a
3-year transition period to September 2018 to understand and implement any changes (BSI,
2015b; Advisera, 2015). Organisations with no previous accreditation must start from the
beginning of the process.

2.4.1 Revision process
The process to revise ISO14001 started in 2012 after the International Organisation for
Standardisation (ISO) introduced a policy requiring that all of their management system
standards should follow the same structure (ERM, 2015). This new structure has been named
Annex SL (BSI, 2015b), and is cited as one of the most significant and visible changes
(Fonseca, 2016; ERM, 2015). Annex SL replaces and expands upon its previous counterpart
ISO Guide 83. The intention behind having a common structure for all ISO management
systems (such as those for quality management, energy, and health and safety) is to reduce
any difficulties which organisations may face in integrating multiple systems simultaneously
(Certification Europe, 2015; ERM, 2015), and to ease their design in the first instance (BSI,
2015b). The new structure introduces “identical text and common core management system
terms and definitions” (ERM, 2015 p1) for all management system standards, helping to
improve consistency (BSI, 2015b).

2.4.2 Plan, Do, Check, Act
Along with changes to the structure and element titles, the underlying model of
ISO14001:2015 has also changed. ISO14001:2015 is based on the concept of Plan, Do,
Check, Act (hereby PDCA) to enable continual improvement of environmental performance
(ISO14001, 2015). Figure 1 (overleaf) illustrates how the various clauses of ISO14001:2015
associate with the elements of the PDCA model. Through these changes, ‘leadership’ is now
a central element, and a clause concerning organisational context is introduced (subsequently
explained in more detail), encouraging the environmental management system to become a
strategic tool. Accordingly, organisations must now identify all relevant environmental issues
which may affect them, and relate them to the intended outcomes of their EMS (ERM, 2015).
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Figure 1: PDCA. Source: CBISCO, 2015.

2.4.3 Structure
The following numbered list introduces the reader to the section headings of the new Annex
SL structure for all new ISO management systems. The key changes to ISO14001:2015 will
then be discussed in chronological order under each heading.

1. Scope

6. Planning

2. Normative References

7. Support

3. Terms and Definitions

8. Operation

4. Context of the Organisation

9. Performance Evaluation

5. Leadership

10. Improvement
(ISO14001, 2015)
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The first three clauses of the 2015 revision of ISO14001 introduce the user to its key
terminology and to what is expected of the standard to achieve certification. While there are
few fundamental changes in these clauses, it is still of note to provide a brief overview to
conceptualise understanding of clauses 4 - 10. As displayed in Figure 1, clauses 4, 5 and 6
relate to Plan, clauses 7 and 8 relate to Do, clause 9 relates to Check, and clause 10 relates
to Act of the PDCA model.

2.4.4 Clause 1: Scope
The very purpose of ISO14001:2015 is to offer guidance to organisations on how they should
consider and manage their environmental impact to improve process performance (ERM,
2015). Indeed, when an organisation manages its environmental responsibilities in such a way
that considers all business functions and operations; a more systemic perspective of its
processes can be achieved (Advisera, 2015). ISO14001:2015 encourages organisations to
adopt this process approach, and a certified EMS is a useful tool to do so. As will be shown in
clauses 4 and 5, ISO14001:2015 also now encourages organisations to integrate this process
approach into top-level strategic decision making (Advisera, 2016). To this end, though not a
prescriptive requirement, for the first time ISO14001:2015 introduces the term life-cycle
perspective. To be compliant, organisations are now expected to consider the full life-cycle
environmental impacts relevant to their operations, products and services; ranging from supply
chains through to waste disposal (ERM, 2015).

2.4.5 Clause 2: Normative References
ISO14001:2015 includes no normative references (ISO14001, 2015). This is to ease the
integration with other ISO standards, such as the ISO9001:2015 revision for Total Quality
Management.

2.4.6 Clause 3: Terms and Definitions
Clause 3 serves as a glossary of key terminology in the new ISO14001:2015 revision. It would
add no value to this thesis to present these in any detail here, beyond identifying 4 key themes
within which terminology is categorised, as follows:
•

Terms related to Organisation and Leadership,

•

Terms related to Planning,

•

Terms related to Support and Operation, and

•

Terms related to Performance Evaluation and Improvement

(ISO14001, 2015).
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2.4.7 Clause 4: Context of the Organisation
This clause is one of the primary core changes to ISO14001:2015 and is an entirely new
requirement (NQA, 2015; Certification Europe, 2015). It is a prescriptive requirement, whereby
organisations are expected to arrive at a strategic level of awareness of potential positive and
/ or negative factors that may either affect or be affected by an organisation’s activities (BSI,
2015b). Such factors may be internal (e.g. organisational culture) or external (e.g. the impacts
of climate change and resource availability) (NQA, 2015). Indeed, the clause places a
particular focus on identifying relevant environmental changes on a local, regional or global
scale (Advisera, 2015; Fonseca, 2016). In so doing, the individual goals and purpose of any
organisation’s EMS, and its intricacy, will be influenced (Advisera, 2016; NQA, 2015). The
ultimate goal is to strike a balance between achieving benefits for both the environment and
the organisation itself (Fonseca, 2016).

2.4.8 Understanding the organisation and its context (clause 4.1)
When planning for this clause, it is important for organisations to take a systems perspective
to focus their understanding on their part of the bigger picture (BSI, 2015a). Indeed,
understanding organisational context is not strictly confined to the identification of
environmental conditions and may well require organisations to consider other contextual
factors which could influence the design and operation of their EMS. These may include
economic, regulatory and technological changes (BSI, 2015a; Certification Europe, 2015).
That said, the focus of any EMS is ultimately on the environment, and accordingly priority
should be afforded to those environmental conditions which may be influenced by the
organisation’s operations (such as land use changes, biodiversity, air and water quality) and
those which may influence the organisation’s operations (such as existing land use / quality
and climate change issues) (Certification Europe, 2015).

2.4.9 Understanding needs and expectations of interested parties (clause 4.2)
In addition to sub-clause 4.1, organisations are also expected to explore their context by
identifying the needs and expectations of interested parties. Interested parties are those who
may have an influence over or interest in the outcomes of an organisation’s environmental
performance, either directly or otherwise. To illustrate, external interested parties may include
potential investors, competitors, regulators, consumers or other shareholders, and internal
interested parties such as employees, senior management and board members (NQA, 2015).
Upon identifying these parties, and after consideration of their respective needs, individual
organisations must then decide which of these to adopt as compliance obligations (BSI,
2015b). Compliance obligations are both legal and regulatory requirements, and also
voluntary, non-legal requirements which the organisation chooses to implement and comply
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with (Fonseca, 2016). Sub-clause 4.2 of ISO14001:2015 expands upon 4.3.2 of
ISO14001:2004, where only regulatory and contractual obligations were expected to be
considered (Advisera, 2015).

2.4.10 Determining the scope of EMS (clause 4.3)
Both 4.1 and 4.2 are planning stages for sub-clause 4.3, where the organisation must set the
scope of its EMS and subsequently design strategies to achieve its requirements. It is up to
the organisation to decide this (Fonseca. 2016).

2.4.11 Environmental management system and its processes (clause 4.4)
Sub-clause 4.4 operationalises 4.3, as determined by 4.1 and 4.2, to establish and maintain
the EMS (NQA, 2015). Comparable to the requirements of ISO14001:2004, this sub-clause
requires organisations to implement, maintain and continually improve their EMS. That said,
the purpose of the ISO14001:2004 counterpart was to continually improve the EMS itself, with
environmental performance improvements becoming a secondary outcome. In the 2015
revision however, it is emphasised that environmental performance improvements are to be
the focus of the whole system (Fonseca, 2016).
The culmination of all sub-clauses in this new section of ISO14001 (i.e. strategic analysis of
the context of the organisation) provides information about the systemic interactions between
an organisation, it’s EMS, and environmental conditions which it may impact or be impacted
by (Fonseca, 2016).

2.4.12 Clause 5: Leadership.
2.4.13 Leadership and Commitment (clause 5.1)
As shown in the discussion of the new requirements in Clause 4: Context of the Organisation,
ISO14001:2015 now requires that environmental management be incorporated into overall
strategic business planning (Advisera, 2015; ERM, 2015). Achieving this requires increased
involvement and commitment from an organisation’s senior management, prompting
discussion of the second major change in ISO14001:2015. (ISO14001, 2015). For the first
time, ISO14001 now includes a dedicated clause for leadership, where leadership is defined
as the individual or group of individuals who assume the highest level of control over an
organisation (BSI, 2015b). This new clause requires senior management to not only accept
total responsibility for the success of their organisation’s environmental management, but to
adopt a level of commitment which assures adequate support and resources are available for
the EMS to achieve its objectives (NQA, 2015; ERM, 2015; Fonseca, 2016). For this, senior
management must now link their organisation’s environmental policy directly to its overall
business strategy (ERM, 2015; NQA, 2015). Indeed, this new clause is cited as one of the
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most important in the revised ISO14001:2015, likely to require cultural changes to
management involvement in daily environmental management practices at many
organisations (Advisera, 2015).

2.4.14 Environmental policy (clause 5.2)
Under this sub-clause, which replaces 4.2 in ISO14001:2004 (same title), senior management
are now responsible for establishing an environmental policy (BSI, 2015b) which is apt to their
organisation’s defining characteristics; including its size and market scope (Advisera, 2016).
Though the requirements of this clause are largely comparable to that of ISO14001:2004,
there are some notable changes. The scope of this requirement has changed from a
commitment to prevent pollution to a commitment to protect the environment (NQA, 2015).
This key change in terminology now not only incorporates pollution prevention, but also
includes an awareness of and commitment to climate change adaptation / mitigation
measures, sustainable use of resources, the protection of biodiversity and ecosystems, and
all factors contextual to the organisation as defined in clause 4 (Fonseca, 2016; NQA, 2015;
Advisera, 2016). Underpinning this clause is a senior management commitment to the
continual improvement of their organisation’s EMS to achieve improved environmental
performance overall through the setting of objectives (Certification Europe, 2015; BSI, 2015b).
It is also a new requirement that the environmental policy must be accessible to all interested
parties as identified in clause 4.

2.4.15 Organisational roles, responsibilities and authorities (clause 5.3)
Annex A of ISO14001:2015 states that, although senior management may utilise their right to
delegate the operationalisation of any of the above sub-clauses, they retain responsibility for
ensuring their requirements are met. Thus, it is a critical requirement that senior management
are directly involved in the promotion and operation of environmental management at their
organisation (Certification Europe, 2015).

2.4.16 Clause 6: Planning
Clause 6 is closely linked to clause 4, whereby once organisations have identified their
environmental context and the scope of their environmental priorities, they can then plan their
management system around corrective action (BSI, 2015b). There are a number of new
requirements within this clause:

2.4.17 Actions to address risks and opportunities (clause 6.1)
It is a brand-new requirement of ISO14001:2015 that organisations should consider risks and
opportunities related to the environment. In section 3.2.11 of the standard, risks and
opportunities are defined as potential adverse effects (threats) and potential beneficial effects
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(opportunities) (ISO14001, 2015). It is expected that organisations not only determine relevant
environmental aspects, but also consider their context and compliance obligations when
identifying risks and opportunities, as per the requirements of 4.1 and 4.2 (NQA, 2015). The
purpose of this clause is to minimise the occurrence and impact of undesirable events, such
as with changing and adverse external environmental conditions, for example (Advisera,
2015).

2.4.18 Environmental objectives and planning to achieve them (clause 6.2)
This requirement (previously 4.3.1, same title in ISO14001:2004) is largely similar to its
counterpart, but now requires organisations to adopt a lifecycle approach to their planning,
with particular reference to abnormal and emergency situations as a new requirement (NQA,
2015). To illustrate, emergency situations may include, amongst others, natural disasters
closely linked to climate change, such as extreme weather events and flooding. In order to
plan for such situations, they need to be identified through clause 4 requirements in the first
instance (Fonseca, 2016). Upon identifying environmental aspects, compliance obligations,
risks, opportunities and potential emergency situations, it is a new requirement of
ISO14001:2015 that organisations must then plan action to mitigate their effects and impacts,
or address their responsibilities (Fonseca, 2016; NQA, 2015). When compared to
ISO14001:2004, this new requirement is more thorough, reflecting a greater level of detail
enabled by changes to the planning process (BSI, 2015b).

2.4.19 Clause 7: Support
Minor changes to this clause relate primarily to terminology. There are no fundamental
changes to requirements against ISO14001:2004. Organisations are still expected to provide
adequate support to the successful performance of their EMS. This should be achieved
through the provision of resources, the assurance of staff competence through identification
of training requirements in 7.2 Competence, and the internal and external communication of
the organisation’s environmental policy and associated information in 7.3 Awareness and 7.4
Communication (Fonseca, 2016; BSI, 2015b). Compliance with these requirements serves to
assist the continual improvement of the EMS. In line with the new requirement to identify
compliance obligations in clause 4, ISO14001:2015 stipulates environmental information
should be communicated to potential interested parties (BSI, 2015b).

2.4.20 Clause 8: Operation
It is here that the EMS is operationalised. ISO14001:2015 requires organisations to adopt a
life-cycle perspective for all environmental aspects of its operations, considering the entire
supply chain, from product procurement to waste streams (BSI, 2015b). Organisations are
required to consider such aspects at the appropriate planning stage in 8.1: Operational
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Planning and Control (Fonseca, 2016). Clause 8.2 Emergency Preparedness and Response
contains a new requirement for organisations to consider a variety of potential emergency
scenarios and be prepared in order to control and minimise environmental risk (Advisera,
2016; NQA, 2015).

2.4.21 Clause 9: Performance evaluation
The biggest change to clause 9 is the involvement of senior management in the EMS
evaluation process in 9.3 Management review. It is expected that organisations perform
regular audits and reviews to identify key actions which contribute to the continual
improvement of the EMS (BSI, 2015b).

2.4.22 Clause 10: Improvement
The final clause in ISO14001:2015 is related to continual improvement. The new model and
focus on risk-based thinking removes the specific requirement for preventive action in
ISO14001:2004 (BSI, 2015b). Section 10.2 Nonconformity and Corrective Action replaces its
counterpart 4.5.3 Nonconformity, Corrective action and Preventive action, and requires that
organisations recognise that having an EMS is in itself a tool for preventive action. Indeed, the
concept of preventive action is now incorporated, inexplicitly, into clauses 4 and 6 (NQA,
2015). Accordingly, the biggest change to clause 10 is in terminology, replacing preventive
action with corrective action and continual improvement.

2.4.23 Summary
As shown in this chapter, key changes to requirements within the ISO14001:2015 revision are
found within those clauses which relate to the plan step of the PDCA model. To achieve
compliance, it is now expected that environmental management be significantly more
integrated into the strategic decision-making process of an organisation, with demonstrable
and enhanced involvement of senior management in environmental performance. With an
increased focus on life-cycle thinking, ISO14001:2015 is intended to be a tool for sustainability,
recognising and working towards a balance between the environmental, social and economic
pillars of sustainability within a global system (Fonseca, 2016).

2.5 ISO14001:2015 and climate change
The new requirements of ISO14001:2015 can be interpreted as a nudge toward a taking more
strategic view of climate change (Petursson, 2014). The new requirements of clause 4 for
example, whereby organisations are required to determine their environmental context, should
prompt consideration of actions to address issues related climate change adaptation and
mitigation (ISO, 2016). Climate change represents a business risk, but it also presents a
business opportunity, and addressing its challenges will require innovation at the strategic
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management level (ISO, 2016; Genc, 2013). Without this strategic level view, climate change
will be disruptive for many organisations due to its associated risks, such as resource
constraints and increased frequency and intensity of extreme weather episodes leading to
discontinuity in supply chains, to name a few (Enkvist et al, 2008; ISO, 2016). A thorough
understanding of these risks can support organisations to become more resilient to these
disruptions (ISO, 2016), and can promote mitigating action in daily operations.
Of course, how organisations choose to integrate climate change at the strategic level will
depend on their perception of how particular risks and opportunities may transpose to their
particular business requirements, relevant to their context (Kolk and Pinkse, 2005). As noted
by Sullivan (2011), climate change should be comparable to other strategic considerations.
However, in their survey of 100 UK organisations, Dahlmann et al (2007) found that this was
not the case. They argue that, despite climate change gaining prominence in policy discourse
and public debate, organisations are not positioning themselves for the long-term implications
of climate change (Dahlmann et al, 2007). It is not dismissed here that the challenges of
climate change are unlikely to be felt in the near term (Sullivan, 2011). However, a strategic
assessment of climate change demands that organisations position themselves for the future
(Dahlmann et al, 2007).
One barrier to the strategic consideration of climate related risks and opportunities is the time
horizons over which organisations make planning decisions. Indeed, planning for the distant
future can benefit the effectiveness of environmental management at the organisational level
(Dahlmann et al, 2007). However, as reported by Sullivan (2011) and Dahlmann et al (2007),
many organisations typically make planning decisions based on a three to five year horizon,
serving to conceal important aspects of climate change risks and opportunities.
Another significant barrier to the strategic consideration of climate related risks and
opportunities is the uncertainty in projections, encouraging organisations to focus on short
term, low risk decisions and adopt a ‘wait and see’ mentality towards strategic planning
(Sullivan, 2011). However, as noted by Epstein and Roy (2001), a long-term strategy is
necessary to ensure business success. Encouragingly, Enkvist et al (2008) found evidence to
suggest that organisations across a range of economic sectors in their analysis were
beginning to acknowledge climate change risks and opportunities as a strategic issue.

2.5.1 Uncertainty
There is a knowledge gap regarding the relationship between strategic decision making and
uncertainty about the future. According to Lopez-Gamero et al (2011), uncertainty can be
defined as a lack of adequate knowledge to predict and plan for external aspects and issues.
In the presence of uncertainty, integration of issues such as climate change and other long
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term environmental challenges into strategic planning becomes an increasingly difficult task
(Lopez-Gamero et al, 2011). Designing long-term strategies where uncertainty is present,
quantifying them, and transposing them into organisational operations in the short term is a
complex challenge (Epstein and Roy, 2001). It is here that a number of strategic management
tools can be useful, as discussed in the next sections of this thesis.

2.6 Strategic Management
If the process of strategic decision making is viewed through the lens of strategic thinking, it
can be defined as a process requiring creativity in the face of uncertainty and unpredictability
(Graetz, 2002). Indeed, to be competitive in the face of change, organisations must recognise
and plan for emergent risks and opportunities (Bengston, 2013), in line with the requirements
of ISO14001:2015. Environmental management issues are interlinked with uncertainty and
complexity, and the minimisation of disruption can be achieved by identifying issues early
(Cook et al, 2014). To this end, management scholars have acknowledged a need to think
strategically about the future (Bonn, 2005; Stonehouse and Pemberton, 2002).

2.6.1 Strategic Management Tools
A number of strategic management tools have been developed to assist with this challenge.
The concepts of these tools differ, but they have a common denominator; that the goal should
be to move from a mindset of reactively solving problems to proactively searching for
opportunities through the consideration of longer time horizons (Fahey et al, 1981).

2.6.2 Backcasting: The Natural Step
The Natural Step framework is one such strategic management tool, developed in 1989
(Burns, 2000). The purpose of The Natural Step is to take a systems perspective to combine
scenario planning and a method called backcasting to help organisations predict potential,
desirable, sustainable futures and facilitate the design of plans to achieve them (Sutherland
and Woodruff, 2009; Burns, 2000). It is a tool which does not prescribe specific requirements,
and can be easily aligned with an EMS (Burns, 2000).

Figure 2 overleaf

19 | P a g e

Figure 2: Backcasting envisages a desirable future and works backwards to plan to achieve it.
Source: Quist, 2014.

2.6.3 Horizon Scanning
Where backcasting begins with an ideal future scenario and works backwards, horizon
scanning begins with the present and looks to the future. It is a tool used to gather detailed
knowledge about emergent themes and issues, including weak signals of change, external to
an organisation, to aid strategic planning around potential risks and opportunities (du Toit,
2016; Bengston, 2013). Horizon scanning may be specific or broad in nature. According to
Bengston (2013), horizon scanning is typically concerned with one of three time-horizons.
These are: immediate impacts (1 – 3 years), emerging impacts (3-10 years) or future impacts
(10+ years) (Bengston, 2013). Horizon scanning can help to reduce uncertainty about potential
future scenarios (particularly those related to climate change), by improving knowledge about
such issues (Cook et al, 2014). Indeed, horizon scanning reduces the risk of delayed action
(Cook et al, 2014). It is a useful, but under-utilised strategic management tool which could
support organisations in preparing for potential disruptive changes in the future (Sutherland
and Woodroof, 2009).

Figure 3 overleaf
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Figure 3: Horizon scanning gathers information about the future to assist present decision-making.
Source: Quist, 2014.

2.7 The Schumacher Institute: Prepare for Change
The Schumacher Institute, based in Bristol, UK, have established a project called Prepare for
Change, which is designed to perform horizon scanning services for the benefit of local
organisations (Bristol Resilience Network, 2015). In recognition of the likelihood of a future of
disruptive environmental changes, its goal is to increase local economic resilience to global
challenges, with reference to climate change impacts in particular (Williams and Roderick,
unknown). Prepare for Change is building a database of evidence, forecasts and predictions
by monitoring global issues. Underpinned by a framework of preparedness, the project is
working to stimulate innovation, and to identify opportunities to encourage organisations to
take a long-term perspective in their strategic decision making to reduce uncertainties
(Williams and Roderick, unknown).

2.8 Research Gap
The new revision of ISO14001:2015, which is still within its transition window until September
2018, offers a unique opportunity to frame a new contribution to the business and
environmental management literature. Firstly, by exploring the importance of considering the
environment as a strategic issue, as recommended by Genc (2013), with reference to climate
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change for example. Indeed, empirical research linking ISO14001 to climate change is
currently sparse (Boiral et al, 2017).
It is recognised that future environmental change has the potential to be disruptive to UK
organisations (Dahlmann et al, 2007). To answer this challenge, there is a need to integrate
long-term planning into strategic decision making (Dahlmann et al, 2007). Accordingly, the
present research will seek to make recommendations for how the Schumacher Institute’s
Prepare for Change project can support organisations through the planning clauses of
ISO14001:2015 to position themselves strategically for the long-term. While research by
Burns (2000) has considered how backcasting can be strategically aligned with an
organisation’s EMS, similar research has not been conducted for horizon scanning services,
such as Prepare for Change.
As per the recommendations of Genc (2013), Dibrell et al (2011) and Khanna et al (2007),
what follows is a cross-sectoral investigation, at a regional scale, which includes SMEs within
the sample, to explore the extent to which the environment is considered a strategic issue for
UK organisations. For context, Dahlmann et al (2007) concluded their analysis by suggesting
that simply, it was not.
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3.0 Methodology
In order to investigate the research questions, set out in chapter 1, a qualitative methodology
was designed. In this chapter, this methodology is described in full, and includes an
explanation of the process followed for both primary data collection and its subsequent multistep analysis. It is important to note here that the first research question: to identify the key
changes to ISO14001:2015, was answered through the literature review process, and
accordingly this chapter describes the process used to investigate research questions 2 and
3 only.
Phenomenology is an approach to qualitative research which has a history of utilisation in the
social sciences (Lester, 1999). Phenomenology is a way of thinking which places emphasis
on interpretations of the world. Phenomenologist researchers aim to understand how *things*
appear to their subjects (Lester, 1999). Accordingly, it was deemed appropriate to adopt the
phenomenologist approach for the present research, given its effectiveness in assisting with
the overarching goal of gaining insight into how organisations consider their environmental
context, and the impact which this has on their motivations and / or actions.

3.1 Primary data collection
The primary data used in this study was obtained by conducting semi-structured interviews
with members of senior management at 10 organisations in the South West region of the UK.
Interviews are a useful tool in qualitative research where the objective is to gain insight and
understanding of subjective opinions or attitudes towards an issue of interest (Rowley, 2012).
The semi-structured format allowed for the gathering of more detailed information than would
otherwise be possible with a more structured method (Rowley, 2012).
A full description of the characteristics of each organisation is provided in table 1, however
their names have been assigned a letter to protect the anonymity of each. The interviews were
conducted during August and September 2017. The goal was to conduct interviews in person,
however for logistical reasons, some were conducted over the telephone, and one was
answered in written form via email correspondence. The email interview was the preference
of the participant, and a list of open-ended questions was sent to them. Face-to-Face and
telephone interviews ranged in length, from 17 minutes to 39 minutes.
The interview questions were designed using a mix of closed-ended questions to obtain
descriptive statistics, and open-ended questions for a more detailed understanding of key
concepts and organisational perceptions. The questions were designed in collaboration with
the Schumacher Institute, and were informed by the key concepts identified in Chapter 2. The
pre-designed list of questions is provided in appendix 8.2.
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Table 1: Breakdown of the participant’s position within the organisation, the date, type and length of
interview, and whether consent was given to record the interview for transcription purposes.

Participant’s

Date of

Type of

Length of

Audio

Position

Interview

Interview

Interview

Recording?

Chief Sustainability

31/08/2017

Face-to-Face

29m42s

Organisation

A

Officer
B

Chief Executive Officer

Y
30/08/2017

Face-to-Face

32m14s
Y

C

Design Coordinator

4/09/2017

Telephone

28m52s

Y

D

Assistant Manager

01/09/2017

Face-to-Face

19m02s

Y

E

Commercial Manager

07/09/2017

Telephone

38m43s

N

F

Environmental Manager

15/09/17

Face-to-Face

19m12s

Y

G

Operations Manager

12/09/2017

Face-to-Face

17m37s

Y

H

Outreach Manager

14/09/17

Face-to-Face

23m53s

Y

I

Facilities Manager

26/09/17

Telephone

27m39s

N

J

Engineering Team

27/09/17

Email

N/A

N/A

Manager

3.1.1 Heterogeneous, purposive sampling
Previous studies have focused on single economic sectors such as tourism, construction or
the automotive industry (e.g. Comoglio and Botta, 2012; Christini et al, 2004) but few –
especially recently – have attempted to explore the bigger picture, with multiple industries
included in the sample. That said, Dahlmann et al (2007) conducted a large survey of 100
organisations in the UK and found that, at the time, the environment could not be classified as
a strategic issue. Thus, the purpose of the present research is to build on this snapshot in
time. By including organisations which vary in size, and a range of economic sectors (and are
thus likely to be exposed to or prioritise different environmental concerns), commonalities and
differences in perceptions of environmental issues can be exposed (Dahlmann et al, 2007).
To this end, a heterogeneous, purposive sampling technique for maximum variation was
employed in recognition that proportionality is not a primary concern for the present research
(Crossman, 2017).
Purposive samples are non-probability samples, where participants are chosen in accordance
with their suitability to the aims of the research (Crossman, 2017). The goal of this sampling
method is to gain maximum insight form as diverse a range of participants related to a common
denominator as possible (Crossman, 2017). For the present research, said common
denominator is the extent to which organisations consider the environment a strategic issue
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across a range of economic sectors. Indeed, by including a range of economic sectors and
business contexts, it was possible to acquire a heterogeneous sample and capture a diverse
range of opinions around the central topic: ISO14001:2015. Accordingly, this method was
deemed appropriate.

3.2 Multi-step analysis
3.2.1 Step 1: Thematic Content Analysis
To align the analysis with the specific objectives of this thesis, consideration to two qualitative
data analysis approaches was given. The first of which was the deductive approach. The
deductive approach relies upon a pre-defined framework of concepts and theories, and is most
common in hypotheses testing research (Elo and Kyngas, 2008; Thomas, 2006). This
approach has received criticism however, for its potential to conceal emergent themes, and is
typically focused on issues of causality (Thomas, 2006). The second approach was the
inductive approach, which utilises the objectives of the research to determine its scope. The
inductive approach is common to social science research and is concerned with offering a
new or different perspective on either an existing topic of interest or entirely new phenomena
Thomas, 2006). The key difference in the two approaches is that the deductive approach
advances from a general level of focus, such as a theory or hypothesis, to a specific level
where a theory or hypothesis can be accepted or rejected. The inductive approach advances
from the specific, such as a dataset, to the general, such as the identification of emergent
patterns and themes (Soiferman, 2010). For the purpose of research question 2 – to what
extent do UK organisations consider the environment to be a strategic issue? – the inductive
approach to analysis was employed. Following the interview process, this enabled the
identification of themes as they emerged from the primary qualitative data.
The following procedure was followed for thematic content analysis:
1. Data cleaning and preparation: upon completion of the interview process, and where
consent was given to record them, audio recordings were transcribed in full. Where consent
was not given for audio recording, field notes taken during the interview were cleaned,
prepared and formatted.
2. Repeated, careful review and analysis of the audio recordings, interview transcripts and
field notes to enable an in-depth understanding of the primary data.
3. The software package Nvivo (version 11.4.1) was then utilised to code the data. Software
packages such as this are commonly used to increase the efficiency and accuracy of analysis
of large amounts of qualitative data. In the first cycle of coding, the In Vivo coding method was
utilised to identify an initial coding framework using only the content of the interview transcripts
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to identify themes (Saldana and Mallette, 2017). This first cycle produced a coding framework
with 49 nodes. Secondary data sources were then imported to the Nvivo project file. These
included published environmental policies and case studies on each participating organisation
which were deemed relevant to the research question, and were used to facilitate the second
cycle of coding. The second coding cycle followed the descriptive coding method to synthesise
and triangulate data into a summary coding framework (Saldana, 2009). Finally, the third
coding cycle produced an analytical tree of 9 key emergent themes with 40 sub-themes.

3.2.1a Trustworthiness
The use of secondary data sources during the second cycle of coding also served to increase
construct validity by enabling triangulation of the interview transcripts with published
documents. Repeated analysis of the interview transcripts, audio recordings and field notes
increased the internal validity and reliability of the data.

3.2.2 Step 2: Gap Analysis
Step 2 of this analysis was to perform gap analyses for each organisation against the new
requirements of ISO14001:2015. This was an essential step to answer research question 3.
Gap analysis is a cross-disciplinary method for comparing differences between a current and
a target state. It asks the questions what is, and what should be? (Zack, 2002).

3.2.2a ISO14001:2015 Gap Analysis Toolkits
In the context of ISO14001, the purpose of a gap analysis is to assess an organisation’s
current environmental management practices and policy against the latest requirements of
ISO14001:2015. An organisation need not have prior accreditation for this analysis to be
conducted. In so doing, key areas for action or improvement can be identified. A gap between
what an organisation is doing, and what an organisation needs to do to comply with ISO14001
requirements is called a strategic gap (Zack, 2002). It should be noted that a lack of detailed
information and knowledge may result in a strategic gap, particularly in the presence of
uncertainty (Zack, 2002).
There are numerous toolkits available online to perform ISO14001:2015 gap analyses, which
vary in depth, quality and length. With this in mind, a cluster of 3 separate gap analysis toolkits
was utilised for each organisation. 2 of these toolkits were published by the BSI and take the
form of a self-assessment questionnaire. The third was acquired through successful
completion of Certification Europe: ISO14001:2015 training course (appendix 8.3). The latter
provided a scoring system for each element of the gap analysis, whereby:
0 = no fulfilment, 1 = partial fulfilment, and 2 = fulfilment of each ISO14001 requirement
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This scoring system was applied to each of the 3 different toolkits, which varied in length from
22 to 74 questions. It is important to note that it was beyond the scope of the present research
to perform gap analyses for all 10 clauses of ISO14001 for logistical and data access reasons,
and time constraints. Accordingly, the gap analysis cluster was performed on those clauses
which relate to the planning phase of the PDCA model, i.e. clauses 4, 5 and 6. These are the
areas of biggest change in ISO14001:2015, and those most directly aligned to the scope of
the Schumacher Institute’s Prepare for Change project. For each organisation, the results of
each of the gap analysis cluster were converted to percentages to enable the 3rd step of the
analytical procedure.

3.2.3 Step 3: Tiered framework for assessment of level of strategic integration
of environmental management.
For the third and final step, a tiered framework developed by SSGA (2017) was utilised. The
framework serves to recognise differences in how organisations of different sizes and in
different economic sectors may manage their environmental impacts. However, it was
designed according to the opinion that that future environmental challenges will present both
risks and opportunities to all organisations equally in the future (SSGA, 2017). The SSGA
framework categorises organisations into one of 3 tiers, where each tier represents the level
of strategic integration of environmental management issues. The 3 tiers are presented as
follows:
Tier 1: Organisations qualify for this tier if they are perceived to consider environmental
management issues at a strategic level, and / or consider a long-term perspective of potential
future environmental challenges relevant to their business context.
Tier 2: Organisations qualify for this tier if they have in place proactive environmental
objectives and sustainability initiatives, but these are not seen to be strategically integrated.
Tier 2 organisations also have a shorter planning horizon than tier one organisations.
Tier 3: Organisations qualify for this tier if they are unaware of their environmental aspects
and impacts, and fail to recognise potential risks and opportunities associated with future
environmental challenges that may affect their business operations in the near and long term.
(SSGA, 2017)
The results of both steps 1 and 2 were used to place each of the 10 participating organisations
in the present research into a relevant tier of the SSGA framework. A minimum score of 66%
was required from the gap analysis to qualify for Tier 1. A range of between 33% and 66%
was required to qualify for Tier 2. A score of below 33% qualified for Tier 3.
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The following chapter will present the findings of this multi-step analysis. Recommendations
for how the Schumacher Institute may support organisations in this strategic element of
ISO14001:2015 compliance is presented in chapter 5.
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4.0 Results
In this chapter, the results of the multi-step analysis are presented. The interview process and
secondary resources unveiled some relevant descriptive statistics on each organisation within
the sample, and these are presented first. Subsequently, the results of each step are
combined under the headings of each tier, in chronological order from Tier 1 to Tier 3, and
points are illustrated by verbatim quotations from the qualitative interview process, where
necessary.

4.1 Descriptive statistics
Table 2: Summary of all the organisations which participated in this study, including their economic
sector, size, age and whether they have achieved ISO14001 certification.

Organisation

Economic Sector

Size (approx.

Age (in years)

Certification?

120

30

“Other”

130

150

None

number of
employees)
A

Entertainment /
Tourism

B

Entertainment /
Tourism

C

Construction

500

20

ISO14001:2015

D

Retail / Hospitality

10

5

None

E

Manufacturing

40

3

None

F

Construction

44,000

130

ISO14001:2015

G

Fashion / Design

20

25

None

H

Waste

160,000

163

ISO14001:2004

Management
I

Hotel / Tourism

250

113

None

J

Communication / IT

300 (approx.)

18

None

Table 2 presents a breakdown of the organisations who participated in the present research.
It includes their assigned letter to protect their anonymity, their size as determined by the
number of employees, and their age in years. The purpose of including these variables during
the interview process was to identify the extent to which they may be indicators of certification
to ISO14001:2015.
Eurostat (2016) offer a set of size-groups which help to describe an organisation. These were
used to categorise the organisations in the present sample, and are as follows:
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•

Micro Organisation: fewer than 10 employees,

•

Small Organisation: between 10 and 49 employees,

•

Medium Organisation: between 50 and 249 employees, and

•

Large Organisation: above 250 employees.
(Eurostat, 2016).

According to these thresholds, the sample in the present study contains one micro
organisation, 3 small organisations, two medium organisations, and four large organisations.

4.1.1 Tiers by size and age of organisation
Table 3: Tier 1 by size and age

Organisation

Size

Age

A

120

30

C

500

20

F

44,000

130

H

160,000

163

Table 4: Tier 2 by size and age

Organisation

Size

Age

B

130

150

I

250

18

Table 5: Tier 3 by size and age
Organisation

Size

Age

J

300

18

G

20

25

D

10

5

E

40

3

Several observations can be drawn from tables 3, 4 and 5. Firstly, as displayed in table 3, the
three largest organisations in the sample (H, F and C) qualified for Tier 1 following the gap
analysis cluster. In addition, these are the only three organisations who are already certified
to ISO14001 (either 2015 or in transition). Secondly, the three smallest organisations (E, G,
D) qualified for Tier 3 following the gap analysis cluster. This suggests an association between
an organisation’s size and its level of strategic environmental management. Similarly, two of
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the three oldest organisations in the sample (H,F) are in Tier 1, while the two youngest
organisations in the sample (E, D) are in Tier 3.

4.2 Tier One: Strategic Environmental Management
Table 6: Tier one Gap Analysis Cluster results by sector and certification

Organisation

Economic Sector

Gap Analysis (%)

Certification

A

Entertainment / Tourism

77%

“Green Tourism”

C

Construction

84%

ISO14001:2015

F

Construction

81%

ISO14001:2015

H

Waste Management

81%

ISO14001:2004

Table 6 presents the organisations which qualified for Tier 1 according to the results of the
gap analysis cluster. As anticipated, the 3 organisations within the sample which already had
ISO14001 certification qualified for Tier 1. Organisation H was in the process of transitioning
to ISO14001:2015 from ISO14001:2004. While Organisation A was not certified to ISO14001,
they had, in their opinion, a comparable alternative:
“More important was the Green Tourism Business Scheme, and that for us probably is instead
of ISO14001. It’s, having spoken to some people who have done ISO14001, the Green
Tourism Business Scheme – especially if you have gold accreditation like we do – is almost
as detailed… it was just more public friendly than ISO14001.”
All organisations in Tier 1 had in place an EMS, and had established its scope and boundaries
with specific objectives and targets for those environmental aspects deemed relevant to each
organisation. These included issues such as energy usage, air quality, biodiversity impacts,
waste management and product procurement. When asked about their motivations behind
having an EMS, organisations revealed their interested parties were of concern. To illustrate:
“If an incident happened which had a significant impact on the environment our reputation
could be seriously damaged in the eyes of the public so we really focus on our environmental
management so that we don’t lose work winning opportunities” – Organisation F.
“We always consider the opinions of our external stakeholders. I would say those with the
strongest influence over our operations would be, erm.. environmental organisations, the
media.. our management within the company are pretty on it, oh and our regulators” –
Organisation C.
The gap analysis cluster revealed that while Tier 1 organisations have given thought to their
context in determining internal and external issues, only Organisation F considered climate
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change to be a risk to their operations through its potential impact on resource availability and
extreme weather causing disruption to operations. Accordingly, climate change was not
considered strategically important during planning for Tier 1 organisations:
“I don’t quite know how to take 10, 20, 30, 40, 50 year changes as a result of climate change
on a city like Bristol and know how to express that to an organisation in a kind of meaningful
way that should affect their daily operation… What I’m trying to do is get people to think right,
use less energy, use less water, buy greener stuff, segregate your waste. That’s the level, I
haven’t really gone for that strategy or had much success in going right, everyone think about
the world your children are going to live in, it’s too conceptual I think” – Organisation A.
When establishing their context to identify risks and opportunities, organisations typically
planned on a time horizon of between 2 and 5 years. That said, all organisations had a
conceptual awareness of a 10-year forecast, but strategic decisions were made on a 2 – 5
yearly basis.
All organisations in Tier 1 had an established environmental policy which was communicated
publicly to all potential interested parties on their respective websites. For organisations C, F
and H, senior management were committed to the success of their EMS as per the
requirements of clause 5 of ISO14001:2015. However, organisation A fell short of the
requirements, stating in response to a question about environmental issues being of strategic
importance:
“I’d like to hand on heart say they totally are but in reality it still feels like it’s a slightly separate
thing… At the moment we do have those gaps and I don’t think its necessarily being discussed
in detail like it could do at board and senior management team level. What we have got are
some really passionate people as departmental reps, and they’re trying to get everyone on
board, we’ve got some real advocates who want to do this and have had the training, but
those, although we’re strong in some of those areas there are still weaknesses and that’s
probably because it doesn’t feel as core as it could”.

4.3 Tier Two: Non-strategic Sustainability Initiatives
Table 7: Tier two Gap Analysis Cluster results by sector and certification

Organisation

Economic Sector

Gap Analysis %

Certification

B

Entertainment / Tourism

40%

None (EMAS indirectly)

I

Hotel / Tourism

62%

None
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Table 7 presents the organisations which qualified for Tier 2 according to the results of the
gap analysis cluster. Both organisations are in similar sectors with a high degree of public
exposure. Neither organisation was certified to ISO14001:2015, and neither organisation were
considering it as a possible route for the future. In addition, neither organisation had in place
a formal EMS. That said, organisation B said:
“We actually work quite closely with Bristol City Council. They have what is called the Energy
Management Unit, and they have an environmental management system in place. We try to
use this as a guide for our sustainability initiatives wherever we can!”
Further investigation revealed that Bristol City Council’s Energy Management Unit operate an
EMS which is certified to the European Eco-management and Audit scheme (EMAS), as
introduced in chapter 2.
While neither organisation in Tier 2 had a formal EMS in place, they did provide access to their
respective environmental policies. In both instances, these were publicly available on their
respective websites. When asked, both organisations claimed that legal / regulatory
compliance, maintaining a strong public image and a moral responsibility toward the
environment were strong motivators for having an environmental policy:
“We like to think we have a moral responsibility to help Bristol as a city to become more
sustainable” – Organisation B.
“I think... in fact, I know at this point that our guests now expect a minimum from us. By that I
mean I think that what we do about the environment and around sustainability has an impact
on whether guests choose to stay with us or not” – Organisation I.
In both instances, the environmental policies set out objectives for reducing energy
consumption, increasing recycling rates and reducing waste. The hotel had in place a
particular target for waste water and are working with South West Water to reduce their
consumption. Both organisations had ambitious and effective sustainability targets in place.
For example, Organisation B plan to be carbon neutral by 2030 through the use of energy
efficiency measures such as daylight sensors, and the use of off-grid renewable energy
installations at their site. Organisation I plan to reduce their carbon footprint by 20% and have
installed 100% LED energy efficient lighting throughout their hotel. As revealed by the gap
analysis cluster, there is evidence that both organisations have given thought to the internal
elements within their control to reduce their impact on the environment, in partial fulfilment of
the requirements of ISO14001:2015. However, there was little evidence of adequate
identification of external issues which may be of relevance to their context, and no
acknowledgement of climate change related issues.
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Justifying their placement in Tier 2, both organisations lacked high-level integration of
environmental concerns within the strategic direction of their business. To illustrate, both
organisations either had or planned to have a dedicated environmental group, but senior
management involvement and leadership was not evident. In addition, for both organisations,
strategic decisions did not extend beyond a 2-year time horizon. Seemingly, this had an
adverse impact on the determination of risks, opportunities, and a thorough understanding of
the needs and expectations of potential interested parties.
Finally, when asked if they could foresee any challenges in achieving certification to
ISO14001:2015 were the decision made to do so, neither organisation felt able to answer due
to a lack of awareness of its requirements.

4.4 Tier Three: At Risk
Table 8: Tier three Gap Analysis Cluster results by sector and certification

Organisation

Economic Sector

Gap Analysis %

Certification

J

Communication / IT

9%

None

G

Fashion / Design

12%

None

D

Retail / Hospitality

22%

None

E

Manufacture

29%

None

Table 8 presents the organisations which qualified for Tier 3 according to the results of the
gap analysis cluster. These organisations were severely lacking in the requirements of
ISO14001:2015. 3 of the 4 organisations were not considering ISO14001:2015 certification as
a likely route for the future, with organisations D and G being unaware of what it was when
asked during the interview:
Q: Are you familiar with ISO14001 as a voluntary environmental management system
standard?
“No” – Organisation G
“No, what’s that? I’ve never heard of it!” – Organisation D
Organisation E however, did see ISO14001:2015 as a likely route for their organisation in
the future:
“We are aware of its existence and roughly its contents, but are not currently actively working
towards ISO 14001. It has been pinned as a likely route forward for the business instead” –
Organisation E.
34 | P a g e

Additionally, organisation E was the only organisation in Tier 3 which had an environmental
policy in place. However, this policy was not publicly available on their website. The participant
granted the researcher with access to this document, and its primary focus was on the safe
disposal of hazardous waste generated by the businesses’ operations. No other elements of
the policy related to other environmental aspects, beyond ensuring that employees were
aware of its content, to ensure competence in the handling of hazardous waste.
For all organisations in Tier 3, there was a fundamental lack of awareness of their
environmental context, and the plethora of internal and external issues which may be of
relevance to them. Organisation D indirectly considered the environment through its product
procurement process, however this was borne more from an ethical standpoint, stating:
“I’d probably say not explicitly, but I think we have chosen suppliers right from the beginning
that fit into our ethical worldview of having actually less plastic. So, I wouldn’t’ say things are
changed or looked at specifically through the environmental lens but it comes into our
decision process”.
Organisation G was aware of potential regulatory requirements but were primarily concerned
with their financial bottom line, perceiving environmental management to be a costly pursuit:
“It is important from a legal point of view I think. Obviously we want to stay on the right side of
the regulators so that we can stay in business… I just know it could land us with big overheads
or could disrupt our supply chain.”
Accordingly, none of the organisations in Tier 3 viewed the environment as a strategic issue
relevant to their long-term success. Indeed, when asked if environmental issues were
considered important to their strategic direction, Organisation J simply stated:
“They are not”.
Regarding commitment from senior management (clause 5: ISO14001:2015), it was perceived
that this was severely lacking in all Tier 3 organisations. To illustrate, when asked about what
potential challenges might be expected if ISO14001 were to be pursued, organisation J
replied:
“If we were to attempt to attain ISO14001 certification I imagine there would be significant
financial and cultural challenges. It would require support from the CEO and down through the
entire organisation”.
When the same question was posed to the other organisations in Tier 3, responses were
framed with a concern for substantial financial and planning requirements:
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“I’m not aware of any specific challenges, I don’t know enough about it. I suspect there would
be a lot of work and planning to get there, though?” – Organisation E.
Finally, it is evident that Tier 3 organisations within this sample do not follow any formal
procedures to identify risks and opportunities, or to evaluate environmental aspects and
impacts in any detail. To illustrate, when asked about whether climate change was perceived
as a risk, organisation D responded:
“I mean it’s definitely not thought about on a day to day basis, but there are considerations
for increase in prices of produce which I know has happened in the past…We read coffee
magazines and they sometimes touch on the price of coffee going up as places are affected,
as coffee farms are affected, erm, so that’s sort of a projection that you read about and I
guess think about but it’s not immediate, it’s sort of future.”
And organisation E, stated:
“Extreme global financial and industry volatility in the future which could be caused by
climate change is a huge unknown for us.”
Tier 3 organisations made planning decisions around a 1-year financial forecast.

4.5 Summary
Having presented the results of the multi-step analysis, there are opportunities for strategic
management tools such as the Schumacher Institute’s Prepare for Change to support all three
tier groups toward a more strategic level of environmental awareness, and toward compliance
with ISO14001:2015. Key recommendations for this are presented in chapter 5, preceded by
placing the results presented here into the context of chapter 2.
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5.0 Discussion
This chapter returns to the research questions presented in chapter 1.

5.1 RQ1: What are the key changes to the ISO14001:2015 revision?
A thorough account of the key changes to ISO14001:2015 is presented in chapter 2, section
2.4. However, the reader is reminded of the key changes. Firstly, clause 4: context of the
organisation is an entirely new clause (Fonseca, 2016). Its purpose is to promote strategic
awareness of internal and external aspects of the environment which are relevant to the
organisation, and to determine which of these should become compliance obligations. Clause
5: leadership requires senior management involvement to integrate environmental priorities
into core business strategy (Fonseca, 2016), and to provide adequate resources to achieve
the intended outcomes of the environmental management system. The standard is
underpinned by an expectation for organisations to adopt the principles of risk-based thinking,
and to show an awareness of lifecycle impacts of the organisation’s products, services and
operations. Clause 4 is considered to be a nudge toward addressing the responsibility of
organisations to respond to potential future challenges posed by climate change (Petursson,
2014).

5.2 RQ2: To what extent do UK organisations consider the environment to be a
strategic issue? and RQ3: Prepare for Change: How can strategic management
tools such as horizon scanning help organisations comply with the requirements
of ISO14001:2015?
RQ2 was investigated by conducting qualitative interviews with 10 organisations. RQ3 was
facilitated by performing gap analysis clusters to categorise organisations into one of the three
tiers of the SSGA framework.

5.2.1 Tier One
For Tier 1 organisations, all 4 had in place some form of certification and had established
proactive environmental policies to support them in identifying their environmental objectives.
Senior management in 3 of 4 organisations were actively involved in the environmental
management system. It was interesting to note that all organisations were primarily concerned
with reputational issues when asked why they considered the environment to be of strategic
importance to them. This matched the findings of Nawrocka and Parker (2009) and Bansal
and Hunter (2003), presented in 2.3.1. 3 of 4 organisations in Tier 1 were the largest in the
sample. This matches the findings of Graaflund and Smid (2016) who noted that larger
organisations are more likely to have access to adequate capital and resources to achieve
ISO14001:2015 certification (2.3.2). However, interestingly, only one organisation in Tier 1
considered climate change to be a business risk. The organisation which did acknowledge
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climate change as a risk cited potential resource constraints and extreme weather events as
their primary concern. All organisations in Tier 1 based planning decisions on a 3-5 year
trajectory. As explained in section 2.5, this relatively short term trajectory could conceal
strategic awareness of potential risks and opportunities associated with climate change
(Dahlmann et al, 2007).

5.2.2 Key Recommendation 1
The Schumacher Institute’s Prepare for Change project and its horizon scanning services is
best suited to support Tier 1 organisations with planning on longer time scales, to account for
climate change impacts on a more strategic level. Although Tier 1 organisations were already
certified to ISO14001 or similar, support here should be intended to go beyond compliance,
toward contributing to increasing their resilience to potential future impacts, and supporting
them in finding innovative solutions to the global sustainable development challenge.

5.2.3 Tier Two
For Tier 2 organisations, environmental policies were in place, and these were communicated
via their respective websites. However, no formal EMS was in place. Organisation size was
not deemed significant for Tier 2. Each organisation was committed to sustainability issues
such as installing energy efficient lighting, increasing recycling rates and reducing water
usage. However, Tier 2 organisations were primarily concerned with the internal aspects which
they could control, and showed a lack of strategic consideration to external aspects including
climate change. Tier 2 organisations were motivated by their sense of moral responsibility to
the environment, and to their potential customers, resulting in ‘means to an end’ waste
reduction measures and nurturing stakeholder relationships. This matched the findings of
Genc (2013) as discussed in in 2.3.1. They prioritised CSR initiatives, but lacked strategic
environmental management. Neither organisation were pursuing ISO14001:2015 or were
aware of its requirements. Both organisations made strategic decisions on a 2 year financial
forecast.

5.2.4 Key Recommendation 2
Prepare for Change could engage Tier 2 organisations in several ways, Firstly, it should
encourage organisations to familiarise themselves with the requirements of ISO14001:2015.
In so doing, senior management would likely become increasingly involved in strategic
environmental management. Secondly, Prepare for Change could help organisations in Tier
2 in the near to medium term to consider their external context to identify potential risks and
opportunities, which in turn could become additional compliance obligations. Finally, as with
Tier 1, Tier 2 did not perceive climate change to be a risk. Horizon Scanning would assist Tier
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2 to consider the external aspects of climate change and support them in becoming more
resilient to potential disruptive changes in the future.

5.2.5 Tier 3
Finally, Tier 3 organisations represent the biggest risk. Only 1 of 4 organisations were aware
of ISO14001:2015 and had it pinned as a likely route for the future. The same organisation
was the only organisation in Tier 3 to have a basic environmental policy in place for the safe
disposal of hazardous waste streams. Tier 3 organisations viewed environmental
management as a threat to their financial bottom line, and for environmental issues to become
strategically important would require substantial cultural changes within their organisations.
Of the 4 organisations in Tier 3, 3 were categories as Micro or Small (SMEs), which could
serve to explain this. As noted in section 2.3.2, SMEs may face considerable difficulties in
achieving ISO14001:2015 compliance due to a lack of resources (Graaflund and Smid, 2016).

5.2.6 Key Recommendation 3
Prepare for Change should engage Tier 3 organisations even if they are not able to pursue
ISO14001:2015 certification. Offering support and guidance on the importance of improving
environmental performance could increase innovation and inspire cultural changes. Prepare
for Change should support Tier 3 in becoming more aware of potential environmental
challenges beyond a 1-year forecast (4.4). In view of the requirements of Clause 4 of
ISO14001:2015, Tier 3 organisations showed a lack of awareness for both internal and
external environmental aspects related to their products and services, beyond waste
management measures. Prepare for Change should encourage Tier 3 to take a more holistic,
lifecycle view of their operations to increase awareness of potential compliance obligations,
and future risks and opportunities associated with climate change.

5.3 Limitations
The present research has several limitations associated with the validity of the findings. The
data collection and subsequent analysis was performed by a single researcher – the author
– and while measures were put in place to increase internal validity and reliability (see 3.2.1a),
descriptive validity would have benefited from a second researcher. This would have allowed
for investigator triangulation and facilitated the cross checking of findings (Johnson, 1997).
Furthermore, because of the chosen sampling method, external validity of the findings is weak
and cannot be generalised (Johnson, 1997) despite reporting comparable findings to other
research. Future studies may wish to consider alternative, random sampling methods.
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6.0 Conclusion
The goal of this thesis has been to investigate the extent to which organisations consider the
environment to be a strategic issue, in the context of the recently published ISO14001:2015
standard. Then, to use this information to make recommendations for how strategic
management tools such as horizon scanning may help towards meeting the new requirements
of the standard. From this, a number of conclusions can be drawn.
Firstly, the new requirements of ISO14001:2015 demand a greater level of strategic
awareness among organisations of internal and external aspects that may present both risks
and opportunities (Fonseca, 2016).
Secondly, by conducting qualitative interviews with senior management representatives of 10
organisations, and subsequently performing a gap analysis cluster against the new
requirements, there was some evidence to suggest that larger organisations do consider the
environment at a strategic level, but smaller organisations have some way to go.
Thirdly, placing organisations into the tiered SSGA framework revealed opportunities for a
horizon scanning tool like the Schumacher Institute’s Prepare for Change project to engage
organisations across all three tiers. For Tier 1, this should be tailored to look beyond
compliance with ISO14001:2015 and begin to consider longer-range horizons in strategic
planning to fully understand the potential implications of climate change on business
operations. For Tiers 2 and 3, this should be tailored toward supporting organisations to
strategically identify their internal and external environmental aspects, and whether these
should become compliance obligations. In so doing, organisations will begin to recognise the
environment as an increasingly important component of overall strategic management, which
was not found to be the case.
The challenges presented by sustainable development will require strategic innovation,
particularly at the organisation level, whereby actors are part of a complex global system which
is increasingly susceptible to disruptive change.
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8.0 Appendix
8.1 Research Ethics Form

SCHOOL OF GEOGRAPHICAL SCIENCES

RESEARCH ETHICS MONITORING FORM
Research involving human subjects by all academic and related Staff and Students in the School of
Geographical Sciences is subject to the standards set out in the Code of Practice on Research Ethics.
It is a requirement that prior to the commencement of dissertation research that this form be
completed and submitted to your dissertation Adviser who will, if necessary; forward it to the School’s
Research Ethics Committee (REC). The Adviser and the REC will be responsible for issuing certification
that the research meets acceptable ethical standards and will, if necessary, require changes to the
research methodology or reporting strategy.
A copy of the research proposal which details methods and reporting strategies must be attached.

Name: Mark Nichols
Title of Dissertation: Prepare for Change and ISO14001:2015

1.
2.

3a
3b

4.

5a
5b

Does your research involve living
human subjects?
Does your research involve only the
analysis of large, secondary and
anonymised datasets?
Will you give your informants a written
summary of your research and its uses?
Will your give your informants a verbal
summary of your research and its uses?

Does your research involve covert
surveillance (for example, participant
observation)?
Will your informants automatically be
anonymised in your research?
IF NO
Will you explicitly give all your
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YES
YES
NO

YES
YES

NO

NO
YES

NO

Action
IF NO, GO TO DECLARATION AT
END
IF YES, GO TO DECLARATION AT
END
If NO, please provide further details
and go to 3b
To happen at the beginning of faceto-face and / or telephone
interviews. Participants given right
to opt out at any time, and given
assurance that anonymity will be
protected.
If YES, please provide further
details.
Subjects to be given clear option to
remain anonymous. See section 5b.
If NO, why not?

6.

7.

8.

9.

10
.

informants the right to remain
anonymous?
Will monitoring devices be used openly YES
and only with the permission of
informants?
Will your informants be provided with a YES
summary of your research findings?
Will your research be available to
informants and the general public
without restrictions placed by
sponsoring authorities?
Have you considered the implications
of your research intervention on your
informants?
Are there any other ethical issues
arising from your research?

YES

If NO, why not?

They will be given the option to
request an executive summary.
If NO, please provide further
details.

YES

NO

If YES, please provide further
details.

Further details
The research intervention for this project is the combination of a digital survey to be distributed by
email via the Schumacher Institute (dissertation partnership scheme), and qualitative interviews
both face-to-face and via telephone call. The information sought is to gain insight into environmental
management practices among firms and organisations across the South West with a view of
improving them. The information is not of a highly sensitive nature.

Continuation sheet YES (delete as applicable)
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Declaration
I have read the School’s Code of Practice on Research Ethics and believe that my research complies
fully with its precepts. I will not deviate from the methodology or reporting strategy without further
permission from the School’s Research Ethics Committee.
Student
Signed

Dissertation Advisor
Signed
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Date 30 / 08 / 2017

Date 30 / 08 / 2017

8.2 Interview Questions
Dear respondent,
Thank you for donating your time to participate in this project. The present research is a collaboration
between the Schumacher Institute and the University of Bristol's MSc Environmental Policy and
Management course. The objective is to further the existing body of empirical evidence on
environmental management issues across a range of economic sectors in the UK.
Please answer all questions to the best of your knowledge, including those instances where you may
be uncertain of your response. If you have any queries, please feel free to contact the principal
researcher Mark Nichols at mn16169@my.bristol.ac.uk
In accordance with the University of Bristol's Code of Practice on Research Ethics, your anonymity will
be protected in any subsequent analysis and publication of data.

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

What is the name of your business / organisation?
What is the (approximate) age of your business / organisation (in years)?
What is the primary product / service which your business / organisation provides?
How many full-time equivalent (FTE) employees work for your business / organisation?
Would you characterise the scope of your business / organisation’s market as local, national
or international?
Does your business / organisation have at least one FTE employee whose role is to assume
responsibility for environmental management issues?
Please state your own position / job title within your business / organisation:
What are the primary motivators for your business / organisation to consider the
environment?
What environmental issues, both internally and externally, are of most significance to your
business / organisation and why?
How does your business / organisation manage its significant environmental impacts?
To what extent are environmental issues considered important to the overall strategic
direction of your business / organisation?
To what extent does your business / organisation make planning decisions based on future
considerations? How far into the future do you base these decisions?
To what extent do you perceive climate change to be a risk to the long-term success of your
business / organisation?
To what extent does your business / organisation seek external stakeholder opinions when
considering its environmental issues?
Are you familiar with ISO14001 as a voluntary environmental management system standard?

n.b. ISO14001 has been developed to help *any* organization improve their environmental
performance and can be applied to those environmental aspects of the organisation's activities,
products and services that can be controlled or influenced internally and / or externally.
16. Is your business / organisation certified to ISO14001:2004, ISO14001:2015 or neither?
17. Is your business / organisation aware of the latest requirements of the ISO14001:2015
revision?
18. If any, what challenges do you foresee in achieving ISO14001:2015 certification?
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8.3 Certification Europe Training Course
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