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organisations:: An evolutionary framework 
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bb IBED/University of Amsterdam, the Netherlands 
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Abstract t 

Performancee evaluation linked to different environmental strategic 
objectivess of organisations is discussed. The strategic objectives 
thatt are dealt with are: compliance, pollution prevention, eco-
efficiency,, eco-innovation, eco-ethics and sustainability. The most 
commonn environmental strategic objective of organisations is 
compliancee with the law. Other companies go beyond compliance 
andd may take on board one ore more of the other strategic 
objectives.. This may lead to an evolutionary improvement of 
environmentall performance status and to integration of the 
economicc and social aims in the way organisations operate. Hence, 
thee choice of strategic objective(s) may have consequences for the 
performancee evaluation-linked activities in the different 
organisationall domains. The status of performance is derived from 
comparingg actual performance with pre determined performance 
goals.. Performance goals are proposed for each strategic objective. 
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Introduction n 

Accordingg to International Standard Organisation (ISO) 14031 (1999) 
Environmentall Performance Evaluation (EPE) is a "process to 
facilitatee management decisions regarding an organisation's 
environmentall performance by selecting indicators, collecting and 
analysingg data, assessing information against environmental 
performancee criteria, reporting and communicating and periodically 
reviewingg and improving this process". As environmental strategies 
off organisations are increasingly broadened to encompass 
sustainability,, not only the environmental but also social and 
economicc performance comes up for evaluation. 
Theree is a variety of frameworks to evaluate and report environmental 
andd sustainability performance. Authors and organisations have 
developedd such frameworks. Efforts have been made in an attempt 
too reduce variety and promote normalisation. Examples are Azzone 
andd Manzini (1994); Azzone et at. (1996); Bennett and James 
(1999d);; BMU and UBA (1997); Callens and Tyteca (1995); Ditz and 
Ranganathann (1997); Eagan and Joeres (1997); GRI (2000); Lehni 
(1999);; ISO 14031(1999); Naimon (1995) in Skillius and Wennberg 
(1998);; Piet (1994); Thoresen (1999); Young and Welford (1999) and 
Wehrmeyerr (1995). 

However,, the diversity of environmental performance evaluations 
thatt are actually applied remains large (e.g., Fiksel ef a/., 1999; 
KPMG,, 1999). Such diversity of methods is in remarkable contrast to 
thee rather uniform way in which the financial performance of 
organisationss is evaluated. Nevertheless, this diversity does not 
comee unexpected. As Bennett commented, environmental, and 
moree recently sustainability, related evaluations have been 
developedd over time by a wide variety of people within different 
organisations,, operating in a wide variety of social, economic and 
environmentall contexts and often serving different purposes 
(Bennett,, personal communication). 
Thoughh such diversity apparently suits managerial decision making, 
itt makes it difficult to ascertain the environmental performance level 
off companies and to compare performance between organisations. 
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Furthermore,, in a survey of company reports of 1999, KPMG (1999) 
hass found that sustainable development was mentioned more often 
thann compared with the 1996 reports surveyed. However, it seemed 
too the authors that "some confusion existed between the use of the 
termm "sustainability" and the term "environment" without any clear 
distinctionn in the contents of the reports". Moreover a closer look 
showss that most of the frameworks for environmental performance 
evaluationn that have been studied do not include performance 
criteriaa or goals to guide the evaluation process (Upham, 2000). 
Inn this paper we present a conceptual proposal to link performance 
evaluationn to the environmental strategic objectives of organisations 
suchh as companies. We do so because we find the argument 
convincingg that this link is important for improving actual 
performancee evaluation process. The proposal takes account of the 
potentiall for evolution of organisations as to environmental 
performancee and sustainability. The status or level of performance of 
organisationss is, according to this proposal, established by 
comparingg actual measurable performance with pre-determined 
performancee goats or criteria. 

Strategicc objectives of organisations 

Manyy authors dealing with environmental performance 
measurementt have stressed the importance and effectiveness of 
linkingg performance measurement to the environmental strategies of 
ann organisation (Dixon (1990), Harvey (1994), Maskell (1991), Neely 
(1993)) in James, 1994; Thoresen, 1999). Using literature about 
environmentall strategies and the evolution of environmental 
managementt (Hall and Roome, 1995; Rondinelli era/., 1996 in Kolk, 
2000;; Roome, 1992; Upham, 2000) and analysing environmental 
reportss and results of existent empirical work on environmental 
performancee evaluation (Bennett and James, 1999d), we propose 
sixx strategic objectives that may guide performance evaluation. 
Thesee objectives are primarily environmental. Actual choices of such 
strategicc objectives will be dependent on the internal drivers and 
capabilitiess of organisations and the relation that they have to 
stakeholders. . 
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Tablee 1 - Environmental strategic objectives of organisations 

Compliancee - Compliance with relevant regulations, voluntary agreements (such as 
covenants)) and general codes of conduct voluntarily adhered to 

Pollutionn Prevention - Optimisation of resource consumption and prevention of wastes 
(includingg emissions) with emphasis on production and highly negative impact of wastes, in 
linee with financial targets of the company, such as cost reduction 

Eco-efficiencyy - Reduction of resource intensity and minimisation of environmental impacts of 
productionn and products/services together with value creation by a continuous incremental 
improvement t 

Eco-innovationn - Introducing radical environmental improvements pertinent to production, 
productss and services to achieve minimum environmental impacts using a product/service life 
cyclee perspective 

Eco-ethicss - Using specified environmentally related normative values (e.g., zero pollution) to 
guidee organisational activities 

Sustainabilityy - Guiding organisational activities by considerations of environmental (e.g., 
carryingg capacity), social and economic justice between the generations and regarding 
contemporaries.. As to environmental performance this can be operationalized when 
organisationall activities leave the environment no worse off at the end of each accounting 
periodd than it was at the beginning, complemented with environmental restoration or 
remediationn when environmental damage is detrimental to contemporaries. 

Thee most common environmental strategic objective of 
organisationss is compliance with the law, and where applicable 
voluntaryy agreements such as covenants and general codes of 
conduct,, voluntarily adhered to. Typically environmental strategic 
objectivess fit bigger corporate strategies, e.g., pursuing an 
improvementt of image, communication with stakeholders and/or 
markett share. The other strategic objectives mentioned in Table 1 
pre-supposee compliance but also go beyond this strategic objective. 
Goingg beyond compliance may lead to an evolutionary improvement 
off environmental performance and an increased integration of the 
economicc and social aims implied by the sustainability concept in 
organisationall activities. The potential for an evolutionary 
developmentt of performance in relation to the environment towards 
sustainabilityy has also been pointed out by other authors (Bennett 
andd James, 1999d; Naimon (1995) in Skillius and Wennberg, 1998; 
Shrivastavaa and Hart, 1995; Weaver and Schmidt-Bleek, 1999). The 
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strategicc objectives chosen here reflect major differences in intended 
environmentall performance. 
Pollutionn prevention, eco-efficiency, eco-innovation and eco-ethics 
mayy all be interpreted as steps (of varying magnitude) in the 
directionn of environmental sustainability. 
Compliance,, pollution prevention and eco-ethics are strategic 
objectivess that in practice tend to be defined in a rather uniform way 
(seee Table 1). This is different for eco-efficiency, eco-innovation and 
sustainability.. Eco-efficiency may be used as a synonym to 
dematerializationn or reduction of resource intensity (Reijnders, 
1998),, but also as equivalent to the exploitation of win-win situations, 
inn which both environmental and financial performance of the 
organisationn benefit (Lehni, 1999). We have opted here for a 
definitionn that focuses on the reduction of resource intensity and the 
minimisationn of environmental impact together with value creation by 
continuouss incremental improvement. By way of contrast, eco-
innovationn stresses not incremental but radical changes using a 
product/servicee life cycle perspective. 
Theree is a bewildering variety of definitions of sustainability (Pearce, 
1997).. Here we have opted for the two types of justice mentioned the 
Bruntlandd Report (1987) to be the main determinants of the content 
off sustainability: justice between the generations and social justice 
concerningg contemporaries. As to environmental performance this 
cann be operationalized as the requirement that "organisational 
activitiess leave the environment no worse off at the end of each 
accountingg period than it was at the beginning" (Bebbington et aL, 
1997:: in Atkinson, 2000), complemented with environmental 
restorationn or remediation when long lasting environmental damage 
iss also detrimental to contemporaries. Restoration of the ozone layer 
andd remediation of heavily polluted soils are examples of the latter. 

Linkingg performance evaluation 
too strategic objectives 

Thee process of performance evaluation should check how the 
organisationn stands with respect to the strategic objectives outlined 
inn Table 1: compliance with the law, pollution-prevention, eco-
efficiency,, eco-innovation, eco-ethics or sustainability. 
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Twoo of the types of performance evaluation referred to are evidently 
muchh broader than environmental. They include social and 
economicc aspects of organisational activities. In compliance, not 
onlyy compliance with the environmental regulation is implied but 
alsoo with social and economic legislation. In the context of 
sustainability,, it is usual to refer to the triple bottom line including 
sociall and economic aspects. The other four strategic objectives 
(pollutionn prevention, eco-efficiency, eco-in novation and eco-ethics) 
thee emphasis is on types of environmental improvement beyond 
compliance.. The relevant performance evaluations in organisations 
willl however always include evaluation of economic/financial 
aspects.. For pollution prevention this is made explicit in Table 1. In 
eco-efficiency,, cost reduction and value creation will probably be 
majorr drivers of organisational activity evaluation. Moreover, when 
eco-ethicss and/or eco-innovation are the strategic objective financial 
evaluationn is necessary if only to ascertain that the organisation 
remainss economically viable. In case of all environmental strategic 
objectivess moreover, there will be social considerations such as 
preventionn of workplace accidents and whether the organisation will 
bee attractive enough, e.g. to attract an adequate labour force. 
However,, these extensions of performance evaluation, to other than 
environmentall aspects, will not be fully developed for these primarily 
environmentallyy oriented strategic objectives. 

Performancee goals for performance evaluation 

Eachh of the strategic objectives outlined in Table 1 is linked with 
performancee goals. As Thoresen (1999: 369) indicates "the degree of 
environmentall ambition decides the subsequent setting of individual 
environmentall performance indicators goals". In part, the criteria 
shouldd reflect the environmental improvement to be achieved. They 
needd to be defined before performance evaluation. 
Forr this purpose it is chosen here to concentrate on the 
environmentall burden and its reduction by a factor X (Berke! van, 
2000;; Reijnders, 1998), leaving aside the intricacies of measuring the 
valuee of X (cf. Reijnders, 1998). The reference value for the factor X 
mayy be the environmental burden reduction value obtained by an 
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averagee company that is in compliance. The value of X actually 
achievablee may be strongly sector dependent (Reijnders, 1998). 
Substantiall work in the field of environmental improvement has been 
donee pertinent to the industrial sector. In this context a factor of 1,5 
hass been mentioned to be achievable when pollution prevention is 
thee strategic objective (Berkel van, 2000). Several authors propose a 
factorr of 4 as being a realistic near term goal for eco-efficiency 
(Berkell van, 2000; Von Weizsacker et al., 1997). As to the radical 
improvementss following from eco-innovation reductions of 
environmentall burdens in excess of a factor 4 seem appropriate. For 
attainingg sustainability reductions in environmental burden going up 
too a factor 50 have been mentioned (Reijnders, 1998). The actual 
valuess to be reached on a global level are strongly dependent on 
assumptionss as to population size and size and nature of production 
andd consumption. In Table 2, we propose performance criteria linked 
too the different types of performance evaluation. These are derived 
fromm the work of Atkinson, 2000; Karl-Henrick, 2000; Reijnders, 2000; 
Upham,, 2000; Wackernagel and Rees, 1996; Weterings and 
Opschoor,, 1992. 
Eachh of the specific performance evaluations needs core indicators 
thatt are central to evaluate specific performance. So, for instance, 
thee compliance oriented performance evaluation will have core 
indicatorss that reflect the existence or absence of violations of 
regulations.. In case of pollution prevention, eco-efficiency and eco-
innovationn core indicators should relate to the level of reduction of 
environmentall burden of the organisation and the adequacy of 
procedurall arrangements. Hence, these core indicators would reflect 
thee evolution of performance status in terms of the distances of 
actuall performance to the performance goals that are outlined in 
Tablee 2. 
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Tablee 2 - Performance goals may be used in performance 
evaluation n 

Compliance e 
 No violations of regulations, voluntary agreements and general codes of conduct voluntary 

adheredd to. Such violation relate to both substantive environmental matters and procedural 
matters s 
Procedural:: such as having an adequate monitoring and/or environmental management 
systemm (EMS) 

Pollutionn Prevention 
 Best preventive technologies and practices available to the sector 
 Proactive attitude concerning future changes in the law 
 Reduction of environmental burden with up to a factor 1,5 

Procedural:: Effective management structure for pollution prevention, preferably following 
standardss related to EMS, with effective monitoring and information systems 

Eco-efficiency y 
** Use of most eco-efficient practices, technologies and product/services available 
** Reduction of environmental burden with up to a factor 4 

Procedural:: Following standards related to EMS 

Eco-innovation n 
 Use of predefined goals, e.g., 100% share of eco-innovated production and products 
 Sector leaders achievements in eco-innovative markets 
 Reduction of environmental burden with over a factor 4 

Procedural:: Accountability for life cycle impacts of products/services, preferably following 
standardss related to Life Cycle Analysis (LCA) and eco-labelling 

Performancee evaluation related activities in different 
domainss of organisations 

Thee practice of the strategic objectives outlined in Table 1 need the 
involvementt of the different domains of organisations. For large 
companiess these are corporate, business, functional and operational 
(seee Table 3) (adapted from Starik and Rands, 1995). 

42 2 



Developmentt of the Conceptual Research Framework 

Tablee 3 - Organisational domains of large companies 

Corporatee - domain that comprises all activities and the governance structure (board of 
directors,, senior management, special staff, committees and councils) related with the decision 
makingg process at the corporation and/or company management level, dealing with decisions 
aboutt the overall oversight, implementation and revision of environmental, social and 
economicc policies. 

Businesss - domain that aggregates all activities related to purchasing, delivering and 
marketingg of goods and/or services needed for or provided by the organisation and 
managementt of the financial resources for attaining an adequate environmental, social and 
economicc performance. 

Functionall - domain that comprises programs and procedures pertaining to day-to-day 
managementt of economic, environmental and social performance of the organisation (e.g., 
employeee orientation, auditing and reporting, environment and risk assessment, accounting, 
internall communications). 

Operationall - domain that includes all physical aspects of activities (operations, technologies 
andd procedures) related to production in the organisation. 

Thee different strategic objectives may be associated with specific 
performancee evaluation related activities for each organisational 
domain. . 
Forr the corporate domain, such performance evaluation related 
activitiess tend to be rather similar for all six types of performance 
evaluation.. They may include an evaluation of commitment to the 
strategicc objective(s) involved, backed up with an evaluation of result 
off plans aimed at meeting the performance goals, evaluation of 
sufficient/efficientt funding and adequate attribution of decision 
power.. There also should be an evaluation of the performance 
evaluationn framework and consequent process of decision making 
applied. . 
Inn the business domain the relevant activities may be rather similar 
forr the first five performance evaluation frameworks. They may focus 
onn evaluating the way to do business with other companies {e.g., 
supplierss and customers) and financial effectiveness with which the 
strategicc objective is implemented. Nevertheless, more specific 
performancee categories may be considered. For instance as to the 
performancee evaluation concerning eco-innovation using the 
followingg indicators may be useful: percentage turnover associated 
withh new "green" products; percentage eco-innovated 
production/technologyy (monetary); competitiveness of innovative 
"green"" sector market and rebound effect associated with innovation 
inn product or/and process. 
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Ass to the functional and operational domains the evaluation related 
activitiess or performance categories might be rather different for 
eachh type of performance evaluation. Hence, Table 4 gives for these 
twoo domains examples concerning two of the six performance 
evaluationss processes. 

Tablee 4 - Examples of evaluation related activities within de 
functionall and operational domains of organisations 

Functional l Operational l 

Compliancee performance evaluation 

evaluationn of the adequacy of: 
 supply human resources and structure 

forr implementation of regulations 
 when required by law: implementation of 

environmentall management system 
(EMS)) and/or preparation for calamities 

 quality of gathered data as to actual 
compliance e 

evaluationn of: 

** emissions, quality of products and 
workplacee as required by regulations or 
voluntaryy agreements 

** control equipment as required by law 
** records of violations of regulations, 

voluntaryy agreements 

Pollutionn Prevention performance evaluation 

evaluationn as in compliance plus evaluation 
of: : 

 provision of budget, expertise and 
manpowerr for pollution prevention 
activities s 

 process of looking for preventive 
technologiess and practices outside own 
organisation n 

 efficiency pollution prevention program 
 frequency of maintenance procedures 
 results of pollution prevention 

investmentss and other changes 

evaluationn as in compliance plus evaluation 
of: : 

 implementation pollution prevention 
relatedd changes in technology, practices, 
inputss and outputs 

 preventive process monitoring, 
maintenancee and technology 
improvement t 

 internal recycling of wastes 
 toxics in process and product, wastes 

andd emissions 
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Discussion n 

Thee relation of the environmental strategic objectives outlined in 
Tablee 1 to actual practice is bound to be complex and will be the 
objectt of future research. From preliminary work it seems likely that 
theree will be organisations that combine elements of two or even 
moree environmental strategic objectives. Moreover there will be 
changess over time. Organisations may switch from one strategic 
objectivee to another (e.g. from compliance to pollution prevention 
moree compliance). Organisations may also stick to one specific 
objectivee with small incremental improvements in the level of 
performance.. Furthermore a company may 'revert' and change from 
forr instance eco-innovation to pollution prevention. 
Thus,, in forthcoming research we will verify the practice of strategic 
objectivess and their associated performance evaluations in the real 
world.. We will also look into the existence and usefulness of the 
performancee goals proposed in this paper. 
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