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Summary y 

Summar y y 

"You"You do not understand something unless you can explain it to your 
grandmother" grandmother" 

Albertt Einstein 

Thiss thesis dealt with sustainability performance evaluation of organizations. 
Sustainabilityy in organizations is about taking care of environmental and social matters. In this 
thesis,, the focus was on the environmental and to a lesser extent, social strategic objectives of 
companiess and on the relation of such objectives with company's performance evaluation. 
Environmentall and Social strategic objectives of the companies have been chosen to describe 
whatt companies are doing and want to do. Strategic objectives are the ones that are critical to 
achievee what the company wants (performance) in the environmental, social and financial 
domains. . 
Differentt types of performance evaluation were described. In the performance evaluation the 
focuss should be on choosing what is important to be achieved, how to measure and implement 
itt and evaluating what the results are of the efforts that have been made. The sustainability 
balancedd scorecard, which was used is a kind of performance evaluation process that focuses 
onn the important areas to be evaluated. These areas are important because they are strategic. A 
studyy of Portuguese companies took place. 

Researchh aims 

Whenn this research started, in the autumn 1999, environmental 
performancee and performance evaluation were extensively 
researched.. That research offered insight into, e.g., indicators, 
environmentall performance evaluation frameworks and 
benchmarking,, development (evolution) of environmental 
management,, strategies and performance in companies. In addition, 
byy the time that work on this thesis started, sustainability 
performancee evaluation of companies emerged. It was about the 
broadeningg of company's environmental performance evaluation to 
includee social aspects. These developments led to efforts to 
integratee environmental, social and economic domains in the 
performancee evaluation of companies. Such integrated evaluation 
becamee known as triple bottom line or sustainability performance 
evaluation. . 
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Thee emergence and ambition of triple bottom line or sustainability 
performancee evaluation did not guarantee that the social and 
environmentall domains of company came to be treated on a par with 
thee financial domain. 
Environmentall performance evaluation is for most companies still 
moree an operational (monitoring) matter and less a matter of 
managementt and strategy evaluation. For social matters the 
situationn is similar. From the point of view of company's triple bottom 
line,, value creation social and environmental matters are important 
andd strategic in their own right apart from their contribution to market 
share,, profit or shareholder value. In developing sustainability 
performancee evaluation there were and still are major challenges. 
Thiss thesis dealt with some of them. 
Thee first objective of this thesis is to verify the usefulness of a 
typologyy of performance (evaluation) which stresses the link 
betweenn environmental and sustainability related strategic objectives 
thatt evolve in companies and strategic performance evaluation. 
Thee second objective of this thesis is the (further) development of a 
balancedd scorecard tool to improve the link between environmental 
andd sustainability related strategic objectives and strategic 
performancee evaluation by companies. Use of such a balanced 
scorecardd may in turn help to improve the typology mentioned under 
thee first objective of this thesis. 

Conceptua ll  researc h framewor k 

Buildingg on previous research results, generic strategic objectives, 
stressingg the environmental domain of: pollution control/compliance, 
pollutionn prevention, eco-efficiency, eco-innovation, eco-ethics and 
sustainabilityy were chosen to lead to a conceptual performance 
evaluationn typology. For each type regarding performance 
environmentall burden and management performance measures 
andd initiatives were suggested as goals and generic criteria 
forr evaluation. These might describe current practice on the 
companyy samples to be addressed in this work. The concept of 
organizationall cascading performance evaluation process in companies 
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iss introduced. It is assumed that the co-relation between this 
frameworkk and current practice in companies is complex. The 
followingg fig 1 shows the content of the conceptual research 
frameworkk and its relation with the main chapters of the thesis. 

Figg 1 - Conceptua l researc h framewor k 
.. Environmental and sustainability strategic objectives (1-6) that require (1-6) 

specificc performance references/targets 
fcfc Strategic objectives and associated targets that may have consequences for the 

formatt and content of organization's performance evaluation 
p.p. Comparing performance evaluation results with performance targets 

. . . .. ^ Performance status of the organization 
 Internal and external critical factors that influence strategicobjectives and 

initiatives s 

Empirica ll  stud y 

Thee empirical study was threefold. It started by looking at a sample 
off 35 companies to get a broad idea about the practice and 
importancee of the subject of this thesis for Portuguese companies. 
Thee empirical study continued with a targeted group of 13 
largee companies and a more specific performance evaluation 

137 7 



Towardss Strategic Sustainability Performance Evaluation 

frameworkk of performance. The last phase of the empirical study 
tookk place with 3 large Portuguese business units and concentrated 
onn the development of balanced scorecards. 
Thee first part of the empirical work deals with the current practice of 
environmentall strategic objectives, performance evaluation 
(measurements,, initiatives and achievements) in 35 Portuguese 
smalll and medium size organizations and ambitions of the 
companiess concerned regarding future performance evaluation. It is 
basedd on answers given to a semi-open survey by industries and 
environmentall services presented during two conferences. The aim 
wass to describe current environmental and social performance 
evaluationn practice and verify its fitness with the conceptual research 
framework.. Comparison of the findings with other empirical studies 
wass made. The environmental strategic objective(s) were found to 
bee mostly pollution control/compliance with the law and pollution 
prevention.. It was found that small and medium size companies do 
nott apply formal performance evaluation. The larger sized 
companiess shown a more formal performance evaluation process 
butt all organizations mention a need for guidance on sustainability 
performancee evaluation. It was expected that in this sample of 
Portuguesee industry eco-efficiency would become a more important 
environmentall strategic objective in the near future and sustainability 
inn the more distant future. Following this interest two 
reference/templatee cascading balanced scorecard(s) (BSC) were 
proposedd for performance evaluation when eco-efficiency or 
sustainabilityy will be main strategic objectives in these or other 
companiess with equal ambitions. 
Thee second empirical study provides the performance and 
performancee evaluation categorization of 13 large Portuguese 
holdingss and business units using the format of a sustainability 
balancedd scorecard. This scorecard focused on social and 
environmentall aspects of performance, and the financial implications 
thereof.. Results of interviewees with company's main environmental 
representativess and company information on sustainability matters 
weree analysed. An inventory of the elements of performance 
evaluationn (specific objectives, indicators, initiatives, targets and 
achievements)) and the linkage between them and with the 
perceivedd generic strategic objectives of the companies was 
made.. A "sustainability" balanced scorecard structure was applied 
firstt to align company's organizational objectives, initiatives, 
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measurementss and performance with the generic strategic 
objectivess of the typology previously defined. Second, the balanced 
scorecardd format was used to understand the quality of the current 
linkslinks between the elements of performance evaluation (objectives, 
initiatives,, measurements and achievements) in the actual practice of 
thee companies studied. It was found, that current practice of 
performancee evaluation and their elements allowed for clustering the 
companiess on the basis of the predefined typology. Three categories 
weree found in the sample used: compliance with the law while 
emphasisingg pollution control, pollution prevention and eco-
efficiency.. Management tools and procedural matters were found to 
bee most relevant for categorisation. Often, reported information did 
nott allow for quantitative evaluation of environmental burden 
reduction.. The use of the thematic balanced scorecard format was 
usefull to better understand the strengths and weaknesses of links 
betweenn objectives and measurements, initiatives and 
achievements.. Improvement as to environmental performance was 
foundd to be paralleled by increased social performance, suggesting 
thatt a multi-level "sustainability" performance categorisation of these 
Portuguesee companies is feasible. Driving forces for environmental 
managementt initiatives were found to differ by category of 
performance. . 
Thee last part of the empirical work describes the development of a 
sustainabilityy balanced scorecard for the environmental services of 
threee large Portuguese business units. The use of an adapted 
balancedd scorecard template and strategy map adapted to the 
companiess and further customisation with the environmental 
servicess units was explored. The focus was on factors that are 
consideredd a risk or a benefit to business development and profit 
andd to environmental and social value creation. It was concluded 
thatt the balanced scorecard format used, which includes triple 
bottomm line perspective, stakeholders, internal and external 
processess and learning and innovation perspectives was useful for 
companiess to reduce time consumption and to make an initial self-
assessment.. But it was felt that the scorecard lacked a separate 
categoryy covering financial performance. The absence of an 
effectivee organizational structure covering both the environmental 
andd social aspects was found to be an impediment to sustainability 
balancedd scorecard implementation. Expected benefits of 
sustainabilityy balanced scorecard implementation included its fitness 
forr reporting on sustainability within a Global Reporting Initiative 
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formatt and the possibility that a sustainability balanced scorecard for 
ann environmental service might facilitate the introduction of 
sustainabilityy in the business strategy. 

Generall  conclusion s 

Thee main conclusions of the thesis were related with two main 
objectivess and are valid for the Portuguese companies involved in 
thiss study. 
Thee first objective regarded to the usefulness of the typology to 
describee the current practice of performance evaluation in the 
companies.. The second objective was about the identification of the 
conditionss and improvement of the variables of a balanced 
scorecardd tool, to further increase the link between environmental 
andd sustainability strategic objectives and company's performance 
evaluation,, contributing to the improvement of typology. 
Regardingg the first objective the performance (evaluation) categories 
off eco-innovation, eco-ethics and sustainability were not found in 
anyy of the companies studied (chapters 3.1, 3.2, 3.3). However, 
intervieweess the companies studied in chapter 3.1 found the generic 
strategicc objectives of regulatory compliance/pollution control, 
pollutionn prevention, eco-efficiency, eco-innovation and 
sustainabilityy useful to describe their current (first 2) and intended 
(lastt 3) practices. They found no use for the eco-ethics generic 
strategicc objective. 

Itt was found that the improvement of performance evaluation 
processs and performance achieved (when it was possible to 
determine)) in the environmental field is, in the samples studied, 
improvingg in parallel with performance evaluation and outcomes in 
thee social field. The parallel evolution between environmental and 
sociall activities suggests that widening the essentially environmental 
performancee categorisation proposed in chapter 2 of this thesis to a 
multi-levell sustainability performance categorisation may be feasible 
forr the companies studied. 
Itt was also found that internal and external driving forces for 
environmentall and social action differ partially by category of 
performance// performance evaluation. This suggests that there is a 
correlationn between types of driving forces and performance 
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evaluationn within the framework of the typology proposed. These 
findingss are positive regarding the usefulness of the performance 
(evaluation)) typology proposed in section 1 of this thesis. 
Onn the other hand, there are also findings that are less positive 
regardingg the typology. It was found, for instance that organizations 
sometimess state that they combine two or more environmental 
strategicc objectives (chapter 3.1). 
Inn brief, regarding the typology described in section 2 of this thesis 
onee can conclude that it does not fully describe the performance 
evaluationn and performance status of the companies involved. 
However,, the performance categories of compliance, pollution 
preventionn and eco efficiency can now be better specified than when 
thee typology described in chapter 2 was formulated. The typology 
mightt also be complemented with social strategic objectives that are 
necessaryy for a triple bottom line performance evaluation. 
Thiss is useful for the development of sustainability performance 
evaluationn tools for companies that is related with the second main 
objectivee of this thesis. 
Regardingg the second main objective of this thesis it could be 
concluded,, that first for these companies the variables of a balanced 
scorecardd are useful to reduce the ambiguity of the typology. 
Second,, that performance evaluation with the format of a balanced 
scorecardd is more useful for the companies with more ambitious 
performance. . 
Makingg a template balanced scorecard and strategy map both 
adaptedd to the company to be further customised with the company 
wass found useful by -interviewees each of the three companies 
involvedd (chapter 3.3.). It was also found, in this sample, that 
financiall value creation appears as far more important than 
environmentall and social value creation. Therefore, is was 
concludedd that the inclusion of a separate category of financial value 
creationn will lead to an improvement in the use value of a 
sustaii nabil ity balanced scorecard by the business units involved. 
Thee sustainability balanced scorecard format, with its modified 
perspectivess and categories adapted to the performance category 
andd current strategic context of the companies was found adequate 
too deal with the multiplicity of sustainability issues (chapter 3.3). 
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Reflection ss regardin g furthe r work 

Inn view of the results of this thesis, some reflections on further work 
weree provided. 
Inn this study, environmental burden reduction was found problematic 
forr clustering the current performance of companies. Therefore, 
furtherr work to improve the quantification of actual performance 
achievementss seems necessary. 
Thee establishment of further pilot projects for the development of 
sustainabilityy balanced scorecards applying the approach described 
inn this thesis would be helpful. It would allow further investigation of 
thee value of the approach to sustainability performance evaluation 
developedd in this thesis. Also it would be important to verify the 
usefulnesss of balanced scorecards in focussing the minds within 
companiess on the strategic dimension of sustainability. A topic of 
researchh that is especially worthwhile is whether CEO's take 
decisionss on the basis of BSC results. 
Inn this thesis, it was found that networks were important in shaping 
performancee of Portuguese companies. Future research should 
considerr both processes in- and outcomes that emerge from 
differentt networks that influence sustainability performance. In this 
contextt there would be a place for comparative research, which 
considerss different types of networks. 
Theree is also the need to interconnect micro (company) and macro 
(sector,, national, supranational) performance evaluation. A project 
thatt would design a system of sustainability performance evaluation 
thatt would link Organisation-, Sector-, National and European levels 
couldd help to avoid divergences in performance evaluation, to link 
activitiess to results and to increase knowledge transfer and 
transparency.. Such a project might help also to define "sustainability" 
performancee levels and stages. 
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