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44 Examinin g Environmenta l Alignment : 
Researchh Metho d & Operationalisatio n 

4.11 Introductio n 

Academicc analysis often takes the shape of an iterative process. One of the challenges of 
thiss study is to combine sufficient analytical 'length' to be able to (un)cover general 
mechanismss for a specific industry, with sufficient analytical 'depth' to be able to under-
standd the processes within specific organisations. The oil industry consists of a relatively 
limitedd number of players, which makes it difficult to differentiate between generic and 
specificc strategies. Leading firms are not only influenced by their institutional environment 
andd respond to, for instance, reputation problems. They also create institutions and cause 
trends,, thus making it difficult to distinguish between 'dependent' and 'independent' vari-
abless and between causes and effects. In addition, the number of relevant players is lim-
itedd and the companies represent very closed organisations due to their size and political 
andd strategic importance. All this makes it extremely difficult to gather relevant information 
andd suggests that it would be appropriate to use a case study approach to check for the 
linkk between strategy and structure. 

Thee analytical challenges posed for a study on the relationship between strategy 
andd structure are of both a practical and theoretical nature, due to the complexity of the 
conceptss themselves. This chapter addresses these challenges by: (1) specifying sample 
choicess and sampling techniques; (2) considering issues of data collection; and (3) giving 
attentionn to the measurement of qualitative phenomena, such as reputation, codes of con-
ductt and environmental strategy. The chapter starts with an overview of the two distinct 
empiricall formats employed (4.2). The first format, an extensive study of a large represen-
tativee sample of international petroleum companies, covers the majority of the petroleum 
companiess in the Fortune Global Top 250 list in the period 1990-2002. The second for-
matt concerns a multiple case study. Subsequently, the sample basis of the different vari-
abless (4.3) and the sampling techniques for the case study method are scrutinised (4.3.1). 
Followingg a maximum variation strategy, the chosen sample of case study companies is 
eventuallyy mapped out for several dimensions (4.3.2). Thereafter, the process of data col-
lectionn (4.4) and a range of measurement issues for the independent (4.4.1) and the de-
pendentt variables (4.4.2) are discussed. A fair amount of attention is given to the legiti-
macyy of choosing specific data sources and the existence of alternatives; thus the iterative 
characterr of the study is illustrated. The last section of the data collection process dis-
cussess the case studies (4.4.3): the interview protocol and information sources. In con-
clusion,, the collection of additional information by means of the survey is discussed; this 
wass carried out for two of the case studies (4.4.4). 
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4.22 Analytica l framewor k 

Thee analytical format of the study consists of two parts: an extensive study of a larger 
samplee of companies and a multiple case study format {see Figure 4-1). The first part lays 
thee groundwork of the study. It consists of an extensive examination of a large group of 
petroleumm companies: the petroleum companies in the Fortune 250 list in the period 
1990-2002,, with some adjustments, e.g. because of data availability and mergers. 
Ann extensive literature review, statistical sources, company reports and brochures, pilot-
interviewss and other relevant documentation are used as data sources for this part of the 
analysis.. Its result is an overview of trends related to the aspects of the research model. 

Figur ee 4-1 Outlin e of analysi s 

Sector r 
study y 

Case e 
study y 

format t 

;; Sector of industry 

!! Petroleum companies in Fortune 250 

Focuss home region; Europe 

Casee 1 Casee 2 

Interviews s 

Casee 3 Casee 4 

Interviewss & 
Survey y 

Thee second part of the study is formed by four case studies, which serve to deepen the 
insightss gained. The case studies build on the same data sources, combined with semi-
structuredd interviews and a survey for two companies. According to Yin {1994:13), a case 
studyy can be performed when certain contextual conditions and technical characteristics 
aree fulfilled. The contextual conditions are that the research will investigate "a phenome-
nonn within its real-life context, especially when the boundaries between phenomenon and 
contextt are not clearly evident." The technical characteristics are that the research copes 
withh the "technically distinct situation in which there will be many more variables of interest 
thann data points." It "relies on multiple sources of evidence with data needing to converge 
inn a triangulating fashion, and as another result benefits from the prior development of 
theoreticall propositions to guide data collection and analysis." This suits new research ar-
eas,, research areas for which existing theory seems inadequate and where there is diffi-
cultyy in quantifying certain variables. A multiple case study follows from the fact that sev-
erall companies are part of *he sample under study. Data can be of both a qualitative as 
welll as a quantitative kind (see, e.g., Eisenhardt, 1991, 1989; Miles and Huberman, 1994; 
Yin,, 1994), the combination of which can be synergistic (Eisenhardt, 1989).31 

Duringg the 1980s, quite some controversy surrounded the method of case study re-
searchh (for a discussion, see, e.g., Benbasat, Goldstein and Mead, 1988; Dutton, 1988; 
Ruigrok,, Gibbert and Kaes, 2004). Although the method has been gaining ground over 
thee last two decades, some of the reliability and validity criticisms are still heard today. A 
firstt possible limitation can be the failure to explicate the theoretical contribution of the 

311 Triangulation in its strictest sense is verifying the accuracy of one observation by using another method. If 
thee methods taken are complementary, their combined use yields data that are both rich and manageable 
(Lundan,, 1996:89). Following King (1995:272), it is believed that "in combination, these multiple sources tri-
anglee organisational behaviour." 
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casee study. Limitations also result from mingling of types of evidence {e.g. qualitative or 
quantitativee data), types of data collection methods, and the research strategies them-
selvess {i.e. case studies) (Yin, 1981). Solutions for those limitations are the use of sam-
plingg parameters and bias analysis. Furthermore, Yin {1981:59-61) indicates that three 
techniquess can reduce the problems with which case analysts are confronted: 1. Distin-
guishingg note-taking from narrative-writing; 2. Tabulating meaningful events; 3. Building 
explanations.. Hence, the most important strength of a case study method is its ability to 
doo research in a complicated environment with many variables in order to generate theory. 
Ass Eisenhardt states: "Flexibility is not a license to be unsystematic" (Eisenhardt, 
1989:539,, see also Humphrey and Lee, 2004). Phrased differently, Yin (1981:64) sum-
marisess the situation: "In all, the state of the art is not as impoverished as one might at first 
think,, and case study practice can be dramatically improved by applying what is already 
known." " 

4.33 Sampl e constructio n 

Thee selection process of the firms for the first part of the study consisted of several steps. 
Ass a first step, an overview was acquired of the largest oil and gas MNCs in the world by 
meanss of the Fortune list. Fortune started to publish the Fortune Global Top 500 list of the 
world'ss 500 largest industrial companies by sales in 1990 (Fortune, 1990).32 In 1995, the 
contentss of the list changed to combine industrial and services companies. For the sector, 
thiss led to a decline of about 50 petroleum companies in the list from 50 to about 30. The 
researchh focuses on the petroleum companies in the top 250 of the same list. The number 
off petroleum companies in this list decreased from 36 companies in 1990 to 1 7 compa-
niess in 2002. Part of this decrease is due to merger effects (Fortune, 2002). 

Thee year 2002 and the 1 7 companies, which Fortune coded as 'petroleum refining 
companies',, provided the basis from which the final sample was constructed. The final 
samplee includes 23 companies: the aforementioned 1 7 companies, the companies on 
whichh they build before they merged, and an additional company (Pemex). Pemex is cate-
gorisedd under 'crude oil and mining', but is added because it used to be included in 'pe-
troleumm refining' for half the period, always ranked high and originates from a developing 
country. . 

Inn Table 4-1 and Table 4-4, an overview is given of the sample construction for the 
variabless in the study (additional information on centralisation is provided in Table 4-2). 
Thee tables show the consistent use of 23 companies, but also the adjustments made be-
causee of availability of data, mergers and research focus, such as the focus on European, 
Americann and Latin American companies. The end-result is that the study concentrates on 
thee behaviour of 13 companies, as they exist in 2002 after several mergers (19 companies 
forr 1990). Those companies are: BP(AmocoArco), Chevron (Texaco), ConocoPhillips, ENI, 
ExxonMobil,, Marathon Oil, Pdvsa, Pemex, Petrobras, Repsol, Shell, Statoil and To-
tal(FinaElf).. As data for Conoco and Phillips are sometimes separate, the number of com-
paniess is sometimes 14. 

322 With respect to the size of companies, Fortune also publishes the US 500 (since 1955), the International 
5000 (since 1976), which included only companies outside the US, and several top 50s or top 100s. Included 
inn the Global 500 are companies which exist as an independent entity for the entire fiscal year and file a 
separatee 10-K or comparable statutory filing under its own name. Years mentioned are the years of publica-
tionn of the list. The data refer to the previous year. Not a single African company is found in the list. 
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Tabl ee 4-1 Overvie w of sampl e constructio n for strategy/structur e variable s 

Variable/topic c ## companies Sample e Remarks s 

Petroleumm in the 
worldd economy 

1990:: 23 compa-
niess (1) 

US:: 9 companies 
Europe:: 7 
Latinn America: 3 
Asia:: 4 

1990:: Amoco, Arco, BP, Chevron, 
Conoco,, Elf Aquitaine, Eni, Exxon, 
Indiann Oil, Mobil, Nippon Oil, 
Pdvsa,, Pemex, Petrobras, Phillips, 
Repsol,, Royal Dutch/Shell, 
Sinopec,, SK, Statoil, Texaco, Total, 
USXX (later known as Marathon 
Oil). . 

Samplee drawn from F250, 
codedd as petroleum refining. 
1995:211 companies, 2002: 17 
companies.. Included in the final 
samplee are 23 companies. 
Thosee are the 2002-17 com-
panies,, plus the companies on 
whichh they build before they 
merged,, plus Statoil and Pemex. 

Internationalisationn 19 companies for 
1990 0 

Samee sample as previous eco-
nomicc profile but excluding Asian 
companies. . 

Focuss on European, US and 
Latinn American companies (de-
velopingg country context) 

Verticall integration 7 companies for 
1990 0 

BP,, Elf Aquitaine, ENI, RepsolYPF, 
Shell,, Statoil, Total 

Analyticall problems for US 
companiess result in a focus on 
Europeann companies 

Centralisation n '90 0 
'95 5 
'02 2 

12comp.. 1990: Same group as economic 
111 comp. profile excluding Asian companies 
144 comp. (4), Latin American companies 

(3),, Conoco, Phillips, Repsol and 
Statoil. . 
1995:: Idem, but excluding Elf 
Aquitaine e 
2002:: Idem, but adjusted for 
mergerss and in addition of 
Conocoo and Phillips and Latin 
Americann companies. 

Dataa for majority- and minority-
ownedd affiliates not available for 
2002.. Overview of the number 
off affiliates for the different 
years,, the kind of affiliate and 
theirr distribution for companies 
fromm different home regions is 
givenn in Table 4-2 below. 

Structuree of owner- '90: 11 comp. Same group of companies as for centralisation but excluding data 
shipp '95: 10 comp. ENI. No data for 2002 because of basis in distinction between mi-

nority-- and majority-owned affiliates 

(1)) For ranking versus other sectors and contribution to the F500, all companies are included which are coded 
ass 'petroleum refining': 1990, 52; 1995, 30; 2002, 26. 

Tabl ee 4-2 Centralisatio n & sampl e :: # subsidiarie s ,, distributio n over hom e region s s 

Totall sample 

Year r 

1990 0 

1995 5 

2002 2 

Companiess (N=) 

12 2 

11 1 

14 4 

Subsidiaries s 

4789 9 

4835 5 

3369 9 

(n= = )) Majority 

3655 5 

3588 8 

3369 9 

owned d Minority-owned d 

1134 4 

1247 7 

--

Sharee of American companies 

1990 0 

1995 5 

2002 2 

7 7 

7 7 

5 5 

Sharee of European 

1990 0 

1995 5 

2002 2 

5 5 

4 4 

6 6 

companies s 

1555 5 

1608 8 

694 4 

3234 4 

3227 7 

2593 3 

1233 3 

1260 0 

694 4 

2422 2 

2328 8 

2593 3 

322 2 

348 8 

--

812 2 

899 9 

--

Note:: Included in the 2002 total sample are 82 companies from Latin America. This causes the differences in 
totalss for 2002. For 2002, data were available for majority-owned subsidiaries only. 
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Tablee 4-3 Overvie w of sampl e constructio n for reputatio n environmenta l variable s 

Variable/topic c ## companies Sample 

Reputationn - overall Dependent Fortunee rankings are based on sample of Fortune Global 500, 
Fortunee 500 and Fortune Service 500 Financial Times: The top 25 
companiess from six to nine countries, starting with the FT 500 list 
off largest publicly-quoted companies plus other databases. 

Reputationn - Dependent KLD/DSI 400 ranking: Original S&P 500 sample (of US firms on 
environmentt which the index is based) includes 23 energy companies including 

ChevronTexaco.ConocoPhillips,, ExxonMobil, Marathon Oil, Occi-
dentall Petroleum and Unocal (S&P500, December 2002), For the 
otherr rankings the sample basis is not exactly known. 

Codess of conduct 

Environmentall strat-
egyy and structure 
(byy means of report-
ing) ) 

133 companies in Same sample as economic profile adjusted for merger patterns but 
20022 excluding Asian companies. Included in the examination are the 

codess of conduct as issued to our knowledge by September 2003. 
Informationn was found on corporate websites and/or companies 
weree approached several times by e-mail, telephone and fax to be 
informedd on its existence. 

199 companies in Same sample of companies as for economic profile but excluding 
19900 Asian companies (although those were included for the reporting 

rate).. For 2002, adjusted for merger patterns. Corporate environ-
mentall reports, sustainability reports and health, safety and envi-
ronmentt (HSE) reports were examined. Companies were con-
tactedd several times to request information about, and copies of 
theirr first, final and latest issues of environmental, HSE and/or 
sustainabilityy reports. Corporate websites were visited to find publi-
cationss as well. 

Thee sample of reports consisted of: the first issue of each company' 
corporatee environmental report (as far as still available) and an is-
suee of their latest version for the period under study (2001/2002). 
Thee total number of reports examined is 30. The sample is believed 
too represent the reports issued by the companies in the specific 
period.. Non-response was low for this sample, but high for the ex-
cludedd Asian companies. 

4.3.11 Samplin g technique s 

Forr the second part of the study, the multiple case study format, the construction of an 
appropriatee sample was crucial as well. Miles and Huberman (1994:27) suggest two ac-
tionss for sampling in qualitative research. The first is boundary setting: "to define aspects 
off your cases that you can study within the limits of your time and means, that connect di-
rectlyy to your research questions, and that probably will include examples of what you 
wantt to study." The second is the creation of a framework, to "uncover, confirm, or qualify 
thee basic processes or constructs that undergird your study" (Miles and Huberman, 
1994:27).. Subsequently, Miles and Huberman (1994:28) listed a range of sampling 
strategiess (see Table 4-4), as the sampling strategy may affect the analysis: "maximum 
variationn looks for outlier cases to see whether main patterns still hold. The critical case 
'proves'' the main findings." Confirming/disconfirming cases, extreme/deviant, and typical 
casess serve to increase confidence in conclusions; other sampling strategies (opportunis-
tic,, snowball or chain, intensity) benefit inductive, theory-building analysis. 
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Tabl ee 4-4 Typolog y of samplin g strategie s in qualitativ e inquir y 

Typee of sampling 

MaximumMaximum variation 

Homogeneous Homogeneous 

CriticalCritical case 

Theory-based Theory-based 

Confirming/disconfirming Confirming/disconfirming 

SnowballSnowball or chain 

ExtremeExtreme or deviant case 

TypicalTypical case 

Intensity Intensity 

PoliticallyPolitically important cases 

RandomRandom purposeful 

StratifiedStratified purposeful 

Criterion Criterion 

Opportunistic Opportunistic 

CombinationCombination or mixed 

Convenience Convenience 

Purpose e 

Documentss diverse variations and identifies important common patterns 

Focuses,, reduces, simplifies, facilitates group interviewing 

Permitss logical generalisation and maximum application of info to other cases 

Findingg examples of theoretical construct and thereby elaborate and examine it 

Elaboratingg initial analysis, seeking exceptions, looking for variation 

Identifiess cases of interest from people who know people who know what 
casess are information-rich 

Learningg from highly unusual manifestations of the phenomenon of interest 

Highlightss what is normal or average 

Information-richh cases that manifest the phenomenon intensely but not ex-
tremely y 

Attractss desired attention or avoids attracting undesired attention 

Addss credibility to sample when potential purposeful sample is too large 

Illustratess subgroups; facilitates comparisons 

Alll cases that meet some criterion; useful for quality assurance 

Followingg new leads; taking advantage of the unexpected 

Triangulation,, flexibility, meets multiple interests and needs 

Savess time, money and effort but at the expense of information and credibility 

Source:: Based on Miles and Huberman (1994) (who build on work of Kuzel and Patton). 

Thee choice of a sample reflects a selection of specific cases to fill specific theoretical 
categoriess and/or to provide examples of polar types under study. Multiple cases within a 
categoryy allow findings to be replicated within categories {Eisenhardt, 1989). As Snow 
andd Hambrick (1980:532) state: "In sum, the nature of the sample of organisations se-
lectedd for study can create theoretical or measurement problems owing to the relativity of 
strategy.. Attention at the outset of a study to the issues of industry homogeneity/-
heterogeneity,, comparability of measures across industry, and potential problems with 
secondaryy data sources can reduce many troubling problems later in the research." 

Inn addition, Eisenhardt (1989:545) remarks that, "while there is no ideal number of 
cases,, a number between 4 and 10 cases usually works well. With fewer than 4 cases, it 
iss often difficult to generate theory with much complexity ... with more than 10 cases, it 
quicklyy becomes difficult to cope with the complexity and volume of the data." Which 
cases,, and the exact number to be selected depends on various choices that have to be 
made.. Miles and Huberman (1994:30) state that the issues should be dealt with from the 
pointt of data complexity and from a conceptual point of view: "How many cases, in what 
kindd of sampling frame, would give us confidence in our analytic generalizations?." The 
firstt of their sampling actions, i.e. boundary setting, puts this remark in a time-money per-
spective.. With regard to the sector specificity of the particular study, it should, for exam-
ple,, be kept in mind that the merger and acquisition pattern of international petroleum 
companiess can result in a decrease of the number of companies in a certain sample over 
time.. The sample can thus have a larger number of companies at the beginning of the pe-
riodd under study than at the end of it. 
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4.3.22 Choic e of the sampl e for the case stud y 

Reflectingg on Table 4-4, the sample was chosen in such manner as to benefit from the 
combinationn from sampling through maximum variation, confirming/disconfirming, typical 
andd intensity cases. Maximum variation looks for outlier cases to see whether main pat-
ternss still hold; confirming/disconfirming cases and typical cases serve to increase confi-
dencee in conclusions; and intensity cases benefit inductive, theory-building analysis. To 
findd maximum variation, a distinction was made between the factual situation of companies 
(suchh as their home country, the experience of a catalyst event, merger history and a pri-
vatee or state ownership), their score on the independent variables and their score on the 
dependentt variables. 

Chapterr 2 highlighted the importance of regulation as one of the main drivers of 
corporatee environmental management. The environmental policy styles of home countries 
thereforee took the lead in the theoretical considerations of the sampling procedure. Differ-
encess in institutional backgrounds are also acknowledged to be important for the analysis 
consideringg environmental management (see, e.g., Kolk, 2005). European petroleum 
MNCss started to publish on environmental issues later than US MNCs. However, evi-
dencee on a more proactive approach of European MNCs is based on an analysis of cli-
matee change strategies for the automobile and oil sector (Kolk and Levy, 2004; Levy and 
Rothenberg,, 2002); additional evidence on clearer and more specific monitoring systems 
byy European companies is based on the analysis of codes of conducts for the sporting 
goodss industry (Van Tulder and Kolk, 2001). The divergence between the home countries 
hass decreased over time as far as climate change strategies are concerned; even more, 
thee Europeans outranked the US companies subsequently in elaborate reporting. As arti-
cless for environmental management and the petroleum sector frequently concentrate on 
thee North-American context, it was decided to focus on Europe in the analysis of the 
cases.. Furthermore, it is mostly the European companies which are mentioned as envi-
ronmentall leaders. Within the region, the basic thrust was to select companies from dif-
ferentt policy styles, and examples of frameworks were found in Lahusen (2000) and An-
drewss (1994) (as discussed in Chapter 2). 

Subsequently,, the selection process proceeded as follows. The Fortune top 250 
list,, the basis of all sampling in the study, resulted in 7 European companies. Based on a 
listt of the 50 largest companies in the oil and gas sector (Sustainability/UNEP, 1999), 14 
relativelyy smaller, non-Fortune 500 listed European-based companies were added. Sub-
sequently,, an exploratory study was carried out for those 21 companies, by means of pub-
liclyy available documentation. To find maximum variation in the sample, a range of variables 
waswas examined for the year of 2000: size; regions of operations; general reputation; envi-
ronmentall reputation; corporate strategy; environmental strategy and organisation struc-
ture.. The result is a sample of four companies, which were approached for participation: 
BP,, Shell, Statoil and TotalFinaElf. At the start of the period 1990-2002, the sample rep-
resentedd seven companies: Amoco, Arco, BP, Shell, Statoil, Total and Elf Aquitaine (see 
Tablee 4-5).M 

Petrofinaa was acquired by Total in this period but is not further discussed. 
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Tabl ee 4-5 Sampling : positio n and size of companie s 

Amoco o 

Arco o 

BP P 

Shell l 

Statoil l 

Elff Aquitaine 

Total l 

Position n 

1990 0 

33 3 

60 0 

8 8 

2 2 

114 4 

26 6 

42 2 

inn F500 

1995 5 

100 0 

214 4 

27 7 

10 0 

287 7 

47 7 

101 1 

2001 1 

--

--
4 4 

8 8 

164 4 

--

15 5 

Profits/saless ratio 

1990 0 

0.07 7 

0.11 1 

0.05 5 

0.06 6 

0.05 5 

0.06 6 

0.03 3 

1995 5 

0.07 7 

0.08 8 

0.03 3 

0.06 6 

0.06 6 

0.02 2 

0.02 2 

2001 1 

--

--

0,05 5 

0.08 8 

0.07 7 

--

0.07 7 

Employment/asset t 

1990 0 

1.69 9 

1.14 4 

1.97 7 

1.29 9 

1.05 5 

2,11 1 

2.65 5 

1995 5 

1.43 3 

0.92 2 

1.13 3 

0.88 8 

0.77 7 

1.73 3 

1.89 9 

ss ratio 

2001 1 

--

--

0.78 8 

0.82 2 

0.75 5 

--

1.55 5 

Source;; Fortune Global Top 500 for years 1991, 1996, 2002 (reporting over resp.1990, 1995, 2001). Note: 
BPP 2001 includes Amoco and Arco, Total 2001 includes Elf Aquitaine and Petrofina. 

Ass the table shows, Statoil has a relatively small size within this group. TotalFinaElf and BP 
bothh climbed the rankings after their merger while Shell has a continuous top 10-position. 
Inn addition, Shell and Statoil did not decrease their profit/sales over the period 1990-
2001,, in contrast to the merging companies: they improved their ratio after their mergers. 
Thee employment/assets ratio illustrates the cutback on employment in the sector and 
showss the extra-ordinary position of TotalFinaElf; its figure is almost twice the other ratios. 
BPP used to have a similar high ratio but changed course over the period. 

Consideringg the aspects of factual situation and independent and dependent vari-
ables,, this sample can further be categorised as in the following tables. For home country 
originn (Table 4-6), the companies were selected from four different countries (France, 
Norway,, UK and the Netherlands) but originating from an even more diverse background. 
BPP for example, has a UK background but merged with two American companies; Shell 
hass a double nationality with its Anglo-Dutch management structure. Norwegian Statoil 
wass selected because of the 'Scandinavian approach' of its home country, as well as its 
smallerr size and different position on internationalisation and centralisation. Only one other 
studyy was found in which Norway was included in a comparative perspective {see Es-
trada,, Tangen and Bergesen, 1997). In the table, it has been located in the same position 
ass Sweden. French TotalFinaElf (TFE) completed the kite-shape home country origin of 
thee sample. 

62 2 



44 Examining Environmental Alignment: Research Method & Operationalisation 

Tablee 4-6 Sampl e mapping : hom e countr y origi n 

Rigid/statutoryy i— —  Flexible/negotiated 

Approachh to enforcement 

Source:: Adjusted from Andrews, 1994:409. 

Consideringg merger experience and ownership, the results for the selected companies are 

mappedd out in Table 4-7. 

Tablee 4-7 Sampl e mapping : merge r experienc e and ownershi p 

Mergerr history 

Noo merger history 

Statee company 

T F E -- —

Statoill —

Privatee company 

— P P 

Shell l 

Severall remarks need to be made about the positioning of the companies. Statoil, for 

starters,, privatised a small part of the company (18.1%) in 2001 . Therefore, the company 

iss in transition from the 'state company' to the 'private company' category (indicated by the 

arroww in the table). A similar comment applies to the position of TFE: Elf reduced the state 

partt to 10% in 1995 (from 55.6% in 1990). The state's stake in Total had been reduced 

fromm 31 .7% to 5.2 % already in 1992. The arrow accompanying TFE's transfer is larger 

thann Statoil because TFE's privatisation occurred at an earlier time and on a much larger 

scalee than Statoil's. BP is framed as a private company because its privatisation occurred 

inn 1987, when the remaining 31.5% state share was sold (i.e. 1987). To show its history 

ass a former public company, a small arrow was added to its position in the table. 

Tablee 4-8, subsequently, considers additional dimensions for sampling: catalyst 

eventss and size. Considering size, the relative position of the companies is shown (for ex-
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actt figures, see Table 4-5). TFE counted as medium-sized in its pre-merger - three com-
paniess - position; in its post-merger situation (2001), it is a large company. For BP, this 
transferr in size took place somewhat earlier (1998), and for size it was already ranked 
higherr than the individual TFE companies. Statoil is really small in comparison with the 
otherr three. However, it is still part of the Fortune Global Top 250 list of companies (with 
thee exception of 1995, 1 996 and 1999, date of publication). 

Tablee 4-8 Sampl e mapping : catalys t event s and size 

Catalystt event 

Noo catalyst event 

Smalll size 

TFEE — 

Statoil l 

, - * B P P 

Largee size 

Shell l 

Thee companies' positions with regard to the experience of a catalyst event are highlighted 
inn Chapter 6 in specific detail; with regard to the table, it is important to note that Shell's 
catalystt event was probably the largest one (Brent Spar and Nigeria); while TFE experi-
encedd the impact of an oil spill (Erica, 1999) at the European level, and BP got entangled 
inn discussions about its campaigning (1998), which may be regarded as coming close to 
aa catalyst event (as illustrated by the arrow). 

Thee next table (Table 4-9) indicates the strategic setting of the companies with re-
gardd to strategy and structure: the degree of internationalisation for 2002 is mapped out 
withh the degree of centralisation. The accompanying arrows indicate the relative change 
fromm 1990. 

Tablee 4-9 Sampl e mapping : internationalisatio n and centralisatio n 

Internationalisation n 

00 50 100 

1 1 

> > 

> > 
4 4 

2»-+j j 

3 3 

Note:: Vertical line presents internationalisation rate for 2002. 
1)) Statoil, 2) Shell, 3) TFE. 4) BP. 

Forr Statoil, there were no data available for 1 990; the company is assumed to be stable in 
itss degree of internationalisation. The two arrows for TFE represent the changes for Elf 
andd Total. The long arrow represents Elf, which had much lower internationalisation (39%) 
inn 1990; Total had 66% internationalisation for 1991 (short arrow). Shell hardly changed 
itss degree of internationalisation: from 56% to 62%; BP moved from 70% to 81%. For 
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degreee of centralisation, the relative position of the companies is reflected: this position is 

highlyy centralised, medium, or low. Methodological remarks concerning those variables 

cann be read in Section 0 while the specific data, also for the sample as a whole, are fur-

therr discussed in Chapter 5. 

Thee mapping on the last dimensions, environmental reputation and reporting date, 

wass done on basis of environmental reputation rankings and empirical research on first 

issuess of environmental reports (see Table 4-10). 

Tablee 4-10 Samplin g mapping : environmenta l aspect s 

Earlyy reporter 

Latee reporter 

Nott ranked for 
env.. reputation 

T F E --

Rankedd for 
env.. reputation 

Statoill

BP P 

Shell l 

Inn the reputation rankings, being ranked means having a better reputation than not being 

ranked.. Notwithstanding the fact that both companies originate at least partly in the UK, 

BPP and Shell were both selected for the case study because of their stable (alhough dis-

puted)) status as an environmental leader (by the end of the period under study). At a more 

modestt scale, the same applies for Statoil and TFE: both of them were included in one 

environmentall reputation ranking. In addition, the Norwegian legislative style has a rela-

tivelyy high standing and interviewees of other companies were consistently highly positive 

aboutt Statoil's operations in Norway. For TFE, the lack of confidence in leadership is 

larger;; this is illustrated by its reporting history: Total was one of the few (if not only) pe-

troleumm companies that did not publish a corporate environmental report. Only with the 

mergerr in 2 0 0 1 , probably in anticipation of national legislative requirements in 2002, it 

startedd reporting. The case of TFE is particularly interesting because of the contrast be-

tweenn the companies in combination with its highly internationalised operations. 

4.44 Data collection : issue s of measuremen t 

Thiss section explores the possibilities to measure the variables in the research model, as 

theyy were identified in Chapter 3. The advantages and disadvantages of certain method-

ologies,, availability of data, and subsequent choices are discussed. Attention is first given 

too the independent variables of the model (strategy, structure and reputation), and, sec-

ondlyy to the dependent variables of the study (environmental strategy and environmental 

structure).. A summary of the variables is shown in Table 4 -11 . 
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Tabl ee 4-11 Variable s in the stud y 

Independentt variables Dependent variables 

Strategyy Corporate strategy Environmental Codes of conduct 
Internationalisationn strategy Environmental policy 
Verticall integration Focus of reporting 
Diversification n 

Structuree Organisational structure Environmental Management systems 
Centralisationn structure Management standards 
Structuree of ownership Performance indicators 

Verification n 
Reputationn Overall reputation Monitorinq 

Environmentall reputation 

4.4.11 Measuremen t of independen t variable s 

Thee independent variables are of three kinds: strategy, structure, and reputation. On the 
basiss of the literature review of Chapter 2 and the research model of Chapter 3, the vari-
abless distinguish several aspects. For strategy, three aspects are distinguished: interna-
tionalisation,, vertical integration and diversification. For structure, two aspects are dis-
cussed:: centralisation and structure of ownership. Reputation is divided into two aspects: 
overalll reputation and environmental reputation. They are discussed in that order. 

CorporateCorporate strategy 1: Internationalisation 
Threee methods were used to measure internationalisation. The Transnationality Index (TNI) 
iss the most quoted indicator of internationalisation, through its publication in the World 
Investmentt Reports of UNCTAD. The TNI is calculated as the average of three ratios, re-
sultingg in a rough indication of degree of internationalisation: 1. Foreign assets/total as-
setss (FA/TA); 2. Foreign sales/total sales (FS/TS); and 3. Foreign employment/total em-
ploymentt (FE/TE) (Van Tulder, Van den Berghe and Muller, 2001 b:47). The data used in 
thiss study originate from the Scope database, which draws its data from companies' an-
nuall reports, SEC filing form 20F, and form 10-K. Additional data come from UNCTAD, 
thee World Investment Report and the WorldScope database. 

Thee second method uses only the first of those three ratios: the assets-based ver-
sionn of internationalisation. It is selected because of the direct relation between assets 
andd environmental impact. As Kolk and Van Tulder (2000) argue, the relatively good avail-
abilityy of sales' data is usually a prime motive for the selection of that ratio. However, envi-
ronmentall impact relates more directly to production sites and assets than to the interna-
tionalisationn of sales. Internationalisation is thus calculated as the ratio between foreign 
assetss (the total of fixed and current assents outside the home country) and total assets 
(FA/TA). . 

Thee third method applied to measure the degree of internationalisation is found in 
thee official registration of the companies' affiliates at chambers of commerce in the world. 
Thee data originate from Dunn & Bradstreet and are again part of the Scope database at 
Erasmuss University Rotterdam. The data consist of the family trees of companies from 
whichh information on two aspects can be drawn: the distribution over different hierarchical 
levelss (to be used to gain information about degree of centralisation, as will be explained 
later),, and the distribution over home and host country locations in the world, which is 
relevantt here. The degree of internationalisation in this second method is calculated as the 
percentagee of registration between home and host country locations. 
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Thee advantage of using three methods is that the results can be compared for the 
presencee and patterns of strategic groups. Furthermore, the emphasis of each method is 
slightlyy different, which leads to more information and a multidimensional perspective: in-
ternationalisationn overall, assets-based internationalisation, and registration-based interna-
tionalisation.. The third method adds information for the years 1990 and 1995 on the dis-
tinctionn between majority- and minority owned affiliates; data for 2002 were not available. 
AA limitation of this last method is that the registration of an affiliate does not necessarily 
relatee to activity of the MNC in that location. However, this disadvantage is taken care of 
byy the data of the second method. 

CorporateCorporate strategy 2: Vertical integration 
Thee second corporate strategy variable is vertical integration or in-house production, the 
oppositee of outsourcing (Tecson, 1998). For the petroleum sector, a distinction is made 
betweenn upstream and downstream activity. Upstream activities include exploration and 
production;; downstream includes refining, marketing and transport. As the literature re-
vieww showed, the operationalisation of vertical integration is difficult. The method of opera-
tionalisationn used here builds on Tecson's work (1998:17). She proposes a common 
measuree of vertical integration by means of value added in the following definition: the "re-
turnss to factors of production used in producing goods or services by the core firm. It 
consistss of returns to labour (wages and salaries plus benefits), returns to capital (depre-
ciation/amortisation)) and returns to entrepreneurship (profits)." 

Differencess in accounting between home regions and the publication of only con-
solidatedd data hinder consistent operationalisation (Van Tulder, Van den Berghe and Mul-
ler,, 2001b). For a sample of the top 50 Dutch firms, the difference between the use of 
consolidatedd data and more detailed data for value added for home countries and abroad 
operationss resulted in a maximum difference of 25% (Van Tulder, Van den Berghe and 
Muller,, 2001 b:77). However, consistent application of definitions by the companies over 
timee should lead to comparable figures. Following Tecson (1998:18), annual reports pro-
videe the data needed to apply the formulas below (the choice between the two depends 
onn the data which are given: for 'cost of goods sold' (which excludes depreciation) or 
'sales').. The limitation for the operationalisation of the formula lies in the fact that American 
companiess often do not provide data on staff costs because accounting standards do not 
requiree this. Therefore, the data are restricted to European companies only. The formula is: 

Addedd Value {AV}= (Net Sales-Cost of Sales) + Depreciation and Amortisation + Personnel Costs 

Degreee of Vertical Integration (DVI) = Added Value/Net Sales 

Or: : 

Addedd Value (AV)= (Net Sales- (Costs of Goods Sold + Depreciation and Amortisation)) + Depreciation 

andd Amortisation + Personnel Costs 

Degreee of Vertical Integration (DVI) = Added Value/Net Sales 

CorporateCorporate Strategy 3: Diversification 

Diversificationn can, for example, be measured by means of Standard 
Industryy Classification codes (see e.g. www.ntis.gov, June 2001) or by a formula based on 
thee specialisation ratio of the firm (Rumelt, 1974). Originally, this study intended to follow 
thee method of Grant and Cibin (1996). They distinguish seven categories of industrial ac-
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tivityy for the petroleum industry: oil and gas, chemicals, oilsands/oilshale, coal, nuclear en-
ergy,, solar power, metals and other (Grant and Cibin, 1996:1 72). However, it was de-
cidedd to exclude this variable for several reasons. A first reason is that the industry is ex-
pectedd to be relatively homogenous as most companies had abandoned their diversifica-
tionn adventures by the end of the 1980s. While they diversified into all kinds of very differ-
entt products, such as a newspaper, forestry, real estate and synthetic fibres, restructuring 
duee to price decline led them to revert back to their core products and related products in 
thee energy and chemicals chain. A second reason is that inclusion of this variable requires 
aa thorough investigation of the variables in the research model for all of the different divi-
sions;; this was simply not possible considering the scope and time frame of the study and 
off the interviews. 

OrganisationalOrganisational Structure 1: Degree of centralisation 
Thee degree of centralisation is the first structure variable in the research model. It refers to 
aa governance mechanism and the degree to which the decision-making process is hierar-
chicallyy organised, with the headquarters making most of the crucial strategic and policy 
decisions.. Its conceptualisation was discussed in Chapter 2. The operationalisation of this 
aspectt turned out to be a difficult task, as was predicted by the literature in those chap-
ters.. Initially, the operationalisation started with the approach of Ghoshal and Nohria 
{1989).344 However, for the whole sample in this chapter this approach was not suitable as 
theree would be no opportunity to consult a considerable sample of interviewees. Further-
more,, asking interviewees about the level of centralisation in their company resulted in very 
diversee answers illustrating the complexity of the concept. Subsequently, therefore, or-
ganisationn charts were considered as an alternative. However, those were often unavail-
ablee for the whole time period and/or did not provide for the appropriate information. To 
overcomee these difficulties, a proxy of degree of centralisation was sought. 

Thee proxy uses hierarchy in subsidiaries to measure centralisation. Similar to the 
operationalisationn of the internationalisation variable, an analysis was made of family trees 
off companies on the basis of their official registration at Chambers of Commerce in the 
world.. The data originate from Dunn & Bradstreet and are part of the Scope database at 
Erasmuss University Rotterdam. The information on registered affiliates was analysed by 
focusingg on the distribution of the total number of affiliates of a company over the different 
hierarchicall levels. According to this concept, the network of the MNC is perceived as a 
tree-likee structure, with the parent company in the home country headquarters and several 
layerss of subsidiaries beneath it. In the case of the oil MNCs, the maximum number of lay-
erss is 8. The total number of affiliates for the different home countries, as well as their 

344 Ghoshal and Nohria (1989) operationalise centralisation as the opposite of autonomy, and measure it by 
estimatess of subsidiary managers on certain decision-making situations. This study wanted to adjust their ap-
proachh to identify the following aspects as decision-making situations: 1. Appointing permanent staff; 2, Allo-
catingg budget; 3. Changes in the manufacturing process; 4. Introduction of a new product; and 5. Introduction 
off compensation/incentives mechanisms. In addition, three levels of decision making within the multinational 
corporationn were distinguished: the corporate level; the business unit level; and the facility level. The degree of 
centralisationn would then be considered as a variable between a) the facility and the business unit level; and 
b)) the business unit level and the corporate level. Adjusting Ghoshal and Nohria's approach (1989), the rela-
tivee influences would then be scored on two five-point scales representing: Ad a) 1. Business unit decides 
alone;; 2. Business unit decides but facility can and does provide suggestions; 3. Both business unit and facility 
havee roughly equal influence on the decision; 4. Facility decides but business unit can and does provide sug-
gestions;; and 5. Facility decides alone. Ad b). 1. Headquarters decides alone; 2. Headquarters decide but 
businesss unit can and does provide suggestions; 3. Both headquarters and business unit have roughly equal 
influencee on the decision; 4. Business unit decides but headquarters can and does provide suggestions; and 
5.. Business unit decides alone. 
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registrationn of majority and minority-owned affiliates is shown in Table 4-2. In the further 
analysiss of the data, companies were clustered on the basis of similar curves in graphs 
whichh was checked by the 50% point in the cumulative division of levels of affiliates in 
tables.. The result is an intra-sector comparison of the companies within the group of a 
specificc year; absolute comparisons are more difficult to make from the perspective of 
reliability. . 

Itt should be noted that the data suffer from serious methodological considerations 
relatingg to accuracy, completeness and validity (Muller, 2004:293). For instance, Muller 
notess that discrepancies have emerged between the D&B data and the information pre-
sentedd in annual reports and 10-K forms. Furthermore, it is unclear whether there are 
Chamberss of Commerce with which D&B does not have purchasing agreements resulting 
inn potential omissions. The exclusion of minority-controlled subsidiaries after 1995 possi-
blyy accounts for the discrepancies and potentially results in an underestimation of the role 
off developing countries (due to investment restrictions for foreign companies). In addition, 
aa major disadvantage of the data lies in the distinction between legal and physical loca-
tion.. The registered data reflect the legal incorporation of a company and thus, the basis 
off liability; this does not imply that the company is physically present or producing in that 
country.. This also counts for the economic relationship, which is assumed when using the 
dataa as a proxy for the degree of centralisation while: "an obvious explanation for a com-
plexx legal structure in the absence of complex economic and strategic relationships is not 
inn evidence" (Muller, 2004:294). 

Consideringg the previous, the legitimacy of the strength and appropriateness of the 
dataa needs illustration. It is given by the study of Fortanier (2003) who compared the data 
withh 2002-patterns in foreign direct investment of the same firms and found a high correla-
tionn coefficient of 0.81, significant at a 0.01 level. This implies that the networks of FDI 
andd registration are very much alike. For this study, the correlation with FDI-patterns le-
gitimatess the use of these data as a high quality indicator of organisational structure, es-
peciallyy because these data are considered to be consistent in the approach over the 
years.. Unfortunately, it also brings forward another limitation of the data: measuring the 
degreee of centralisation by means of the registration of affiliates may be correlated to the 
levell of internationalisation. This might have led to a circular argument were it not for the 
factt that not the registration but the level of subsidiary is used in the calculation of cen-
tralisation.. In addition, the data for internationalisation are from a different source. The pre-
viouss illustrates the care taken of this limitation; moreover, another proxy was not available. 

OrganisationalOrganisational structure 2: structure of ownership 
Thee second strategic variable in the study is structure of ownership. In the literature review 
andd the theoretical framework, this variable has been split into three elements: 
1.. cooperative arrangements (the percentage of full ownership, joint ventures, majority and 
minorityy stakes; 2. the effect of mergers; 3. state or public ownership. The first aspect, co-
operativee arrangements, is operationalised by means of the same data source as the de-
greee of centralisation. However, the focus within the registered companies is on the ratio 
betweenn minority-owned and majority-owned affiliates. This shows the degree of control 
companiess have on their affiliates which is an additional aspect to consider in the examina-
tionn of organisational structure. Data were available for 1990 and 1995 for which an over-
vieww and comparison was made. The second and third aspects of structure of ownership, 
mergerss and state influences, were operationalised by means of information published in 
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newspapers,, academic articles and other data sources. The study is aware that, although 
characterisedd as a structure-variable, mergers also have a strategic part. 

Reputation:Reputation: corporate and environmental reputation 
Too discuss the operationalisation of the concept of reputation, this part of the section first 
presentss an overview of eight surveys on reputation in general. Subsequently, it gives at-
tentionn to surveys oriented specifically towards corporate environmental and social reputa-
tion.. The measurement of reputation is a difficult task: questions of measurement, validity 
andd causality are likely to dominate reputation research in the coming years, according to 
Fombrunn (2001). The intangibility of certain components of reputation and the multidimen-
sionall character of the concept for diverse groups of stakeholders illustrate this complex-
ity;; they hinder reliable operationalisation. As a result, present methods are biased towards 
financiall indicators, and different stakeholder groups are not well represented. Moreover, 
onlyy few and mixed data were available on environmental reputation for which indexes 
havee only recently been developed. A final comment is that reputation change may suffer 
fromm a time lag. It takes a split-second to cause long-lasting damage to a reputation, but 
yearss to build one; graphs may not show improvements immediately. The pros and cons of 
thee different rankings and their methodologies are more specifically highlighted in the dis-
cussionss below. Furthermore, a selection is made for further analysis. 

Corporate,Corporate, overall, reputation 
Fombrun,, Gardberg and Sever (2000) made a review of eight survey instruments on the 
basiss of the date of their first publication, the sample of companies, the respondents, and 
thee amount and contents of criteria used. A summary of their conclusions is found in Table 
4-11 2. According to Fombrun, Gardberg and Sever (2000:242), academics "routinely ac-
knowledgee many limitations to the data." Inconsistent findings are subsequently blamed 
onn shortcomings attributable to measurement issues. The difficulty, however, of develop-
ingg a more valid database of corporate reputational ratings is also recognised.35 

Fryxelll and Wang (1994) also indicate that measurement is a vexing problem, es-
peciallyy in research streams such as corporate social responsibility. Their criticism of the 
Fortunee reputation index is that one dominant factor underlies the database: financial per-
formance.. All items (except for corporate environmental responsibility) appear to be di-
rectlyy influenced by the respondent's perception of the financial potential of the firm. Ac-
cordingg to Fryxell and Wang (1994), it is unlikely that a firm's specific capabilities can be 
sufficientlyy distinguished from its reputation for financial prowess for these characteristics 
too be usable. Their conclusion, therefore, is that the reputation measured by the Fortune 
indexx speaks most directly to reputation as an investment. Non-investment-related implica-
tionss drawn from the data would be beyond the domain being measured. Furthermore, 
Fryxelll and Wang (1994:11) indicate that this limitation also influences the corporate envi-

355 Fombrun, Gardberg and Sever (2000) themselves developed the Reputation Quotient, a reputation con-
structt that puts emphasis on its multidimensionality in a combination of two factors: emotional and rational 
appeal,, A second study that developed a new reputation measure is found in Deephouse (2000). He devel-
opedd a more theoretically informed version of the concept, by the integration of mass communication and re-
source-basedd theories. The result is Media Reputation, defined as the overall evaluation of a firm represented 
inn the media (Deephouse, 2000). A third recently developed tool to measure corporate reputation is the Cor-
poratee Personality Index. It measures customers' as well as employees' perspectives of reputation and claims 
too be applicable on other stakeholders as well. It builds on seven dimensions: agreeableness, enterprise, com-
petence,, chic, ruthlessness, machismo, and informality (Davies et al., 2003:150). Socially responsible is an 
aspectt of integrity, which is categorised under agreeableness. However, data were not available for the period 
coveredd by this study. 

70 0 



44 Examining Environmental Alignment: Research Method & Operationalisation 

ronmentall responsibility item: "We believe this limitation also extends to the single CER 
[corporatee environmental responsibility] item in the Fortune index, as the evidence pre-
sentedd here shows that it is also subject to a combination of mono-method bias and fi-
nanciall distraction." 

Tablee 4-12 Surve y instrument s mos t commonl y used 

Survey y Sample e Mailingg to Criteria a 

Fortunee Amer- 1984 Until 1995, Fortune 500 
ica'ss Most Ad- largest US manufacturers. 
miredd Compa- In 1995, US 1000 largest 
niess (AMAC) US service and manufac. 

Firmss by revenues. 

Expandedd from 3000 to 
10,0000 corporate execu-
tives,, directors and securi-
tiess analysts. Climbed from 
322 (1990) to 57 (2000) 
industryy groups 

Respondentss rate compa-
niess in their own sector on 
eightt criteria and 'all stars' 
votingg across industry 
lines. . 

Manager r 
Magazinee (MM) 

1987 7 1000 largest German 
manufac.&& service firms 

20000 managers from two 
levelss of corporate hierar-
chy y 

Ratee overall reputation 
andd rank on five attributes 

Managementt 1991 Britain's 10 largest public 
Todayy (MT) companies in 26 sectors 

Boardss of directors >250 
topp companies & expert 
analystss at ten leading in-
vestmentss banks 

Ninee criteria 

Asiann Business 1992 50 largest (turnover) com-
(AB)) panies from country of re-

spondentt and high profile 
Macss in the region 

86000 senior executives, 
CEOss and corporate brand 
managerss randomly se-
lectedd from subscribers 

Ninee criteria and rank nine 
attributess in order of im-
portance e 

Companyy lists are divided into lists of 30 to be surveyed in 9 Asian countries* 

Farr Eastern 
Economicc Re-
vieww (FEER) 

19933 Across 11 countries rank-
ingg top 90 non-Asian 
MNCs s 

Tenn largest Asian-based 
rankedd only in home mar-
kets s 

60000 business executives 
randomlyy selected from 
subscriberss in 11 Asian 
countries"" and from five 
leadingg Asian business 
magaziness in local lan-
guages s 

Sixx criteria 
60%% response rate 

Financiall Times 1994 Until 1997, Europe's Most 
(FT)) Respected Companies 

Inn 1998, World Most Re-
spectedd Companies. Basts 
off FT 500 plus other data-
bases. . 

Sentt to 3500 CEOs from 
publiclyy traded, state-
ownedd enterprises, subsidi-
ariess & private companies 
inn 53 countries (1998) vs 
4000/700 in 2000. Survey 
byy FT and PWC. 

Nominationss on basis of 
eightt criteria 
Rankingg future attributes 
too be most respected in 
future e 
Responsee rates vary per 
sector.. Average 18%. 

Weightedd response by GDP of responding home country 

Industryy Week 1996 100 Best Managed Com- 40-95 international expert 
(IW)) (1 s0 panies on basis of IW 1000 panelists involved and own 

-20000 list of largest manufactur- editors 
(last)(last) ers world basis of turnover 

122 performance criteria 
Multi-stagee nomination 
andd voting process 

Fortunee Global 
Mostt Admired 
Companies s 
(GMAC) ) 

19977 Basis in Fortune Global Senior executives and out- Nine criteria 
500.. Largest companies side directors each industry Questions similar to For-
worldd revenue based, from and financial analysts tune's AMAC 
266 industries (2000), elimi- Survey by Fortune and Hay 
natingg one country domi- group 
natedd companies 

Note:: Ranked on date of first publication; * Hong Kong, Indonesia, Japan, Malaysia, Philippines, Singapore, 
Southh Korea, Taiwan and Thailand ** Australia, Hong Kong, India, Indonesia, Japan, Malaysia, Philippines, Sin-
gapore,, South Korea, Taiwan and Thailand. Source: Updated and adjusted from Fombrun, Gardberg and Sever, 
2000. . 
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Inn addition to these measurement problems, Fombrun, Gardberg and Sever (2000) 
concludee that similarities across the surveys far outweigh the differences among them. Fi-
nanciall and management items are leading, which confirms the investor bias of the sur-
veys.. Social and employee items appear less frequently and ethics appears only once. 
Theyy find two keys biases: 1. "They lack content validity by focusing on the perceptions of 
aa limited respondent pool of corporate leaders and financial analysts" and 2. "Survey items 
doo not capture the perceptions of multiple stakeholder groups that are necessary for a 
validd measure of corporate reputation" (Fombrun, Gardberg and Sever, 2000:248). The 
importancee of this conclusion is underlined by the empirical case-based results of the 
workingg of the reputation mechanism (Van Tulder and Van der Zwart, 2004). These results 
pointedd out that the consumer market shows the most enduring impact on reputation, 
whilee the impact of issues on the capital market is of a short-term nature and, moreover, 
subjectt to reconfiguration in the shareholder population. However, in the ratings, the 
populationn of respondents mainly consists of individuals selected on basis of their respon-
sibilitiess in, and to, the capital market and not their individual consumer status. This may 
resultt in a bias of the conclusions in that the observed effects are smaller than they would 
bee if the general (consumer) public were involved in the survey, following the dynamics of 
thee reputation mechanism. 

Threee of the rankings were selected for further analysis. Those are the Financial 
Timess ranking and both the Fortune rankings: America's Most Admired Companies 
(AMAC)) and Global Most Admired Companies (GMAC). These rankings have been se-
lectedd for two reasons. First, their initial sample includes the large international companies 
withh home countries in the US and Europe, in which this study is interested (large MNCs). 
Secondly,, the data are available over the longer period of time on which this study fo-
cuses.. Data of other rankings were considered but are less applicable because of method 
andd sampling. 

Forr the general rankings, the period of analysis differs per ranking, depending on 
availabilityy of the data and/or existence of the ranking: AMAC 1990-2002; GMAC 1997-
2001;; and Financial Times 1994-2002. The sample for both the Fortune rankings consist 
off the companies included in the Fortune Global Top 500-list for 1995 under the sector 
codee 'petroleum refining'. The Financial Times survey uses a category named 'en-
ergy/chemicals'' or 'oil, gas and mining'. It includes an extended but similar group of com-
panies.. Companies engaged in petroleum refining activities but not included in the graph 
aree usually not named in the ranking. Non-ranked companies have a reputation, which in 
comparisonn with other companies is not good enough to be included. Another reason may 
bee that the company has other activities providing for the majority of its business. Merging 
companiess continue under their new name, or follow the name of the acquiring company. 
Graphss are presented for the rankings studied, showing companies' development over the 
years.. All of the rankings in the selected sample made several listings, including, for exam-
ple,, a sector ranking, an overall ranking and a specific issue ranking. The disadvantage of 
thosee rankings is the lack of information on how close non-listed companies were to being 
rankedd in the top 10, 25 or 50. 

EnvironmentalEnvironmental reputation 
Notwithstandingg the remark of Dollinger, Golden and Saxton (1997:128) that "if reputa-
tionn is indeed multidimensional, researchers should be able to manipulate dimensions in-
dependentlyy in a decision-making framework", measurement of environmental/social repu-
tationn has proved to be a difficult process. Three relevant ratings or indexes have been 
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found.366 These are considered to be the most objective and come closest to the goal of 
measuringg the perception of environmental reputation. They are listed in Table 4-13 and 
describedd with reference to aspects of date of first publication, sampling, creators and 
selectionn criteria. 

Tablee 4-13 'Environmental' reputation/sustainability indexes 

Survey y 

Domin ii  400 
Sociall Index 
(DSII 400) 
(KLD) ) 

1s tt Publ 

1990 0 
firstt of its 
kind d 

Sample e 

Madee by Kinder, Lyden-
bergg and Domini &Co Ltd. 
(KLD). . 
S&PP 500 through a num-
berr of traditional social 
screenss plus 150 non 
S&PP 500. US firms only. 
Publishedd several times a 
year. . 

Mailin gg  to 

Createdd by KLD. 
Alll dimensions equal 
weight t 
Somee industries excluded 
fromm participation (alcohol, 
tobacco,, gambling, nuclear 
powerr and weapons indus-
try). . 

Criteria a 

Communityy relations, em-
ployeee relations, environ-
ment,, product treatment 
off women and minorities, 
militaryy contracts, nuclear 
powerr and South Africa 
involvementt (until 1993) 

Doww Jones 1999 and 300 companies, repre-
Sustainabilit yy  2001 (Eur. sent the top 10% of the 
Grou pp Index version) leading sustainability 
(DJSGI)) companies in 59 industry 

groupss in 33 countries 
coveredd by the biggest 
25000 companies in the 
Doww Jones Global Index. 

Revieww annually and 
quarterly y 

Createdd by DJ. 
Onee composite index DJSI 
Worldd and five narrower 
indexess excluding alcohol, 
gambling,, tobacco, arma-
mentss and firearms, or all 
off those. Plus a European 
set. . 

Economic,, social-ethic 
andd ecological perform. 
Revieww process: 1. Indus-
tryy grp classific, 2. Corpo-
ratee sustainability as-
sessment,, 3. Ranking 
withinn industry groups, 4. 
Eligiblee industry grps, 5. 
Eligiblee companies, 6. 
Compo-nentt select, 7. 
Mrktt capital.coverage 

FTSE4Goodd  July To qualify for considera-
20011 Adju tion, company must be 
sted:: Sept. constituent of the FTSE 
20022 Developed Index or the 

FTSEE All-Share Index, 

Continuouss updating. 

Createdd by FTSE. 
44 benchmark indices: 
FTSE4goodd UK, Europe, 
USS and global index Some 
industriess (tobacco pro-
ducers,, conventional or 
nuclearr weapon manufac-
turers/operators)) are ex-
cludedd from access to 
thosee indexes. 

Criteriaa to include con-
stituentss focus on the 
positivee efforts of compa-
niess in three areas: envi-
ronmentall sustainability, 
sociall issues and 
stakeholderr relations, hu-
mann rights. Assessed 
againstt a variety of indi-
cators. . 

Onlyy companies identified as operating in businesses of strategic importance in countries with 
thee poorest human records are assessed for the human rights issue. Extractive industries of 
miningg and oil and gas operating in developing countries are considered highly strategic. 

Source:: www.domini.com/DSEF.html, www.sustainability-indexes.com, www.ftse4good.com. All consulted in 
Novemberr 2002. 

Thee first and oldest rating, Domini 400 Social Index or KLD (Domini, 2002), has 
beenn "created to serve as a benchmark for socially and environmentally conscious inves-
tors.. The index attempts to track the performance of primarily large-cap US companies 
broadlyy representative of the market in which the typical socially responsible investor 
wouldd invest." The purpose of the second rating, the Dow Jones Group Sustainability In-

366 Other indexes are often performance-based, such two indexes set up in the Netherlands: the ASN Trouw 
Index,, and the Tnodos Sustainability Index (Van Tulder and Van der Zwart, 2003). Some concentrate on one 
momentt of observation e.g. the Better World Investment Guide published by the Council on Economic Priori-
tiess in 1991 (Prentice Hall), or on philanthropic activities instead of on environmental issues (e.g. Corporate 
5000 Directory of Corporate Philanthropy published by the Public Management Institute San Francisco). Again 
others,, such as the Green Oscars, are part of NGO-campaigns. 'Oscars' are awarded for 'Best Director: the 
greenest-actingg CEO', 'Best Make-Up: to the company that makes up facts', and so on (www.earthsummit.biz 
consultedd August, 2002). 
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dexx (DJGSI) is "to provide a benchmark for financial products based on the concept of 
corporatee sustainability and to measure the performance of fund managers" (DJSI, 2002). 
Thee third index presented, FTSE4good, aims to be an "objective global standard for so-
ciallyy responsible investment" (FTSE4good, 2002). The indexes are composed of several 
dimensions,, selected as the representative elements of sustainability. Unfortunately, this 
mayy lead to a bias in the results discussed later. 

Brownn and Perry (1995, 1994) adjusted the Fortune reputation index. They statistically 
removedd the financial performance halo [bias] from Fortune's (America's) Most Admired 
Companiess in order to produce a measure of reputation for corporate social performance 
(Brownn and Perry, 1995, 1994). The calculations (that required access to large data sets 
andd computer resources) were performed from the first issue reporting data for 1982 
throughh to 1991. This leads to an interesting new data source on corporate social per-
formance.. Unfortunately, the data relate to a different period than the one under study 
here.. Because time constraints, lack of data access, and other complexities (for com-
ments,, see Baucus, 1995; Logsdon and Wartick, 1995; Sodeman, 1995) mean that it is 
nott possible to repeat the study, preference is given to comparison of the other methods. 
Single-issuee ratings of Fortune are not particularly informative because of the halo-effect: 
theyy are financially biased. 

Inn the empirical analysis, all three indexes have been studied. The data are of a lim-
itedd nature because of both sampling and their relative novelty. For example, the oldest 
indexx of its kind is the KLD/DSI 400 ranking, but unfortunately it is oriented towards US 
firmss only. Furthermore, it has to be stated that the indexes are not exclusively oriented 
towardss environmental reputation. First, because they include several dimensions outside 
thee environmental field; and secondly, because they are based on both perceptions and 
numericall data. This disturbs the perception based construct of reputation used in the 
otherr rankings and in this study. Therefore, an additional survey by the Financial Times has 
beenn added. This survey was carried out alongside the regular reputation survey and dis-
tinguishedd two groups of respondents. Data were available for two years only, 2001 and 
2002. . 

4.4.22 Measuremen t of dependen t variable s 

Thee dependent variables of the study are environmental strategy and environmental struc-
ture.. To examine these variables, an environmental strategy classification model or a typol-
ogyy can be used: Mauser and Kolk categorised more than 50 of those models in an over-
vieww of their dimensions (Kolk and Mauser, 2002; Mauser, 2001). The model of corporate 
greeningg by Winn and Angell (2000) seemed most suitable for the purpose of the study. 
Thiss model is actually a combination of a typology and a classification of corporate green-
ing;; it excludes automatic linear progress through the stages of the model. Instead, the 
modell categorises the level of policy commitment as well as the level of activity to imple-
mentt corporate greening on basis of defining criteria; it examines the elaboration of both 
strategicc and structural aspects of environmental management (see Figure 4-2). 
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Figur ee 4-2 Mode l of corporat e greenin g 

Approachh to implementation 

passive e active e 

11 2 

33 4 

Source:: Adjusted from Winn and Angel!, 2000. 

Appliedd in an adjusted version, the first dimension shows large similarity to the definition of 
environmentall strategy phrased in the beginning of this section: the plan-position of strat-
egy.. The second dimension, the implementation of corporate greening, refers to the im-
plementationn of procedures and systems, which is similar to the interpretation of environ-
mentall structure. Together, the dimensions show a positioning of a company in environ-
mentall management, conform the pattern idea of Mintzberg's 5 Ps; which correlates to the 
combinationn of strategy and structure. The result is a reference to a certain degree of ac-
tiveness,, both in strategy and implementation. However, the study requires more informa-
tionn on specific elements of both variables, which the model does not directly provide. 
Therefore,, both variables were firstly examined by means of a range of documentation and 
companyy material (i.e. codes of conduct, environmental reports) as well as research re-
sultss from other academic scholars, and, sometimes, NGOs. The model itself is used in 
thee case studies, the method of which is analysed later in this chapter. 

Thee before-mentioned specific types of documentation were selected as main 
sourcess of information because they are the most important types of external disclosure 
onn strategic environmental management that presently exist. Codes of conduct can be re-
gardedd as an input variable for policy making. In the 1970s, the idea of codes of conduct 
forr multinational corporations was initiated by international organisations, such as the Or-
ganisationn for Economic Cooperation and Development (OECD), the International Labour 
Organisationn (ILO) and the United Nations, as a means to create legislation for MNCs 
(Kolkk and Van Tulder, 2002). In the last decade, large companies started to adopt codes 
off conduct voluntarily and at a larger scale, as a means to express their awareness of so-
ciall responsibility or to anticipate regulation.37 Governments and international organisa-
tionss have become involved as well because of the relation with a perceived need for 
regulationn of MNCs in the era of globalisation, especially with regard to environmental im-
pact,, labour conditions and human rights. According to Kolk, Van Tulder and Welters 
(1999:11 78), firms' renewed attention for codes of conduct should "increasingly be under-
stoodd as an effort to engage in a constructive dialogue with external stakeholders on the 
rolee of business in society." Furthermore, these authors argue that the codes not only es-
tablishh the limits of regulation and responsibility of governments, civil society and firms but 

377 An overview of 'codemania' is presented by Kupers and Wade, 2002. 
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havee agenda-setting potential as well: an 'entry to talk', which can also influence other ac-
torss {Kolk, Van Tulder and Welters, 1999). 

Thee debate on the effectiveness and credibility of codes of conduct centres on 
compliancee mechanisms and enforceability. The fact that Shell's code (1976) has been 
aroundd for more than 25 years illustrates this vulnerability: the mere existence of codes 
doess not necessarily imply strong adherence. Shell as well as other companies have been 
blamedd for unethical behaviour and have a history of reputation conflicts, notwithstanding 
thee presence of a code of conduct. As Kolk, Van Tulder and Welters (1999) argue, the 
inclusionn of (financial) sanctions in codes may prevent companies from breaking their 
commitment.. This would strengthen the significance of the codes. However, the previous 
limitationss of the codes do not affect their importance as strategy instruments and official 
companyy statements on intended behaviour. This status of official document for which 
companiess can be called into account is the reason why they are included in this study. It 
needss to be emphasised that the absence of certain elements in the code does not nec-
essarilyy mean the company does not include these elements in its operations, or vice 
versa;; it only does not mention them in the code of conduct. 

Corporatee environmental reports are the second main source of information for the 
study.. In contrast to the input status of codes of conduct, the reports can be regarded as 
thee output or result of the management activity. Since the end of the 1990s, reporting has 
becomee standard business practice among larger companies. The drivers for disclosure of 
informationn by means of reporting differ for each company (see Chapter 7) but communi-
cationn to an external audience is certainly one of the most important reasons. Over the 
years,, the reports have made giant leaps in quality, comprehensiveness, accuracy and 
transparencyy of the information they present. Direct relations have been found between 
frequencyy of reporting and environmental impact as well as with nationality (e.g. Kolk, 
Walhainn and Van de Wateringen, 2001; KPMG/AgBS 2002). Furthermore, legislative re-
quirementss on reporting as well as voluntary initiatives to increase the quality of reporting 
aree increasing. This has increased the significance of the reports over the years; not least 
becausee the reports are regarded as the manifestation of companies' position on issues 
andd therefore thoroughly analysed by shareholders, activist groups and other interested 
parties.. So, companies cannot 'just write something down' but are accountable for the 
informationn they provide. 

However,, issues of lack of clarity about the scope of the data and a lack of compa-
rabilityy between reports remain (SustainAbility/UNEP, 1999). Many doubt the credibility of, 
andd significance attached to, corporate environmental reports; one would only get a com-
pany'ss view of proclaimed successes, a public relations view in which 'bad news' is 
scarcelyy reported upon. Kolk and Van Tulder (2004) put this debate in the perspective of 
thee bargaining between stakeholder groups and point at the discursive power of firms, the 
powerr to frame debates. However, the dilemma concerning satisfactory transparency (i.e. 
byy level of detail, type of information, or by format) and quality of comprehensiveness is 
nott easily solved. External verification of the report and the inclusion of detailed case 
studiess on controversial operations are some of the options companies practice. 

Forr the reasons discussed above, codes of conduct and environmental reports 
weree considered to be the best means to study the environmental management behaviour 
off petroleum companies.38 An additional advantage of the approach is that one gets the 

388 Many companies refer fo their website for more extensive or up-to-date information. However, the informa-
tionn on the websites is less accessible for analysis, because amongst each other they are (even) less struc-
turedd than the reports. Furthermore, it is hard to follow up on adjustments and changes over a longer period of 
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samee view of a company that an external stakeholder would get; this is interesting be-
causee of the reputational dilemmas on which the study is based. Furthermore, alternative 
approachess would have meant that the time/money investment would have greatly in-
creased,, which could not be allowed. 

AA structured comparison of the two kinds of documents was made by means of 
specificc methodologies for both. The codes of conduct were analysed by means of the 
compliancee likelihood model (Kolk, Van Tulder and Welters, 1999); and the environmental 
reportss were analysed by means of the implementation likelihood model (Kolk, 2004). The 
assumptionn behind the application of the compliance likelihood and implementation likeli-
hoodd models is that high specificity and strong information on monitoring mechanisms re-
flectss a larger feeling of responsibility of the companies. This assumption can be criticised 
inn that non-reporting or 'short reporting' companies would, vice-versa, be non-responsible 
inn this philosophy, which may not necessarily be the case. However, the dilemma for envi-
ronmentall management activities lies in informing the stakeholder (of whatever category) 
thatt the company is willing to deal with issues. Transparency is then a prerequisite in in-
forming;; non-transparency may be an unwise consequence of low responsibility. In this 
respect,, it is also important to note that the separation between strategy and structure can 
sometimess be rather artificial; some documents contain information on both these ele-
ments.. However, to examine the integration of environmental issues in the organisation the 
separationn was considered necessary. The specific methodologies applied on both 
documentss are highlighted in the text below. 

CodesCodes of conduct 
Documentss considered to be codes of conduct can vary from general guidelines of three 
pagess to full documents with explicit sanctions and management systems. Following Kolk, 
Vann Tulder and Welters (1999:147), international codes of conduct are defined as "writ-
tenn guidelines, recommendations or rules issued by actors in society in order to enhance 
corporatee responsibility." Their effectiveness is analysed by their specificity and by refer-
encee to compliance mechanisms: the compliance likelihood model. The probability that 
firmss will conform to the codes ('compliance likelihood') depends not only on the contents 
off the code but also on the interaction of various stakeholders. The model is shown in 
Tablee 4-14 and distinguishes between social, environmental and generic issues. Table 
4-155 specifies the components of the environmental aspects. 

Thee majority of the contents in the social issues category are derived from the Tri-
partitee Declaration from the ILO (1991); aspects of force have been added to be able to 
includee the issue of child labour. The environmental issues are the result of a regrouping 
andd condensation of 50 reporting ingredients used by UNEP and Sustainability into a se-
riess of benchmarks (UNEP/Sustainability, 1996). Generic issues are less connected to a 
firm'ss operations and do not fall under the previous headings (Kolk, Van Tulder and Wel-
ters,, 1999). The individual aspects of each of the components in the categories were 
numberedd as 1 to 54 in the analysis, with each category scoring on a maximum of five 
components.. An aspect was scored as 'included' when the company stated 'something' 
onn its topic. This resulted in a flexible application of the model. A component was counted 
whenn at least half of its aspects (as mentioned in the model) were found in the code. 

time.. When information on specific issues was totally absent, such as on the environmental policy, the infor-
mationn on the website was consulted. 
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Afterr analysis, an adjustment was made with regard to the aspects of stakeholder 
relationss mentioned in the environment category. This aspect was only scored as 'in-
cluded'' when the relationship with the stakeholder was mentioned specifically in connec-
tionn to the environment. Otherwise, this aspect would have misrepresented the results, 
becausee all companies mentioned stakeholders in a general phrase (as it is probably their 
aimm to convince stakeholders of different kinds of their good intentions). Missing aspects 
inn the model were conflicts of interest, political activities and confidentiality of information; 
however,, the majority of the companies did give attention to those aspects. Conflict of in-
terestt is also the aspect on which some quantification was given. 

AA complication in the application of the model is the equal importance given to the 
differentt aspects: from the context of specificity for transparency, it is more interesting to 
knoww that a company has a system for EHS management than that is has a vision. In the 
model,, both (all) elements count the same. In the analysis of the results, this was taken 
intoo account; subsequently, the scores of some individual aspects were highlighted as 
welll as the component as a whole. 

EnvironmentalEnvironmental reports 
Afterr the analysis of the codes of conduct, the examination of environmental strategy and 
structuree proceeds with the analysis of corporate environmental reports. To examine the 
reports,, the implementation likelihood as introduced by Kolk (2004) is applied. It explores 
thee likelihood that the contents of a report have indeed been implemented within an orga-
nization;; which is the question around which reputation evolves and with which reporting 
started.. According to Kolk (2004), several attempts in the recent years have contributed 
too increase this implementation likelihood: the building and spreading of knowledge about 
environmentall performance, the standardisation of reporting and accounting and the im-
provementss in external verification. The scheme builds on those developments, although it 
iss not necessarily the complete answer to the problems mentioned. For example, the 
modell suffers potentially from the same dilemma as outlined in the previous section (in-
formationformation density versus quality); its added value lies in the inclusion of both performance 
indicatorss and external verification. This is especially important to examine environmental 
structure,, which is discussed next. Furthermore, use of the model results in consistency 
withh other samples reported on in this study, consistency in the period under study, and 
moreover,, consistency in the contents of the information to be used in the case studies. 
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Tabl ee 4-14 Complianc e likelihoo d mode l fo r code s of conduc t 

Criteria a Shortt elaboration 

Genericc Consumer interests (4 aspects) 
Communityy interests (3 aspects) 
Globall development (5 aspects) 
Ethicss (3 aspects) 
Legall requirements (2 aspects) 

Social l Employmentt (3 aspects) 
Training g 
Workingg conditions (3 aspects) 
Industriall relations (5 aspects) 
Forcee (3 aspects) 

Environmentt Management policies and systems (4 aspects) 
Input/outputt inventory (6 aspects) 
Financee (2 aspects) 
Stakeholderr relations (7 aspects) 
Sustainablee development (3 aspects) 

CO O 

Organisations s 
targeted d 

General;; firms; industries; business partners; internal operations of specific 
firms s 

Geographicc Global (general); nearly global (frail); general region (moderate); regulatory 
scopee system (moderate to strong); specific country (strong) 

Naturee General prescription/description (general); predominantly general (frail); gen-
erall and specific (moderate); predominantly specific (moderate to strong); spe-
cificc (strong) 

Quantitativee % of issues quantified: >90% (predominant); 51 o (majority); o 
standardss (medium); o (minority); <10% (few); none (no) 

Timee horizon Quantification % of: >90% (predominant); 51 % (majority); 25%-50% 
(medium);; % (minority); <10% (few); none (no) 
Qualitativee division into none defined; vague; clear 

Reference e Nonee defined; home country; host country; international; or combinations 

Ü Ü 

Monitoringg systems 
andd processes 

Goodd insights into system and process (clear); reference to some parts, but 
criteriaa or time frames lacking (clear to vague); only general reference to 
monitoringg without details (vague) 

Positionn of monitoring Firms themselves (1 s t party); BSGs* (2nd party); external professionals paid by 
actorr firms (3rd party); combinations of different actors (4th party); SIGs** (5th party); 

legall authorities (6th party) 

Sanctionss Measures have no large implications, e.g. warnings and exclusion of member-
shipp (mild); threat to business activities (severe) 

Sanctionss to third par- Measures such as fines, or demands for corrective action (mild); severance of 
tiess relationship, cancellation of contracts (severe) 

Financiall commitment Classification according to level of fee or relative investment 

Managementt commit- No commitment stipulated (none); includes a list of endorsing firms (explicit); 
mentt or with regard to company codes, when business partners must sign it (ex-

plicit);; commitment implied (implicit) 

** BSG: Business Support Group; " SIG: Social Interest Group 
Source:: Adjusted from Kolk, Van Tulder and Welters, 1999 
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Tabl ee 4-15 Complianc e likelihood : specificatio n of environmenta l aspect s 

Managementt policies/ systems Corporatee environmental management strategy and vision; integrated 
environmentall management; environmental assessment; research and 
development t 

Input/outputt inventory Inputs;; process management; health and safety; risk assessment; out-
puts;; products 

Finance e Financiall aspects; environmental liabilities 

Stakeholderr relations Employees;; legislators and regulators; local communities; distributors; 
supplierss and contractors; customers and consumers; 
Secondaryy stakeholders 

Sustainablee development Technologyy cooperation; global environment; global standards 

Source:: Kolk, Van Tulder and Welters, 1999. 

Accordingg to Kolk (2004), the scheme does not answer whether companies have 
reallyy implemented the topics they include. Her hypothesis is that high implementation 
likelihoodd correlates with a chance to continue publishing and a feeling of responsibility for 
thee implications of their activities. This would imply a strong connection between strategy 
andd structure, which underscores the value of this type of analysis for this study. The 
schemee focuses on four general aspects: 1. Focus & scope of the reports; 2. Environ-
mentall strategy; 3. Environmental structure; and 4. Monitoring. The first two components 
aree elements of strategy; the last two are elements of structure. An overview of the com-
ponentss is shown in Table 4-16. 

Tabl ee 4-16 Implementatio n likelihoo d mode l for corporat e environmenta l report s 

Criteria a Shortt elaboration Classification n 

Frequency y Annual l 
Biannual l 
Nott regularly 

Annual l 
Biannual l 
Irregularly y 

Naturee of the Separate Environmental Single 
reportt Integrated with social Double 

Integratedd with social/economic (sustainability) Triple 
Integrated:: Health Environment Safety HSE 

Reportingg scope Global 
General l 
Regional/Feww Countries 
Generall with selected case studies 

Global l 
General l 
Regional l 
Selected d 

Standardss National management/reporting-/performance stan-
dards s 
Internationall management/reportingVperformance 
standards s 

National l 
ISO/EMAS/RC/GRI/ / 
CERESrep?/CERESS pr?/ 
Sulli--
van?/ICC/AA10009/SA8000? ? 

(Ti (Ti 

~2 ~2 c c 

c c 
o o 

c c 
LU U 

Conventions s 

Codee of conduct 

Commitment t 

Policy/mission n 

Referencee to conventions of international govern-
mentall organizations 

Internall codes of conduct/General code of conduct 
Sectorr code of conduct/Ethics code of conduct 

Boardd member responsibility 

Referencee to environmental policy or mission 

ILO/OECD/UN N 

Internal/General/Sector/Ethics s 

No/basic/detailed d 

No/basic/detailed d 

tabletable continued on next page 
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Criteri a a Shor tt  elaboration Classificatio n n 

Specificatio n n 
§;; polic y to envi -
-22 ronmenta l impac t 

Atmospheric:: Climate issues No/basic/detailed d 

Biospheric:: Biodiversity No/bass tc/d etailed 

Aquatic:: Spills, leakage, aqueous waste streams No/basic/detailed d 

c c 
0) ) 
E E 
c c 
O O 

> > 
tu u 

Incidents / / 
catalys tt  event s 

Terrestrial:: Soil impact, site restoration 

Referencee to incidents 

Descriptionn action as a consequence 

No/basic/detailed d 

No/basic/detailed d 

No/yes s 

Envv Mgt Syste m Organisation chart No/basic/detailed d 

Otherr evidence of management system No/basic/detailed d 

Evidencee of control indicators for internal use No/basic/detailed d 

Referencee to environmental innovations (process, 
product,, research in general) 

Rangingg from 0 to 3 out of 3 

Environmentall costs/investments No/yes s 

Environmentall profits No/yes s 

Environmenta l l 
Performanc e e 

Inclusionn of environmental performance indicators 
(suchh as atmospheric, biospheric, aquatic, terrestrial) 

Rangingg from 0 to 4 out of 4 

Inclusionn of type of indicator used Absolutee figures; and/or 
trends;and/orr targets 

Verificationn of indicator No/Internal// External 

Supplie rr  re-
quirement s s 

Referencee to supplier requirements No/yes s 

Referencee to sanctions in case of non-compliance 
(milderr ones such as fines and/or demands for cor-
rectivee action, or stricter ones such as cancellation of 
contracts) ) 

No/Mild/Severe e 

BUU requirement s Claims of standards (worldwide same, different, no 
claims) ) 

No/Flexible/Global l 

c c o o 
CO O 
'c c 
CO O 

Ó Ó 

Subsidiar yy re-
quirement s s 

Referencee to sanctions (see previous) 

Claimss of standards 

Referencee to sanctions (see previous) 

No/Mild/Severe e 

No/Flexible/Global l 

No/Mild/Severe e 

Indicator s s Environmentall performance indicators (for specific 
impactss as atmospheric, biospheric, aquatic, terres-
trial) ) 

Rangingg from 0 to 4 out of 4 

Typee of indicator used (absolute figures, trends, 
comparedd to targets, other) 

None/Figures/Trends s 

Syste m m Referencee to monitoring of system No/yes s 

Monitorin gg part y Firms themselves (1 s t party); BSGs' (2nd party); ex-
ternall professionals paid by firms (3'd party);; combi-
nationss of different actors (4th party); SIGs" (5* 
party);; legal authorities (6^ party) 

Rangingg from 1s l to 6th party 

Repor t t Comprehensive/partiall verification of the report No/partial/yes s 

c33 Verification by Firms themselves (1 s t party); BSGs' (2nd party); ex-
22 ternal professionals paid by firms (3rd party); combi-
'EE nations of different actors (4th party); SIGs" (5th 

55 party); legal authorities (6th party) 

** BSG: Business Support Group, " SIG: Social Interest Group 
Sources:: Adjusted from Kolk, 2004; Kolk, Van Tulder and Welters, 1999. 

Rangingg from 1s l to 6th party 
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Inn the practical application of the model, the focus was on codes of conduct (as de-
scribed),, reports and the environmental policy as elements of strategy. In addition, the 
contentss of the environmental policies were analysed concerning their reference to ten 
differentt elements.39 If a policy could not be found in the report, websites were checked. 
Forr PDVSA and Pemex, this did not lead to extra results. For ChevronTexaco, it was de-
cidedd to use the section of its code of conduct on social and environmental issues as their 
health,, safety and environmental policy because it was not clear whether it should be an-
otherr document or this one. The focus of the reports was decided upon by referring to the 
originall title of each report; reports were categorised as "triple" when they include an eco-
nomic,, social and environmental part and/or the word sustainability in the title. 

Managementt systems, management standards, performance indicators, verification 
andd monitoring were considered as elements of structure. The references to management 
systemss were included as a whole in a supplement. The original idea, to examine environ-
mentall structure in a similar fashion as general structure, was abandoned when the opera-
tionalisationn of general structure was confronted by the complexities described in the pre-
viouss sections. Standards were re-categorised as an element of structure instead of strat-
egyy to underline its connection to the management system. For the elements of structure, 
ann additional analysis was made of the verification statements. Following the method of 
KPMG/WIMMM (1999), examples of elements included in the analysis are: the consolida-
tionn of the data; the references to a management system; local visits; internal compliance; 
andd consistency with financial data. 

4.4.33 Case stud y method : protoco l and interview s 

Thee goal of the application of the case study format was to deepen the insights gained 
fromm the examination of the broad sample of companies. As Section 4.3.2 has shown, the 
fourr companies (BP, Shell, Statoil and TotalFinaElf)40 serving as cases were selected in 
suchh a way as to find a maximum of variation within a European focus. This section dis-
cussess how the case study was carried out in a consistent way; it gives attention to the 
elementss in the data analysis, the range of documents included, the interview protocol, 
andd the survey (carried out at Shell and Statoil). The broader scope of documentation al-
lowedd for data triangulation; data analysis started after transcription and coding of the in-
terviewss and the collection of additional information. During the process of data collection 
andd processing, it was helpful to make use of Carney's (1990) ladder of analytical ab-
straction,, as cited in Miles and Huberman (1994). Following this format, the integration of 
environmentall issues could proceed from a more informed perspective. 

AA case study protocol was developed in a range of documents; it served both as 
guidancee and to increase the reliability of the research (see Yin, 1994). Consequently, 
eachh case company has been closely examined following a consistent format of elements 
(seee Table 4-1 7). The elements are drawn from the research model; they are a follow-up 
onn the methodologies and information of Chapters 5 and 6. Company history has been 

399 Due to the many differences in the construction of the samples for first policies and latest policies, percent-
agess could not be compared as such. A special statistical test was not possible because of the small sample 
size.. To interpret the results, use was made of descriptive statistics. 
400 This study refers to the whole of the Royal Dutch Shell group by the abbreviation 'Shell'. The names To-
talFinaElf'' and Total' are used to refer to the French company that results from the merging of TOTAL, Petro-
finaa and Elf Aquitaine (referred to as Elf). TOTAL (in capitals) acquired Petrofina (not included in the analysis) 
inn December 1998: TotalFina. Subsequently, in December 2000, the merger with Elf Aquitaine became effec-
tive:: TotalFinaElf, renamed Total from May 2003 onwards. 

82 2 



44 Examining Environmental Alignment: Research Method & Operationalisation 

addedd as a short but informative introduction; other additional aspects are an elaboration 
off the reputation element. They include the leadership style of CEOs, specific incidents, 
advertisingg campaigns, stakeholder protests, and stakeholder dialogue. An extra addition 
iss the company's position on the infinity of oil reserves. Some elements were more closely 
examined;; for example, the development of the contents of the corporate environmental 
policyy was compared with the reference to inclusion of ten specific aspects over the 
years.. Other elements analysed extensively are: company-related events and incidents; the 
disclosuree on environmental performance in reports; the existence and contents of the en-
vironmentall management systems; and the information on the audit system of the com-
pany.. An overview of the documentation used in the study is shown in Table 4-18. The re-
sultss from pilot interviews carried out at five US companies (ARCO, Chevron, Conoco, 
Occidentall Petroleum, Texaco) in November 2000 were used as well, especially those 
fromm ARCO. All companies participating in the case studies were given the opportunity to 
reflectt on the results and to check for factual errors. For the cases of Shell and Statoil, 
companyy representatives did comment on the results; those of BP and TFE did not. 

Tablee 4-17 Case study : element s in data analysi s 

Companyy history 

Strategy y 

Structure e 

Reputation n 

Environmentall strategy 

Environmentall structure 

Datee of establishment 
Statee company or public company 
Importantt events, incidents or mergers in the last decade 

Internationalisationn (and new areas of investment) 
Verticall integration 
Diversification n 

Centralisation,, degree of 
Structuree of ownership 
Mergers s 

Leadership p 
Positionn on the End of Oil 
Incidents/events s 
Advertisingg campaigns 
Stakeholderr protests and/or dialogue 

Codee of conduct 
Environmentall policy 
Focuss and scope of the environmental report 
Specificc environmental guidelines (terra, aqua, biod 

Environmentall management system 
Internationall standards 
Environmentall performance indicators 
Monitoringg system/internal audits programme 
Verificationn of the report 

versify,, air) 

Tablee 4-18 Overvie w of type s of documentatio n 

Companyy published 

Annuall financial report 
Environmentall report & 
verification n 
Environmentall policy 

Externall sources 

Brochuress Business partner 
Magaziness Competitors 
Websitee Consultants report 
Miscellaneouss NGO report 

Governmentall publ. 
NGOO publication 
Newspaperr articles Mis-
cellaneous s 

Interviews Interviews 
Thee interviews were semi-structured; the questions built on the elements of the research 
modell (see Annex II). The questions were adjusted for specific functional positions by 
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meanss of emphasis on certain aspects. In the first months of 2003, the four case compa-
niess were approached by telephone, fax and e-mail to arrange for interviews at the corpo-
ratee level. A short summary of the research was accompanied by a letter, which listed 
pointss of attention for the interviews and showed the embeddedness of the project in a 
largerr framework. Also included was a list of functional positions, to serve as a guideline in 
selectingg people for an interview schedule (see Table 4-19). The functions or officials that 
weree expected to have the appropriate experience and information were named. A com-
pany'ss advice with regard to selection of interviewees was appreciated. 

Tablee 4-19 Lis t of Possibl e Interviewees : rang e of position s 

Company-intervieweess at the corporate level 

Topp management PR/manager of external relations 
Seniorr policy/strategy director/advisor Env./HSE co-ordinator/advisor 
E&PP manager Env./HSE performance/compliance co-ordinator 
R&DD co-ordinator Env. planning & analysis mgr 

Env.. auditing manager 

Intervieweess were mainly selected from the corporate level of the firm (for an overview, 
seee Annex II); the operational level was excluded from analysis. Within the range of con-
siderationss underlying this choice is the goal to obtain an overview of the firm in the com-
pletenesss of its complexity, instead of making a case study of a specific region or situa-
tion;; another consideration is that the corporate level is supposed to be the highest stra-
tegicc level where the company decides on its overall orientation. A limitation of the corpo-
ratee focus is the amount of information one can retrieve on the basis of a limited range of 
interviewss for such large companies; the insights are restricted by the level of detail about 
specificc situations and complexity. However, this is sometimes exactly the overview com-
paniess themselves have at the highest level. 

Thee majority of the interviews were carried out between April and July 2003; most 
interviewss lasted about one hour. Using a coding scheme, each interview was transcribed 
withh respect to its main points (see Annex II). To give interviewees the opportunity to 
speakk freely, they were assured that their quotes would only be used anonymously. Persis-
tencee and preparation proved to be the key to the entrance of participation by the compa-
nies.. Also helpful was the experience of the pilot round of interviews carried out in an ear-
lierr phase of the project and the network built in that period. The willingness of the com-
paniess to participate can probably also be explained by their strategic effort to convince 
independentt stakeholders (such as scientists) of their good practices. One interviewee 
evenn stated this explicitly. 

4.4.44 The survey : design , samplin g and processin g 

Besidess the interviews, a survey was set up to triangulate the data to levels of decision-
makingg not involved in the interviews. As Dillman (2000:342) states, the use of a mixed 
modee design of a mail/handout survey and interviews reduces the tendency to answer in a 
sociallyy desirable manner. The survey followed the research model in its contents; it con-
centratedd on environmental strategy and environmental structure. In addition, questions 
aboutt commitment, the prioritisation of sector-specific environmental issues, the business 
contextt and business strategy were included (see Annex III). 
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Thee questions related to environmental strategy and environmental structure were 
distributedd over two categories: 1. Strategy and policy; and 2. Organisation. In those 
questions,, several questions were included to check for consistency. Overall, they sought 
forr information on nine topics as shown in Table 4-20. 

Tablee 4-20 Topic s in th e surve y relate d to strateg y and structur e 

Topic c 

Leadership/reputationn issues 

Strategyy and policy 

Managementt systems 

Audits s 

Relationn between headquarters and business units 

Relationn with suppliers and contractors 

Conflictt and/or compatibility of environmental issues 

Performancee of the company 

Performancee of the sector 

Questionn in survey 

0 4 , 0 2 1 , 0 2 3 3 

S1.S2,, S3, 08, 09 ,012 

S4,, S9, S10, S11.S12, 018 

S7,S8,S13,, 516,016 

05,, 06, 017, S14 

0 1 9 , 0 2 0 0 

S17,S18,, S19, S20, 013, 014 

0 1 0 , 0 1 1 , 0 1 5 , 0 2 2 2 

0 1 , 0 2 , 0 3 3 

Thee questions related to the business context explicitly focused on the relation with sup-
plierss and contractors as well as on how employees perceived the company's position 
versuss other companies with regard to vulnerability, NGO pressures, strategy, target set-
tingg and performance. Respondents could rate their company in terms of their perception 
off its leadership on those issues. The last question on business strategy reflected Miles 
andd Snow's categorisation. In its measurement, this study followed Jennings and Seaman 
(1994),, who asked participants to check the type of business strategy that best fits their 
strategicc behaviour of their savings and loans. Their descriptions were adjusted for the pe-
troleumm industry; to avoid skewed answers, the names of the strategies were not men-
tionedd in the survey. 

Thee questions about commitment were organised in such a way as to reflect three 
levelss of commitment (Mauser, 2001). This part of the survey copied Mauser's approach 
(2001)) based on the existing literature and the description of the model by Keogh and 
Polonskyy (1998). Each level had six propositions (see Table 4-21), which were transferred 
too the questionnaire in a random sequence. Subsequently, interviewees had to indicate on 
aa five-point Likert-scale to what extent they agreed with the proposition (Mauser, 
2001:147). . 

Tablee 4-21 Definitio n and distributio n of the commitmen t variabl e in the surve y 

Category y 

Affectivee commit-
ment t 

Continuance e 
commitment t 

Forcedd commit-
ment t 

Definition n 

Involvingg the individuals emotional attachment to, identification 
withh and involvement in supporting environmental concerns 

Involvingg commitment based on the economic and social costs 
thatt the individual associates with disregarding environmental 
concerns s 

Involvingg the individual's sense of obligation to continue sup-
portingg environmental concerns 

Questionss in survey 

CT1,CT8,CT13, , 
CT14,, CT15,CT17 

CT2,, CT3, CT7, 
CT9,CT11,CT12 2 

CT4,, CT5, CT6, 
CT10,CT16,, CT18 
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SamplingSampling and response rates 
Afterr the initial request for participation, Statoil took the initiative to participate in the sur-
vey;; and Shell decided to participate almost immediately. The other companies did not 
participate.. Building on the intent to gain information from facilities or operating compa-
niess of the upstream business unit, the sample of respondents was selected by the com-
paniess themselves. In the period June-October 2003, the companies e-mailed the survey 
too the selected respondents and a copy was sent to the researcher; after some time, fol-
low-upp requests were sent to increase response rates. Job rotation and promotions influ-
encedd the consistency of the sample between first and later requests. For Statoil, the 
samplee selection remained unclear with respect to the exact functions of the respondents; 
thee response rate was 32%. For Shell, the sample of respondents concentrated on HSE 
countryy managers and 'focal points': higher management employees with specific HSE 
responsibilities.. The response rate was 56%. Shell's accompanying letter probably stimu-
latedd the response. The survey could be filled out in about 15 minutes. 

ProcessingProcessing of the data4' 
Variouss tests on the answers to the survey questions were applied in order to examine the 
statementss made in the interviews and found in the documentation. The results were ana-
lysedd with both descriptive techniques and appropriate statistical tests. In the descriptive 
analysis,, the five-point Likert scales were reorganised to three-point scales (using 'no, 
small/somee and large extent/yes' and 'totally not applicable/not applicable, neutral, appli-
cable/veryy much applicable') when the most confirming or rejecting categories did not 
standd out in response rates. In the quantitative analysis of the survey, several statistical 
testss of both a parametric as well as a non-parametric nature (see Field, 2000) were ap-
pliedd on the Shell sample. The distribution of the Shell data was tested for normality and 
foundd non-significant (see 'demographics' below), so parametric tests (e.g. T-test) were 
applied.. Non-parametric tests (Mann-Whitney, Wilcoxon Signed-Rank test, Chi-square)42 

weree also applied. Although they are less powerful then parametric tests to detect genu-
inee effects, their ability to make no assumptions about the type of data makes this worth-
whilee (see e.g. Gilley, Worrell and El-Jelly, 2000). Finally, the level of each commitment 
dimensionn was measured as the average of the scores on their items. In addition to the 
above-mentionedd appropriate tests, a regression analysis was used to deepen insights 
intoo the significant correlations found for this variable. 

Demographics Demographics 
Thee small group of Statoil respondents (18 from 56) consists of a relatively homogenous 
group:: mostly males (88%) and 46-55 years old (71%); 88% of the respondents have 
workedd for Statoil for more than 10 years (71% even more than 15 years). Considering 
Statoil'ss age (founded in 1972), this means those people have been at Statoil for half of 
thee company's lifetime. About half of them (53%) work at the subsidiary level; only 19% 
statess that they work in an environment-specific function. The large majority of the respon-
dentss (89%) work in the Norwegian context, they also did so five years earlier; they are 

411 The contribution and advtce of Ingrid Semen in the processing of the data, performance of the statistical 
testss and their evaluation is greatly appreciated. 
422 The Mann-Whitney test is used for testing differences between means when there are two conditions and 
differentt subjects have been used in each condition; the Wilcoxon Signed-Rank test is used in situations in 
whichh there are two sets of data to compare, but they come from the same subjects; the Chi-square test is a 
testt which detects whether there is a significant relationship between two categorical variables. The tests do 
nott say anything about how strong the relationship is (Field, 2000). 
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equallyy distributed between on/offshore operations. The last aspect hindered a cross-
countryy comparison, one of Statoil's reasons to participate.*3 Overall, the group of respon-
dentss is too small to perform meaningful statistical tests. 

Thee group of Shell respondents {46 respondents from a total of 82) is larger. 
Thosee respondents are mostly males {88.6%) and equally spread over the age classes: 
aboutt half of them {51%) are 46-55 years old, 36% are younger than 40. The large major-
ityy (73%) have worked more than ten years for Shell, half of them even more than 15 
years.. Almost 25% had worked less than five years for the company. The respondents are 
equallyy spread over group, business unit and subsidiary levels. The present location of 
operationss is biased towards developing countries (78%); the location of the respondents 
fivee years ago is more equally spread but 28% did not respond to the question. 

Overall,, the differences in the Shell group of respondents are not significant; the re-
spondentss are equally spread over age, country of operation and management level; their 
distributionn allows for statistical tests on those aspects and on duration of employment. 
Forr location of operations, a distinction was made between 'Western' countries {USA, 
Europe,, Canada, New Zealand and 'global') and developing countries. The intent to dis-
tinguishh by gender ended with the distribution of gender in the sample; hardly any females 
weree present in the sample. 

4.55 Implication s for the stud y 

Thiss chapter showed the analytical background of the study. Focusing on the period 
1990-2002,, it employs two distinct empirical formats. Firstly, it investigates developments 
forr a large sample of companies within the petroleum sector, based on the population of 
petroleumm companies in the Fortune Global Top 250 list for the year 2002. Secondly, the 
focuss narrows down to four European companies in a multiple case study format, which 
broadenss the informational horizon with interviews, further documentation, and a survey. 

Thee study examines the alignment of environmental issues in a multinational com-
pany.. It was argued that the corporate level of multinationals should be chosen for the 
study.. On the corporate level of analysis, it is possible to link strategic alignment with dis-
cussionss on reputation and image. Broad studies of this kind are scarce, even though 
overalll strategic orientation is decided upon at this level. Consequently, in companies of 
thiss size, a corporate focus goes hand in hand with less detailed insights into specific 
situations.. This kind of restricted overview is sometimes exactly the overview that compa-
niess themselves [i.e. the managers and other executives] have. An option to improve this 
situationn is to focus on a specific division or area. This was done in the survey carried out 
forr two of the companies in the case study; furthermore, the selection of the interviewees 
accountedd for an emphasis on a specific business unit (exploration and production). 

Subsequently,, it was argued that codes of conduct and environmental reports 
couldd be used as reasonable sources of information on environmental management be-
haviour.. Codes of conduct were approached as an input-variable; and environmental re-
portss as an output-variable. Although legislative requirements on reporting are catching 
up,, both documents started as an expression of self-regulation; presently, they are the 

433 One of the possible explanations for its low response rate may be that the time frame of the questionnaire 
coincidedd with the 'Irangate' scandal (September 2003) (see Chapter 1 1). This may have caused the interna-
tionall respondents not to respond to questions relating to corporate social responsibility such as environ-
mentall management 

87 7 



Thee Greening of Black Gold 

mostt important ways of external disclosure on environmental management and they help 
too build institutions. At the same time, the discussion on window dressing relates espe-
ciallyy to both sources of information. Although companies can choose their way of presen-
tationn and select their information in such a way as to influence stakeholders, the codes of 
conductt and the reports do represent official documentation for which companies can be 
andd are held accountable. 

Duringg operationalisation, two kinds of methodological complexities arose: practical 
andd theoretical. Examples of practical hindrances are the availability and accessibility of 
data,, the extent to which the interviewees have an overall view of the work of their com-
pany,, and their willingness/ability to share information. A hindrance of a theoretical nature 
iss the complexity of the issues concerned in particular with regard to the ambition to re-
searchh company-internal variables. Both kinds of methodological challenges were ad-
dressedd by specifications of sample choice and sampling techniques, issues of data col-
lectionn and issues of measurement of qualitative variables. The rapid developments of the 
environmentall management field in the last years give hope for future possibilities to ex-
tendd the research method for environmental issues. As bits and pieces come together, the 
puzzlee gets easier to examine. However, survey-fatigue and limited access to information 
aree causes for concern. On the other hand, one could also conclude that the dilemma is 
nott limited access to information but limited information about the level of environmental 
alignmentt as such. This level of information may be related to a certain status quo in cor-
poratee greening: a specific quality of performance, a sign of a certain level of effort, or it 
mayy merely be a sign of a corporate wish to be (non)transparent. 
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