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Abstract
In recent years several municipalities in Sweden and elsewhere have or are implementing
environmental management systems (EMS) in parts of their organisation. The most common
model to use for Swedish municipalities implementing an EMS is ISO 14001. Today EMS in
municipalities is mainly focussing on the administrative aspect of environmental
management- the internal environmental work in the municipalities. It is argued that ISO
14001 do not fit a political aspect of environmental management in municipalities but
primarily fit and support the administrative perspective. ICLEI (International Council for
Local Environmental Initiatives) has developed the ecoBUDGET manual as a model for
implementing an EMS that specially would fit a political organisation like a municipality. In
this context it is interesting to investigate similarities and differences between ecoBUDGET
and ISO 14001 as models for EMS. The ambition of the study is to contribute to an
understanding of what possibilities and limitations these models can have when working with
EMS in a municipality.

The overall aim of this study is to analyse and compare the effects of the two different EMSs,
ecoBUDGET and ISO 14001, on municipal environmental management. Drawing from
earlier research on effects of New Public Management reforms in Swedish municipalities, this
study focuses on tree strongly connected dimensions of effects on the municipal
environmental management as a consequence of implementing and using an EMS. The
dimensions of effects studied are organisational borders, organisational structures and roles.
Each of the EMS is studied from a theoretical as well as practical point of view. This means
that ISO 14001 and ecoBUDGET are compared to each other, partly from standards texts and
handbooks, partly from how they are applied in practise in two Swedish municipalities, Växjö
and Kalmar.

Concerning EMS in municipalities according to ISO 14001 and ecoBUDGET as models
similarities as well as differences could be found. Both of the models are based on the
Deming concept the PDCA-cycle (Plan, Do, Check, Act). There is however no requirements
on reducing environmental negative impacts in absolute terms. ISO 14001 and ecoBUDGET
however have different focus and also therefore have different effects on municipal
environmental management concerning organisational borders, organisational structures and
environmental municipal roles.
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1. Introduction
This chapter gives background information to the study area and describes the aim and
demarcations of the study.

Environmental management and environmental management systems (EMS) have become
well used concepts in recent years. The meaning of the concept environmental management is
not obvious and can be interpreted in many ways (Dobers, 1998). Environmental management
must do three things according to Barrow (1999): (1) identify goals; (2) establish whether
these can be met; (3) develop and implement the means to do what it deems possible.
Environmental management is mainly about developing overall strategies and methods to do a
good environmental work. An EMS is one tool to perform environmental management in an
organisation. An EMS is a framework that is used by the management of the organisation to
steer, measure and evaluate the work (Ammenberg, 2000). An EMS is an organisation-
oriented management tool designed to help organisations decrease their negative
environmental impact (Emilsson, 2002).

Swedish municipalities are comprehensive and heterogenic organisations (Jacobsen and
Thorsvik, 1998). Municipalities are responsible for many activities with a great importance
for the environment such as social planning, production of services, education and supervision
according to the legislation of environmental protection, health and safety and nature
conservation (SOU 1993:19). Therefore a municipality has a great impact on the local
environmental performance, but together also in a national and global perspective.
Municipalities are however not only obligated to provide society with a broad range of
services they also provide society with a framework for democracy. Therefore municipalities
are important public organisations. Municipalities are an important link between citizens in
local areas and national and international public bodies since the municipalities are close to
the citizens that in the end are affected by international and national policies, strategies and
general agreements. Municipalities are political organisations that are obligated to make the
strategic decisions and set the vision and framework for local area and the service delivery.
Another perspective on municipalities is the municipality as an administrative organisation
with different service departments or as a limited geographical area (Burström, 2000,
Emilsson, 2002).

In recent years several municipalities in Sweden and elsewhere have or are implementing
environmental management systems (EMS) in their organisation (von Malmborg, 2003).
Whether the municipalities intend to implement EMS in the whole organisation varies from
municipality to municipality. The most common is that EMS is implemented in the “hard”
parts of the municipality, for example water purification plants, sewage treatment plants,
technical offices, environmental offices and municipal companies (Emilsson, 2001).

The most common model to use for Swedish municipalities implementing an EMS is ISO
14001 but also EMAS (Environmental Management and Audit Scheme) is quite common
(Emilsson, 2001). ISO 14001 is developed for the industry by the International Organisation
for Standardisation and focus on an administrative aspect of environmental management.
Today EMS in municipalities is also mainly focussing on the administrative aspect of
environmental management- the internal environmental work in the municipalities. The
administrative aspect is similar to environmental management in private enterprises and focus
on enhancing the environmental performance in each organisation, providing technical and
social services with less environmental impact (von Malmborg, 2003).
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Most municipalities that are using ISO 14001 as a model are applying their EMS for single
individual departments or companies, but some municipalities are trying to have a more
overall political perspective on EMS. The political aspect on EMS is focusing on the overall
effort of the municipality in order to reach and maintain environmental stability. Policy and
goal formulation, planning, co-ordinating, balancing and prioritising different municipal
initiatives and actions and following-up and reviewing the actions carried out from an overall
municipal perspective is included in this effort (Burström, 2000). It is argued that ISO 14001
do not fit this political aspect of environmental management in municipalities but primarily fit
and support the administrative perspective (Levett, 1996, 1997). In this context ICLEI
(International Council for Local Environmental Initiatives) developed the ecoBUDGET
manual as a model for implementing an EMS that specially would fit a political organisation
like a municipality. The municipality of Växjö is now implementing an EMS based on
ecoBUDGET for the first time in Sweden.

In this context it is interesting to investigate similarities and differences between
ecoBUDGET and ISO 14001 as models for EMS. The ambition of the study is to contribute
to an understanding of what possibilities and limitations these models can have when working
with EMS in a municipality. It is important though to have in mind that ISO 14001 and
ecoBUDGET only are models in the work with an EMS and nothing more.

Since implementation of EMS in the organisation of municipalities is a relatively new
phenomenon it is also quite an uninvestigated area. There are only a few studies investigating
what effects an EMS could have on the environmental management in municipalities, and
most of them lack a clear analytical perspective (von Malmborg, 2003). Thus it makes sense
to further analyse the use of EMS in local authorities and its effects on municipal
environmental management. Considering the implementation and use of EMSs in local
authorities as a new phenomenon in the overall trend of so-called new public management (cf.
von Malmborg, 2003), it would be of particular relevance to use the same perspectives on
effects as in other studies of new public management (NPM) reforms, interpreted in short as
reforms taking part in line with and within the overall businessfication of the public sector (cf.
Jacobsson, 1994; Rombach, 1997). Thus, this study focuses on three strongly connected types
of effects on the municipal environmental management as a consequence of an EMS; i.e.
organisational borders, organisational structures and roles. These are discussed further in the
aim of the study and in the theory section.

1.1 The aim of the study
The overall aim of this study is to analyse and compare the effects of the two different EMSs,
ecoBUDGET and ISO 14001, on municipal environmental management. Drawing from
earlier research on effects of NPM-reforms in Swedish municipalities, this study focuses on
tree strongly connected dimensions of effects on the municipal environmental management as
a consequence of implementing and using an EMS.

Firstly, it is studied how municipal organisational borders are affected in relation to
implementation of and the work with EMS. Interesting to investigate in this context is the
view of environmental issues, what kind of environmental issues the municipal consider
important to work with, and how far out in the internal municipal organisation these
environmental issues reach. It could also be a question reaching outside the internal municipal
organisation, also considering the environmental condition in the municipal territory, for
example including suppliers and customers and their influence on the environment.
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Secondly, structural displacements in the organisation are studied. For example the
distribution of responsibilities and how environmental aspects and environmental
objectives/targets are prioritised is investigated. Interesting to investigate is how
environmental aspects and environmental objectives/targets are prioritised in the
environmental management framework, and if there have been any changes since the work
with EMS in the two municipalities started. To what extent are employees, politicians and
citizens influencing how environmental aspects and environmental objectives/targets are
prioritised within the environmental management framework? Is an EMS something that only
concerns parts of the municipal organisation or the whole complex overall municipal
organisation, and how is the EMS conducted to the gathered environmental municipal work?

Thirdly, it is studied how municipal environmental roles in the internal municipal organisation
and towards external actors (such as local industry and business, local NGOs and citizens) in
the municipal territory are changed as a consequence of the EMS.

In order to answer these questions, the study will also focus on the following specific sub-
questions:

Specific questions
 What needs and ambitions does a municipality have of/with an EMS?

 What differences and similarities could be found between ecoBUDGET and ISO 14001
as models for EMS?

 What possibilities and limitations to develop the municipal environmental work are
experienced with EMS based on the two models ecoBUDGET and ISO 14001 in the
municipality of Växjö (ecoBUDGET) and in the municipality of Kalmar (ISO 14001)?

Finally, it should be mentioned that each kind of EMS is studied from a theoretical as well as
practical point of view. This means that ISO 14001 and ecoBUDGET are compared to each
other, partly from standards texts and handbooks, partly from how they are applied in practise
in two Swedish municipalities, Växjö and Kalmar.

1.2 Demarcations of the study
The study involves an overall political aspect of EMS, but is limited to concern only Swedish
municipalities. The study concentrates on the environmental aspect not the whole concept of
sustainable development. Worth mentioning is that organisational effects as a consequence of
implementing and using EMS in municipalities are in focus and not the environmental impact
of the organisation. However the organisation of the environmental work is very important to
be able to create a good environmental work and to minimise the negative environmental
impact.
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2. Theory
In this chapter the theoretical framework in the study is discussed. First relevant research
concerning EMS in Swedish municipalities is outlined. Then the tree dimension of effects on
the environmental municipal work as a consequence of an EMS that was mentioned above is
discussed further. The tree dimensions of effects are organisational borders, structural
displacements and municipal environmental roles.

2.1 What do we know about EMS in Swedish municipalities?
Almost half of the Swedish municipalities are implementing EMSs in either all or some of
their organisations. We also know that it is primarily the larger municipalities that have
started to work with this tool for environmental management. ISO 14001 is the absolutely
most common model to use when implementing EMSs in Swedish municipalities. Validation
of third party is not an obvious goal for most municipalities even though it is common to use
models as ISO 14001 as a guide when designing the EMS. The model is rather used as a guide
to enhance the process (Emilsson and Hjelm, 2002a).

Co-ordination of an EMS in a municipality could be organised in different ways. In many of
the Swedish municipalities there are no extra resources invested in co-ordinating the EMS
process. In those municipalities that put extra resources to co-ordination it is common to
appointing a central environmental co-ordinator. It is also common to give the responsibility
of co-ordination to each department. The local authorities in Sweden are often fairly
decentralised, which may explain why co-ordination on a departmental level is common.
There are also municipalities that are running their co-ordination of the EMS process from the
Local Agenda 21 office (Emilsson and Hjelm, 2002b).

It could be different reasons for a municipality to implement an EMS. The most common
reason is from an organisational point of view such as structure in the environmental work,
enabling follow-up processes, co-ordination, integration and improved effectiveness of
environmental activities. Also issues as increased knowledge in environmental issues,
awareness and employee involvement is included here. Other reason is for example, decrease
in negative environmental impact, to set a good example, for marketing reasons, political
reasons, a step in the Local Agenda 21 process and financial savings. So far it is also found
that the outcome of the work with EMS is similar to the expectations of this work (Emilsson
and Hjelm, 2002b).

It is argued by Norén (2002) that the work with EMS in municipal departments could improve
the environmental work for example trough a more clear structure and distribution of
responsibilities, better information, higher awareness of environmental issues in the daily
work, more accounting and better communication. There could also be some drawbacks
working with EMS in municipal departments. The drawbacks could be a heavy
administration, time consuming to develop and maintain the EMS and difficulties in making
the EMS deeply rooted (Norén, 2002).

Besides that EMS could be a help in planning, systematising and evaluating the
environmental management work in an organisation, von Malmborg (2003) also argues that
an EMS could be seen as tool that may enhance communicative action and co-operation in the
organisation of a municipality. An EMS could provide information, structures and processes
that could help a municipality to consider or reconsider their worldview and ideologies, their
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socio-cultural and political structures and their socio-technical systems. However this is
possible only when the organisation is using this tool in an innovative way and being aware of
possible pitfalls (von Malmborg, 2003).

2.2 Organisational borders
An organisation is a consciously, stable and goal oriented co-operation between persons (Flaa
et al, 1998). In this study organisational border is thought of as the borders between what can
be seen as the organisation and the surrounding to the organisation.

Rombach (1997) points out that earlier a municipality was thought of in an overall picture, as
a geographical area also including citizens. Today municipalities have become more market-
oriented and are more and more thought of as an organisation, and the borders and the
different parts of the organisation have in this way become clearer and more important
(Rombach, 1997). The objectives/targets that are set up by an organisation are describing the
domain in which the organisation wants to act. Jacobsen and Thorsvik (1998) has identified
five different domains to an organisation; (1) geographical area, (2) customers/ clients/ users,
(3) suppliers, (4) competitors and partners of co- operation and (5) technology. Therefore
objectives/targets are important indicators on how municipalities percept and work with
environmental issues.

Interesting to investigate in this context is what environmental objects/objectives that the
different EMS is suppose to steer/control. What types of environmental issues are dealt within
the framework of the EMS and in what domains could these be found? There are regulated
environmental issues that a municipality has to deal with, but there is also often a voluntary
environmental work in municipalities.

As indicated by the differentiation of aspects of municipal environmental management, i.e.
administrative, spatial, political and communal (Burström, 2000; von Malmborg, 2003), a
municipality could focus on enhancing the environmental performance in the municipal
internal organisation, providing technical and social services with less environmental impact.
A municipality can also do an overall effort in order to reach and maintain environmental
stability in a political manner. This effort includes policies and goals, planning, co-ordinating,
balancing and prioritising different municipal initiatives and actions, and following-up and
reviewing, from an overall municipal perspective, the action carried out. To go even further
also for example citizens, local industry and business and local NGOs in the municipal
territory etc could be included in the municipal environmental work, working together
towards a sustainable local area.

2.3 Organisational structures- distribution of responsibilities and decision
making processes
The organisational structure consists of a stable distribution of tasks/assignments that specify
obligations and responsibilities and creates conditions for specialization. Organisational
structure also consists of mechanisms to steer and co-ordinate behaviours to promote the
realisation of organisational objectives/targets (Jacobsen and Thorsvik, 1998). An
organisation consists of five main parts and it is argued that all organisations in different
degrees consist of these five parts. The five parts are the strategic management, middle
managers, operational unit, techno structure and service structure (Jacobsen and Thorsvik,
1998).
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A decision implies a choice between different alternatives. Decisions are about gathering
information to systematise, analyse and interpret it and often communicate it to others before
making a choice between alternatives. A problem is placed in the organisational unit with the
best conditions to solve the problem according to distribution of work and specializing. When
several organisational units are involved it is necessary to find suitable way to communicate
and co-ordinate. Distribution of work and specializing always implies that certain information
gets in focus while some information is overlooked or considered as unimportant. The
information gathered is therefore to a large extent a result of the organisational structure.
Those taking part in the decision making processes are important to the result of the decisions.
Each person is carrier of certain problems and certain solutions. When deciding who should
participate in different decision making processes you practically also decide which types of
problems and solutions that are organised in the decision making process and which are
excluded. Generally the higher in the hierarchy the more overall or comprehensive the
responsibility is specified and the more decision making processes is possible to participate in
(Jabcobsen and Thorsvik, 1998).

Lack of knowledge and conflicts of interest makes it difficult to formulate clear objectives.
On the other hand clear objectives could restrain the flexibility in the decision making process
in the same way as the organisational structure. A central question therefore is if it in the
specific case is suitable to give employees clear guiding principles to lean on in decision
making processes, or if it is more to gain in giving employees more freedom to act (Jacobsen
and Thorsvik, 1998)

Municipalities are established and regulated by the national government, which gives
municipalities their legality. Municipalities also give the expression of local self- government,
in which citizens in the local community provide for corporate needs. In this sense the
municipalities are dependent on the citizens; it is a question of legitimacy. Municipalities are
limited to a geographical area within the nation and possess a certain degree of autonomy or
self- government. Municipalities have certain authoritative rights towards citizens. A
municipality has direct elected decision makers (Lindström, 2003).

Locally the municipality has the overall responsibility to receive a good environment in the
local community. At the end of the road it is the local government that have this
responsibility. According to the overall environmental political decision by the national
government, municipalities have a task to implement environmental considerations and
economy of resources in all of their activities (SOU 1993:19).

Formally municipalities are owned and managed by elected politicians. Public organisations
have to consider different and conflicting considerations when formulating objectives in a
higher degree than private companies. Therefore objectives and targets in municipalities are
more complex and compromised than objectives and targets in the private sector. Public
organisations are suppose to communicate central values of society, they should meet certain
democratic ideals such as participation of relevant partners, equally treatment and prediction
but the organisation is also suppose to be running cost effective. In this ideal there are
different conflicts involved. Public organisations usually consist of several and more
heterogeneous coalitions than private. The core element in politics is conflicts between
different interests. In this way politic ambitions and objectives often is unclear and contains
compromises and conflicting elements (Jacobsen and Thorsvik, 1998).
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Politicians are very important in municipalities to do overall judgements, prioritise and solve
corporate issues in the community. They have an integrative function to form corporate
solutions and rational alternatives to contribute to a good way of solving different corporate
issues. Politics is a meeting place for formulation of opinions and corporate issues and trough
free and public debates opinions could be judged. In such discussions citizens can judge
whether the distribution of rights and obligations is fair and in the same way evaluate if the
political process allows everybody to express their opinion. In this perspective the citizens are
not only clients, users or customers in the relation to the organisation but also have rights and
obligations to participate in the management of the local community (Eriksen, 1997). What
are issues decided by the politicians or the administration usually is hard to keep apart. The
administration often influences the preparation of the decision made by the politicians.
Sometimes it is a question whether the administration is a master or servant, an independent
organ or a tool and if it is a tool, which interests it should serve (Rothstein and Bergström,
1997). In the daily practical work there is a large amount of uncertain factors that demand
professional judgements to decide what to do and not to do. It is therefore impossible for the
central politic bodies to in detail describe how the administration should solve their tasks.
This means that the administration needs to be relatively free to decide and act as
processionals (Eriksen, 1997).

Examples of changes in the municipal organisational structure due to implementing and using
an EMS are given above in section 2.1.

2.4 Municipal environmental roles
A Swedish municipality is a heterogeneous actor regarding environmental management and
several roles could be distinguished (Burström, 2000). Municipalities traditionally have a role
as a service provider to the local community (Bro et al, 1998). The municipality has a
responsibility in planning, information, education and running and management of different
activities. The municipality is responsible for physical planning, to manage settlements and
land use in a way that meets the need of different interests. The municipal should also develop
a waste management plan and make sure that there is a plan for supply, distribution and use of
energy. The municipality should also make sure that there is a plan for rescue service
containing information of sensitive areas, for example sources of water supply, which could
be seriously harmed in case of accidents. The environment and health committee and the
housing/building committee are obligated to give advice and information in issues regarding
their responsibility. In other cases municipal information regarding environmental issues is an
unregulated area. In these cases guidance could be found in the principle of public and policy
statements. Several international agreements however stress that public authorities have a
responsibility to inform the public about the environment they have an effect on and are
effected by. Municipalities also have a responsibility for a large number of establishments
such as water purification plants, sewage plants and establishments for energy distribution but
also for schools, nursing homes, blocks of service flats etc that are owned by municipalities
and in which they have activities. The municipality is also responsible for the education in the
compulsory school (SOU 1993:19).

Another traditional role of municipalities in environmental issues is the role as authority (Bro
et al, 1998). The environment and health committee and the housing/building committee are
obligated to supervise that actors in the local geographical area are following relevant
environmental legislation (SOU 1993:19).
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The municipality as a good example and as an agitator are two partly new roles of
municipalities coming into picture with the Local Agenda 21 (LA 21) process. To be able to
talk and push for environmental issues to different actors in the local community it is
important for the municipality to clean its own closet first, to strive for a sustainable
environmental work within its own organisation and be a good example. Being a good
example is about inspiring and show the community different ways to strive for an ecological
sustainable development. The role as an agitator is about through the municipal organisation
with politicians and employees trying to convince citizens to support an ecological sustainable
development in different ways. The municipality actively tries to change perceptions and
behaviour among citizens in the local community (Bro et al, 1998).

The municipality could also go even a step further than the role as an agitator and play the
role as a dynamo. The role as a dynamo means that the municipality as far as possible is
applying a bottom up approach, to take part in and shape a local ecological sustainable
community in consensus between different actors within the local geographical area. Central
conception in this role is guidance, education and exchange of experiences to encourage and
stimulate individual initiatives from all levels and positions in the community. According to
this role it is argued that local democracy can be greatly deepened. This could be a way for
municipalities to move from political environmental management to communal environmental
management (Burström, 2000).

3. Method
In this chapter the methodical framework is outlined. The discussion starts with an overall
picture of the method followed by a deeper reasoning concerning the comparing case studies,
data collection and analysis. The chapter ends with a discussion about validity and reliability.

3.1 Qualitative method
The method used is qualitative. Knowledge is being found mainly through induction but also
in one way through deduction since there is a theoretical framework for the analysis; therefore
abduction is the methodical framework in this study. The two different EMS models
ecoBUDGET and ISO 14001 are studied and compared to each other partly from standard
texts and handbooks, partly from how they are applied in practise in the two municipalities
Växjö and Kalmar in southern Sweden.

3.2 Comparative case studies
Case studies are used as method to study the work with EMS in the two municipalities Växjö
and Kalmar. This method is appropriate in this study since case study is a process in which a
certain unit is described and analysed in qualitative, complex and comprehensive terms. Case
studies are to prefer when investigating immediate interests or processes of today and when it
is not possible to manipulate relevant variables. A unique strength with this method is its
capacity to handle many different types of empirical materials such as documents, artefacts,
interviews and observations (Merriam, 1994).

The municipality of Växjö is implementing an EMS with ecoBUDGET as a model while the
municipality of Kalmar is working with ISO 14001 as a model for their EMS. It is interesting
to study the municipality of Växjö since it is the first municipality in Sweden to use
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ecoBUDGET as a model for an EMS. The municipality of Kalmar is of interest since this
municipality has a relatively long experience of ISO 14001 in their environmental
management work compared to other Swedish municipalities. Kalmar is representative when
it comes to municipalities work with EMS based on ISO 14001 since the focus is on the
administrative aspect of municipal environmental management. Furthermore Kalmar is a good
study object since it is approximately of the same size as Växjö, but also of practical reasons.

3.3 Data collection
The empirical material in the study consists of the ecoBUDGET manual, the ISO 14001
standard with handbooks (ISO 14004, ISO 14031), interviews and unpublished documents
concerning the work with EMS in the two municipalities. Also participating observation could
be seen as part in the empirical material since the opportunity was given to take part during a
field visit by ICLEI in Växjö.

Eight qualitative interviews were carried out, four in each of the two municipalities, Växjö
and Kalmar. Mainly politicians were interviewed since it is the overall political aspect of
environmental management system that is in focus in this study. Six politicians were
interviewed, three in each municipality. The politicians to interview in each municipality were
selected to represent different political parties, in the majority as well as in opposition. In the
selecting process, it was also important that the politicians were representing the central
political level in the municipality (the local government) as well as a decentralised political
level. The reason for selecting from these criteria was to get the most representative material
as possible. To get a wider and deeper view of how the municipalities work with their EMS,
one employee with the role as a co-ordinator of the EMS at a central level was interviewed in
each municipality. These two co-ordinators were my contact persons within the municipalities
and were a help in contacting and selecting relevant politicians to interview. The co-ordinator
and politicians interviewed in Växjö are presented in table 1 and the co-ordinator and
politicians interviewed in Kalmar are presented in table 2 below.

Table 1: The table shows the respondents in the municipality of Växjö (ecoBUDGET).
Respondents, the municipality of Växjö (ecoBUDGET)

Torun Israelsson, Project leader, ecoBUDGET

Carl- Olof Bengtsson (Social Democrats), Chairman of the local government

Carl Wennerstrand (Green Party), Local government commissioner

Kristina Knöös-Franzén (Conservative Party), Vice-chairwoman of the Technical Committee and local
government commissioner
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Table 2: The table shows the respondents in the municipality of Kalmar (ISO 14001).
Respondents, the municipality of Kalmar (ISO 14001)

Thomas Eidrup, Ecological controller

Jonas Löhnn (Green Party), Local government commissioner

Bengt Sundström (Liberal Party), Local government commissioner

Roland Peterson (Social Democrats), Chairman of the board of directors in the municipality owned
company Kalmar Water and Cleaning (my translation), member of municipal council

All of the respondents were asked the same questions (annex 1); these questions were open
for free answers. During the interviews there was no limitation in asking the respondents more
questions to develop the discussion further if necessary. The interviews lasted for
approximately one hour and were taped. The interviews were transcribed and the respondents
had the possibility to read and comment this material before analysis. In connection to the
material that was sent out to the respondents questions in some cases were asked afterwards to
solve possible questions marks or unclear/vague formulations.

The ecoBUDGET manual is relatively unknown and therefore the study also includes an
interview with Holger Robrecht at ICLEI. The interview manual is found in annex 2. The
purpose of this interview was to get a deeper understanding of the aim of the ecoBUDGET as
a model for an EMS in a municipality. The purpose of the interview was not to do a deeper
analysis of the interview material, but to use the content more like a reference. However the
interview was typed and transcribed. A summary of the interview was sent to Robrecht for
possible comments.

3.4 Analysis
The different models for EMS, the ecoBUDGET manual and the ISO 14001 standard with
handbooks (ISO 14004, ISO 14031) are compared to each other to find out differences and
similarities between them. First the content of the ecoBUDGET manual is compared to the
ISO 14001 standard with handbooks to find out what is special about ecoBUDGET. Then ISO
14001 is compared to the ecoBUDGET manual to find out what is special about ISO 14001.
The comparison is based on the theoretical conceptions organisational borders, organisational
structures and municipal environmental roles that were discussed in connection to the aim of
the study and in the theory.

The method to analyse the interview material from the respondents in the two municipalities
has been an overall comprehensive analysis, following the method described by Holme and
Solvang (1997). The analytical framework consists of the overall aim of the study, the theory
and the interview manual. The transcribed material was read several times and categorised
into six different categories. The categories were; (1) ambitions/need of an EMS in the
municipality, (2) how the work with the EMS in the municipality has been organised, (3)
organisational borders, (4) organisational structures, (5) municipal environmental roles and
(6) possibilities and limitations with the EMS. The outcome was put together and conceptions
within these categories were searched for. The outcome of the categories and the conceptions
was then related to the interview manual, theory and the aim of the study. In the analysis
special care has been taken to the fact that the municipalities Växjö and Kalmar had worked
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with their EMSs for a very different long time. When analysing the effects of the EMSs and
comparing these, the question was asked whether the effect that was seen really was an effect
caused by the EMS or if it was dependent on that Växjö is Växjö and Kalmar is Kalmar.

3.5 Validity and reliability
The theoretical part of the study comparing the ISO 14001 standard and the ecoBUDGET
manual could be considered to be valid in a general perspective. The case studies on the other
hand could only be considered as valid for the special municipalities studied. In other words
Växjö is only an example of how ecoBUDGET could be applied in a municipality and in the
same way Kalmar is only an example of how ISO 14001 could be applied. This is important
to have in mind since EMS could be applied in very different ways in a municipality even if
the EMS is based on a model like ISO 14001 or ecoBUDGET.

There is a need to consider the fact that Växjö recently started the work with their EMS while
Kalmar has worked with EMS quite a long time. Since the effects studied (organisational
borders, organisational structures and environmental municipal roles) are of such character
that usually shows up in a rather short time, even if they can continue to change over time as
the work goes on, this should not have a significant impact on the outcome of the results and
analysis.

4. The theoretical outcome
This chapter starts with short sections to explain and give some information about ISO 14001
and ecoBUDGET as models for EMS. Then the analysis of similarities and differences
between the two models are outlined.

4.1 ISO 14001 as an EMS model
The ISO 14001 standard is developed by the International Organisation for Standardisation. It
claims to be applicable to all types of organisations and to accommodate diverse
geographical, cultural and social conditions. The overall aim of this international standard is
to support environmental protection and prevention of pollution in balance with
socioeconomic needs. Every organisation has to make clear their reasons to develop a
management system. These objectives should be well thought out, clear and communicated to
everyone involved. There are no absolute requirements for environmental performance. The
minimum requirements are compliance with applicable legislation and regulation but also
continual improvements of the environmental performance. The application of this standard
shall focus on minimising the environmental negative performance in the organisation with
regard to all interested parties. The definition of an interested party in this case refers to an
individual or group concerned with or affected by the environmental performance of an
organisation (SIS Förlag AB, 2002).

ISO 14001 intends to create orderliness and uniformity helping the organisation to focus on
environmental awareness concerning allocation of resources, distribution of responsibilities,
regular evaluation of praxis, routines and processes. It intends to be an integrated part of the
total management system in the organisation. Structures, responsibilities, praxis, routines,
processes and resources to implement an environmental policy and objectives and targets
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could be co-ordinated with existing activities within other fields. The organisation should start
working with issues resulting in evident environmental improvements (SIS förlag AB, 2002).

An EMS according to ISO 14001 is defined as:

“…[the] part of the overall management system that includes the organisational structure, planning
activities, responsibilities, practices, procedures, processes and resources for developing, implementing,
achieving, reviewing and maintaining the environmental policy” (ISO 14001:1996; Article 3.5).

The main part of the standard consists of environmental policy, planning, implementation and
operation, checking and corrective action and management review. The planning part
involves identifying and drawing up environmental aspects, legal and other requirements,
objectives and targets and environmental management programme(s). Important parts beneath
implementation and operation are structure and responsibility, training, awareness and
competence, communication, environmental management system documentation, document
control, operational control and emergency preparedness and response. Corrective action and
management review involves carrying out monitoring and measurement, non-conformance
and corrective and preventive action, records and environmental management system audit
(SIS Förlag AB, 2002).

4.2 ecoBUDGET as an EMS model
The ecoBUDGET manual is developed by ICLEI. The main thought behind ecoBUDGET is
that local authority should handle natural and environmental resources just as economical and
with the same naturalness as they handle financial resources. ecoBUDGET should in this way
complement the traditional economic account and is an EMS for the whole municipal
concern. The system is cyclic and motivates a continual striving for better quality of life
(ICLEI, 2001).

The EMS is an ecological accounting system (not in monetary terms but in physical) that
consists of four parts (ICLEI, 2001).

1. The ecological budget is governing. It shows the planned environmental burden of the
coming year and also long- term and short- term objectives.

2. The ecological accounting shows the environmental burden of the last year compared to the
objectives.

3. The summary of natural and environmental resources is describing conditions and trends in
natural and environmental resources, which are included in the accounting system. The
summary of the resources is drawn up in connection to the annual report.

4. The environment-benefit-ratio is relating the use of natural and environmental resources to
human needs. The better the human needs are satisfied with the least possible use of natural
and environmental resources, the better. The environmental-benefit-ratio is connecting
ecological, economic and social aspects of sustainable development and is drawn up in
connection to the annual report.
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The EMS consists of three different phases as described beneth (ICLEI, 2001)

Phase 1: Environmental buget preparation
First the system requires a political decision to draw up an ecological budget. Then the most
important natural resources to the municipal should be identified. The identified important
natural- and environmental resources should be important for quality of life, both today and in
the future. One example of such a resource could be climate stability. The next step is to
identify indicators that have an effect on these important resources. For example CO2
emissions have an effect on the resource climate stability. Quantitative long- term and short-
term objectives are established. The long- term objectives are based on national
recommendations, political decisions or scientific knowledge. The short-term objectives are
established with regard to planned projects during the coming budget year and what influence
these projects are estimated to have on the use of the natural resources. The planned budget is
spread to all involved and discussions are taking place before a decision is made. This is
resulting in a total budget for the whole municipal. A political decision makes the budget
binding.

Phase 2: Environmental budget implementation
This phase includes drawing up a concrete timetable, distribution of responsibilities for
reporting and of bookkeeping of environmental statistics. Monitoring and data collection is
also an important part of this phase.

Phase 3: Implementing the environmental budget balance
This phase includes the ecological accounting/the environmental budget balance, which
involves the real emissions compared to the planned emissions (the objectives). An indication
of how close the result is from the long-term goal is also given. The summary of natural and
environmental resources and the environment-benefit-ratio is drawn up. The result of the
ecological bookkeeping is presented in the annual report.

4.3 Similarities
ISO 14001 as well as ecoBUDGET is based on the Deming concept the PDCA-cycle (Plan,
Do, Check, Act). Both of the EMS also intended to be running on a continuous basis
improving the environmental performance of the organisation. There is however no
requirements on reducing environmental negative impacts in absolute terms. There are no
demands in either in ISO 14001 or ecoBUDGET to involve the whole municipal organisation
(all of the committees, departments and companies) in the work with the EMS. In both of the
systems responsibilities and authorities concerning environmental issues are of great
importance.

ISO 14001 and ecoBUDGET can be regarded as bureaucratic control systems in the sense
outlined by Merchant (1998) and Hatch (2002) since they both intend to control behaviours
and activities trough routines and processes. ecoBUDGET though is more focusing on the
result/output, since the core value is to try to manage and control scarce natural resources
within the budget limits set out by the municipality. In this sense ecoBUDGET could be seen
as a more market-oriented control system than ISO 14001, which is more focusing on routines
for strategic environmental management.
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4.4 What is special about ISO 14001?
ISO 14001 is a standard with very general formulations to be able to fit and support the
environmental management work in all types of organisations. ecoBUDGET does not claim to
fit and support all organisations in their EMS work but is specially developed for local
authorities and political organisations. It is possible for an organisation to certify their EMS
according to ISO 14001. To get a certification an external audit is carried out by an
independent audit. ecoBUDGET is only a manual with guidelines and without an external
audit system or certification system. In ISO 14001 external audits as well as internal are
central parts. The audits are focusing on the EMS set up by the organisation as such to
determine whether the EMS conforms to planed arrangements for environmental management
including the requirements of the standard and if it has been properly implemented. In
ecoBUDGET there are no guidelines on how to audit the EMS system. In ecoBUDGET audit
is mentioned but it is only about controlling the outcome of ecological budget, the
achievements of the target setting.

In ISO 14001 there is a clear focus on improving the environmental performance in the
internal organisation. There are clear organisational borders towards the interested parties in
the surrounding to the organisation. According to ISO 14001 an interested party is an
individual or group concerned with or affected by the environmental performance of the
organisation. In practice this means that everyone could be an interested party. It is then up to
the organisation in question to identify their relevant interested parties when it comes to
environmental performance within the organisation. It is important to consider interests and
opinions from the interested parties but when it comes to influence nothing is stated. In this
sense you get a clear feeling of the difference between us (the organisation) and them (the
interested parties).

As a basis for implementing an EMS the organisation should have as a goal to consider all
environmental aspects of the organisation. To identify the environmental aspects an
environmental review should be carried out as a basis for the EMS. The organisation shall
also have routines to identify environmental aspects on a regular basis. This is something not
mentioned at all in the ecoBUDGET manual. According to ISO 14001 an environmental
aspect is “elements of an organisation’s activities, products or services that can interact with
the environment”. This is a very broad concept, including everything concerning the
organisations impact on the environment. With these environmental aspects as a starting point
the organisation should create routines to identify significant environmental aspects. To
identify these significant environmental aspects is not an objective process, since it is very
much up to the organisation in question to decide what these routines should look like. An
organisation should start working with issues resulting in evident environmental
improvements, though. In ecoBUDGET it is not about environmental aspects but natural
resources considering what are important in the local community for quality of life, which is
not always the same thing. This is described further below (section 4.5). When it comes to
environmental aspects in the context of accidents there is a demand in ISO 14001 to identify
potential accidents and emergency situations and establishing routines to prevent or mitigating
environmental impacts associated with them. This is not a part mentioned in the ecoBUDGET
manual.

In ISO 14001 the environmental policy is a central part since the EMS intend to manage this
statement. The policy is a document describing the intentions and principles for the overall
environmental performance of the organisation. In ecoBUDGET there is no policy in the form
of a statement included. According to ICLEI the whole manual and system is about
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environmental policy and about defining environmental policies. Environmental policy is at
the end of the day political decision on the budget and therefore there is no need of such a
statement, ICLEI argues (pers. comm. Robrecht, 2003).

In ISO 14001 the environmental objectives and targets should be quantified when possible.
This gives more freedom to also use qualitative objectives and targets in contrast to
ecoBUDGET where it only is about quantitative budget targets.

In ISO 14001 there are clearly demands on documentation of the EMS processes in the
organisation. The ecoBUDGET manual does not mention documentation besides describing
the procedure of how the ecological budget and the reports should or could look like. When it
comes to training, awareness and competence it is important that all personnel that could
cause significant environmental impact in their work shall have competence based on relevant
education, training and/or experience. This includes both relevant knowledge about the EMS
process and environmental impacts. In ecoBUDGET training is mentioned but is only
concerning knowledge of how to perform the ecological budget focusing on the first year the
ecoBUDGET system is used.

4.5 What is special about ecoBUDGET?
The ecoBUDGET manual is much more concrete and specific than ISO 14001 since it has a
specific target group, political organisations especially local authorities/municipalities.
ecoBUDGET actively tries to involve politicians in the EMS process and is a framework
control instrument. This means that ecoBUDGET is applied on a central overall level in a
municipality. ecoBUDGET shall be agreed up on by the city council, which makes the EMS
binding for the municipality. ecoBUDGET claims to be an instrument for controlling
sustainable local development politically. The aim of the local environmental budgeting is to
draw together various tools used in local authority environmental planning and be able to set
supra-departmental priorities. Therefore co-ordination is important for and in focus in this
model. ISO 14001 on the other hand could be applied on a central level as well as in different
units and there is no specific target group in this sense.

ecoBUDGET follows the structure of the economic budget process, which is special. The
manual in detail describes and gives examples of what the ecological accounting system looks
like. In the sense of an accounting system ecoBUDGET could more easily than ISO 14001
give the EMS continuity. ecoBUDGET seeks to control the use of natural resources as well as
economic resources. A natural resource is not as broad concept as an environmental aspect in
ISO 14001. With the concept natural resources the thoughts immediately goes to raw
materials but it could also be a function, for example climate stability (pers. comm. Robrecht,
2003). Examples of relevant and important natural resources and indicators are described in
the manual. The examples given are very direct and clear aspects of environmental issues and
do not include such as indirect aspects. However the manual do not exclude these indirect
aspects either. In ecoBUDGET the consuming and maintenance of the natural resources is in
the centre for the EMS to reach environmental sustainability. In ISO 14001 environmental
impact of the organisation are central, which is a difference. Another difference between the
two models is that in ecoBUDGET prioritising issues to work with is necessary to get the
work easy to grasp. ISO 14001 on the other hand more have the perspective to work with
environmental issues in a broad way, including many different environmental issues.
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As described above in section 4.2 the environmental budget balance consists of three
elements, the annual balance, the statement of environmental assets and the environment-
benefit-ratio. In ecoBUDGET measuring resource efficiency is important and this mainly
comes into the picture with the environmental-benefit-ratio. In this element resource
consumption is related to the achievement of quality of life, also including social and
economic targets. Such an aspect of resource efficiency is not included in ISO 14001 and is an
important difference between the two models.

ecoBUDGET is an EMS addressing the LA 21 (Local Agenda 21). In the manual there is a
whole chapter explaining the interaction between ecoBUDGET and LA 21. In LA 21 the
participatory process is of great relevance including all social forces in a community to come
to an agreement on a developmental guiding principle and on action goals. In this way
ecoBUDGET intend to reach out to the municipality as a local geographical area, not just
involving the internal municipal organisation. The manual actively point out the importance
of participation of all relevant social groups in the ecoBUDGET process and co-operation
within the local community. This provides a broad foundation of opinions to formulating
priorities concerning target settings for the use of natural resources in the local community.
This is important since ecoBUDGET seeks to set up political targets and priorities for
ecological sustainability of a local authority’s entire area of jurisdiction. The manual
additionally points out that it is useful to coordinate with other participants involved in
innovative projects for example community cooperation projects with local scientific
institutions such as universities or even civil law working groups belonging to associations
and institutions. The ecoBUDGET is only binding to the municipal organisation and does not
represent a direct commitment for non-local authority institutions such as enterprises and
citizens in any way. The EMS reaching out to involve external actors in co-operations and in a
participatory way thus having and influence over the ecoBUDGET process is special about
ecoBUDGET, and is an essential difference compared to ISO 14001.

The ecoBUDGET manual is quite detailed when explaining and advising how to consider
organisational structures concerning the ecoBUDGET process. This is possible since the
ecoBUDGET concept specially turns to local authorities. The ecoBUDGET process demands
an ecoBUDGET co-ordinating department. Advice is given in the manual when it comes to
drawing up this department. It could be new developed or integrated in an existing department
like the finance office. It is also stated in the manual that it is a great advantage if data
collected during environmental observation is centralised in one single location. The manual
draws up different organisational solutions relevant to a local authority and gives examples of
what important roles different actors in the municipal internal organisation could and should
have in the ecoBUDGET process. This is also the case with external actors, especially the
public. In ISO organisational structures also are an important part, but since the standard is
that general it is very much up to each organisation to interpret the demands and adjust it to
the organisation in question. In ISO 14001 there is requirement for routines of internal
communication between different levels and functions in the organisation, but also towards
external interested parties’ trough receiving, documenting and responding to relevant
communication. These requirements are not very specific to be able to adjust the EMS work
with regard to different desires and which type of organisation spoken of.

In the ecoBUDGET process council and senior management discussion, debate and opinion
forming in preparation for a decision are central aspects. The budget preparation and the
environmental budget draft should also be fully discussed in public. The LA 21 could be a
forum charged to identifying potential contributions from third parties to the implementation
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of the budget and motivating them to become involved. All of the feedback from internal
actors as well as external has to be evaluated by the ecoBUDGET co-ordinating department.
Besides the environmental budget the municipality should draw up an environmental budget
report for discussion and examination by the council and the public. The environmental
budget report is agreed between the ecoBUDGET coordinating department and the senior
urban management and then is presented to the council for discussion and ratification. The
general public must also be informed of the environmental budget balance results. Therefore
the report should be adjusted to relevant target groups.

5. The work with EMS in practice
The chapter describes how the two municipalities Kalmar and Växjö work with their
respective EMS. Needs of and ambitions with the EMS, but also experienced possibilities and
limitations are outlined.

5.1 The work with EMS based on ISO 14001 in Kalmar
The municipality of Kalmar intend to implement EMS according to ISO 14001 in all of their
municipal departments and companies. Certification is considered as an important part of the
work with EMS. The municipality have or are implementing EMS in about half of their
different entities so far. Some of the departments and companies have worked with their EMS
for a relatively long time while other just is in the implementation phase. The “hard”
departments and companies are most far ahead when it comes to certification. The building
office was certified in 1998 according to ISO 14001 already. The “soft” departments and
companies have more reflecting to do when it comes to what can be identified as
environmental issues in their activities. The municipality also to a large extent work with ISO
9001 in their entities

The responsibility with the EMS lies on each of the different committees and the work with
the EMSs are very much decentralised. What could be called EMS on an overall level in
Kalmar is that the municipal management office is certified according to ISO 14001. But the
EMS in the municipal management office is very much about its internal activities. The
municipal management office has the role to be a support towards the work with EMS in
departments and municipal companies, but sometimes also private businesses especially small
businesses. To some extent also EMS work has been followed up to facilitate the reporting to
the politicians. In the beginning in a project form the municipal management office had a
more active role than it has now. Now the work consists of generally support, exchange of
views and following up processes in connection to the annual report. With EMS work there
have also been external help involved such as consultants and the local college.

In the municipality EMSs only is one tool among other tools to manage environmental issues.
In other words EMS in Kalmar does not intend to manage environmental issues on an overall
municipal level. There is no intention to manage the LA 21 with an EMS. The guidelines for
the LA 21 are one steering document to consider in the environmental management in each
department or company.

The needs of and ambitions with EMS mainly is about verifying and securing the
environmental performance in the different departments and companies according to specified
objectives and routines. It is also about continual improve the environmental performance
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within the organisation, to clean in the own closet and to be a good example, having a high
environmental profile. The ambition is to create order and efficiency in the daily work
concerning environmental issues and to improve environmental awareness throughout the
organisation.

Experienced possibilities with ISO 14001 as a model are that it is very powerful since the
work is a continual learning process since the activities all the time is described and analysed.
It is seen as big advantage that the EMS could be co-ordinated with the quality management
system ISO 9001 since the work with EMS could be helped along. Other possibilities
mentioned were clearer following-up processes and external review to increase credibility.
Finally increased participation among employees is an effective way to reach development
and new thinking in the organisation.

Identified limitations on the other hand were extra work due to comprehensive
documentation, which could make the system heavy. The ISO 14001 standard also is seen as a
very dry document that is hard to read and interpret and that it require very much of the user
to develop a good EMS. There was also an opinion about that ISO 14001 as a model only deal
with technical aspects and do not suit the more soft activities.

5.2 The work with EMS based on ecoBUDGET in Växjö
The work with the EMS ecoBUDGET started in December 2001. To try the method this is a
pilot project in the municipality in Växjö and will be during a period of three years. So far
Växjö have not been running the whole cycle of the ecoBUDGET process. The first phase is
finished once and now the work with the second phase has begun.

The ecoBUDGET process in Växjö concerns all of the municipal departments and companies.
The ecological budget is running in parallel to the economic budget. A project leader is hired
during this period to co-ordinate the work. There is also a project organisation set up to
implement and develop the method in Växjö. The project organisation consists of:

The steering group
This group is steering the project and consists of the working committee to the local
government.

The administrative project group
Together with the project leader this group is responsible to plan, steer and following up the
project.

The target and indicator group
This group is responsible for identifying important resources to the municipality of Växjö but
also to review the budget indicators suggested by the expert group. The group consists of
representatives from departments and companies from all over the municipal organisation.

Expert groups
To every identified resource an expert group had been set up. These groups are responsible
for identifying representative budget indicators and give suggestions of targets. This group
consists of “professionals” in the respective issues, both from the internal organisation as well
as external.
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Reference group
This group consists of citizens in the municipal geographical area and was established in
connection to a LA 21 forum concerning ecoBUDGET.

This project organisation will break up after the project time set out but will probably be
replaced by an environmental network. How this environmental network shall look like is not
yet decided. Besides the project organisation the ecoBUDGET process also includes the
original organisation. In the original organisation the environmental management work is
organised in the same way as the financial management. Information and decrees concerning
the ecological budget are sent out from the financial department and the budget chief to the
highest economist in each department. To have the financial department responsible of the
daily work with the ecological budget as well is meant to give stability and importance also to
the ecological budget.

The aim of using ecoBUDGET in Växjö is to steer and manage the overall environmental
work in the municipality and to prioritise and highlight the most important environmental
issues for the municipality of Växjö. So far the municipality mainly have used the LA 21
strategy as a starting point when identifying and prioritising important resources and
indicators to work with. Other documents that have influenced the prioritising are for example
the environmental policy, European Common Indicators, national and regional environmental
quality targets etc.

In Växjö the needs of and ambitions with an EMS was to systematise and bring order in the
municipal environmental work and to secure the environmental work. There is a hope that this
will lead to a more complete and integrated view of the environmental work in the
municipality. Moreover there is an ambition to bring continuity in the environmental work, to
clean in the closet and being a good example but also to involve all of the departments and
companies in the process giving them an environmental responsibility. Finally there also is
ambitions to bring environmental issues up to the politically meetings, involving the
politicians more in prioritising issues for the environmental municipal work.

Possibilities experienced with ecoBUDGET as model is that it is a very pedagogic system
since it follows the financial budget process. This facilitate for politicians to discuss and have
opinions on the environmental work as well as the financial work. The model also facilitates
for a good compilation making it easier to get an overall view, but also for comparing the
environmental work in the different departments and companies. ecoBUDGET is seen as a
good co-ordination process. Also mentioned was that the prioritising could make the
environmental work more clear and accepted. Finally it is possible to at a large extent adjust
the EMS to the own organisation. However this could sometimes be difficult since the
organisation itself have to develop the system, especially since this the ecoBUDGET system
is that new.

Limitations experienced were that they think that ecoBUDGET do not fully deal with training
which is considered very important. It could also be hard to reach all the way out in the
organisation to create awareness and acceptance. A difficulty shown up is that finances and
the environment have different time horizons. The financial development is changing very
fast in contrast to the environmental development where it could take several years to notice
effects. When it comes to the environment it is also more difficult to see the relation between
cause and consequences.



24

6. Analysis of effects
This chapter gives the gathered reflections about EMS based on the models ISO 14001 and
ecoBUDGET in municipalities. The theoretical outcome is put in relation to the effects
observed when it comes to organisational borders, organisational structure and municipal
environmental roles. The work with EMS in the two municipalities Kalmar and Växjö also are
related to each other.

6.1 Organisational borders

6.1.1 Kalmar
The municipality of Kalmar tries to reach out to the municipality as a geographical area with
regard to the overall environmental policy and local environmental objectives within the
framework of the environmental strategic work (www.kalmar.se, 2003). On the other hand,
within the framework for EMSs only the internal organisation is in focus. According to Löhnn
(Green Party) it is very clear that EMSs in the municipality handle the internal environmental
issues. He means that it could be possible to work with the EMSs in another way but could
today not see how that could be managed. When it comes to EMSs there are distinct borders
between the municipal organisation and it’s surrounding. There are also distinct borders
between different departments and companies within the municipal organisation when it
comes to EMSs. Every department and company that works with EMS according to ISO
14001 has their own system developed and the objectives and target set out by them is
generally very internal. Most of the departments and companies have not politically adopted
objectives and targets, however the municipal management office has.

Most of the respondents think that the view of what is considered as environmental issues
within the municipal organisation has changed as a consequence of the work with EMS.
Environment as a concept has become more comprehensive since indirect environmental
issues have been more discussed in different ways. The environmental issues have become
more visible in the daily work. The change in view could for example be due to the
environmental reviews that have been carried out in all of the departments and companies that
are certified. All of the respondents pointed out the importance to also work with indirect
environmental issues. But it was also mentioned that it could be difficult since it takes longer
time to see the positive effects working with indirect environmental issues and that many of
them is questioned due to this.

6.1.2 Växjö
When important resources and indicators were selected to the budget Växjö decided to work
with environmental issues where they already had statistics and objectives or where they
either had statistics or objectives. The budget therefore relies on the environmental work
already existing in the municipality and is a result of what was possible to manage in a short
time perspective. The alternative is to decide to focus on visionary and long-term targets. This
was not the case since the work with the EMS is a project so far and therefore it was
considered more important to successfully implement the ecoBUDGET method. It is argued
that when this is managed it is easier to focus on long-term visionary targets.

The municipality has identified resources and indicators on different levels. There are targets
concerning only separate departments or companies, there are targets including the whole
municipal organisation but also the municipality as a geographical area. In this way the
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environmental work within the EMS framework do not stop with the internal organisation, but
also tries to reach out in the municipal geographical area.

Israelsson (Project leader) finds it easier to draw up targets concerning the direct
environmental issues than indirect environmental issues within the framework for the
ecoBUDGET model. However she could not find any obstacles in the model to also include
more indirect issues. Växjö have for example identified a resource they call environmental
awareness.

When it comes to the question whether the view concerning environmental issues have
changed with the implementation of the EMS, the answer is uncertain. This depends on that
the environmental issues that are included in the ecoBUDGET process already in some way
exist in the municipal environmental work. There were though hopes among the respondents
that the view would change in a long-term perspective. For example there were expectations
on higher environmental awareness in the daily work in the municipality. Another hope was
to get a more gathered environmental politic.

6.1.3 Reflections in relation to the theoretical outcome and from a comparative perspective
From the discussion above the conclusion is that Kalmar has more distinct borders between
the municipal organisation and the surrounding, but also within the municipal organisation
than Växjö when it comes to environmental issues within the EMS framework. This
correspond with the outcome of the analysis comparing the two models theoretically, which
showed that the municipal organisation is in focus in ISO 14001 while ecoBUDGET has a
more broad scope involving the municipality as a geographical area.

In Växjö it is not possible to state that the organisational borders and view concerning
environmental issues have changed as a consequence of implementing the EMS. This is
because the environmental issues prioritised within the ecoBUDGET framework already are
environmental issues in the municipal environmental work. An example is the comprehensive
work for climate stability. That the EMS work in Växjö goes further than the municipal
organisation could therefore more be seen as consequence of the already existing
environmental work than as a consequence of the EMS. On the other hand it is important to
add that ecoBUDGET as model actively talks about the municipality as a community, as a
geographical area including all actors. However this has a potential to contribute to an even
more broad view in Växjö when it comes to the municipality as an organisation in the future.

With the essential hard prioritising needed within the ecoBUDGET framework the model
could bring forward some issues and make them very clear and well known within the
organisation and in the community. On the other hand it could be a risk that the rest of the
environmental issues are forgotten about. The scope natural resources are not as broad as the
environmental aspects in the ISO 14001 model. In this way ecoBUDGET do not have the
same potential to change the view what is seen as environmental issues as ISO 14001. In
Växjö this seems not to have been a limitation since they have adjusted the model to their
need, also involving more indirect environmental aspects such as environmental awareness
and purchasing. In Kalmar on the other hand there seems that the EMS according to ISO
14001 have changed the view of environmental issues. More environmental aspects both
direct and indirect have been identified and the awareness has increased for example due to
environmental reviews that had been carried out. ISO 14001 have more potential to identify
different environmental aspects.
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6.2 Organisational structures

6.2.1 Kalmar

Environmental management on an overall level
Today the municipal management office cannot within the framework for their EMS prioritise
environmental actions that shall be implemented in every departments and companies. This
means that important environmental issues fall outside their EMS framework, for example the
municipal political guiding principles and the newly started environmental strategic work for
sustainable development in the whole geographical area. The political guiding principles
concern the whole municipal organisation and are a steering document also for environmental
issues. In the process to draw up these political guiding principles there has not been
significant input from the EMSs. According to Löhnn (Green Party) the EMSs only have been
a tool among others to help achieving the visions laid out in the principles. In Kalmar there
are environmental issues especially prioritiesed but also in this case the EMSs have not
contributed to create something new or contributed to take new initiatives. These issues were
brought up in another way. EMSs only have been an instrument to secure the quality and
environmental work in the internal organisation.

In the municipal management office there is a wish to develop an overall management system
since they noticed that important environmental issues fall outside the EMS. Eidrup
(Ecological controller) points out that it is important to find the connection between the
political guiding principles, the environmental strategic work and EMSs in departments and
companies. In the future he could imagine that the environmental strategic work could result
in a structure that is similar to the EMSs out in the departments and companies. However he
means that it is important that such a system would harmonise with the existing municipal
structure. He finds it essential that such an overall system do not steer too much from a central
level since a decentralised responsibility and ownership concerning environmental issues is
very important. Such an overall system also have to be able to handle the new perspective to
support private enterprises and organisations willing to participate in these environmental
struggles he adds.

The environmental policy and the objectives for the internal work in the municipal
management office are politically adopted. When it comes to most of the other departments or
companies this is not the case. There is co-ordination in the environmental work within the
municipality. An environmental network is newly started to exchange experiences and to get
their environmental work politically rooted. However this is not a consequence of the EMSs
according to Löhnn (Green Party).

Distribution of responsibilities
When it comes to change in responsibilities within the municipal organisation there are only
occasional new services. However more time are given to work with environmental issues.
The EMSs have resulted in that there are more people with clear environmental
responsibilities within the departments and companies. The environmental responsibility also
has become more decentralised and the participation and awareness has increased.

Prioritising of environmental issues
In decision making also environmental issues are considered which results in more balanced
decisions. Within the framework for EMS the municipality works with environmental issues
in a broad way, trying to prioritise as much as possible in the different departments and
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companies. The activities to carry out environmental reviews and identify significant
environmental aspects have facilitated to prioritise environmental issues. It is though
mentioned that judging and identifying significant environmental aspects is not an easy task.
Every department and company is responsible for prioritising their environmental issues to
work with within the EMS. Today there do not exist any procedure to weighting very
different environmental aspects in different departments and companies against each other.

The role of politicians when it comes to EMS
The EMSs have not changed the roles of politicians in any way. It was mentioned that the
EMSs out in the departments and companies was a help in secure the municipal organisation
concerning environmental issues. Sundström (Liberal Party) and Peterson (Social Democrats)
could not really imagine an EMS on the political level. Peterson (Social Democrats) thinks of
EMSs as a way to perform which is a responsible of the administration. Sundström (Liberal
Party) argues that;

”...politicians do not allow themselves to be formed and steered in any system since they are free and are the
one in charge of and forms the organisation. There is not possible to form a system for us!...as soon as there
is a model to work after then it is case for the administration. To create this model is political process on the
other hand. The way to influence politicians is trough the mental part, maybe to supply with good
information. But there is no system for this since every politician is building their own system to get
information…we as politicians only have one eye…and is not objective in any sense.” (Sundström, 2003, my
translation)

Löhnn (Green Party) argues that implementing an EMS on a political level would be quite
difficult process to go trough for politicians. He tough mentioned that they for fun but also
with some sense of seriousness talked about certifying politicians. The issues was not
however developed further, therefore it is hard to further interpret these reflections.

Influence in the decision making process by other actors
There are communication paths between different actors of course between the municipal
organisation and its surrounding with different actors. However this has not noticeable
changed as consequence of the EMSs.

6.2.2 Växjö

Co-ordination of the environmental work
Generally the politicians find that ecoBUDGET have contributed to a better co-ordination of
environmental issues and that it is now easier to get an overall picture of the environmental
issues prioritised. Also new with ecoBUDGET is the possibility to see and compare results
from the environmental work in the different departments and companies. Wennerstrand
(Green Party) hopes that ecoBUDGET would contribute to better contacts between different
levels and sectors within the municipality, a better collaboration.

Israelsson (Project leader) also finds that the co-ordination already has become better and that
the ecoBUDGET work have brought the feeling of being one municipality but with different
parts. She thinks that this for example depends on the target and indicator group that have
representatives from most of the departments and companies and that the environmental
network is under development.
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Distribution of responsibilities
With ecoBUDGET it has become clearer that every department and company have a
responsibility for the environmental work since all of them are included in the ecoBUDGET
process. The environmental work has reached out to all parts of the municipal organisation
trough a more intensive contact. According to Israelsson (Project leader) the internal
distribution of responsibilities has not changed with ecoBUDGET more than the project
organisation has been added and that there is a new environmental network starting up.
Another important change however is that the financial department now also is responsible to
work with an ecological budget. Additionally there is a project leader hired for the EMS
project.

Prioritising of environmental issues
Important in Växjö is to really prioritising environmental issues to work with within the
framework for their EMS. In the ecoBUDGET process prioritising is essential, therefore the
EMS in Växjö could not address all of the environmental issues in the LA 21 strategy but only
prioritised parts. How to prioritise in the best way is not yet decided. However the EMS has
its starting point in political prioritising. Knöös-Franzén (Conservative Party) points out that it
is really important that politicians in the local government and the working committees are
involved in discussing and prioritising important resources and indicators and deciding upon
targets.

The role of politicians when it comes to EMS
In Växjö the EMS is not used to change the role of the politicians but instead the system is
implemented to fit the role they have. According to Israelsson (Project leader) the role of the
politicians within the EMS is to plan and following up the environmental work trough
discussing and deciding upon the ecological budget and reports, just as they do when it
concerns the financial budget. The politicians should take the strategic decisions and wants to
have a well prepared material as a foundation. When it comes to the EMS it is the
administration that works on proposals on the budget such as targets and resources. Then it is
up to the politicians in a discussion to accept, add or change it. The politicians themselves
have a similar view. They do not think that their role concerning environmental issues have
changed with the EMS. They see their role in the EMS process as being visionary, draw up
guiding lines, to set targets, make decisions, following up the work and being a driving force.
They also mean that the administration have to prepare and work on proposals. It therefore
seems that the view of the politician’s role in the EMS is very concordant.

According to Israelsson (Project leader) it is important to involve the politicians more since
they are the one deciding upon strategic environmental work in the municipality. With
ecoBUDGET more of the environmental decisions are brought up to a political level. They
now make decisions of indicators and of long-term targets as well as short-term targets. In this
way they have become more involved. Also the following up process involves the politicians
in more detail than earlier. Israelsson (Project leader) argues that ecoBUDGET could be seen
as an information system to the politicians concerning environmental issues.

Influence in the decision making process by other actors
There is not decided what role different external actors like citizens should have in the EMS
in Växjö. From the start they were a clear part of the process for example as a reference
group, but during the time they have somehow diminished a long the way.
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6.2.3 Reflections in relation to the theoretical outcome and from a comparative perspective
Comparing the work with EMS in Växjö and Kalmar it could be concluded that the work with
EMS in Kalmar are very much decentralised while the work in Växjö is very much
centralised. It is not strange that the EMS work in Växjö could be found on a central level
since the ecoBUDGET model actively seeks for co-ordination and involvement of politicians
in the process. ISO 14001 on the other hand is very general and could be applied on a
decentralised level as well as centralised. Kalmar actively has chosen to apply ISO 14001 on a
very much decentralised level since they find it important to reach out in the whole municipal
organisation and increase the participation of all employees. Also the decision making process
in Kalmar is very much decentralised when it comes to environmental issues within the EMS
in relation to Växjö.

The reason for that the politicians in Kalmar had a hard time imagining an EMS on an overall
political level could be due to the fact that ISO 14001 is that general and could be hard to
interpret and adjust to such a special organisation as municipality. The politicians in Växjö on
the other hand thought that it was natural that they are involved in the EMS. This probably is
due the structure of the ecoBUDGET model that actively seeks for their involvement.
Concerning the influence by other actor in the decision making process ecoBUDGET as
model actively seek for involvement of for example citizens. In Växjö this part is not fully
included since the role of these actors is not decided upon. In Kalmar this in not noticeable
included in the EMS process since this work is that internal. This also correspond to that the
ISO 14001 model focus very much of the organisation in question.

6.3 Municipal environmental roles

6.3.1 Kalmar
The respondents identified several different municipal environmental roles. Examples of this
were to have the function of a support, to purchase products and services and to co-operate
trying to find win-win solutions. Also mentioned was the importance of the municipality to be
a good example and to exchange experiences and learning from private business and the local
college. In Kalmar municipal environmental roles have not changed in a higher degree as a
consequence of the work with EMSs since this work is very internal. However the EMSs have
contributed to that the municipality has become more competent concerning environmental
issues, which are a help in acting in their different roles. The municipality also easier and with
higher credibility could discuss environmental issues with the private business when they
know what an engaged environmental work is about, acting in a certified organisation. The
work with EMS then is a step in the direction to be a good example and in some cases also as
an inspiration for the private business.

6.3.2 Växjö
Also in Växjö several municipal environmental roles were identified. Roles identified were
for example to be a good example, to support and give advice, to encourage, inform and have
a responsibility for a good environment for the citizens. Since the work with ecoBUDGET is
quite new it was hard to get a clear picture to what extention different roles have changed as
consequence of the ecoBUDGET system. It could though be stated that ecoBUDGET is a step
in the direction of being a good example. But the EMS also contributes to improved and
increased information concerning the environmental work within the ecoBUDGET
framework. This is the case both to actors within the municipal organisation and external
actors, especially politicians and the public.
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6.3.3 Reflections in relation to the theoretical outcome and from a comparative perspective
It seems that municipal environmental roles have not changed in a large extent in neither
Kalmar nor Växjö. In both of the municipalities the implementation is a step further in the
direction to be a good example, improving the environmental performance in the municipal
organisation. The EMS in Växjö has also improved the municipal role to inform about
municipal environmental work to different target groups. The ecoBUDGET model actively
seeks to involve different actors in the municipal environmental work, seeing the municipality
more as a community than an organisation. This makes in quite possible that ecoBUDGET
could have the potential to even more change municipal environmental roles in the future for
example in the municipality of Växjö.

7. Conclusions
In this chapter the overall concluding remarks are drawn up.

Concerning EMS in municipalities according to ISO 14001 and ecoBUDGET as models
similarities as well as differences could be found. Both of the models are based on the
Deming concept the PDCA-cycle (Plan, Do, Check, Act). The two models intend to be
running on a continuous basis improving the environmental performance of the organisation.
There is however no requirements on reducing environmental negative impacts in absolute
terms.

ISO 14001 and ecoBUDGET however have different focus and also therefore have different
effects on municipal management concerning organisational borders, organisational structures
and environmental municipal roles. ISO 14001 is a very general model and are in a high
degree free to adjust to the interests of the organisation in question. ecoBUDGET on the other
hand is directed to a more specific target group, political organisations such as municipalities.
Generally drawing the concluding remarks both from the theoretical and practical analysis,
several differences in the effects of the different EMS could be mentioned. The ecoBUDGET
approach more actively involves politicians in the EMS and is structured to be applied on a
central level. The EMS is developed to address the LA 21 and to co-ordinate the
environmental work in the municipality. The municipality is thought of as a community more
than an organisation and also therefore involves more actors. To really prioritising
environmental issues (natural resources) to work with is crucial in this method. ISO 14001 on
the other hand focus on working with environmental issues on a broader front. In ISO 14001
the environmental issues to steer are environmental aspects, which are also a broader concept
than natural resources that is handled within the ecoBUDGET framework. ISO 14001 more
focuses on the internal organisation and have more distinct borders towards the surrounding.
In ISO 14001 there are also for example requirements on a policy statement, audits and
documentation. Finally it is also possible for a municipality to become certified according to
ISO 14001.
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Annex 1

Interview manual

Initial questions
 Tasks and responsibilities?

Environmental management system
 Why is EMS implemented/used in the municipality?

 What were the expectations of the EMS and are these expectations fulfilled? (If not,
why?)

 Why was ecoBUDGET/ISO 14001 selected as the model for EMS within the
municipality?

 What do you find is good/possibilities about ecoBUDGET/ ISO 14001 as model for EMS
within the municipality?

 What do you find difficult/limitations about ecoBUDGET/ ISO 14001 as model for EMS
within the municipality?

 How is the overall work with EMS in the municipality organised? (Briefly)

Structure and organisation
 How do the municipal organisation look like when it comes to environmental issues and

has it changed in some way as a consequense of the EMS? (If that is the case, in what
way?)

 To what extent is there a co-ordination of the environmental work and has it changed in
some way as a consequence of the EMS? (If that is the case, in what way?)

Environmental aspects and environmental objectives/targets
 What environmental issues have been selected to work with within the framework for

EMS in Växjö/Kalmar?

 Why have these environmental aspects been selected/prioritiesed and considered as
important?

 What is your view of direct and indirect environmental aspects as concepts and in what
way the municipality work with them?

 Do you think that the view of what is considered as environmental issues (environmental
aspects) have changed in some way as a consequence of the EMS? (If that is the case, in
what way?)
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 Do you think that the prioritising of environmental issues/ environmental objections and
targets have changed in some way as a consequence of the EMS? (If that is the case, in
what way?)

Distribution of responsibility and decision making processes
 What is your role as a politician within the work with EMS in the municipality?

 Have your role as a politician changed in some way as a consequence of the EMS? (If that
is the case, in what way?)

 What is the role of the politicians in the work with EMS in relation to the departments,
municipal companies, private companies, citizens and associations?

 Have the distribution of responsibility in the internal municipal organisation changed in
some way as a consequence of the EMS? (If that is the case, in what way?)

 Are the any new employed since the EMS was implemented?

 Have the participation in the municipal environmental work changed in some way as a
consequence of the EMS? (If that is the case, in what way?)

 In what way and to what extent do the politicians have an influence on the municipal
environmental work today and have it changed in some way since the EMS was
implemented? (If that is the case, in what way?)

 To what extent and in what way do you think that the politicians should influence the
environmental work in the municipality in relation to departments and municipal
companies?

 To what extent do other actors in the municipal geographical area influence the outcome
of decisions concerning environmental issues? (A democratic aspect on the decision
making process, for example trough the LA 21)

Municipal environmental roles (internal and external)
 Have the roles of the politicians concerning environmental issues in relation to

departments, municipal companies, citizens, private business and associations changed as
a consequence of the implementation of the EMS? (If that is the case, in what way?)

 What is the role of the LA 21 in relation to the EMS? (A democratic view of the EMS)

 What is the role of the EMS in relation to the overall environmental work in the
municipality?

 What is the municipal environmental role in relation to private business and citizens?

 Do roles in relation to the overall environmental work (as a geographical area) changed as
a consequence of the implementation of EMS? (If that is the case, in what way?)
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Finally questions
 Do you think that it is something essential concerning EMS in the municipality that has

not been brought up during the interview?

 Do you have something that you want to add?
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Annex 2

Questions to Holger Robrecht, ICLEI

 What view on ”municipality/local authority” as an organisation was the starting
point/basis when ICLEI designed ecoBUDGET? What aspect/perspective upon municipal
environmental management was in focus?

 What view on ”environmental management system” was the starting point/basis when
ICLEI designed ecoBUDGET? (What is the definition of environmental management
system according to ICLEI?)

 Is there any specific definition of the conception ”natural resources”, what does this
conception suppose to include?

 Why is the environmental management tool ecoBUDGET designed as a budget system?
(Strengths and weaknesses with this application as a basis for an environmental
management system in municipal/local authority?)

 Why was ecoBUDGET developed?
What does ecoBUDGET as tool for environmental management in a municipal have
respectively not have compared with ISO 14001, EMAS and the British LG-EMAS
(1993), which was specifically adapted for use in local authority quite early in the UK?

 What is the thought with identifying important natural resources for the municipal and
use this as basis for the work with environmental issues in the municipal? (Comparing
with identifying environmental aspects (element of the municipal activities, products or
services that can interact with the environment) which is the case in ISO 14001?)

 Environmental policy?

 Only quantitative targets? Why?

 Does ecoBUGET as an environmental management tool deal with such as training,
awareness and competence? (If that’s the case, in what way?)

 Environmental management system audit?

 What is the role of ecoBUDGET as an environmental management tool and system in
relation to the municipal work with Agenda 21?

 What is the role of ecoBUDGET as an environmental management tool and system in
relation to the overall municipal work with environmental issues?

 To what extent should the politicans ideally be involved in the ecoBUDGET process,
according to ICLEI?




