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Abstract 

 

Eco-innovation has in recent years gained huge recognition in the innovation field and eco-

innovation has become its own field of study (Diaz-Garcia et al. 2015). Most research has 

investigated the drivers of eco-innovations and found that regulation is one of the driving forces of 

eco-innovation. However, Recent studies have changed focus to the important role external 

collaboration plays for eco-innovations. Yet, the eco-innovation field is considered as a young field 

of study and more in-depth studies have been called for (Klewitz & Hansen 2014; Diaz-Garcia et al. 

2015). 

This thesis has investigated the patterns of motivations and external collaborations of eco-

innovations. It has explored the topic through an in-depth case study method, where three 

companies have been analysed. These companies are all players in the consumer goods industry but 

operate in diverse and high polluting industries. The patterns of motivations and external 

collaborations have been studied through three steps. First, the author has identified the motivations 

behind the three companies eco-innovation activities. Secondly, the author has identified the eco-

innovation typologies these companies encompass in order to thirdly, analyse the external 

collaborations these companies have engaged in with their eco-innovation initiatives.  

This paper has consequently found that the main motivation for the companies to initiate eco-

innovations is competitiveness. To reach a competitive advantage the companies have initiated 

three types of eco-innovations. These eco-innovations have required the companies to work with 

both primary and secondary stakeholders to gain external knowledge. This paper finds that all 

companies work closely with their competitors, which is a rather surprising finding as their main 

motivation is competitiveness. This underlines the revolutionary impact eco-innovations have on 

the basic capitalist assumptions.  
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1. Introduction 
 

Climate change is one of the most eminent threats in the 21st century and since pre-industrial times 

greenhouse gas emissions have contributed to climate change by 40% (IPCC 2014). This increased 

awareness of climate change and its effect on the planet, has led businesses to move towards 

greener practices (OECD 2012). Becoming environmentally friendly has become a strategic issue 

for companies and resulted it being one of the biggest innovation drivers for companies 

(Lampikoski et al. 2014). Incorporating environmental practices should be seen as a competitive 

force that will open up many opportunities for a company (Porter & van der Linde 2000). In order 

for the businesses and industries to become greener major changes are required (Sarkar 2013). 

Eco-innovation is still a young field of research and more empirical research is needed in the 

subject, especially case studies and large-scale surveys (Klewitz & Hansen 2014; Diaz-Garcia et al. 

2015). Up to date, most eco-innovation research has focused on the drivers of eco-innovations such 

as regulatory policies (del Río et al. 2010; Jaffe & Palmer 1997) and whether it pays to be green 

(Lampikoski et al. 2014). Less research has been done on the different eco-innovation strategies in 

terms of external collaborations that companies have pursued, which makes it an interesting field to 

study (Hart & Dowell 2011; Diaz-Garcia et al. 2015). Thus, this paper aims to gain an 

understanding of the motivations to why companies eco-innovate, what eco-innovations they 

encompass and how they use external collaboration for their eco-innovation endeavours.  

This thesis explores what drives companies to eco-innovate. It further investigates what kind of eco-

innovations these companies obtain and finally discovers how they achieve these through external 

collaborations.  With the multiple case study method of this research paper, the author compares the 

three cases, H&M, Velux and Arla, to see whether any patterns of motivations and external 

collaborations can be found. The analysis provides insights to both policy workers and industry 

partners, on how companies and industries can through eco-innovations move towards more 

environmentally friendly practices by eco-innovations. 
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1.1 Research question 
	  

This study will investigate why companies eco-innovate, how they do it and what external 

collaborations they use for it. Through the multiple case study method this study tries to see if any 

patterns can be found within the case companies. The research question for this paper therefore is: 

“What are the patterns of motivations and external collaborations for eco-innovations?” 

To answer the research question, the author has created three sub-questions that will enable the 

author to analyse the case companies in a structured manner and consequently answer the research 

question. To be able to answer the patterns of motivations for eco-innovations, the author aims to 

answer why the companies have initiated eco-innovations through the following sub-question, 

SQ1: “What are the main motivations for eco-innovations?” 

 

To find patterns between the motivations and external collaborations for eco-innovations, it is 

important to understand what eco-innovation typologies the case companies encompass. The author 

has therefore created the following sub-question: 

SQ2: “What type of eco-innovations do firms have?” 

 

Lastly, the author will investigate what type of external collaborations eco-innovations require, 

through answering the last sub-question: 

SQ3: “How do eco-innovators work with external collaborations?” 

 
Consequently, these three questions will enable the author to answer the research question ”What 

are the patterns of motivations and external collaborations for eco-innovations”. The author will 

give an answer to the sub-question and the main question in Chapter 7. 
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1.2 Purpose 
 

The purpose of this case study is twofold. Firstly, this paper aims to empirically investigate what 

are the motivations of firms to eco-innovate, what eco-innovations companies have and how they 

use external collaborations for their eco-innovation initiative. Secondly, it tries to find the patterns 

of the motivations and external collaborations for eco-innovations within the three case companies.  

 

1.3 Definition 
	  

Environmental innovation has been a field of study since the 1990’s and encompasses many 

different terms such as sustainable, ecological, environmental and eco-innovations. The terms 

environmental innovation and eco-innovation are commonly used in the innovation literature 

focusing on sustainable development (Christensen et al. 2015) taking the economic and ecological 

aspects into consideration (Diaz-Garcia et al. 2015; Schiederig et al. 2012). Sustainable innovation 

differs from the others as it considers ecological security, resource security and socio-economic 

security (Fussler & James 1997), whilst environmental, ecological and eco-innovation disregard the 

socio-economic security. Eco-innovations are considered “as a way to reconcile economic and 

environmental priorities – and open new sustainable pathways for industry” (OECD 2012, p.4) that 

is a contributor to gain competitive and economic growth.  

Many scholar’s have discussed how the term eco-innovation is used for more in-depth studies while 

terms such as green innovation is used more in general innovation studies (Diaz-Garcia et al. 2015; 

Schiederig et al. 2012). Due to the nature of this investigation, the term eco innovation is considered 

as the appropriate term to use, since the author wants to gain an in-depth understanding of eco-

innovations.  
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1.4 Structure  
	  

This thesis contains eight chapters and is structured as follows: 

Chapter 1 gives a short introduction to the research field and introduces the reader to the research 

question  

 

Chapter 2 describes the methods used to carry out this research. The author follows Saunders et 

al’s (2015) research onion to describe the processes and methods used in this research paper 

 

Chapter 3 presents the case companies and the three different markets they operate in 

 

Chapter 4 introduces the theoretical framework of this paper. The aim of this section is to give a 

background to what conventional and eco-innovation research has focused on and what the 

similarities and dissimilarities between them are.  

 

Chapter 5 presents the analytical framework that has been created from the theoretical discussion  

 

Chapter 6 summarizes the main findings of this research and analyses the data gathered 

 

Chapter 7 discusses the main findings of the three cases and provides an answer to the research 

questions. 

 

Chapter 8 concludes on the findings and provides an answer to the research question while giving 

suggestions for further research. 
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2. Methods 
	  

This chapter describes the methods used for carrying out the research. The aim of this paper is to 

understand the motivations and the external collaborations for eco-innovation activities and to see 

whether a pattern can be identified. This chapter aims to answer ”how” this is done, by describing 

the author’s path to answer the research question:  “What are the patterns of motivations and 

external collaborations for eco-innovations in the consumer goods market” (Kvale 2008). The 

author aims to answer the ”how” question by following the research onion strategy from Saunders 

et al. (2015). Thus, this chapter will discuss the research philosophy, theory development, 

methodological choice, strategies, time horizon, and techniques and procedures used for this paper, 

as can be seen below: 

 

Table 1. Research process “onion” (Adapted from Saunders et al. 2015) 

	  

2.1 Philosophy 
 

The research philosophy considers the way the researcher sees the world and is important, as it 

impacts how the researcher sees and understands the subject investigated (Saunders et al. 2015). It 
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reviews the “methodological choice, research strategy and data collection techniques and analysis 

procedures”(Saunders et al. 2015, p.125). Saunders et al. distinguish between five different 

philosophies within business and management, which are: positivism, critical realism, 

interpretivism, postmodernism and pragmatism. This paper takes an interpretivist approach, as the 

author wants to explore the topic through using critical interpretations. The author aims to 

understand the phenomenon from the research participants’ point of view, which requires the 

researchers to be subjective in the research (Saunders et al. 2015). The overall aim of the paper is to 

create new and rich understandings of the motivations and external collaborations of eco-

innovations. 

  

2.2 Approach 
 

The way a researcher approaches theory in their paper can be done through a: deductive, inductive 

or abductive approach (Saunders et al. 2015). The deductive approach is chosen when the 

researcher aims to answer the questions through theory using a theory to data approach. The 

inductive approach is the discovering approach where the empirical findings provide with general 

knowledge about theory through the approach of data to theory. The abductive approach is the 

combination of these two approaches, where data is gathered to “explore a phenomenon, identify 

themes and explain patterns, or generate a new or modify an existing theory which you 

subsequently test through additional data collection” (Saunders et al. 2015, p.145). This paper uses 

an abductive approach, since it allows the author to successively form an understanding of the 

research at hand through exploring the phenomenon, identifying themes and patterns (Alvesson & 

Sköldberg 2000). To add on, the aim of this research paper is to see if a pattern(s) can be identified 

within the case companies of their driver’s or external collaboration paths. The research therefore 

uncovers “surprising facts”, that can occur at different stages of the process (van Maanen et al. 

2007). The abductive approach is considered a valid approach for this paper as it uses an 

interpretivism philosophy, which in turn aids to produce knowledge by drawing on concepts and 

meanings from empirical research (Saunders et al. 2015). 
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2.3 Research Strategy 
 

The research strategy is the overall plan how the researcher aims to answer the research question 

through its philosophical stance (Saunders et al. 2015). Since the aim of this research is to gain an 

understanding and explain a rather new field of study (Diaz-Garcia et al. 2015), namely 

understanding the motivations and external collaborations of eco-innovators, the author considers a 

qualitative approach to be the appropriate research strategy. This approach fits well with the 

interpretative philosophy (Denzin & Lincoln 2011) and abductive approach of the paper, as it will 

enable the author to critically explain the subject studied (Saunders et al. 2015).  Furthermore, a 

research paper can take the design of either an exploratory, descriptive, explanatory or a 

combination research. The design of the paper addresses what question the research question wants 

to answer and how the methods used help answering the research question (Saunders et al. 2015). 

This paper has followed an exploratory research strategy asking open-ended questions, since it has 

aimed at gaining new insights into eco-innovation activities at companies. The author considers the 

exploratory focus to be appropriate, as it sheds some new light on the issue of eco-innovations 

through understanding the problem from the interviewee’s point of view. Initially, the author started 

the research process by exploring the eco-innovation field and through this discovered the 

importance motivations and external collaboration plays for eco-innovations. Due to flexible and 

adaptable characteristics of exploratory research the author was able to find a narrower focus as the 

research progressed and decided to focus on the motivations and external collaborations since this 

field still needs further research (Diaz-Garcia et al. 2015; Halila & Rundquist 2011). 

 

2.3.1. Case Study  
 

A qualitative research approach can take different research strategies. Saunder’s et al. (2015) 

mention; action research, case study research, ethnography, Grounded Theory and narrative 

research as strategies often used within qualitative studies.  This paper uses a case study method, to 

understand the dynamics of the topic and its context (Yin 2009). The case approach is 

complementary to the interprevitism philosophy, as the author aims to create new understandings by 

investigating several companies from different industries. Case studies can take the form of a 

single- or multiple-case design. The multiple-case design has been chosen for the given research 
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paper and it needs to consist of theory development, case selection and definition of specific 

measure. By using multiple case companies, the author gains different realities and experiences, 

which will give a more critical and nuanced view of the research (Firestone & Herriott 1983).  It 

also enables the author to find replications across the cases. While conducting a multiple-case study, 

the researcher needs to ensure the replicability of the study. The replication can be either literal or 

theoretical (Yin 2009). This paper follows a literal replication of three chosen cases as it predicts 

similar results and the cases are investigated holistically by looking at the organisation as a whole 

(Yin 2009).  

The cases chosen for this paper are three companies within the consumer goods market who 

encompass eco-innovations but who do not compete in the same market. By choosing companies 

that are all in the consumer goods market will give this paper a focus, while still being able to 

investigate companies from different industries. The case companies are all approximately of the 

same size, operate in the same geographical locations and have all a focus on making the consumer 

goods industry more environmentally friendly. All of the case companies operate in markets with 

large emissions and therefore eco-innovations play an important part for them to reduce their carbon 

footprint. The author interviewed the people in charge of the company’s CSR, sustainability and/or 

environmental strategy. 

 

Selection of case companies 

As previously mentioned, this thesis will focus on three consumer goods companies in three 

separate markets; the foods and dairy, fashion and building sector. These three sectors are some of 

the most emitting sectors in the consumer goods market. The following case companies used in this 

research paper are: H&M (fashion), Velux (building component) and Arla (food and dairy). The 

case companies all operate internationally and have their headquarters in Europe being in 

Stockholm, Sweden (H&M); Hørsholm, Denmark (Velux) and Aarhus, Denmark (Arla). These 

companies are considered as some of the biggest companies in their respective countries and they 

have all incorporated sustainability into their overall strategy. The cases for this research paper were 

chosen to get a nuanced view of the different sectors in the consumer goods industry.  
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2.4 Methodological choice 
 

A qualitative study can use a single or a set of different methods to collect data (Saunders et al. 

2015). The multi method has been used to collect data and has been collected through in-depth 

interviews and CSR, OECD and policy reports. This has been done to gain an in-depth 

understanding of each case company. 

 

2.5 Time horizon 
 

A research can be designed to either follow a cross-sectional or a longitudinal time horizon 

(Saunders et al. 2015). Due to the authors research focus, a cross-sectional approach is chosen, as 

the author investigates the phenomenon at a specific point in time, instead of the change of 

development throughout a given time period. The author considers the cross-sectional method 

appropriate for this study, since it is a common strategy to use for case studies that have data 

stemming from interviews from a short period of time (Ibid).  

 

2.6 Techniques and procedures 
 

As previously mentioned, this research paper follows a case study method, where the data collection 

consists of primary data (interviews) as well as secondary data (reports).  

 

2.6.1 Interviews 
 

Different interview methods can be used when carrying out a qualitative study (Saunders et al. 

2015). It can encompass of semi-structured, in-depth and group-interviews, and structured 

interviews (Kvale 2008). This research has used a semi-structured interview approach. This means 

that the researcher has covered a list of themes and some key questions that needed to be dealt with 

during the interview. Semi-structured interviews are a common method used for case studies to 

understand the “what”, “how”, and “why” questions (Saunders et al. 2015). The semi-structure 

interview method has been important, as the author has investigated why the case companies eco-
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innovations, what eco-innovations they have and how they do this through external collaborations. 

This type of interviews are also suitable for the interpretivist philosophy, which this paper employs, 

as it enables the respondents to freely explain and build upon their responses and permits the 

researcher to understand the meanings of the interviewees. Semi-structured interviews are also 

appropriate to use within exploratory studies, which further legitimises the authors chosen approach 

(Saunders et al. 2015). The author conducted three in-depth interviews, interviewing key managers 

that work with sustainability or environmental strategy at the case companies. Furthermore, the 

author also interviewed two experts that have in-depth knowledge in eco-innovations or the case 

industries. This has been done for triangulation reasons. The interviews followed a similar approach 

following the subsequent pattern: 

- The interviews were conducted one to one, either over the phone (Arla and Danish 

Environmental Agency), Skype (Velux and Filippa K) or face-to-face (H&M) 

- All interviews were recorded and notes were taken during the interview 

- The interviews lasted between 35 and 55 minutes, following a semi-structured approach 

- All interviews were transcribed and analysed the same way 

 

 

Case company interviews 

Jan Dalsgaard Johannesen, Director of Environment and Climate, ARLA Foods 

Jan Dalsgaard has been the Head of Environment and Sustainability at Arla since 1998, heading a 

team of 10 people. The team is directly linked to the deputy CEO and has a close relation with the 

top management of Arla. Johannesen has been working on Arla’s 2020 climate strategy, which has 

encompassed working closely with all departments and stakeholders at Arla from the farmers to the 

innovation and supply chain divisions.  

 

Mikkel Skott Olsen, Director of CSR, VELUX 

Mikkel Olsen has been working at Velux for 5 years and is currently the Head of Global Corporate 

Sustainability. He works with the strategic part of corporate sustainability focusing on the future 

strategies Velux should employ. Thus, he is part of many different functions at Velux as he works 
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across departments to create a holistic climate strategy. Olsen also takes part in the annual reporting 

to represent Velux’s climate strategy. 

 

Mia Møgelgaard, Sustainability Manager, H&M 

Mia Møgelgaard has been working at H&M for the past five years and works as a Sustainability 

Manager. Møgelgaard carries out H&M’s global sustainability activities in the Danish market and 

initiates local sustainability activities. This means that her job encompasses both local and global 

tasks to make H&M’s staff and practices more sustainable, which in turn requires her to work 

across divisions as H&M wants sustainability to run throughout the company’s practices. 

 

Background information interviewees 

Birgitte Kjær, Senior Expert, the Danish Environmental Agency 

Birgitte Kjær works at the environmental technology department at the Danish Environmental 

Agency. She works mainly with environmental strategies, circular economy, international issues 

and environmental issues within the OECD, EU and Nordics. Birgitte also has 17 years of work 

experience within waste management, sustainable production and consumption. She has therefore a 

thorough knowledge of eco-innovation activities both on a national and international level.  

 

Elin Larsson, Director of Sustainability, Filippa K 

Elin Larsson has since 2011 served as the Director of Sustainability and has worked at Filippa K for 

over 20 years. She has worked across various divisions such as supply chain management, IT and 

sales. Her versatile knowledge can give some insights into why companies in the consumer goods 

industry, especially the fashion industry, are motivated to move towards eco-innovations. She also 

provides knowledge on how eco-innovations can be initiated in all departments of a company. 

 

2.6.2 Secondary data 
 
Secondary data has mainly been gathered from the Annual and CR1/CSR2 reports from each of the 

case companies. Additional background knowledge has been gathered from the EU and OECD 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1 Corporate Responsibility (CR) 
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documents on eco-innovations. The secondary data has been used to both strengthen and question 

the data gathered from the interviews and to improve the validity of the results. 

 

2.7 Analysing data 
 

To be able to analyse the data in a thoughtful manner, the author transcribed all the interviews, 

shortly after they were conducted. Due to the abductive approach of this research, the data was 

analysed through using both inductive and deductive approaches. This means that the author used 

part of theory for the analytical framework, but also included inductive approach by testing its 

applicability through the data gathered (Saunders et al. 2015). Thus, the author has chosen the 

approach of a template analysis to analyse the data gathered. The author coded the data and 

searched for themes and patterns across the data sets. The data has been coded using a combination 

of concept and data-coding (Schreier 2014) which corresponds to the abductive approach of the 

study. The researcher first used a priori codes, that are codes derived from terms used in the 

appropriate eco-innovation theory, but also supplemented with in-vivo codes that are terms used by 

participants (Saunders et al. 2015). Having these codes, enabled the author to systemically compare 

and contrast the different cases to each other to see, if any patterns could be recognised within these 

case companies. 

 

2.7.1 Cross-case analysis 
 

In this paper, the author used a cross-case analysis through firstly, analysing all cases separately 

before making a cross-case analysis of the three different cases. By using a cross-case technique 

“treats each individual case study a separate study” (Yin 2009, p.164). This was done to gain a full 

understanding of each individual case. By treating them as individual cases, also increased the 

validity of being able to contrast the cases to each other.  

 

 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2 Corporate Social Responsibility (CSR)	  
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2.7.2 Reliability and Validity 

The case study method has been heavily criticised due to its small sample that does not establish 

reliability of findings (Jaffe & Peterson 1995). Thus, the author needs to follow four tests of 

construct validity, internal validity, external validity and reliability (Saunders et al. 2015). The 

construct validity has been used by using multiple sources of evidence. Internal validity has been 

constructed through pattern matching and explanation building. External validity has been touched 

upon through using a replication logic. The reliability of the study has been achieved through using 

a case study protocol and by explaining the logic behind the argumentations and elaborating on how 

the study has been conducted. Furthermore, triangulation has been used to improve the validity of 

the data emerged from the interviews. 

 

2.8 Limitations and reflections 
 

The author acknowledges three main limitations to this paper. Firstly, case studies have been argued 

to not be appropriate method for making any generalisations. Therefore, the author acknowledges 

that the findings and conclusions could be very different, if other companies or industries would 

have been chosen. The author therefore wants to emphasise that this paper only aims to explain 

what a possible answer could be. Secondly, due to the time frame and availability of employees in 

the case companies, the author was only able to interview the main actors of the sustainability/ 

environmental strategy at the case companies. Having more interviews could have given more 

detailed and relevant view of how these companies eco-innovate. Thirdly, the eco-innovation field 

is a very broad field of study and many different paths could have been studied. Due to time and 

resource constraints the author has limited the study to the areas of eco-innovation that touch upon 

the research question and the paper’s methodological focus. To conclude, the author considers the 

research paper to have validity as the author has thoroughly explained the path of the research and 

has aimed at being transparent in all stages of the development.  
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3. Cases  

 

3.1 H&M 

3.1.1 The Fashion Industry 
 

The fashion industry is the second largest polluter in the world (Sweeny 2015) and the industry 

consists of four levels; production of raw materials, production of fashion goods, retail sales and 

promotion. The industry is facing many problems in relation to its carbon footprint, as the fashion 

industry needs to make changes to water use, pollution from raw materials and dyeing practices 

(Ibid).  

Thus, the industry is highly dependent on natural resources, which makes the future of the industry 

tested. Even though the industry is moving towards more environmentally friendly practices such as 

favouring organic cotton to conventional cotton, radical changes are needed (Sweeny 2015). Many 

fashion companies have initiated sustainability measures to change their and the whole industry’s 

practices to become more environmentally friendly (Ibid).  

 

3.1.2 The company 
 

Hennes & Mauritz (H&M) AB is a Swedish retail company and was founded in 1947 in Västerås, 

Sweden. H&M sells cosmetics, home textiles, footwear and clothing to men, women, teenagers and 

kids. It is the largest fashion retailer in the world and in 2015 reported a revenue of SEK 210 billion 

(Annual Report 2015). 

Today, H&M has 3900 stores in 61 markets, and provides online shopping possibilities in 31 

countries (Ibid). The company has an ambitious goal to increase the number of stores by 10 to 15% 

each year. H&M aims to offer “fashion and quality at the best price in a sustainable way” and thus 

wants to provide products to their customers at the best price possible (CR report 2015). 

The company does not own any factories and thus outsources the production of their garments to 

independent partners. H&M has consequently made changes to different parts of their operations. 

The company does not have an explicit climate strategy but has a sustainability strategy that focuses 



	   20	  

on seven aspects: provide fashion for conscious customers, choose and reward responsible partners, 

be ethical, be climate smart, reduce& reuse& recycle, use natural resources responsibly, strengthen 

communities (CR Report 2015).  

 

3.2 Velux 

3.2.1 The Building Industry 
	  

In the aftermath of the COP21 Paris Agreement, buildings were put on the permanent agenda of all 

future COP meetings to push for greener and more sustainable buildings. The importance of adding 

buildings into the climate agenda is due to buildings being accountable for around 40% of all CO2 

emissions (UNEP 2009; Velux CR report 2015). Due to the special features of windows, The 

EuroWindoor3, has asked the EU commission to add the windows energy performance to the EU 

Energy Performance of Buildings Directive in their official report, as it is a strategy for the building 

sector to become greener. Currently, the EU Commission is in the midst of creating a new common 

EU framework, on how to control the energy performance in buildings. The energy performance 

can be controlled through different sources, such as windows, roofs and walls, as they are some of 

the greatest heat loss sources of buildings. However unlike roofs and walls, windows can enable a 

building to gain more energy, if the window is used correctly. This is since a window can gather 

energy through solar energy and create heat for a building. A window can also be used to cool down 

a building with the help of blinds and shutters, which then does not demand the house to have 

cooling systems or at least does not require the same amount energy used for it.  

 

3.2.2 The company 
	  

Villum Kann Rasmussen transformed attics into liveable spaces 75 years ago by founding the 

company Velux and inventing roof windows. Still today, this Danish company works in the 

skylights industry providing affordable core products to the mass market and had a revenue of DKK 

17.7 billion in 2015 (CR report 2015). The company manufactures today in 10 different countries, 

has sales companies in almost 40 countries and employs 13.600 people around the world (Ibid). 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
3 The EuroWindoor is an association working on improving regulation, energy security, resource efficiency and carbon 
emission reductions for doors and windows 
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Velux has a holistic approach to their business as they aim to incorporate a “people and planet” 

approach to planning, and constructing healthy sustainable buildings. The key driver of Velux’s 

product innovations is to follow their Model company vision, where the company produces useful 

products to the society that create healthy and sustainable buildings (CR report 2015).  

Consequently, Velux offers a variety of products and services including: roof windows and 

skylights, modular skylights for commercial buildings, flat-roof windows and sun tunnels, blinds 

and roller shutters, flashings and installation solutions and remote controls. These products aim to 

achieve a nearly zero energy consumption in buildings, by minimising heat loss and gaining solar 

heat. The company is since 2007 committed to address the issue of climate change, through a five-

dimension climate strategy. Firstly, Velux aims to deliver energy saving products to their 

customers. Secondly, they aim to reduce the carbon footprint for their operations. Thirdly, the 

overall aim of the strategy is to reduce their CO2 emission by 50% by 20204. Fourthly, Velux aims 

to implement energy management systems at their production sites and invest in energy efficiency. 

Lastly, the company aspires to use green electricity to fill any remaining CO2 gap to be able to 

reach their overall environmental strategy aim of reducing their emissions by 50% by 2020 (CR 

report 2015).  

 

3.3 Arla Foods 

3.3.1 The Dairy industry 
 

The Food and Agriculture Organisation of the United Nations has in their research estimated that 

the global dairy production industry will increase with 60% by 2050 (Alexandratos & Bruinsma 

2012). Due to limitations of land, many changes have to be made in the dairy industry. Dairy 

producers need to improve pasture of lands, develop local protein feed crops, reduce and recycle 

waste in the whole value chain, as they have been highly criticised for having a high environmental 

footprint. Therefore, it has been publicly debated if dairy products should be part of a sustainable 

diet. However, Arla pinpoints the high amount of vitamins, minerals, macronutrients that dairy 

products entail, which makes it an integral part of a healthy diet (CSR report 2015). 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
4 Compared to their 2007 levels (CR report 2015) 
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3.3.2 The company 
	  

Arla Foods is a co-op owned dairy company owned by 12650 farmers from seven countries: 

Denmark, Sweden, the UK, Germany, Belgium, Luxembourg and the Netherlands. The company is 

Scandinavia’s largest dairy product producer, the fifth largest dairy company in the world5 and the 

world’s largest producer of organic dairy products. Arla employs over 19000 people in 38 different 

countries on all continents and have sales operations in over 100 countries. Arla has its headquarters 

in Aarhus and its net revenue in 2015 was €10.3 billion, a 3.3 per cent decline from the previous 

year, due to the hardships of lower milk prices (CSR report 2015). The change of milk price has 

lead the company to make structural improvements and changes. They have made extensive costs 

savings, efficiency programmes and transferring to more high value and branded position of milk 

(Ibid). 

The new focus of Arla’s operations is to provide high quality milk that is produced sustainably and 

environmentally friendly. Long-term responsibility and sustainability has become an integral part of 

the company’s strategy and is close to Arla’s philosophy. Arla has made changes in the entire 

supply chain of its operations, working with partners in all parts of their value chain from dairy 

farmers to the finished product. With ambitious goals to grow larger, Arla has to address the fact of 

reducing their impact on the environment. Due to their big size, Arla feels that they have to set an 

example to others and operate in a responsible manner. This they do through working on four steps: 

sustainable agriculture, climate strategy, energy and water resources, and zero waste. 

 

 

 

 

 

 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
5 Based on volume of processed milk 
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4. Theoretical framework 
	  

This chapter sheds light on the similarities and differential elements of innovations and eco-

innovations. It starts with a section on innovations where the characteristics, motivations, typologies 

and external collaborations are discussed. This is followed with a similar section on eco-

innovations, where the similarities and differences of eco and conventional innovations are 

highlighted. This chapter will reach the conclusion that innovations and eco-innovations have to a 

great extent the same features and characteristics. However, eco-innovations do have environmental 

benefits to them (either intentionally or unintentionally) and can be considered as extensions to 

conventional innovations. As eco-innovations encompass environmental benefits indicates that they 

need more specialised and explicit knowledge. Lastly, the biggest difference between conventional 

and eco-innovations lies in the impact regulations play for eco-innovations due to the public goods 

dimension to them.  

 

4.1 Innovation 
 

Innovation is a very broad term, but it is commonly used to describe when a novelty is introduced to 

a business, market or industry (Kemp & Pearson 2007). An innovation is composed of two parts, 

namely, the generation of an idea or invention, and converting this idea into a business or useful 

application (Roberts 2007). Hence, the OECD (1991) define innovation as: 

“An iterative process initiated by the perception of a new market and\or new service opportunity 

for the commercial success of the invention” (Garcia & Calantone 2002, p.112) 

Innovation is acknowledged as a key driver for economic and social growth, as well as a key 

component for the growth and survival of a company (Hall & Vredenburg 2003). This means that 

innovation plays an integral part of a firm’s competitive and strategic context, since its ultimate goal 

is to enhance the company’s position in the industry or market (Porter 1996). 

However, many companies struggle to obtain significant returns from their innovations, while 

customers, suppliers and imitators manage to get the main slice of the cake (Teece et al. 1986). This 

is due to the spill over effect (also termed positive externality) of innovation, where the social return 

is usually higher for the customer and/or competitor than for the innovator. Knowledge cannot be 
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appropriated, which makes it hard for companies to fully benefit from their innovation. Therefore, 

public policy can aid companies with their innovations as it can enable firms to focus on R&D, 

complementary assets and underlying infrastructure (Ibid.). Innovations can also be rather easily 

imitable for competitors, which requires a secure protection through different Intellectual Property 

Rights (IPR) mechanisms (Schilling 2013; Teece et al. 1986).  

 

4.1.1 Motivations 
 

There are several reasons why firms decide to innovate but overall it is about extending or adding 

competitiveness to ones firm (Schumpeter 1934; Porter 1996). Innovation is a strategy where 

companies protect their competitive position by improving efficiency and quality of their operations 

and products, which enable them to enter into new markets (OECD 2005). The main motivation for 

companies to innovate stems from economic antecedents as firms want to seek rents and gain a cost 

advantage over their competitors (Ibid). Innovations may include improving user quality in terms of 

a product or process, or merely improving the functionality. Improving efficiency can also lead to 

lower costs for the company and consequently lower price for the user. Moreover, innovation is a 

great source for learning and implementing changes, which can bring with it new products, 

increased efficiency and higher economic returns (Ibid).  

 

 4.1.2 Degrees of novelty 
 

Innovations can have different degrees of novelty, encompass several goals, and take various forms 

(OECD 2005). Henderson and Clark (1990) divide innovations into four categories: radical 

innovation, incremental innovation, architectural innovation and modular innovation. A radical 

innovation often opens up the space to a new market or a potential of applications, which can be a 

rather complex process for a firm. This is since radical innovations require new sets of knowledge 

and thinking, which commands new sets of resources for firms (Henderson & Clark 1990). A 

radical innovation can require extensive changes for a company such as changing the manufacturing 

and service processes, which in turn adds a higher risk when initiating them. This is due to the fact 

that radical innovations often require convincing the customer of an innovation’s reliability and 
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usefulness (Schilling 2013). Radical innovations are thus mostly driven by technology push, where 

the technology of the innovation is more mature than the market (Sarja 2015). In contrast, 

incremental innovations only require making minor changes to an existing product or service, as it 

“exploits the potential of the established design, and often reinforces the dominance of established 

firms” (Henderson & Clark 1990, p.9). Incremental innovations differ in these terms from radical as 

they are more often driven from market pull, where the customers are looking for an updated 

version of the existing innovations (Sarja 2015). The separation between incremental and radical 

innovations reflects the extent of change of the innovation, as incremental only involves a minor 

extent of change whilst radical involves a complete change.  

According to Henderson and Clarke (1990) innovations also encompass complexities of change, 

being either architectural or modular. An architectural innovation is “the reconfiguration of an 

established system to link together existing components in a new way” while a modular innovation 

is “an innovation that changes a core design concept without changing the product’s architecture” 

(Henderson & Clark 1990, p.12). This means that architectural innovations change the assembly of 

the core components while making the overall core concept stronger. Modular innovations on the 

other hand changes the core components of the innovation but might use the same 

linkages/assembly of the components. 

To sum, radical and incremental innovations are the opposites of the both dimensions, while 

modular and architectural innovations distinguish whether the innovation requires changing of 

components or not (Henderson & Clark 1990). These different types of innovations require different 

levels of knowledge and risk during the innovation process (Ibid).  Thus, some innovations require 

major changes in a product, system or a company’s practice, while other innovations just require 

minor changes (Schilling 2013). Change entails gaining new types of knowledge and competences, 

while making the on-going product, process or innovation obsolete or out of date. When a company 

sets out to innovate, it is important for them to have a thorough understanding of the typology they 

are dealing with, as it sets out the parameters of what competences and knowledge is needed for the 

innovation to succeed (Ibid).  
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4.1.3 Typologies 
 

As already established, innovations can take different forms and can be of different degrees of 

novelty. The Oslo Manual (2005) characterises four different types of innovations:  

- Product innovation 

- Process innovation 

- Marketing innovation 

- Organisational innovation 

 

A product innovation is the development of a new novel product or service to the market, which can 

include either a minor or radical change (OECD 2005). A process innovation is the development of 

new way a business is conducted through “techniques of producing or marketing goods or 

services” (Schilling 2013, p.46). A process innovation therefore aims to improve the 

efficiency/effectiveness of production and to be able to produce the output with less input 

(Rennings 2000). These two types of innovations often go hand-in hand as they lead to further 

innovations, since a specific innovation for one company may be a change in a product, while for 

another it may be a change in a process (Schilling 2013). As an example, organic food can be a 

process innovation for one firm, as they need to adapt their operations to the organic nature of the 

products, while for the supplier, who supplies the raw material or product, it is a product innovation.  

Marketing innovations, on the other hand, entail making changes to the marketing concept of a 

products design, and do not change any characteristics of a product or its use (OECD 2005). An 

organisational innovation concerns changing a firm’s management practices. This can be done 

through adding total quality management, which entails changing the structure of ones business 

practices, organisational structure and/or external relations (Rennings 2000). Organisational 

innovations can thus help companies cut down administrative and supply costs, and allow the 

company to gain access to external knowledge (OECD 2005). 

When looking at the consumer goods industry a vast majority of literature argues that technical 

process innovations stem from supplier(s). Thus, the consumer industry, including textile, food and 

apparel, tends to be supplier dominated where raw materials come from different sources or 

suppliers as “most innovations come from suppliers of equipment and materials, although in some 

cases large customers and government financed research and extension services also make a 
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contribution” (Tidd et al. 2001, p.356). This means that the suppliers are a big part of a company’s 

innovation activity. 

 

4.1.4 Drivers 
 

The main established drivers of innovation are technology push and market pull (Herstatt & Lettl 

2004; Sarja 2015). 

When an innovation is driven by technology push it stems from a company’s internal or external 

research (Sarja 2015). Innovations emerge as an outcome of developing technology or when a 

combination of existing technologies results in an innovative product or process (Herstatt & Lettl 

2004). The innovation source can stem from: “a research and development unit, an application 

orientated development unit, a combination of both or a cooperation extending beyond the confines 

of a single company’s R&D unit” (Herstatt & Lettl 2004, p.2). This means that technology driven 

innovations may result from both internal and external knowledge and capabilities. Moreover, 

innovations that arise from technology push may suffer a higher market uncertainty, as the market 

applications are often unknown for the company (Herstatt & Lettl 2004). Many authors (Brem & 

Voigt 2009; Herstatt & Lettl 2004) identify radical innovations as a result from technological 

pushes, since the products or services are often new to the market. This is often due to the fact, that 

these specific innovations, strive for breakthroughs from high R&D (Herstatt & Lettl 2004). An 

example of an innovation that was created from a technology push is Apple’s Ipad, where the 

company created a product that customers were not asking for but saw it as a product, which 

customers might want in the future (Sarja 2015). Thus, it was Apple’s internal capabilities that 

pushed the creation of the innovation. 

Conversely, when a company’s innovation activities stem from market pull mechanisms they spring 

from the market demanding specific products or processes to satisfy their need (Herstatt & Lettl 

2004; Von Hippel 2005). Market pull innovations often oblige companies to seek extra knowledge 

as these innovations might encompass information that the company does not internally have. The 

market pull is considered as one of the main drivers for product innovations. The users or customers 

can themselves influence the companies to create products they want, which usually encompass 

minor changes to an existing product or process. Many market pull innovations are therefore 
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incremental, i.e. merely improvements of old products or processes (Herstatt & Lettl 2004) 

 

Table 2. Innovation Drivers (Author’s own creation) 

 

4.1.5 External collaboration  
 

Early innovation research by Joseph Schumpeter (1934) acknowledged the importance of 

collaborative action and teamwork in innovation activities. Since then, many have discussed the 

importance of relations and collaborations for a company’s innovation initiatives, since a 

company’s critical resources can lie outside its boundaries (Chesbrough et al. 2007; West et al. 

2006; Dyer & Singh 1998).  

Having a skilled workforce is important as it can increase a firm’s absorptive capacity, enabling the 

company to create a synergy with internal processes and external ideas (Dahlander & Gann 2010). 

External ideas can be gained through partnerships or collaborations that bring in new competences, 

which foster or develop innovations. Collaboration modes can vary. A way for companies to access 

specialised knowledge is through external R&D collaborations, which can be done through 

relationships with universities and knowledge-intensive business services (KIBS). This can serve as 

a way for them to acquire external technologies and to increase their absorptive capacity, 

consequently complementing and adding knowledge to the company’s internal capabilities. By co-

operating in R&D the negative externalities of R&D may be reduced such as high costs, risks and 

duplicated R&D efforts (Hagedoorn 1993). To add on, R&D co-operation is crucial for companies 

that do not encompass their own R&D unit and want to innovate (De Marchi 2012).  

There are many different antecedents for collaborations as it for example reduces risk and costs for 

innovation activities as well as accelerates the innovation phase (Schilling 2013). Having a varied 

Innovation Drivers 

Market Pull Technology push 
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form of collaborations means that companies can attain knowledge from many different 

stakeholders, such as suppliers, customers, complementary innovators and employees (Chesbrough 

2012; Chesbrough et al. 2007) in different stages of an innovations lifecycle (Montresor et al. 

2013). These different collaborations thus entail working with the company’s primary stakeholders. 

The primary stakeholders are those that have an economic stake in the organisation and that can be 

part of the value chain (Donaldson & Preston 1995; Freeman 2004). 

Many firms use open innovation to gain knowledge, which is “the use of purposive inflows and 

outflows of knowledge to accelerate internal innovation and expend the markets for external use of 

innovation” (Chesbrough 2007, p.2). Before Chesbrough’s first book on open innovation, the 

innovation process was considered to take place within the boundaries of a company making 

innovation a very closed concept. The open innovation process, however, considers the 

characteristics of companies developing relationships, exchanging knowledge, exploiting and 

managing IPR and modifying new or existing business models (Christiansen et al. 2013). Open 

innovation, can be seen as a way of collaborating, as it encompasses using both internal as well as 

external knowledge and capabilities for innovation activities. Open innovation is a method to 

innovate as innovations are considered complex and the knowledge to innovate can stem from many 

different sources such as universities, incubators or non-profit organisations (Schilling 2013). This 

in turn requires a company to have a high level of absorptive capacity for internal and external 

knowledge of a company (Montresor et al. 2013), since a firm needs to be able to recognise the new 

knowledge generated and be able to use it effectively (Schilling 2013). 

To sum, collaboration is a tactic for companies to obtain complementary skills and knowledge 

faster, reduce asset commitment and share cost and risk with others (Schilling 2013). Another 

reason for undertaking different collaborations is that it works as a source for companies to discover 

radical solutions to a problem they are trying to solve (West & Lakhani 2008). Collaboration, 

however, brings, with it some challenges as it encompasses dependency to other partners, losing 

some of the control for innovation and the reward of the innovation is lower than by going solo. To 

add on, collaboration does take away the full control of a venture and might not give the same 

opportunity for a firm to build or renew its competencies (Schilling 2013). A way for a company to 

keep its competitive advantage can also include protecting the knowledge and competitive 

advantage a firm has. Therefore tight IPR strategies and protection are of utmost importance for 

companies, in order not to over share with their competitors. 
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4.2 Eco-innovation  
 

As already mentioned many companies are focusing their efforts to become more innovative and 

moving towards more environmental conscious practices. To be able to create eco-innovations the 

company needs the right innovator, development process and/or market surroundings to become 

successful due to its complex process (Hörte & Halila 2008).	   Eco-innovations still have many 

different definitions by focusing either on motivation or performance (Kemp & Pearson 2007). 

Motivation considers why companies initiate these new environmental innovations while 

performance considers the environmental gains of these innovations. Thus, eco-innovations do not 

necessarily need to be “new to the world” but can also merely be new to the firm and a 

product/process that is less harmful for the environment (Ibid.). The common definition on eco-

innovation consequently considers an eco-innovation to be any product or service that has been 

environmentally improved to its current counterpart (e.g. Fussler & James 1997; Horbach 2008; 

Kemp & Pearson 2007; Rennings 2000; Schiederig et al. 2012) and a common definition authors 

use (e.g. Carrillo-Hermosilla et al. 2010; Horbach 2008; Schiederig et al. 2012) is Kemp and 

Pearson’s (2007:7) definition that focuses on the environmental effects of innovation: 

 

“The production, assimilation or exploitation of a product, production process, service or 

management or business methods that is novel to the organisation (developing or adopting it) and 

which results, through its life cycle, in a reduction of environmental risk, pollution and other 

negative impacts of resources use (including energy use) compared to relevant alternatives”  

Eco-innovations are considered to differ from conventional innovations as they are exposed to the 

double externality problem (Christensen et al. 2015; Rennings 2000). The double externality 

problem involves how firms may not get any economic value from their innovation due to two 

different externality problems: the public good/positive externality of eco-innovations and the risk 

of knowledge spill overs. The public good/positive externality makes eco-innovations difficult to 

protect from imitators and there are no incentives for customers to buy them, as they are considered 

as public goods. This leads to low incentives for companies to invest in them. Consequently eco-

innovations are dependent on regulations as well as pull and push forces from the public (Rennings 

2000). To overcome this problem, innovation policies have been introduced, for example, through 

regulatory frameworks (Rennings 2000). Environmental regulations have therefore proven to be a 
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boosting force for eco-innovations, which follows the Porter hypothesis that environmental 

regulations can force companies to invest in eco-innovations (Kesidou & Demirel 2012). However, 

it has to be noted that conventional innovations do also encompass spill over effects just like eco-

innovations. Conventional innovations do not however have the public good/ positive externality 

and are thus not as dependent on regulation as eco-innovations. Overall, the main differing factor 

between conventional innovations and eco-innovations is that eco-innovations encompass the 

environmental benefits and need an extra regulatory push for companies to initiate eco-innovations 

(Diaz-Garcia et al. 2015).  

 

4.2.1 Motivations 
 

The overall goal of having eco-innovations is to move companies and consumers towards 

sustainable development and to reduce the environmental impact of products, processes, services 

and business methods (Kemp & Pearson 2007). Like conventional innovations, eco-innovations are 

also driven by external pressure, competitive advantage, cost reduction and reputational factors 

(Diaz-Garcia et al. 2015). However, eco-innovations have an environmental aspect, even though the 

initial reason for the innovation does not necessarily have to be environmentally motivated. Eco-

innovations can thus emerge as a side effect of a company wanting to innovate to reduce costs for 

production and waste (Machiba 2010; Sarkar 2013). This means that eco-innovations consist of 

both environmentally motivated and by-product innovations. Eco-innovations also bring economic 

benefits, which is why they can also be economically motivated (Arundel & Kemp 2009; Carrillo-

Hermosilla et al. 2010; Ghisetti et al. 2015). This is because eco-innovations encompass win-win 

situations where companies can reduce their environmental impact and increase economic gains 

(Ghisetti et al. 2015; Horbach 2008; Kemp & Oltra 2011; Kesidou & Demirel 2012; Porter & van 

der Linde 2000) Companies can decrease their production costs as well as expand to a new market, 

as there are new market opportunities within environmental friendly products (Kesidou & Demirel 

2012). Thus, eco-innovations can create benefits for a company in terms of both bottom- and top-

line returns (Nidumolu et al. 2009) and is therefore a tool for companies to become more 

environmentally friendly and to achieve long-term growth (Sarkar 2013). Conventional innovations 

also tend to address increasing operational efficiency, however, eco-innovations also provide a 

long-term economic gain (Henderson et al. 2015). 
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Three main factors of why companies go green have been identified by Bansal and Roth (2000), by 

which the mechanisms that foster eco-innovations are explained. These findings are useful for 

managers and policy makers when expanding the market and voluntary measures of companies 

initiating eco-innovations.  A company’s ecological responsiveness is due to four overall drivers of: 

legislation, stakeholder pressures, economic opportunities and ethical motives, which are the 

cornerstones of a company’s motivation to become ecological responsible. The three motivations 

established through the drivers are: legitimacy, competitiveness and/or ecological responsibility 

(Bansal & Roth 2000). 

 Legitimacy motivations are driven by the want to comply with legislation and companies initiate 

green practices to meet standards and to have the ”licence to operate”. This requires complying with 

regulations, networking with secondary stakeholders and initiating impression management. This 

means that companies initiate organisational innovations and work together with both primary and 

secondary stakeholders. 

When a company is motivated by competitiveness, it suggests a wish to improve long-term 

profitability, reputation and process efficiency. This can be done through energy and waste 

management initiatives, making the processes of the firms more effective. Companies that are 

motivated by competitiveness, thus often introduce organisational, product and service innovations, 

which can enhance a company’s financial performance. The overall motivation is to develop 

ecologically related resources and capabilities that create a competitive advantage. 

Finally, the ecological responsibility motivation stems from the social obligations and values of the 

firm, which are often influenced by a key person in the organisation or the leadership team. 

However, the biggest incentive for companies that are motivated by ecological responsibility is that 

it simply is ”the right thing to do”. These companies often take part in initiatives that encompass 

win-win situations and philanthropic activities such as: donations to environmental causes, 

recycling of office waste, unpublicized initiates and life cycle analysis. Companies motivated by 

ecological responsibility do not act out of self-interest, instead they idealise the best course of action 

on how they can become ecologically responsible (Bansal & Roth 2000). 
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4.2.2 Degrees of novelty 
 

As eco-innovations to a large extent are extensions of conventional innovations they can as well be 

of: radical, incremental, systemic/architectural and/or modular nature. What sets eco-innovations 

apart is that they have an environmental aspect to them. Thus, eco-innovations can merely be an 

improved or upgraded version of a previous product, process or service that still require a complex 

set of knowledge that has to be added when going from conventional to eco-innovations (Carrillo-

Hermosilla et al. 2010). When working with eco-innovations, companies are pushed to transform 

their practices by, for example, making radical improvements or process changes (Henderson et al. 

2015). This requires companies to explore what they can exploit to be able to forestall risk, increase 

operational efficiency and sell to the environmental niche, which requires major changes for a 

company (Henderson et al. 2015). In comparison to conventional innovations eco-innovations can 

be considered to be on average more radical, as they are rather systemic and require a change in raw 

materials and rethinking the process of production (Carrillo-Hermosilla et al. 2010; Kemp & 

Pearson 2007). Thus, the knowledge needed for these innovations becomes extremely explicit and 

new resources and capabilities are needed. This is one of the reasons many scholars consider eco-

innovations to be more radical than conventional innovations as they are an extended version of an 

innovation (Kemp & Oltra 2011). 

 
	  

4.2.3 Typologies 
	  

The differing factor between conventional innovations and eco-innovations is the environmental 

aspect of eco-innovations (Kemp & Pearson 2007). Eco-innovations can take the same forms as 

conventional innovations, as they can be processes, products and/or organisational innovations 

with the addition that they also have environmental benefits linked to them (Rennings 2000). Kemp 

and Pearson (2007) divide eco-innovations into four typologies: Environmental technologies, 

organisational innovations, product and service innovations, and green systems innovation.   

Environmental innovations are often technological changes companies make to their pollution 

control, manufacturing processes, wastewater management, monitoring, water supply, noise and 

vibration control. This often encompasses making technological changes to processes, which in turn 
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requires a varied set of knowledge. These environmental innovations can thus effectives a 

company’s practices, which lead to lower carbon footprint as they use less energy and resources 

(Kemp & Pearson 2007). 

Organisational innovations are the more strategic types of change a company can make as it can 

involve changing the overall organisational capabilities of a company by initiating pollution 

prevention schemes, management and auditing systems and chain management. These innovations 

are a tool for companies to gain the incomplete information of their operations to gain knowledge 

on how to become more eco friendly (Kesidou & Demirel 2012; Ghisetti et al. 2015; Ziegler & 

Rennings 2004; Wagner 2007). Pollution prevention schemes can be done by initiating 

Management and Auditing Systems that can help companies reduce its environmental impact and 

increase operational efficiency by using a new technology at hand (Diaz-Garcia et al. 2015). The 

chain management requires a company to work closely together with its partners across the value 

chain to close the material loops. 

 Product and service innovations encompass environmentally improved material products, eco-

leases, green financial products and environmental services. This can involve using new raw 

materials, which in turn can involve working more closely with ones supplier of raw materials and 

products. Improved products can also be eco-houses and buildings. Eco leases entail a company 

taking on climate mortgages while environmental services encompass waste management, water 

waste management and overall usage of services that are less pollution or resource intensive.  

 Lastly, green systems innovation is a change to alternative systems of production and consumption 

for a company. This new system can transform the existing system to become more 

environmentally friendly (Kemp & Pearson 2007). Organic farming is a green systems innovation 

as the existing system of farming needs new methods that are environmentally friendly. 

Eco-innovation can be everything from resource efficient innovation to processes of closing of 

material loops to material systems of consumption and provision (Kemp & Oltra 2011). This paper 

will follow Kemp and Pearson’s (2007) classification of what an eco-innovation is as it provides a 

thorough and entailed description of what eco-innovations are and will enable the author to 

understand many different fields of eco-innovations a company can have. The core element of an 

eco-innovation, being it an organisational innovation or green systems innovation, is that it has a 

positive benefit towards the environment and contributes to environmental sustainability (Horbach 
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et al. 2011). Eco-innovations are considered to encompass win-win situations as they can create 

both economic and environmental benefits.  

 

 
Typologies 

 

 
Characteristics 

 
Environmental technologies 
 

-‐ Pollution control technologies 
-‐ Cleaner process technologies 
-‐ Waste management equipment 
-‐ Environmental monitoring and 

instrumentation 
-‐ Green energy technologies 
-‐ Water supply 
-‐ Noise and vibration control 

Organisational Innovation 
 
 

-‐ Pollution prevention schemes 
-‐ Environmental management and auditing 

systems 
-‐ Chain management 

Product and service innovation 
 
 

-‐ New or environmentally improved 
material products 

-‐ Green financial products 
-‐ Environmental services 
-‐ Services that are less pollution and 

resource intensive 
Green system innovation 
 
 

-‐ Alternative systems of production and 
consumption that are more 
environmentally benign than existing 
systems 

Table 3. Author’s own creation, adapted from Kemp and Pearson (2007) 

 

 

4.2.4 Drivers 
 

In recent years environmental sustainability has been acknowledged to be the driver of innovation, 

which makes it an important field to study (Nidumolu et al. 2009). The drivers of eco-innovations is 

the most researched field within eco-innovations (Diaz-Garcia et al. 2015) and the main drivers 

have been established to be technology push, market pull and regulatory push/pull (Kesidou & 

Demirel 2012; Rennings 2000). Eco-innovation drivers are thus similar to the drivers of 

conventional innovations but also include the regulatory push/pull dimension, as eco-innovations 
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are highly dependent on regulatory factors (Horbach et al. 2011) due to the double externality 

problem they encompass.  

The technology-push and market-pull drivers of eco-innovation are therefore similar to 

conventional innovations. The technology push driver can be either intentional or unintentional 

technological advancements that a company needs to environmentally improve a product or service. 

The market pull of eco-innovations, often entail the demand of greener products and services 

(Kammerer 2009). However, several studies have shown (e.g. Horbach et al. 2012) that market pull 

factors are not the leading force of eco-innovations as eco-friendly products are still costly. Instead 

regulation is a more prominent driving force (Ibid).  

 

Table 4. Drivers of Eco-innovation (Author’s own creation) 

 

Lastly, regulations are stressed as important factors for influencing the change to environmental 

practices (González 2009; Horbach et al. 2012). As discussed in the previous section on motivation, 

many companies are motivated to go green due to regulatory pressure or future regulatory pressure 

(Bansal & Roth 2000). This supports the Porter hypothesis of “… environmental standards can 

trigger innovation that may partially or more than fully offset the costs of complying with them” 

(Porter & van der Linde 2000, p.98). Current regulations can give the companies a push to move 

towards environmental practices due to the double externality problem, since they can gain 

monetary incentives for these changes. Regulations that push companies to eco-innovate can be 

both national and international regulations, due to the international operations of many companies 

(Jacob 2005). Furthermore, official policies, such as tax, regulatory and tradable emission rights 

incentives have also become some of the key driving forces for eco-innovations (Kemp & Oltra 

2011). Thus, eco-innovation is a prominent phenomenon in the policy and regulatory sector both at 

Eco-Innovation Drivers 

Regulation Market Technology 
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a national and EU level as it is considered as a way to achieve sustainable development (Jaffe & 

Peterson 1995; Kemp & Oltra 2011). Other external determinants can be the push from 

associations, suppliers, green parties, environmental NGO’s and institutions that drive companies 

towards greener practices (González 2009). Finally, expected regulations drive companies to eco-

innovate (Khanna et al. 2009). Many scholar’s have reached the conclusion that the main reason 

companies initiate in eco-innovation activities is due to regulation, as it pushes and educates the 

firms of the energy and/or material savings that is achieved through eco-innovations (Porter & van 

der Linde 2000). However, many previous studies have disregarded the role the supply side has 

with eco-innovations, while other studies have showcased that the supply side plays an important 

part with eco-innovations (Horbach et al. 2011; Horbach 2008; Popp et al. 2011). Therefore, it still 

important to study the drivers and motivations of eco-innovations, as there seems to be some 

discrepancies with the overall findings.  

The drivers of eco-innovation can be closely linked to the motivations of going green, which Bansal 

and Roth (2000) investigate. The motivation of legitimacy is closely linked to the regulatory driver, 

as the eco-innovation efforts stem from regulations and incentives. Competitiveness can be seen to 

be linked to both the market pull and technology push as the companies try to meet market demands 

or establish products that they see can create a future growth for the company (Bansal & Roth 

2000). However, the motivation of ecological responsiveness does not directly address any of the 

drivers as it mainly encompasses a company’s internal response that eco-innovation is the right 

thing to do. Ecological responsiveness is still an important fact to consider, and will be of 

importance when investigating the motivations of eco-innovations.  

 

4.2.5 External collaboration  

  
A vast number of research has been conducted on the importance of collaboration with eco-

innovations (Reinhardt 1999) and has sparked an interest among scholars especially in recent years 

(De Marchi & Grandinetti 2013; De Marchi 2012; Ghisetti et al. 2015). Many scholars have 

discussed how eco-innovations much like conventional innovations, require diverse sets of 

knowledge, both in terms of organisational and technological capabilities, which companies can 

acquire through external collaboration (e.g. De Marchi & Grandinetti 2013). Therefore, a company 

can build upon its own knowledge capital from the firm by collaboration with others to trigger 



	   38	  

innovation. Eco-innovations require having the right managerial capabilities (Kesidou & Demirel 

2012; Horbach 2008) as well as highly qualified personnel in a company (Horbach 2014). However, 

what sets eco-innovation endeavours apart from conventional ones is that external knowledge is 

especially important for eco-innovations, as they require implicit and explicit skills being often 

distant from the traditional knowledge base of the industry (Wagner 2007; De Marchi 2012). De 

Marchi and Grandinetti (2013) stress that eco-innovations need more partners than conventional 

ones since “green innovators fuel their innovation effort through inter-organisational relationship 

more intensively than other innovators” (De Marchi & Grandinetti 2013, p.578). This is one reason 

why eco-innovations are considered to be more of a complex and systemic nature than conventional 

innovations (De Marchi 2012; Niinimäki & Hassi 2011). Companies with eco-innovations need to 

collaborate especially with environmentally concerned stakeholders, as they can support the 

company with the generation of eco-innovative products (Buysse & Verbeke 2003; Wagner 2007). 

Therefore, they can give the holistic knowledge of the environmental aspect that the companies 

have not thought about before. Hall and Vredenburg (2003) classify eco-innovators to collaborate 

with two types of stakeholders: primary and secondary stakeholders. Primary stakeholders are 

suppliers, customers, complementary innovators. As already established primary stakeholders are 

also important for conventional innovations. However, unlike conventional innovations, eco-

innovations also require secondary stakeholders since they also need to consider the environmental 

aspects. Secondary stakeholders are the societal stakeholders and environmental regulators for a 

company (Henriques & Sadorsky 1999; Waddock & Graves 1997). Hence, working with secondary 

stakeholders includes working with environmental groups, media and safety advocates, as they 

affect a company’s activities and giving possibilities to achieve incremental and radical 

technological innovations (Hall & Vredenburg 2003). Secondary stakeholders are thus as important, 

as eco-innovations require more complex knowledge in terms of environmental knowledge, which 

secondary stakeholders can provide (De Marchi 2012). 

 

Primary stakeholders 

As already established, conventional innovations are highly dependent on primary stakeholders in 

their innovation endeavours. This means that, like conventional innovations, eco-innovations also 

require a company to work together with suppliers, complementary innovators and customers, but 

also obliges the company to work together with regulators (Hall & Vredenburg 2003). Regulators 



	   39	  

play an important part, again due to the double externality problem (Rennings 2000) as regulators 

can give the monetary incentive for companies to become green and add a long-term focus to the 

company’s business strategy (Hall & Vredenburg 2003). 

For companies with eco-innovations it is important to have good relations with suppliers, as they 

are the ones ensuring “the supply of inputs or components of eco-friendly features” (De Marchi & 

Grandinetti 2013, p.571). De Marchi and Grandinetti (2013) found that eco-innovators often work 

with a high number of partners in their value network since suppliers can enable the greening 

process of a company’s supply chain. This can also allow companies to become green throughout 

their whole lifecycle by making the company’s operations more environmentally friendly, close the 

loops of their production cycles and improve recyclability of their products or processes (De Marchi 

& Grandinetti 2013; Seuring & Müller 2008) Companies can either pressure their suppliers to 

become green by themselves or they can co-operate together with the supplier to help them green 

their processes (De Marchi & Grandinetti 2013). This is, however, easier for bigger companies as 

their suppliers might be highly dependent on their sourcing. Suppliers therefore often need to meet 

the requirements set by the companies they supply products or services to (Darnall et al. 2010). As 

mentioned earlier with conventional innovations, suppliers in the manufacturing industry provide to 

a large extent innovations to firms (Tidd et al. 2001). Thus, many companies in the consumer goods 

industry need to co-operate with their suppliers regarding products or raw materials to make their 

products and processes encompass the environmental aspect (Ibid). This also means that a company 

with eco-innovations needs to work together with its suppliers and make their business practices 

more sustainable. 

Customers can serve as great knowledge source for innovation activities, but there are still some 

discrepancies in eco-innovation studies whether customers play an important role in the innovation 

stage (De Marchi 2012; De Marchi & Grandinetti 2013). This can vary in different industries and 

products whether the consumer can see or understand the environmental benefits of the product or 

service (ibid.). However, customers can play a pivotal role for companies, even though the customer 

does not directly understand the environmental benefit that gets generated companies still see where 

more innovations needs to be focused on to create an environmental difference processes (De 

Marchi & Grandinetti 2013). Thus, within the food sector customers might have a more pivotal role 

in the innovation stage while in the energy sector play a smaller role.  
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Additionally, companies can work with complementary innovators in their eco-innovation 

initiatives through various R&D strategies. According to Cainelli et al. (2011) internal and external 

R&D is not enough for a firm to successfully initiate eco-innovations but collaboration and 

networking is also a crucial aspect. These collaborations enable eco-innovators to both share 

knowledge and/or co-operate on the development of innovations (Bettiol et al. 2011; De Marchi & 

Grandinetti 2013). University and institutional collaborations are thus acknowledged by several 

scholars to be a driving force to environmental innovations, as they serve as great complementary 

innovators and knowledge sources (Cainelli et al. 2011; De Marchi 2012).  

Today, larger companies with marketed products are more likely to introduce environmental 

innovations due to their internal capabilities and networks (De Marchi 2012). However, outsourcing 

R&D can give another breadth to a company’s knowledge by keeping down costs by only having 

focused R&D units and not a disperse set of R&D projects (Ghisetti et al. 2015). However, it has to 

be noted that too many knowledge sources can turn into a problem as it results in the companies 

gaining too much redundant information, which includes extensive time-spill for the company.  

 

Secondary stakeholders 

Working with secondary stakeholders has been acknowledged to create a competitive advantage for 

eco-innovators (Christensen et al. 2015; De Marchi 2012; Ghisetti et al. 2015). Secondary 

stakeholders are not “directly involved in a market relationship but can still greatly affect a 

company’s business” (Hall & Vredenburg 2003, p.63). Incorporating secondary stakeholders will 

therefore provide a more nuanced knowledge for how to become green, as the eco-innovators will 

learn about the social and environmental pressures they need to address. Secondary stakeholders 

can be groups such as grassroots, environmental groups and safety advocates (Hall & Vredenburg 

2003). Working with these secondary stakeholders might not be very straightforward as it might 

just involve the perceptions of what impact the eco-innovation can have (Ibid.). These secondary 

stakeholders can shed light on issues such as animal rights, environmental issues, anti-globalisation 

that are often beyond the eco-innovators knowledge base (Ibid). It is beneficial to work together 

with a varied set of secondary stakeholders, such as environmental groups and safety advocates as 

they can join together with media to raise their concerns or disagreements with a company’s eco-

innovation efforts. Hall and Vredenburg (2003) have made these findings through different case 

studies where a lack of use of secondary stakeholders, often have ruined the efforts and incentives 
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to become more sustainable. This comes to show that eco-innovations are complex and systemic 

and that different stakeholders can help an eco-innovator to achieve their overall goal or strategy. 

To add on, De Marchi (2012) did not find that eco-innovators collaborate more with competitors 

than do conventional innovators, yet it should not be disregarded as other research shows the 

importance of collaborating with competitors (Hall & Vredenburg 2003). 

The field concerning external collaboration in terms of secondary stakeholders is still a rather young 

field of study, which make this a valid thing to further research (Diaz-Garcia et al. 2015). To the 

author’s best knowledge not much research has been conducted on the linkages between typologies 

of eco-innovations and how different external collaborations have been used for it. 

 

	  

Table 5. Overview of primary and secondary stakeholders 

 

 

 

 

External 
Collaborations 

Suppliers 

Customers 

Complementary 
innovators 

Regulators 

Environmental 
Groups 

Competitors 

Safety advocates 
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5. Analytical framework 
 

Based on the theoretical discussion on eco-innovations, the author has created an analytical 

framework that aims to investigate the motivations, typologies and collaborations at the case 

companies. This is due to the author wanting to gain an understanding of why companies eco-

innovate and to gain an understanding to the types of eco-innovations a company has. By knowing 

the motivations of why companies have eco-innovations and what type of eco-innovations they 

have, the question of how they do this becomes relevant. As established in the previous chapter, 

external collaborations play an integral role for eco-innovation activities. The author will therefore 

answer the question of how companies eco-innovate through investigating whether and how they 

collaborate with external stakeholders. This will be analysed in depth by looking at exactly what 

type of external collaborations they have with primary and secondary stakeholders. 

The analysis will thus begin with looking at the motivations for the case companies to do eco-

innovations. It will be analysed through Bansal and Roth’s (2000) three motivations: legitimacy, 

competitiveness and ecological responsiveness. The reason the author has chosen Bansal and Roth’s 

three motivations, is due to the knowledge it can give to answer the research question, as the 

motivations are closely linked with motivation drivers. The motivation driver’s will not be looked at 

as they have already been investigated in great depth in the eco-innovation literature (Diaz-Garcia et 

al. 2015).  

The second step of the analysis will identify the different eco-innovations the companies encompass 

based on Kemp and Pearson’s (2007) eco-innovation typologies: environmental technologies, 

organisational Innovation, Product and Service Innovation, and green system innovations. 

The third step of the analysis aims to identify the external collaborations companies initiate. It looks 

at what particular stakeholders companies collaborate with during their eco-innovation activities, 

specifically what primary and secondary stakeholders were part of these eco-innovations 

The author has created an analytical framework to be able to answer these questions. The following 

table has been created: 
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Table 6. The Analytical Framework (authors own creation) 

 

The last part of the analysis takes all the case companies together to try to identify patterns of 

motivations and external collaborations to identify the similarities/discrepancies between the case 

companies.  
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6. Analysis  
	  

This analysis is conducted based on the analytical framework outlined in the previous chapter. First, 

each case company will be analysed separately in three different steps, in the following order: 

H&M, Velux and Arla. The analysis of the case companies will start with a section on the 

motivations of why the companies initiated environmental strategies, which can be seen as the 

sources of the motivations to their eco-innovation activities. This will be followed by the 

identification of what innovation typologies the separate case companies encompass. The last step 

will look at how the case company used external collaborations for their eco-innovation endeavours. 

These three steps will enable the author to identify the patterns of the case companies’ eco-

innovation activities. Through this analysis, the author can conclude whether any pattern of 

motivations, typologies and external collaborations has emerged. The conclusions from the analysis 

will be further discussed in the next chapter.  

 

6.1 H&M 

6.1.1 Motivations 
	  

H&M defines itself as a company that has strong values and that is driven by its long-term view 

(SR6 2015). This long-term view has made H&M recognize the need for companies to be 

environmentally friendly. H&M has worked with environmental issues through their sustainability 

focus for many years and was one of the first companies in their industry to give out SR reports7. 

Møgelgaard, Sustainability Manager at H&M, describes one of H&M’s main motivations to the 

environmental focus to be: “I think it can sound cheesy but we really believe that it is a right way to 

run our business”.  As H&M is one of the largest fashion retailers in the world, they feel that they 

have the responsibility to lead the way towards a more sustainable fashion industry. Bansal and 

Roth (2005) describes this as a company’s ecological responsibility motivation. The motivation 

stems from the values of the company and not external pressure. H&M does not consider itself to be 

pushed to have more eco-innovations; instead, they do it from their own free will. Companies that 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
6 SR= Sustainability Report 
7	  H&M launched their first SR report back in 2002	  
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are motivated by ecological responsibility often choose their own independent path towards 

environmental practices, which H&M has done (Bansal & Roth 2000). 

H&M mentions that their environmental motivation also lies in the business opportunity they see 

for eco-innovations. With the effects climate change brings H&M believes that “long-term if we 

want to be successful, 10, 20, 30 years from now we have to find other ways to produce our 

garments” (Møgelgaard 2016). H&M recognises the problem where the prices for the raw materials 

can increase significantly, which will disrupt their business model of providing high-end fashion at 

an affordable price. At an even more extreme level, H&M might not be able to acquire any of the 

resources they need to produce their products, which can have major consequences for the whole 

operations of the company. Encompassing an environmental strategy and initiating eco-innovations 

is a necessity for them since it is a essential business case. The company sees the future benefits of 

having eco-innovations such as organic clothes, as more customers are looking for sustainable 

fashion. However, the market is not in a mature stage when it comes to eco-products “It’s one thing 

what people say and another thing is what they do. They might say they want to buy sustainable 

fashion but they end up buying something else” (Møgelgaard 2016). Even the legislation for organic 

or sustainable fashion is at an early phase, which is why H&M is trying to push the fashion industry 

to become more sustainable. By being early developers to sustainable fashion, H&M believes it will 

give them a competitive advantage in the future, since “It is something that our customers 

appreciate and is going to make them come to our stores instead of some of our competitors”. Thus, 

H&M is also motivated by competitiveness, which encompasses seeing the profitability, costs 

benefits and customer focus in the future (Bansal & Roth 2000). This competitiveness factor is their 

main motivation as they do not solely have eco-innovations “for the greater good” or because they 

are responsible, which is the case for being motivated by ecological responsiveness (Bansal & Roth 

2000). Instead, they see the business opportunity in having eco-innovations and as a way for them 

to be able to operate also in the future (Ibid). 
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Table 7. Motivations of H&M’s eco-innovation initiative 

 

6.1.2 Eco-innovation typologies 
 

H&M has introduced a variety of eco-innovations. The company sees huge advancements with 

innovations in the industry as Møgelgaard states: “What’s really exciting now is that a lot of new 

technologies are happening. A lot of opportunities arise in terms of what materials are available, 

being recycled or sustainable materials which you can use to produce nice fashion”. H&M is 

putting a lot of effort into finding new eco-innovations to make their operations more 

environmentally friendly but they need to innovate their products as they have the biggest 

environmental impact during the production-phase of the products. However, H&M has eco-

innovations in different phases of their operations and have the following eco-innovations: 

environmental technologies, organisational, product and service, and green system innovations 

(Kemp & Pearson 2007). 

 

Environmental technologies 

H&M does not own any of its factories or manufacturing operations, but they still have 

environmental technologies. H&M has standards on how their products should be manufactured, 

which requires their suppliers to employ several environmental technologies. This is since, H&M 

wants to transform the fashion industry and thus work together with suppliers and innovators to 

improve the production of garments. Møgelgaard says: “There are new production techniques 

where you use less energy, less water or less chemicals. So there’s a lot going on in the overall 

fashion industry right now. And we are just trying to tap into that as best as we can”. H&M serves 

Motivations 

Ecological 
Responsibility Competitiveness 
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as a great source to scale up these technologies for other manufacturing firms, since they have the 

size and demand for it (Darnall et al. 2010). For example, H&M has demanded cleaner process 

technologies, water supply and waste management equipment for the garments that are produced for 

them.  

 

Organisational innovations 

In 2013, H&M initiated the garment collection initiative, which is the first phase of their effort to 

close the loops of their business operations. H&M has aided customers to bring back their old 

clothes to H&M, which they can collect and sell off to their partner, iCollect. The garments H&M 

collects are sorted at iCollect’s facilities and the garments are then either sold as second hand or 

made into doormats, isolation material or stuffing of teddy bears. Also, a small part of the garments 

are broken down into fibres, which are then woven into new textiles. H&M buys back some of these 

fibres to be able to produce garments made from recycled material. The garment collection 

initiative is part of H&M’s way of closing the loops and using waste as a resource (Kemp & 

Pearson 2007), which also helps H&M eco-innovate their products. 

	  

Product and service innovation 

H&M needs to make changes to their products to be able to have eco or organic garments. Making 

products more eco-friendly starts in the first process of the products lifecycle for H&M. As 

Møgelgaard says: “We can have the biggest impact by starting with the design phase and see how 

we design our garments and what materials we choose”. Having an eco-mind-set already in the 

design phase can make the products more eco-friendly, as the materials go through many different 

processes, such as dyeing and colouring, which adds to a garments footprint. Designing garments 

from eco-friendly materials can have a big impact on H&M’s and the garments carbon footprint. 

This design and material focus has led the company to initiate several projects towards this end. 

Firstly, the company sells organic clothes. However, only a small part of the market is currently 

demanding organic cotton, which is why the baby collection for now is the only one that is fully 

made of organic cotton. As Møgelgaard says: “I think the mothers who come and buy baby clothes 

in H&M really appreciate that our whole baby assortment is organic cotton. So, I think they would 

actually go and buy it, just because it’s organic”. H&M does, however, expect the market to 
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demand more organic clothing, which is why H&M solely wants to use organic cotton for their 

cotton products by 2020. Using organic cotton is also a more sustainable alternative to conventional 

cotton as: “cotton is the material we use the most of […] it is a fabric that has a lot of good 

qualities but obviously from an environmental perspective it’s quite a thirsty crop”. Using organic 

cotton will therefore lead to a lower environmental impact of H&M’s operations. As mentioned 

earlier, H&M works together with iCollect where they sell the garments from the garment collect 

project through which they can use the materials of the garments. This is also their source for 

getting recycled cotton as Møgelgaard indicates: “We want to really use a lot of more recycled 

cotton because then we can use, what would be a waste product to create new garments out of”. 

H&M will also use recycled cotton in their future operations. Furthermore, H&M has launched a 

Conscious collection, which aims to show the market that H&M can make sustainable clothes 

without jeopardising the style or quality aspect of the clothing. With this initiative, they hope to 

increase the market demand for sustainable clothes.  

 

Green systems innovation 

As previously mentioned, H&M has set a target to only use organic and/or recycled cotton by 2020. 

The suppliers have not been able to meet this demand, which has required H&M to go and make 

changes to the cotton industry. H&M has educated cotton farmers on the benefits and practices of 

organic cotton farming, which they believe will change the whole cotton industry. H&M has set this 

initiative to help them to meet their 2020 goal of only using organic cotton in their cotton garments. 

H&M can thus be considered to be a green system innovator as it has helped farmers and the cotton 

industry to move towards more sustainable farming practices. 

 

Table 8. Eco-innovation Typologies at H&M 

Eco-innovation 
Typologies 

Environmental 
Technologies Organisational Product & 

Service Green Systems 
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6.1.3 External collaboration 
	  

H&M has focused to collaborate extensively with external partners to reach their envision to make 

the fashion industry more environmentally friendly. Their strategy is to focus on their core 

strengths, which they consider to be designing and producing high-end fashion at a democratic 

price. 

”We externalise a lot, because what we are good at are designing fashion and producing fashion. 

We might not be R&D experts within this area, so what we can do is instead to find the right experts 

to collaborate with.” (Møgelgaard 2016) 

Thus H&M’s vision to become more eco-friendly lies beyond their core competences, which 

requires them to find external eco-innovators to help them. This means that they collaborate a lot 

with external partners as they cannot be experts in everything themselves. By collaborating with a 

diverse set of stakeholders can lead a company to find new innovations (Ghisetti et al. 2015), which 

can enable H&M to change their practices to more environmentally friendly and meet their climate 

strategy. 

 

Primary stakeholders 

H&M primary stakeholders consists of: suppliers and complementary innovators.  

H&M has created strong partnerships with its suppliers, which has made it easier for them to make 

their suppliers apply more environmentally friendly practices. H&M has worked especially closely 

with their manufacturers to add new environmental technologies, such as dyeing and colouring 

processes. H&M has also put a focus on reducing and reusing water in the production of the 

garments. Initially it was H&M who was pushing their suppliers to become eco-friendly, but lately 

the suppliers have integrated sustainable practices into their production, as they have discovered the 

growing demand for sustainable manufacturing. This has resulted in “a lot of the factories now go 

above and beyond what’s demanded of them“ (Møgelgaard 2016). Many of the suppliers are 

coming up with ideas on how to be more eco-friendly, and bring them to H&M where they together 

can discuss whether their ideas could and should be implemented into production systems. This 

goes to show that even though the suppliers come with the ideas, H&M has a great influence 

whether that new process or product should be adapted or not (Darnall et al. 2010). This is a great 
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opportunity for H&M to green their company’s supply chain (De Marchi & Grandinetti 2013). 

H&M has also worked together with its cotton suppliers to make their farming practices organic. 

H&M has thus worked with suppliers with green systems innovations, by transforming the cotton 

farming practices towards organic farming practices. 

H&M collaborates with complementary innovators such as scientists and external stakeholders to 

tap into new knowledge. Most of H&M’s complementary innovators contact H&M with ideas on 

how they can collaborate with them. This is a great advantage for H&M but they also stress their 

own efforts where they themselves actively seek partnerships with other companies and innovators:  

“Some will approach us if they have a new technique but we also do a lot of investigating, trying to 

find these cool people with their new ideas”. The complementary innovators have helped H&M 

with environmental technologies, organisational innovations and also in their products and services. 

For example, this year, in 2016, H&M initiated the Global Innovators Award to gain insight on the 

newest innovations and developments in their industry. Innovators around the world submitted 

ideas on how H&M could close the loops of their production, which turned out to be “An eye 

opener on how many people are actually globally working”. H&M got a lot of ideas to how they 

can use new raw materials and H&M discovered “two guys from California who found a microbe 

that eats plastics, they call it the polyester digester so it can take all plastic, break it down into 

fibres or raw materials and then you can create new polyester out of that. And I mean if we can take 

that to scale that could be very interesting” (Møgelgaard 2016). This is a project H&M is currently 

working on, which can create new innovative garments for them. This competition has led to H&M 

work together with many of the companies that participated in the Global Innovators Award. H&M 

will continue to host the Global Innovators Award in the future, since H&M can get new ideas on 

how they can become more environmentally friendly and get more eco-innovations into place. 

 

Secondary stakeholders 

H&M has discovered that in order for them to reach new heights they need to: “collaborate with a 

lot of different stakeholders, so we will work with other big brands and smaller brands. We will 

work on a political level, we will work with NGOs, industry organisations and a lot of different 

business experts”. By working with a variety of stakeholders enables H&M to put and reach new 

goals. 
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H&M has worked with safety advocates and environmental groups with its environmental 

technologies. These secondary stakeholders have given insights on what changes they should make 

to their operations and H&M has amongst other, co-operated extensively with WWF, Wateraid, 

Green Peace and the Better Cotton Initiative group. Through the co-operation with WWF and 

Wateraid, H&M set a 5-year strategy how to reduce and reuse water during their production of their 

garments. H&M’s co-operation with Greenpeace has also concerned both the safety aspect of their 

production but also to reduce the environmental impact of their overall operations. H&M has 

realised that they can gain valuable knowledge by collaborating with Greenpeace since: “It’s a way 

for us to use their expertise, their knowledge and collaborate with them instead of working against 

them, trying to defend ourselves against their arguments”. H&M has therefore used secondary 

stakeholders to tap into knowledge they do not have, which Hall and Vredenburg (2003) mention is 

especially important for eco-innovations. 

Through the collaboration with the Better cotton initiative, H&M is a step closer to reach their 2020 

strategy of only using organic or recycled cotton in their garments. As Møgelgaard says: “We need 

to collaborate with the right partners to actually achieve these results”. This initiative has involved 

H&M to go to the initial stage of the value chain of a garment, which is the production of raw 

materials. This partnership has aimed at developing the organic cotton farming industry. Initially, 

H&M did not expect to have to play a central role in getting organic cotton but since the suppliers 

could not meet their demands, they had to interact closely with the farmers, educate them and 

change their practices to meet their future demand of organic cotton. This was done together with 

the Better Cotton initiative as they have expertise in educating farmers on how to farm cotton in a 

sustainable and more environmentally friendly way.  

To add on, H&M has collaborated with competitors in the efforts of making the fashion industry 

more sustainable. By joining forces and creating environmentally innovative solutions can lead to 

big changes in the fashion industry. Working together with industry partners and competitors and 

adding more environmentally friendly products to the collections help make the market more 

mature and customers demanding for organic products. 
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Table 9. External Collaborations for H&M 

 

6.1.4 Concluding remarks on H&M 
 

The three-step analysis has showcased the motivations for H&Ms eco-innovations endeavours to be 

ecological responsibility and competitiveness. Competitiveness has thus been analysed to be the 

main motivation, as H&M wants to do good by also meeting their growth targets. H&M does 

consequently not solely have eco-innovations to make the world a better place.  

As can be seen in Table 10 (page 53) H&M has initiated several eco-innovation projects through 

having environmental technologies, organisational innovations, product & service innovations and 

green systems innovations. H&M has been able to have the above-mentioned eco-innovations by 

collaborating with a wide set of stakeholders. They have worked extensively with primary 

stakeholders to green their supply chains and pressuring their suppliers to meet their environmental 

requirements. H&M has further worked with secondary stakeholders to get more explicit 

information on how their raw materials can be made more eco-friendly and how their processes can 

be made to a lower environmental impact.  

External 
Collaborations 

Suppliers Complementary 
innovators Safety advocates Environmental 

Groups Competitors 
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Table 10. Patterns of motivations, eco-innovations typologies and external collaborations for H&M 
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6.2 Velux 
	  

Velux’s environmental strategy mainly consists of three parts: the Model Company Objective; 

interaction with their footprint having a CO2 strategy on their production site; and sustainable 

living in buildings project (Olsen 2016). These strategies can explain the motivations, eco-

innovation typologies and how Velux has collaborated with external partners for their eco-

innovations endeavours, which will be discussed next. 

 

6.2.1 Motivations 
 

Velux considers its eco-innovations to be motivated by two factors. Firstly, Olsen, the Head of 

Global Sustainability at Velux, discusses how they are a responsible company and hold strong 

values, which stems from their Model Company Objective. This Model Company Objective 

involves Velux providing products that create value and are useful to society, which according to 

Olsen underlines Velux’s incentive wanting to do “the right thing”. This would therefore indicate 

that Velux is motivated by ecological responsiveness (Bansal & Roth 2000). 

The second motivation Olsen mentions is legislation. Velux has in the previous 10 years seen that 

legislation has put a focus on energy and insulation requirements in buildings, which has influenced 

their products to meet energy and insulation requirements. As an example, Velux’s windows have 

been made to meet and even exceed the energy and insulation requirements already in place. 

Consequently, Velux is now trying to push the legislation even further as there is not a lot of 

legislation on sustainable buildings and the company wants to focus on this market. The company 

has pushed the sustainable buildings agenda through different events. Velux was the co-organiser of 

the Buildings Day Event, during the COP21 in Paris, showcasing the potential of making energy 

savings in the building industry. Consequently, current and future legislation has played a role in 

Velux’s motivation to have eco-innovations (Bansal & Roth 2000).  

However, these two motivations (ecological responsiveness and legitimacy) that Olsen mentions do 

not seem to be the main motivations of Velux’s eco-innovation focus. Instead, these two 

motivations should be considered as indirect motivations, as Olsen focuses more on the benefits 

Velux has of initiating eco-innovations. Velux might be a very responsible company that wants to 



	   55	  

create value for society but they also have eco-innovation to ensure to have both short and long-

term growth. Also, legislation has showcased the business potential for eco-innovations as it is a 

way for them to be competitive both short and long-term (Bansal & Roth 2000).  This goes together 

with that Velux is not pushed by regulation to have eco-innovations but they are instead the ones 

pushing the regulation to take this green path. The main motivation for Velux to initiate eco-

innovations is due to competiveness, while ecological responsibility and legislation can be seen as 

an influencing factor, which are portrayed in table 7 (page 55). Competitiveness and legitimation 

have been highlighted as dark green as they are the main motivations, while ecological 

responsibility is in a faded green as it not seen as a true motivation.  

 

	  

Table 11. Motivations of Velux’s motivation to eco-innovate 

 

6.2.2 Eco-innovation typologies 
 

Velux has introduced various eco-innovations that tap into three different eco-innovation 

typologies: environmental technologies, organisational innovations and products and service 

innovations. They have introduced these eco-innovations to push forward their strategy to provide 

products and services that are useful for society. To be able to provide useful products to society 

they need to constantly develop their products, as Olsen (2016) says: “There is this quote from an 

old architect called Fuller who says something like: “If you want to change the existing or change 

something, don’t fight the existing, do something that is even better and make the old one 

obsolete” and I think Velux operations tap really well into this thinking“. The biggest impact 

Motivations 

Ecological 
Responsibility Competitiveness Legitimation 
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Velux’s product have are in the use-phase of their products, which is why they have focused 

especially on improving products in this phase. 

	  

Environmental technologies 

Velux has incorporated several environmental technologies to make their production process less 

polluting and CO2 heavy. This they have done through cleaner process technologies and waste 

management technologies, which helps their pollution control (Kemp & Pearson 2007). Having 

these environmental technologies will help Velux to reduce their CO2 emission in their production. 

	  

Organisational innovations 

Velux has initiated an Environmental Management System (EMS) to gain incomplete information 

of their company’s practices (Kesidou & Demirel 2012; Ghisetti et al. 2015). It has enabled Velux 

to improve their energy efficiency and follow their set targets and objectives (CR report 2015). The 

EMS has further assisted the company to tap into circular economy, which has helped the company 

recycle and make extensive improvements to their supply chain. This has for example enabled them 

to recycle 72% of their waste and produce energy of 25.7% of their waste (CR report 2015). 

Furthermore, working with improving their supply chain has enabled them to ensure that the 

lifecycle of their products have a lower carbon footprint. 

	  

Product and service innovation 

Velux has various product eco-innovations: sustainable houses, windows, shutters and blinds, sun 

tunnels and modular skylights. All of their products can improve the energy efficiency in a building 

as they “tap into the energy and climate agenda because it’s part of improving this net positive 

effect of buildings” (Olsen 2016). Velux’s windows are special due to their energy performance and 

Velux uses low-energy panels and frames that are insulated 500 times better than conventional 

aluminium insulation (CR report 2015). Velux uses raw materials that are more environmentally 

friendly and that lowers the environmental footprint of their products. Windows can also double its 

CO2 gains through having extra components to it such as energy blinds and shutters. Energy blinds 

aid people to reduce energy use in buildings, as they provide higher insulation for the windows. The 

shutters can be put on the outside of the windows to prevent overheating of the house when too 
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much sun gets in. These two eco-innovations can enable buildings to become more sustainable as: 

“Instead of just having a building that is hardly insulated, then lets have components that are active 

so when you want heat or sun to come in then you allow that to happen and when you need to 

improve the insulation effect of the window then you roll down shutters” (Olsen 2016). These two 

innovations tap into creating more sustainable buildings, which is also a project Velux works on 

and helps to reduce the carbon footprint of the use-phase of the products. 

Velux has with the Active House Alliance built 26 Active Model Houses around the world and 

these buildings are designed to have the lowest energy effect as possible. The energy function is 

tested by having families move in to the houses and have their habits monitored. This gives 

information to the companies in the Active House Alliance, whether these houses fulfil the low 

energy idea and to get further in their optimisation. The companies in the Alliance get useful 

information on how the house and their product components of the house perform in terms of 

energy use.   

 

 

Table 12. Eco-innovation typologies for Velux 

 

6.2.3 External collaboration 
 

Primary Stakeholders 

Velux collaborates with several primary stakeholders:  suppliers, customers, complementary 

innovators and regulators.  

Eco-innovation 
Typologies 

Environmental 
Technologies Organisational Product & Service 
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Velux has worked with their suppliers during their organisational innovation initiatives to get more 

information about the raw materials. If Velux wants to be a sustainable company they need to make 

sure their suppliers produce the raw materials, in a sustainable way to fulfil their environmental 

goal. Working with sustainable suppliers is a way for Velux to showcase that their supply chain is 

green. Hence, it is important for Velux to provide products that are made from environmentally 

friendly raw materials, and that are produced from processes that are efficient and environmentally 

friendly. As an example, Velux aims to source 99% of their wood from sustainable and certified 

forests by 20208, which will enable them to meet their overall 2020-climate strategy (CR 2015). 

The company has also made several life cycle assessments as part of their closing of the loop 

initiative, which has required them to work closely with their suppliers. Having a good relationship 

with suppliers is important when companies want to make their value chain and individual 

processes more environmentally friendly (De Marchi & Grandinetti 2013).  

Velux works with customers through the Active Model House Project that is part of the Active 

House Alliance. The objective for collaboration with customers is to get real life information on 

how people live and how that affects buildings, as Olsen mentions: “It’s really key that we 

understand how people are living in these buildings, that’s if we want to succeed with building 

sustainable buildings”. This is done all around the world to meet the requirements and needs of 

different environments and people in different geographical areas. Working with customers or end-

users from all around the world serves as a great source of inspiration for their innovation process, 

as the knowledge they gain gets shared within the company. The insight they get from customers 

help Velux enhance their products and create new ones with a low carbon footprint. Furthermore, 

co-operating with customers is important for Velux’s eco-innovations, as it gives them a sense of 

direction, which corresponds to De Marchi and Grandinetti’s (2013) discussion that customers can 

help a company identify where they need to focus their environmental efforts.   

The Model Active House Project also serves as a knowledge-sharing and innovation platform where 

different industry partners come together and build sustainable buildings. This knowledge sharing 

platform has been of great help for Velux’s innovation activities, as they have been able to tap into 

new knowledge. Olsen mentions, that working together with mixed set of partners from the building 

sector helps Velux’s agenda on moving the industry towards sustainable buildings. Overall, it is 

important for Velux to push forward the sustainable buildings agenda, as their products are an 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
8 In 2015 the number was 97% 
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environmentally friendly building component. They work together with universities and scientists 

to develop their other products in their internal knowledge centre. Velux thorugh their energy 

blackout blind worked with a blinds manufacturer to get their knowledge on how blinds help 

buildings keep heat inside and outside. The data therefore corresponds with the literature as 

collaborating with complementary innovators can help a company with its eco-innovations (De 

Marchi & Grandinetti 2013; Bettiol et al. 2011). 

 

Velux also collaborates with regulators to set the agenda for sustainable buildings. This, they do 

both on a national, EU and international level (Olsen 2016). Working with regulators mostly serves 

as a strategy for the market to become more mature for environmentally friendly building 

components. As already mentioned, the company pushed this agenda at the COP21 in Paris, where 

they showcased the potential of making energy savings in the building industry. Thus, the 

regulators will give a further drive for them and their industry partners to focus on environmental 

innovations in the building industry.  

 

Secondary stakeholders 

The secondary stakeholders that Velux mainly works with are environmental groups and 

competitors.  

Velux is in dialogue with environmental groups during eco-innovation initiatives that require some 

external knowledge. They have used the environmental groups knowledge in their sustainable 

buildings project to understand the impact their components have on the environment and what 

effect the environment has on their products. Working with these environmental groups has been a 

strategy for them to push forward the sustainable building agenda. However, this has not been done 

through formalised co-operations but instead through open knowledge sharing discussions.  

Moreover, Velux works with industry partners and competitors in the sustainable buildings 

initiative. The different companies need each other to be able to build sustainable buildings. They 

share their knowledge and experiences, and Velux shares a lot of information on the learning’s they 

have had through the Active House project. The knowledge is not only shared with their 

competitors but also with the universities they use as complementary innovators. 
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Table 13. External Collaborations of Velux 

 
	  

6.2.4 Concluding remarks on Velux 
	  

Through the above analysis, the author has recognised that Velux is mainly motivated by 

competitiveness, even though legitimacy motivations has been identified.  Velux has a varied set of 

eco-innovations, such as: environmental technologies, organisational and product and service, eco-

innovations. The company sources knowledge and creates these eco-innovations through various 

collaborations. More specifically, the company collaborates mostly with primary stakeholders for 

their eco-innovation activities such as suppliers, customers and regulators. However, they also work 

together with secondary stakeholders, even though it is not done through formal collaborations but 

instead in forms of idea generations and talks. For example, Velux works a lot with environmental 

groups and competitors to push forward the sustainable buildings agenda. 

Table 9 (page 61) summarises the main findings of Velux’s motivations, eco-innovations typologies 

and external collaborations efforts. It showcases, how these three factors are linked to each other. 

What is interesting to see is that Velux uses customers or end-users in their eco-innovation activities 

in order to understand what impact the user habits have on their products. This is due to the fact that 

Velux’s products have the highest impact in its use-phase and not in the production phase. Also, 

Velux works closely with complementary innovators and competitors to push the sustainable 

building agenda further. 
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Table 14. Patterns of motivations, typologies and external collaborations for Velux 
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6.3 Arla Foods 
	  

Arla has since 2008 had a climate strategy to improve their operations. Climate has become an 

internal part of the company’s strategy as Dalsgaard (2016) says: “Our basic philosophy is that 

sustainability work is part of our contribution to society”. 

 

6.3.1 Motivations 
 

Dalsgaard, Director of Environment and Sustainability at Arla, mentions that there are three 

motivations to Arla’s environmental strategy. Firstly, Dalsgaard says that Arla is a very responsible 

company, which is the reason why they are moving towards eco-innovations. This would indicate 

that Arla’s first motivation to move towards eco-innovations is due to their ecological responsibility 

(Bansal & Roth 2000).  

Secondly, Dalsgaard mentions that the market demands them to be responsible, since “It’s our 

consumers and it’s a trend going more green and being responsible” (Dalsgaard 2016). Eco-

innovations are a strategy for their long-term competitiveness and to be able to operate and create 

profits in the future. The growing demand for organic products and being a responsible company 

has motivated Arla to move towards environmentally friendly practices and initiating eco-

innovations. It is especially important for Arla to initiate eco-innovations and to show that they are 

responsible, since they aim to increase their production in the future. Arla has also identified that 

there are win-win situations when going green as Dalsgaard says, “When you reduce waste and 

increase efficiency, you save money and it is very good for the bottom line”.  Arla has thus 

recognised the different bottom- and top-line returns eco-innovations encompasses, which is one of 

the reasons they have focused on eco-innovations (Nidumolu et al. 2009). Consequently, Arla’s 

motivation to have eco-innovations is due to competitiveness (Bansal & Roth 2000). 

The third motivation Dalsgaard mentions is regulations. Even though Arla has had organic products 

for over 20 years, it was only in 2008, before the COP 15, that they formulated an environmental 

strategy. Arla already saw some trends towards organic dairy products when organic dairy products 

were subsidised in Denmark in the 1990’s, which made many farmers to choose the organic mode 

of producing milk. The pressure from new legislation and regulations and the political focus on the 
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environment made Arla focus more on eco-innovations. Thus, a third motivation for Arla is 

legitimacy, as they want to comply with the existing legislation and future legislations (Bansal & 

Roth 2000).  

According to Dalsgaard, Arla is motivated by all three factors that Bansal and Roth (2000) 

distinguish between. However, ecological responsibility should not be seen as a motivation for Arla, 

as Bansal and Roth (2000) define it as a motivation to go green without having an ulterior motive. 

Arla has not initiated eco-innovations for the greater good but instead to be able to have long-term 

growth and to be able to operate in the future. This factor implies that Arla is mainly motivated by 

competitiveness. It seems like Arla used to be motivated by legitimation but that is mostly to be 

able to stay competitive in the market also in the future. 

	  
Table 15. Motivations of Arla’s eco-innovation initiatives 

 

6.3.2 Eco-innovation typologies 
 

“We have a huge challenge with milk because cows are ruminants. We need to reduce the amount 

of N2O and methane continuously and we need more knowledge to do that” (Dalsgaard 2016) 

Arla’s biggest challenge with its environmental endeavour and reducing its carbon footprint lies in 

the core of its business, as cows have a high impact on the environment. Consequently, the highest 

carbon footprint Arla’s products have comes from the first-phase of the products lifecycle. To 

become more environmentally friendly, Arla has focused on a variety of different eco-innovations: 

environmental technologies, organisational, product and service, and green systems innovations, 

which will be presented next. 
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Responsibility Competitiveness Legitimation 



	   64	  

Environmental technologies 

Arla has through its 2020 environmental strategy set out to make changes in their operations 

through water and waste management technologies. They have environmental monitoring 

technologies that can identify what part of their business has the largest impact on the climate 

(Kemp & Pearson 2007). Through this, the company has initiated technologies for harvesting 

rainwater for their productions. These technologies will help them reduce the water used for 

producing different products, since; Arla wants to reduce the water consumption per kg of 

production with 3% per year. These water technologies enable them to use less water and to save on 

energy in their entire production. 

 

Organisational innovations 

Arla’s organisational innovations comprise to a large extent of their Chain Management initiative. 

The chain management is the basis for their whole sustainability focus, as it is based on a lifecycle 

assessment they have done. Environmental monitoring has helped Arla identify how they can close 

the loop of their system, which is important for them as: “We do not want to look at waste as waste 

but as a resource” (Dalsgaard 2016). To be able to close the loops and have a circular economy, the 

company has realised the importance within co-operating with their suppliers as: “We have a 2020 

strategy covering the whole value chain from the farmers to the consumers”. These organisational 

innovations have enabled Arla to initiate organisational methods and managements systems that 

push their environmental strategy forward (Kemp & Pearson 2007).   

 

Product and service innovation 

Arla has since the 1990s sold organic dairy products. They can be considered as eco-innovation 

products since their footprint is far lower than conventional dairy products, due to their whole value 

chain. Organic milk will be an important product focus for Arla as the demand is high for them. 

This increase in demand has resulted in a strong market for organic dairy products and the organic 

milk market is still expected to grow by 25-30% (CSR report 2015). This requires the company to 

re-think the whole process of producing milk and the impact it has on the society. This calls for 

innovation that they can gain from their innovation centre but also from university collaborations.  
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Green system innovation 

Arla has set out to make environmental changes on the farmer level, as cows are the biggest 

emitters in their value chain. This means that a lot of innovation needs to be considered within this 

respect and Arla is working on two different green system innovation projects. The first one is their 

feed strategy project where Arla farmers work on reducing their greenhouse gas emissions per kilo 

of milk, through the Sustainable Dairy Farming-strategy. This is both through animal welfare and 

innovations in the food production. Cows produce more and higher quality of milk when they are in 

good conditions and farmers can optimise the production of milk, if they keep their cows in good 

conditions. By changing the feed strategy of cows can also reduce the emission levels of cows, 

since the type of feed the cows eat is one of the reasons cows emit so much methane. Furthermore, 

Arla’s second green system innovation is to get biogas from manure on their farms. This can help 

the farmers to use a renewables-based energy system from the manure their farming has and make 

the farms more self-sufficient in terms of energy. 

 

 

Table 16. Eco-innovation typologies at Arla 

 

6.3.3 External collaboration 
 

Arla uses extensive collaboration strategies for its eco-innovation activities, as it enables them to 

require skills that are distant from their own knowledge (Wagner 2007; De Marchi & Grandinetti 

2013). Arla does this both through innovation strategy and specific eco-innovation projects. 

Eco-innovation 
Typologies 

Environmental 
Technologies Organisational Product & 

Service Green Systems 
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Primary stakeholders 

The biggest challenge Arla has is “to reduce the carbon footprint from our milk, so the most 

innovation we have is together with our farmers and universities” (Dalsgaard 2016). This means 

that Arla works both with their suppliers (farmers) and with complementary innovators for their 

products and processes to gain skills (Wagner 2007). 

Dalsgaard mentions how Arla mostly works with its suppliers to reduce their carbon footprint as 

they only produce the end-product and as a result do not own their entire value chain. The suppliers 

they work with are varied: “it can be farmers associations, universities but also the big supplier, it 

can be packaging, logistics, also energy with the suppliers there”. For the company to become 

sustainable they work with their suppliers across the value chains, as suppliers can be great sources 

of innovation in the consumer goods sector (Tidd et al. 2001). Dalsgaard confirms this by saying: 

“We can’t do it on our own because we don’t own the whole value chain, as we only do the 

product. It is a huge challenge”. Arla also has to work in close co-operation with the farmers since, 

the emission of cows consist 80% of the total emission of dairy products. Thus, Arla has initiated 

different strategies to work with farmers such as energy assessments on their farms that are part of 

their sustainable farming strategy. Working with farmers is important to increase production while 

at the same time reducing the impact and keep up with the targets they have set for themselves. 

Dalsgaard also mentions that Arla’s suppliers need to work with each other: “What is very 

important is that the organic farmer can learn from the conventional, and the conventional can also 

learn from the practices of organic farms, so it fits very well”. This co-operation can lead to 

successes in bettering their farming abilities, when a varied set of knowledge is used to innovate 

(De Marchi & Grandinetti 2013). Dalsgaard has also worked with a PhD student with the lifecycle 

management, which has helped Arla move towards a closing of the loops business model. Having a 

PhD student on the team has helped Arla in their eco-innovation efforts as the student’s knowledge 

has spruced the company’s internal capabilities. It is important to have good absorptive capacity 

when initiating eco-innovations (Horbach 2014). 

Arla works together with complementary innovators, such as farmers, universities and scientists to 

find solutions to what type of feed can reduce the methane of cows. As Dalsgaard says: “we want to 

reduce carbon impact together with our farmers with 30% before 2020”. When a varied set of 

innovators come together, Arla can achieve a more holistic way of reducing the carbon footprint of 

farming. Furthermore, Arla has set out to produce biogas together with farmers and external 
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innovators. Producing biogas requires extensive collaboration and resources as Dalsgaard says: “it 

requires a lot of innovation, mostly external, but we produce biogas from manure together with our 

farmers and we use it on our sites, instead of natural gas”.  

 

Secondary stakeholders 

Arla invites secondary stakeholders to help them with their climate strategy. The company invites 

safety advocates, environmental groups and universities for roundtable discussions, where these 

organisations challenge and question Arla’s strategy. Arla believes this input makes their strategy 

more robust and betters their understanding in the challenges they are facing, as these stakeholders 

can provide complex environmental knowledge (De Marchi 2012).  

Furthermore, Arla works with WWF and NGOs that encourage sustainable agriculture, to develop 

their sustainable agriculture initiative. These organisations give complementary knowledge to Arla 

and guides them to understand how they can work together to improve their footprint and eco-

initiatives (Buysse & Verbeke 2003). To add on, Arla also works closely with its competitors, as 

they are all facing the same environmental challenges. They work together through different 

networks, such as the network for dairy companies around the world. This network enables the 

companies to share knowledge and discuss the challenges they are facing. Working with 

competitors enables the firm to get knowledge and develop knowledge that can create benefits for 

both parties involved (De Marchi 2012). Furthermore, Arla’s CR committee looks at issues that 

have been brought up by the media, social media and NGOs in the past years to see if there are 

some changes or improvements they should make to their environmental strategy.  

 

 

Table 17. External Collaborations for Arla 

External 
Collaborations 

Suppliers Complementary 
innovators Safety advocates Environmental 

Groups Competitors 
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6.3.4 Concluding remarks on Arla 
 

The above analysis has given some insights into Arla’s eco-innovation practices. Firstly, it has 

showcased how Arla’s eco-innovation motivation stems from competitiveness and legitimation, 

where competitiveness has been argued to be the main motivation. Secondly, Arla has the following 

eco-innovation typologies: environmental technologies, organisational, product and service, and 

green systems eco-innovations. Thirdly, Arla has worked with both primary and secondary 

stakeholders with their eco-innovations. Arla has used external collaboration with their primary 

stakeholders with all of their eco-innovation typologies, while they have used secondary 

stakeholders mostly in building their climate strategy that then will result in various eco-

innovations. Consequently, it can be argued that secondary stakeholders do play a central role in all 

of their eco-innovation typologies as they have been challenging the strategies Arla has set for 

themselves. Also, Arla works extensively with competitors to meet the future challenges the dairy 

industry is facing. Table 18, below, showcases how the different motivations, typologies and 

external collaborations are connected to one another. 

 

Table 18. Patterns of motivations, typologies and external collaborations for Arla 

Motivations 
Eco-innovation 

Typologies 
External 

Collaborations 

Ecological 
Responsibility 

Competitiveness 

Legitimation 

Environmental 
Technologies 

Organisational 

Product & 
Service 

Green Systems 

Supplier 

Customers 

Complementary 
innovators 

Regulators 

Environmental 
Groups 

Competitors 

Safety advocates 

*Identified 

* Partly 
identified 
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7. Discussion 
	  

This chapter will discuss the findings of the three cases. It will discuss the table below, which 

summarises the patterns of motivations, eco-innovation typologies and external collaborations that 

were identified in all three case companies.  

 

  

Table 19. Findings of the patterns of motivations, typologies and external collaborations for eco-innovations 

 

Motivation 

All three case companies state that they initiated eco-innovations, since they felt it was the right 

thing to do. However, as was demonstrated in the individual case analyses, the respondents focused 

more on the economic aspect of having eco-innovations, as it would help them to stay in business 

Motivations 
Eco-innovation 

Typologies 
External 

Collaborations 

Ecological 
Responsibility 

Competitiveness 

Legitimation 

Environmental 
Technologies 

Organisational 

Product & 
Service 

Green Systems 

Supplier 

Customers 

Complementary 
innovators 

Regulators 

Environmental 
Groups 

Competitors 

Safety advocates 
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long-term. Consequently, competitiveness appeared as a central motivation for all three case 

companies. Birgitte Kjær, a senior expert at the Danish Environmental Agency, mentions that the 

motivations for eco-innovations can stem from management as “I think if they had a management 

that wanted to go this way, if you can’t get management on board I think it’s difficult”. Thus, if the 

management sees the competitiveness potential in eco-innovations, then firms are more likely to 

take this path. The interviewees at the case companies also mention how their founders/ 

management has pushed forward this environmental initiative. It can therefore be concluded that the 

main motivation for the companies to initiate eco-innovations is due to competitiveness (Bansal & 

Roth 2000). 

The eco-innovation literature discusses how legislation is the main driver for eco-innovations 

(Horbach et al. 2012; Rennings 2000). One could therefore expect that a firm’s motivation would be 

similar to the main drivers that eco-innovation literature discusses, due to the similar characteristics 

of motivations and drivers. This would then indicate that companies would be mostly motivated by 

legitimation. The finding that competitiveness is the main motivation is thus in a sense surprising, 

yet according to capitalist values the finding is rather explicable. Kjær further validates this, as she 

mentions that regulation is not usually the main driver for big corporations, at least in the Nordics. 

She explain that ”It is instead the long-term thinking, to have strategies for the future” (Kjær 2016) 

that is the main motivator for companies to eco-innovate. The author would have expected 

legitimation to play a bigger part for these companies motivation. Instead, the companies are not 

only trying to comply with the regulations but also trying to speed up the regulations for 

environmentally friendly products and practices. Arla and Velux mention that legislation has played 

a role for their eco-innovations, while H&M does not consider legislation at all to have influenced 

their behaviour. The author had expected legislation to be of a greater importance as organic or eco-

products are not at a mature stage in most industries, especially the fashion industry (Larsson 2016, 

Kjær). Kjær mentions that the reason that the fashion industry still experiences low demand for eco-

products is due the short amount of time green labels have been in the market. Also, the resource 

scarcity the fashion industry is facing requires them to change their practises if they want to have a 

business also for the long-term (Larsson 2016). This corresponds to Møgelgaard’s statement that 

having eco-innovations is a simple business case for them. The food sector is at a more mature stage 

as eco-labels have been in the industry for over 20 years and has a high supply and demand. The 

building component industry is at least in Denmark somewhat mature, as consumers know the 

benefits of buying energy enhancing product. Thus, many buy products that produce high insulation 
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and that cut down energy costs of the building. Kjær mentions that the energy factor of products is 

well known in the building industry while the material of the products is not thought about or a 

factor they consider when buying products. Still, there is a growing trend with buying 

environmentally friendly products, which makes it important for consumer goods companies to 

focus on this aspect. 

Based on the above discussion the consumer goods industry is highly motivated by competitiveness 

factors but due to different reasons. The building industry and food sector are in more mature stages 

and there the consumers have a better understanding of why they want environmentally friendly 

products. The fashion industry, on the other hand, is also driven by competitiveness but not 

currently due to the market demand but due to resource scarcity being a future threat to the 

business. Consequently, this discussion leads to the answer of the first sub-question: “What are the 

main motivations for eco-innovations?” by concluding that the main motivation for companies to 

eco-innovate is competitiveness. 

 

Typologies 

There is a new transformation for companies to own their resources, which they can achieve 

through circular economy. Big companies are looking at resources “To ensure the supply of 

resources and the right amount of the right quality, also in the future” (Kjær 2016). All the case 

companies have made lifecycle assessments of their operations since they wish to move towards a 

circular economy. It comes as no surprise that all three companies have environmental technologies, 

organisational innovations, and product and service innovations. Firstly, having environmental 

technologies has enabled all three case companies to reduce their waste and water usage. 

Organisational innovations have encompassed that the companies have looked into their supply 

chains and how they can be made more eco-friendly. This is beneficial as suppliers often encompass 

innovations, especially for companies in the consumer goods industry (Tidd et al. 2001). Initiating 

eco-innovations within products and services is also a given eco-innovation typology for these 

companies, as they want to provide their customers with eco-friendly products. 

When looking into depth at the lifecycle of the case companies products, Arla’s and H&M’s 

products have the biggest environmental impact in the production phase, while Velux’s products 

have it in the use-phase. This results in different focuses in their eco-innovation efforts. Arla and 



	   72	  

H&M also have green systems innovations, as they want to innovate the first phase of the 

production of their products (Kemp & Pearson 2007). Arla and H&M also have the size and 

resources to change the first phase of their production, as they can by the help of their suppliers 

make changes to their processes (Darnall et al. 2010). For example, both companies are working on 

improving farming practices of their raw materials. 

The three eco-innovation typologies are for all case companies motivated by competitiveness, 

which indicates that for the companies to achieve long-term success, they need to eco-innovate 

when it comes to environmental technologies, organisational innovations and product and service 

innovations. As all three companies operate in the consumer goods industry, this is not a surprising 

finding. This is since they need to make their products more eco-friendly, which requires making 

changes throughout their value chain and operations. This in turn requires them to also make 

changes across their supply chain. Consequently, the author can answer the second sub-question 

“What type of eco-innovations do firms have?” by concluding that they have environmental 

technologies, organisational innovations and product and service innovations. 

 

External Collaboration 

All three case companies work extensively with primary and secondary stakeholders in their eco-

innovation endeavours. The findings of this paper correspond to the eco-innovation literature stating 

that eco-innovations require extensive collaborations (De Marchi 2012; De Marchi & Grandinetti 

2013; Reinhardt 1999; Hall & Vredenburg 2003). 

Kjær mentions that in order to get the consumer goods industry to become more environmentally 

friendly requires the market to demand for eco-products. The case companies are working together 

with a varied set of partners to make changes to the industry. The case companies work extensively 

with complementary innovators, industry partners and competitors to create products that will be 

useful to the industry and society. Working together in partnerships is also important to close the 

loops of ones operations.  According to Kjær (2016) in order for companies to achieve this 

objective, they are required to: “Companies need to be motivated and work in partnerships to reach 

this circular economy” (Kjær 2016). These case companies work with many different stakeholders 

on a number of eco-innovations but what they share is that they all work extensively with suppliers 
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to green their supply chains. An important factor for a company to move towards circular economy, 

encompasses making the whole value chain environmentally friendly.  

The primary stakeholders that the case companies work with are suppliers and complementary 

innovators. This finding was anticipated as companies in the consumer goods industry often need to 

work with suppliers to make their whole value chain environmentally friendly, which is also a great 

source of innovation for them (Tidd et al. 2001). Furthermore, all three companies work with 

complementary innovators, as eco-innovations need outside knowledge for a company to be able to 

innovate. The secondary stakeholders the case companies work with are environmental groups, 

which is also an expected finding as they can help the companies with the “outside” environmental 

knowledge of innovations (Hall & Vredenburg 2003). An unforeseen finding is that all three case 

companies work closely with their competitors. This is since many papers (e.g. De Marchi 2012) 

have not found a correlation between eco-innovations and competitors. The case companies mostly 

work with competitors to make the market more mature and to get knowledge on how they can 

meet the environmental challenges together. Working with competitors is partially contradictive to 

the companies’ main motivation of competitiveness. This would have been a more expected if that 

their main motivation was ecological responsiveness, where they eco-innovate for the greater good 

and to transform the industry. However, all companies do state that they want to be responsible and 

through that end, they work with competitors as they care about changing the industry and 

environment and not only their core business. Working with competitors can also lie in the public 

goods dimension of eco-innovations, where not only the company eco-innovating gets the benefits 

(Cleff & Rennings 1999; Rennings 2000). Thus, by joining forces, the companies can get mutual 

benefits from initiating eco-innovations. This, again is in contradiction with the capitalist society, 

while it corresponds to the new area of natural capitalism (Hawken et al. 2013). 

The last sub-question: “How do eco-innovators work with external collaborations?” is answered by 

stating that the case companies work with both primary and secondary stakeholders. More 

specifically they work with suppliers, complementary innovators, environmental groups and 

competitors. To conclude all case companies have been able to incorporate many eco-innovations 

into their operations. The interesting finding is how all case companies work with their industry 

partners and competitors to push the environmental agenda, while at the same time being motivated 

by competiveness.  
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8. Conclusion 
	  

The eco-innovation field is a rather new field of study that has gained a great amount of attention in 

the past few years (Diaz-Garcia et al. 2015). Many companies are moving towards eco-innovations 

in the pursuit of greening their practices (Lampikoski et al. 2014). 

This paper has investigated the patterns of motivations and external collaborations of eco-

innovations for companies, focusing on the consumer goods market in high polluting industries. 

The research question: “What are the patterns of motivations and external collaborations for eco-

innovations in the consumer goods market” was formulated to investigate the issue at hand. This 

paper has used a qualitative approach of case studies analysing three case companies: H&M, Velux 

and Arla. From the analysis, it can be concluded that all three companies main motivation for their 

eco-innovation initiatives is competitiveness. They recognise the need for them to change their 

practices to be able to operate long-term. The companies have initiated three types of eco-

innovations: environmental technologies, organisational innovations and product and service 

innovations, which have required the companies to work with both primary and secondary 

stakeholders to gain external knowledge. The knowledge has been gained through working closely 

with their suppliers, complementary innovators, environmental groups and competitors. As the main 

motivation for eco-innovations is competitiveness, the finding that all companies work closely with 

their competitors is rather surprising. However, this shows that eco-innovations are of an ”open” 

nature, where not only individual companies acquire gains but other players do as well. Also, as 

eco-innovations are a rather new innovation field for companies, all companies need to come 

together to make the market ready for the environmental transformation of their industry. The 

author acknowledges that the findings might differ in different industries, which is why she 

encourages further research on the subject. 
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8.1 Further research 
	  

Since the eco-innovation field has not been researched extensively, there are various approaches 

and concentrations one can take to investigate. The author suggests two additional avenues that 

would be interesting to explore. Firstly, the author acknowledges that the findings might somewhat 

differ depending on the type of industry within the consumer goods market. It would be interesting 

to look individually at one of the case companies industries and analyse if the industry as a whole 

share the same motivations and external collaborations. This paper’s findings show that companies 

work with their competitors in their eco-innovation endeavours, which indicates that there is be data 

availability. 

Secondly, the author would find it very relevant to investigate in detail how companies with eco-

innovations more specifically work with competitors. It would be interesting to conduct a 

longitudinal study to see how these companies have worked with competitors over time, how these 

relationships have evolved and whether these are mostly based on eco-innovations or possibly other 

factors.	  	  
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10. Appendix 
 

10.1 Interview Guide H&M, Arla and Velux 
	  

Interviewee H&M: Mia Møgelgaard, 27.4.2016 

Interviewee Arla: Jan Dalsgaard Johannesen, 15.3.2016 

Interviewee Velux: Mikkel Skott  Olsen, 16.3.2016 

Interviewer: Merete Holmberg 

 

Introduction 

-‐ Please tell a little about yourself and what you are doing at the company? 
o With who/ which departments do you work with to make the company more sustainable? 

Strategy: 

-‐ Could you please describe your company’s environmental strategy? 
-‐ What would you say are the main drivers/incentives of your “environmental strategy”? 
-‐ Could you please describe environmental processes and products your company has? 

(Please name some eco products/innovation you currently have and will introduce) 
-‐ What are some of the challenges of following a strategy with environmentally friendly 

products? 

Innovation 

-‐ Could you shortly explain how you innovate at your company? (The process, Internal and/or 
external R&D) 

-‐ Does your innovation process differ with environmental products? 
-‐ What impact does your environment strategy play for your innovation activities? 
-‐ How does external pressure and expectations influence your environmental innovation 

activities? 
-‐ Do you get any government subsidies/incentives for having environmental innovations? 
-‐ To sum up what are the biggest innovation related challenges in your company? 

Knowledge sourcing/ Collaboration 

-‐ With the previously mentioned eco-innovations, did you have any collaborations and if so 
which? 
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-‐ Could you shortly describe how your company collaborates and who they collaborate with 
when it comes to innovation activities and following your environmental strategy? 

-‐ Do you have any strategies for gaining external knowledge? 
-‐ How do you work with open innovation in relation to your environmental strategy? 
-‐ What role has partners/institutions for your company to become more environmentally 

friendly? 
-‐ what about environmental groups? 
-‐ What are the biggest challenges with collaboration? 
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10.2 Miljøstyrelsen Interview Guide 1.4.2016 
 

Interviewee: Birgitte Jørgensen Kjær  

Interviewer: Merete Holmberg 

 

Miljøstyrelsen 

-‐ Could you shortly explain what you are doing at Miljøstyrelsen? 
-‐ How does Miljøstyrelsen collaborate with companies? 

o How much does Miljøstyrelsen work together with firms to become more environmentally 
friendly? 

 

WHY eco innovate? 

-‐ What do you see as the main drivers of companies to become more environmentally friendly? 
-‐ What would you say are the main drivers of eco-innovation for consumer goods companies? 

o food sector 
o clothing sector 
o building materials sector 

 

HOW to eco-innovate 

-‐ Are there any regulations on how to get companies more environmentally friendly? 
-‐ What would you say are the key strategies for companies to become eco friendly? 
-‐ Have you worked together or do you know any of my case companies eco-innovations or 

environmental strategies? 
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10.3 Interview guide Filippa K 18.3. 2016 
 

Interviewee: Elin Larsson  

Interviewer: Merete Holmberg 

 

 

Intro 

• Kan du kort berätta om dig själv och vad du gör på Filippa K? 
o Med vilka avdelningar jobbar du med? 

 

Företaget 

• Kan du berätta lite om Filippa Ks miljöstrategi? 
o När började ni med denna? 

• Vad är Filippa Ks drivkraft med er miljöstrategi/ sustainability strategi? 
 

 

Innovation 

• Kan du kort förklara om innovation på Filippa K? 
o Är det in-house? 

• Kan du nämna några miljövänliga innovationer eller produkter på Filippa K? 
• Innovationer inom klädbranschen: har ni en annan process när det kommer till miljövänliga 

produkter? 
• Spelar yttre tyck eller förväntningar en roll på era miljövänliga produkter 
• Får ni några incitament från organisationer etc för att ha miljövänliga produkter? 
• Vad ser du som de största utmaningarna med att ha miljövänliga innovationer eller produkter? 
• Vad är det som driver era innovationer? Konsumenter? 

 

Samarbeten 

• Kan du berätta lite hur Filippa K samarbetar med olika organisationer, partners etc 
• Har ni några strategier för att få extern kunskap? 
• Jobbar ni tillsammans med organisationer som t.ex. Greenpeace, WWF 
• Vad är dom största utmaningarna med att samarbeta? 

 

	  


