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Preface 

This thesis has brought us a wider perspective on the field of eco-innovation and its barriers. We 

can now understand the area of eco-innovation from a both theoretical and practical outlook. The 

field of innovation and strategy will also come to good use as it is two areas which have been 

viewed frequently during our master program. Also we considered the field of eco-innovations 

and the environmental as a very up-to-date issue which will come to use when graduating. 

Moreover, during this thesis we have come in contact with four firms which have provided us 

with a practical understanding on how firms view and fight the barriers in the market and inside 

the firm, which will also be of use in our further professional life.  
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Abstract  

Purpose – Exploring how the barriers can be overcome due to different strategic choices, as well 

as providing guidance for managers to meet and avoid various barriers of eco-innovations. This 

thesis contributes to the field of eco-innovations by viewing the barriers faced by managers and 

how the strategy can be directed to overcome them. The contribution will summarize the field 

and provide a conceptual framework to explore the different strategic choices.  

Design/methodology/approach – Four case studies in the brewing sector in Sweden and 

Belgium. Face-to-face interviews and confirmation interviews took place. 

Findings – The findings provide both guidelines and practical way of how firms can avoid and 

overcome the barriers faced. The findings show that different approaches influence the 

conditions and the barriers, and by identifying the firms’ approach one can predict and direct 

some of the choices.  The main barriers identified in the case studies are also listed, as well as 

some links between the cases and theories are shown. 

Research limitations/implications – Distance to the companies made complications, findings 

limited to the cases, and language barriers. 

Practical implications- The practical implication displays how firms can overcome the barriers 

based on their approach and orientation.  

Managerial implications- The managerial implications can be found at the end of this thesis. 

Originality/value – The gap of green management ignorance and need of education to 

understand and see the advantages of eco-innovation.   

Keywords: Eco-innovations, strategy, overcoming barriers. 

Paper type- Master thesis  
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Chapter 1: Introduction 

The first chapter of this thesis starts with an introduction of the background of the concerned 

topics for this thesis (section 1.1.). The second part (section 1.2.) will discuss the relevance and 

the research which distinguishes the area of study. That section will be followed by the purpose 

(section 1.3.) and research question and in the end the delimitations (section 1.4.) and the outline 

of this thesis will be displayed (section 1.5.). 

1.1. Background 

“The Earth is faster now [...] the weather patterns are changing so quickly she could think the 

Earth is moving faster”  

(Leduc, 2006 p.30)  

 

It is not news for anyone that the climate is changing and that it has damaging effects on the 

earth. During the last 50 years there has been a rapid growth of shipping and trading of goods, in 

fact this occurrence has been growing much faster than the domestic gross products (Curtis, 

2003).  Due to this, the need of necessities has been depending on long distance shipping; this 

has not only caused more opportunities and sales for firms, yet also challenges. Challenges such 

as longer transports and need of resources have been proven to affect the environment negatively 

(Ibid). In fact, the climate change is considered to be one of the main challenges of the twenty-

first century and risks to damage the global development (Bakhtina, 2011). Authors claim that if 

companies and their strategies contribute to the current environmental issues, they should also 

play a role in the quest for solutions (Van den Bergh, 2013, Faucheux & Nicolaï, 2011, Popp, 

2006; Kinoti &Wanjiiru, 2011). 

 

According to Schumpeter, the entrepreneurs aim to innovate to reach profit (Schumpeter, 1952; 

Oser, 1970 cited in Harvey et. al, 2010). This can be achieved due to a dynamic process that 

changes the production patterns by adopting innovation*
1
 (Ibid). Innovation is also an important 

and one of the primary factors for creating value within companies (Rindova & Petkova, 2007). 

Furthermore, firms need to innovate in order to keep competitive, this is also important to avoid 

being overtaken by the competitors (Johne, 1999). If it appears obvious in fast changing 

technology markets, it is also important to innovate in traditional markets (Ibid). Actually, the 

risk to see a non-traditional supplier appears when the firms already present on the market feel 

comfortable with each other (Ibid). According to Bakhtina (2011) “Innovation and technology 

transfer is broadly considered as one of the instruments and mechanisms to reduce the negative 

impacts of our everyday activities” (p.249). Since the climate change has been acknowledged as 

a threat of the global development it has been a more prioritized question, and a new area has 

been growing in the field of innovation: the eco-innovation* (EI) (Halila & Rundquist, 2011, 
                                                      
1
 The asterisks refer to concepts defined in the glossary presented in the first appendix. 
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Bakhtina, 2011, Beisea, & Rennings, 2005). Halila and Rundquist (2011) emphasize on the 

sustainable contribution of EI due to the development of ecological ameliorations. In the same 

way, according to Horbach et. al. (2012), EI aim to provide a good or a service with a lower 

environmental impact on the environment compared to other solutions. EI can bring new market 

opportunities and contribute to the development of firms (Hemel & Cramer, 2002). 

1.2. Relevance and research problem 

As the climate problems are claimed to be one of the main risks of the global development in the 

twenty- first century, and studies have shown that EI can be one of the solutions of these 

problems (Bakhtina, 2011) it is an important field to study. Furthermore, studies have shown that 

countries with greater EI potential can increase the ecological balance (Ibid). Nevertheless, EI do 

not only improve the environmental conditions, it can also be an advantage for the firm. 

According to Hartmann, et. al (2005), EI give a positive positioning for the brand itself and 

authors such as Wong (2011) show in his findings that green innovations of product and process 

are a positive association that can bring competitive advantages* to firms. The relevance of the 

field of EI relates both the advantages it brings to the climate changes as well as the advantages it 

brings to firms.  

 

EI in general have been viewed in several papers, which explains the interests and challenges it 

represents (Kesidou and Demirel, 2012, Angelo, et. al, 2012). However, despite the growing 

interest of the field of EI, there are still evidences that the diffusion period is longer for EI than 

for “other innovations”* (Halila & Rundquist, 2011). In the work of Halila and Rundquist 

(2011), the main finding indicates that there are both differences and similarities between the 

success factors of “other innovations” and EI. However, based on this finding it was established 

that EI face other obstacles such as complications with funding for further development and the 

individual interests from the entrepreneur compared to “other innovations”. This problem of 

diffusion is once more acknowledged by Angelo, et. al (2012) who found out that an increasing 

number of EI are facing multiple barriers (both at macro and micro levels). According to 

Thompson and Green (2005), many of the barriers are created through the lack of supporters, as 

well as, lack of time and resources. Continuously, the context of the industry matters 

substantially for the adoption of EI. In 2000, Theyel studied the chemistry industry in the US, the 

study showed that when an industry has a higher demand or acceptance for EI, the diffusion is 

much easier. Furthermore, industries which are also known to be more damaging for the 

environment receive much more attention meeting the regulations demands, which also helps the 

diffusion and adoption of EI (Theyel, 2000). However, when it is a less open market for eco 

approach or a slow developing market, the market does not develop fast or to any greater extent 

(Cleff & Rennings, 2012). 

 

Previous research has shown that green management practice (organizational structure, 

innovation capability, human resources, cost saving and competitive advantages) has been 
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ignored in many small and medium sized enterprises (SME) (Lee, 2009). Because of the 

ignorance, the companies have faced many barriers which otherwise could be avoided. Educating 

managers leads to a deeper understanding of the many advantages of EI (Ibid). In his further 

research suggestions, Lee (2009) states that “Evidences from this study also indicate that there is 

great potential for environmental improvements connected to the span of management practice, 

including organizational learning, improving innovation capability, developing human resources, 

and enhancing cost savings and competitive advantage” (p. 1119).  

 

Linking all the factors discussed above one sees that there are relevant reasons to study EI, and 

even if they are proven to be good for both the environment and the firm itself, there are still a 

lot of barriers that need to be overcome. As well, the study of Lee (2009) found; that green 

management has been ignored by SME’s and that there is a great potential for managers who 

learn green management. It is relevant to study the field to provide managers with guiding tools 

how to become greener and overcome the barriers of EI. Furthermore, by investigating how the 

strategy can affect the barriers this thesis can meet the claims of Lee (2009), arguing that some of 

the barriers can be avoided due to education and therefore fill the gap, and provide them 

guidance.  

1.3. Purpose and research question 

This thesis will explore how the barriers can be overcome due to different strategic options, and 

provide guidance of how managers should meet and avoid the various barriers.  Therefore, the 

purpose of this thesis is to contribute to the field of EI by viewing the barriers which managers 

face and how the strategy can be directed to overcome them. The contribution will be to 

summarize the field and to provide a conceptual framework to explore the different strategic 

choices and enhance the interest of the field.  

 

R Q: “How can strategic choices contribute to overcome the barriers of eco-innovations?” 

1.4. Delimitations 

This thesis does not have the primary motive to list or identify the barriers which the EI of the 

brewing sector experiences. The thesis will neither view the barriers already identified in 

previous research due to the different sections and contexts. Moreover, this thesis will not 

include concepts concerning customers and marketing to any greater extent. Finally, the purpose 

of the thesis is not to see how the beer industry damages the climate.  
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1.5. The outline / thesis disposition 

This thesis includes six main chapters presented in the model below. The first chapter, the 

introduction has included the background of the chosen area, and narrowed down to the 

relevance and research problem and describes the purpose as well as the research question. The 

next chapter, chapter two is the literature review. It will provide a theoretical understanding and 

arguments framework, to create an understanding for the reader, as well as build the base for the 

conceptual framework which will be used in chapter five. Before this the methodology can be 

found in chapter three, providing the reader an understanding of the method used in this thesis. 

Then in chapter four the empirical data will be presented. Continuously, in chapter five, first a 

within case analysis will take place, comparing each case to the theory, and secondly, a cross 

case analysis will take place comparing each case to each other, defining the patterns and 

disagreements. In the last section of the thesis the conclusion and the further implications will be 

presented, summarizing and answering the research question for this thesis. 

 

 
Figure 1 : Outline of the thesis (authors’ own creation) 
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Chapter 2: Literature review 

The literature chapter is a summary of the literature identified within the fields of relevance of 

this thesis. This literature review is divided into two main subchapters. The first subchapter is the 

barriers and eco-innovations (section 2.1.). This subchapter is divided into three different parts. 

The first (section 2.1.1), will view the general perspective of barriers and barriers as a problem, 

the origin and nature of barriers (2.1.2.), and eco-innovations and barriers (2.1.3.). The second 

subchapter section 2.2 will view the strategic perspective of eco-innovations and is divided into 

four parts: eco-innovations system change (2.2.1.), proactive-preventive-reactive origins of eco-

innovation (2.2.2.), markets and the transformation of an industry (2.2.3.), and going green: first 

mover*/ fast followers and competitive advantage through eco-innovation (2.2.4.). 

2.1. Barriers and Eco- innovations 

In this first subchapter the barriers will be explained and viewed. Here the concept of barriers 

will be defined, (2.1.1.) followed by the explanation of why barriers is a problem for the 

managers. The next part of this subchapter is the origin and nature of barriers (2.1.2.), in this part 

the external/ internal barriers are summarized in connection to the intangible and tangible 

barriers. The last section (2.1.3.) eco-innovations and barriers, where the previous identified 

barriers will be summarized to give the reader an overview, as well as giving a more practical 

understanding of the issue.  

2.1.1. Defining barriers   

Barrier, a general perspective 

In his doctoral thesis “Barriers to Growth and Development in Small firms”, Barth (2004) 

explored the term barrier and browsed the related literature. The purpose to study barriers is to 

address solutions and advices to policy makers, business advisors and small business managers 

to help them to face and overcome these barriers (Barth, 2004). A clear understanding of barriers 

also helps to take appropriate and effective measures (Ibid). The concept of barrier can be seen 

as something “preventing a firm from growing or innovating” (Barth, 2004 p. 53) and suggest 

that it is possible to overcome it by taking actions (internal to the firm), and/or with institutional 

changes (external to the firm) (Ibid).  However, there is not one definition of what is a barrier 

and this concept actually varies depending on the qualities and attributes given to a barrier (Ibid). 

That can also depend on the perception the people have of the barrier, since the perception of a 

barrier can be exaggerated or underestimated (Ibid). Several factors can influence the perception 

of a barrier such as the social and cognitive abilities of the small business owner as well as the 

motivation of the respondent to overcome it (Ibid). Then the barrier can appear external or 

internal to the firm or even be at different levels, for example the industry level or the national 

level (Ibid). That is why it is important to establish the limitations of the definition given to the 

term barrier (Ibid). 
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The literature mainly focuses on two different categories of barriers, the first one being barriers 

related to growth and development aspects such as sales, employment and innovativeness of the 

firm (Barth, 2004). On the other hand, the other category of barrier viewed by the literature 

mainly studies export and trade barriers for small firms (Ibid). This second category views 

aspects such as the government restrictions, the lack of cultural understanding and the high costs 

(Ibid). The second category mentioned by Barth (2004) does not use a particular growth aspect 

but rather has a more general view on growth such as the possibility to enter new markets taken 

as a growth factor (Ibid). 

 

Moreover, besides the two main categories of the literature discussed above, it exists a third 

category (Ibid). The third group studies barriers from a strategic perspective, considering for 

example the lack of staff or the lack of finance, resources and capabilities; with authors such as 

Bernroider (2002), Marriott and Marriott (2000), and Kogh and Evans (1999) (Ibid). Finally, if 

defining properly a barrier seems complex, authors such as Marriott and Marriott (2000) claim 

that internal barriers in small firms can be called “problems” (Ibid). 

 

Barriers as problems 

Authors such as Dodge and Robbinns (1994) and Huang and Brown (1999) cited in Barth (2004, 

p. 43) understand the problem in a general perspective as “the gap between the existing desired 

situation in the growth process”. Moreover, researches viewing problems often relate problems 

to managerial or organizational issues (Ibid). The concept of problem also leads to the way of 

thinking of the “management school” which aims at identifying and solving problems within an 

organization (Ibid). While coming to the identifications of problems in a firm, two main 

perspectives can be opposed (Ibid). The first consists in an exploratory perspective and uses 

reports from several businesses to identify problems, such as Dodge et al. (1994) (Ibid). The 

second perspective uses a contact log to collect the problems identified by business managers 

over a period of time, that is the case of authors such as Huang and Brown (1999) (Ibid). Some 

researchers such as Fombrun and Wally (1989); Huggins (2001); Lindelöf and Löfsten (2002); 

Tuck and Hamilton (2003) discuss the difficulties to make the different dimensions of a firm 

correspond to each other’s (Ibid). These dimensions are for example: the intra-firm formal and 

informal network relationships (Huggins, 2001), the strategy type and the internal system 

(Fombrun and Wally, 1989), etc. (Ibid). But in overall, this kind of studies suggests that 

problems are linked with the internal or contextual external factors (Ibid). In the same way, most 

of the studies conducted analyze the problems at a firm level as well as a longitudinal study 

(Ibid). This longitudinal study consists in analyzing structure (owner-manager, owner-director, 

and owner-operator), self (artisan, entrepreneur and manager) and firm size (Ibid). Other types of 

analysis can be conducted and then view managerial and development aspects such as growth 

from a life-cycle perspective, view growth from a product, productivity or sales perspective, or 

the perspective of a business success perspective (Ibid). Here again, not one definition of a 
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problem can be made of a problem, but rather varies according to the study the researchers want 

to conduct and the perspective they want to adopt (Ibid). 

2.1.2. The origin and nature of barriers 

Many papers in the literature aim to classify the barriers in order to understand and analyze them 

better (Barth, 2004). The distinction between different barriers that occurs the most often is the 

internal/external one, which is made by authors such as Dodge et al. (1994), Hadjimanolis 

(1999), Koegh and Evans (1999), Bernroider (2002), Pihkala et al. (2002) (Ibid). This distinction 

generally helps to view what kind of barriers, managers and owners can face and solve internally 

in small businesses (internal); or on another hand which barriers could rather be solved by policy 

makers (external) (Ibid). Internal barriers refer to in-house conditions while external barrier refer 

to environmental conditions (Berryman, 1993 in Barth, 2004). Besides that, another distinction 

can be made based on the perception of the barrier (Barth, 2004). As discussed before in the 

point 2.1.2., the perception of a barrier can be exaggerated or underestimated by the manager of 

small business owner. That is how the distinction between tangible and intangible barriers comes 

out (Barth, 2004). Tangible barriers are for example the lack of finance, the lack of inventory and 

equipment; and in the other hand, intangible barriers can for example take the form of 

managerial skills, formal networks for learning and cultural differences (Ibid). In the literature, 

tangible barriers occupy a more important place than other barriers while considering studies on 

growth and development (Ibid). Although, the terms tangible and intangible are used in the 

literature while considering barriers to innovation; and have been firstly presented by Ylinepää 

(1996) (Ibid). However, if different points of view can be opposed, Barth (2004) claims that 

barriers should be defined both according to their origin (internal/external) as well as according 

to their nature (tangible./intangible).The origins and natures of a barrier are summarized in the 

following figure: 
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Figure 2: “Framework for barriers to growth”, Papers I and II, Ylinenpää (1996) in Barth (2004) p. 61. 

 

As presented in the table above, four different types of barriers emerge; internal and tangible 

barriers, internal and intangible barriers, external and tangible barriers, external and intangible 

barriers. 

 

-Internal and tangible barriers, often concerns with strategy and planning, for example a lack of 

business/strategic/marketing plan, a lack of inventory control and cash flow analysis, an 

appropriate accounting records, etc. (Barth, 2004). These internal and tangible barriers are the 

sign of transformations in the firm (Hofer and Charan, 1984 in Barth 2004). These 

transformations especially occur through an evolution of the firm to a more professionally 

managed one; coming from an organization relying on few key persons to a managerial 

organization (Ibid). Overcoming this types of challenge requires to implement some changes in 

the firm such as the development of procedures and routines to reduce the dependence on the key 

persons (Barth, 2004). Furthermore, internal and tangible barriers can also arise from a lack of 

innovation (Ibid). To face this lack of innovation, firms should see continuous change as a source 

of development made possible through routines and procedures (Dodge et al., 1994). From this 

continuous change can arise new product development as well as a competitive advantage (Ibid). 

 

-Internal and intangible barriers concern the management and imply some lacks such as 

personnel problems, unmotivated employees, time constraints and a lack of managerial skills 

(Barth, 2004). By lack of managerial skills in a firm, it is suggested that the knowledge in the 

firm about the internal and external conditions is not enough to make them balanced together to 

be profitable to the firm and lead to opportunities (Ibid). In addition, internal and intangible 

barriers are linked to the individual level, the small business manager’s objectives and ambitions. 
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Here again, to face this kind of barriers, the implementation of formal routines and systems in 

accordance with the aims of the manager or small business owner seem to be appropriate (Ibid). 

 

-External and tangible barriers, refer to institutional aspects, under the form for example of 

unfavorable employment legislation, tax systems, public relations and public policy implications, 

etc. (Barth, 2004). This is a result of a low consideration of functioning and needs of the small 

business from the authorities (Ibid). This type of barriers also includes considerations such as 

export and trade barriers, finance (for example to lack of access to capital) (Ibid). The lack of 

access to capital is a consequence of the gap mismatch between the needs of the firms and the 

willingness of external funders (bankers among others) to invest in these firms (Ibid). 

 

-External and intangible barriers, consider the regional and national levels, involving challenges 

such as cultural aspects, network policies, etc. (Barth, 2004). That is to say that support agencies 

and their regulations often give constraints and complications to small business owner and 

managers which results in a lowering of effectiveness of these programs (Morrison and Bergin-

Seers, 2002).Thus a simplification involving fewer constraints could overcome the problems 

often linked with the formalization of support agencies programs (Ibid). 

2.1.3. Eco-innovations and barriers 

When referring to firms’ environment, the main focus are on the internal and external conditions 

which both are affecting the surroundings and options of the firm (Senior and Fleming, 2006). 

Within each of the environments there are factors which affect each specific environment as the 

internal side of the firm can be both formal and informal, and the external environment are 

concerned with factors such as political, technology, social, economic factors and so on 

(Ibid).  Therefore could it be argued that the environments are complex to understand. However, 

when it concerns barriers of EI establishment onto markets, research has shown that when EI 

increases onto the market, more barriers tends to evolve (Angelo, et. al, 2012). According to 

Thompson and Green (2005), many barriers are evolving through lacking of supporters systems, 

limitation of time and of resources. Moreover, some of the barriers of EI are connected to the 

technical limitations, market availability and commercial feasibility (Browne et.al, 2012). 

 

In 2002, Van Hemel and Cramer, investigated the main barriers that firm experience by 

comparing the external and internal stimuli of different firms, and came up with the 11 main 

barriers. As result of the study of Van Hemel and Cramer, (2002) they were able to summarize 

the barriers into the most frequently; the conflict with functional product requirement, no clear 

environmental benefits, and the commercial disadvantages. They also listed the most influential 

barriers as; not perceived as responsibility, no clear environmental benefits and no alternative 

solution available. Ten years later in, 2012 Angelo et. al, (p. 119) summarized the main barriers 

of EI and made a list in their paper. However, those barriers presented are more focused on the 

internal barriers. However, as all industry´s and organizations are different these barriers can 
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vary within them. In order to display the both the mentioned authors barriers they are listed 

below; 
 

Angelo et. al, (2012) Van Hemel & Cramer (2002) 

. inefficiencies in the internal communication 

process; 

1.No clear environmental benefit 

. lack of environmental training for 

companies’ employees; 

2.Not perceived as responsibility 

. managerial limitations to understanding the 

relevance of green issues; 

3. Not yet required by legislation 

 4.Not yet required by customers 

. difficulties to build networks between 

partners and green teams; 

5.Commercial disadvantage 

. unskilled green team for research and 

development (R&D); 

6.Conflict with functional product 

requirement 

. poor economic perspective with low 

perception of green innovation gains; 

7.No innovation opportunities 

. investment with long-term return; 8.No alternative solution available 

. difficulties in obtaining financial resources; 9.Investment is fruitless 

. sluggish environmental regulatory system 

based on governmental inefficiencies. 

10. Insufficient time 

11.Insufficient  knowledge 

Table 1: Authors own creation based on the work of Van Hemel & Cramer (2002) and Angelo et. al, (2012) 

 

These two lists of barriers provided an understanding of the kinds of barriers that organizations 

experience when dealing with EI. However, due to difference within industries, markets and 

regions one cannot assume that all of these barriers are related to their specific challenge in their 

industry, market or region. Moreover, according to Lee (2009) by educating managers into 

becoming green management (organizational structure, innovation capability, human resources, 

cost saving and competitive advantages) firms can avoid some of the barriers.  
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2.2. Strategy of Eco-innovations   

This second subchapter of the literature review is concerned with how the eco-innovations affect 

the market and the different strategic approaches and options that the firms have, and how to 

strategically penetrate the market. The first part (section 2.2.1.) eco-innovations system change, 

explains how EI has become a strategic tool and how the different levels and changes affect the 

market and industry system. The second part (section 2.2.2.) views the three different strategic 

approaches; proactive-preventive- reactive, showing how the firms position themselves. The next 

part (section 2.2.3.) views the markets and the transformation of an industry by looking into the 

incumbents and the new entrants, and finally the last section (2.2.4.) views the 

advantages/disadvantages of being first movers and fast followers.  

2.2.1. Eco-innovation system change 

The success of a new technology depends on its diffusion and involves considerations such as 

social and technical aspects (Cantono & Silverberg, 2009). Two key factors for the diffusion of a 

new technology are the spread of this technology and imitation effects (Ibid). In certain sectors, 

niche markets can appear under the willingness driven by more environmental considerations 

and disposing of high incomes (Ibid). The green perception of the product leads the consumers to 

pay more for it (Ibid). An example of it can be drawn in the automotive industry with the Toyota 

Prius hybrid car in the US on the American Sustainable development market (Ibid). In the same 

time, if decreasing prices of the technology in can be observed in the evolution of the learning 

curve due to lower costs, it can have a positive effect on the diffusion of the new technology and 

its speed. 

 

According to Schumpeter, the entrepreneurs aim to innovate to reach profit (Schumpeter, 1952; 

Oser, 1970 cited in Harvey e.t al, 2010). EI has become a more established strategic tool for 

manager to reach sustainable development* of the firm. The reasons for a sustainable 

development are many, however, during the last years trends and pressure has becoming a more 

influential factor for firms to respond towards social demands. Also, more than ever political 

regulations and environmentalists are affecting the business climate (Chen, et. al, 2012). With a 

more pressured environment, it could be understood that to some extent the firms are forced into 

aiming towards a more ecological orientation (Ibid). As a sustainable transformation is taking 

place in many industries, many new startups with an ecological approach have started to 

establish themselves (Hockerts & Wüstenhagen, 2009). However, the process of EI is not 

unproblematic (Van den Bergh, 2013). Research has shown that in order to develop EI firms 

most anticipate the acceptance level within that industry (Carrillo-Hermosilla, et.al 2010). Also 

firms need to take into the consideration of stakeholder environmentalism, competitive pressures, 

and environmental regulations in order to succeed and go in the right direction (Chen, et. al, 

2012). 
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The process of innovations is generally risky and costly for firms, although when firms are 

dealing with EI, the challenges are proven to be even more challenging (Angelo et. al. 2012). It 

is claimed through research that to get successful with EI firms need to change the way of 

thinking and making of all the various channels involved in the company as well as evolve a 

more sustainable point of view (Wong, 2012). 

 

The same as with “other innovations”, EI can be divided into different categories. In the work of 

Oke, et. al (2007), innovations were divided into different level which describes the changes or 

new adding’s that the innovation brings. Oke, et. al (2007) and Cumming (1998), explained four 

different kinds of innovations; the product innovation, service innovation, process innovation 

and the organizational innovation. As the name suggests, the innovations presented are 

innovations that features the different level, e.g. product innovations concerns the product and so 

on. Furthermore, innovations can also be radical*, or incremental*. The radical innovations are 

“breakthroughs” a totally new innovation, while incremental is smaller changes of something 

that is already existing (Oke, et. al, 2007). Moreover, Oke, et. al, (2007) point out that radical 

innovations can be quite uncertain for firms to attempt. However, for firms to be radical in their 

innovations they need to evolve to become more adjusting, which will make them more flexible, 

and therefore, have a greater outlook of being innovative and manage the changes which occurs 

with radical innovations (Oke, et. al, 2007). Continuously, these different levels of innovation 

will affect the system or the structure of an industry (Carrillo-Hermosilla, et.al 2010). 

 

Carrillo-Hermosilla, et.al (2010) claim that by firms being EI, it will create a new system of 

innovations. By separate the innovations between incremental and radical innovations the level 

of change of technological or/and economical systems can be viewed. In some cases it can also 

influence social structure and institutional systems. Hence, when the changes are bigger, it often 

requires modification of different kinds. In figure 3 below, Carrillo-Hermosilla, et.al (2010) are 

conceptualizing EI through the system process which references to the link and the interaction of 

various actors involved as well as the internal and external factors which impact the innovation 

process. Through the conceptualization, the occurred changes in the different dimensions of EI 

can be examined as well as viewed in order to see the changes of main factors of design, user, 

product- service and governmental (Ibid). 
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Figure 3: Typology of eco-innovations according to the radical or incremental nature of produced technological change 

and the level of impacts to the system, Carrillo-Hermosilla, et.al (2010). pp.1076 

Not only can an innovation change the current system within an industry, it can also create an 

entire new system (Carrillo-Hermosilla, et.al 2010). Within the perspective of EI, the drivers for 

the innovation can come from two established designs; the environmental aspect of minimizing 

innovations impact and redesign an existing human established system to change the behavior 

that is damaging for the environment. Hence, when these two designs is combined and connected 

to the incremental/radical type of innovations, it gives three different kinds of changes which can 

be used as an identification tool of the role and impact from the EI. The three different levels are 

the component addition; this level minimize or repair the negative impact of a system without 

any or small changes taking place, the next level the Sub-system change; creating goods or 

services which reduces the negative impact on the environment, generating less waste and 

pollution. The last level is the System change; this level changes the system and components of 

system to reduce the environmental impact (Ibid). 

 

To summarize the usage of this model, it shows to what level an EI is affecting the system of 

technology and economical in an industry. Continuously, the model also describes which 

changes that is occurring during introduction of a new EI, also that the changes varies due to the 

level of the innovation. In the article of Carrillo-Hermosilla, et.al (2010), their findings indicates 
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that EI provides firms and new business with opportunities, and can also push towards a 

sustainable society. However, the impact level depends on the interplay of the various 

dimensions and also the engagement of the key stakeholder during the innovations process. 

2.2.2. Proactive-preventive- reactive origins of Eco-innovation 

In their article “Origins of green innovations: the differences between proactive and reactive 

green innovations”, Chen et. al. (2012) views the origins of EI. The authors claim that the EI can 

have two origins and be either proactive or reactive (Chen et. al, 2012). As discussed before, EI 

can bring several advantages such as new market opportunities and economic growth (Hemel & 

Cramer, 2002), as well as EI have a positive impact on environment (Halila & Rundquist, 2011). 

The study of Chen and al. (2012) lists different concepts found among the studied firms: 
 

Internal origin External origin 

-the environmental 

leadership 

-the environmental 

culture 

-the environmental 

capability 

-the pressure of the 

environmentalism of 

investors and clients 

-the pressure of 

environmental 

regulations 

Table 2: Authors’ own summarizing table of internal and external origin factors 

 

Furthermore, these concepts can be divided into two different origins, making a distinction 

between internal and external origins (Ibid). As shown in the table above the three first items are 

part of the internal origin while the two others are part of the external origin (Ibid). The 

internal/external distinction is based on internal/external factors influencing the firms (Ibid). This 

internal/external distinction further leads to the distinction between proactive and reactive origins 

of EI (Ibid). Chen et. al. (2012) describes the proactive and reactive EI as the following: 

 

Proactive EI Reactive EI 

“Active environment-related innovation in 

order to take initiatives new 

practices or products ahead of competitors, to 

decrease cost, to seize 

opportunities, to lead in the market, or to 

obtain competitive 

advantages” 

 

“Passive environment-related innovation in 

order to comply with 

environmental regulations, to adapt to 

stakeholders’ requests, to react 

on the changing environment, or to respond to 

competitors’ challenges” 

 

Table 3: Description of the themes Chen et. al. (2012) pp. 8 
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However, this categorisation is more complex than it appears at first sight and some items can be 

classified in the proactive as well as in the reactive origin of EI (Ibid).  This is actually the case 

for the three first items originally classified among the proactive origins; the environmental 

leadership, the environmental culture and the environmental capability (Ibid). The possibility to 

sort these items in both proactive and reactive EI is explained in the article of Chen et. al. (2012). 

 

-The environmental leadership: based on the analysis conducted by Chen et. al. (2012), the 

environmental leadership is the ability of an individual, the manager to influence the others to 

achieve environmental objectives. That can be materialized by an attempt of the manager to 

match the environmental requirements of the employees or of the regulation, this is then sorted in 

the reactive origin of EI (Ibid). On the other hand, managers often try to reduce the impact of the 

firm on the environment and push the company to invest and adopt EI; in order to become a 

market leader in EI and catch the market opportunities (Ibid). Under this second type of 

manager, the environmental leadership is proactive (Ibid). 

 

-The environmental culture: is defined by Chen et. al. (2012) as a mixture of management 

practices,  context and shared values leading to EI in an organization. A reactive environmental 

culture is characterized by environmental shared values and an amount of norms implemented in 

an organization in order to meet the green trend of the markets (Ibid). On the other hand, a 

proactive environmental culture is characterized by the fact that a company always try to 

implement EI to be ahead of the market until it becomes a value and routine in the organization 

(Ibid). That can be made through audits and developments to increase the green competitiveness 

and always aiming to reduce the environmental impact of the organization (Ibid). Carrillo-

Hermosilla, et.al (2010) mention the proactive planning to describe the willingness of people of 

lowering the impact on the environment through EI. 

 

-The environmental capability: is described in the study of Chen et. al. (2012) as the ability of an 

organization to use its assets and resources in a way that matches environmental management 

and innovations. Environmental capability can have a reactive origin and take the form of 

investments in R&D in order to match environmental requirements (Ibid). Environmental 

capability can also have a proactive origin by the environmental orientation of the organization -

taking the form of projects and R&D investments- trying to seize market opportunities and 

making of their technological advance a competitive advantage while lowering the 

environmental impact of the organization (Ibid). Additionally, Cleff and Rennings (2012) also 

argue that under certain circumstances, investing in R&D can contribute to provide a competitive 

advantage to the firm. That can also be related to the proactive planning of Carrillo-Hermosilla, 

et.al (2010) arguing that it can change the procedures existing in companies to lower the impact 

on the environment of the companies. 
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-The pressure of the environmentalism of investors and clients: is defined by Chen et. al. (2012) 

as the wishes of the stakeholders and clients to see the company revealing the information related 

to the impact on the environment of the activity. That can be made by a company by editing 

reports on its activity (Ibid). The environmentalism makes investors and clients become more 

and more demanding while coming to sustainable development matters (Ibid). In order to meet 

their requirements, companies have to develop EI, which supports the argument of Chen et. al. 

(2012) saying that environmentalism only leads to a reactive origin of EI. 

 

-The pressure of environmental regulations: is defined by Chen et. al. (2012) as the rules taken 

by the international, regional or local authorities to push companies to implement sustainable 

development considerations, EI among them (Ibid). In order to meet the legal requirements, 

firms have to implement EI (Ibid). In the same way, Gurtoo and Antony (2007) also suggest the 

impact of the environmental regulations on the origin of EI as well as on the structure of the 

firms. This is how the pressure of environmental regulations can according to Chen et. al. (2012) 

only lead to  a reactive origin of EI. However, it is also argued that environmental regulations 

can create entry barriers to new firms (Gurtoo & Antony, 2007). 
Chen et. al. (2012) modelize their findings in the following figure: 

 

 
Figure 4: The origins of proactive and reactive green innovations, Chen et. al. (2012), p. 393. 

 

Finally, the pressure of the environmentalism of investors and clients; and the pressure of 

environmental regulations classified in the external origin can only demonstrate a reactive origin 

of EI (Chen et. al., 2012). That means that if firms want to develop reactive EI, they can focus on 
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both internal and external factors (Ibid). However if companies want to develop proactive EI, 

they should only count on internal origin factors, the influence of external factors on proactive EI 

being almost insignificant (Ibid). 

 

Therefore, the study of Chen et. al. (2012) argues that proactive EI is more beneficial to 

companies than the reactive EI, considering the ability of companies to catch market 

opportunities and to frame the market at their advantage. However, considering the double 

classification of internal factors on EI -proactive and reactive, Chen et. al. (2012) suggest that 

firms should prioritize their focus on internal factors rather than external ones. Moreover, it is 

easier to influence internal factors than external ones which also constitutes another argument in 

favor of the internal factors of EI (Ibid). 

 

Additionally to the origin of the innovation either reactive or proactive, managers should also 

have a long-term vision including EI to ensure the success of the EI in the company (Ibid). This 

long-term vision should focus on the factors mentioned above, more specifically the internal 

ones classified in both proactive and reactive origin of EI (Ibid). As mentioned before, other 

factors that can be taken into account as external factors are the regulations as well as the 

environmentalism of investors and clients that can stimulate positively a reactive EI 

implementation, even if the firms has obviously a low influence on it (Ibid). Furthermore, the 

findings by Beise and Rennings (2005) shows that the connection between the environment and 

innovation policies should acknowledge the role of non-technological factors, which is also 

important for the EI. Their study showed that the important factors of diffusion where the 

regulations, market demands, prices and the flow of communication. 

 

Finally, between this both side categorization, some authors (Jabbour, 2010; Angelo et al. 2012) 

distinguish another category; the preventive origin of EI. The preventive category is located 

between the proactive and the reactive categories (Angelo et al. 2012). It tends to be a little bit 

more centered on the proactive category but still not a full part of it and thus not considered as a 

strategy itself (Ibid). EI with preventive origin are adopted by a firm in order to minimize or even 

eliminate the damaging effects on the environment by the firm’s activity (Jabbour, 2010). The 

preventive origin of EI is characterized by the volunteer of the firm to avoid the threat of 

pollution costs (Ibid). In fact, the firm is conscious that treating the pollution might be more 

expansive than preventing the pollution (Ibid). It involves to take into account the respect of the 

interests of the firm, the demand, the market and the legislation (Angelo et al. 2012). 

2.2.3. Markets and the transformation of an industry 

An established organization is characterized as an existing business which has to keep its 

efficiency increasing (Marshall, 1965; Murray & Myers, 1997 in Castiaux, 2007). This implies 

continuous improvements of the assets of the company as well as what makes its success, which 

can be made through innovation (Ibid). While discussing the adoption of EI in an industry, 
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Hoeckerts and Wüstenhagen (2010) distinguish two types of actors on the market; the 

incumbents and the new entrants, which they call respectively the “greening Goliaths” and the 

“emerging Davids”. The implementation of EI by these two types of actors can lead to the 

transformation of an industry, tending to be more sustainable (Ibid). Firms can benefit from the 

implementation of EI thanks to a perceived cost advantage, but there is not always a sales benefit 

linked to the EI (Atkin et al., 2012). EI can still facilitate the penetration ability on foreign 

markets (Ibid). To gain this sale benefit, consumer education on green benefits is needed to 

stimulate a “pull” demand strategy (Ibid). Furthermore, this consumer education can be made by 

pursuing the consumers that they will benefit from EI as well as the society (Hoeckerts & 

Wüstenhagen, 2010). The two different types of firms -the small firms or new entrants and the 

market incumbents- have different ways to effect the transform the industry into a more 

sustainable one. 

 

Firstly, the pressure of the environment tends to make an increasing number of firms 

implementing EI in an industry appearing (Hoeckerts & Wüstenhagen, 2010). The industry can 

be pressured by the clients and investors (Chen et. al., 2012). In the same way, the sustainable 

values of the manager or the owner of small business influences this implementation of EI 

(Marshall et al., 2005). This can be even more underlined if these values are shared among 

managers through an emphasis on the cost or the quality of products (Atkin et al., 2012). The 

newcomers have an additional credibility on the market while arguing they are part of the 

solution and not the cause of the problem coming from the incumbents (Hockerts, 2006a  in 

Hoeckerts & Wüstenhagen, 2010). These newcomers also perform well in the environmental 

level which also increases their credibility and seduce consumers concerned by environmental 

issues (Hoeckerts & Wüstenhagen, 2010). Then they can either stay in this niche, without growth 

intentions, either aim to bring the mass-consumption into their niche market as an extra objective 

to the green initial objective (Villigier et al. 2000 in Hoeckerts and Wüstenhagen, 2010). 

However, small firms often fail to do so (Hoeckerts & Wüstenhagen, 2010). 

 

Secondly, markets incumbents, as a response to smaller firms and newcomers implement EI 

(Hoeckerts & Wüstenhagen 2010). Additionally, the impact of the implementation of EI by 

market incumbents might have more impact due to their possibility to target a mass-market 

audience (Villigier et al., 2000 in Hoeckerts & Wüstenhagen, 2010). 

 

Hoeckerts and Wüstenhagen (2010) modelize in the figure presented under, the transformation of 

an industry due to the adoption of EI. Under the process discussed above as well as the influence 

of the actors on each other’s lead to the transformation of an industry into a more sustainable 

one. 
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Figure 5: “Co-evolution of sustainability start-ups and market incumbents towards the sustainability transformation of 

an industry” (Hoeckerts & Wüstenhagen, 2010 pp. 488). 

2.2.4. Going green: first mover/ fast followers and competitive advantage through EI 

 

First-mover 

Firms adopting EI often seems to be first movers, however, being a first mover does not always 

lead to advantages (Cleff & Rennings, 2012). The advantage that the firms get actually depends 

on the market the firm is present on as well the context (Ibid). Additionally, first-mover 

advantages can be very difficult to reach and even considered risky in the case of a rapid change 

of technology (Ibid). That is how a strategy should be chosen with care if the firm wants it to 

lead to advantages (Ibid). 

 

On another hand, as mentioned before, it was established that EI of product and process are a 

positive association, and bring competitive advantage* to firms (Wong, 2012). Actually, EI not 

only contribute to the competitive advantage of a firm but also to the success of its EI related 

product; and thus can have several positive direct and indirect effects on the firm (Ibid). EI can 

also help to differentiate the company from competitors (Flint & Golicic, 2009; Wong, 2012). 

Furthermore, considering the benefits in terms of competitive advantage EI can bring, it is 

suggested that firms should implement and promote it, either as a product, either as a process 

(Wong, 2012). In other words, firms implementing EI can get a dominant position on their 

competitors while considering functionality and quality (Ibid). As well, EI can improve customer 

satisfaction while meeting their expectations in terms of “greenness” and “newness” and thus 

lead to an advantage to the firm (Ibid). This can be translated into facilitations to enter new 

markets, getting more market share and having financial return (Ibid). However, if EI appears 
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interesting to implement for firms in terms of benefits and advantages it brings, it should not 

eclipse the time EI needs to succeed as well as the many failures happening, which is comparable 

to other innovations (Ibid). Finally, the role the manager plays into the implementation of EI is 

also important to consider, as well as its values and background that can facilitate or not the 

adoption of EI by a firms and thus its advantages (Atkin et al., 2012). 
 

Fast follower 

Another type of firm identified by different authors (Cleff & Rennings, 2012; Wunker, 2012) is 

the fast-followers. The concept of fast-follower is tightly linked with the concept of first-mover, 

that is why Wunker (2012) describes the advantages of the fast-followers based on the 

advantages of the first-movers. According to Wunker (2012), if a firm cannot catch at least two 

or three of the conditions listed under, it will be rather considered as fast-follower learning from 

the pioneers’ mistakes. 

 

1. Preserve an early market lead stemming from barriers that later entrants will face. 

2. Build resources and competencies that larger firms eventually could imitate but which 
they will prefer to acquire. 
3. Avoid becoming locked into inappropriate technologies or business models before the 
market is deeply understood. 

4. Avoid incurring large upfront costs because it is early to market. 
(Wunker, 2012. pp.43). 
 

Fast-follower firms can often reach high market shares by learning from the first-movers or 

pioneers; and that without, supporting the development costs and the risks of being the first-

mover (Cleff & Rennings, 2012). In the same time, being a lag-market firm is not contradictory 

with having a market leader strategy; in the case of the fast-followers, it is rather complementary 

and being a fast-follower can actually be a proper strategy (Ibid). However, the advantages 

linked to a fast follower strategy also depend on the market conditions the firm operates on 

(Wunker, 2012). On one hand, being a fast follower can confer to special advantages to the firm 

while it has a strong local market power (e.g. a grocery, a newspaper), in the case the firm can 

learn from pioneers and copy the winning formula (Ibid). On another hand, considering decision-

making timeframes, product-development cycles and the length of the sales process might take 

too long to be on the market and thus make the market entry irrelevant on a quick-moving 

market (Ibid). 

2.3. The conceptual framework 

This section will give an overview of the summarized literature from the subchapter (section 2.1. 

and 2.2.) and provide guidance to the next part of this thesis. Different studies and theories were 

presented in the chapter of literature review, and guide the formulation of the interview questions 

which will be used.  
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* 

Figure 6: Conceptual Framework, authors’ creation 

 

The conceptual framework is the authors of this thesis’ own creation based on the identified 

literature in chapter 2. This model is a combination of several theories of barriers and strategies 

and all of the components will be discussed below. 

 

The simplification of the literature 
This thesis conceptual framework is divided into five main parts; firm, barriers, market, strategy 

and eco-innovations. The model displays how different strategic choices and barriers are linked 

with the firm and the market. The central part of the model is the eco-innovation which shows 

the connection between all the factors. As this thesis aims to understand how the strategic 

choices can contribute to overcome the barriers of eco-innovations, the model show an overview 

how all the factors is connected and how different strategies will come to affect the diffusion of 

the EI. However, the different components will be discussed in the following sections and the 

model just provides a simplification of a more complex issue. The items discussed below will be 

tested in this study. 

 

Firm  
The bubble of the firm is set to be the head of the model. This indicates that the firm is the 

starting point before trying to enter the market or develop EI, and also this is where the 

innovation takes place or where it is adopted. Different factors can affect the firms development 

and adoption of EI, for instance; as clients and investors (Chen et. al., 2012), informal and formal 
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environment of the firm, and the external environment (Senior and Fleming, 2006), and level of 

green management (Lee, 2009). These different factors combined with the strategic approach 

(further discussed below) and the internal barriers (further discussed below) determinants and 

affect the level of the EI and the way onto the market. Finally, according to Marshall et. al, 

(2005) the sustainable values managers and owners can also influence the implementations of EI.  

 

Eco- innovations 
Wong, (2012) claimed that by doing EI the company have a more sustainable view, and it 

requires changes within the company. According to Carrillo-Hermosilla, et.al (2010) and Oke et. 

al (2007), there are different levels of EI, (process/product/service/organizational) within the 

radical or incremental. Depending on the kind of innovation, it will have different effects on the 

industrial system and the market (2.2.1.). Moreover, when the change is bigger, the industries 

often require modifications by affecting the system (Carrillo-Hermosilla, et.al, 2010). Due to this 

the EI are placed in the central part of the conceptual framework. To summarize, this illustrates 

that depending on the swift and adoption that takes place due to the innovation, the market and 

the industry will react differently. The arrows from the bubble of eco-innovation point from eco-

innovation to strategy, market and barriers. This is because depending if the EI is radical or 

incremental, the strategy and the barriers will be affected. Moreover, it is also affecting the 

outcome on the market. The last arrow on the other hand points at eco-innovations from the firm 

due to that the firm will adopt or innovate and start the process. 

 

Barriers 
The bubble of barriers includes the tangible and intangible barriers reviewed in the work by 

Barth (2004). Both can be connected to the external and internal barriers which EI can cause and 

experience difficulties for the establishment of the innovation. These different connections and 

barriers are presented in section 2.1.2.  

 

In this conceptual framework the internal barriers are connected to the firm. According to Barth 

(2004) the internal tangible and intangible barriers are concerning the management and strategic 

and planning issues and all this takes place within the firm. Various barriers can be experienced 

within the internal environment of the firm, intangible as skills, and tangible is concerning 

factors such as finance, equipment and inventories. The external barriers are pointing towards the 

market, according to Barth (2004), the external barriers are connected to factors such as 

unfavorable employment legislation, tax systems, public relations and public policy implications, 

which are tangible. The intangible external barriers are regional and national levels, involving 

challenges such as cultural aspects, network policies and are as the intangible barriers concerned 

with the conditions and options on the market. The bubble of eco-innovation is also connected to 

the barriers. This link is created due to that the research field of eco-innovation shows that there 

are more barriers connected to EI than “other innovations” (Halila & Rundquist, 2011, Angelo, 

et. al, 2012). Therefore, the barriers will affect the level of the EI and how it is implemented. 
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Strategy 
The strategy bubble is illustrating the two different strategies identified in the literature review: 

the approach: proactive, reactive and preventive based on the work of  Chen et. al. (2012) and 

Angelo et. al. (2012) and Jabbour, (2010) in section 2.2.2. and the strategy identified of 

penetration, about the emerging Davids and Green Goliath, the incumbents and the new entrants, 

based on the work of Hoeckerts and Wüstenhagen, (2010), in section 2.2.3. and also the strategic 

tools of first mover and fast follower viewed from Cleff & Rennings, (2012), Wunker, (2012), 

and Atkin et al., (2012) in section 2.2.4. 

 

According to Chen et. al (2012), Jabbour, (2010) and Angelo, et. al (2012) there are three 

different strategic approaches that the firm can have. These three approaches are concerned with 

the leadership, culture, capability, environmental regulations and the clients and stakeholders and 

describes the firms’ position. Depending on the firms’ perspective the choice, conditions and 

strategies will differ. Having a proactive approach indicates that the firm has a more active 

position while the reactive firms will be more passive in their environmental strategic approach 

(Chen, et. al, 2012). The preventive approach is between the other two strategies, and is not 

passive like reactive strategy, but not proactive either (Angelo et. al. 2012).  The arrow of this 

strategic approach points at the firm. This due to that the strategic position is more connected to 

the firm than to the market. Even if the market and the eco-innovation can affect the position that 

the firm will have, still the overall factors of environmental; leadership, culture, capability, 

regulations and clients and stakeholders will determine the final strategic perspectives. 

 

The other strategy viewed is the penetration strategy based on Hoeckerts and Wüstenhagen, 

(2010), Cleff & Rennings, (2012); Wunker, (2012)  and Atkin et al., (2012). This strategy 

regards how the firm penetrates the market, either as  incumbent, either as new entrant, which in 

sum is the different ways to affect the transformation of  the industry into a more sustainable one. 

For instance, the newcomers have an additional credibility on the market while arguing they are 

part of the solution and not the cause of the problem coming from the incumbents. So when firms 

enter the market they should consider how the market will be affected and react upon the EI. 

This is also connected to the first mover and fast follower penetration strategies. These both 

strategies are closely linked and both can provide advantages and disadvantages for the firms 

when entering the market (Cleff & Rennings, 2012, Wunker, 2012, and Atkin et al., 2012). 

Finally, the EI will affect the strategy and determine the first steps how the strategy will be 

formed. 

 

Market 
The last bubble of the conceptual framework is the market. In this model, the market is 

considered as the goal. Market provides both opportunities and threats (Hemel & Cramer, 2002). 

The market is concerned with the external barriers, and different factors in the external 
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environment, such as political, economic, social, technological, and ecological aspects (Senior 

and Fleming, 2006). Moreover, another aspect of having EI is a strategic way to make more 

money, Cantono & Silverberg, (2009), claimed that the green perception of the product leads the 

consumers to pay more for it. As innovations primary meaning is to create profit (Harvey et. al, 

2010), the primary goal is to get to the market to reach the diffusion and reach values as well as 

profit.  
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Chapter 3: Methodology 

In this chapter the methodology will be explained and presented. Justifications and arguments 

will be presented to clarify the choices that have been made.  

3.1 Research purpose  

There are three kinds of perspectives one can take while considering the purpose of the work; 

exploratory, descriptive and explanatory. Though, the purpose of this thesis will be descriptive, 

this as descriptive studies wish to describe or portray events or situation (Saunders, et. al, 

2009).  Due to the characteristics of a descriptive purpose and this study, it will be the best suited 

for this thesis as the aim is to portray the barriers encountered by firms wishing to implement EI 

and how the strategic choices can have an effect on the overcoming the barriers. Continuously, 

the term explanatory studies, concerns “studying a situation or a problem in order to explain the 

relationship between variables”, and can to some extent be connected to the purpose of this thesis 

(Saunders, et.al 2009, p140).Though, the study purpose of exploratory is not be used in this work 

as the purpose is not to find the precise nature of the problem rather to understand it (Ibid). 

However, these purposes chosen for this thesis can have greater advantages because of its ability 

to be flexible and adaptive when changes occur (Ibid).  
 

3.2. Research approach   

The research can be either quantitative or qualitative, this work will have a qualitative approach 

to gain a deeper understand on how EI can overcome the barriers by different strategic choices. 

As quantitative approach provides generalizations and numbers /statistics, a qualitative approach 

are more suited for this thesis and its purpose(Saunders, et. al, 2009). 

 

As this research is using several theories there is a need to define the approach which this work 

will take to line these literature findings. The theories used in the second chapter will be of 

importance of the conclusions and findings in the end of this work (Saunders, et. al, 2009). Due 

to this, a choice has been made between the two different approaches; deductive and inductive. 

In simple terms, the first one is deductive approach; which concerns the approach of testing 

theory while the second inductive concerns building theory. When using inductive approach, it 

allows the researchers to “gain an understanding of the meanings humans attach to events” 

(Saunders, et. al 2009 p 127). However, deductive approach gives the option to generalizations 

and “controls allow the testing of hypotheses”. It is sometimes assumed that the separations 

between these two are inflexible. There are advantages when combining these in the research and 

is possible to do this without any difficulties (Ibid). Due to the presented definitions and concepts 

of the two approaches this thesis will approach this research with a combined tactic, both 

inductive and deductive. 
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3.3. Research strategy / design 

3.3.1. The choice of strategy 

The choice of strategy has its importance to answer the research questions and meet the 

objectives of the study, which is the reason why it is important to select an appropriate one 

(Saunders, et. al 2009). That is how none is them is considered superior to another but has to be 

appropriately selected (Ibid). It exists different research strategies listed as following in 

Saunders, et. al (2009). 

-experiment; 
-survey; 
-case study; 
-action research; 

-grounded theory; 
-ethnography; 
-archival research. 

 

All of these strategies can be used in exploratory, descriptive and explanatory studies (Yin, 

2003). However, not all can be both inductive and deductive, some strategies are more 

appropriate to one or the other approaches (Saunders, et. al 2009). The main important factor 

when choosing a strategy is that it has to answer to that particular study and therefore answerer 

to the research question. Within the choice, the existing knowledge as well as the amount of time 

to make the studies has to be included (Ibid). 

 

In this section the focus will be put on case study due to the strategic choice of this thesis, which 

will be justified further down in this section. 

 

Case studies are defined as “a strategy for doing research which involves an empirical 

investigation of a particular contemporary phenomenon within its real life context using multiple 

sources of evidence” (Robson, 2002: 178 cited in Saunders, et. al 2009, p 145). While 

conducting a case study research, it is possible to conduct either a single case either a multiple 

case research (Saunders, et. al 2009). A single case study is appropriate to view an extreme or a 

unique case or a case that only a few have considered before (Ibid). On the other hand, a multiple 

case study is suitable for the researchers willing to establish if the findings occur in the other 

cases and can eventually lead to a generalization (Ibid). This is why a multiple case study seems 

more relevant than a single case study (Yin, 2003). 

 

In a case study great focus is put on the context, however, in this strategy the boundaries between 

the events of context and phenomena studied can be hard to read (Yin, 2003). There are four 

different strategic choices that can be made while conducting a case study; single, multiple, 
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holistic and embedded cases (Ibid). These choices can be mixed to obtain a certain design of 

study as shown in the following figure in the boxes 1 to 4 (Ibid). 
 

 Single-case designs Multiple-case designs 

Holistic (single-unit of 

analysis) 

1 2 

Embedded (multiple units 

of analysis) 

3 4 

Table 4: “Types of Designs for Case Studies” (authors’ adaptation of basics Types of Designs for Case Studies, Yin, 2009 

pp. 46) 

 

In this thesis a multiple case study will be conducted, this due to the more fitting qualities for this 

study. A multiple case study embraces the researcher with the option observer and analyze more 

than one situation or event, and therefore do a comparison from the first object studied with the 

other (Saunders, et. al 2009). Additionally, when this is made, the study can lead to 

generalizations from the findings (Ibid). Over and above, in a case study, questions are asked 

with “why” , “what” and “how” although the most focus is usually on the “why “  when doing a 

case study (Saunders. et. al, 2009). In this thesis the aim is to gain understanding of the context 

of the overcoming barriers of EI with different strategic choices , as well as view how the 

strategies contributes to the overcoming of the barriers. Therefore, the research question that this 

thesis is searching the answerer for is; How can the strategic choices contribute to overcome the 

barriers of eco-innovations? This thesis finds the answers to the questions of  “how”, and 

compares the answers to four different firms in the same sector. 

 

In addition to this section of strategy, it is left to describe how the knowledge was obtained in the 

literature which was the objects for the interview guide. In the literature review secondary 

sources were used in the state of journals and books. These source provided this report with a 

background explanation and concepts as well as theories to understand the barriers and strategies 

within EI. 

3.3.2. Case selection 

The case section was based on the authors own judgment. Four firms have been selected and 

there were certain factors which were overlooked during the selection. 
 The adoption of EI 

 The activity of the firms, breweries 

 Belgian and Swedish firms (face to face interviews) 
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Based on these criteria and since this is a case study, the section is partly judgmental, although 

the search was also concerning persons and firms which could answer the research questions 

(Saunders, et. al, 2009). In this report, the case selection will be mainly convenience sampling as 

well, due to it gives the liberty to select various samples till the required amount is for-filed, as 

well as, it involves cases that is easier to hold on (Ibid) . This thesis had three different criteria 

when selecting the cases.  

 

The first criterion -the adoption of EI- was used to ensure a selection of firms that fit the topic 

and the aim of the thesis, according to the definition of EI made by Horbach et. al. (2012). The 

second criterion; the activity of the firms. In fact, this thesis selected four cases in the brewing 

sector, actually four different breweries. EI can be found in several sectors, but selecting all the 

cases in the same sector of activity increases the comparability between the cases while doing the 

cross-case analysis. The third criterion, was based on the geographic area, selecting firms in 

Belgium and in Sweden -the countries of origin of the authors-  in order to be able to conduct 

face to face interviews. 

 

Moreover, the selection process of the four companies has mainly been made through different 

methods. Internet researches and researches among the network of the authors have been 

conducted to select the companies. The four companies selected in this thesis accepted to take 

part in the research after they received an e-mail from the authors. Finally, the selected firms 

were Krönleins and Ängö Kvartersbryggeri in Sweden; and Brasserie de Brunehaut and 

Brasserie de Marsinne in Belgium.  

 

From these firms the data were collected and then used to continue with this thesis. In the next 

section the process of the data collection is described, and later on, the analysis process is 

presented. The sample selected in this thesis will be composed of four companies; the limitation 

of the number of analyzed companies will be voluntarily limited in order to have a deeper 

analysis (Yin, 2003). 

3.3.3. Data collection  

There are various ways to collect data, for instance, survey, observation, and interviews 

(Saunders, et. al 2009). However, as this study will conduct multiple case studies the most 

appropriate for this particular study is to conduct an interview. Additionally, interviews have 

shown to be effective when doing case studies (Ibid). Moreover, as this report have a purpose of 

exploratory and descriptive studies. It is more appropriate to conduct this data collection method 

as is described here. Due to descriptive purpose usually does not attempt semi- structured 

interview, while both of the purposes can use structured collective methods (Saunders, et. al p. 

323). 
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An interview data collection method can be structured in various ways. Some types of interviews 

are more formal constructed while others are attending a more unstructured formality which 

provides more open conversation (Ibid). 

The most common interviews categories are (Saunders, et. al, 2009 p. 320):  
 structured interviews  

 semi- structured interviews  

 unstructured interviews or in-depth interviews 

 

In this thesis a semi- structured interview collection is used, due to the qualitative case study and 

the research purpose (Saunders, et. al. 2009). An interview guide has been made to help the 

interviewers throughout the interview and keep it standardized. Due to the time limitation this 

research attempts a fully semi- structured interview as this collecting method embraces the 

flexibility between the interviews (Ibid). Although, the interview guide covers some questions 

and at the same time applies to some themes. Additionally, the interviews will in some sections 

be a bit flexible due to specificities of the firm. 

 

Moreover, according to Saunders et. al, (2008) this type of interviews can take place both in a 

focus group as well as by an individual. In this thesis the interviews were conducted face-to-face 

with one participant at the time. Then after confirmation interviews was made to make the study 

into a triangle. However the confirmation interviews were conducted by e-mail due to the 

distance separating the companies from the authors and the time and costs related to the travel 

required to conduct face to face interviews. A face to face interview is usually the case when 

conducting a qualitative case study, this mainly due to the level of trust increases and the 

answers can easier be valid (Ibid). 

 

Under this section a table of the data collection can be found, to ensure the triangulation. The 

interview were conducted between the authors and the managers of the firms in the first stage, 

the next stage was with another manager, an e-mail submission of the background written with 

the data collected for the confirmation, and eventual corrections or additions in the case of the 

Marsinne Brewery, making it a triangle. However, in the other cases, due to the size of the 

company of the number in charge of the external relations, only one manager was available for 

the interview. This is how the confirmation was provided by the same one. Here under is a 

summary table of the data collection and the confirmation. 
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 Krönleins Ängö 

Kvartersbrygge

riet  

Brasserie de 

Brunehaut 

Brasserie de 

Marsinne 

 First interview 

Interviewee Roy Karlsson Frank Hedman Marc-Antoine 

De Mees 

Nicolas Declercq 

Interview type Face-to-face Face-to-face Face-to-face Face-to-face 

Date  2013.03.08  2013.04.17  2013.03.20  2013.03.19  

 

Language Swedish English  French French 

Place Halmstad 

(Sweden) 

Kalmar 

(Sweden) 

Rongy 

(Belgium) 

Couthuin 

(Belgium) 

Confirmation Email Email Email Email 

Confirmation interview 

Date 2013.05.15 2013.05.20 2013.05.16 2013.05.13 

Interviewee Roy Karlsson Frank Hedman Marc-Antoine 

De Mees 

Tanguy van der 

Eecken 

Table 5: Authors’ own creation summarizing the data collection. 

3.4. Data analysis 

The data analysis process of this thesis will have a theoretical proposition as suggested by Yin 

(2003). This is the most fitted way for this thesis as the research strategy and design will be 

multiple- case studies, and as the collection of data is based on materials from the theoretical 

field of EI. The theories will work as a guiding tool through the interviews and will provided the 

groundwork for the process of collecting data. 
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For this thesis it was decided that the data analysis will be using the three steps of Miles and 

Huberman (1994), for qualitative study analysis.  The three steps will be the guidelines for the 

process of collecting data: 

 

1. Data reduction 
2. Data display 
3. Drawing conclusions 

 

Through these steps one will be able to collect and compare the empirical findings and find 

patterns and differences between the cases. Also as the frame of reference is based on the 

theories in chapter two, the cases will be comparable. 

Moreover, when analyzing qualitative data the main aspects are:  

 

1. Based on meanings expressed in words  
2. Collection results in non-standardized data requiring classification into categories  

3. Analysis conducted through the use of conceptualization 
(Saunders, et. al 2009, p. 482). 

 

These three steps will also be used as a guideline to gain the right kind of information and in line 

with the purpose of this work. Continuously, these three aspects will be taken into consideration 

to make sure that this work will meet the quality standards and be making the right conclusions.  

3.5. Quality standards 

The qualitative standards include the reliability* and the validity* which are two important 

criteria to evaluate the quality of a qualitative research (Bryman & Bell, 2011). The objective is 

to ensure the credibility of the research findings (Saunders et. al, 2009). However, some 

adaptations to the concepts of reliability and validity deserve to be brought in the discussion 

while conducting a qualitative research (Bryman & Bell, 2011). That is how Bryman and Bell 

(2011) bring several authors in the discussion on the concepts of reliability and validity, such as 

LeCompte and Goetz (1982), Kirk and Miller (1986), and Mason (1996). After the clarifications 

brought by these authors and discussed in Bryman and Bell (2011), it is suggested that the 

concepts of reliability and validity are used in a close way in quantitative and in qualitative 

research while is it needed to use criteria to evaluate the research (Bryman & Bell, 2011). 

Moreover, the discussion about these concepts and how to use them in qualitative research is 

continued down under. 

3.5.1. Reliability 

Reliability* refers to which extent the data collection methods used in the qualitative research 

will lead to consistent findings (Saunders, et. al , 2009). It means that with a relevant level of 



Strategic approaches to overcome the barriers of Eco-innovation 
 

32 

reliability, similar findings will be made by different researchers having the same raw data (Ibid). 

However, based on LeCompte and Goetz (1982), Bryman and Bell (2011) refine the concept of 

reliability and distinguish the external and the internal reliability.  Firstly, the external reliability 

refers to the replicability of the qualitative research (Ibid). Actually, the criterion of replicability 

is really difficult or impossible to ensure since it is impossible to “freeze” an initial study and its 

social settings and circumstances (Ibid). In order to lower this problem and get closer to the 

requirement or external reliability, several strategies can be implemented by the researchers, such 

as adopting a comparable social role to that adopted by the researcher of the study he wants to 

replicate (Ibid). Secondly, the internal reliability refers to the fact that several people are part the  

research team conducting a qualitative study (Ibid). The several observers’ part of the qualitative 

study should agree on what they hear and see while conducting the interviews in order to ensure 

the internal reliability (Ibid) This can also be compared to the concept of inter-observer 

consistency (Ibid). 

 

There are three questions which help the researcher to ensure reliability of the findings: 

 Will the measures yield the same results on other occasions? 
 Will similar observations be reached by other observations? 
 Is there transparency in how sense was made from the raw data? 

(Easterby-Smith et al., 2002:53 in Saunders, et. al 2009, p. 156). 

 

Furthermore, Saunders et al. (2009) identify four threats to the reliability of a qualitative 

research; the subject or participants error, or the subject or participants bias, observation error 

and finally, observational bias (Saunders, et al, 2009). 

 

To ensure its reliability, the study conducted in this thesis attaches a special care to the process of 

the qualitative research. That is why, the conditions and the context employed for the qualitative 

research in the different companies studied are described in details and the most similar possible 

to ensure the external reliability. It also implies that, this thesis is focused on companies which 

are implementing EI as defined in this thesis and are comparable to each other in terms of size 

and sector. Moreover, to be as reliable as possible, the comparison made in this work tries as 

much as possible to reduce the impact of the external factors. Also, the qualitative research was 

conducted by two researchers simultaneously in order to respect the internal reliability. 

3.5.2. Validity 

Validity* relates to whether the findings are showing what it appears to be  (Saunders , et. al, 

2009). Furthermore, the validity of a qualitative research refers to the relationship between two 

variables and discusses their causal relationship* (Ibid). In the same way as the reliability, 

Bryman and Bell (2011), based on LeCompte and Goetz (1982) distinguish the external validity 

and the internal validity in qualitative studies. 
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The external validity discusses the degree of generalization of the findings of a qualitative study 

due to the social settings it involves (Bryman & Bell, 2011). LeCompte and Goetz (1982) 

mentioned in Bryman and Bell (2011) argue claim that qualitative studies often use case studies 

and small samples which leads to the difficulty to generalize the findings. On the other hand, the 

internal validity refers to which extend the observations of the researchers fit the theoretical ideas 

they develop (Ibid).  

 

Due to the fact that this thesis is descriptive and explanatory in the purpose, this thesis will not 

find any problem concerning the internal validity (Yin, 2003).  In this work, an analysis (chapter 

5) of the data collected with the qualitative research is drawn by employing the theory developed 

in the literature review (chapter 2) in order to complete the internal validity. Moreover, this 

thesis views a specific event, the generalization and therefore the external validity will not be a 

problem (Ibid). Moreover, to ensure the external validity, this work uses primary data and the 

sample studied includes four different comparable companies, what brings relevance to the 

findings. 
 

3.5.3. Ethical clarification and argumentation   

Through this work there are some aspects that need to be taken into consideration from an ethical 

point of view. These aspects are concerned with the subject of interest, collection of data, the 

analyses process and the reported data. Within these aspects ethic refers to “the appropriateness 

of your behavior in relation to the rights of those who become the subject of your work or are 

affected by it” (Saunders et. al 2009, p.184). Due to the chosen subject of this work, to research 

the beer industry, it is acknowledged that ethical issues can arise hence of the alcohol industry 

can be seen as an “unethical” industry. The aim of this work is not to promote or influence 

readers, either with the alcohol or the brands. Simply the aim is to study an existing market, and 

how EI can overcome the barriers of entry with different strategic choices. Moreover, this thesis 

will study both the Swedish market as well as the Belgian market; both these markets are 

different due to regulation and culture. As the Swedish market is more regulated, one can assume 

that the industry in mind could be seen as a more conflicting than the Belgian one. These two 

markets are simply chosen due to contacts and nationality of the authors, not based on alcohol 

regulation. This thesis will aim to provide the reader with a “code of ethics” to ensure that an 

objective perspective will be consistent and the interested is of the traditional market conditions 

rather than the industry itself. 

3.5.4. Sensitivity and confidentiality of the data collected 

As this thesis is based on case studies, there is a concern of the sensitivity and the confidentiality 

of the data collected. Actually, these concerns involve difficulties and challenges while 

considering qualitative studies, especially with the possibility of identification of the people, 

firms or places involved in the research (Saunders et. al 2009). In this thesis, due to its design, 
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the companies in the cases as well as the interviewees are identifiable. In the same way, if the 

interviews conducted in this thesis have been recorded to facilitate the treatment of the data 

collected, it has been made in accordance with the interviewees. Furthermore, the records of the 

interviews were limited to the use of the two authors of this thesis. Besides that, the companies 

that provided the data were clearly informed and agreed on the purpose of the data collection as 

well as the final use of the data. Finally, the interview guide was the same for all the selected 

companies and focused on previous events, preventing companies to reveal future strategic 

sensitive data. 
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Chapter 4: Empirical data 

This chapter will present the empirical data collected from the four case interviews. This 

information will later be used in the analysis (chapter 5). This chapter is divided into two major 

parts. The first part (section 4.1) is concerned with the beer brewing sector itself and describes 

the factors of the background. The second part (section 4.2) is where the empirical summary is 

presented and the collected data from the four cases studies will be displayed.    

4.1. The brewing sector 

In this part of the empirical data chapter viewing the brewing sector to explain the background of 

the industry both in general, but also in the two countries (Sweden and Belgium) in question. The 

last part of this section is concerned with the sector and the environmental responsibility, 

explaining how the sector affects the environment.  
 

Beer history: a general perspective 

Regardless of no communication and interaction the development of beer can find parallels 

across the world, from one part of the pristine China, all the way to corn beer amongst the 

Indians. This establishes that beer is the oldest alcoholic drink in the world. The oldest traces of 

beer can be found 6000 years ago, by the Sumerian in Iran. However, stone paintings 3000 b.c, 

have been located in Babylonian indicating that beer was drunk and made by them. However, 

scientist predicts that beer can be even older, even 10 000- 15 000 years old. This is due to the 

cereals development, when grain was stated to grown and produced amongst farmers, this was 

used as a vitamin additional to food. Moreover, it was not until the 1800-century that lager beer 

became introduced. During this industrial epic, the brewing of beer would establish into an 

industry in Bayern, Böhmen and Austria (Systembolaget.se).   

 

Presentation of the brewing sector in Sweden  

Beer has been a part of the Swedish culture since the Vikings. Since 1955 the government of 

Sweden has had the monopoly rights of the alcoholic market through one single shop 

Systembolaget (systembolaget.se). Today Systembolaget is a chain of 421 stores around Sweden 

and is the only shop where one can buy stronger percent content of alcohol than 3,5%. It is 

calculated that the Swedish population will consume around 80 000 000 liters of beer during this 

year (2013) and an average of beer per capita is calculated to be 45,3 l 

(alltomol.nu/2013/01/23).  However, it is a decreasing number as in 2011, the Swedish beer 

customers drank an average of 50,6 l beer per capita (sverigesbryggerier.se).There are about 100 

active breweries in Sweden, since 1990 it is a raise of 1150 % (alltomol.nu/2013/01/23). 
 

  

http://tyda.se/search/pristine?w_lang=en
http://tyda.se/search/pristine?w_lang=en
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Presentation of the brewing sector in Belgium  

Every beer has its own history; making the regional and national heritage of Belgium (Belgian 

Brewers, 2009). For centuries, beer is considered as an entire part of the daily life for millions of 

Belgians (Ibid). Nowadays, gathering with a beer is part of the culture and is tightly linked with 

the social interactions (Ibid). That is in this context that in 2011, the Belgian brewers produced 

18.570.828 Hl of beer, which represents about 1% of the world production (Belgian Brewers, 

2011). That made a turnover of € 1,985 million and investments of € 144,6 million in 2011 

(Ibid). The main part of this production (59,7% in 2011)  is sent to the exportation, this is due to 

the success of the Belgian beers abroad and helps a home market which declined during the last 

few years (Ibid). Actually, the exportations rose of 86% in the last decade (Belgian Brewers, 

2009) and besides that, in 2011 the domestic market knew its first growth since 1999 (Belgian 

Brewers, 2011). Moreover, the beer consumption per capita in Belgium in 2011 was 78 liters 

(Ibid) while it was 132 liters in 1970 and 221 liters in 1900 (Belgian Brewers, 2009). On the 

other hand, the beer sector still represents a non-negligible part of the economy of the country, 

actually, the sector contributed in 2011 with € 326.870.279 paid through different taxes in 2011 

as well as with 5047 direct jobs and 62.000 indirect jobs (Belgian Brewers, 2011). 

 

The sector and the environmental responsibility 

As an economic activity, the brewing sector impacts the environment (water, wraps, and wastes), 

the society (security of the food chain,) as well as uses rare raw materials (water, energy, etc.) 

(Belgian Brewers, 2009). This is the reason why the sector takes measures to reduce as much as 

possible of its impact on the environment, such as; promoting reusable conditioning (bottles, 

crates, barrels), saving energy and saving water (Ibid). 
 

In 2011, 75,77% of the beer sold on the Belgian market was in reusable conditioning (bottles, 

crates, barrels), this figure was 65,72%, specifically for the bottles, which is on average more 

than in the rest of the beverage sector (Belgian Brewers, 2011). The standardization of the 

conditioning as well as the reuse of the wrapping is aiming to reduce the impact on the 

environment (Ibid). This is verified if the bottles are reused more than 20 times and the transport 

does not exceed 250 km, which is the case of most of the breweries in Belgium (Ibid). Actually, 

the bottles are reused on average 35 times for special type beers and 55 times for pils type beers 

(Belgian Brewers, 2009). Furthermore, the bottles are made of 80% of recycled glass and the 

bottles can even be recycled after several times of use (Belgian Brewers, 2011). Finally, the 

Belgian brewing sector pays a contribution to the wrapping waste management (+/- 500.000 €) 

as well as a tax on reusable conditioners (Ibid). While considering the use of energy, the 

Federation of Belgian Brewers has a long term vision, taking part to two Conventions on energy 

on regional level; Benchmarking Convenant Energie Vlaanderen (2003) and Accord de Branche 

Wallonie (2004) (Belgian Brewers, 2009). Additionally, water is also important for the brewing 

sector, especially while considering the production of the beer and the cleaning of the 

equipment’s (Belgian Brewers, 2009). That is the reason why the water consumption remains a 
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sensitive topic among breweries and they adopted measures to reduce their water consumption 

(Ibid). Actually, the average water consumption to produce a liter of beer was between 10 and 20 

l in 1990 while it was between 4 l and 7 l in 2009 (Ibid). More and more breweries also own their 

own wastewater treatment plant (Ibid) Finally, in collaboration with the authorities, the brewing 

sector aims to develop an environmental footprint calculation method for beer, not only at the 

Belgian level but rather at the European level, using an harmonized methodology (Belgian 

Brewers, 2009). 

4.2. The case studies  

This second part of the empirical data will provide a summary of the four cases examined in this 

thesis. First will Krönleins Brewery be presented in section 4.2.1. followed by Ängöl 

Kvartersbryggeri, (4.2.2.), Brunehaut Brewery (4.2.3.) and finally, Marsinne Brewery (4.2.4.). 

The four cases presentations are divided into four parts; a short introduction, eco-innovations, 

market and firm’s adoption of eco-innovations and barriers of eco-innovation and strategic 

approach. 
 

4.2.1. Case 1: Krönleins  

Short introduction of Krönleins 

Krönleins, more known as Three Hearts was established in Halmstad, Sweden in 1836. Krönleins 

is a family business of six generations, and was founded by Anders Julius Appeltofft.  Since the 

beginning the company has become a well establish firm in Sweden, and produce several 

different products. They have won a gold medal in the beer world championship, and were the 

first brewery to establish them on the World Wide Web. 

 

Roy Karlsson, started at Krönleins in 1976, as a financial manager. However, in 1997, he left the 

firm for another company, but would come to join Krönleins again in 2008. Since then, his main 

tasks in the firm have been to contact clients and customers, and establish a good relationship 

with the key clients (Ica, Bergendahls centralt, Coop & Axe food). 
 

Empirical summarization: Krönleins 

Eco-innovations  

The ecological beer at Krönlein has the KRAV certification to display to customers that the 

product meets the requirements of be an ecological beer and that the impact on the environment 

has been reduced in the process. Yearly Krönleins ecological beer is put through controls to 

maintain their certification. The grist and the malt are produced ecologically, without the use of 

chemicals or other damaging features. This process is closely watched, and every produced item 

is put into journals.  Krönleins also separates the production of their ecological beer from their 

other drinks. Since the adoption of the ecological brand, the firm has changed into a more 
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controlled company. Everything that concerns the brewing of the ecological beer has to be 

closely watched to avoid any mix up or any other error.   
 

Market and firm’s adoption of eco-innovations   

According to Roy Karlsson, the Swedish alcohol market experienced a trend of consuming 

ecological products; this trend started in 2008-2009.  Because of the identified trend, Krönleins 

decided to follow the growing demand and established their own ecological beer “Go Green”. 

Even if the trend was really strong during this time, Krönleins did have some problems to find 

suppliers for their new product.  
 

As the Swedish alcohol market is highly restricted Krönleins had to search the market to find the 

demand, and clients which would supply the beer. They first turned to the largest grocery stores 

in Sweden, (Ica, Axe food and Coop). After the proposal, Ica decided to not sell the “Go Green” 

as they did not see any demand for it. Coop on the other hand decided to put go green in their 

central products, and sell the go green 2,8% and 3,5% in 2009. However, since then, Ica became 

more focused on the ecological segments and ecological image, and has started to sell some of 

the go green products in some of their stores; however, it is still not in the central product line. 

Some other companies have also adopted a more ecological mindset, like Hemköp, and Axe 

food, however, the main supplier of go green is still Coop. Coop sell 1/3 of Krönleins ecological 

beer, and does also influence Krönleins to think more environmental friendly. 
 

Moreover, during 2008-2009, when the trend started, other beer brands also adopted the 

ecological beer into their product line. Since the trend started, ecological beer brands have come 

and gone on the market. The diffusion on the ecological beer on the Swedish market have not 

been strong enough to support that the brands would stay on the market “the ecological beer 

market in Sweden is very unsure, ecological brands just come and go, and it does not increase”. 

Krönleins has tried to gain some market shares at the government monopoly controlled 

Systembolaget, however, without success, “there are some ecological beer brands at the moment 

at Systembolaget, but none of the brands have really succeeded there”.  Yet, Krönleins still keep 

their ecological beer in the stores; and they see the positive aspects of doing so as; “this helps 

you to niche your brand, which is what we think is the biggest advantages, it brings interest to 

our brewery” and “it brings us no advantage compare to other firms and brands but it is a 

compliment product”. Furthermore, the beer “go green” has only managed to find success on the 

biggest food chains in Sweden, no bar, or restaurant has adopted their ecological product. 
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Barriers of eco-innovations and strategic approach 

Overall, Krönleins has a passive role of in ecological thinking and with ecological values within 

their internal environment. The main aims are to sell volumes and as any other firms on the 

market earn money. 
 

The first barrier that was identified during the introduction of Krönleins ecological beer was the 

demand amongst the customers and how to maintain it. The main difference between ecological 

beer and “regular” beer is the price, when the ecological are more expensive than the others, due 

to the more complex procedure to produce ecological certificated beer. As Krönlein has more 

products than just the “go green”, they cannot have all their products ecological due to that it is 

more expensive in make and that is more expensive for the customers. Due to this Krönleins are 

facing problems to compete with the cheaper alternatives on the market, regular beer as “it is 

worth for the customer to pay more for the ecological beer [..] would the customer be more 

interested if the price would be the same as with the other beer”. As it has been established that 

ecological beer had been a trend in 2008-2009, it was understood through the interviews that still 

some people go for ecological beer, however, usually that is tied down to segments; “the ones 

that go for ecological think the price is okay”. The remaining customers, the main barriers has 

been to acknowledged as; “it is a matter of trying to get the consumers to buy the ecological beer 

even if itis more expensive, and to educate them to understand the benefits”. 
 

Hence, there is no really “sales volume on ecological beer “in some of the shops it works others 

no, it is about the demand” where Krönleins have their product on a central display it gets better 

volume, but it cannot be singled out by just viewing the shops “we cannot increase the volume 

just by being ecological, the main interests on the market is for traditional well known beer 

brands, [..] So when basically use the go green as a complementary product and is not pushing 

it”. However, as Coop sell 1/3 of Krönleins go green, they do play an important role for the 

company; “the green thinking that Coop has does influence Krönleins, and their ecological 

values are reflecting upon us [..] if we did not sell as much volume at Coop as we do, we would 

not continue with our ecological beer”. Coop is the only actor and the key client on the market 

which influences Krönleins, some small environmental groups try to affect them but do not 

really play an important role. More or less, the ecological product of Krönleins is suffers due to 

the more demanding criteria to process it as ecological which is making the product more 

expensive compared to the others. The market in Sweden is regulated and demanding which 

ultimately makes it harder for the companies to compete with an ecological beer. Krönleins as a 

brand also need to add the expenses as it is their niche product which  ultimately makes it more 

expensive.“As an example, Mariestads beer is very expensive compared to similar beers, it is 

good, but could it be the price which is making it interesting, [..] Nevertheless, maybe that is the 

solution to make the ecological beer more interesting as well”. 
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4.2.2. Case 2: Ängöl Kvartersbryggeri 

Short introduction of Ängöl Kvartersbryggeri 

Ängöl Kvartersbryggeri was established in 2009 in Kalmar, Sweden, at Ängö. Today Ängöl 

Kvartersbryggeri produce six different kinds of beer (Lager, ale, and ecological) but is 

considered a small brewery. The beers are historically driven and locally marketed by using 

historical references which local customers can relate to. Ängöl Kvartersbryggeri is only sold at 

the governmental ruled Systembolaget but is distributed amongst several pubs and restaurant in 

the region of Kalmar. Ängöl Kvartersbryggeri is considered as the local beer of the district.  
 

Amongst the product of Ängöl Kvartersbryggeri, they have two ecological beers, the “Bistra 

Årets Ängöl”, made of made with roasted chicory and the “Ängöl Schlager”.  These two beers 

were introduced in 2013, however, before this, Ängöl Kvartersbryggeri, was contacted by 

another firm, Wannborga vineyard and brewery. Wannborga was not able to produce the 

products needed to make their whisky, so they turned to Ängöl for help. Today Ängöl 

Kvartersbryggeri produces “sweet herb” for Wannborga. This “sweet herb” is ecologic and this 

was how the ecological alternative entered Ängöl Kvartersbryggeri. The two ecological beers 

were made on initiative of Frank Hedman “my main problem is that there are no ecological 

lager which is good, so I wanted to make one, they are boring”. The brewery is small, and most 

of the work is made manually. With proactive management, and the acknowledgement of the 

growing interest of the ecological products on the market Ängöl Kvartersbryggeri consider 

themselves as a proactive and an innovative starting point of the firm. 

 

Previously in his career Frank Hedman, who was took the initiative in Ängöl Kvartersbryggeri 

(concerning their ecological beers) has worked in larger brewery which was dealing with 

ecological beer. 
 

Empirical summarization 

Eco- Innovations 

The ecological beers at Ängöl Kvartersbryggeri have the European Union certificate, therefore 

everything in the production need to be documented. This had small incremental changes on how 

the journal is kept normally at the company, however, it has not really affected the firm “even if 

it is small changes that we had to make, it has still be of great help, the certificates have 

provided us with useful guidelines”. Nevertheless, Frank explains that “the quality of our work 

has actually improved since we are forced to keep journals, it has been getting better, even the 

ordinary products”. Although that they do not have the KRAV (Swedish certification) on their 

products, they still do the same as the requirements demand. Ängöl Kvartersbryggeri has chosen 

not to have the KRAV certification due to its cost. The firm uses organic herbs and malt in its 

production of the beers. The cleaning process is very closely watched to ensure that the 

ecological beer are not mixed with others. The innovation possibilities concerning the production 
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of the beer are quite limited due to the restrained size of the brewery. However, the usage of 

water and other components are calculated to limit the use “we always trying to use as less water 

as possible”.  

 

Ängöl Kvartersbryggeri has also taken other actions and made incremental changes to make its 

products and production ecological. The bottle used to contain the beer are made in Lithuania 

and printed in Poland. Ängöl Kvartersbryggeri decided to change the  laborers on the bottle from 

printed laborers to screen-printed. The stamps are much more ecological than printing as it does 

not demands as much resources. Also by not using glue, it’s much better for the environment. 

The glass bottles are also made of a thinner glass which is also better for the environment. As the 

firm is still young, Frank explained that it is an ongoing process; “You always learn something 

new, start making organic beer, other things that you will start thinking about, which you did not 

think about earlier, […] also when you make a new beer people and journalists will talk about it, 

which is a good think, things will benefit for each other”. 

 

Market and firms adoption of Eco-innovations   

In Sweden, the beer market is suffocated during the first period of the year, January until March. 

It is that hardest time for the brewing. Due to this the firm was searching for a way to overcome 

this issue. It was decided that this period would be a great time to experiment strategically on the 

market “we wanted to see if it was possible to break the trend and sell more [..]I have been 

thinking about it for a while, just wanted to try it and see if it’s any change in the 

market”.   Moreover, on the Swedish market, there are not so many options concerning 

ecological lager beer. It is considered a niche product at systembolaget, and there are only 5 

brands around the region in Kalmar which sell the ecological lager beer “It was mostly my own 

values that were driving this ecological beer, not the market trends; however, there is a growing 

interest for these products which is only beneficial […] you have to have your own values, plus 

keep the market demands into consideration”. Moreover, “we are too expensive to compete with 

the giants in this industry [..] our main objective was simply to make an ecological lager that 

tastes good”. 
 

Moreover, as the main client and customer is the governmental owned Systembolaget, Ängöl 

Kvartersbryggeri cannot really affect the sales or influence it. Due to the rules Ängöl 

Kvartersbryggeri cannot access any information about their final customer, just the final numbers 

sold in the region. There are a lot of rules that needs to be followed to be a part of the system 

“although the communication is quite hard, there are still a lot of advantages with the 

cooperation with Systembolaget”. Restaurant often asks for locally produced beer, which also 

opens the market for the firm. At the moment the ecological Schlager is sold as a tap beer 

amongst the Kalmar pubs, “they never requested an ecological beer “the pubs surprised when 

they heard at the we had an ecological beer [..] but now we have to change it back to just bottles 
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for systembolaget, it will be interesting to see what the pubs thinks of that [..] however, so 

specific restaurants are actually requesting ecological beer to reach demands, although it’s a 

small consumer”. 

 

Barriers of eco-innovations and  strategic approach 

Even if Ängöl Kvartersbryggeri is a newcomer on the ecological beer market, they still have 

experienced barriers. The main thing identified is that their ecological beer is more expensive to 

produce; therefore, the beer is more expensive for the customers. Frank explained it as “if we 

would sell half the items of the ecological lager as our ordinary beer we would earn the same 

amount”. Despite that some of the customers experience the ecological beers too expensive, 

there are also other barriers involving customers “many customers are actually afraid of 

ecological beers, they think it’s bad for them, it makes the market even tougher”. Due to these 

reasons, Ängöl Kvartersbryggeri has decided to produce both ecological and “normal beers”, 

“the customer can always choose”. Another identified barrier of Ängöl Kvartersbryggeri 

concerns the investors. The investors have demands and as it is harder to sell the ecological 

beers, they need to have and develop their strategy to sell more “however, we have been 

profitable so far, so they have not complained or made any specific demands”. Moreover, as 

there is a charge for the certification it also creates barriers. 
 

To overcome the acknowledged barriers that they are facing with their ecological beer they have 

put a lot of focus not only on the beer itself, but also how to brand it. One of their ecological 

beers the “Bistra Årets Ängöl” are flavored and decorated inspired from local historical factors, 

as the flower used on the bottle design was very common during the 1800 century in Kalmar. 

These roots could only be bought ecological which increased the interest in the firm to produce 

this beer ecologically.  The other ecological beer “Ängöl Schlager” is capturing the event of the 

Eurovision song contest, with the name Schlager which is the old Swedish name for the songs 

participating in the contest “the Schlager beer is a strategic effort to capture what’s happening 

in Sweden during the low sell period [..] the Schlager beer was a strategy from my point of view, 

ecological beer can be very boring.  I wanted to put it out of context, into the glam context, 

party, than just an ecological beer”. Frank continues by explaining the main with the strategy 

“we want to make the Schlager beer the obvious choice for the customers”. However, the 

Schlager beer is just a test to see if this strategy can work on the ecological beer market. The 

design is very important “if you have a nice one, you can sell everything also if it looks more 

exclusive people are prepared to pay more for it”. By having both a beer that the customers can 

reflect back on the region and the historical events, as well as promoting the other beer 

connected to current events, the ecological beers can capture the interest of the customers, even 

if the main purpose of buying the beer is not the ecology they can find new customers. 
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Another important factor in overcoming the barriers of the ecological beers is to have a 

commitment amongst the employees “it’s good to have the employees engaged in the ecological 

thinking”. Time the market demands, with the seasons, trends and happenings. As being a small 

brewery they have to prioritize and adapt themselves. Therefore, Ängöl Kvartersbryggeri has 

experienced time as a great barrier which makes it hard for them to capture all the ways to 

overcome the barriers. As the beer market in Sweden and around the world is very competitive 

and Ängöl Kvartersbryggeri being a small brewery has a lot of technical problems, “the fun thing 

is that people already thought that we were organic because that we are so small”. Many of the 

barriers are hard to overcome “if we invest we have to sell more, and we are already limited”. 

Although, the barriers of being small can also lead to benefits for the firm, as they are able to 

prioritise and be flexible they can always make a choice. Moreover, with a niche product with a 

story Ängöl Kvartersbryggeri consider them as more competitive. In connection to this, the 

marketing of the firm and these beers are made mainly through social Medias and PR.  Ads are 

too expensive and could only be made in small scales. Moreover, in Ängöl Kvartersbryggeri, 

Frank carries a great responsibility of their ecological beers “I was mainly the one with the 

interest of making an ecological beer […] its good for the nature, so I mostly buy ecological 

products myself [..] the boss let me, he is not very interested in this”. 
 

4.2.3. Case 3: Brunehaut  

Empirical summarization 

Short introduction of the «Brunehaut» brewery 

The Brunehaut Brewery was established in 1890 in the village of Brunehaut (Belgium). In 1990, 

the brewery moved to another building, purpose-built for the brewing activities and providing 

modern equipment. After it was declared in bankrupt in 2007, Marc-Antoine De Mees, the 

current Managing Director; and his wife bought the brewery to continue its activities and giving 

it a green-touch. The Brunehaut brewery produces now 10 different beers sorted into 3 different 

types; the Abbey Beers, the Regional Beers and the Organic Beers. The following table 

summarizes the beers produced by the Brunehaut Brewery. 

  

Abbey Beers Regional Beers Organic Beers 

St Martin Blond Abbaye de St Amand Brunehaut Bio Blanche 

St Martin Dark Mont St Aubert Brunehaut Bio Blond 

St Martin Triple Kopstoot (“Headbutt”) Brunehaut Bio Amber 

St Martin Cuvée de Noël     

Table 6: The beers produced at Brunehaut Brewery and their type, authors’ creation 
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Eco-Innovations 

After having bought the brewery in 2007, Marc-Antoine De Mees introduced the recyclable 

kegs. Brunehaut Brewery was at that time the first brewery in the world using such a bottling for 

its beers. This was at the beginning mainly motivated by economic reasons. However, as the 

brewery was exporting the main part of its production (72% of the turnover), a problem occurred 

with the stainless steel kegs. “We used to send stainless steel kegs to Japan, it use to take about 

nine months to get back the kegs, then you have to add the transport cost and the cleaning cost” 

says Marc-Antoine De Mees. An alternative was found from a New Zeeland firm which was 

producing kegs made of PET (Ethylene polyterephtalate). Then the Brunehaut Brewery started to 

use these recyclable kegs for their exports, first to U.S.A. This is a one way process, as the 

brewery does not receive back the kegs. In the beginning, the kegs were made of polyethene and 

PET, so the both parts had to be separated when being recycled. Currently at the third generation 

of recyclable kegs, it brings cuts in cost, the new recyclable kegs are cheaper and fully recyclable 

(entirely made of PET) the PET can be recycled to make textile fibers. This solution is reserved 

for the exportation, the brewery still using the stainless steel in Belgium. However, the number 

of kegs sold in Belgium is really limited, the production being sold mainly in bottles. This is due 

to the organization of the Belgian market; big breweries controlling and having the exclusivity in 

the cafés, making it difficult for the Brunehaut brewery to sell kegs in Belgian cafés. That is how 

90% of the kegs bottled at the Brunehaut Brewery are in PET, in order to be exported. The 

brewery faced some challenges when it adopted the recyclables kegs; at the beginning it has been 

hard to convince customers to use this kind of kegs. “It is more economical and ecological but 

people do not like to change and see problems everywhere” says the managing director. It is 

actually cheaper to buy a €6 recyclable keg than to send it back to the brewery. In fact, there was 

a kind of natural resistance from customers about this change. For now, the firm’s ecological 

approach seems accepted in both the U.S.A and Japan; however, Brunehaut Brewery suspects the 

sales to be lower than the competitors, partially due to these kegs. From a commercial point of 

view, it obviously created challenges at the beginning; but the economic impact on the 

development of the brewery is however hard to measure due to the high growth rate of the 

brewery nowadays. It can also be mentioned that the recyclable kegs represent a gain in 

productivity for bottling and a saving if we consider all the stainless steel kegs the brewery did 

not have to buy and which actually represent a sleeping asset. The bottling productivity double; 

from 40 kegs/hour it is now 80 kegs/hour due to the fact that the recyclable kegs arrive sterile at 

the brewery, it was allowed to remove the sterilization phase of the bottling machine. It has thus 

a really positive influence on the productivity of the kegs bottling. From a global point of view, it 

appears that the Brunehaut Brewery benefits from the EI adopted and takes a competitive 

advantage of it. “Every time you have a positive story to tell to your customers, you have an 

advantage on your competitor” says Marc-Antoine De Mees. 

 

Inside the brewery, the machinery was adapted to bottle the recyclable kegs on the same 

machinery as the stainless steel kegs, it required technical modifications but it has been faced. In 
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order to make the recyclable kegs, the Brunehaut Brewery bought the kegs from a plastic 

producer, giving it lots of technical and commercial information to develop it and meet the 

demand of the market. The consequence of that is that currently, 50% of the Belgian breweries 

use recyclable kegs; the Brunehaut Brewery was a sort of guinea pig. The brewery was a first 

mover creating a trend; the competitors were looking at the brewery, waiting to see the success 

or the failure of the experimentation. 

 

Besides the PET kegs, the Brunehaut Brewery also adopted the Waste Stabilization Ponds. It 

originated with the willingness to reduce the amount of waste inherent to the production of the 

brewery, especially the yeast wasted. First of all, the production of biogas by biomethanisation 

has been considered; however, it appeared that this solution only for the needs of the brewery 

was too small and not economically viable. Marc-Antoine De Mees asked to the commune it a 

synergy was possible to treat the waste of the brewery and the commune together by 

biomethanisation. However, the project was abandoned; “the speed of reaction of politics is not 

adapted to the industry” says Marc-Antoine De Mees. Furthermore, due to the threats of the 

commune to oblige the brewery, additionally to the tax, to treat their waste waters through 

decant, the Brunehaut Brewery explores a system using bamboo to purify its water waste. The 

brewery would be the first to use such a technique, making of the firm a first mover; in another 

hand, the brewery would only be a follower to use a water purification plant, benchmarking its 

competitors to ensure the best technical and economical choice. The bamboo technique works on 

the same principle as the Waste Stabilization Ponds, but instead of using several pools, the waste 

are used to grow bamboo. With this system, all the organic waste are reused for the bamboo.The 

Brunehaut Brewery would also be independent from heating oil, thanks to a wood-fuelled boiler 

using thicket coming from the property of the brewery. The original idea was to grow wood 

through the Waste Stabilization Ponds to use in the wood-fuelled boiler to heat the brewery as 

well as the conference center of its farm 10km away. However, the norms imposed by the 

regional authorities are too strict and do not allow the project of growing bamboo. As well, the 

Waste Stabilization Ponds had to be tarred “Then it was all but natural” says Marc-Antoine De 

Mees.  

 

Today, the system adopted is a water purification using gravity in large polyester cisterns, ending 

in one of the ponds of the brewery; this system can still be compared to a Waste Stabilization 

Ponds system. “In the brewery, we are proactive to the innovation in general and Eco-innovation 

has my personal preference” says Marc-Antoine De Mees. In fact, Marc-Antoine De Mees and 

his wife have a real green awareness that has an influence in their projects and daily life; they 

also try to communicate it in their company. At the beginning, the Brunehaut Brewery also 

studied the possibility to install solar panels to heat up the water, but in fact, everything is a 

matter of cost. It would have been profitable in a too long run and the brewery could not afford 

it; the environmental willingness finds its limit in the economic viability. There is here an 

obvious barrier to EI while considering the access to the capital; the solar panels in the brewery 
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are a perfect example of it. On the other hand, the brewery did not face reactions from the banks 

or investors, Marc-Antoine De Mees and his wife being the only investors in the project. Finally, 

the investments in EI are made upon the opportunities, there is not a special part of the turnover 

specially dedicated to this type of investment; “we are a too small company for that” argues 

Marc-Antoine De Mees. Actually, majority of the decisions are made with the feeling of the 

entrepreneur rather than a proper financial plan. For example, in 2012, Marc-Antoine De Mees 

expected a strong raise of the sales and felt he had to invest to renovate the production equipment 

by buying three new fermentation vats to double the production capacity and that, even if it was 

not needed at that time. Today he feels fortunate he did it, considering the actual sales of 2013 

which reached 30% for a type of beer; the production capacity is now used at 100%. While 

considering the impact of customers on the adoption of EI, Marc-Antoine De Mees says that it 

had no impact; “the clients do not care about EI, they just want the product to be delivered as 

cheap as possible”. 

 

Additionally to the willingness to reduce its wastes as well as producing its own energy, the 

Brunehaut Brewery only uses natural products to brew its beers, as well it contains no gluten and 

the raw material is organic; actually the barley and wheat are produced by the brewery. 

However, even if all the beers contains organic raw material, only the Brunehaut Bio beers range 

has the organic certification; “that is more something marketing” says Marc-Antoine De Mees. 

“Indeed, the real beer or wine lover does not drink organic, even if I personally think it is stupid” 

adds the managing director. This organic distinction with the beer is not even used to export, that 

is rather a distinction based on the distribution channel which is taken into account here. The St 

Martin abbey beers are sold among “beer geeks” and beer lovers in cafés and restaurants while 

the Brunehaut Bio beers are sold in shops selling organic food. The brewery uses two different 

distribution channels for its different ranges. While considering the managerial impact of the 

adoption of EI in the Brunehaut brewery, Marc-Antoine De Mees says that above his personal 

motivation to go green, he considers the brewery does not have a choice. In relation to live with 

their century, companies nowadays must integrate the social responsibility. According to Marc-

Antoine De Mees, the companies that will survive tomorrow are the companies that take the 

environment into account and try to have the smallest impact on it.  

 

Moreover, the Brunehaut Brewery is composed of a small team of employees, five persons. Thus 

the message is well spread among the employees and they embraced the philosophy of Marc-

Antoine De Mees to make an ecological culture in the company. In the daily life, it takes place 

under the form of a continuous war to waste. For example when there are compressed air leaks, 

more than fixing it, the managing director makes his team sensitive to the loss of money as well 

as energy. As well, the employees are informed and share the further ecological projects of the 

brewery, such as the isolation of the piping of the brewery. The small size of the enterprise also 

influences the projects the brewery has. Actually, to adopt recyclable kegs, it was better to be a 
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small and flexible firm but it would have been better to be big with financial means to build a 

water purification plant. 

 

Market and firms adoption of Eco-innovations 

Existing since 1890, the brewery is clearly a market incumbent on the market but is however a 

new-comer if the export market is considered. Many people outside of Belgium did not know the 

brewery, so the company is new on the export market but not in Belgium. This is due that before 

2007, the firm did not export and nowadays makes the most of its turnover on the export market. 

“Exporting was an obliged choice” says Marc-Antoine De Mees; actually it was not possible for 

this company to be profitable on the Belgian market due to the too small volume of sales 

possible for the Brunehaut Brewery in Belgium as well as the saturation of the market. The 

exclusivity contracts also act as a barrier, the Brunehaut Brewery can only sell to independent 

cafés which represent about 1% of the cafés. And these cafés then have the choice between all 

the breweries existing, making the market really complicated for a firm as the Brunehaut 

Brewery. Besides that, among the large retailers it appears even more difficult due to the 

pressure on the prices they put. 

 

The reaction of the market also depends on the way the company communicates its adoption of 

EI; the Brunehaut Brewery communicate positively on it as a result it has a positive impact on 

the company feels Marc-Antoine De Mees. “It is a matter of communication” says Marc-Antoine 

De Mees; there are a positive way and a negative way to treat the communication on the 

adoption of EI. It is possible to say the company was obliged to use to recyclable kegs or it is 

possible to say the company adopted it to be more environmentally conscious and make savings, 

being inventors in our profession. That even if the company did not really have a proper choice 

to adopt EI or not.  EI appeared as a solution to make export possible and export was the key for 

the firm to survive. 

 

Barriers of eco-innovations and  strategic approach 

While coming to the environmental norms the company has to show respect, the managing 

director says that there are no specific barriers at the moment. However, he expects can some 

problems may appear in the future with the water purification system and the regulations 

associated with it. At the moment, the norms are a little bit unclear and the brewery still 

functions with the system that existed before it was sold in 2007. The commune wants to build a 

water purification plant, the Brunehaut Brewery asked to be taken into account in the project, but 

no answer was given to the demand of the brewery. Actually, some breweries were asked to 

build their own water purification plant, but that would cause a problem on a financial point of 

view. At the moment it seems solved but there is no absolute certainty it is in the long run. On 

the whole, the barriers at the Brunehaut Brewery are mainly technical and economical; as an 

example of it the biomethanation project. Additionally, the human resources could also be a 

source of barriers in the Brunehaut brewery, considering the small team (5 people) with already a 
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lot of work, adopting a system such as the biomethanisation would require more people to be 

able to manage the project and achieve it. At the moment, nothing specific is put in place to 

overcome these barriers but on the brewing development of the company, with the small amount 

of human resources available in the company; the brewery asks the help of an exterior consultant 

once a month to cope with it. This consultant has the knowledge lacking in the company; “I think 

we have to take from outside the knowledge we do not have in our firm” argues Marc-Antoine De 

Mees. And that would not make sense to hire an engineer specialized to solved the specific 

problems the Brunehaut Brewery has. 
 

4.2.4. Case 4: Marsinne 

Short introduction of the brewery “De Marsinne” 

The brewery de Marsinne was established in 2012 in the village of Couthuin (Belgium) by 

Nicolas Declercq (brewing engineer) and Tanguy van der Eecken (agricultural engineer). With 

its beer, the “Léopold 7”, was a visionary ecological concept from the beginning. Actually, the 

brewery aims to be the most sustainable possible. This is why the brewery “de Marsinne” 

integrates its ecological vision in a whole reflection to reduce its impact on the environment and 

be an company of its century. For this reason the ecological reflection is conducted through an 

energy and waste management which should allow the brewery to produce beer with a neutral 

impact on environment in terms of energy, CO2 rejects and other pollution within three years. 

Nicolas Declercq is brewing engineer and worked in Belgium and abroad (Spain, Madagascar) 

after his studies and was responsible of the brewing in industrial breweries. He had with his 

associate the project of the brewery “de Marsinne” for about ten years and is now with his 

associate the responsible of the brewery. 

 

Tanguy van der Eecken is agricultural engineer with a complementary education in marketing; 

he owns the building where the brewery is installed. He had with his associate the project of the 

brewery “de Marsinne” for about ten years and is now with his associate the responsible of the 

brewery. 

 

Eco-Innovations 

According to the responsible of the brewery, their product the beer “Léopold 7” is rather 

sustainable than ecologic. Indeed, the product and thus the brewery aim to be CO2 neutral by 

2016. This requires limiting the energy needs of the brewery as well as the polluting rejects. All 

this was part of an entire vision of the project from the beginning, and has influenced the way the 

brewery was built. This makes the product as well as the process sustainable, actually, the raw 

materials are organic and the local products are preferred. However, local is privileged over 

organic raw materials. Being sustainable implies more than being organic according to Nicolas 

Declercq because all the impacts on the environment are taken into account, for example the 

transportation distance to bring the raw materials to the brewery. “Being sustainable is a global 

vision” says Nicolas Declercq. Furthermore, the sustainability of the company viewed through 
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its footprint on the environment which can be easily measured in terms of CO2. Being CO2 

neutral implies to measure every input, every throughput as well as every output of the brewery. 

To turn it into actions, the brewery quantifies the CO2 emitted per bottle and will compare the 

current situation to the objective situation in 2016, this initiative made the brewery “de 

Marsinne” win a European award for sustainable energy. The EI adopted and developed in the 

brewery “de Marsinne” take place during the production process as well as in the final product. 

Concretely, these EI are the following; recycling and 98% recycled packaging, optimized 

isolation of the brewery in the building and in the production equipment, optimized water waste 

management, no glue on the bottle label, use of green electricity and optimization of the energy 

use, no cadmium bottle serigraphy. 

 

These EI are qualified as incremental by the two associates because they argue it is difficult to be 

entirely new in the brewing sector due to all innovations constantly made everywhere. It is rather 

a transfer of knowledge from a sector to another; in this case the transfer comes from the 

industrial brewing adapted to the micro-brewing, as well as from the pharmaceutical sector 

adapted to the micro-brewing. So there is no real innovation in the process, the innovation is how 

to apply it to this type of brewery and make it profitable. These technologies already exist but not 

in the brewing sector which constitutes an innovation. This is the challenge of the micro-brewing 

with the possibilities it offers with for example a small space to cover and reuse the energy; 

outperforming bigger industries. The EI adopted by the brewery “de Marsinne” were made 

possible under an economic will from the associates as well as thanks to their knowledge. The 

associates however do not exclude anyone other to adopt the same EI if they have this desire; 

“we are not inventors” says Nicolas Declercq. The final product heavily influences the 

production process, every adaptation impacts the process. For example the levels of temperatures 

for brewing and the filtration timings are adapted. All this influences the recipe and thus the beer.  

 

Market and firms adoption of Eco-innovations  

According to the associates, the brewery “de Marsinne” is clearly reactive regarding to the 

customers but proactive while considering the brewing sector. It has been seen that the consumer 

is waiting for this kind of product, willing to know the coherence of the project with his own 

vision regarding to the environment in the future. Additionally, the own vision of the two 

associates fits with the consumers’ wishes as well as with a relevant position regarding the 

current environmental challenges. While considering the brewing sector, the company is 

qualified as proactive by the associates, arguing the industry is slow to make adaptations. 
The sustainable ideal and values of the entrepreneurs also influences the adoption of EI; giving 

them motivation to face challenges such as the access to capital and to make investments in their 

project. Furthermore, they also would like to spread the idea of sustainability in the brewing 

sector and become a sort of model inspiring others.  
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However, the values of the entrepreneurs are not described as a business culture in the brewery 

“de Marsinne” but rather a mission. That means according to the entrepreneurs to have an 

obligation of results, having a real impact on the environment, measured through several 

indicators; social, environmental, etc.; and be coherent, viable, with a long term perspective. This 

sustainable goal is also quantified in order to turn words into acts, the brewery reinvest 30% of 

its margin in the sustainable development of the firm. 
 

The packaging is also the symbol of the matching between the sustainable goal and the assets of 

the company; it uses on reusable bottles special ink and no glue, as well as the cleaning which is 

made with an ad-hoc equipment in the brewery using less resources. The beer Léopold 7 also 

takes advantages and added value due to the psychographic segmentation of the product and the 

engaged and trendy perception of the beer among consumers. Due to this, the beer Léopold 7 

does not face direct competitors and can be high priced, the customers do not negotiate the price. 

“We sell expensive and we are happy of that” says Nicolas Declercq. According to the brewery 

“de Marsinne”, it exists a clear competitive advantage in Belgium due to the sustainable 

characteristics of the beer and its story around. On the other hand, at the exportation, the 

competitive advantage will come from the “Belgian Beer” characteristic to have success on other 

markets which still offer a lot of development opportunities. Actually, the sustainable aspect of 

the beer creates enthusiasm among consumers, although at the beginning, Nicolas Declercq and 

Tanguy van der Eecken did not plan to communicate about that and nothing distinguishes the 

“Léopold 7” from others in terms of logo, eco-label or other certification. More, nothing is 

written about that on the bottle, except; “Natural Belgian Beer”. People have to trust the firm. 

Moreover, they argue it facilitates the diffusion of the product rather than creating barriers, even 

among investors. This is also made easier thanks to the visible and concrete aspects of the EI that 

can be seen for the public at the brewery and acts as a guarantee of the sustainable arguments. As 

well, Nicolas Declercq does not think that being sustainable increases the satisfaction of the 

customers but rather prefers to focus on the quality and taste of the beer. 

 

From other brewers, banks and other investors, the two entrepreneurs received many 

discouraging comments arguing they were crazy and such a sustainable concept would cut the 

margins. “The barriers were psychological » says Nicolas Declercq. To overcome this, the team 

spirit and the support of each associate are underlined. On the other hand, the size and the 

structure of the firm influenced positively the adoption of EI thanks to a better flexibility, 

especially while considering technical and managerial challenges. According to the brewers, of 

the “Léopold 7”, the sustainable concept of the beer had no direct but an indirect impact on the 

competitors. This can be verified with the absence of price negotiation with the customers and 

the appeal place given to the “Léopold 7” in the shelves of different shops. So bigger competitors 

have an aggressive commercial strategy to counter the “Léopold 7” and put is in a less appealing 

place. These competitors had however no impact on the concept of the sustainable beer. On the 

opposite the characteristics of the Belgian market and its saturation have a positive influence of 
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the concept additionally to the personal values of the entrepreneurs. Actually, the Belgian market 

needed a beer with new of different characteristics to accept and absorb it. In the same time 

while exporting, the sustainable characteristics of the beer become less important, this solution is 

then not the prime one. At the moment, with the current production and the absorption of the 

domestic market, the beer is still mainly locally sold.  

 

While qualifying the brewery, Nicolas Declercq and Tanguy van der Eecken argue that it is a 

fast-follower while considering the sustainable communication but a first-mover while 

considering the action, especially while comparing with other actors on the market using green 

washing. The context of the market when the company was established also influenced the 

project. Actually, Nicolas Declercq and Tanguy van der Eecken were already thinking about a 

sustainable beer in 2009, but at that time, with the financial crisis, the bank were less disposed to 

loan money, so they took about a year to reflect and one more year to convince investors before 

starting the project.  

 

Barriers of eco-innovations and strategic approach 

According to the associates, the technological barriers were limited while adopting EI at the 

beginning of the project; hence it is entirely a new product and the brewery was created “ex-

nihilo”, so the process was adapted according to the environment and the environment was 

created according to the sustainable vision of the brewery. Producers, suppliers and customers 

worked together to achieve a coherent vision. In other words, being a new project allowed more 

freedom for the sustainable vision compared to an existing brewery which would adopt a 

sustainable vision with the risk to distort its product.  

 

The sustainable vision of the brewery “de Marsinne” also heavily influences some financial 

aspect. Actually, being sustainable requires a consequent investment (about €300.000), this is 

why the access to the capital constitutes a real barrier. Due to the newness of the project, banks 

are reluctant to loan money. Nicolas Declercq also argues that some banks did not consider the 

sustainable aspect of the beer, preferring the financial aspect of the product. So to overcome this 

barrier, the associates had to find the right banking partner. An ideal partner for the young 

brewery was a partner who takes into account several aspects, not only financial but also the 

originality of the product. This allowed the brewery to evolve with the bank instead of being 

subdue to a bank and its policy. The sustainable aspect of the brewery is also seen as an 

investment and takes the form of equipment’s instead of consumables. So the sustainable aspect 

will remain even in case of financial difficulties.  

 

In the future, the barriers that the brewery “de Marsinne” can picture while going further in its EI 

development relate to technical aspects (Waste Stabilization Ponds) as well as financial aspects 

(filtration pump). “The financial barriers can be overcome if they are considered as long term 

investments” says Nicolas Declercq. That is the reason why at the moment, some EI are not 
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adopted due to their low ecological outcome and not to neglect others that could be more 

beneficial. Adopting EI and having a reflection on the brewing equipment adopted also took 

longer than a in a normal brewery, but this time spent was compensate after and makes sense 

with the whole project, according to the associates.  

 

There are also several norms that the brewery “de Marsinne” has to follow, such as AFSCA ones 

for the hygiene and other norms about the water reject. However, the firm has a moral result 

obligation to go beyond these norms without having any incentives from the authorities.  
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Chapter 5: Analysis. 

In this chapter the data collected and presented in chapter four will be analyzed and compared 

with the conceptual framework. This chapter is divided into three different subchapters, the first 

section 5.1. will be a within case analysis where each of the cases will be analyzed separately in 

comparison to the conceptual framework found in section 2.3. The next subchapter is the cross 

case analysis section 5.2. In this section the cases will be analyzed in comparison to each other. 

The last subchapter (5.3.) will present the new conceptual framework.  

5.1. Within Case Analysis 

In this section the four cases displayed in chapter four (section 4.2) will be analyzed compared to 

the conceptual framework. The structure of this analysis will follow the structure presented in 

section 2.3. The literature described in the conceptual framework will be compared to the 

empirical data presented in chapter 4.2.  

5.1.1. Case 1: Krönleins  

The firm  

Krönleins has been a brewery since 1836, but it took around 174 years before Krönleins would 

come to enter the market with an ecological beer. The influence for this new approach was that 

the firm could see a growing trend during the period of 2008-2009, and saw that many of the 

other breweries were aiming towards meeting and exploring this new market opportunity. Due to 

this Krönleins made the decision to follow the growing demand and established their own brand; 

“Go Green”. This was the first step for the firm to enter the market with an ecological beer. 

 

The literature review chapter showed that there are different factors which can influence the first 

step of EI.  According to Chen et. al. 2012, firms can get influenced by clients and/or 

stakeholders to become greener and EI. However, in the case study of Krönleins there were no 

identified other factors which influenced the firm to EI and explore the new market opportunity. 

However, as many other breweries were becoming more EI, the firm was influenced by the 

competitors. The theory of Marshall et. al. (2005) of sustainable values of the managers was not 

showing to have any influence in Krönleins and the EI. Although, one can assume that as the 

trend of more environmental friendly demands started, the social and ecological environmental 

conditions did influence the trend. These external environmental factors could be assumed to be 

affecting the formal and informal environment in Krönlein, as well accordingly to the theory of 

Senior and Fleming (2006). Furthermore, due to these assumptions, one can also put the internal 

environment changes in connection to the green management concerning capability of 

innovations, human resources, organizational structure from the theory of Lee, (2009). Even if 

Krönleins was more passive in their approach, they still had to make some changes to meet the 

demand of the market, and for this reason the changes of the external environment on the beer 

market influenced Krönleins to move towards a greener approach.  
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Eco-innovations 

As Krönleins wanted to follow the trend of ecological beer, the next step was to establish their 

own product. The literature of Oke, et. al, (2007) shows that there are different levels and ways 

to categorize innovation. The main change that the “Go Green” beer had compared to Krönleins 

other products is the KRAV certification. After comparing the “Go Green” beer to the definition 

of EI (appendix 1) in this thesis and with the categories described by Oke et. al, (2007), for 

Krönleins the EI took place in the process of brewing beer therefore a “organizational 

innovation”. 

 

By introducing an ecologic beer at Krönlein it resulted in that the manufacturing process became 

more complicated. The new process required more control, more administrative work with 

journals, separate tanks between the regular beer and the ecological beer. Moreover, referring to 

the theory of Carrillo- Hermosilla, et. al. (2010), how radical or incremental EI can change a 

system or a industry. In this context the EI of Krönleins is more incremental as it made changes 

in the system. However, as only the system was changed inside Krönleins and did not have any 

real impact on the economic or environmental and social sustainable system it is hard to 

implement this theory to this case.  

 

So even if the EI at Krönleins was not a major innovation, or did not bring any specific changes 

to the industry, it still made a lot of changes inside the firm and how it is structured. All this 

changes had an effect on the firm and how it operates. This case can support the claims of Wong 

(2012) that by implementing EI in the firm, firms need to change parts of the internal 

system.  Although, Krönleins has seen benefits with having an ecological product, they sees their 

“Go Green” as a tool to reach the niche markets, and it generates advantages and creates an 

interest for the brand.  
 

Barriers - Tangible and Intangible 

According to Hailia and Rundqvist (2011) and Angelo, et. al. (2012), EI encounters more 

barriers than “other innovations”. As Krönleins been active on the market for many years they 

have experience and faced many different kinds of barriers however, through the interviews it 

was understood that Krönleins faced even more barriers when they introduced the “Go Green” 

beer. 

 

Based on the theory of Barth (2004), firms can experience both tangible and intangible barriers, 

which are connected to the internal and external barriers. In the case of Krönleins the intangible 

and tangible internal barriers (in connection to the firm) created a decreasing of the motivation 

due to that since the trend started many different ecological beers (EI) has come and gone on the 

market. In other words, many of the attempts of various brands (of EI; beer) have failed to stay 

on the market and no really diffusion has taken place. Moreover, when introducing the ecological 
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beer to the company it became a more complex process as well as it was more expensive to 

make. Due to these barriers nothing has really been developed in the firms since the introduction 

of “Go Green”.  Lacking of motivation, complex and expensive process of EI have made 

Krönleins internal barriers somehow affecting the future development. 

 

The first external barriers (connected to the market) that Krönleins experienced when introducing 

“Go Green” was the problem of finding a supplier. As being a well-established firm Krönleins 

has a good network including the large suppliers (Ica, Coop, Axe Food and Bergendahls centralt) 

on the Swedish market. Still, only one, Coop, of the four major suppliers agreed to sell the new 

product. Due to this, Krönleins struggled with the diffusion of their “Go Green” and was not able 

to enter the market as “aggressive” as they wanted. Today, Coop is still the main supplier of “Go 

Green” and sells 1/3 of the total volume. The next barrier that Krönleins experienced was the 

issue of capture the demand and to maintain it. Connected to the troubling situation with the 

demand, Krönleins noticed that one barrier to reach the demand is the price. The ecological beer 

is more expensive to make than “regular beer” therefore are the price higher. Due to this the “Go 

Green” only reaches customers which are aware and loyal to ecological products, and therefore, 

does the product not generate “new” customers. The last influencing barrier which affects the 

market conditions for “Go Green” is the regulation on the Swedish market. Due to the intense 

regulations it becomes hard for Krönleins to promote their product.  

 

In sum, there are three main barriers which has complicated the introduction and diffusion of the 

“Go Green” are; the suppliers, demand, and promotion. However, two main internal barriers of 

low motivation and price of making the beer, was identified and are creating a lack of interest in 

EI. 
 

Strategy   

Since the low motivation and low volumes sales of the “Go Green” the green strategy of 

Krönleins is close to unexisting. However, some aspects did influence the introduction and the 

maintenance of the brand. 

 

Accordingly to the theory of Chen, et. al (2012), Angelo, et. al (2012) and Jabbour (2010) the 

strategic approach concerning the environmental leadership, culture, capability, clients and 

stakeholders, and regulations, Krönleins is viewed as having a reactive strategic approach. Inside 

the company there is no environmental leadership or culture that can be identified, as well as the 

firm does not apply any EI at the moment and there is no regulations pushing them to do it either. 

Moreover, since the introduction of the “Go Green”, the firm’s primary client has been Coop. 

Since then, Coop has been able to influence Krönlein in some ways due to their own strong 

beliefs in ecological products in their branding and strategy. Due to this, Krönleins expresses the 

importance of working with the right clients, and suppliers to make the brand and product more 
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competitive.  However, as the internal environment at Krönleins continues to be passive, not any 

new strategic action are taking place.   

 

Due to the growing trend on the market (2008-2009) the market had a transformation into more 

sustainable opportunities. As Krönleins has been on the market for many years, and then 

introduced their “Go Green” they are accordingly to the theory presented by Hoeckerts and 

Wüstenhagen (2010) considered being market incumbents (Greening Goliaths) with high market 

shares within the firm, but with a low environmental and social performance. Normally, 

incumbents are more influential due to their mass market, however, no strategy can really be 

pinpointed in the case of Krönleins, therefore is it hard to determine Krönleins impact on the 

sustainable transformation of the industry, and how and if it has benefited or affected their 

strategy.  In the theory presented by Wunker, (2012), Atkin et. al (2012) and Cleff and Rennings 

(2012), Krönleins is considered to have the strategic advantages of being a fast follower. By 

being fast followers Krönleins could learn from the mistakes that other ecological beer brands 

have made, although, the strategic penetration is closely linked to the market. As the main 

influential barriers were presented in the previous section as primary external, the strategic 

challenge of Krönleins is within the market. The main problem with this is that the Swedish 

alcohol market are very restricted which is creating problems to penetrate the market.  

 

Even if Krönleins could be considered as a passive actor in both the EI and in their strategy, 

some suggestions and aspects were still pointed out during the data collection. In the data 

collection three main aspects were discussed of how the firm can overcome the barriers and 

where they should focus their strategy; the importance of creating an interest amongst the 

customers, to find the right clients, and finally to educate and display the benefits.    
 

The market  

To succeed and diffuse on the market is the goal for firm when they introduce themselves or a 

new product to the market. Hemel and Cramer (2002) stated that the market provides both 

opportunities and threats. In the cases of Krönleins the market showed great potential when the 

trend started in 2008-2009. This opportunity triggered Krönleins to meet the new demands and 

explore the possibilities. However, Krönleins has experienced more threats since they entered 

their with their ecological beer. The size of the segment at the moment is not enough for 

Krönleins to further explore the market and has them struggling. Also other factors create threats 

for the firm as there is a lacking of support from the key actors on the market. Harvey et. al 

(2010) claim that the reasons for innovations is to make profit, at the moment Krönleins are not 

having any greater volumes on the sales of “Go Green”.  Due to this Krönleins does not put 

much focus on its product. However, the motivation to continue with the “Go Green” is for 

Krönleins to capture the still existing segment and market shares and make the brand of 

Krönleins more interesting. 
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The external environment, concerning the non-controllable factors which affects the firms enter 

and diffusion on the market (Senior & Flemming, 2006) can be connected to the factors 

presented before Krönleins has experienced and is still experiencing barriers which it cannot 

control, or cannot really affect. However, as the motivation is low in the firm to continue with 

EI, they are more or less settling with the current situation for now. One of these barriers 

coordinates to the theory of Cantono and Silverberg (2009) that when products are consider 

green they are expected to be more expensive. However, the problem of Krönleins is that the 

customer does not agree with the theory, presented by Cantono and Silverberg (2009) and think 

that the beer is too expensive.  

 

Concluding, even if Krönleins has got their product onto the market, they are still struggling with 

some of the barriers. The interview showed that the firm has an understanding of how to 

overcome it, but due to the situation and low motivation they are not taking any specific actions.  

5.1.2. Case 2: Ängöl Kvartersbryggeri 

The firm 

Ängöl Kvartersbryggeri is considered as a newcomer on the Swedish beer market. The firm has 

been active since 2009, and this year (2013) they established their first ecological beer. Before 

introducing the ecological beers, the company was contacted to another local company 

Wannborga (vineyard and Whisky) which needs help to produce ecological “sweet herbs” to 

their production. They agreed to help Wannborga, and it became an important client. When 

Ängöl Kvartersbryggeri was producing the ecological “sweet herb” to Wannborga, it turned into 

an influencing cooperation. The theory of influence from clients and stakeholders was introduced 

in the conceptual framework by Chen et. al (2012). As Wannborga became an important client 

for Ängöl Kvartersbryggeri, they introduced a new possibility, and created a new structure 

within the firm. Due to this, Chen et. al (2012) theory submits to the case of Ängöl 

Kvartersbryggeri as the cooperation with Wannborga would become an important aspect within 

the future development of the firm. Besides the client of Wannborga, Ängöl Kvartersbryggeri 

only has a few clients (suppliers) on the market. The major of these are the governmental owned 

Systembolaget, while the others are some small local pubs and restaurants around Kalmar. 

However, as the market is much regulated in Sweden, none of the other actors did really 

influencing Ängöl Kvartersbryggeri.  

 

According to Senior and Fleming (2006), the inside environment of a firm is important for the 

adoption of change and flexibility regarding to how the informal and formal environment are 

structured. As Ängöl Kvartersbryggeri is a small brewery with only a few employees the 

informal and the formal environment are quite flexible, with a low hierarchy and with an 

easygoing structure. When an employee has a suggestion or a new input, they are allowed to act 

and try new possibilities. Due to this more “easygoing” organizational structure, the firm and the 

employees is allowed to experiment with the firm without any strong restrictions. Also as the 
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firm do not have a specific hierarchy structure; it makes the firm more flexible to try new 

outlooks.  

 

Furthermore, Ängöl Kvartersbryggeri does not have any specific green management awareness 

in the firm. Some aspects to EI such as save cost has been explored, however, the size of the 

brewery is affecting the possibilities. Therefore could the theory of Lee (2009), of green 

management, not really be applied to Ängöl Kvartersbryggeri, as it does not exist. Although, one 

of the main influence factors was the values of the employees, which supports the theory of 

Marshall, et. al (2005).  
 

Eco-innovations 

As analyzed in the previous part, the organizational structure and the corporations did influence 

Ängöl Kvartersbryggeri to look for new possibilities. After some reflection the firm established 

that the Swedish beer market was lacking a “good tasting ecological lager beer”. The outcome of 

this was two ecological beers, one ale and one larger: “Bistra Årets Ängöl”, and “Ängöl 

Schlager”.  

 

These two ecological beers of Ängöl Kvartersbryggeri are both made by ecological ingredients 

(herbs and malt), and due to this they received the certificate of the European Union. With this 

certificate the firm is required to keep journals and closely distinguish the regular beer from the 

ecological beer. Besides just making the beer itself ecological, the firm has been involving other 

parts of the product which can be classified as an EI. The labor on the beer bottle was changed 

from printed-labours to screen-printed which is more environmental friendly when excluding the 

glue. Also the glass bottles were manufactured with thinner glass, which is making the lighter 

and therefore lighter to transport.   Due to this two new features, one can based on the 

classification of Oke, et. al (2007), claim that the EI of Ängöl Kvartersbryggeri is a process and 

organizational innovation. In addition to the new administrative work due to the certificate, 

Ängöl Kvartersbryggeri was able to use the guidelines and journal system and apply them on the 

other products. This did improve the overall production at the company, and ensured the level of 

quality. Furthermore, the theory of Wong, (2012) of the inside changes due to EI, can been seen 

in the cases of Ängöl Kvartersbryggeri, and could be implied in this case.  

 

To review the theory of Carrillo-Hermosilla, et. al (2010) the cases of Ängöl Kvartersbryggeri 

indicates small incremental changes. However, they did not show any significant reactions on the 

systems of the industry or market, and did not either create any changes in the economical or 

environmental sustainable systems. Although, by introducing the two ecological products, the 

firm went through radical changes, both in the process and the product. Therefore one could 

argue as the products only is in the introduction stages, and that the firm has experienced radical 

changes, (good changes) EI brings a more sustainable point of view for firms, and give the firm 

advantages.  
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Barriers - Tangible and Intangible 

As the theory of Hailia and Rundqvist (2011) and Angelo, et. al (2012) Ängöl Kvartersbryggeri 

has experienced more barriers with their ecological beers that with their other products. In 

comparison to the theory of Barth (2004), both internal and external barriers of both intangible 

and tangible could be identified. The firm has experienced tangible external barriers on the 

market that many customer thinks that their ecological beers can be too expensive. This barrier is 

connected to one of the internal tangible barriers, that the process of making ecological beer is 

more expensive than “regular beer”. This could be explained as a chain reaction, as the beer is 

more expensive to make, it will become more expensive in the shop. The intangible external 

barrier was also concerning the customer. Ängöl Kvartersbryggeri has discovered that main of 

the potential customers are afraid of ecological beer. This due to that they do not trust the 

ingredients and the way it is produced. The intangible internal barriers, was defined as time, size, 

and demands from investors (to make profit). This shows that Ängöl Kvartersbryggeri 

experiences both internal and external barriers. However, mainly internal was recognized.  
 

Strategy  

In parallel with the cooperation with Wannborga, Ängöl Kvartersbryggeri discovered that during 

the period of January until March, the beer industry was suffering from low volume sales. Due to 

the challenge of the low volume sales, the company viewed this as an opportunity to try a new 

kind of strategy. This strategy involved introducing their ecological beers. 

 

Due to the active actions and driven employees Ängöl Kvartersbryggeri can be considered as a 

proactive strategic approach. First of all they are experiment with different kinds of active 

strategic approaches. In connection to the different variables of the theory by Chen, et. al (2012), 

Angelo, et. al (2012) and Jabbour (2010),environmental leadership, culture, capability, clients 

and stakeholders, and regulations. The firm do not have any of the criteria’s, however, as they 

are a small “easygoing” ,flexible firm, the firm can adopt and shift the focus onto several things 

at the same time, and also some of the criteria’s might be meet some days, and other days the 

will not. For instance, the cooperation with Wannborga did influence the start of EI. Moreover, 

the firm are putting a lot of effort into the brand, by pushing the historical and local events, they 

are proactive (active) in their firms overall strategic approach.  

 

Concerning the penetration strategy based on the work of Hoeckerts and Wüstenhagen (2010), 

Ängöl Kvartersbryggeri should be considered as a market incumbent (Greening Goliaths). It can 

be argued that the firm does not fulfill the requirement of market incumbent due to the market 

shares. However, in a local perspective Ängöl Kvartersbryggeri has a well-established 

market.  Moreover, due to that the firm is relatively new, they could be considered as a new 

entrant in the Kalmar region niched ecological market. As the products only been active for a 

few month it is too early to analyses how the products have affected the sustainability and 
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transformed the beer brewing industry in that region. Moreover, based on the theory of Cleff and 

Rennings, (2012), Wunker, (2012) and Atkin et. al. (2012), Ängöl Kvartersbryggeri is considered 

as a fast follower. This due to their history with Åbro, and how they can take advantages of the 

knowledge Åbro´s ecological beer has. As well as the firm was not the first local brewery to 

attempt to develop an ecological beer.  

 

One aspect that Ängöl Kvartersbryggeri has acknowledged is that due to the size of the brewery, 

and that the firm is considered amongst customers to be an organic orientated firm. Which in 

some aspects are being advantages for the firm. Furthermore, by being a small firm, the firm is 

more flexible and can prioritize how they want to do. This has led to that the firm has discovered 

that it is important to enable the timing of different seasons, demands and trends. By doing this 

in their marketing they are able to reach customer beyond the segments. An example of this is 

the new ecological beer, Schlager beer. By making associations to events the firm can raise 

interest and capture new market shares. This is an important objective in their strategy.    
 

The market  

After the introduction of their ecological beer Ängöl Kvartersbryggeri has been driven to 

overcome the challenges and barriers. The EI of Ängöl Kvartersbryggeri have faced both 

opportunities and threats on the market (Hemel and Cramer, 2002) , but the opportunities have 

been the larger part. The company has identified benefits by having a niche product on the 

market (ecological beer) and even if the expensive process and price is a part of being ecological, 

it gives the firm an image of an exclusive brand. As Cantono and Silverberg (2009) shows that 

some customers want to pay more for the product if it is green, has in one sense been a barrier in 

the case of Ängöl Kvartersbryggeri however, some advantages as brand exclusive could be seen. 

Furthermore, as Ängöl Kvartersbryggeri has experienced also internal barriers the theory of 

Harvey et. al (2010) points out that the main aspects of doing innovations is to gain profit. The 

firm has experienced the internal demand from stakeholder as factor which puts pressure onto the 

new products to make profit. 

 

Finally, the external and internal environment (Senior & Flemming, 2006) shows to have barriers 

when entering the market with EI. By being a small firm, Ängöl Kvartersbryggeri does not have 

the traditional norms of informal and formal environments, but rather intangible and tangible 

barriers. Also as the firm is quite young it is hard to point out any specific factors which could be 

blamed or solved through the both environments.  
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5.1.3. Case 3: Brunehaut Brewery 

The firm 

The Brunehaut Brewery was established in 1890 and bought by its current owners in 2007 after it 

went bankrupt. The EI took place under the push of its managing director and current owner. The 

EI adopted by the Brunehaut Brewery were both a matter of ecologic vision of the owner as well 

as a matter of savings. The sustainable vision and values of the owner influences the adoption of 

EI in the case of the Brunehaut Brewery, confirming the arguments of Marshall et al. (2005). 

However, the clients and investors others then the owner himself; did not have an influence on 

the EI adoption in the brewery, in opposition with the theory of Chen et al. (2012). This due to 

that there is no external investor in the Brunehaut Brewery and that the company mainly exports 

its products, and the ecological aspect of the product does not play a determinant role on 

exporting markets, actually, the customers do not pay attention to it. It is also in contradiction 

with the theory of Senior and Fleming (2006), supporting the theory of the influence of the 

external environment on the adoption of EI by a company. On exporting markets, the savings 

aspects becomes predominant but the customers were in the beginning reluctant to the recyclable 

kegs, so they did not play an influential role on the adoption of EI by the brewery. Additionally, 

the sustainable vision of the Brunehaut Brewery contradicts Lee (2009) claiming that green 

management practices are often ignored. 

 

Eco-innovations 

The innovations that took place in the case of the Brunehaut Brewery were process innovations 

according to the definition of Oke et. al, (2007). That is justified by the fact that the product 

remained the same, just the packaging and the process associated to the Waste Stabilization 

Ponds were altered. As well, the EI that were adopted in Brunehaut Brewery are incremental 

according to the theory of Carrillo-Hermosilla et al. (2010). That can be justified by the fact that 

the innovations adopted are based on already existing ones and are adapted to fit the case of the 

Brunehaut Brewery, such as the recyclable kegs. These innovations required some incremental 

technical changes in the system of the company, for example in the machinery and the way to 

clean the water, supporting the theory of Carrillo-Hermosilla (2010). Furthermore, according to 

the typology of EI of Carillo-Hermosilla (2010) the level of change that occurred on the 

Brunehaut Brewery is a system change (Eco-effectiveness). It also affected the industry, making 

others adopting the recyclable kegs, which had impact on the environment as well as the 

economic side by providing a cheaper and less polluting solution, confirming the theory of 

Carillo-Hermosilla (2010). 
 

Barriers - Tangible and Intangible 

The barriers faced by the Brunehaut Brewery are mainly economical and technical. Actually, the 

economical barriers are for example some EI that the brewery cannot afford or which is not 

economically such as the solar panels or technically complex such as the biomethanisation 

project.  For the economical aspect, it is mainly a matter of access to the capital that creates 

barriers to EI. Additionally, barriers such as the unclear environmental norms, exclusivity 
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contracts on the Belgian market and the lack of human resources can also be added in the case of 

the Brunehaut Brewery. According to the classification of the barriers proposed by Barth (2004), 

the barriers are in this case of several types; external and tangible barriers (access to capital, 

unclear environmental norms, lack of human resources), external and intangible (exclusivity 

contracts in Belgium) and well as internal and tangible (technical barriers with the Water 

Stabilization Ponds). In the case of the Brunehaut Brewery, the theory of Halila and Rundquist 

(2011) as well as Angelo et al. (2012) claiming that EI face more barriers than regular 

innovations is verified. That can actually be observed while considering the EI barriers related to 

the technical aspects and the unclear environmental norms. 
 

Strategy  

According the theory of Hoeckerts and Wüstenhagen (2010), the Brunehaut Brewery can be 

considered as a sustainability startup tending to be an “emerging David” due to its limited but 

growing market share due to the size of the brewery and its high environmental and social 

performance. Actually, if the brewery is on the market since 1890, the EI adoptions started in 

2007. Following the theories of Jabbour (2010), Chen et al. (2012), and Angelo et al. (2012), the 

approach of the Brunehaut Brewery has a proactive approach regarding the adopting of EI. 

Factually, the managers always look for innovation, preferably EI, ahead of the competitors and 

the environmental norms. This is also a way to overcome barriers for the Brunehaut Brewery, 

actually the main barriers mentioned were economic, technical, related to unclear norms, to the 

lack of human resources and to the exclusivity contracts. A proactive approach allows to the 

brewery to consider the costs of EI as an investment with a long term view to make savings (the 

new bottling chain with recyclable kegs doubled the bottling productivity), trying to face the 

economical barrier and ensure the success of the firm. As well, this approach allows the brewery 

to be ahead of the environmental norms which could also be considered as preventive of the 

proactive approach was not totally a willingness from the manager as it is in this case. To face 

the lack of human resources and the exclusivity contracts, the brewery hires external consultant 

and exports.  

 

Additionally, Cleff and Rennings (2012), Wunker (2012) and Atkin et al., (2012) give indicators 

to classify the Brunehaut Brewery as a first-mover, being the first brewery to adopt fully 

recyclable kegs. The case of the Brunehaut Brewery also confirms the theory of Cleff and 

Rennings (2012), Wunker (2012) and Atkin et al., (2012) arguing that it can lead to advantages 

of being the first on the market but the brewery had to face the technical challenges linked with 

the adoption of this EI -the recyclable kegs-. And now put a trend on the market, being an 

example followed by others and while benefiting of its technical advance and the savings related 

to it. 
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The market  

The theory of Hemel and Cramer (2002) suggest that the market provide both opportunities and 

threats, however, in the case of the Brunehaut Brewery and its high growth rate, the threats 

appear less obvious. Indeed, the brewery makes a substantial part of its turnover (72%) on export 

markets, benefiting from the Belgian beer renown and does not try to compete with big 

competitors on the small Belgian market with its exclusivity contracts. The case of Brunehaut 

Brewery contradicts the theory of Cantono and Silverberg (2009) stating that the green 

perception  of the product leads the consumers to pay more for it, in this case, the green 

distinction acts rather to make distinction between distribution channels (organic shops) than to 

act as a price distinction. Finally, in the case of the Brunehaut Brewery, EI is also a way to make 

savings and thus profit compared with regular innovations, what confirms the theory of Harvey 

et al. (2010). Finally, the influences of the external environment can be stated in the case of the 

Brunehaut Brewery as the unclear environmental norms, the lack of access to the capital linked 

with the economic situation also confirm the theory of Senior and Fleming (2006) discussing the 

influence of the external factors affecting the firm when entering markets. 

 

5.1.4. Case 4: Marsinne Brewery 

The firm 

The Marsinne Brewery was established in 2012 and produces the beer “Léopold 7”, the 

sustainable concept was an entire vision from the beginning. The two entrepreneurs had the 

willingness to reduce as much as possible of the environmental impact of the brewery thanks to a 

whole reflection implying EI. Even if the brewery does not communicate on the ecological 

aspect of the beer, the consumers have a demand for this kind of products.  

 

According to the theory of Chen et al. (2012), the stakeholders and customers can influence the 

firm. In the case of the Marsinne Brewery; the both entrepreneurs as well as the customers had 

an influence. The entrepreneurs had the sustainable vision from the beginning and were as well 

conscious of the demand of customers for sustainable products, also confirming the theory of 

Marshall, et. al. (2005). However, the external investor in the project, namely a bank only had a 

limited influence on the project due to the willingness of the entrepreneurs to choose carefully a 

good banking partner who understood their vision and not to be subdue to a bank, in 

contradiction with Chen et al. (2012). The customers’ influence on the firm confirm the influence 

that the external environment can have on the firm discussed in the theory of Senior and Fleming 

(2006) and Chen et al. (2012). Additionally, the sustainable vision of the Marsinne Brewery 

contradicts Lee (2009) claiming that green management practices are often ignored. 
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Eco-innovations 

In the case of the Marsinne Brewery, the EI are process innovations, according to the theory of 

Oke et. al, (2007). This is due to all the techniques adopted by the Marsinne Brewery aiming to 

make the brewing process more ecologically efficient while still having a traditional product. 

Furthermore, the EI adopted in the case of the Marsinne Brewery are incremental according to 

the theories of Carrillo-Hermosilla et al. (2010). The EI adopted by the brewery already existed 

in other sectors and were adapted to the brewing sector to fit this case. As well, the EI affected 

the system of the Marsinne Brewery which had to think of a global vision to integrate the 

different EI in the company, fitting the theory of Carrillo-Hermosilla et al. (2010). Actually, each 

innovation is adopted after a reflection based on the economic and environmental advantages it 

can bring, complicating the changes occurring in the company. Furthermore, according to the the 

typology of EI of Carrillo-Hermosilla (2010) the level of change that occurred on the Marsinne 

Brewery is a system change (Eco-effectiveness). It also indirectly affected the industry, making 

competitors aggressive and reflecting more on the sustainable aspect of their product, which had 

impact on the environment as well as the economic side of the brewery by providing a cheaper 

and less polluting solution to the brewery and the industry, confirming the theory of Carrillo-

Hermosilla (2010). 
 

Barriers - Tangible and Intangible 

The Marsinne Brewery only sells one beer, the “Léopold 7”, as well; the innovations adopted by 

the brewery are always the result of a global sustainable reflection. All that makes the 

comparison of the barriers faced between regular innovation and EI irrelevant in the case of the 

Marsinne Brewery because the ecological aspect is always globally taken into account while 

adopting an innovation.  

 

In the case of the Marsinne Brewery, the main barriers mentioned by the associates are; the 

psychological barriers with the discouraging comments of the other brewers, technical barriers in 

the case of the development of the Waste Stabilization Ponds, and the lack of access to capital 

with some banks reluctant to loan money due to the newness of the project as well as a different 

vision of EI than the associates of the Marsinne Brewery. These barriers can be respectively 

characterized as “internal and intangible” (psychological barriers) “internal and tangible barrier” 

(Waste Stabilization Ponds) and as “external and tangible barrier” (lack of access to capital) 

according to Barth (2004). The barriers to EI experienced by the Marsinne Brewery confirm the 

theory of Halila and Rundquist (2012) as well as of Angelo et al. (2012) arguing that EI face 

more barriers than regular innovations. In fact, the technical aspects mentioned as barriers by the 

Marsinne Brewery are bigger due to the sustainable aspect of the barriers because all of the 

innovations -EI- taking place in the brewery have to integrate a global vision which is made after 

a mature reflection, often taking longer time. In the same way, accessing the capital in banks also 

probably took a longer time than if it had been regular innovations due to the fact that the 
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entrepreneurs had to find the right banking partner sharing the vision of the firm on a sustainable 

point of view, which also took a long time and reflection. 

 

Strategy 

According to the theories of Jabbour (2010), Chen et al. (2012), and Angelo et al. (2012), the 

approach of the Marsinne Brewery can be qualified as reactive strategic firm regarding to the 

customers and proactive while considering the brewing sector, following the arguments of the 

owners of the Brewery. However, it can be argued that the proactive approach appears dominant 

if the environmental culture of the firm described by Chen et al. (2012). Actually, being ahead of 

the competitors in terms of EI is a proper strategy of the Marsinne Brewery but it is also a part of 

the solution while coming to the barriers. The main barriers mentioned by the associates were the 

psychological barriers, technical aspects and the access to the capital. A proactive approach 

allows the firm to see EI as investments in the long run and thus overcome the lack of access to 

capital as well as keeping the sustainable culture of the company to face the psychological 

barriers thanks to a strong conviction of the owners. However, in another hand, being proactive 

can also bring some threats to the company, especially while evoking the barriers linked to 

technical aspects. 

 

Additionally, Hoeckerts and Wüstenhagen (2010), Chen et al. (2012) and Atkin et al., (2012) 

give indicators to classify the Marsinne Brewery as a newcomer on the market, getting 

credibility of being so due to the conception of the project “ex-nihilo” and its global sustainable 

vision, the Marsinne Brewery also has a low market share and a high environmental and social 

performance confirming Hoeckerts and Wüstenhagen (2010). It can also be called a sustainable 

start-up with the intention to grow in an emerging David with its growing market share. As well, 

the brewery can be characterized as a first-mover on the market according to Cleff and Rennings 

(2012), Wunker (2012) and Atkin et al., (2012). That confers some advantages to the firm, such 

as the higher prices that the brewery can have or the savings made through EI for example, 

supporting the theories of Wong (2012 and Atkin et al., (2012) while viewing the cost advantage. 

However, not only advantages can be given to the Marsinne Brewery of being first mover, 

especially while considering the technical barriers, confirming the theory of Cleff and Rennings 

(2012). 
 

The market 

The theory of Hemel and Cramer (2002) suggest that the market provide both opportunities and 

threats, however, in the case of the Marsinne Brewery if the opportunity was well represented, 

the threats were less obvious. The brewery does not face direct competitors thanks to a well-

established psychographic segmentation. As well, the case of the Marsinne Brewery supports the 

theory of Cantono and Silverberg (2009) stating that the green perception of the product leads 

the consumers to pay more for it, actually the brewery is satisfied to sell at higher prices and 

does not try to compete on this field with bigger actors of the brewing sector. Finally, in the case 
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of the Marsinne Brewery, EI is also a way to make savings and thus profit compared with regular 

innovations, what confirms the theory of Harvey et al. (2010). Finally, the influences of the 

external environment can be stated in the case of the Marsinne Brewery as the lack of access to 

the capital linked with the economic situation also confirm the theory of Senior and Fleming 

(2006) discussing the influence of the external factors affecting the firm when entering markets. 

5.2. Cross Case Analysis  

This is the second part of the case analysis. In contrast from the within case analysis, the next 

part of this chapter will contain a cross case analysis. In the cross case instead of comparing the 

theory to the cases, the cases will be compared against each other, based on the findings in the 

within case analysis. Down under, a table summarizes all the four cases with the theory. By 

doing these patterns are revealed and analyzed, hence a conclusion can be drawn from the 

findings. The table here on the next page shows all the themes and the theories as well as all the 

case study results from the within case analysis. A summarizing table of all the analyzed cases 

can be found in appendix 3.  

 

The firm 

Understanding the theory presented in the conceptual framework (section 2.3) by Chen, et. al 

(2012), Senior and Fleming, (2006), Lee (2009), and Marshall et. al (2005), there are different 

factors which are influencing the start of EI inside of firms. Three of the firms, Krönleins, Ängöl 

Kvartersbryggeri and Marsinne were influenced by external factors, however, only Krönleins 

had the external as the primary trigger. At the same time, Brunehaut was the only firm who was 

just influenced by the internal factors. It can be seen through the cases that the trigger and 

influence factor of the firms EI is important to understand how the firm will adapt to changes, 

and if they are pressured to do so. Moreover, some barriers can be connected to the influences 

factors of the firms, and also their strategic approach. It also affects how the market will be 

penetrated and how the firm will use their influence within their strategy.  

 

Due to this, one can see a connection between the theory of firms’ environment (Senior & 

Fleming, 2006) influences and the green management theory (Lee, 2009) as well as the values of 

owner and manager theory (Marshall, 2005). The firms how had strong influence from the owner 

or manager regarding environmental values within the firm was more likely to develop a green 

management structure and make major changes within the firm. This can be seen in Marsinne 

and Brunehaut as the managers own values, was built into the structure from the beginning, 

making the adoption and values (culture) within the firm much easier. Ängöl Kvartersbryggeri, 

however, has the disadvantage of being a very small brewery making it hard to fully expand EI 

in all parts of the firm. Krönleins was the only firm who was acknowledging the development of 

the external environment as business opportunity, however not because of the environmental 

issues rather by following the competitors and the growing demand. Marsinne on the other hand 

was influenced by the environment (which can be seen as the external factor) but rather than just 
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see a growing demand, they saw the issues. Ängöl Kvartersbryggeri used their ecological beers 

as a strategic opportunity do to the low sales volumes in January until March, although, this 

period was not an influencing aspect for the firm to implement EI.  

 

Moreover, all the firms except Marsinne had to make changes in their firm due to external 

factors but also because of their adoption of EI, these changes due to certifications, new products 

and process. Moreover, as the size of the firms differs, the level of influences dose also 

difference. The smaller firms were more likely to adopt the concept of EI easier due to that the 

small firms are more flexible. Two of the firms was influenced and pushed by external actors 

such as stakeholder and clients (Chen, et. al, 2012), Ängöl Kvartersbryggeri and Marsinne. In the 

case of Ängöl Kvartersbryggeri this lead to the acknowledging of ecological products, and 

Marsinne could see that the customers wanted an ecological product. Krönleins on the other hand 

could say that the external actor could be seen as the competitor, however, it is not concerned 

with the theory by Chen, et. al (2012) due to that Krönleins was influence by the new market 

shares opportunities, and not “pushed or pulled” by another actor. Brunehaut was not influenced 

by any external actors, however, the aspects of cost savings connected to the EI was one of the 

triggering factors. Overall it can be understood that as the firm is the first step of the EI, the 

influence factors will “set the tone” for the entire process. It also will be affected by the actors 

involved in the process and they will influence the overall approach and commitment of the firm. 

Moreover, the actors involved can also help or destroy the when firms are trying to overcome the 

barriers.  
 

 Krönleins Ängöl 

Kvartersbryggeri 

Brunehaut 

Brewery 

Marsinne 

Brewery 

Firm 

Influencing 

actors 

Identified a 

trend 

Influenced by 

cooperation; 

Employees’ values 

Owners’ own 

green vision and 

willingness 

Owners’ own 

green vision and 

willingness, 

Bank, 

Customers 

Influencing 

environment 

External 

influences 

Internal and 

external influences 

Internal 

influence 

Internal and 

external 

influence 

Management No green 

management 

No green 

management 

Green 

management 

Green 

management 

Table 7 : Summary of the firm's aspects, authors' creation 
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Eco-innovations 

The classification of innovations based on Oke, et. al (2007)  differs amongst the firms. Three of 

the firms (Ängöl Kvartersbryggeri, Brunehaut Brewery and Marsinne Brewery) were considered 

as process innovations. Although, due to the changes based on the certifications, Krönleins as 

well as Ängöl Kvartersbryggeri are considered to have an organizational innovation.   Moreover, 

the adopting of a process innovation made the manufacturing process more complicated for all 

the cases reviewed in accordance with Carrillo-Hermosilla et al. (2010). Moreover, the firms 

who had organizational innovations experiences complications took for example the form of 

additional administrative work, more control, and change in the machinery. As well, the process 

innovation observed in the case of Ängöl Kvartersbryggeri, the EI increased the level of quality 

of the other products. The adoption of EI in these firms lead to some change, which was 

incremental change in all cases, however in it could be argued in the case of Ängöl 

Kvartersbryggeri that inside went through a radical change according to Carrillo-Hermosilla et 

al. (2010). The incremental change that occurred in the case studied concern aspects inside the 

firm, adapting already existing innovations to the brewing sector or their particular case. 

 

Furthermore, the adoption of EI lead to changes inside the firm in all cases and as well changes 

on the economic and environment in the case of the Belgian breweries but not in the case of 

Swedish ones. The adoption of EI by the Belgian breweries had an impact on the industry, 

developing the recyclable kegs in the case of the Brunehaut Brewery and a limited and indirect 

change in the case of the Marsinne Brewery confirming Carrillo-Hermosilla et al. (2010). 
 

 Krönleins Ängöl 

Kvartersbryggeri 

Brunehaut 

Brewery 

Marsinne 

Brewery 

Eco-innovation 

Innovation Organizational Process and 

organizational 

Process Process 

Change Incremental Incremental Incremental Incremental 

System no changes in 

system of 

economics and 

environment, 

however inside 

the firm. 

small change, no 

effect, radical 

changes in the 

firm, small, 

problems with 

continuing being 

EI. 

small changes in 

system of 

economic and 

environmental, 

change inside 

the firm 

indirect change 

in system, 

change inside 

the firm 

Table 8: Summary of the Eco-innovations' aspects, authors' creation 
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Barriers - Tangible and Intangible 

In a general point of view, all the cases viewed in this studied expressed both internal and 

external barriers confirming Barth (2004). However, it is possible to go deeper in the analysis of 

the barriers and make a difference between the different cases and their different situations. 

Actually, among the breweries interviewed, some have been on the market for many years 

(Krönleins and Brunehaut Brewery) while others newly entered it (Ängöl Kvartersbryggeri and 

Marsinne Brewery). In the same time, some have several products, green and not (Krönleins, 

Ängöl Kvartersbryggeri and Brunehaut Brewery) while the Marsinne Brewery only brews a 

single beer. That implies that some of the breweries studied can compare if the barriers were 

bigger with the green beers or not. And actually it was the case for the two Swedish breweries, 

but not for the Brunehaut Brewery, making the theory of Halila and Rundquist (2011) and 

Angelo et al. (2012) partially verified.  

 

While having a closer look at the different barriers, it appears that some cases share the same 

experience of barriers or the same barriers appear in several cases. Indeed, the economical barrier 

(too expensive or lack of access to capital) can be observed in all the cases except Krönleins, 

which faces barriers more related to the market as well as Ängöl Kvartersbryggeri. In another 

hand, in the internal barriers, the technical aspects also appear as a barrier in several cases; Ängöl 

Kvartersbryggeri, Brunehaut Brewery and Marsinne Brewery. As well, a barrier related to the 

norms and regulations appear in two cases in Sweden and in Belgium in the cases of Krönleins 

and Brunehaut. The first experienced barriers related to the regulations of the market while the 

second experienced a barrier related to unclear environmental norms. Finally, a barrier which 

relates to the financial side can be observed in the internal as well as in the external category. 

This is due to the fact the different breweries have a different perspective on it and treat it in a 

different way. In fact, the Swedish breweries see a barrier of EI related to the cost as internal 

claiming that ecological beer is more expensive to make while in the case of the two Belgian 

breweries; they see it as an external barrier relating to the lack of access to capital. This is due to 

the fact that EI is seen as an investment that can lead lower the cost in the case of the Belgian 

breweries while only seen as a production cost in the case of the Swedish ones. 

 

Finally, a common point to the barriers to EI experienced by all the cases is they all agree to say 

the barriers experienced complicated their production process due to the different challenges 

linked with the barriers faced and the way to overcome it. 
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 Krönleins Ängöl 

Kvartersbryggeri 

Brunehaut 

Brewery 

Marsinne 

Brewery 

Barriers – Tangible and Intangible 

Internal 

barriers 

Low motivation, 

Expensive to 

make 

Time, space, 

expensive 

Technical, 

human 

resources 

Technical, 

psychological 

External 

barriers 

Suppliers, 

demand, 

promotion 

Customers afraid 

of ecological 

products, price 

Economical 

(access to 

capital, must be 

economically 

viable), unclear 

norms, 

exclusivity 

contracts in 

Belgium 

Economical 

(access to 

capital) 

Table 9: Summary of the barriers' aspects, authors' creation 

 

Strategy  

What strategically approach the firm attempts are linked to the environmental leadership, culture, 

capability,  regulations and the clients and stakeholders and it describes the firms’ position (Chen 

et. al. 2012, Angelo et. al. 2012, Jabbour, 2010). In the cases one can see a clear connection 

between the green management; the internal influences and the strategic approach. Brunehaut 

Brewery, Marsinne Brewery and Ängöl Kvartersbryggeri have an internal set of environmental 

values which have an impact on their (the firms) strategically approach of being proactive.  

 

While Krönleins who has only market shares, and trends (external environmental stimulates) and 

no really commitment in the firm, therefore has the firm the strategic approach of being reactive. 

Moreover, by having a low motivation concerning the environment and EI, the firm does not 

have a clear formulated strategy concerning its work of EI and the future development. 

Although, as they have a close cooperation with Coop, they are getting a bit influenced by Coops 

environmental values, however, the effects are hard to put into the perspective of reactive theory 

based on Chen et. al. (2012), Angelo et. al. (2012),and Jabbour, (2010). Connecting all the 

previous aspects (barriers, influencing actors/factors and the approach) one can see that there are 

differences between the proactive firms and the reactive firms The factors based on the approach 

theory of environmental leadership, culture, capability,  regulations and the clients and 

stakeholders one can see that the reactive firm (Krönleins) is passive in all the different 

categories. Krönleins are in other words not so integrate in any environmental internal firm 

perspective, and rather keep the focus on market, while the proactive firm has a more internal 

focus on factors inside the firms. However, one can argue that Ängöl Kvartersbryggeri can be 
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place primary as proactive, however, as they are a very small brewery, one can still separate their 

proactive approach compared to the two Brunehaut brewery and Marsinne Brewery. 

 

The next strategic aspect based on the penetration of emerging Davids and Greening Goliath 

(Hoeckerts & Wüstenhagen, 2010).  The Belgian firms are considered emerging Davids in this 

case while the Swedish firms are considered as greening Goliaths. This shows that the Belgian 

firms do have a higher environmental and social performance with low market shares than the 

Swedish firms and do in that sense have a greater impact on the sustainable transformation of the 

industry at the moment.  

 

The first mover, and fast follower theory (Cleff & Rennings, 2012, Wunker, 2012, and Atkin et. 

al, 2012) can also be connected to the approaches that the firms has positioning themselves in. 

Both Brunehaut brewery and Marsinne brewery are considered as first mover, in the cases of 

Brunehaut brewery it is a strategy part of the solution to overcome barriers, sustainability startup 

(e.g. keep ahead of the norms) in the case of Marsinne brewery it also considered as a strategic 

part to overcome the barriers (e.g. keep a sustainable culture in the firm). However, both 

Krönleins and Ängöl Kvartersbryggeri are considered as fast followers, in the case of Krönleins 

this is based on the passive strategic approach by just following the trend of the market. Even if 

Ängöl Kvartersbryggeri is considered as active actor, based on their possibilities to EI and their 

size, they are a fast-follower.  

 

After reviewing all cases one summarizes the main strategic goals which the cases are focusing 

on to overcome the barriers. By being defined as a market orientated firm within this cross case 

analysis, Krönleins are facing more external barriers than others, therefore, are their “strategy” 

orientated towards the market. While the other firms are considered as firm orientated within 

their strategic perspective. In the table under, the suggestion of how to overcome the barriers are 

presented, in this section one can see that Krönleins are more external and market oriented, while 

the other firms are concerned with internal factors and the firm. Although, Ängöl 

Kvartersbryggeri do have some external suggestions, but they are still concerned as an internal 

focused firm.  
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 Krönleins Ängöl 

Kvartersbryggeri 

Brunehaut 

Brewery 

Marsinne 

Brewery 

Strategy 

Strategic 

approach 

Reactive Proactive Proactive Proactive 

Transforming 

the industry 

Greening Goliath Greening Goliath Emerging David Emerging David 

Going green Fast follower Fast follower First mover First mover 

Overcoming 

the barriers 

Create an 

interest, educate 

and display the 

benefits for the 

customers, use 

the right 

supplier 

Time seasons and 

trends, marketing, 

niche the product 

to get more 

advantages 

Long term 

investments 

perspective, 

ahead of the 

environmental 

norms 

Long term 

investment 

perspective, 

sustainable 

culture in the 

company 

Table 10: Summary of the strategic aspects, authors' creation 

Market 

In all the breweries viewed in this thesis, it appeared that the market represents opportunities, as 

well as it also represents threats for one of them (Krönleins), confirming the theory of Hemel and 

Cramer (2002). It also appeared that the breweries had different reasons to adopt EI while 

discussing the market aspect; to capture market shares and make the brand more interesting 

(Krönleins), to make profit (Ängöl Kvartersbryggeri), to make savings (Brunehaut Brewery and 

Marsinne Brewery). That partially confirms the theory of Harvey et al. (2010) claiming that the 

EI primary meaning is to create profit. In the same way, Cantono and Silverberg (2009) argue 

that firms can benefit from the green perception linked with EI, which is only verified in the 

cases of Ängöl Kvartersbryggeri and Marsinne Brewery. Indeed, Krönleins and Brunehaut 

Brewery do not identify any benefits linked with the green perception the consumers have of the 

beer, contradicting the theory of Cantono and Silverberg (2009). Finally, following the theory of 

Senior and Fleming (2006) some influencing factors of the external environment seem to play a 

role while the different firms entered the market such as the economical one with the lack of 

access to capital (Brunehaut Brewery and Marsinne Brewery) of the legal one with the unclear 

environmental norms (Brunehaut) as well as other uncontrollable factors in the case of 

Krönleins. 
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 Krönleins Ängöl 

Kvartersbryggeri 

Brunehaut 

Brewery 

Marsinne 

Brewery 

Market 

Opportunities 

or threats 

Opportunities 

and threats (too 

small segment, 

lack of support 

from key actors) 

Opportunities Opportunities Opportunities 

Eco-innovation To capture 

market shares 

and make the 

brand more 

interesting 

To make profit EI is a way to 

make savings 

EI is a way to 

make savings 

Benefits from 

green 

perception 

No benefits Benefits No benefits 

(more a 

distinction 

between 

distribution 

channels) 

Benefits (higher 

prices) 

Table 11: Summary of the market's aspects, authors' creation 
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5.3. New conceptual Framework 

After reviewing and analyzed the cases in  both a within case analysis and in a cross case 

analysis as well as compared the conceptual framework (section 2.3.) this work can now present 

a new conceptual framework based on the findings. 

 
Figure 7: New conceptual framework, authors’ creation based on chapter 5. 

 

The old conceptual framework (section 2.3.) presented an overview of how firms can meet both 

the firm and the market barriers with different strategic options as well as showed the different 

classification of barriers and where they are a concern. The old framework was divided into five 

main parts; firm, barriers, market, strategy and eco-innovations. The central part of the model is 

the eco-innovations which show the connection between all the factors.  
 

This new conceptual framework provides managers with the knowledge of how the firm should 

direct their strategic tools. By classifying the firm of being either market or firm orientated the 

managers will have an understanding of the barriers they will face, and in section 6.2. some 

practical suggestions will present based on the criteria’s of market or firm orientated.  

5.3.1. Presentation of the identified findings 

This section will present and discuss the five main findings identified in this analyze chapter. All 

the new concepts will be introduced and discussed to closer describe each of the aspects.  
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After reviewing the four cases, this thesis can now provide findings which can guide managers 

how to overcome the barriers and how different links can be viewed based on different 

approaches and perspectives. The analyses allowed establishing five different connections as 

findings and links, also contributing to a new conceptual framework. They are stated as 

following: 
 Main barriers identified  

 Market vs. Firm orientation 

 Traditional market and process innovations 

 Transforming industries 

 The opportunities and threats linked with the price.  

 

Main barriers identified 

As this thesis explored how the firms can overcome the barriers faced while dealing with EI, one 

of the findings of this thesis was the summarized barriers which the cases had experienced, as 

well as which and how the barriers are correlated between the cases. By presenting these as a 

finding, it can be used as a guided and as a “warning” so that managers are aware of what 

barriers to expect.  Through the cases studied in this thesis, it was possible to observe that several 

barriers were common to several of the cases here a summarizing of the barriers identified is 

presented: 

 

Internal      External  
-Low motivation    -Suppliers 
-Expensive     -Demand 
-Technical     -Promotion 

-Human resources    -Customer satisfaction 
-Psychological     -Economical 

-Unclear norms 
 

Some parallels can be made between the different barriers and the different approaches of the 

firms. Then an assumption stating the link between the approach of a firm and the type of barrier 

faced can occur. It also relates to the perspective the firm has on the barriers as well as the way 

to overcome it, which is discussed in the next point of this work; market vs. firm orientation. 
 

Market vs. firm orientation 

From the literature review this thesis provided a new conceptual framework which showed that 

there are different strategies directed to the market, and different strategies that are directed to 

the firm itself. The same went for the barriers which was put into the context of internal (directed 

to the firm) and external (directed to the market). The assumption was that there are different 

factors which can stimulate both the barriers and the strategies, and that the right choices can 

help the firm to overcome the barriers and penetrate/ diffuse on the market. 
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After the case studies analysis, this thesis can now see that the strategic approaches are more 

complex than only making different choices.  The case studies showed that the firms could be 

divided into two categories market orientated and firm orientated and these different orientations 

create different strategies and barriers that the firms need to be aware of. This observation was 

discovered through the comparison between the firms. All the firms except Krönleins had a more 

internal view on their strategies and barriers, while Krönleins barriers and strategies were 

focused on the market. This finding can be put into connection with the strategically approach, as 

all the firm oriented companies tend to have a proactive approach, as well as having more 

environmental values within their firm while the market oriented firm (Krönleins) had a reactive 

approach. This suggests that the strategy used in connection to EI is linked to how the firm is 

orienting itself. And actually a firm willing to face the barriers with a proactive approach should 

put its attention to the internal factors of the firm and favor these factors on the external ones. 

This can lead the reflection back on the theory of Chen et al. (2012) -saying that a proactive 

origin of EI are the internal factors and that firms willing to have a proactive approach should 

rather focus on internal factors than external ones- and establish a parallel between the findings 

of this thesis and the theory of this author. The barriers indicated that the company with a firm 

orientation faced more internal barriers while Krönleins was facing more external barriers. 

Concerning the market oriented factors, Krönleins showed that by having a more market faced 

perspective, the EI was directly influenced by the conditions and market opportunities. On the 

other hand, the other firms which had a firm perspective showed that the main influencing factor 

for EI was the values of the managers, partners and employees, as well as demand from 

customers. Because of this observation, this thesis will argue that the perspective of the firm, (the 

orientation and influence) affects the levels of barriers, and kinds of barriers as well as will direct 

the managers to where the strategic to overcome the barriers should be put.  
 

Traditional market and process innovations 

While viewing the different case studies in this thesis, it appeared that a majority of them had 

process innovation (Ängöl Kvartersbryggeri, Brunehaut Brewery and Marsinne Brewery) while 

Krönleins had an organizational innovation and Ängöl Kvartersbryggeri both process and 

organizational innovation. Based on these results, some observations can be made, which lead to 

assumption such as the existence of a link between the beer industry and a traditional market in 

general with a tendency to have process innovation. In the same way, it has been observed in this 

thesis that all the breweries studied experienced incremental change while adopting EI. Here 

again, some assumptions can be made by the observer such as the fact that the beer industry and 

a traditional market in general tend to experience more incremental change. However, this thesis 

only viewed four cases in the same sector that is why some prudence is advised while 

considering these assumptions. The case of these assumptions and their related prudence will be 

considered in the further research suggestions. However, it appears of information researchers 

and managers should be aware of and might consider it as a tool while conducting research in 

this field or dealing with EI in a firm. 
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Transforming industries 

This thesis also explored the transformation of an industry under the influence of EI and certain 

actors. Through the case studies considered, it can also be observed that an EI adopted by a firm 

can spread and be adopted by other actors of the industry, overcoming the barriers linked to it, 

under the condition that the EI matches the expectations, needs and wishes of the industry. 

Actually the case observed in this thesis was the one of the Brunehaut Brewery and its recyclable 

kegs. The Brunehaut Brewery first adopted the recyclable kegs for environmental as well as 

economical reason, and then the other actors of the sector followed. However, these other actors 

of the sectors might not be committed to offer beer with a lower impact on the environment but 

can benefit from the savings it implies. As well this EI was adopted by actors exporting their 

beer but the barrier linked to this EI does not fully disappear if only the domestic market is 

considered, underlining the importance of the specific conditions to overcome the barrier linked 

to some EI. 
 

The opportunities and threats linked with the price 

Through the analysis this thesis has observed a link between the proactive/reactive firms (with 

different orientations) and the faced barriers. Moreover, through a comparison of the cases the 

results indicate that companies with a firm oriented perspective gain more opportunities on the 

market, and are benefiting from having a more costly product while the market orientated firm 

was having problem with the high price product and was viewing it as a barrier. As well as, the 

firm who was market orientated was facing more threats on the market then opportunities.  
 

Moreover, this is one of the links observed in between the cases. However, as only four cases are 

viewed it is hard to future argue for this connection or assume that this should always be the 

case. Although, as this link can be seen between the four cases, managers and researchers can 

keep it in mind and explore the differences while dealing with EI and its barriers. As well as, 

firm can use this knowledge to understand the connection between barriers and orientation, and 

approach the barriers with the right tools. Also this link can argue that when firms have an 

environmental culture, and not just an environmental product, there are different conditions.  
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Chapter 6: Conclusion, findings and further research suggestions  

In this chapter the final conclusion is drawn from the cases studied in this thesis. The first section 

of this chapter the contribution (section 6.1.) will conclude the outcome of the thesis with the 

research gap identified in the beginning as well as the purpose of this thesis. The last section of 

this thesis (6.2.) concerns the managerial and social implications and suggestions for further 

research, with both practical and theoretical findings presented, the last part of this thesis will 

present the limitation, which should be considered when viewing the results.   

6.1. Contribution 

This subchapter will remind the reader about the purpose of thesis thesis and reflect back on 

what the thesis has done to contribute in the field of eco-innovations. Moreover the identified 

research gap in section 1.2. will be discussed in contra to the outcome of this thesis.   
 

Reminder of the research question: 

“How can the strategic choices contribute to overcome the barriers of eco-innovations?”  

 

In the introduction it was argued that the climate change is one of the primary challenges faced 

in the twenty-first century, as well as this could result in a decreasing of the global development. 

Some of the blame for this is being put onto companies and their damaging activities. For this 

reasons researchers have been arguing that because firms are part of causing the problem they 

can also be a part of the solution. The purpose of this thesis was to contribute to the field of EI by 

viewing how the barriers of EI can be overcome by different strategic choices. The aim was to 

create a framework to guide managers how to direct their strategic approach through different 

decisions while managing a company confronted to EI. The thesis has viewed four different 

breweries; two in Sweden and two in Belgium and analyzed them based on the conceptual 

framework (section 2.3) and the case studies both in a within case and a cross case analysis 

which presented a new conceptual framework for this thesis (section 5.3.).  

 

By the identified research gap in the introduction suggested by Lee, (2009) “Evidences from this 

study also indicate that there is great potential for environmental improvements connected to the 

span of management practice, including organizational learning, improving innovation 

capability, developing human resources, and enhancing cost savings and competitive advantage” 

(p. 1119) . This thesis explored several of the suggestions made by Lee (2009) such as; the 

management practices by viewing the different approaches managers can have while facing EI as 

well as the organizational learning linked with it by viewing the way EI is adopted in firms of the 

brewing sector. Moreover, improve the innovation capability by lowering the barriers faced by 

EI thanks to the suggestions of managerial approaches to overcome them and finally enhancing 

cost savings and competitive advantage. This by facilitating the adoption of EI, demonstrating it 

can lead to cost savings and competitive advantage. This way the thesis has among others 
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contributed to the managerial learning suggested by Lee (2009) as solution to overcome some of 

the barriers of EI.  

 

The new conceptual framework presented in section 5.3., suggests a new outlook on how the 

companies’ orientation can affect their strategic choice when the firm is facing barriers. In 

conclusion the findings can be narrowed down to that the company either has a firm or market 

orientated and by this classification the strategic choices should be directed to where the barriers 

are arising. This classification focused on two strategic choices, proactive or reactive; however, it 

appears that the discussion deserves to be narrowed further down in order to smooth the 

categorization. That is how some firms can have an orientation appearing less clear than the 

proactive, reactive strategic choices but rather mix both and are stocked in an “in between” 

situation. This could be connected to the preventive strategically approach, that has the 

characteristics of both proactive and reactive choices. This can be a representative of the firms 

facing a situation not fully fitting either the both theories. Although, as the preventive approach 

can be one way to guide the “in between” firms, it is not tested in this thesis, and cannot be 

classified without any deeper investigation. 

 

Furthermore, in the analysis it is manifested that the strategic approaches of proactive and 

reactive are also connected to the first mover, and fast followers while considering the 

penetration strategy. The cases represented in this thesis are not specific for the brewing industry 

and therefore other minorities and penetration strategies can exist amongst other cases. 

Simultaneously, the barriers identified are also direct findings from the cases; however, the 

barriers are different depending on the company and its situation.  

 

Giving these facts, even if this thesis can show that there is a connection between the orientation 

of the company (firm or market) and the strategic choices to overcome the barriers, there is still a 

lack in how the firm does not fit completely the “theory” can use this knowledge. Still, the cases 

selected in this work have been chosen to give an overview and thus can be acknowledged as 

representative of the industry. 

 

The next section 6.2. will describe the managerial and social implications to show how these 

findings can be used both theoretical and practical ways.  

 6.2. Managerial and social implications and suggestions for further research  

In this section the main practical and theoretical findings and suggestion will be presented to 

guide and explain how this thesis can contribute to the field of EI, and how it can help managers 

to direct their strategy in order to overcome the barriers of EI. The last part of this section will 

present the limitation of this thesis.  
 

The five findings presented earlier in section 5.3. contribute to raise the knowledge amongst 

managers while dealing with EI. These findings show the theoretical contribution by comparing 

the four cases and contribute to the field and the knowledge (understanding) of the barriers faced 

by EI.  
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 Main barriers identified 

 Market vs. Firm orientation 

 Traditional market and process innovations 

 Transforming industries 

 The opportunities and threats linked with the price.  

 

All of these are discussed in the chapter 5 are creating guideline of what links that managers 

should acknowledge when entering the market or investing in EI. Moreover, through the four 

cases made in this thesis some practical suggestions can be mentioned to guide and educate 

managers of how they can overcome the barriers faced by EI. These practical suggestions are 

observed through the case studies: 
 

Market orientation  

 Create an interest amongst customers 

 Educate the customers and display the benefits 

 Use the right suppliers 

 Be aware of the time seasons and trends 

 Use marketing tools which customers can relate to 

 Niche products get more advantages 

 

Firm orientation  

 Viewing the EI as a long term investment, not as a short term cost. 

 Being ahead of the environmental norms. 

 Keeping a sustainable culture within the company. 

 

These practical suggestions of how the managers can strategically overcome the barriers are 

divided based on the discussion in the findings. These can be useful for managers under the 

process of investment in EI but also for managers that are already facing barriers of EI. 

 

For further research, a qualitative study viewing only proactive firms in the same sector is 

suggested. This way the researcher can gain more understanding of how firms strategically can 

approach the barriers of EI. Moreover, research can also be conducted to firm that are only 

reactive to see if it compares to the study made in this thesis. Furthermore, the brewing sector is 

not unique concerning barriers of EI and does not face more barriers than any other industry. 

Therefore could it be valid to view a section which has more been acknowledged as an industry 
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with many barriers.  It can also be advised to conduct quantitative studies to make a 

generalization of these findings relevant. 
 

Limitations  

This thesis has had some limitations that should be acknowledged. The distances have been a 

limitation concerning the interaction during the case studies. Due to the fact that two of the firms 

are located in Belgium and another one in Kalmar, face to face interviews could only be 

conducted at one single moment. Furthermore, as English is both of the authors’ second 

language, the authors have experienced some “barriers” of our own concerning, writing, 

communicating and transcription.  

 

As well, as this thesis used case studies, a generalization of the findings for the brewing sector or 

for an established industry in should be treated with prudence. That is why it can also be advised 

to conduct quantitative studies to make a generalization of these findings relevant. 
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Appendix 1: Glossary 

Glossary  
In this glossary, definitions of several concepts used in the thesis are transcript to increase the 

clarity of these concepts.  
 

Causal relationship: “Relationship between two or more variables in which the change (effect) 

in one variable is caused by the other variable(s)” (Saunders et. al., 2009 p. 588). 
 

Competitive advantage: “A competitive advantage exists when a firm has one or more 

competencies 
that allow it to create superior value, relative to competitors, for some market segment” (Hunt & 

Morgan, 1995 in Flint & Golicic, 2009, p. 842). 

 

Eco-Innovation: “Eco-innovation is the production, application or exploitation of a good, 

service, production process, organizational structure, or management or business method that is 

novel to the firm or user and which results, throughout its life cycle, in a reduction of 

environmental risk, pollution and the negative impacts of resource use (including energy use) 

compared to relevant alternatives”. (Horbach et. al, 2012, p. 113). 
 

First mover: “The first mover is, in theory, the very first firm to bring an innovative product or 
service to market but in practice it only means one of the first to do so” (Cleff & Rennings, 2012, 

p. 492). 

 

Incremental innovations: “Incremental changes refer to gradual and continuous competence-

enhancing modifications that preserve existing production systems and sustain the existing 

networks, creating added value added in the existing system in which innovations are rooted.” 

(Carrillo-Hermosilla, et. al, 2010). pp. 1075 
 

(Other) innovations: ”Innovation is the refinement of inventions into practical technologies that 

are useful to society. Usually it is assumed that such refinement occurs within companies and 

results in new products and services that meet market needs”. (Halila,& Rundquist, 2011). pp 

280.  

 

Radical innovations: “In contrast, are competence-destroying, discontinuous changes that seek 

the replacement of existing components e or entire systems e and the creation of new networks, 

creating value added”.(Carrillo-Hermosilla, et. al, 2010). pp. 1075 
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Reliability: “The extent to which data collection technique or techniques will yield consistent 

findings, similar observations would be made or conclusions reached by other researchers or 

there is transparency in how sense was made from the raw data”. (Saunders et. al., 2009 pp. 600). 
 

Sustainable development: “To meet the needs of the present without compromising the ability 

of future generations to meet their own needs” (Lee, 2009, pp. 1101) 
 

Validity: (1) “The extent to which data collection method or methods accurately measure what 

they were intended to measure”. (2) “The extent to which research findings are really about what 

they profess to be about”. (Saunders et. al., 2009 pp. 603). 
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Appendix 2: Interview guide. 

Here the interview guide can be found with the questions asked during the interview as well as 

the themes behind the questions. 
 

Introduction 

-Presentation of the interviewers. 
-Presentation of the thesis. 
-Explanation of the interview. 

-Ask to the interviewee to record the interview. 
 

The firm 

-Could you please introduce yourself? (Background and the position you work in this company) 
 

1. Eco-Innovations 

- Incremental and Radical 

* How is your product/service/process ecologic? 
* Radical or incremental; is it; component addition, sub-system changed or system change?  

*How large was the change in comparison to the industry?  
* How have your product affected the system? 
* The system of the industry does it allow changes? Is it possible?  
*How did the Eco-innovation established? How did the process/product arise?  

 

- Proactive and Reactive 

*Would you say that the company has a proactive, preventing or a reactive strategy? 
*The environmental leadership: -How would the managerial impact and influence be described? 

How is the understanding of the employees and the environmental leadership?  
*The environmental culture:- How would the environmental culture of the company be 

described? 
- Values, norms? - How is the company committing to the culture? 
*The environmental capability: How are the resources and assets included in the environmental 

process and products? Are you doing anything specific to be able to match the resources and 

assets to the development and innovations? 
*The pressure: 
*investors and clients: Do you have any investors or clients who demand and pressure you to be 

more environmental? If yes, how do they affect your activities? Does it create barriers for you?  
*Regulations: How are the industry regulated concerning the environment? Does this create any 

barriers for you?  
*Did any of these mentioned areas created barriers for you and your Eco-innovations? 

How have you overcome these?  
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2.Established market and the transformation of an industry   

- Emerging Davids and Greening Goliaths  (“Different ways to transform the industry into 

sustainable”) 

*How do qualify your company; a new comer or a market incumbent? 
*How do you think the size of you company (new-comer/market incumbent) influences the 

diffusion of your green product/process? 
* How have your product/process influenced and affected the industry and the competitors? 

*How the competitors affected the adoption of the ecological concept? 
* How have the industry/market reacted on your ecological outlook? 
*To which extent would you say managers of this company have a green awareness? How does 

it influence the adoption of EI? 

 

3. - First mover - competitive advantage 

(“Advantages”Disadvantages”, ) 
*Regarding the EI in this company, do you consider it as a first mover/ fast follower? 

*How would you characterize the context the firm was in while it decided to adopt the EI? 

(calm/rough waters). 
*Did the EI have positive effects (direct/indirect) on the firm? Which ones? 
*How can EI differentiate your firm from others? 

*Do you think EI improve the satisfaction of your customers? 
 

4. Defining barriers  

- Tangible and Intangible barriers 
*Are there any specific barriers which you cannot affect inside the firm?  

* Due to your environmental products have there been any specific changes taken place in the 

firm? In other word did you have to do any specific changes?  
*Where do you think the barriers/problems come from?  
*What kind of barriers? 

- Internal and External barriers  
*Which are the main barriers the internal or external? 
* Support, time and resources; how does these affect your intake with the environmental entry.  

 

5. End questions: 
-Overcoming the barriers (such as how the strategically experiences the barriers, are there 

barriers, how did they overcome it, are there some that cannot be overcome).  
-Do you think about something relevant that has not been mentioned yet? 
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Appendix 3 : Summarizing table of the within case and cross case analysis 

 

 Krönleins Ängöl 

Kvartersbryggeri 

Brunehaut 

Brewery 

Marsinne 

Brewery 

Firm 

Influencing 

actors 

Identified a 

trend 

Influenced by 

cooperation; 

Employees’ values 

Owners’ own 

green vision and 

willingness 

Owners’ own 

green vision and 

willingness, 

Bank, 

Customers 

Influencing 

environment 

External 

influences 

Internal and 

external influences 

Internal 

influence 

Internal and 

external 

influence 

Management No green 

management 

No green 

management 

Green 

management 

Green 

management 

Eco-innovation 

Innovation Organizational Process and 

organizational 

Process Process 

Change Incremental Incremental Incremental Incremental 

System No changes in 

system of 

economics and 

environment, 

however inside 

the firm. 

Small change, no 

effect, radical 

changes in the 

firm, small, 

problems with 

continuing being 

EI. 

Small changes 

in system of 

economic and 

environmental, 

change inside 

the firm 

Indirect change 

in system, 

change inside 

the firm 

Barriers – Tangible and Intangible 

Internal 

barriers 

Low motivation, 

Expensive to 

make 

Time, space, 

expensive 

Technical, 

human 

resources 

Technical, 

psychological 

External 

barriers 

Suppliers, 

demand, 

promotion 

Customers afraid 

of ecological 

products, price 

Economical 

(access to 

capital, must be 

economically 

viable), unclear 

norms, 

exclusivity 

contracts in 

Economical 

(access to 

capital) 
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Belgium 

Strategy 

Strategic 

approach 

Reactive Proactive Proactive Proactive 

Transforming 

the industry 

Greening 

Goliath 

Greening Goliath Emerging David Emerging David 

Going green Fast follower Fast follower First mover First mover 

Overcoming 

the barriers 

Create an 

interest, educate 

and display the 

benefits for the 

customers, use 

the right 

supplier 

Time seasons and 

trends, marketing, 

niche the product 

to get more 

advantages 

Long term 

investments 

perspective, 

ahead of the 

environmental 

norms 

Long term 

investment 

perspective, 

sustainable 

culture in the 

company 

Market 

Opportunities 

of threats 

Opportunities 

and threats (too 

small segment, 

lack of support 

from key actors) 

Opportunities Opportunities Opportunities 

EI To capture 

market shares 

and make the 

brand more 

interesting 

To make profit EI is a way to 

make savings 

EI is a way to 

make savings 

Benefits from 

green 

perception 

No benefits Benefits No benefits 

(more a 

distinction 

between 

distribution 

channels) 

Benefits (higher 

prices) 

Table 12:Summarizing table of the within case and cross case analysis, authors' creation 

 


