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Introduction
In this project we have investigated the implementation on POEM's (product oriented environmental management systems) in Dutch companies. The object of POEM's is investigated broadly; we have questioned the companies of the way they take into account environmental issues in Purchasing, Research and Development, Marketing/Sales, Logistics and Management.

In all these company departments, but especially in R & D, a systematic approach to include environmental considerations, will contribute to Sustainable Innovation.
In the research we have investigated how the progress in implementation is so far, and found out that (from a managerial perspective), the systematic approach in these departments is not always arranged in the environmental management system, but rather in department-specific procedures/policy (e.g. the Product Creation Process in R&D departments is more often used). Similar results were found in other departments (purchasing, logistics, marketing).

Furthermore, the research shows that companies find that POEM's do contribute to environmentally improved products (and lists which environmental options (less material, other logistics) is most often chosen). Finally, the research points out which limitations companies encounter when trying to achieve product improvement. This is done by investigating the 'context' in which the companies operate. Here is shown how little stimuli for companies exist in improving the environmental aspects of their products.It is linked with the theme Changing framework conditions and the policy agenda, because the study is performed for the ministry of environment, and lists recommendations in how to improve POEM policy
Abstract

BACKGROUND

The Dutch Ministry of Environment, Spatial Planning and Housing (VROM) has developed policy on Product Oriented Management Systems (POEM’s or PMZ in Dutch) since 1995, in close cooperation with Dutch Industry, Sector organisations and intermediairs. Instruments have been developed and programmes were started to support companies to develop and implement POEM’s. In 1995 VROM also aimed at monitoring the progress Dutch industry was making. KPMG Sustainability, together with NIPO marketing research has done this monitoring study last year (2002) under the authority of the Ministry of Environment and an Advice Committee with Industry/SME (VNO-NCW, MKB Netherlands) and the environmental movement (Organisation of Nature and Environment).

The Monitoring study

The research into the implementation of POEM’s in the Netherlands was a large scale research including almost 900 companies, that were inquired by telephone, combined with about 20 more profound interview with companies, sector organisations and intermediaries.

Because the instrument POEM has certain characteristics that do not fit every company, criteria were developed and a target group of companies was defined. Target Group consist of Companies that ‘have potential’ for implementing POEM’s (Industry Sector, larger then 20 employees, specifying company).

Central in the survey was the way in which these companies systematically took environmental aspects into account, in the product chain. Therefore, questions were aimed at the companies departments that typically focus on the product chain:

Purchasing,

Research and Development,

Logistics,

Marketing/Sales

General Management

Companies also were questioned on the ‘context’ concerning environmental issues in which they operated, e.g.;

If there were much questions on environmental aspects of their products from customers?

If they had had interventions by NGO’s concerning environmental issues of their products?

If there was much environmental legislation relevant for their products? And others.

Companies were asked how they had organised the systematic attention for environmental aspects in their operational management, and whether this was linked in an environmental management system (like ISO 14000) or otherwise. Finally they were asked how companies valued the environmental improvement of products. The results of the large-scale telephone survey were later deepened and checked in the interviews.

Results and conclusions of the study

This monitoring study provided a wealth of information on POEM’s in Dutch Industry, but for this international congress the following conclusions are most relevant and will be addressed in the paper:

1. The study shows that in operational management of companies, the Environmental Management System is not the most chosen option to arrange the systematic attention for environmental aspects in R&D, Logistics, Purchasing and Marketing/Sales. This is different from the communication in Dutch policy, in which an important role is assumed for Environmental Management Systems. Most companies prefer to arrange environmental attention in policy of procedures that are in place within the company department, e.g.:

Environmental improvement targets or check on compliance in R&D are integrated into Product development procedures (Product Creating Processes), even when ISO 14000 system is in place. Green Purchasing is arranged in the Purchasing Policy on strategic tactical and operational level, in line with all other aspects of purchasing.

2.The study shows that companies that are experienced in implementing POEM’s report more effects on environmental improvement, then others. This is a significant difference. On the other side, companies point out that what they can do for environmental improvement (through Purchasing, R&D, Logistics or else) is limited by the possibilities that the ‘context’ in which they operate provide.

This means that POEM’s do have an accelerating/improving effect on reduction of environmental effect by products, but that the pace in which progress is made also depends on the demand for greener products, legislation/fiscal stimuli of environmental improvement, or pressure by environmental movement. The research shows that the ‘environmental context ‘ in which Dutch Industry operates is very low. A small amount (6%) of the companies score high, the others low and average. Significant differences can be seen in certain sectors (Chemical significant higher, Metal/electronics significant lower), though the differences are not very large.

3. Management will need a management system, when there is something to be managed. This means that starting POEM work in an organisation will be triggered by either a large number of environmental activities or environmental activities that hold a high risk. In the research, a significant correlation is found between the height of the ‘context’, and the speed of POEM implementation. The trigger for starting “POEM activities”
 can be found in an existing POEM system, but also in other (ad-hoc) initiative in which a benefit for the company can be found.

4. Part of the project was the development of an POEM implementation learning model (5 phases; non-interested, interested, initiation, implementation, routine), and questionnaires that can be used to assess companies on their position on the ‘learning curve’. This tool can be used to create a self-assessment for companies, and was in this project used in monitoring, to create a snapshot of the situation in The Netherlands in 2002. This monitoring could be repeated in future, to perform trend analysis. The results for the Netherlands (main deliverable of the project for the ministry of Environment) are perhaps not so interesting in an international congress, but the model itself is.

� In this research “POEM activities” refers not the management system itself, but activities initiated by the POEM, e.g. a redesign of a product, a cooperation with customer on take-back of products









