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ABSTRACT

The UK National Industria Symbiosis Programme (NISP) is the first industrial
symbiosis (IS) network in the world to have been established at national level. Many
studies have recently investigated the UK NISP, but much work remains to be done in
understanding the context that enabled the development and management of a large
scale IS network. This research aims to explore and understand: (1) the place of the UK
NISP within the UK government’s ‘green’ market strategy; and, (2) the management
and organisational design employed by the UK NISP in developing and managing a
nation-wide IS network. Based on a qualitative inquiry, a case study approach was
adopted to conduct this research. In-depth semi-structured interviews were used to
gather information from twenty-eight policy officers, government advisors, as well as
representatives of the UK NISP and its partner organisations. The research findings
showed that the government’s decision-making mechanism, in each of the UK
countries, was significantly different. Whilst it was found that the UK government is
focused on embedding ecologica modernisation components in the policy process,
there is aso a need for extended and consistent decentralisation across the UK and a
structural framework that enables non-state stakeholders to effectively influence the
policy process. The outcomes of this research indicate a relationship between EM
theory and the IS concept. By adopting the ecological modernisation agenda, the UK
government can play a significant role in promoting the use of the IS concept by: (1)
devising policies that are directly aimed at supporting the development of IS networks;
and, (2) aligning the funding for technological innovation with the needs of potential 1S
projects. Nevertheless, the study found that the future of the UK NISP is entirely
dependent on UK government funding and, therefore, it is recommended that the UK
NISP should identify ways to raise income from the private sector as well for the UK
NISP's long term survival. The findings also highlighted the effectiveness of the
organisational design employed by the UK NISP (including leadership at nationa level,
regional delivery strategy and regional partnership strategy) for alarge scale IS network
and the suitability of the UK NISP's organisationa design to the dynamic nature of the
IS network development. The regional partnership strategy was found to promote
sectoral focus in IS networks, which did not adhere to the ‘innovation’ and ‘diversity’
principles of IS. Thiswould result in limited innovation and raise the potentia for an IS
network to become unstable, for example, if a member decides to leave the network, the
lack of diversity in the IS network would make it difficult to replace that member. So it
Isimportant that the UK NISP staff and contractors are provided with extensive training
to ensure a better understanding of the IS concept principles. In a society facing
economic and environmental challenges, this study specifically contributes to the
understanding of the context that enabled the development of a large scale IS network
that would help integrate environmental protection and economic growth.

Keywords: eco-industrial devel opment, ecological moder nisation, environmental policy,
industrial ecology, industrial symbiosis, National Industrial Symbiosis Programme.
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CHAPTER ONE: INTRODUCTION

This Chapter provides an introduction to the research topic, aims, research questions
and a brief description of the methodology employed in conducting this study. Finally,
this Chapter provides a description of the limitations of the study and an outline of the

subsequent Chapters presented within this thesis.

1.1 Background totheresearch

The continuous, rapid deteriorations in the quality of the environment as a result of
industria activities, and international pressure (e.g. by the United Nations) placed on
individual countries to remedy their environmental impacts made it clear that the
principles of sustainable development should be achieved at national levels. Various
treaties (e.g. The United Nations Framework Convention on Climate Change) and
associated protocols (e.g. The Kyoto Protocol) were signed among nations in order to
help save global natural resources, conserve the environment and manage climate
change. As a result, some attractive solutions and proposals for dealing with climate
change (e.g. emissions trading, landfill tax) were brought to the forefront of policy
development. It was further assumed by international organisations that individua
countries would each play a proactive role in order to individualy dea with their
environmental protection priorities. This led to the development of a new era of climate
change and environmental policy reform in most countries of the world, which has been
described by von Mamborg and Strachan (2005) as a move towards ecologica
modernisation (EM).

The theory of ecological modernisation attempts to provide explanations and answers to
a number of questions on how sustainable development (SD) can be achieved in
practice. Gouldson and Roberts (2000) defined EM as a concept for understanding the
potential of integrating ecological and economic approaches through innovative forms
of government intervention. According to EM theory, new policies and initiatives are
needed in order to integrate environmental protection and economic development (von
Mamborg and Strachan 2005). Traditionally, environmental protection was seen as a
burden and in contradiction with economic growth. Given the need to improve in both
environmental protection and economic development, Gouldson and Roberts (2000)

argued that the focus for SD should be on the development of integrated policies that
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better enable economic activities, without undermining the ecological objectives, rather
than on the environmental policies that might restrict market and societal routines.
According to Whitfield and Hart’s (2000: 39) analogy, “more of one is purchased at the
price of the less of the other”, i.e. ... it is possible to promote economic devel opment
or to protect the environment but not to do both simultaneously”. They argue that the
real-life case is more complex than this analogy and that it is about the balance between
economic development and environmenta protection, for example, how “the balance
will be struck between the two, by what means and at whose expense” (Whitfield and
Hart 2000: 39). However, “ecological modernisation specifically argues that economic
development and ecological crisis can be reconciled to form a new moded of
development for capitalist economies’ (Gibbs 2000: 10).

When elected in 1997, the UK Labour government initiated the development of new
environmental policies and appears to have utilised features of ecological modernisation
in order to alow a better environment and a new approach towards a modernised
economy (Gibbs 2000, von Mamborg and Strachan 2005). According to commentators
(e.g. Gibbs 2000) from the field of ecologica modernisation, the creation of a
successful business climate can facilitate the journey towards sustainable development
and this trend has been noticed by the UK government in recent years.

Likewise, industrial ecology (IE) has captured the imagination of international
academics, business and government communities over the last two decades. |[E amsto
achieve a symbiosis between industrial production and consumption and the natura
ecosystem (Graedel and Allenby 2003). IE ideas are practised through different forms
of eco-industrial development (EID). Industrial symbiosis (I1S) networks have gained
prominence as one of the approaches to EID, e.g. Kalundborg IS network. Available
literature in the field of EID is limited and is based mainly on the example of
Kaundborg. If the benefits of IE are to be demonstrated, then it will be necessary to
provide examples other than Kaundborg (Erkman et al. 2001). New initiatives have
been undertaken for the development of IS networks in the USA, Australia, Europe and
other parts of the world where some initiatives are in the planning stage, some are
operational and some have aready failed (Gibbs 2003a).

It is against this backdrop that the Business Council for Sustainable Development
(BCSD) in the United Kingdom (UK) established the world’s most ambitious nation-
2



wide IS network. Funded by the Onyx Environmenta Trust (OET) and the Department
of Trade and Industry (DTI) initialy and then by the Department of Environment, Food
and Rural Affairs (DEFRA), the UK NISP is developing in the UK, on a region by
region basis (including devolved administrations) supported by Economic Devel opment

Agenciesin some regions.

The Business Resource Efficiency and Waste Programme (BREW) introduced by
DEFRA has been a significant part of the UK government’s ‘green’ market strategy.
The UK NISP and several other initiatives were funded by the BREW programme with
intent to support businesses in their endeavour to protect the environment through
adopting approaches for a new form of economic development (enhancing businesses

competitive advantage and financial incentives).

Among the other BREW initiatives, the UK NISP can be considered a programme,
theoretically featuring ecological modernisation, which contributes towards achieving
the UK government's agenda of moving towards a better environment and
simultaneously providing opportunities for a new form of economic development. The
unigueness of the UK NISP aso lies in the fact that it has been the first nationa
initiative in the world which is based on the concept of 1S. The UK NISP is managed
nationally (contributing towards the UK government’s vision of controlling
environmental degradation, carbon emissions and the efficient use of environmental
resources) and delivered regionally (contributing to the new form of economic
development regionally).

Given the high priority of the UK government for a better environment and economic
prosperity, it is highly relevant to analyse the UK NISP. Significant research efforts
have been specifically focused on the UK NISP including: the drivers and barriers to
industrial ecology in the UK (Harris 2004), the effectiveness of the facilitated IS
approach (Mirata 2005), the roles and actions of an institutional entrepreneur fostering
inter-organisational practices (Paguin 2008) and the social dimensions of 1S (Domenech
2010). However, limited research efforts are evident in exploring the policy context and
organisational design of the UK NISP which enabled the development of the world’s
first IS programme at the national level. Therefore, this study reflects on the UK NISP
as a key component of the UK government’s ‘green’ market strategy and on the role of
national policy and regional context of the UK NISP programme in the strategic
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development of such an initiative. This study also critically assesses the management
and organisational design employed by the UK NISP. Both these aspects need to be
explored to guide future policy development and to identify critical success factors for
establishing and managing alarge scale IS network. Taken together, knowledge of these
aspects will help to better understand how IE approaches can be used effectively to

integrate environmental protection and economic growth.

1.2 Research aimsand resear ch questions

The broad aim of this study is to explore and understand: (1) the place of the UK NISP
within the UK government’s ‘green’ market strategy; and, (2) the management and
organisational design employed by the UK NISP in establishing, developing and
managing a nation-wide IS network. This research was conducted using a case study
approach which draws on the experiences of a range of the UK NISP key stakeholders.
This study would make an original contribution to IS theory as well as practice. To this

end, the study seeks to answer the following questions:

(1) Why was the UK NISP adopted by the UK government as one of the key
instruments of their ‘green’ market strategy?

(2) What are the key barriers to the effective use of the UK NISP as a key
instrument within the UK government’s ‘ green’ market strategy?

(3) How crucia is the organizational design employed by the UK NISP in
establishing and managing alarge scale IS network?

1.3 Methodology

The study was conducted using a case study approach. Given that the aim of this study
is to understand and explore the processes involved in the development, management
and delivery of the UK NISP, a qualitative approach was most suited to this research.
Data were collected from the key stakeholders of the UK NISP including regulatory and
policy officers, civil servants, government advisory group members, representatives of
the Economic Development Agencies, the UK NISP executives, the UK NISP co-
ordinators and practitioners, the representatives of the UK NISP partner organizations,
etc. Purposive sampling was used to select a variety of research participants who were

most likely to produce valuable data. Data were collected through interviews. The
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interview schedules were used to guide the interviews whilst flexibility was offered to
research participants through the semi-structured questions to explore any unexpected
themes they considered to be important. Data were managed using the qualitative data
analysis software “NVivo” which was an extremely helpful tool to manage the data and
the analysis process. Data were analyzed using thematic analysis as this approach was
consistent with the interpretative strand adopted for this study. Categories and themes
developed from the analysis were interpreted and explained in the research findings.
The individual views of the research participants were fully taken into account and

presented in the findings Chapters.

1.4 Scopeand limitations

Using the case study approach, this study was initially planned to focus on the business
experiences of the UK NISP in three key regions. However, based on the literature
review and interviews conducted with UK NISP staff and other stakeholders, as well as
the feedback received at international conferences, exploring how the UK NISP fits in
with the government’s ‘green’ market strategy and understanding the management and
organisational design employed by the UK NISP came across as more crucia elements
for the successful development and management of a nation-wide IS network such as
the UK NISP. Given that the ‘business experience’ interviews for three regions had
already been conducted at this stage, the decision was taken to include all the above
areas in this thesis. However, it was also recognised that there was limited evidence of
any empirical work in the areas that were previously identified as key elements in the
development and management of the world's first nation-wide IS network. The latter
observation provided additional support and justification for a change to the focus of
this thesis. Additionaly, given the widening scope of the PhD and limitations in terms
of the thesis word limit, it was agreed with the supervisory team that regional cases
depicting the businesses’ experience of the UK NISP would be excluded from this
study. In conjunction with the supervisory team, the decision was taken to focus on an
investigation of how the UK NISP fits within the UK government’s ‘green’ market
strategy and to develop an understanding of the management and organisational design
employed by the UK NISP in establishing and managing a nation-wide IS network. A
total of fifty-nine interviews were conducted, but only twenty-eight were used for this

study, as aresult of the changed focus.



As described above, the nature of this study meant that qualitative methods were likely
to be better suited than quantitative methods. Consequently, the initial intention was still
to access relevant quantitative data that may be available from the UK NISP and
government bodies which could be analysed further at a later stage. However, despite
the full access offered by the UK NISP to interview its staff and other stakeholders,
there was reluctance within the UK NISP to offer access to quantitative data which
directly related to their regional performance. Nevertheless, to a certain extent, other
publicly available quantitative data were helpful in gaining an understanding of the UK
NISP's performance and how it contributed to the government’s ‘‘green’”’ market
strategy. Therefore, limited analysis/discussion that relates to the UK NISP's specific
outputsis presented and discussed.

1.5 Outlineof thethesis

This thesis is organised into eight Chapters. To guide the reader through the thesis, a
brief description of the subsequent Chaptersis provided below:

In Chapter Two, an extensive literature review in the areas of ecologica modernisation
theory (EMT), industrial ecology (IE), eco-industria development (EID) and industrial
symbiosis (1S) is presented and appraised in relation to the UK NISP. Chapter Three
presents an extended literature review focusing specifically on the development and
management of IS networks and presents an analysis of the factors that are considered
central to the success of 1S networks.

Chapter Four provides a complete account of the methods employed in conducting the
study including justification for the research methods adopted, the sampling approach,
data collection techniques, data collection process, data management, data analysis and

ethical considerations.

An analysis of the data obtained from the interviews of the UK NISP' s key stakeholders
is presented in Chapters Five and Six. These Chapters illustrate and explain the findings
related to the UK NISP's position within the UK government’s ‘ green’ market strategy,
as well as the management and organisational design employed by the UK NISP.



Key findings are discussed and interpreted in Chapter Seven in relation to the relevant
literature in an attempt to address the research questions of the study.

The thesis concludes with Chapter Eight where answers are provided to all of the
research questions set out in Chapter One. This Chapter outlines the key contributions
of the study. The Chapter also provides recommendations for policymakers and
facilitators of IS networks. Finally, the implications resulting from the findings of this

study into IS research are discussed and future research directions recommended.



CHAPTER TWO: ECOLOGICAL MODERNISATION AND THE UK NISP

Chapter Two provides an overview of the development of the UK NISP. In addition,
this Chapter reviews literature on ecological modernisation (EM), industrial ecology
(IE), eco-industrial development (EID) and industrial symbiosis (1S).

2.1 The UK National Industrial Symbiosis Programme

2.1.1 Background of the UK NISP

The World Business Council for Sustainable Development (WBCSD) and its regional
partners, e.g. the UK Business Council for Sustainable Development (BCSD-UK) share
the belief that business is beneficial for sustainable development and that sustainable
development is beneficial for business (WBCSD 2007). The WBCSD is a CEO-led
global network of companies which acts as an ambassador of sustainable development
for businesses. The BCSD-UK, on the other hand, is one of many regional networks that
operate on the principles of the WBCSD to promote sustainable development among
businesses. The global regiona network members of the WBCSD assist each other in
the development, sharing and implementation of the latest school of thought and best

practice in economic, environmental and social management of industry.

In their attempt to transform the principles of sustainable development into practical and
profitable actions, the BCSD-UK launched the UK NISP. This programme involved
introducing the new concept of by-product synergy to businesses and professional
leaders from diverse industries in the United Kingdom. The UK NISP was based on a
concept initially developed by the Business Council for Sustainable Development —Gulf
of Mexico (BCSD-GM) (American and Mexican Chapters) and 18 participating
companies (members of Asociacion de Industridles del Sur de Tamaulipas). They
coined the term ‘by-product synergy’ in 1997 to encourage the use of by-product
material which was otherwise wasted. Recently, however, this concept has been widely
labelled as industrial symbiosis (I1S) and has received prominence over other ecological

modernisation initiatives.

The UK NISP attracted the British policy agenda after the publication of the strategy

document “Resource Productivity — making more from less’ by the Performance and
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Innovation Unit (PIU) of the Cabinet Office (PIU 2001). By focusing on the larger goals
of economic development and business growth, rather than just concentrating on
environmental improvements and waste reduction alone (BCSD 2002), the UK NISP
was responding to the needs of this document and was also attracting active engagement
of the business community. In 2002, the Department for Trade and Industry (DTI)
agreed to provide funding support, whilst The Onyx Environmental Trust (OET)
approved funding for the UK NISP via the Landfill Tax Credit Scheme. A statement
from the DTI said:
“The DTI recognizes that industrial symbiosis has the potential to reduce the
environmental impact of UK business and help it increase its resource
productivity. It therefore welcomes the proposal from the BCSD-UK to explore
and develop the adoption of 1S in the UK and is happy to support it.” (NISP
2004: 11)
In addition to securing funding through DEFRA’s new policy instrument BREW in
2004, the UK NISP aso received support from a number of economic development
agencies across the UK. DEFRA's BREW Programme used money derived from
increases in Landfill Tax to encourage, support and help business to move towards the
so called zero-emissions enterprise. The Programme was set up following consultation
with business representatives, the Treasury, and the DTI, to meet the rising need of
integrating environmental and economic policies towards more effective sustainable
development. The UK NISP was launched in the House of Parliament, Westminster in
July 2005, by Dr. Alan Whitehead, MP, and Baroness Y oung, chief executive of the
Environment Agency (EA).

The first year of BREW funding (£2.6 million) enabled the UK NISP to expand from
just two active regional IS networks to a nation-wide 1S network (BREW 2005). It was
DEFRA’s revised sustanable development strategy that enabled ecological
modernisation through an investment of £284 million over the three-year period, in
programmes such as the UK NISP, Carbon Trust and other initiatives that support
businesses in reducing waste and emissions and in improving the efficiency with which
they use natural resources. Following the UK NISP's first year success, based on the
outputs delivered to DEFRA and Regiona Development Agencies (RDAS) in England,
the UK NISP continues to receive its share of funding from the BREW programme and
from a number of RDAS that support the implementation of the UK NISP in their
respective regions.



Although UK NISP became a national programme, it was continued to be managed at
regional level. Their key focus was to develop networks of businesses within the
regions, as well as across regions where it made business sense. UK NISP organized
synergy workshops in al regions. The aim of this exercise was to demonstrate to - and
persuade - businesses that they could benefit from underutilized resources (waste and
by-products) of other businesses and vice versa. UK NISP reported a development of
number of business transactions following these workshops that not only economically
benefitted the involved businesses, but also diverted waste from landfills, thus

suggesting awin-win for both economy and the environment.

The UK NISP was led by International Synergies Limited (ISL), a central team based in
Birmingham and it was managed regionally by regional coordinators supported by a
team of regional practitioners and a technology manager. NISP service was delivered by
international Synergies directly in some of the regions, whereas delivery was contracted
out to consultancy organizations in most other regions. UK NISP services were directly
delivered by ISL in 3 regions, and the rest of them were delivered by consultancy
organizations, i.e. WSP, Scott Wilson and ARENA network. Table 4.3 in Chapter 4
depicts alist of managing organizations along with the regions covered by each.

ISL developed information and communication technology (ICT) platform to enable
members communicate and develop any opportunities for new business transactions.
However, business data confidentially issues, as well as, other issues including
monitoring of the outputs being produced through the use of this platform, became an
obstacle in providing access of the platform to business members. A decision was then
made to develop this ICT platform further, to assist ISL in capturing knowledge and
information that was being developed in the regions. This platform was caled Core
Resource for Industrial Symbiosis Practitioners (CRISP). It offered the practitioners all
the resources they needed in order to facilitate the development of synergies, as well as,
used as a database for capturing all information related to any ongoing projects. CRISP
provided ISL with atool that was capturing all the knowledge and information that was
being generated in all the regions and thus more possibility of knowledge transfer across
regions, opportunity to evaluate individual practitioners performance remotely, as well
as, enhancing the ability of ISL to provide efficient ongoing services to members, even

in case of high staff turnover.
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2.1.2 Objectives of the UK NISP

The UK NISP is a well established resource efficiency and waste minimisation
programme. It aims to create resource efficiency by identifying and implementing
synergies and linkages between different industries which will result in previously
unwanted or low value output resources becoming useful and competitively priced
inputs for others (DEFRA 2005a). Introduced as one of the policy instruments of the
UK government’ s ecological modernisation agenda, the role of the UK NISP isto assist
the government in meeting environmental and economic targets that include: (1) the
efficient use of materials, energy and water; (2) increased use of business waste as a
resource; (3) reduced production of waste and its harmful effects; (4) optimised use of
materials, energy and water per unit output; and, (5) the improved profitability and
increased competitiveness for businesses. Specifically, the UK NISP should assist the
UK government to meet its obligation of the Kyoto target, i.e. reduction in greenhouse
gas emissions by 12.5% from 1990 levels and a cut in CO, emissions of 20% by 2010 to
meet domestic goals (DEFRA 2003). The UK’s Fourth National Communication to the
United Nations Framework Convention on Climate Change stated that “UK greenhouse
gas emissions in 2004 and 2005 were around 14.5% below the base year levdl,
compared with the 12.5% reduction required to meet the UK’s Kyoto commitment”
(DEFRA 2006: 6). It aso stated that the UK introduced additional measures to help
meet the 2010 domestic goal to reduce CO, emissions 20% below the 1990 level and it
appears the UK NISP and other BREW programmes constituted part of these measures.

One of the aims of the UK NISP isto assist the UK government in diverting waste from
the landfill to meet the diversion requirements set out in the Landfill Directive.
Following the publication of the *Waste Strategy’ in 2000, which set out a vision of
sustainable waste management, a report was produced by the Prime Minister’s Strategy
Unit ‘Waste Not, Want Not’, which outlined possible steps to achieve the targets
outlined in the Waste Strategy (DETR 2000). Acting on a number of recommendations
made in this report, the Chancellor of the Exchequer proposed raising Landfill Tax to a
medium to long-term level of £35 per tonne, from 2005-2006 (DEFRA 2003). However,
this increase was introduced in the anticipation that it would encourage local authorities
and industry to find aternatives to landfill. Furthermore, the money received through
Landfill Tax has been recycled to fund BREW Programmes like the UK NISP which

advise and assist businesses in finding alternative ways to deal with waste. Target levels
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for the reduction of landfilling by commercial and industrial waste in 2010, were set
below 80% of 1998 levels (DEFRA 2003).

In specific terms, the UK NISP's intention by launching this programme was to assist
the UK government in achieving the following objectives over athree year period (see

Table 2.1):

Table2.1: The UK NISP targets

The UK NISP Objectives Targets

Diversion of waste from landfill in every region (Tonnes) 100,000
Reduction in CO, (Tonnes) 600,000
Encourage private investment in recycling/reprocessing (£) 40,000,000
Create new jobs through new business start-ups and growth 300
Save jobs which would otherwise have been lost 300
Training events to be delivered to industry 600
Create additional industry sales (£) 12,200,000
Deliver cost savings to industry (£) 10,000,000
Achieve higher asset utilisation -
Reduce industry use of potable water -
Support and encourage innovation leading to export potentia in -
environmental technologies

Source: Author generated; data adapted from Baker (2006) and DEFRA (2005b)

2.1.3 Partners of the UK NISP

The concept, on which the UK NISP operates, requires strong partnership and
networking. In order to work effectively, they are required to be in close partnership
with specific organizations which complement each other’s work. The UK NISP claims
to work in close partnership with the Local Government Association (LGA), the
Environment Agency (EA) and the Resource Efficiency - Knowledge Transfer Network
(RE-KTN).

12



2.1.3.1 Local Government Association

In order to effectively achieve their objectives, such as improving the local economy,
protecting the environment, etc., local authorities have the vital function of dealing with
businesses on a day-to-day basis. Similarly, in order to deliver their targets, the UK
NISP devel ops ongoing relationships with businesses. Local authorities can aso play an
important role by becoming more resource efficient through participation in the UK
NISP, and aso by assisting businesses in the region to do the same. Local authorities
are beneficia to the UK NISP by: helping businesses find information, e.g. facts about
the rising costs of landfill or new waste regulations; by supporting businesses
attempting to improve resources management and/or by recommending businesses liaise
with the UK NISP for specialized information related to IS. The UK NISP, on the other
hand, facilitates businesses endeavors to divert their waste from landfill which also
enables local authorities to achieve their landfill reduction target; assists in the
development of regional spatial strategies which take into account the sustainable use of
natural resources, endeavours to promote re-manufacturing, re-use and re-cycling which
offers commercial opportunities as well as environmental benefits, which, in turn,
improves the local economy; the UK NISP also provides local authorities with alink to
local businesses and access to wider research and a nationa business network (NISP
2005). The UK NISP employs a Local Government Liaison member to work alongside
the LGA and local authorities to help businesses improve their resource management

and identify potential new business and market opportunities (NI1SP 2006a).

2.1.3.2 Environment Agency (EA)

The EA is the leading public body responsible for protecting and improving the
environment in England and Wales. The Environment Agency offices across the
country are involved in carrying out government policies, enforcing and regulating
business and industry practices, providing useful information about compliance to
legislation and improving environmental performance. Both the EA and the UK NISP
are partly funded by DEFRA’s BREW Programme to assist the government in
achieving its environmental targets. EA works with the UK NISP and other BREW
programme funded initiatives to help ensure that businesses are aware of ther
responsibilities, and provides support and compliance assistance to legitimate
businesses. The EA works in partnership with the UK NISP to encourage new synergies
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between companies and provides assistance in answering any queries regarding
legidlation and regulations that may arise during project planning and implementation.
In the minutes of meeting of the Regional Environment Protection Advisory
Committee, held on 10™ January 2006, the EA announced that:

“With new legidation coming through and the development of

organisations such as NISP, we expect waste issues to improve in the

next few years.” (EA 2006a)

The Environment Agency, whilst understanding the potential of the UK NISP, also
introduced a partnership programme with the UK NISP to divert waste into productive
use (EA 2006b). The UK NISP was able to draw upon its partnership with the EA on
various projects. One successful example was the project “Bumper Result for the UK
NISP West Midlands’ which involved the UK NISP, a UK NISP member - Recycled
UK Limited and the EA. Recycled UK Limited collects used car bumpers from
businesses throughout the West Midlands region and once any metal is removed, the
plastic is shredded at the company’s site in Wolverhampton. Any remaining small
quantities of metal and paint are then removed from the plastic, which produces a clean
‘resource’ that is sold to a host of manufacturers to make new products, including
wheelie bins. The UK NISP West Midlands worked with Recycled UK Limited and the
EA to ensure the company met waste carrier and hazardous waste regulation criteria.
EA approval was received within a few months enabling the company to start diverting
1,200 tonnes of plastic waste from landfill, reducing carbon dioxide emissions by 4,350
tonnes and creating 5 new jobs (ISL 2006).

2.1.3.3 Resource Efficiency - Knowledge Transfer Network (RE-KTN)

The UK government has committed £370 million in a rolling programme of support to
technology innovation through its Technology Programme. The Resource Efficiency -
Knowledge Transfer Network (RE-KTN; formerly Mini-Waste Faraday) is one of the
many Knowledge Transfer Networks funded by the DTI. The RE-KTN helps UK
industry and commerce minimise waste through the development and implementation
of innovative technologies and processes aimed at increasing business competitiveness
and leading towards environmental and financial sustainability (RE-KTN 2006).
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The national team of RE-KTN is complemented by regionally located technology
managers supporting the UK NISP activities across the country. These technology
managers provide technological innovation advice to the UK NISP practitioners and
members planning and implementing new IS projects. They also assist in developing
solutions for the implementation of new projects. The UK NISP's partnership with the
RE-KTN ensures the programme taps into the UK’s best technological expertise and
innovation, increasing the potential for IS through the implementation of new

technol ogies and processes (NISP 2006a).

2.1.4 Outputs of the UK NISP

Most of the intended targets were quantified by the UK NISP to enable effective
evaluation of the programme. However, some targets, such as, reduce industry use of
potable water, support and encourage innovation were, as such, not measurable (see
Table 2.1). Thusit is difficult to report the extent of the programme’ s outputs at the end
of itsfirst year. Since BREW was involved in funding other programmes along with the
UK NISP, it was concerned how these programmes would report their outputs. Such
reporting was required to alow BREW to assess, both the impact of funding and the
activities of the funded programmes, which would then alow decisions to be made on
how to most effectively distribute funding among these programmes in the coming
years. Due to the need for consistency throughout the BREW programmes in reporting
outputs, DEFRA developed a matrix which they recommended programmes used when
reporting their outputs. The matrix included the following measures: diversion of
material from landfill, reduction in hazardous waste, conservation of virgin raw
material, conservation of water, reduction in CO, emissions (greenhouse gas

equivalents), increased sales for business and cost savings.

This matrix included all DEFRA’s priorities, in terms of their environmental protection
and economic development targets. The UK NISP's achievements for 2005/2006,
(outlined in Table 2.2), have been independently verified by the audit company,
Databuild Ltd. It involves measures satisfying BREW’s requirements and takes into
account the application of attribution and persistence. Attribution has been measured on
three levels. None — 0%, Partial — 50% and Full — 100%. The use of persistence in
measuring benefits is flexible, as it was found difficult to establish persistence in every
project, until, or unless, a typica persistence factor was established. In cases where
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persistence cannot be estimated, the benefits of the projects are assumed to last for 5

years, gradually decreasing by 25% every year.

Table2.2: The UK NISP outputsfor 2005/2006

Brew measures Reported IAdjusting for Adjusting for |[Output per
outputs attribution persistence  |£1M invested

IMaterialsdiverted from landfill 636,852, 393,670 1,360,395 388,684
(Tonnes)

Hazar dous waste eliminated 221,625 110,813 289,531 82,723
(Tonnes)

Virgin materials saved 950,137 598,957 2,129,306 608,373
(Tonnes)

CO, saved 328,964 279,118 1,198,264 342,418
(Tonnes)

\Water saved 264,475 132,238 330,594 94,455
(Tonnes)

Additional salesfor business 16,510,335 14,164,648 64,958,819 18,559,662
(£)

Cost savingsto business 36,449,707 31,585,723 145,768,655 41,648,185
(£)

Source: NISP (2006b) and Agarwal and Strachan (2007)

2.2 Ecological modernisation and the UK environmental policy

This study is set in the context of the UK NISP which is a visible manifestation of the
UK government’s commitment to an agenda of ecological modernisation.

2.2.1 Ecologica modernisation theory

“Ecologica modernisation is a new, and in many ways an improved, synonym for
sustainable development” (Buttel 2000: 63). Authors such as Welford (1995) have
questioned the capability of ecological modernisation as a strategy for promoting
sustainable development. Gouldson and Roberts (2000) argue that the focus should be
on the development of integrated policies that could better enable economic activities
without undermining the ecological objectives, rather than on environmenta policies
that might restrict markets and societal routines. The EM theory supports, along with
many other interpretations discussed later in the Chapter, new forms of policy
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intervention that integrate environmental protection and economic growth. Gouldson
and Roberts (2000) argue that, rather than perceiving economic development to be the
source of environmental decline or seeing environmental protection as a brake on
economic development, ecological modernisation calls for the application of economic
policies that harness the forces of entrepreneurship for environmental gains and
environmental policies that positively influence economic development. Gouldson and
Roberts's statement is in line with Mol (1997), who argued that the economy should be
‘ecologized’ and the ecology should be ‘ economized’, creating a win-win situation for
society. von Mamborg and Strachan (2005), in agreement with these views, noted that
policy interventions, based on ecological modernisation, will not only improve
environmental performance but also economic competitiveness at the macro and micro

scale of economies.

2.2.2 Emergence of ecological modernisation theory

The ecological modernisation theory (EMT) was developed initially in a small group of
West-European countries, i.e. Germany, the Netherlands and the UK. The concept of
EM initially emerged “in four separate policy communities around the International
Union for the Conservation of Nature (IUCN), the United Nations (UN), Organisation
for Economic Co-operation and Development (OECD) and the European Union (EU)”
(Young 2000: 24). The idea of the EM theory was devel oped by the German sociologist
Joseph Huber and the German political scientist Martin Janicke, in the 1980s (Mol
2000). EM theory received prominence through the semina works of Arthur Mol and
Gert Spaargaren and Maarten Haer in a more critical perspective (Pataki 2005).
“Nearly as remarkable as ecological modernisation’s rising visibility and influence has
been the diversity of the meanings and usages of this concept” (Buttel 2000: 58).
Literature has interpreted EM theory in severa different ways. as a socia theory (Mol
1995, Spaargaren 2000, Buttel 2000); as a synonym for strategic environmental
management, |E, eco-restructuring, etc. (Buttel 2000, Hawken 1993); as a discourse of
the environmental politics and policies (Mol 1995, Haer 1995, Buttel 2000); and, as a
programme of environmental and economic policies designed to tackle the ecological
problems (Mol 1995, Gouldson and Murphy 1997). In spite of differing interpretations
of the ecologica modernisation theory, most commentators agree with the claim that
“ecological modernisation offered a way of greening contemporary capitalism so it

would be possible to have economic growth that was benign in environmental terms”
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(Young 2000: xi). It is, therefore, argued that environmental protection, which was seen
as a burden on the economic development, can actually complement a different kind of

economic growth

2.2.3 Business and ecological modernisation

IS means a collaborative approach towards ecological modernisation, through the
exchange of material and energy, shared use of assets, logistics, skills, etc. IS is a
practical application of IE is one way in which the concept of ecological modernisation
has been taken forward as a pragmatic political programme (Gibbs 2003b). One
advantage of IS approach over other |E approaches, is that it can be implemented at
project, industry, local, regiona and/or national levels to meet environmental
objectives, without being an obstacle for economic growth. Most IS programmes in the
world are implemented at project and industry level, which in some cases developed
further into eco-industrial parks (EIPs). Some efforts are aso being made in the
direction of developing regional IS networks, eg. Geneva Regiona Industria
Symbiosis. It is against this back drop that the UK NISP was launched on a national
level in July 2005. The UK NISP is the first national IS initiative in the world funded
and supported by nationa government, managed nationally and delivered at
regional/local level. It is argued that programmes initiated and supported at national
levels are effective if applied at regional/local levels to alow implementation in line
with regional/local context. A detailed appraisal of the UK NISP structure and strategies
may help in the development of an ecological modernisation programme that translates
the environmental objectives of the government into financial incentives for businesses

and vice versa.

The UK NISP claims to be a progranme driven by the demands of its corporate
members. The UK NISP brings together companies from all business sectors
encouraging inter-organisational inter-sectoral resource efficiency through material
exchange. UK NISP members are recruited by regional practitioners, through a series of
awareness workshops and training events. Information about availability and the need
of by-product resourcesis collected and analysed and synergies are identified in order to
link companies for material exchange. Assistance is aso provided by the UK NISP and
partner organisations on legislation and regulations, as well as by offering solutions to
any technological problems in the planning and implementation of these projects. The
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UK NISP claims to work with over 9000 members from different business sectors
(NISP 2007). However, only members identified as having synergy are actively
involved with the UK NISP.

To what extent is the EM theory view that economic agents are socia carriers of
ecologica restructuring and reform true? The initiative to develop an IS network was
instigated by the industry itself. One successful example, ‘Waste to energy — tackling
the UK’s waste tyre problem’ was perhaps the first in a series of IS projects. Two
leading UK organisations, Waste Tyre Solutions and Sapphire Energy, a joint venture
company of the Lafarge Cement UK and Michelin Tyre PLC., came together to find a
use for scrap tyresin cement manufacturing. They managed to recycle 100% of all tyres
collected by using them as cement kiln fuel, preserving non-renewable fossil fuels
(NISP 2007). It is important to notice that this initiative was not the result of
government environmental policies, which indicates that some private initiatives may
lead to environmental targets being met. However, as von Mamborg and Strachan
(2005) argue, this may not be the case for most UK companies and it is hard to regard
UK companies and the UK business community in general, as being the principal social
carriers of ecological restructuring and reform in the area of climate change. This aspect
may need to be explored further, through empirical work, to identify the real motive
why businesses join the UK NISP and impact it has on ecological restructuring and

reform.

2.2.4 Government intervention and ecological modernisation

In recent years, numerous UK government policies, attempting to integrate economic
and environmental policies, have been at the forefront of policy development. Policy
associations are planned and implemented to take the EM agenda into consideration
and, as argued by Gouldson and Roberts (2000), these policies should not restrict
economic activities but enable them to support the ecological modernisation process.
Governments have agreed to support EM as “it addresses the environmental problem
while avoiding the need for structural economic change” (Young 2000: 28). Many
commentators, e.g. Gouldson and Murphy (1997) and others, contend that economic
and environmental goals can be integrated into the ecological modernisation of the
advanced industrial economy through innovative forms of policy development. It is

clamed that the UK NISP is based on the concept that no conflict exists between
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environmental protection and economic growth, which is one of the main characteristics
of EM theory. Similarly, there are other features which confirm policy initiatives, like
the UK NISP, to be actively promoting ecological modernisation, such as, technological
innovation, integrated policy development, etc. As EM characteristics have been
identified as being most relevant in the development of the UK NISP programme, EM
seems to be the most appropriate theoretical approach through which the UK NISP's
place in the UK government’s ‘green’ market strategy can be analyzed.

Mol’s (1995) ecological modernisation model takes four institutional transformations
into account: 1) the role of science and technology in environmental deterioration and
reform; 2) the role of economic and market dynamics and economic agents; 3) role of
the government at various levels, and, 4) the role of social movements and Non-
governmental organisations (NGOs). In the context of this research, this study will
focus on and contribute to one of the four institutional transformations, namely, the role
of the government at various levels, with regard to the UK NISP that claims to assist in

economic devel opment without harming the environment.

Huber (1985, in Murphy 2000) stated that in some cases the government should play no
role in the ecologica modernisation process, as it may hinder the development and
diffusion of clean technologies. In contrast, Spaargaren and Mol (1992) and Blowers
(1997) were concerned about ecological modernisation’s lack of attention on the role of
state institutions and its reliance on industry to resolve pressing ecological concerns
(Crowley 1999). Mol and Spaargaren (1993) criticized Huber’s view and argued that it
is difficult to imagine an ecological switchover without government intervention at
various levels. Thereafter, changes were suggested in the role of the government to
facilitate environmental reform, including modifications in the environmenta policy,
from curative and reactive to preventive and proactive, from closed policy-making to
participative policy-making, from centralised to de-centralised and from dirigistic to
contextually steering (Mol 1995). However, Gibbs (2000) argues that this may not
involve arole for a strong bureaucratic government. Mol (2000: 46) agrees that a “...
more decentralised, flexible and consensual style of national governance with less top-
down hierarchic command-and-control regulation [needs to] emerge”’. He also arguesin
favour of opportunities being handed over to non-state actors, so that they take over the

responsibility for tasks traditionally handled by the government, moreover, he supports
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a distribution of power that alows conflicts to be resolved without government

interference.

Although increasing importance has been given to business in ecological modernisation
programmes, the government has an important role to play in the development and
survival/growth of these programmes. Government intervention, as von Mamborg and
Strachan (2005) argue, relates to (i) establishing demanding environmental targets, (ii)
pursuing macro-economic restructuring by shifting the emphasis away from energy and
resource intensive industries, and (iii) ecologizing the economy and economizing the
ecology, creating win-win situations for companies and society. Combined
environmental protection and economic growth, as suggested by EM theory, can only
be realised if the government helps to develop the industry’s capacity of to respond to
the needs of sustainable devel opment.

The UK government has taken significant steps in this direction by understanding the
importance of ecological modernisation and by making changes in their policy, using
the ecologica modernisation theory. Some examples of these transformations as
outlined in the UK Sustainable Development Strategy are: (i) development of
programmes for decoupling environmental degradation from economic growth, e.g.
BREW Fund, the Waste Strategy Review, etc.; and, (ii) increased devolution of
responsibility of strategic direction to regional levels including strengthening regional
leadership (DEFRA 2010). These aspects need to be explored through empirical
research to show how the UK government’s plan reflects and seems to be in line with

the modern environmental discourse proposed by the ecological modernisation theory.

2.2.5 Themes of EM theory suitable for this study

This section explains the theme(s) of the EM theory that have been identified as being
most relevant to the aims of this study, i.e. the UK NISP's place in the UK
government’s ‘green’ market strategy. As certain features of the EM are identified to be
most relevant to the UK NISP and its associated policies, using themes derived from
EM theory to explore the policy context of the UK NISP is unavoidable. Development
of the UK NISP programme and associated policies and programmes at national/sub-

national level appear to have been influenced by central government intervention.
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Therefore, transformation of the government’s role is considered to be one of the key

themes of the EM theory suitable to conduct this study.

By employing the ecological modernisation theory, focus is placed on examining the
UK government’s policies, programmes and the policy process which affect the UK
NISP. Transformation in the government’s role, with regard to the UK NISP's place in
the UK government’s ‘green’ market strategy, has been explored in this study from the
following ecological modernisation theory perspectives: 1. development of policies and
programmes for decoupling negative environmental impacts from economic growth; 2.
aternative and innovative approaches to environmental policy; 3 support for
development and diffusion of new (clean) technology; 4. development of preventive and
proactive environmental policies; 5. involvement of non-state stakeholders in policy-
making; 6. decentralisation of policy-making and implementation; 7. adoption of
contextually steering approach (through the use of a mix of regulatory, market and
voluntary instruments). Perspectives 1 to 3, are also noted by Gouldson and Murphy
(1996) and Murphy (2000) as key tenets of the EM theory which can be used for the
assessment of the government’s environmental policy choices. These perspectives are
useful to evaluate the extent to which the UK government has adopted the EM agenda.
However, these perspectives could only explore the policies and programmes
overarching the UK NISP. Perspectives 4 to 7, on the other hand, are seen as conditions
that are conducive to EM (Milanez and Buhrs 2007). These perspectives that reflect
Mol’s (1995) ‘transformations in the role of the nation-state’ are relevant when
examining policy formulation and the implementation process affecting the UK NISP.

In the UK Sustainable Development Strategy, it was highlighted that the government
ams to develop policies and programmes for decoupling negative environmenta
impacts from economic growth (DEFRA 2010). A key tenet of the ecological
modernisation theory also suggests that there is no necessary conflict between
environmental protection and economic growth and that they may, in fact, be mutually
supportive (Murphy 2000). This perspective is particularly useful in understanding
whether the UK NISP and the associated policies and programmes could be seen as a
genuine effort by the UK government to decouple environmental harm from economic

growth.
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von Mamborg and Strachan (2005) highlighted the government’s role in ecologizing
the economy and economizing the ecology to create a win-win situation. An effort by
the UK government to encourage alternative and innovative approaches to
environmental policy and programmes is the way forward to achieve this vision. For
example, Murphy (2000) states that placing an economic value on nature and the
voluntary initiatives of the government may encourage economic actors to protect the
environment. This perspective is, therefore, useful in exploring whether the UK
government has been encouraging alternative and innovative approaches to
environmental policy, e.g. by placing economic value on nature, by integrating
environmental policy goals into other policy areas, by developing voluntary
instruments/programmes to encourage voluntary involvement of industry to protect
environment (Murphy 2000, Gibbs 2003b).

Technologica development has been seen as the focus of the EM Theory. Devel opment
and application of more sophisticated technology was regarded as being key in
addressing environmental problems (Huber 1982, 1984, 1985, in Murphy 2000). As
Murphy stated, “EM is based on the invention, innovation and diffusion of new
technologies and techniques of operating industrial processes government action in
these areas is a focus of ecological modernisation theory” (Murphy 2000: 3). Therefore,
this perspective is important to explore whether the UK government supports the

devel opment and diffusion of new technology in the context of the UK NISP.

In addition to the above three perspectives, Mol (1995) suggested four other dimensions
of government intervention that could assist in realising the ecological modernisation
agenda, including changes in environmental policy from being curative and reactive to
preventive and proactive, moving away from closed policy making to participative
policy making, moving away from centralised to decentralised formation and
implementation of policy, moving away from command and control approach to

steering/consultative style of governance.

“Exploring aternative and innovative approaches to environmental policy is another
measure which would allow a shift towards ecological modernisation” (Gibbs 2003b:
253). This perspective considers whether recent government initiatives, including the
UK NISP and other relevant policies and programmes, embrace proactive and
preventive approaches. Exploring the presence of both pull and push factors in the
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policy instruments, advocated by governments at various levels would provide an
understanding of the holistic approach adopted by the government. Elements crucia
under this perspective include: support for increased use of technology to prevent
environmental degradation, increased use of economic or market based instruments
including tax instruments, promoting the use of environmental performance standards,
e.g. 1ISO 14001 to integrate market forces and community engagement (Choy 2007: 30-
31).

Moving away from closed policy making to participative policy making is another key
dimension within Mol’s (1995) interpretation of the transformation in the government’s
role explored in this study. Increasing emphasis has been placed on the role of non-state
stakeholders, including industry and environmental groups, in strategic decision-making
and the formulation and implementation of policy. As industry and environmental
groups have a greater understanding of the environmental issues, their involvement in
the decision-making process and policy formulation is seen as essential by many EM
proponents (see Schlosberg and Rinfret 2008, Christoff 1996, Frijns et a. 2000). The
relevance and extent of participation, and the government’s effort to bring together
relevant stakeholders in the decision-making and policy formulation processes are some
of the key elements that can be explored through this EM perspective.

Decentralisation of the environmental policy formulation and implementation
perspective has also been observed by Mol (1995), in order to realise the ecologica
modernisation agenda. The nation-state is not the only government level to influence
policy (Mol 2002). Gibbs and Jonas (2000) pointed out that selected powers of the
nation state (UK) are handed over in three directions. upwards, i.e. supranational,
downwards, i.e. sub-national and horizontal, i.e. inter-regiona organisations owned by
the state. In the context of the UK, Gibbs described the European level as being
supranational, where the UK government has adopted a number of European directives
and has also engaged in the European Environmental Action Programme; devolved
administration and local authority levels are classified as being sub-national, asthe UK
government has handed over selected and varying environmental policy powers to
devolved administrations and offered local authorities the responsibility to meet the
internationally agreed environmental policy, e.g. Agenda 21 through the local agenda 21
process, and, the Environmenta Agency is classified as being an inter-regional
organisation operating regionaly, whilst wholly owned and controlled by centra
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government (Gibbs and Jonas 2000). This perspective could help explore, whether and
to what extent, the UK government witnesses this new form of decentralised
governance at various levels (as described by Gibbs and Jonas 2000) within the UK
NISP context.

Adoption of contextually steering approach by the government is aso regarded as a
condition conducive to EM (Mol 1995). Moving away from adirigistic to a contextually
steering approach may have varying significance for different people/institutions. The
role of a strong command and control approach is criticised by many, however there is
evidence to suggest that not having regulations in place may result in further
deterioration of the environment. The stand taken in this thesis proposes the
implementation of a mix of regulatory, market and voluntary instruments. “

regulations could be retained to set basic minimum standards and to deter free riding”
(Neale 1997: 11) and market instruments could offer financial incentives to businesses,
in order to encourage them to minimise environmental damage, for example, eco-taxes,
eco-labels, etc. Moreover, voluntary instruments, such as industry groups voluntary
agreements and government funded Business Environmental Support Programmes
(BESPs) could also be employed. This perspective could help explore, in the UK NISP
context, whether and how the government has changed from developing over-regul ated
policies to an appropriate mix of policies that, as Mol (1995) suggests, would create

favourable conditions and contexts for environmentally sound practices.

2.3 Industrial Ecology, eco-industrial development and industrial symbiosis

This section reviews literature relevant to the development of the field of IE and EID.
The section begins with background information on the origin of the IE and EID field,
its gradual development and ends with a critical appraisal. The concept of IE and its
several dimensions are outlined in this section, with particular focus placed on the
direction of further research for its institutionalization. Here, it is necessary to state the
overal god of IE. IE, as afield of enquiry, aims to make use of a minimum amount of
natural resources to their highest possible value in order to conserve ecologica systems.
IE has been practised in various parts of the world to conserve natural resources and
improve industrial capability, through various forms of EID. Cohen Rosenthal (2003:
14) outlines the benefits of practising IE:
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“For business, eco-industrial development offers new avenues for profitable
companies. For communities, eco-industrial options lead to more rooted
businesses, good jobs and a cleaner environment. For local and global

ecosystems, eco-industrialism promises a lighter load on the environment.”

However, there is limited evidence to support these claims. In addition, the notion that
the economy and environment are in direct and fierce conflict is an out-dated belief.
Therefore, there is a “need to ... demonstrate that the answers to economic and
environmental problems are often the same” (Piasecki 1992: 874). “Much more research
IS needed to delineate the bounds where the prescriptions derivable from industria
ecology hold true” (Ehrenfeld 2004: 830). Thus, an attempt is made to discuss the
concept of EID and its existence in the past as a tool of economic development. This
section also describes different classifications of eco-industrial activities in various
contexts and discusses the prominence of IS networks as one of the main EID

approaches.

2.3.1 Industrial Ecology

IE is based on the metaphorical relation between the natural and industrial ecosystems.
“The IE concept uses the metaphor of sustainable natural ecosystem as a model for
transforming unsustainable industrial systems” (Korhonen et a. 2004: 290), which as
noted by Korhonen and Strachan (2004) has become a distinct characteristic of the IE
concept. Ehrenfeld (2004) showed his concern in terms of IE developing as a field of
enquiry and argued that |IE has penetrated the academic world though its legitimacy
requires expanding. “Ideas like industrial ecology must become institutionalized if they
are to have much effect on the reality of everyday activities” (Ehrenfeld 2004: 825).

The name “industrial ecology” was coined in 1972 when it was officially used by the
Tokyo Ministry of International Trade and Industry (Ehrenfeld 2004). There was
ongoing work in this field before the name ‘industrial ecology’ came into existence
though it did not achieve much attention from academics until 1989. It was an article
‘Strategies for manufacturing’ by Frosch and Gallopoulos (1989) that made |E popular
as a theoretical concept and its relationship with industrial activities (Agarwa and
Strachan 2006). They described |E as a holistic approach to maintain a proper balance

between economic benefits and environmental needs.
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Severa definitions are available, but it is not easy to fully understand the holistic
concept of IE (Agarwa and Strachan 2006). According to Tibbs (1993), the naturd
ecosystem was considered to be limitlessly vast, but the continuous expansion of the
industrial system has compelled us to consider the limits of natural ecosystem and its
relevance to industrial operations. A very general and basic definition of IE was given
by Tibbs (1993: 3):

“Industrial ecology takes the pattern of the natural environment as a model for
solving environmental problems, creating a new paradigm for the industria
system in the process.”

Allenby and Cooper (1994) proposed further development of IE as a biological
metaphor which has become the main source of the concept of IE. |E was also defined
as:

“The study of the physical, chemica and biologica interactions and
interrelationships both within and between industrial and ecological systems.”
(Garner and Keoleian 1995: 2)

The views of Tibbs (1993), Allenby and Cooper (1994) and Garner and Keoleian (1995)
arein line with the argument of Jelinski et a., that “an industrial system must be viewed
not in isolation from its surrounding systems, but in concert with them” (Jelinski et al.
1992: 793). Chertow (2002) proposed a conceptual framework (see Figure 2.1) of IE
based on the above argument:
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Figure2.1 Conceptual framework of industrial ecology

Conceptual Framework of Industrial Ecology

TRADITIONAL PERSPECTIVE INDUSTRIAL ECOLOGY PERSPECTIVE

Industrial

System

Source: Chertow (2002)

Chertow advocated that “by focusing on industrial operations in the context of the
surrounding air, water, and land use systems in which they are a part, more integrative

solutions are possible” (Chertow 2002: 9).

Erkman (1997) identified that most authors more or less agree on at least three key
elements of IE. The first element is its systems approach, where IE studies the whole
system that includes material and energy flows, rather than just studying a component
of the system. Garner and Keoleian (1995) argue in favor of the systems approach as it
provides a holistic view of environmental problems, making them easier to identify and
solve. The second element of IE is that it takes into consideration material and energy
flows in and outside a company’s boundary. This is consistent with the findings of
Korhonen and Strachan (2004) which indicated that the systems approach to physical
flows of matter and energy requires a network and an inter-organizational approach,
although its intra-organizational aspects cannot be ignored The third element is the use
of key technologies as crucial components to achieve the transformation from an

unsustainable industrial system to aviable industrial ecosystem.

Jelinski et al. (1992) conceptualized IE in three development models, i.e. Typel, Il and
[1l. Type I, as described by Korhonen and Strachan (2004) is a linear, immature and
unsustainable model; Type Il is a semi-matured state; and, Type |1l is a mature and
materially closed ecosystem (Korhonen 2005a) that is ultimately sustainable (Jelinski et
al. 1992). The goal of the IE community is a move towards the Type |11 ecology, i.e. an

ecosystem that has evolved from linear and quasi-cyclic material flows into a situation
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where the resources of life are limited and therefore the system operates through almost
the complete cyclic nature of material flows (Jelinski et a. 1992, Allenby and Cooper
1994, Korhonen 2001). Korhonen (2005b) notes that, unfortunately, we still lie between
the Type | and Type Il model. Frosch and Gallopoulos (1989) have emphasized that an
ideal industrial ecosystem, i.e. Type Ill, can never be attained in practice, though it can
be closely approached to maintain a standard of living without adversely affecting the
environment. Most commentators (Korhonen 2002) agree with Frosch and Gallopoulos
on this issue by pointing out that an ideal industrial ecosystem is probably unattainable,
although it would be worth pursuing as a goal. The direction presented by thisvision is
the way forward in environmental policy and industrial environmental management
(Allenby and Cooper 1994, Korhonen 2001). It is perhaps not possible to move to a
Type 111 model. However, proper implementation of the IE notion can take us between

the Type Il and Type |11 model.

The key tools of IE include material and flow analysis (MFA), substance flow anaysis
(SFA) focusing on individual substances (Korhonen and Strachan 2004), environmental
life cycle assessment (LCA) for material and energy flows of products, and design for
environment (DfE) that aims to design a product that will have minimum environmental
impact throughout its life cycle. Tools, such as MFA and SFA are used simply for the
identification of material and energy flow intervention, but LCA can be adopted as a
management tool, as a life cycle oriented environmental management (Sinding 2000).
DfE can also be defined as a management tool as it aims to create action, rather than just
being employed for the identification of material and energy flow intervention (Lowe
1997). These tools have been used by the industry effectively, but no rea measures
have been suggested to enhance the development and application of these tools in
industrial networks, on a regiona or nationa level. Similarly environmental
management systems, e.g. 1ISO 14001 or Eco-management and Auditing Scheme
(EMAYS) standards, concentrate on individual firms. Korhonen et a. (2004) argue that
the system context of IE does not ignore the intra-organizational tools and tends to use
both intra-organizational and inter-organizational approaches in parallel and in
complement to each other.

Korhonen (2005b) suggested the more structural and organizational characteristics of
ecosystems that can be used in the development of industrial ecosystems, some of
which are discussed here: roundput, diversity, locality. “Industrial systems exhibit a
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linear throughput flow of matter and energy that depletes natural resources and
generates waste and emissions ...” (Korhonen et a. 2004: 290). Korhonen (2005a)
suggested the ‘roundput’ model, benefits of which are described by Deutz and Gibbs

(2004: 349) in economic, environmental and social terms:

“In economic terms waste ‘roundput’ has benefits for all parties. reducing
waste disposal costs on the one hand and expenditure on raw materials on the
other. Environmental gains are simultaneously achieved by a reduction in both
waste production and resource use. The social gains associated with sustainable
development are a little more tenuous in IE projects, being dependent on the
increased profitability of participant companies benefiting local economies and

thereby the local population.”

The value of IE will depend on ‘diversity’, the extent to which it can provide
possibilities for interrelating industrial inputs and outputs, diverse actors that can
develop more opportunities for synergies, and diversity in information. Korhonen and
Strachan (2004) point out that the Type | — Type Il model does not even consider
diversity of system development within the industrial ecosystem. On the one hand, if an
actor from the system opts out, then the diversity of the system would help to recover
the system by involving another actor. On the other hand, an increase in the diversity of

actors would perhaps create an increase in conflicting interests (Korhonen et a. 2004).

‘Locality’ gives an indication of the importance of local values, local resources and
local co-operation as ecosystems remain within the local carrying capacity (except for a
few exceptions, e.g. import of non-renewables in the Kaundborg's IS network)
(Korhonen 2005a). “Energy use could be reduced through locally integrated production
and end-consumption” (Korhonen 2005a: 11). Thus, the locality characteristic of the
ecosystem is useful for an industrial ecosystem, as every industrial ecosystem has its

distinct local values, level of resources and diversity of actors.

Severa authors (e.g. Boons and Roome 2001, Korhonen 2004a, Korhonen et al. 2004)
have questioned whether IE can significantly expand beyond its present dominant
industrial metabolism focus and move from the descriptive analysis of materials and
energy flows in industrial systems towards a prescriptive framework, offering concrete

solutions and practicd measures for policy-makers and business managers.
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Subsequently the question is raised by Korhonen et al.: “How can we develop policy
and management approaches to realize the Type 111 eco-industrial development vision in
practice?” Korhonen et al. (2004: 299). Frosch and Gallopoulos suggested that
“corporate and public attitude must change to favour the ecosystem approach, and
government regulations must become more flexible ...” to support strategies for waste
minimization (Frosch and Gallopoulos 1989: 150). On the other hand, Deutz and Gibbs
(2004) stressed the importance of co-operation between local authorities and public and

private actors for progress towards EID.

A research need is identified by Korhonen et a. (2004), which would perhaps enable
answering the above questions if taken into consideration in further 1E research. They
realized that “... the study of the physical flows of matter and energy cannot inform
managers, planners and policymakers, about how to change the ways in which
individuals, groups, organizations, and the general society behave” (Korhonen et a.
2004: 302). Posch (2004), in agreement with Korhonen et al. (2004), points out that the
network and systems approach should be taken into account not only in the description
of material and energy flows, but also when considering the human dimension of the
networks, the actors and the decision-makers in industrial ecosystems. Although the
physical flow of material and energy has been the main focus of the IE theory, authors
(e.g. Ehrenfeld 2000, Boons and Roome 2001, Korhonen et al. 2004) argue that 1E
theory should also consider the human dimension, i.e. the actors involved with the
flows. Ehrenfeld (1997: 90) asserts “The coupling of human activities to such a
systematic framework is the basis for this new organizational principle called industrial
ecology”. Therefore, Korhonen et a. (2004) suggest that 1E’s link to management and
policy studies would provide innovative routes to change present unsustainable
industrial systems into viable industrial ecosystems. Korhonen et al. (2004) proposed
three themes as organising categories in linking 1E to management and policy studies.
These include “(i) inter-organisational management, (ii) development and management
of industrial ecosystems, and (iii) industrial ecology as a vision and source of

inspiration for management strategy” (Korhonen et a. 2004: 296).

In most |E literature, it has been noted that the concept of 1E focuses on the interaction
among groups of cooperating firms and their stakeholders, such as the community,
NGOs working aongside and the government. It positions IE as a form of

environmental management in inter-organisational networks (Korhonen et a. 2004).
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“Stakeholder management theory is an important path to pursue in linking
environmental management theory to IE’ (Korhonen et a. 2004: 296). The
stakeholders position in traditional stakeholder management was one of risks as aresult
of their demands on the company (Madsen and Ulhoi 2001), athough if the
stakeholders perception of |E was true, it could provide new opportunities (Korhonen et

a. 2004) in the development and management of inter-organisational networks.

An appropriate approach towards the development and management of industrial
ecosystems can only encourage the industrial system to move towards Type Ill. The
most essential elements for realizing a Type Il industrial ecosystem include: co-
operation between public and private actors (Deutz and Gibbs 2004) that which Piasecki
(1992) argues have conflicting interests and preferences; mutual trust and
communication among the participating member companies and the willingness to
cooperate (Sterr and Ott 2004); information flows among the actors, community
involvement and active government policy (Korhonen et a. 2004); central role of local
authorities (von Mamborg 2004) in planning and providing information and support;
and, most importantly local authorities acting as a leader (Deutz and Gibbs 2004, von
Mamborg 2004, Korhonen et a. 2004).

IE has potential features that can be used as a source of inspiration and creativity when
developing new business strategy planning principles, e.g. stakeholder co-operation and
participation with diverse actors, planning for local community development projects,
etc. (Korhonen 2004a).

2.3.2 Eco-industrial development

“Critical analysis of the development of IE in practice would provide a basis for better
understanding of the potential of the concepts of industrial ecosystems and of the value
of the field of IE as such” (Korhonen et a. 2004: 293). Literature on EID is clumsy and
fragmented, despite a growing interest in the field. “Eco-industrial development refers
to a broad and multi-faceted set of ideas, and has been evolving and deepening over the
years’ (Spiegelman 2001: 3). In order to understand the concepts, principles, strategies,
goas and value of EID, it would be helpful to discuss some of its definitions. Coté
(2000: 3) interprets EID as “a community of manufacturing and service businesses
seeking enhanced environmental and economic performance through collaboration in
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managing environmental and resources issues including energy, water and materials’.
Pellenbarg (2002: 65) suggests.

“It is not the product or service that is the leading aspect here, but the joint
ambition of firms located on the site to organize their activities strategically in
such a way that environmental goals are served without obstructing economic
performance, or even better, by enhancing this performance’.

EID strategies “have been practiced by businesses for centuries to conserve valuable
resources, encourage innovation, and maximize financia profit” (TPD 2003: 5). Cohen-
Rosenthal (2003: 21) also affirms this by arguing that “eco-industrial connections occur
al of the time in al kinds of businesses and communities’. In one of his articles,
Desrochers (2002b) presented historical evidence from 19™ and 20™ century literature,
demonstrating that one of the eco-industrial activities, which he described as inter-firm
recycling linkages, were a dominant characteristic of the past economic development
but he argued that the majority of commentators (Ayres 1994, C6té and Smolenaars
1997, Lowe 1997, Ehrenfeld and Gertler 1997) from IE and other related fields
disagreed. There are two main reasons for this, one of which is “... alack of research
into the spontaneous formation of inter-firm recycling linkages ...” and the other is*“...
the progressive and cumulative implementation of market distortions and regulatory
barriers to resource recovery over the last century” Desrochers (2002b: 1031).
Desrochers provided ample historical evidence refuting the belief “that past economic
development was characterized by a linear model of extraction, use and disposa”
(Desrochers 2002b: 1035). EID strategies are not new concepts though, as Desrochers
(2002b) argues that in the past, they were practiced on a smaller scale based on the level
of technological innovation and regulatory barriers.

“What is new is the emphasis on the comprehensive application of these strategies with
the multiple objectives of maximizing financia returns, improving connections between
businesses and their communities, and reducing environmental degradation” (TPD
2003: 5). | will argue in favor of Desrochers (2002) view, based on the evidence
available, which is also supported by TPD (2003), Cohen-Rosenthal (2003) and Sterr
and Ott (2004), that EID strategies were possibly practiced in the past, although
probably on a smaller scale, and were perhaps not conscious and/or systematic. Cohen-
Rosenthal (2003) raised questions about the on-going eco-industria activities, whether
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they are conscious and systematic? if the stakeholders involved know how to adjust to
new markets, technologies and materials, and whether they add value to the shareholder,
stakeholder and the environment?

There are severa ongoing eco-industrial activities that are neither conscious nor
systematic. However, progress in the field of IE, particularly the move from materid
and energy flow aspect of IE to the human dimensions, strategic management and
policy perspective aspects would assist in the realisation, systematisation and aso in
further development and the effective management of such activities. Additional
research is required to identify cases where eco-industrial activities are present in order
to identify how these initiatives developed, their key stakeholders, how they are
managed and whether they add value to stakeholders and the environment.
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2.3.3 Classification of EID and ISinitiatives

The Research Triangle Institute (RTI) produced a classification of EID based on

different group of actors and emphasis:

e asingle by-product exchange pattern or network of exchanges,

e arecycling business cluster (e.g. resource recovery, recycling companies);

e acollection of environmental technology companies,

e acollection of companies making ‘green’ products;

e anindustrial park designed around a single environmental theme (i.e. asolar
energy-driven park);

e apark with environmentally friendly infrastructure or construction; and

e amixed use development (i.e. industrial, commercial and residential) (RTI 2003:

xii).

However, Trillium Planning and Development Inc. (TPD) in afeasibility study, focused
on the four concepts of EID which were considered as the most relevant and specific for
the US planning area: (1) bio based industry cluster - that would produce aternative
fuels, lubricants and co-products increasing the value of agricultural resources, such as
corn and soybean (e.g. biodiesel from soybean ail); (2) high performance warehouse
and distribution centers - used for the logistics division of retailers and wholesalers, by
co-locating combination of firms with complementary distribution channels; (3)
research and technology park - that would focus on commercialization of research; and,
(4) eco-park (planned mixed-use commercial park) that would be branded and marketed
as an EIP and planned according to EID principles, including business-to-business and
business-to-community networking, energy and resource efficiency, pollution
prevention, sustainable land use, building design, etc. (TPD 2003)

Chertow (1999: 9) classified EID as perhaps based on size and geographical coverage of
the eco-industrial activities: (1) through waste exchanges - businesses recycling or
selling recovered materials to other firms, e.g. scrap deaders; (2) within a firm - occurs
either in large organizations that often behaves as if they were a collection of severa
different entities or by integrating operations further up the life-cycle chain; (3) among

firms collocated in an eco-industrial park - businesses located in a set geographical area
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exchange energy and material and share information and services such as transportation;
(4) among local firms that are not collocated - relies on using existing businesses and
inviting some new ones to create a synergy, although this type of EID does not require
strict geographica proximity; and, (5) virtual eco-industrial parks - allow businesses to
share waste stream, however the use of energy over large distances would perhaps be
impossible or inefficient. Chertow (2002) claimed that last three approaches can readily
beidentified as |S.

Musnikow and Schlarb (2002) classified most eco-industrial activities into one of the
following four categories: (1) eco-industrial park — It utilizes the format of traditional
industrial parks and co-locates several businesses on a specific property; (2)
transformed existing industrial park — Existing parks are converted into eco-industrial
systems by adapting the park to incorporate eco-industrial principles and activities; (3)
virtual eco-industrial network — creates materials link and other connections among
industries within a region without relocating businesses; and, (4) combination of forms
— this employs some, or al of the three types of eco-industrial initiatives mentioned

earlier.

Conversely Roberts (2004) utilised a different approach by outlining EID at three
distinct levels: firm level, eco-industrial park level (or industrial symbiosis network
level) and networked eco-industrial parks level. “ Applying industrial ecology at the firm
level can achieve significant operational savings;, however, there may be limitations
related to scale and quality of waste or materias by-products that affect recovery costs’
(Roberts 2004: 1000). According to the BCSD (2002) report, EID covers a wide array
of issues including material, energy and water balances for companies, their production
processes and capacities, needs for support functions and infrastructures, human and
knowledge resources, etc., and aims to develop long-term continuous partnerships based
on the direct communication of network companies. Mirataarguesthat “ ... 1S networks
can alow improvements in the efficiency and effectiveness by which different resources
and capacities are utilized going beyond that which can be achieved by fragmented
pursuit of improvements in individual units’ Mirata (2004: 967). Networked eco-
industrial park systems (NEIPS) are the clustering of IS networks which are a step
ahead of IS networks and represent IS macro-level developments that have strategic
links or alliances with other IS networks across regions (Roberts 2004).
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Based on the range of classifications of EID initiatives in literature, e.g. Roberts (2004),
Chertow (1999), RTI (2001), TPD (2003) and others, it is evident that the definition of
EID has not developed sufficiently to set boundaries which could identify the type of
initiatives constituting an EID initiative. It is obvious that maority of classifications
made include the concept of EIP and/or IS, literature on IE and EID has used both terms
in conjunction with each other. Based on a thorough investigation of 13 projects
undertaken by groups of students during atwo year period, Chertow (1999) claimed that
EIPs are a part of IS. IS, based on the concept of IE and EID, is an approach that is
practiced to achieve sustainable development. This approach has been in existence for
many years, but it is argued that different names have been used when applying the
same prescription for practicing sustainable development, such as ‘ green twinning’, ‘by-
product synergy’, ‘zero waste/zero emissions/100% product operations’ and ‘ cradle-to-

cradle eco-efficient manufacturing’ (Mangan and Groberg 1998).

IS networks aim to increase business performance whilst reducing pollution and waste
(Cohen-Rosenthal 2004). Korhonen and Strachan (2004: 5) stated that “the clearest link
between |E and business studies comes through industrial symbiosis’. They aso
emphasized that “industrial symbiosisis, by far, the easiest to understand and the most
popular industrial systems application of the natural ecosystems metaphor or analogy, it
enables us to consider the potential of the metaphor in practical corporate and industrial
environmental management” (Korhonen and Strachan 2004: 3). IS is achieved when
two or more businesses cooperate and collaborate with each other and use the other’s
by-products or throwaway material. This not only improves business performance by
increasing profits and attaining competitive advantage, but aso protects the

environment by reducing waste and the use of natural resources.

Chertow’s (2002) classification of EID initiatives, based on the size and geographical
coverage of eco-industrial activity, has been effective. Musnikov and Schlarb (2002)
and Roberts (2004) used a similar approach in classifying EID activities, i.e. based on
size and geographical coverage. Whereas classification of EID initiatives by the TPD
(2003) and RTI (2001) mainly focuses on particular contexts and sectors, which
complicates the understanding of IS. Context oriented classification does not alow the
development of a generic approach and sector oriented approaches do actually limit the
exchange of by-products and may restrict the development of IS. IS, as Korhonen
(2002) argues, requires diverse actors in the system to complement by-product synergy.
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Therefore, it can be suggested that classification based on size and geographical
coverage (e.g. Chertow 1999, Musnikov and Schlarb 2002, Roberts 2004) would be best
suited to the further development of IS. Chertow (2002) argued that the last three types
of eco industrial activitiesin her classification above, can be identified as IS, i.e. utility
sharing and symbiosis among firms that are co-located (eco-industrial park), symbiosis
among firms that are not co-located and do not require strict geographical proximity
(eco-industrial network), and symbiosis among firms that are virtualy networked and
could be spread at large distances (virtual eco-industrial network/park or industrial
symbiosis network), e.g. regional network. In addition, transformed existing industrial
park, which is also known as brown-field development, included in the classification by
Musnikov and Schlarb (2002), is also a very important component of 1S. Based on the
above categorizations of EID initiatives and the associated discussion, a more focused
classification has developed that includes approaches that only fall in the IS category
(see Table 2.3). This classification omits any industrial sector-wide approaches and
appreciates the diversity of the industrial system which is considered a key feature of
the IS concept. It aims to include initiatives that focus on achieving utility sharing and

symbiosis among diverse sectors of industry.

Table 2.3: Classification of | S Initiatives

e Green Twinning (single material and/or energy exchange)

¢ Eco-industria Park (green-field development)

e Eco-industrial Park (brown-field development)

e Eco-industrial Network (no strict requirement of geographical proximity)

e Virtual Eco-industrial Network (networks spread in large areas, e.g. regions)

e Networked Eco-industrial System (macro level devel opments across regions)
Source: Author generated

“Industrial symbiosis has gained prominence among other sustainability strategies for
industry” (Altham and van Berkel 2004: 2). It is evident from Kalundborg's most cited
example that the IS approach could be very successful, although the limited examples of
successful initiatives to-date prove that it is not easy to plan, develop and manage 1S
networks. Kalundborg's IS network is built as a networking co-operation among six
processing companies, a waste handling company and the municipality of Kalundborg,
and they successfully exploit each other’s residual or by-products on a commercial
basis, minimizing pollution and optimizing the use of various resources (ISK 1995).
“The symbiosis evolved gradually and without a grand design over the past 25 years, as
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the firms sought to make economic use of their by-products and to minimize the cost of
compliance with new, ever-stricter environmental regulations’ (Ehrenfeld and Gertler
1997. 69). “Bilateral exchanges of waste materids were primarily motivated by
economic benefits, although as a result, tangible environmental benefits have been
gained ...” (Christesen et al. 2000: 378). Influenced by the example of Kalundborg, 1S
initiatives are being launched in the USA, Australia, the UK and most European
countries, which demonstrate the revolutionary development of IS networks.

2.3.4 |E and EID areas suitable for this study

Most of the attention, in the fields of IE and EID, has been given to material and energy
flow aspects but it has also been highlighted as a network oriented concept. The study
of physical flows of matter and energy in industrial ecosystems is usually the way in
which the IE concept is approached, while the study of more structural and
organisational characteristics and properties of industrial ecosystems are addressed in

only afew texts (Korhonen and Strachan 2004).

“The concepts of industrial ecology must be recognised and valued by public officials,
industry leaders and the media’ (Frosch and Gallopoulos 1989: 152); and, it should be
adopted by the government as well as industry. Progress in the field of IE is perhaps not
possible without the participation of industry. Brown (1992: 877) argues that in order
for this to be achieved, “companies not only need to understand that the potential
benefits exist but also need to know where to go for advice and expertise”. As suggested
by Korhonen et a. (2004) linking the dominant natural science and engineering aspect
of 1E to the management and policy studies would enable the field to institutionalize.
More needs to be done on its structural and systems aspects, (Cété and Cohen-
Rosenthal 1998), otherwise “industrial ecology may become strongly criticized as mere
‘wishful thinking' ...” (Johansson 2002, in Ehrenfeld 2004: 830). Additional evidence
is needed to prove that the field of IE is an effective tool for business and society and to
demonstrate how it can be effectively applied in practice, in order to address the
problems the world is facing today.

Drawing on the IE and EID literature, the next Chapter explores and analyses the key

factors that are instrumental in the development and management of IS networks.
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CHAPTER THREE: DEVELOPMENT AND MANAGEMENT OF ISNETWORKS

Chapter Three reviews literature specific to the factors influential in the development
and management of IS networks. This study was initially planned to focus on the
business experiences of the UK NISP in three key regions. However, the decision to
shift the focus from the business perspective to management and organisational design
employed by the UK NISP was taken based on a number of justifications, the details of
which are provided in Section 1.4 — Scope and limitations in Chapter 1. The literature
presented in this chapter has a number of elements that relate to the understanding of the
business perspective. However, the content within this chapter is aso instrumenta in
understanding the management and organisational design employed by the UK NISP,
which became the key focus of the thesis, and thus provides a clear rationale to be
included in the thesis.

3.1 Factorscentral to the development and management of 1S networks

In the past, most IS networks, e.g. Kalundborg, have been regarded as self-organising
initiatives, driven by the economic incentives they brought to the participating
companies. Such self-organised IS initiatives have proved their sustainability potential,
generating triple bottom line benefits for society as whole. This inspired the
development of similar conscious IS initiatives, which am to achieve environmenta
protection as well as economic and social development. Co-ordinating bodies played a
key role in catalyzing the conscious IS initiatives through their involvement in raising
awareness and the facilitation of IS network development. “Such co-ordination is, or
should be, informed by an understanding that development of synergistic relations
among regiona economic functions depend on various factors rooted in different
domains’ (Mirata 2005: 44). Therefore, self-organised IS initiatives were initially
studied by Tibbs (1993), Ehrenfeld and Gertler (1997), etc. in order to identify the most
crucia factors in the development and management of IS networks. These were then
applied to the conscious efforts made in this direction. Later, Mirata (2005), Eilering
and Vermeulen (2004), Gibbs and Deutz (2005, 2007), Heeres et al. (2004) and
Starlander (2003) studied cases of IS that were conscious initiatives. These studies
identified factors that were found to be central to the development and management of

IS networks.
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Sterr and Ott (2004) presented key lessons from the Kaundborg case, which Tibbs
(1993), Ehrenfeld and Gertler (1997), etc. considered to be crucial for the development
and management of IS networks. Sterr and Ott (2004) divided the key lessons into three
broad categories: historic and systematic considerations, economic, technical and
politica considerations; and, spatial considerations. A summarised version of these

lessonsis presented in Table 3.1 within their broad categories:

Table 3.1: Crucial factorsfor the development of 1S networks

Category Example of factors
Historical and systematic e Mental proximity among key actors and collaboration for
considerations common interest;

e Inter-company connections on the basis of mutual trust;
¢ Long-term oriented output-input relations; and

® Decision makers.

Economic, technical, and political ¢ Proactive answersto new or stricter environmental
considerations regulations;

e Economy and ecology need not be contradictory and may fit
well together;

e Systematic search for similar potential symbiotic connections;
e Impetus of participants for innovation and inter-company co-
operation; and

e Stabilised connections.

Spatial Considerations e A gradual intensification of recycling and cascading systems;
o A full degree of transparency of material and energy flows on
the level of the industria site

¢ A rising degree of regional transparency of undesired outputs
and desired secondary materials

¢ A selective expansion of industrial recycling and cascading
solutions across regions.

Source: Adapted from Sterr and Ott (2004) and modified by author

Heeres et a. (2004) used the similar context to Sterr and Ott (2004), although they
presented factors in the form of obstacles that organisations may face when attempting
to participate in symbiotic relationships. The five barriers outlined by Heeres et al.
(2004: 987-988) are: “technica (an exchange is technically feasible); economic (if
exchange is economically unsound or risky from a company perspective); informational
(the right people do not have the needed information at the right time); organisational
(exchange does not fit in the current corporate organisational structure); and,
Regulatory/Lega (an exchangeis restricted because of laws and regulations)”.

Mirata (2005) categorised the factors influencing the development of IS networks, in
line with the obstacles identified by Heeres et al. (2004), within the same five domains:
technical, economic, political, informational and organisationa (see Table 3.2).
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Table 3.2: Factorsinfluencing development and functioning of 1S networks

Domain Example of factors Potential area of influence
Technical e Availability of reliable and | ¢ Number and diversity of
cost effective technol ogy; potential symbiotic exchanges
o Compatibilities  between | e Extent of environmental,
needs and capacities; and economic and socia benefits
e Physical, chemica and | e Extent of investment and
spatial attributes of input and | effort required to develop and
output streams. maintain synergies
Economic e Costs of virgininputs o Extent of economic
e Vaue of waste and by- | advantage and
product streams; competitiveness gained,
e Transaction and |  Need for aternative finance;
opportunity costs;
e Size of capital investment
and discount rates
Political e Overarching environmental | e Direct development and
policies innovation;
e Nature and implication of | e Incentives for
relevant laws and | environmentally preferred
regulations; and technologies, including
e Relevant fiscal elements | formation  of  symbiotic
(taxes, fines levies, subsidies | linkages,
and credits). e Render synergies illegal;
and
o Add to transaction costs.
Informational o Access to relevant | e Possibilities to  identify
information; synergies,
e Availability of timely and | e Possibilities to
reliable information from a | operationalise synergies; and
wide spectrum of areas to the | e Risk perception of
right parties; and companies.
e Continued  review  of
information.
Organisational o Trust; e Presence/creation  of  the
o Openness; necessary institutional
e Environmental maturity; framework for collaboration;
e Level of socia interaction | ® Development of synergies;
and mental proximity; e Maintenance of synergies;
e Local  availability of | and
decision-making powers; e Risk perception
¢ Organisational history;
e Nature of interactions
among industry, policy
makers and regulators; and
e Socid embeddedness
(degree of familiarity)

Source: Adapted from Mirata (2005)

Eilering and Vermeulen (2004: 249), however, used a different approach, where it was

assumed that the factors they identified “influence the process from ambition to
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performance”. 1S network development is influenced by a broad category of factors
including: goals that devel opers are seeking to achieve (e.g. the vision of sustainability);
location specific features; business specific features; social features; the organisation of
the decision-making process; and, policy instruments (Eilering and Vermeulen 2004).

These factors are summarised in Table 3.3.

Table 3.3: Factorsinfluencing IS network process from ambition to performance

Factors Example of factors Areas of influence
Goalsthat developers are e Extent of environmental o Level of ambition
seeking to achieve improvement; ¢ Level of measures chosen to
(e.g. the vision of e Sustainable symbiosisin move towards sustainability
sustainability) relation to the environment; o Level of environmental gains

one hopes to achieve

Location and Business
Specific features

e Companies with
complementary needs and
resources;

o Diversity of companies

o Stable material and energy
flows

e Match of demand and supply
(quantity as well as quality)

o Geographic proximity among
companies

o Achieve symbiosis and/or
utility sharing;

o Divergence of interests;

o New businessrisks that may
lead to unhealthy dependencies;

Social Features

o Trust between companies

e Anchor company

o Pioneer

e Mental proximity between the
companies

o Core group of companies with
adistinct environmental profile

e High degree of organisation

o Attract complimentary partners
o Clarity of the vision of IE

o Consideration of joint interest
of companies

Organisation of decision-
making process

¢ Involvement of both private
and public bodies;

® Top-down or bottom-up

e Secures and maintains support
for the process,

e Avoidance of possible

e Input and exchange of
knowledge and information

approach problems and debate
Policy instruments e Legidation o Flexibility;
¢ Requirements on companies o Speed of IS network
to join IS network; development;
e Financial incentives, e Motivation for IS development
e Contractual agreements and

e Commitment to |S network and
risk liability

Source: Author generated (adapted from Eilering and Vermeulen 2004)

The work of Sterr and Ott (2004), Eilering and Vermeulen (2004) and Mirata (2005) is
vital, in understanding the key factors and the influence they have on IS network
development and management. However, it is evident that these commentators have
varied opinions, in terms of which factors are the most important for the effective
development and management of IS networks. Sterr and Ott (2004) advocate that
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information transparency is central to a stable IS network, athough they did not
undermine the importance of mutual trust among the actors and their willingness to
cooperate. They also argue that “political interests, the legal framework and planning
efforts can help to set the thingsin motion” (Sterr and Ott 2004: 963). Whereas, Eilering
and Vermeulen (2004: 266) claimed “... that the social cohesion between companies is
very important” as their study revealed that most successful cases were the ones in
which “the companies had a shared history or the companies had been partners in the
same chain for along time”. On the other hand, Mirata (2005) gave equal emphasis to
all factors (see Table 3.2). However, he argued that “an appropriate information
management system appears to be one of the key enablers for IS network to
successfully evolve and operate” Mirata (2005: 45). But the factor that drives an IS
project in companies isits technical feasibility, which is measured in monetary terms to
identify if it is worth pursuing (Mirata 2005). Besides other aspects, he considers
“relevant laws and regulations to be another important drive for organisations to switch
to aternative practices ...” (Mirata 2005: 46). This could generate improved
environmental performance, but it could perhaps be detrimental to businesses
competitiveness as it might not always improve economic performance. Therefore,
legidative and regulatory elements can hinder or delay the development of synergistic
relationships (Mirata 2005). Schwarz and Steinenger (1997, in Mirata 2005) argue that
organisational factors can present the biggest challenges leading to the failure of IS
initiatives, even in the presence of all other favourable factors. Therefore,
“organisational issues are likely to form the key group of factors that determine the
development and proper functioning of 1S networks’ (Mirata 2005: 46).

However, in order to contribute to a better understanding of 1S development and
management, an extended literature review is conducted to analyse factors that are
central to the success of 1S networks.

3.2 Extended analysis of factors central to the development and management of

| S networks

3.2.1 Vision of IS networks

The ambitious vision of 1S networks is based on an industrial ecosystem which mimics

the flow of matter and energy in a natural ecosystem. It is apparent that the natural
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ecosystem is materially closed and the only by-product it produces is energy in the form
of heat. This makes the natural ecosystem virtually waste free. The ambitious vision of
industrial ecosystem and, therefore, the vision of 1S networks (an application of the field
of 1E), is to utilize the model of a natural ecosystem by developing diverse industria
actor networks that interact and use each others' waste material and waste energy in an
attempt to create a waste free industrial system. Korhonen (2005a) stated that it is the
effective eco-industrial system in Kaundborg that has encouraged the use of this
concept in most countries around the world. However, this provokes the question, “what
is the real motive behind the development of IS networks?’ Is it concerned with
environmental protection, or does it involve institutional pressure, the eco-efficiency of
firms, business opportunities, a move towards achieving sustainability or a basis for
regional and/or local development? In order to evaluate the success of an ISinitiative, it
is necessary to understand the real motive behind its development. The focus should be
on both the IS initiative aims and how it is perceived by various stakeholders.
Therefore, it is important that there is a common vision for the network as a whole. In
order to evaluate how 1S networks are developed and managed effectively, the IS
network vision and how it is perceived by various stakeholders is the first and main
factor to be discussed and anaysed. The motive behind every individual network may
be different, therefore, it is vital that the institutional settings in which they have
developed and the funding structures that have been put in place for each of these

networks are identified, to understand the context in which they devel oped.

Starlander (2003) questions, if the parties involved understand the overall objective of
IS networks and what can be achieved through this collaboration. “In contemplating
significant change, business needs to be able to find common ground with the program
of action being proposed” (Tibbs 1993: 7). Nevertheless, businesses may want to
participate in IS networking for their own reasons, such as institutional pressure or the
desire for competitive advantage, which may conflict with the overal objectives.
Therefore, developing a complete vision for an IS network (both in the short and long
term), while taking into consideration the motives of businesses to join an IS network,
may help in its appreciation. It is necessary to ensure this vision is not being developed
just to satisfy the individual needs of a particular actor.

Funding from different sources may force programme co-ordinators to satisfy the
requirements of funding bodies, which support the programme for their own particular
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reasons, e.g. the DEFRA’s BREW programme partly funds the UK NISP in order to
achieve their waste reduction targets, whereas economic development agencies
collaborate with the programme in order to realise their economic devel opment targets,
i.e. the creation of new jobs and businesses. This may divert the programme co-
ordinators attention away from the original objectives of the programme and instead
focus may be placed on satisfying the targets set by the funding bodies. This may, in
turn, encourage programme co-ordinators to obtain more funding to ensure the mere
continuation of the programme, rather than to help it meet its actual objectives. Mirata
(2004: 970) suggests, “having the right institutional setting in aregion is also among the
most important elements for IS programmes and is an area where co-ordination bodies
can make a difference’. Therefore, as well as the right institutional setting, emphasis
should also be given to the funding structure of the programme so that efforts are made
not only to obtain more funding but to generate appropriate outputs to achieve the

objectives of the programme.

3.2.2 Alignment with normal business practice

The IS approach would become popular amongst businesses if the benefits outweighed
the associated risks/disadvantages (Starlander 2003). “... acentral factor influencing the
outcome of IS networking is how well it is aligned with the economic reality businesses
are confronted with” (Starlander 2003: 18). van Leeuwen et a. (2003) argue that
economic and organisational implications are largely ignored and business specific
features are rarely taken into account. Tibbs (1993: 7) state that businesses prefer:
“...an objective that can be clearly interpreted in management and technical terms,
and is compatible with business activity. The idea agenda should allow progress
to be measured, enhance business performance, and be applicable in any industry,
permitting alliances and co-operation among corporations and between
industries.”
Heeres et al. (2004) and Gibbs and Deutz (2007) also emphasize the importance of
focusing on the implementation of low cost and both environmentally and economically
beneficial projects to encourage utility sharing and material and energy exchanges. A
number of the factors that fall in this category are discussed in the following sections.
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3.2.2.1 Economic incentive and competitive advantage

ISinitiatives, as contended by Jacobsen (2003, in Starlander 2003) are not core business
but side business. Starlander (2003) argued in support of Jacobsen (2003, in Starlander
2003) that IS initiatives are fundamentally different from other types of networks, such
as clusters that tend to address the normal supply chain and the main products and
services of companies. However, IS networks can be seen as sustainable business
clusters consisting of diverse industry actors, not concentrated in a particular geographic
area but clustersin a virtual sense spread across large areas. Brouder and Berry (2004:
4) advocate that “sustainable business clusters would have al the same economic
advantages as a business cluster, but these would be further enhanced by the value
added of sustainable development”. Brouder and Berry (2004) also argue that besides
economic gains, sustainable business clusters produce long term socia and

environmental gains which would further enhance competitiveness of businesses.

Increased profitability and competitive advantage appears to be the main motive for
companies to join IS networking (Starlander 2003, Mangan and Groberg 1998). Heeres
et al. (2004) advocated that if symbiotic exchanges are economically unsound, it might
constitute a barrier to IS network development. Sterr and Ott (2004, in Gibbs and Deutz
2007) contended that even though companies are aware of the economic advantages of
participating in an 1S network, the costs involved may discourage them from modifying
the way in which they work. Mangan and Groberg (1998) have therefore, recommended
the use of project evaluation tools at an early stage of the project, such as, life-cycle cost
analysis and full cost accounting tools, to conduct an evauation of the economic
benefits of the project. Clear economic benefits for al parties involved in the project
must be outlined to keep the parties interested and committed to the project. Cohen-
Rosenthal (2000, in Starlander 2003) further argued that for this approach to be

successful, both economic and environmenta benefits need to be demonstrated.

Competitive advantage is essentia for the businesses success, therefore no company
will be interested in participating in an IS project if they fear they will lose their
competitive advantage. Although businesses are willing to participate in developing
environmental friendly strategies, they consider it important to maintain their
competitiveness. Starlander (2003) advocates that as well as improvements in the

businesses’ environmental performance, IS networking should provide companies with
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benefits that outweigh the associated risks and disadvantages. For example, the number
of ingtitutiona investors, who take into account the corporate responsibility of
companies when making an investment decision, are increasing rapidly. Joining IS
networks would enhance the reputation of companies and would dictate their interest in
being socialy and environmentally responsible. Gibbs and Deutz (2007: 1690) found
that many EIP developers in the United States “... were strongly of the opinion that
designation as an EIP had helped to speed up the development process because of its

benefits as a marketing device and a means to create a ‘ unique selling point’”.

There is little evidence to suggest that businesses consider participation in IS networks
to be critical aspect of conducting business. Therefore, there is a need for IS network
co-ordinators to analyze whether businesses see IS as a tool for enhancing their
competitiveness. An evaluation of the competitive situation and market potential should
be conducted (Mangan and Groberg 1998) and the clear benefits for each party involved
should be evaluated (Starlander 2003) in order to assure businesses that participation in

IS networks will add to their competitive advantage.

3.2.2.2 Investment potential and flexibility for businesses

IS networking investment needs may not align well with business reality as companies
would be keen to obtain short payback times (Starlander 2003). However, payback
times in industrial symbiosis networks tend to be longer and may not be achievable in
the short term when planning and designing symbiotic linkages. The entry fee to join
the network and/or to use any advisory services may also work as a tool to keep
companies interested in and committed to IS projects, although, conversely it could also
deter, as there are no guaranteed returns (Starlander 2003). Moreover, companies may
view projects having no guaranteed returns as unattractive. Although, as Gulati (1995,
in Starlander 2003) argues, even if a company is convinced of the benefits of such
investments, it may still be difficult for it to persuade its collaborating partner(s) to
invest. Various government sources of UK NISP funding, have to some extent, helped
to cross this barrier, partly. The funding enabled the UK NISP to offer free services to
members interested in participating in IS networking, but further investment may be
required by collaborating partners for some projects. However, the government could
withdraw the UK NISP funding anytime, which may prevent the UK NISP providing
free services. Therefore, it isworth questioning whether the current approach to funding
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the UK NISP is sustainable in the long term and whether the UK NISP needs to

consider other ways of generating income.

Short term benefits and the reliability of long term adaptation of IS networks are
important for businesses considering participation. Therefore, short term pay backs and
small successes need to be “... focussed on, achieved and celebrated, while maintaining
amore comprehensive and challenging long term vision” (TPD 2003: 27). Nevertheless,
a new generation of products and processes might negate the benefits of an ongoing
project, for example, a firm participating in a synergy may wish to reduce its waste
stream, by using a new technology, but other firms may have been relying on that waste
as their inputs (Gibbs 2003a). This may result in loss and disappointment for one or
more actors and the possibility of them opting out of the IS network. If a business opts
out of the network, it may aso lose the high set up costs of any operating synergies
(Kirschten 2005).

It may, therefore, be beneficial if these aspects are evaluated by the IS network co-
ordinators before businesses embark on an IS project. It will not only assist in ensuring
member commitment, but also in identifying the duration and overall benefits of the
programme. This information will, in turn, help participating members to develop
contracts that share the liability risk of a project and will also protect members from
opportunistic behaviour of other firms. Thus, it may be useful for the development and
proper functioning of IS networks, that atypical persistence factor is established, which
can assist in identifying the duration of an IS project and its overall benefits.

From the above discussion it is clear that the presence of the persistence factor, which
can help identify the duration and benefits of the project is essentia in convincing
industry to invest. It may also be important to outline an exit strategy when initiating
any projects, which would offer flexibility to the collaborating partners. This allows
participating companies to withdraw from the IS network if necessary. Forma or
informal contracts, which include an exit strategy, should be agreed upon when
initiating an IS project, as this would convince companies about the IS project’s

investment potential and flexibility.

49



3.2.2.3 Involvement of employees at all levelsin organisations

Any operationa and strategic decisions made must coincide with the interests of the
company’s various stakeholders. Thoresen (2001) suggests that the company’s interna
mapping should be organised by their key environmental person and that relevant
personnel at different organisational levels should be involved according to their
product and process knowledge and their ability to deal with change. The co-ordinating
bodies' roleisto ensure that “... the learning process develops according to intentions
and to make practical arrangements connected to the group discussions’ (Thoresen
2001: 21). If thisis not the case, businesses would be reluctant to participate, as the IS
approach crosses the organisational boundary and employees may resist any radica

changes, resulting in the IS network being regarded as very low priority.

3.2.24 Spatial proximity

Physical location factors have more relevance when the companies within a network are
co-located geographically, e.g. in the case of EIPs. Dunn (1995, in Carr 1998: 242)
argues that “close proximity facilitates communication and information exchange
among management and employees, resulting in more secure partnerships’. However,
“for individua firms the territorial limits and market size of an eco-industrial park are
usually too small to guarantee continued existence” (Gibbs and Deutz 2007: 1693). It is
therefore essential to note that the scale of symbiosis should also be taken into
consideration when deciding on any IS projects. IS networks may have advantage over
the EIP structure in the spatia context, as they do not restrict the development of inter-
firm exchange within a pre-defined park or an industrial estate. 1S networks instead
scatter over a large area, perhaps contributing to more possibilities of building upon
existing industrial regional networks.

The regiona level, as Mirata and Emtairah (2005) argue, is given special emphasis in
the development and management of IS networks because of the location and
agglomeration aspects of regional economy and also since the regions provide a suitable
nexus for the coordination of innovation activities for regional competitiveness and
environmental protection. Maltin (2004) also emphasizes the suitability of the regional
level, as regions are broad enough to accommodate the global and national strategiesin

the planning process and local (small) enough to implement them effectively on alocal
50



level. Mirata and Emtairah (2005: 994) advocate that “the people who live in the
vicinity feel the environmental and social implications of regiona activities the most”.
Thus, by developing and managing IS networks regionally there is a greater possibility
that companies will be prepared to address economic development as well as

environmental protection.

Another issue raised by Mangan and Groberg (1998) is that of the safe and economic
transportion of by-products from its producer to its consumer. They stress that
“transportation options and economics should be evaluated” (Mangan and Groberg
1998: 5) by the network co-ordinators addressing the above issue. The closer the
synergy partners are, the easier and more economical it would be to transport by-
products. Another advantage of geographical proximity is that it is more likely to
generate high levels of trust among synergy partners (MacKinnon et a. 2002, Gibbs
2003a). This is most attractive for EIPs as companies are collocated in the same
geographical area, however, it can aso be argued that EIPs may not be successfully

operated due to their rigid structure which reduces the flexibility of member firms.

3.2.25 Riskand liability

Risk and liability issues are additional factors that influence the development and
management of IS networks. Kirschten (2005) argues that there are potential risks
involved in the development and management of innovation networks, which is aso
true for IS networks. Furthermore, Kirschten (2005) questions the necessity for
increased transparency between co-operating members. This situation may put members
at risk as they need to disclose their trade secrets, which could be used against them if
the firm does not co-operate with others.

The use of a particular type of waste, e.g. hazardous waste, as a by-product may
increase the user’s liability, if they are unable to utilize the by-products because of a
lack of demand for the resulting goods. If a by-product is not utilised by a recipient
company, but is produced on a regular basis, it will, in turn, become waste for the
recipient company and they will have to dispose of it according to regulations and incur
high disposal costs (Ehrenfeld and Gertler 1997). This may deter buyers from
participating in symbiotic relationships as they may become liable for waste which is
not even produced by them. Similarly, as Frosch (1992) argued, a producer will be
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reluctant to handover its by-product to a user company or to sell it to a waste broker if
ultimate responsibility for this by-product cannot be transferred along with it.
Additionally, there may also be issues in terms of the regular availability of sufficient
quantity and quality of by-products. These issues may arise due to changes in the
production, reduced demand or a change in the production technology, which may
eventually also affect the buyer. This suggests that buyers are perhaps at a disadvantage
because of the increased risk liability and reduced reliability of supplies and quality of
by-products. This may discourage buyers from using by-products which is key to IS

network development and therefore, may result in the failure of the IS approach.

3.2.2.6 Opportunistic behaviour of firms

If only one main provider of resources and/or services exists, others could threaten they
will move to external suppliers. A similar situation would occur if one member
company becomes overly dependent on another which may lead to opportunistic
behaviour on the part of that company. Companies mutual dependence can prevent
opportunism. Therefore, it can be argued, that a network with an anchor tenant or
consisting of various sized companies may experience opportunistic behaviour.
Similarly, having champions, i.e. companies which are particularly committed to an IS
network could be detrimental to the effective functioning of the IS network, as strong
interest in one particular area would encourage them to only stimulate development in
that particular area and the development in other areas would be ignored. Mirata (2004)
presented the example of the UK’s Humberside IS network, where a champion
company focused specifically on identifying recipients for its by-product, which created
alimited diversity of firms participating in the IS network. However, on the other hand,
not having an anchor tenant or a champion may also be detrimenta to a developing IS
network. It would be a more attractive option for potential firms if alarge organisation,
which has the ability to consume or provide large quantities of by-products, is aready
part of the network. Thus, anchor tenants or champions may be considered important in

maintaining general commitment to the network and members motivation.

3.2.3 Socia and organisational factors

Organisational factors in the development of IS networks have been given priority by

many authors (e.g. Heeres et al. 2004, Mirata 2005 and Starlander 2003). Some
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commentators, e.g. Mirata (2005) advocate that if organisational factors are not sound,
they may appear as a barrier to symbiotic relationships, even after most other favourable

conditions.

3.2.3.1 Co-operation and collaboration

Mangan and Groberg (1998) consider by-product synergy to be an initiative that crosses
the organisational boundary for mutual benefits. Mangan and Groberg (1998: 2) argue
that “by-product synergy cannot be realised without creative collaboration between
those who generate and those who consume by-products’. Gibbs and Deutz (2007)
consider co-operation as a key factor influencing networking and interchange activity.
Kirschten (2005) argues that the possibility of sharing innovation, risks and costs in the
network prompts co-operation. Gibbs and Deutz (2007: 1684) quoted that:

“By co-operating with each other in an industrial ecosystem, businesses can

improve their combined environmental performance by measures that could

increase profit margins and thereby potentialy advance economic

development”.

Due to limited co-operation between the parties, Gibbs and Deutz (2007), during their
study of EIPs, found it difficult to investigate inter-firm activities, however, they
discovered that “there were interactions present between businesses other than material
and energy exchanges, including discussions aimed at setting up such interchanges as
well as other forms of co-operative behaviour”, such as, interchange of personnel, travel
to work arrangements, etc. Therefore, it may be suggested that the cooperating and
collaborating behaviour of firms, may potentially open up the possibility of inter-firm
linkages and therefore the development of competencies at network level. Gibbs
(20034) advocates that EID clearly depends upon co-operative and collaborative
behaviour between businesses. Here, the question is raised how firms can be motivated
to work towards such cooperative and collaborative behaviour to encourage inter-firm

networking?

3.2.3.2 Motivation and willingness to participate

The willingness of firms to participate in symbiotic relationships and develop existing

relationships plays an important role. The notions of willingness, as Gibbs and Deutz
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(2007: 1693) argue, “... depend upon specific organisationa cultures within an area’.
There aso seems “... to be lack of motivation on the part of private sector firms to
become involved with networking and materials exchange” (Gibbs and Deutz 2007:
1690). As by-product synergies cross organisational boundaries, they may face
resistance (Mangan and Groberg 1998). Project stakeholders should be motivated at al
organisation levels to overcome the resistance. As well as the firms, “... public sector
agencies and other relevant local actors must be willing to cooperate and commit
themselves to the process’ (Gibbs 2003: 229).

3.2.3.3 Inter-firmtrust and communication

Trust has received much prominence in IS literature (e.g. Thoresen 2001, Gibbs 2003,
Starlander 2003, Gibbs and Deutz 2007, Kirschten 2005) as central factors for inter-firm
networking and co-operation. The success of Kaundborg lies on the symbiotic
relationship between actors, which gave rise to trust and therefore, long term
professional relationships (Gibbs (2003a). Gibbs (2003a) argues that it is not easy to
develop and maintain IS networks without taking relational assets, such as, trust, mental
proximity, and the willingness to co-operate into consideration. Therefore the success of
IS networks will perhaps depend on the measures taken in order to create these
relational assets.

Trust is defined as “a type of expectation that alleviates the fear that one's exchange
partner will act opportunistically” (Gulati 1995, in Starlander 2003: 26). Starlander
(2003) suggests that trust may be developed if the companies had repeatedly completed
successful transactions in the past, as well as through intense communication and face-
to-face contact. It implies that the degree of trust may gradually become higher through
intense communication and regular contact amongst individuals. “Good communication
among al stakeholders — businesses, communities, and government agencies — is

essential to the success of by-product synergy projects’ (Mangan and Groberg 1998: 2).

Socid interaction may be another way to develop inter-firm trust (Starlander 2003).
Socia interaction has to take place in the form of informa meetings amongst
individuals from companies responsible for IS partnership development. Due to its
small size, in the city of Kalundborg, regular, non-professiona socia activities between

individuals helped the companies to develop inter-firm trust and mental proximity.
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Mirata and Emtairah (2005: 1001) agree with the magjority of authors about the
importance of proper communication and claim that it helps to obtain “a more diverse
range of parties interested in IS programmes and diversifying the possibilities for
collaboration”. Therefore, formal and informal face-to-face contact between members
is important for developing trust and mental proximity among actors; and it should be

encouraged and facilitated by IS network co-ordinators.

3.2.3.4 Organisational culture and values

The role of individual companies culture and values has also been stressed as a means
of ensuring the proper functioning of IS networks. Heeres et al. (2004) argue that
organisational culture and values might appear as obstacles to the symbiotic
relationships if a symbiotic exchange does not fit with the wider corporate culture and
values of a firm. Starlander (2003) advocated that businesses are expected to take
decisions on a loca level to participate in IS networks, but they may not have the
decision-making powers at the local level. Limited management decision-making
powers at the local level in the UK NISP Humber and West Midlands regions was one
of the factors obstructing the programme’'s development (Mirata 2004). This was
because, as Mirata (2004: 979-980) argues, most companies were part of “... national
and multi-national corporations whose headquarters, where decisions pertaining the IS
programme can be taken, are located elsewhere’. In these corporations, decisions on
such matters are taken on a centralised basis for their corporate network as a whole
rather than on a local level. Therefore, the limited decision-making powers locally
(Gibbs and Deutz 2007), change of management and corporate approval (Starlander
2003) in such organisations makes it difficult for local companiesto becomeinvolved in

symbiotic relationships.

In addition to the top management other high-level individuals, e.g. production
managers and technicians/workers should be included in discussions at early stages of
planning a symbiotic relationship. Mangan and Groberg (1998: 3) argue that “from
CEOs to factory floor workers, from community leaders to government regulators, all
organisation levels should be involved in identifying, evaluating, and implementing
projects’. Kirschten (2005) supports the involvement of actors from all stages of the
value creation chain, for the joint work to be successful. Mangan and Groberg (1998: 5)

also emphasized that employees at all levels should be informed and “motivated by
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organisational leadership to make by-product synergy a priority using performance
goas and measures, and other incentive programs’. Starlander (2003) argues that a
combination of both top-down and bottom-up approaches remains central to the

commitment of the companies and therefore for the success of an IS network.

3.2.4 Role of co-ordinating bodies

The presence of a public body that coordinates the network is considered central by
some authors (e.g. Mirata 2004, Korhonen 2004a, Deutz and Gibbs 2004, von
Malmborg 2004). Its existence is unavoidable as it catalyses new interactions and also
helps to sustain existing relationships in IS networks. Emphasis is placed on the
advantages of having an academic institution, consultancy or a public body, or a
combination of these as a co-ordination agent, rather than a private company. Private
companies, although they can be more committed, might not be a good option as they
may concentrate on areas of particular interest and ignore other areas that are essential
for effective IS networking. Starlander (2003) and Mirata and Emtairah (2005)
identified a number of co-ordinating bodies roles that assist in the development and

management of IS networks.

3.2.4.1 Introduction to the concept of industrial symbiosis

EPA (2001) noted that knowledge gap is a significant barrier to many companies
thinking of adopting IS approaches. They argue that companies are simply not aware of
IS opportunities, therefore, an introduction to the concept of IS (Starlander 2003),
including an awareness of existing IS practices and their benefits, should be the first and
most important role of co-ordinating bodies. Businesses are usually reluctant to embark
on projects that focus on environmental protection. As Tibbs (1993: 8) pointed out:
“Initially business had a hard time taking environmentalism seriously, and saw the
philosophy underpinning it as passive, regressive, anti-growth, and anti-
technology — an attitude that made genuine action on environmental issues almost
impossible. In the terminology of strategic planning, the resulting posture was
purely reactive. Any environmental action taken was largely in response to the
pressure of legislation or public opinion. In its narrowly-defined desire to defend
the status quo and to remain profitable, the company of yesterday restricted itself

to the minimum effort necessary to ensure compliance and end-of-pipeline
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cleanup. This posture was intrinsically vulnerable to unanticipated risks and
unforeseen costs, and suffered from an inability to acknowledge new business
opportunities being created by environmental concern.”

So industry needs to be informed that IS activities are not just concerned with
environmental protection but they also create opportunities for businesses. Mirata and
Emtairah (2005) claim that efforts made in the early stages of the LISP programme have
been useful to programme members. A seminar with most LISP programme participants
in attendance, assisted in raising the awareness of environmental challenges and the
benefits of collective action. Mirata and Emtairah (2005) argue that this exercise
resulted in a shared understanding and collective commitments of the participants
towards common goals. It is emphasized by Trillium Planning and Development Inc.:
“... businesses, governments and communities are capable of embracing new
ideas and innovating, it is up to those championing the project to communicate
how these new ideas will trandlate into new profits, more and better jobs, and an
improved environment.” (TPD 2003: 6)

Therefore, there is a need to disseminate information that introduces the IS concept and
outlines the benefits of participating in IS projects, by using examples of case studies

with successful transactions.

3.2.4.2 Information management

Centralising information is viewed as crucia for development of IS networks. Mirata
and Emtairah (2005: 995) consider that “assistance with the identification of
improvement potentials through the collection and analysis of relevant data is one of the
main tasks of the co-ordinating bodies’. It would not only help in centralising
information and making the system more efficient, but will also convince potential
actors to participate in symbiotic relationships. Companies might have to disclose their
trade secrets, which is contrary to their organisation culture, in order to engage in a
symbiotic relationship, as information about material input, by-products and waste
streams is essential for IS networking. Although it can be argued that IS networking or
by-product exchange normally takes place between a highly diverse group of members
which are seldom direct competitors, therefore sharing information should not be

perceived as dangerous to any party involved (Starlander 2003). Starlander (2003)
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emphasi zes that companies may be reluctant to share information about their inputs and
outputs; however, these companies are more willing to share this information with co-
ordination agents, as it is perceived that the risk of information leakage would be much
lower. The fact that that co-ordinating bodies hold discussions with individua
companies about the availability of resources and their needs (Starlander 2003) and
provide them with detailed information about the possibilities related to their operations
(Mirata and Emtairah 2005), was also found to be beneficial. This may speed up the

process and also result in the reduction of transaction costs.

| would agree with Starlander (2003) and Mangan and Groberg (1998) that information
regarding the availability of a by-product/resource streams and potential partners should
be collected and centralised for access by any interested parties. However,
communication among the partners themselves should not be undermined as future
progress of IS networks is based on trust and the mental proximity of partners. Sterr
(2000) suggests that IS co-ordinators should provide facilities and create high level of
interaction among the IS network members. As discussed in Section 3.2.3.3, socia
interaction and face-to-face communication are considered vital in developing inter-firm
trust and mental proximity among members which are, in-turn, key to the co-operation
and collaboration in IS networks. The Kaundborg IS network is a classic example of
such network development, based on informal socia interaction between the individuals
of organisations who led the so-called first ever IS network. Mirata and Emtairah (2005)
also presented an example of LISP where interaction and communication among the
participating firms were facilitated through regular meetings and seminars.

3.2.4.3 Information and communication platform

Heeres et a. (2004) argue that in order to establish symbiotic exchanges, relevant
information should be given to appropriate individuals, at the right time. “Informational
barriers may make it difficult to find new uses for waste products, relating to poor
information regarding the potential market and potential supply” (Gibbs 2003: 228).
Information on technologies and regulations are also seen as key to successful
symbiotic exchanges (Sagar and Frosch 1997). Ausubel (1992: 882) points out that, “...
when the economy is trying to transmit signals, or the environment is trying to transmit
signals about itself, the economic and other agents are not always receiving them”. So

the argument can be made that this signa transmission or information dissemination
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needs to be facilitated. Since this information can aid the decision-making process in
firms whether or not to participate in IS networks, it is important that the co-ordinating
bodies find ways of making this information available. Co-ordinating agents, with the
consent of interested parties, can collect and centralise information about potential
actors and resources. The availability of an information system can ease the process, as
an awareness of the available input-output resources will encourage potential members
to join IS networks and to reap the potential benefits. This will not only assist in
speeding up the IS network development process, but also in reducing the projects

transaction costs.

Communication between individuals from participating organisations and other
stakeholders has also been given high importance for the development and effective
management of 1S networks. Mirata and Emtairah (2005: 997) state that:
“1S networks can provide aforum for people to explore solutions in the context
of mutually shared interests. Thus, overcoming the barrier of having access to
resources required for reaching or disseminating relevant information that can

be beyond the reach of both suppliers and users.”

Furthermore, the availability of a communication platform for the actors, which aids
formal and socia interaction is also necessary in order to manage IS appropriately as
discussed in the preceding sections of this Chapter. This will not only develop trust and
mental proximity, but will also maintain stability of interactions.

Mirata and Emtairah (2005) consider stability of interactions to be central to the
development and management of IS programmes. They believe that the number and
nature of symbiotic relationships depends on the needs and capacities of local/regional
companies and these are likely to increase due to the greater number of companies and
more diversity. Therefore, one of the key roles of an IS network co-ordinator is to
provide network-specific communication instruments/tools to support interaction

between diverse participants (Kirschten 2005).

Development and proper management of an effective information and communication
platform is considered vital by many authors (Kirschten 2005, Sterr and Ott 2004,
Mirata 2005) for the success of IS networks. Kirschten (2005: 142) claims that “such

information and communication platforms would make it easier to find suitable
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potential network partners’. Thus, it may be suggested that the development and
management of an information and communication platform should be one of the major
roles of the co-ordinating bodies.

3.2.5 Stakeholder involvement

3.2.5.1 Involvement of public agencies

There are very rare examples of industrial symbiosis networks being devel oped without
policy intervention. However, Gibbs and Deutz (2007: 1692) argue that collaborative
behaviour between firms is central to EID, but “such behaviour is difficult to develop
from scratch through policy intervention”. Korhonen et a. (2004) suggest that local
authorities could provide managerial, informational, infrastructural and political
support. “Thus policy intervention can play an enabling role in helping to identify EID
opportunities and creating the appropriate conditions for inter-firm networking to take
place” (Gibbs and Deutz 2007: 1692). The ways in which various government bodies
and other institutions can contribute towards an enabling context for industria

symbiosis network development is discussed below.

Central government has a key role to play in contributing towards an enabling context
for an industrial symbiosis network. This role may include funding support, as well as
the implementation of a mix of a regulatory, market and voluntary instruments to
encourage |S network development (Gibbs 2003).

Involvement of other public bodies such as regional economic development agencies
would also be beneficia for IS network development and management (Mirata 2005,
Gibbs 2003). IS network facilitators, as well satisfying their own agenda, may aso
assist public bodies in achieving their objectives. This may enable public bodies to
commit to an IS approach. On the other hand, these public bodies would have pre-
existing institutional networks on which IS networks could be built (Starlander 2003).
Additionally, there is the possibility of securing additional 1S project funding from some
public bodies (e.g. economic development agencies) if the outcomes of the IS project
contribute to the goals of these public bodies. The involvement of these public bodies

can also add to the credibility of both the IS networks and the co-ordinating body when
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communicating with regiona businesses and other stakeholders, and there is aso the

possibility of public bodies acting as co-ordination agents (Starlander 2003).

Some authors (Lowe 1997, Korhonen 2001, von Mamborg 2004, Gibbs 2003,
Korhonen et al. 2004), stressed the central role local authorities play in the EID. Local
authorities could contribute by offering managerial and political support, providing
informational services and infrastructural support, acting as network brokers and anchor
tenants (Korhonen 2004 et al.), participating in resource exchange and encouraging
inter-firm co-operation (Gibbs 2003). In most cases of EID studied, (e.g. by von
Malmborg 2004, Deutz and Gibbs 2004), involvement of local authorities was found to
be important. However, it is essential to note that most successful projects were led by a
particular unit, i.e. local economic or business development and not the unit for
environmental protection (Korhonen et al. 2004). This may suggest that businesses are
prepared to explore opportunities for their economic development and not for
environmental protection, and that is one of the main motivations for participating in IS

networks.

3.25.2 Pre-existing institutional platforms and linkages

Pre-existing links among companies are often the crucial deciding factor in encouraging
companies to co-operate (Gibbs and Deutz 2007). It is considered difficult to develop
and maintain an IS network when it is not built on a pre-existing platform. The
involvement of Midlands Environmental Business Communications (MEBC; a regional
environmental business association) as a co-ordinating body for the UK NISP West
Midlands programme contributed to a large extent, to the development of the IS
network, due to their extensive network and diverse industry actors (Mirata 2004). An
important factor contributing to the success of IS networks appears to be the
identification of ingtitutional platforms that existed prior to the development of the IS
network. Building an IS network on the pre-existing platform will create a sense of
community amongst the actors and a high degree of trust and mental proximity.
Kaundborg's IS network is an excellent example of companies having a pre-existing
sense of community and therefore, a high degree of trust and mental proximity. Thus,
pre-existing networks may be very useful in encouraging the development of inter-firm
networking, due to a potentially high degree of trust and mental proximity pre-existing
between the network firms.

61



It should also be taken into consideration that a successful IS approach in one particular
region cannot be transferred elsewhere without first identifying the institutional
platforms in the new region. It is highly probable that institutional platforms may
already exist in the new region and failing to recognise them and utilising an approach
that has been successful in other regions may result in the failure of the IS network in
the new region. Building on existing strength, when attempting to develop new EID
projects, is considered more effective (Korhonen 2002, Gibbs 2003). Kirschten (2005)
also argues that such networks can only be economically successful if they provide a
realistic aternative to existing solutions and can aso be linked up with pre-existing
structures. Therefore, pre-existing links are often seen as a crucia deciding factor for
EID (Gibbs and Deutz 2005); the unavailability of these links in a region might also

explain the failure of an IS network.

3.2.5.3 Technical experts

Is it technically feasible to convert the by-product to a resource? Heeres et al. (2004)
addressed technical feasibility as a barrier to EID and identified when it is technically
unfeasible to establish symbiotic exchange. It has been pointed out that ‘resources are
not, they become’ (DeGregori 1987, in Desrochers 2002: 1042), “most notably through
technical innovation” (Desrochers 2002: 1042). Mangan and Groberg (1998) suggested
the involvement of technical experts from the onset to the end of a project, which would
encourage innovation and evaluation of all technical options. Again the co-ordinating
bodies are responsible for appointing a team of technical experts who can explore any
technical innovation possibilities in order to find ways of utilising a by-product and to

evaluate its feasibility of generating for financial and ecological benefits.

3.2.5.4 Regulators/policymakers

Ausubel (1992) points out the importance of incentive structures, including rewards and
penalties, for individuals and organisations. Gibbs and Deutz (2007) have identified
environmental legislation as a driving force in the development of IS networks in the
UK. Escaating landfill tax and a landfill ban for some wastes, as well as the impact of
the Climate Change Levy (Mirata 2004), i.e. a scheme that provides incentives to firms
for reducing their energy usage, have actually made IS economically viable.
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On the other hand, regulations that do not alow the exchange, transportation or storage
of by-products that can be reused, are considered by many authors (e.g. Heeres et a.
2004, Gibbs and Deutz 2007, Starlander 2003), as a huge barrier to symbiotic
exchanges. In a research conducted by Sagar and Frosch (1997), the magjority of the
participants expressed some level of frustration with regulatory agencies. Frosch (1992:
802) has been very specific about the inappropriateness of some of the regulations that
interfere with the implementation of sensible solutions and he wrote:
“We have al heard tales of possible uses of hazardous waste materias as
inputs to other processes that were impossible to realize because the would-be
user and would-be supplier could not solve the problem of getting
transportation permits to get the materia from the place where it was generated
to the place where it could be used. This seems rather foolish, since a
transportation permit to some place is likely to be required for either
destruction or disposal. Refusal to permit transport results in generating a
hazardous waste-transportation problem and a hazardous waste-disposal
problem, instead of generating only a hazardous waste-transport problem, with
disposal of the material being an economical input to an industrial process.
This is not an argument for no regulation of hazardous or troublesome
materials but rather is an argument for regulation appropriate to the problem:
regulation that will encourage reuse and recycling in an industrial ecology
rather than regulation that turns out to interfere with sensible solutions. An
industrial ecology point of view will require that we rethink how we want to
regul ate waste materials of al kinds.”

IS cannot be practised without easing these waste handling regulations. Kirschten
(2005: 142) advocates that:
“Greater flexibility in the arrangement, treatment and ateration of existing
legal and technical regulations would support the accomplishment of co-

operation....”

Mangan and Groberg (1998) argue that regulatory experts should be involved in the
evaluation of projects and if there are any issues — there should be communication or
collaboration with the legislators and government agencies to achieve regulatory relief
to proceed with the project. In order to deal with these problems, it is therefore
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important that legislators and other government agencies become involved in the
evaluation phase of IS projects to be able to identify issues that are vital for the
development of IS networks. Frosch (1992: 803) advises that “legislators, policymakers
and regulators need to start thinking about the system problems and need to stop
thinking about the problem of the month”. Frosch (1992: 803) also argues that “we can

not continue to regulate this system while ignoring its system aspect”.

3.2.6 Networking, learning and innovation

Inter-firm networking is the basis for the development of the IS concept. Wallner (1999,
in Gibbs 2003: 230) argued that in IS, “it is not the single element of the production
system, the company, that is the subject of analysis, but the network of region-wide
settled enterprises’. Diversity of actors plays a crucia role in maintaining the co-
operation and stability of the network. The diversity of actorsin an industrial ecosystem
is compared to that of natural ecosystem by Korhonen (2005a). Korhonen (2005a: 9)
argues that “when certain species depart (or die), the system is able to recover and adapt
through diversity in the species, organisms and in their genetic variance and
information.” This can be equally true in the case of IS networks, if anything changes
diversity may help it recover. The availability of diverse industry sectors may allow
adjustment to the demanding resource (input-output) needs of the network and therefore
maintain co-operation and stability. Diversity of industry sectors can also promote
innovation in areas such as, identification of new markets, aternative funding sources,
new unique business aliances, etc. However, it should not be forgotten that “diversity
in the actors involved in cultural or economic systems leads into diversity of interests,
preferences and values, which can be conflicting” (Korhonen 2005a: 10). Korhonen
(2005a), therefore, argues that the use of diversity to achieve interdependency, co-
operation, adaptation or stability between the actors involved, may not be as easy asit is
in the natural ecosystem setting.

Gibbs and Deutz (2007: 1689) argues that through interaction and co-working,
encouraged by EID, it would be possible “... to develop the types of institutiona
learning processes and stimulate culture change associated with sustainable
development” that will encourage firms to “... learn about appropriate behaviour and
ater their own behaviour and actions’. Kirschten (2005) holds the similar view that co-

operation and collaboration among the members open up the possibility of mutual
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learning about innovations in their relative fields and the development of competencies
at the network level.

Regions are being given increasing importance in the IS networking context, as certain
types of information and knowledge exchange takes place more effectively on a
regional level (Mirata and Emtairah 2005). This may, therefore, provide more
opportunities for learning and development. As companies may not be accustomed to
networking and might not have the necessary skills to develop and manage such
relationships, emphasis should be given to learning specific networking skills, which are
essential for managing 1S networks (Starlander 2003). For example, “some innovations
remain confined to the sectors in which they were originally developed and do not
diffuse to others where they could provide considerable benefits’ (Mirata and Emtairah
2005: 997). Mirata and Emtairah (2005) argue that 1S networks, through their emphasis
on inter-sectora transactions, can help to overcome this difficulty. This echoes the
diversity principle of IS presented by Korhonen et a. (2004) in Chapter Two. Mirata
and Emtairah (2005) suggest that IS networks will provide industry with the opportunity
to shift their focus from sectoral innovation activities and to look for new solutions at
the inter-sectoral interface, which may stimulate the exploration of innovative solutions
through inter-organisational interactions. “Inter-organisational concepts can result in
considerable cost savings and environmental benefits when compared to the optimal
strategies implemented independently by the individua companies’ (Fichtner et al.
2005: 73).

Mirata and Emtairah (2005: 1000) noted that inter-organisational interaction not only
assists in implementing identified solutions, but also contributes to learning in various
forms. They utilised the single and double loop learning concept of Argyris (1997, in
Mirata and Emtairah 2005), who defined single loop learning as a detection and
correction of a mismatch without changing the underlying values and status quo that
govern the behaviour; double loop learning was defined as the detection and correction
of a mismatch, by first changing the underlying values and other features of status quo.
Mirata and Emtairah (2005: 1000) claim that “the learning that has been taking place
until now was dominantly single loop learning”. Nevertheless, it was pointed out that
attempts were made by LISP co-ordinators to initiate a double loop learning process in
the final stages of the programme’'s period through a future vision workshop for the

beneficiaries, and these beneficiaries showed great interest in testing new ideas (Mirata
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and Emtairah 2005). Thus double loop learning appears to be a step forward for
businesses in changing the way they work and this may be possible with the increased
inter-organisational interaction found in IS networks.

Kirschten (2005) also argues that some members may co-operate by merely acting as
supplier or consumers of a by-product which incurs certain dependencies and reduces
the flexibility of afirm. Joining the network not only reduces the firm’s flexibility, but
may also limit innovation for a long term co-operation in the network. This, in turn,
may result in companies deciding not to participate in symbiotic relationships. Boons
and Berends (2001), on the other hand, see networks as loosely coupled systems that
play an important role in preserving flexibility. They also claim that this flexibility can
be developed by recruiting diverse participants in the network, and thus, the increased
possibility of taking various perspectives into account. These various perspectives, in
turn, assist in generating innovative ideas, which increase the opportunities for

innovation and inter-firm learning.

3.3 Concluding summary

This Chapter analyses critical factors that are central to the development of 1S networks
and contribute to an understanding of how IS networks can be developed and managed
effectively. Within the scope of this thesis, the focus would be to explore the
management and organisational design of the UK NISP and its effectiveness in the
management and organisational design employed by the UK NISP in the development

and management of alarge scale IS network.
Having reviewed the literature in relevant areas of the study, the thesis will now turn to

the empirical work of the study. The next Chapter describes and justifies the
methodology and the methods employed in conducting this study.

66



CHAPTER FOUR: METHODOLOGY

Chapter Four describes the methodology used for this study and also provides
information concerning the research context. Although an introduction of the
methodology employed is given in Section 1.3 of Chapter One, this Chapter aims to
build on this and to offer assurance that appropriate procedures were used when
conducting this research.

Undertaking research involves a number of linked activities from identifying research
guestions, research design, analysis and interpretation through to conclusions and the
acknowledgement of the research limitations. Researchers select their own research
design based on their experiences and the needs of the particular research project and
the mgjority tend to initialy choose between qualitative or quantitative research,
without actually considering the philosophical issues that might seriously affect the
quality of research outcomes. This Chapter will outline the research design adopted and
provide a justification of why this particular approach was unavoidable when

conducting this study.

The Chapter includes a discussion on the following: research background; nature of the
research design; whether the study was conducted as a snapshot or a longitudina study;
whether the research was new or was built on an existing study; the selection of
research methods used, and it is justified on the following: (1) philosophical issues
around the research design; (2) research methods that have been previously used in this
area of study; and, (3) methods that enable the questions set out in this study to be
answered; the sampling strategy; data collection techniques; tools and techniques used

for data management; data analysis and interpretation; and, reporting the findings.

4.1 Research background

A number of different options were taken into consideration when choosing this project.
Given my interest in the field of IE, the ecological modernisation agenda of the UK
government and the innovative policy and the ideas on which the UK NISP was based,
there appeared to be a huge potential for understanding and exploring the UK NISP and
its policy context asit is a unique Business Environmental Support Programme and the
only IS initiative in the world to be launched on a national level. More specificaly, the
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research project arose from a gap identified during an extensive literature review
conducted in the field of IE and EID, extended discussions with a number of the UK
NISP senior executives, and participation in a series of |E workshops and conferences

around the world.

There was some initia resistance from UK NISP executives when trying to convince
them to agree on the proposed study and allow full access to the UK NISP key
stakeholders, including employees and members. However, on realising the importance
of the study and the benefits arising from the findings, the UK NISP executives finaly
expressed their interest in supporting the study. As aresult, the UK NISP agreed to fully
support this doctoral study and to act as an industrial collaborating body. In practical
terms, the support included: (1) direct access to the UK NISP senior personnel and
company network partners; (2) attendance at the UK NISP regional co-ordinators
meetings and other relevant events; and, (3) assistance when undertaking fieldwork.
Having obtained full access to the UK NISP network, it was appropriate to set

boundaries for the research study.

The broad aim of this study is to explore and understand the UK NISP's place in the
‘green’ market strategy of the UK government and the management and organisational
design employed by the UK NISP in establishing and managing a nation-wide 1S
network, using the experiences of a range of the UK NISP stakeholders. The UK NISP,
a UK business environmenta support programme, operates in nine regions of England
and in three devolved administrations: Scotland, Wales and Northern Ireland (NI). All
nine regions of England and the three devolved administrations are referred to as
regions throughout the thesis for two reasons: (1) the geographical size and population
of devolved administrations are similar to that of English regions; and, (2) to assist the
writing process and to avoid repetition of words to maintain interest. However, the
different political context of each devolved administration has been accounted for where
necessary, and the term ‘devolved administration’ has been used where necessary to
distinguish devolved administrations from the English regions. The majority of the
potential participants of the research study were located around the UK, as the UK NISP
is a national programme and it is delivered regionaly. Therefore, the research was
conducted on the UK level (to include al English regions and al devolved
administrations) to cover the policy context, as well as the management and
organisational design employed by the UK NISP.
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The specific research questions addressed to realise the aim(s) of the study were:

(1) Why was the UK NISP adopted by the UK government as one of the key
instruments of their ‘green” market strategy?

(2) What are the key barriers to the effective use of the UK NISP as a key
instrument within the UK government’s ‘ green’ market strategy?

(3) How crucia is the organizational design employed by the UK NISP in
establishing and managing alarge scale IS network?

In order to address the research questions in depth, the study was divided into two
phases. A total of twenty-eight interviews were conducted with research participants,
sixteen in Phase One and twelve in for Phase Two. Participants included policy and
regulating officers, nationa and regional government representatives, civil servants,
NGO representatives, representatives from trade organisations, the UK NISP
executives, representatives from the UK NISP key stakeholder organisations, and the
UK NISP regional co-ordinators and practitioners. More information about the
participants is presented in Table 4.2 for Phase One and Table 4.3 for Phase Two. The
details on the selection of participants are outlined in Section 4.4. Having set the
research background into context, | now turn to the main approach used for the research

design.

4.2 Selection of research method(s)

There are a number of ways in which the selection of research method is justified by
research studies. This is based on my understanding of the following: (1) the
philosophical issues around research design; (2) research methods utilised in the past in
this area of study; and, (3) and the need of particular method(s) which are unavoidable
in realising the research aims and objectives addressed in this research study.

4.2.1 Philosophical issues around research design (research strategy)

Most researchers (e.g. Easterby-smith et a. 2002) contend that ignoring the
philosophical considerations during the process of research design can serioudly affect

research quality. To address this issue and to make an informed decision on the research
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method(s), two historical research paradigms within the social science research were
compared: positivism and interpretivism (Denscombe 2002). Considering the
ontological and epistemological assumptions, in relation to each of the approaches, was

believed to be important.

With regard to ontological considerations, positivism relies on the cause and effect,
similar to the natural world, which may exist quite independently of the people’'s belief
(Denscombe 2002); wheresas, in an interpretivism paradigm, the meaning is given by
people (Easterby-Smith et a. 2002). It is both the phenomena and the related context, as
it is understood by the people, which are significantly important for this study, thus
suggesting the adoption of an interpretative approach. With regard to epistemological
considerations, the positivist paradigm relies on observation and measurement; whereas,
in an interpretative paradigm, reality is determined by the people and needs to be
interpreted (Easterby-smith et al. 2002). Peopl€e' s experiences of phenomena and their
interpretation are key in addressing the research questions, which is aso possible using
interpretative approaches. By taking into consideration both the ontologica and
epistemological assumptions, it is clear that the interpretative paradigm holds stronger

ground than positivist paradigm, with regard to the research questions addressed.
In addition, both approaches have strengths and weaknesses that influence the outcomes
of any research. A summary of the strengths and weaknesses of both approaches are

presented in the Table 4.1.

Table 4.1: Strengths and weaknesses of positivism and inter pretivism approaches

Strengths Weaknesses
Positivism e Wide coverage of therangeof | e Inflexible and artificial
situations ¢ Not effective in understanding
o Fast and economical Processes
Interpretivism | e Ability to understand people’'s | e Needs great dea of time and
meaning resource
o Adjust to new ideas/issues as ¢ Difficult analysis and interpretation
they emerge ¢ Difficult to control pace, progress
and endpoint

Source: Adapted from Easterby-Smith et al. (2002)

Since this study is exploratory in nature, the flexibility to adjust, as new ideas/issues
emerge is significantly important. Based on the strengths and weaknesses of each of the

approaches, it is very clear that the interpretivist approach, although considered difficult
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when compared to the positivist approach, has the ability to address the research
questions effectively.

In my view philosophy is the starting point, as it allows an understanding of the
approaches that have been traditionally used, as well as their limitations and advantages.
Taking philosophical issues into consideration from the onset of the research project has
indeed provided ideas for brainstorming, facilitating decisions made on the research
design. The interpretivist approach appeared to dominate the positivist approach in the
context of this study due to: (1) the need to cover the contextual conditions; (2) the need
for ahuman centred approach to capture the experiences of people; and, (3) the need for
the flexibility it could provide.

4.2.2 Research methods utilised in the past in this field of study

Literature available in the area of EID and IS clearly demonstrates that research has
been undertaken in this area. In the past, research on IS has mainly been conducted to
cover three general aspects. (1) the study of potential opportunities/synergies when
using the concept of IS; (2) evaluation of the outputs occurring from IS initiatives; and,
(3) uncovering unknown IS projects in different parts of the world. Additionally, many
research studies have focused on the UK IS initiatives including: sustainable
devel opment through inter-company collaboration (MISP 2004), drivers and barriers to
industrial ecology in the UK (Harris 2004), effectiveness of the facilitated 1S approach
(Mirata 2005), governance, partnership and sustainable industrial development (Proctor
2005), roles and actions of an institutional entrepreneur fostering inter-organisational
practices (Paquin 2008), and socia dimensions of IS (Domenech 2010). However,
limited research efforts are evident in exploring and understanding two key areas as
discussed in Chapter One, Section 1.1: (1) policy intervention at the UK-wide level in
the development and management of the UK NISP; and, (2) the management and
organisational design employed by the UK NISP, which may have enabled the
successful development and management of the world's first IS network at national
level. This research study will address this gap. The past studies related to the UK NISP
have been reviewed to evauate their methodological approaches and these

methodological approaches are appraised in the context of this study.
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For the launch of a study conducted by MISP (2004) regarding identifying potential
synergies, based on industrial symbiosis principles, thirty-four representatives from
different size companies from various sectors were invited to participate in a workshop.
Twenty-three of these representatives agreed to participate in the project. Data were
collected via a questionnaire that explored the operations of companies in terms of their
inputs, outputs, infrastructure, operational facilities, service capabilities and expertise.
This appeared to be an appropriate approach for that study as the anticipated data were
wholly quantitative about the company’s inputs, outputs and company’s other resources
and did not require a huge amount of detail until a potential synergy was seen to be
emerging. That particular study was not designed to provide an in-depth understanding
of the context or the experiences of key stakeholders in the IS networks development
and management, which is the case with this research. In addition, the use of a
questionnaire in this study would make it difficult to maintain the flow of feelings and
perspectives of individuals, which would not arise when interviewing the research
participants in a face to face situation. Therefore, the use of the survey questionnaire

was considered unsuitable for this study.

The study conducted by Harris (2004) examined the influence of the drivers and barriers
on the implementation of the IS concept in the UK. Harris's (2004) study aimed to
establish the extent to which IS was implemented in the UK and the impact of
legislation, regulations, economic incentives, as well as that of the participating
companies organisational structure and culture on the implementation of the IS
concept. In contrast to MISP (2004), Harris (2004) adopted qualitative methods and
action research to gather data from businesses in Scotland and used semi-structured
interviews as the main data collection technique. In order to offer a greater insight and
capture the experiences and opinions of key stakeholders, this study adopted a similar
qualitative approach to that used by Harris (2004), but not the action research. This is
because action research particularly suited Harris's (2004) study since the IS initiatives
development was at an early stage in Scotland and fieldwork undertaken for his study
covered a smaller geographical area, unlike this research which focused on a fully
developed national 1S initiative and covered the whole UK.

Another research study was undertaken by Mirata (2005) to develop and promote a
uniform methodology to create synergistic linkages to assist with the development of a
regional 1S initiative. The methodology included: identifying key parties (businesses),
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introducing them to the IS initiative and gaining their commitment to participate. Unlike
MISP (2004) that relied only on quantitative data, both qualitative and quantitative data
were collected by (Mirata 2005), through the use of a specifically designed information
database. Data included inputs and outputs, utilities and logistics, infrastructure, human
and information resources. This method covered a broad area in terms of resources,
inputs and outputs as well as hard and soft issues, using both the qualitative and
guantitative approaches. That approach was most suitable for that particular study as it
was designed to identify potential members and synergies. However, this study is
concerned with exploring the experiences of the key stakeholders of the UK NISP and
not the quantitative outcomes of the UK NISP activities. This required consideration of
the context of their experiences and a human centred approach to methodology; which

supports the use of qualitative methodology here.

Of particular importance to this study, is the work of Proctor (2005) who focused on the
impact of regional policy context on the UK eco-industrial development initiatives
being developed at the time of her study. Proctor (2005) used the qualitative method
approach to undertake empirica work that included conducting semi-structured
interviews, covering three economic regions with a variety of nine EID projects. This
study employed a similar methodological approach to that of Proctor (2005), although
there are differences that are worth mentioning. These include: (1) Proctor (2005)
focused on the regional context, whereas this study focused on both the national and
regional context; (2) Proctor (2005) studied different types of EID, whereas this study
focused on one particular EID; (3) Proctor’s (2005) study comprised of nine case study
projects, whereas this study is an individual case; and, (4) Proctor (2005) undertook
empirical work in three regions, whereas this study undertook empirical work in al
regions across the UK. Nevertheless, the method adopted in this study is similar to that
of Proctor (2005), in the sense that both these studies required a human centred
approach to capture the context and the phenomena, including the experiences and

opinions of the participants.

Paquin (2008) studied the UK NISP actions, as an institutional entrepreneur, to support
the process of emergence and diffusion of inter-firm practices. He adopted the
qualitative method and used various data collection techniques, such as, interviews,
observations of NISP events and archiva documents, which suited this study as it

required understanding the actions of the UK NISP in the emergence and diffusion of
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inter-firm practices. This study, although it utilised observations of NISP events and
study of archival documents for a better insight, also used interviews as the main data
collection technique. Paquin’s (2008) study focused on four regions which made it
feasible for him to adopt a longitudinal approach, capturing data at various time
intervals. In addition to qualitative methods, this study would have aso benefitted from
using alongitudinal approach, however, due to resource and time constraints attached in
conducting a UK-wide study this was not possible.

More recently, Domenech (2010) conducted a study which was aimed primarily at
understanding the social dimension of the IS networks emergence and development. In
this case, Domenech (2010) adopted grounded theory as the most appropriate
methodological approach for the exploratory nature of her study, which focused on
comparing and contrasting the 1S network methodology in three European countries,
including the UK. Domenech (2010) predominantly focused on understanding the social
dimension of IS networks. She employed the social network theory which was
appropriate for examining the relationships between the actors which contributed
towards an understanding of the socia dimension of IS networks. However, her study
failed to take into consideration the involvement of private sector organisations in
delivering the UK NISP in various regions, which may have further added to the
understanding of the social dimension of 1S networks. Apart from the use of the same
UK NISP case, Domenech’s study was considerably different in its focus to that of this
study, and thus the methodology adopted by her was only suitable for this study, to the
extent that the choice of methodology was qualitative and adopted a semi-structured

interview approach.

Following the review of the past research methods where the qualitative approach is
dominant, this study employed qualitative methods, as supported by the interpretative
strand, to ensure that all relevant stakeholders views and their experiences of the
development and management of IS initiatives were taken into consideration, rather
than focusing on quantitative outputs. There were no existing frameworks available that
might have perfectly suited the context of this study. However, a review of research
methodologies used in the earlier studies was useful gaining an insight into developing
an appropriate methodology to suit this study. This led to the possibility of using a

qualitative method to cover the different perspectives in depth. However, it was also
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considered important that the suitability of the proposed method is discussed in
conjunction with the research questions to be addressed.

4.2.3 Justification of research methods based on the research questions

Denscombe (2002) contends that the research objectives should drive methodology,
rather than the ontological and epistemological stance of what the social world is like
and the fundamental principles by which we can come to understand it. There is an
ongoing debate on the appropriateness of the approaches in socia science research.
Denscombe (2002) argues that no single approach is perfect and that the social
researchers should move to a more pragmatic approach that would not adhere to a
positivist or interpretivist epistemology, but would address the topic being investigated.
Similar views are shared by Mason (2002) and Clough and Nutbrown (2007), who
support the notion that research methodology is not about finding a philosophical stand,
but rather identifying an appropriate approach to address the research questions. “A
characteristic purpose of a methodology is not to show, how such and such appeared to
be the best method available for the given purposes of the study, but how and why this
method was unavoidable — as required by - the context and purpose of this particular
enquiry” (Clough and Nutbrown 2007: 19)

Following on from the discussion on the philosophical issues, it was evident that a
qualitative approach is most suited for this research project. As the main aim of the
research is to understand and explore the processes involved in the development and
management of the UK NISP, using the experiences of a range of UK NISP
stakeholders, it would be difficult to measure these using quantitative approaches. The
focus of the project would remain on the individuals experiences of the UK NISP
processes, rather than quantifying material outputs. The qualitative approach would
provide the appropriate techniques to capture their experiences and the possibility of
interpreting the collected information, using the human brain, unlike the quantitative
approach which is rather inflexible. Having said that, there are a few occasions when
secondary quantitative data has been utilised in this study to support findings arising
from the study. In order to justify why conducting qualitative research was unavoidable,
it would be useful to discuss the need for qualitative methods in this particular study, in

relation to its research aims and objectives.
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Phase One explored the UK NISP's policy context; with a view to understanding the
UK NISP's place in the UK government’s ‘green’ market strategy, using ecological
modernisation as a theoretical lens. There has been limited work undertaken in this area
in the past and therefore, it was not possible to evaluate any previous research
methodologies used in similar research. Given the lack of research in this specific area,
it is necessary to assess whether policy and regulatory context plays any role in the
development of alarge scale/nation-wide IS network. Moreover, with limited number of
possible participants, it was difficult to consider a quantitative design. Notwithstanding
this, in order to explore the policy context of the UK NISP and to understand the UK
NISP's place in the UK government’s ‘green’ market strategy, it required a person
centred approach. Qualitative methods offer a person centred approach through the use

of anumber of techniques to gather rich data.

Phase Two critically appraised the management and organisational design employed by
the UK NISP. Since the UK NISP is a nationa programme, delivered regionally, it was
crucia to take the national leadership and management aspects, as well as the regional
delivery (including different contexts of the regions) into consideration, in order to gain
a holistic understanding of the management and organisational design employed by the
UK NISP. This was again a matter of a person centred approach. The qualitative design,
therefore, was unavoidable if a good understanding of the management and
organisational design employed by the UK NISP was to be had.

4.3 Research design

The case study approach was adopted for this research. A case study is seen as either a
choice of object to be studied (Stake 1995), or as aresearch strategy (Yin 1994). When
considering Stake's (1995) views, the UK NISP has been identified as a case ‘ object to
be studied’ as it satisfies the criteria of being specific, unique and a bounded system. It
ismy interest and intention to explore and understand the complexities of this particular

case in amanner which is described as an intrinsic case study by Stake (1995).

In contrast, Yin's (1994) approach to define the term ‘case study’ as a
strategy/methodology also fits within the context of this research. Given the nature of
this research enquiry to study the phenomena, its context and the need to use multiple
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sources of information, a case study design appeared to be unavoidable. According to
Yin (1994: 13),

“... acase study is an empirical enquiry that investigates a contemporary
phenomenon within its rea-life context, especialy when the boundaries

between phenomena and context are not clearly evident.”

After conducting an extensive literature review in the field of EID and after initial
interaction with the UK NISP stakeholders, it was clear that the context of the UK NISP
phenomena is highly significant. As Yin (1994) suggests, using a case study would be
appropriate if it is the researcher’'s wish to deliberately consider the contextual
conditions. Given the scope of the study and in order to fully cover the phenomena and
the contextual conditions, it was considered inevitable that the data were collected from
multiple sources. Yin (1994) suggests that a case study enquiry relies on multiple
sources of evidence, which further justified the case study design for this study. Within
Yin's (1994) classification of the types of case studies. exploratory, descriptive and
explanatory, this study appeared to be predominantly exploratory in the light of the
research questions being addressed.

As this study is concerned with issues related to development and management of the
UK NISP, it was vita to collect data at various time intervals. However, collecting data
in this manner was not feasible because of time and resource constraints. It was,
therefore, decided to take a snapshot of the situations rather than adopting alongitudinal
approach to conduct this study. However, this did not restrict me gaining access to: the
UK NISP events; secondary data, e.g. books, theses, articles, newspapers, documentary
evidence from the UK NISP; and, the people involved in the different stages of the UK
NISP processes to enable systematic representation of that time.

It would be appropriate to state at this stage that this kind of specific approach to
explore and understand a business environmental support programme (BESP), such as
the UK NISP, with regard to its processes, does not appear to have been adopted in the
past. Literature reviewed in the areas of |IE, EID, environmenta policy and ecological
modernisation did not provide any readily available frameworks that might have
perfectly fit the context of this research. Although, initialy, it was designed to be a
deductive approach, it grew inductively once the literature review was conducted. The
main reason for this was the limited research in this area. As a result, the development
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of - and use of any existing - frameworks to conduct this study appeared to be very
difficult. So the study was designed in a way to allow theory to emerge from the
inductive process. However, the argument by Zina O’ Leary (2004) is not supportive of
a clear cut distinction between the two approaches. According to her, research design
might move between deductive and inductive approaches. This is because when theories
began to emerge from the interpreted themes from raw data, the study tended to move
towards a process of confirmation of findings, using the theories identified at earlier
stages. This resulted in a design that moved from deductive to inductive and inductive

to deductive at various stages of the research study.

4.4 Sampling

Sampling techniques used for the purpose of selecting appropriate participants varied in
both phases of the research project. The two main types of sampling: random
(probability) and purposive (non-random or non-probability) sampling have been
discussed in most literature (e.g. Zina O’ Leary 2004). Given the needs of the study and
the make-up of the population, purposive sampling approaches have been adopted for
both phases of the research project. The justification for choosing the sampling

techniquesis discussed below:

Focus was placed on two types of sampling in Phase One: Purposive and snowballing.
Purposive sampling, as described by Denscombe (2007), is used in situations where the
researcher aready knows something about the specific people or events and makes
deliberate choices because they are seen being likely to produce the most valuable data.
In addition to purposive sampling, snowballing sampling was aso adopted to identify
more individuas through those being interviewed. This provided the possibility of
including other important individuas who were not included in the initial stages.
Snowballing also helped me to use the nominator as reference to be able to approach
new individuals with some credibility. Participants in this phase included regulating and
policy officers, civil servants, representatives from NGOs and trade organisations,
Government Advisory Group members, representatives from the economic devel opment
agencies, academics, and executives from the UK NISP and other partner organisations.
The majority of participants in Phase One were located in England for the following
reasons. (1) Policy/legislation powers held centrally in England in certain areas; (2) In

England, there was a structured action plan/programme to fund BESPs, unlike other
78



countries in the UK; (3) the UK NISP started off at regiona level in England; (4) the
UK NISP received a backup for national launch initialy in England; and, (5) the UK
NISP headquarters are located in England. However, the UK NISP's existence in the
devolved administrations was not ignored. Representatives of most organisations
involved in the decision-making, in relation to funding and supporting the UK NISP in
each of the UK countries, participated in Phase One. The information regarding the
research participants in Phase One is presented in Table 4.2, which includes the
position/level of research participants, the type of organisation to which they belong, the
country in which these organisations are located, and the specific role of research

participants, with regard to the UK NISP:

Table 4.2: Summary of resear ch participantsfor Phase One

Resear ch Position of Type of Role of research
o research L Country -
participants S organisation participants
participants

P1RO1 Policy Advisor TO* England Advisory
P1R0O2 Executive NGO England Advisory
P1R0O3 Civil Servant Government England Decision-making
P1R0O4 Executive Regulator England/Waes | Delivery/Advisory
P1R05 Executive NGO England Advisory
P1R06 Executive TO* England Advisory
P1RO7 Executive EDA** Northern Ireland | Decision-making
P1R0O8 Executive Technology support England Delivery
P1R09 Managerial UK NISP England Delivery
P1R10 Executive UK NISP England Delivery
P1R11 Executive UK NISP/Academia England Delivery
P1R12 Executive EDA** England Delivery/Advisory
P1R13 Executive EDA** Scotland Decision-making
P1R14 Managerial Regulator Scotland Decision-making
P1R15 Civil Servant Government Scotland Decision-making
P1R16 Civil Servant Government Wales Decision-making

Source: Author generated
* - Trade Organisation; ** - Economic Development Agency

In Phase Two purposive sampling was used for understanding the management and
organisational design employed by the UK NISP. Since the UK NISP was delivered
regionaly, it was important to include all the UK NISP regional co-ordinators or
practitioners (in regional co-ordinators absence) from the respective regions and the
manager of the National Practitioners Team (NPT). NPT was a significant addition to
the regional delivery of the UK NISP. It appears to have alowed the UK NISP to
identify and coordinate the projects of large companies, which have operations in
various parts of the UK, by dealing with them centraly (nationaly) instead of
approaching them in individua regions. Co-ordinators of the UK NISP in al English
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regions and al devolved administrations (with an exception of Northern Ireland where
the programme was due to be launched), as well as the NPT manager were included to
gain a wider understanding of the management and regional context of the UK NISP
delivery. Although it involved considerable cost and time to interview individuals in
every region around the UK, it appeared to be the best approach in order to understand
how the programme was being managed nationally as well as regionally. The
information regarding the research participants in Phase Two is presented in Table 4.3,
which includes their position at the UK NISP, region/territory they manage and the
managing organisation to which they belong:

Table 4.3: Summary of resear ch participantsfor Phase Two

Research

participants Territory Cover Managing Organisation
Code
P2RO1 East Midlands Scott Wilson Group plc
P2R0O2 East of England Scott Wilson Group plc
P2R03 London WSP Group plc
P2R04 North East ISL*
P2R05 North West WSP Group plc
P2R06 Scotland Third Wave/ISL
P2R0O7 South East Scott Wilson Group plc
P2R08 South West WSP Group plc
P2R09 Wales ARENA** Network
P2R10 West Midlands ISL*
P2R11 Y orkshire and Humber Y orkshire Forward
P2R12 UK ISL

Source: Author generated
* — International Synergies Limited; ** — Awareness Review and Environmental Action

4.5 Data collection technique

There are severa methods used to collect data for qualitative research studies. These
include: interviews, ethnography, participant/non-participant observation, insider
research, etc. Davies (2007: 152) advises that “interviewing provides the possibility of
reaching conclusions specific to the sample and the detailed analysis can enable
complex interpretations of each individual’s perspectives in their particular context”.
Therefore, interviewing appeared to be the correct technique. In addition, the study
needed to explore the feelings, experiences and thoughts of participants which made it
obvious that the use of interviews was unavoidable in this particular study. Semi-
structured interviews were used as the main technique for data collection during both

phases of the research study. Semi-structured interviews, as the main data collection
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technique, were most appropriate because of the exploratory nature of the research. In
addition to satisfying the need of covering certain themes that were considered
important, semi-structured interviews allowed more flexibility for the exploration of
unexpected themes that the research participants considered significant. Although an
interview schedule was used to guide the interviews, semi-structured questions provided
full flexibility to research participants when responding to the questions. Moreover, a
semi-structured schedule enabled them to expand on their responses and add what they
saw as crucial. In addition, research participants were given the opportunity to make any
comments while the interview was being concluded. Two interview schedules,
consisting of a number of semi-structured questions, were developed to ensure that the
research participants were asked the right questions from each of the phases. Different
interview schedules also made it easier to manage and anayse data, and compare and

contrast the views of different groups.

4.6 Data collection

The semi-structured interview schedules prepared were very wide ranging for both the
phases of the study in order to alow a thorough exploration of the topics in hand.
Initialy, individuals were contacted by email or telephone. The interview schedule for
Phase One is presented in Appendix A and that for Phase Two is presented in Appendix
B. The nature and the significance of the research study were outlined at the first
instance. It was also made clear how their involvement would contribute to this study.
Most of the individuals were happy to participate in the study. After a certain level of
difficulty in organising the appointments, most of the individuals identified were
interviewed with one exception, who was unable to attend the interview due to ill-
health. As discussed during the sampling section, the snow balling approach was used to
identify any other important stakeholders who could contribute to the study. Thiswas a
useful strategy as it enabled the involvement of other important individuals omitted
from the initial stages.

As suggested by Davies (2007), researchers need to give thought to their own
presentation when meeting their research participants. He asserts that research
participants may not feel entirely comfortable and may consider it to be an unusua
encounter. In order to deal with this situation and to make research participants feel

comfortable, every effort was made to present myself in a way that made the research
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participants feel comfortable. The research participants were assured that their identity
would not be disclosed when presenting the findings. In order to dea with the
confidentiality of the research participants, a code was used against each of the
quotations instead of names when presenting the findings in Chapters Five and Six.
Additional information on the research participants is also presented in Tables 4.2 and
4.3, which indicates the participant type, however, every precaution is taken to ensure
that none of the information could identify the research participants. Research
participants were also assured that the interview data would only be accessed by the
research team. This had an impact on the interviewing process as all research

participants felt relaxed and were ready to talk about their feelings and experiences.

Also, it was considered important to “conduct interview in a setting that was reasonably
comfortable and familiar to the interviewee” (Davies 2007: 154). Most interviews were
conducted at the work place of the research participants, or a an aternate venue as
suggested by them. They were informed that a quiet venue would be preferable.

Whilst dightly different issues were covered in both the phases, al the interviews
focused on the UK NISP. However there were huge differences in the length of
interviews, ranging from 32 minutes to 2 hours and 12 minutes. The average duration

was 1 hour and 15 minutes.

4.7 Data management

All interviews were recorded using a digital Dictaphone. Every effort was made to
transcribe the interviews as quickly as possible after the interviews, to ensure that
originality, expressions, etc. were captured as best as possible. However, this was not
always possible, due to limited time and resources, as alarge volume of interviews were

conducted over a short period of time.

The qualitative data analysis software ‘NVivo' was used to manage the data. The
software provided the possibility to import transcribed interviews (Microsoft Word
documents) into NVivo. The transcribed interviews documents were prepared/edited
prior to importing them to NVivo, which is a very useful tool that enables complex and
large volumes of datato be organised efficiently and an in-depth and rich analysis of the
data to be made. Another advantage of NVivo is the possibility of carrying al data in
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just one NVivo file, which was extremely convenient when working in different
locations. Specific approaches used for the data analysis are covered in detail in the next
Section.

4.8 Dataanalysis

The approaches available for qualitative data analysis vary, based on the type of
anticipated outputs. The data collected for this study was analysed using thematic
analysis (see Ritchie and Lewis 2003), which is consistent with the interpretative and

phenomenological strands adopted for this study.

As described earlier, data were collected, recorded, transcribed and imported into the
NVivo for the coding purposes. Although data were present in NVivo to initiate the
coding process, initially, it was more comfortable to read the data manually. Data were
approached without any theoretical or other assumptions. Interview transcripts were
read and re-read to ensure thorough familiarisation of the data. Some of the transcripts
containing rich information were selected to be re-read and to identify any interesting
themes. Interesting themes were recorded on the side of the selected transcripts and
were then sorted to identify connections and assign them to relevant categories. After
repeating the process with a number of transcripts, it was felt that no new additional
categories/themes were emerging to the aready identified categories/themes. This
confirmed the principle of saturation and allowed the research to move on to develop a
code sheet covering all categories, themes and sub-themes emerging from - and
common to - the selected transcripts. Code sheet for Phase One is presented in
Appendix C and for Phase Two in Appendix D. This required much deliberation in
order to bring together themes and categories in a way that would make sense and allow
describing the process as a whole when writing up the findings. The categories, themes
and sub-themes within the code sheet were numbered in order to ease the process of
coding the transcripts. An ‘other’ category and ‘other’ sub-categories within each
category were assigned. This was to ensure that if any additional category or themes
emerged, they could be easily assigned to the code sheet. Coding was then completed
by assigning the number of each category, theme or sub-theme as required on the side of
the transcripts. All interviews were coded using the code sheet and any new categories,
themes or sub-themes were assigned to the code sheet. Once the manual coding process

was complete, the numbered coding system was set up in NVivo to bring together text
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from all relevant categories and associated themes and sub-themes from each of the
coded transcripts. The coded data were revisited and reorganised a number of times
after completing the coding process. This was to ensure that the coded data were well

organised and ready to be presented.

The next key stage of the analysis process was presenting or writing up the research
findings when the categories and themes were interpreted and explained. The process of
interpretation was approached extremely carefully to ensure that the research
participants’ views and experiences were not ignored. An effort was made to ensure that
the views and experiences of the research participants were presented in the findings,
rather than my own. The analysis findings are presented in the Chapters Five and Six.
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CHAPTER FIVE: THE UK NISP AND THE UK GOVERNMENT’S
‘GREEN’ MARKET STRATEGY

5.1 Introduction

This Chapter provides an overview of the policy context in relation to the UK NISP. In
doing so, the views and experiences of the research participants are explored prior to
discussing the topic, using the tenets of Ecological Modernisation theory for a better
understanding of UK NISP policy context in Chapter Seven. The Chapter presents all
the key elements of the policy context in relation to the UK NISP as recorded during the
semi-structured interviews of policy and regulatory officers, civil servants, policy
advisors, representatives of trade organizations, representatives of the economic

devel opment agencies, NGOs and the UK NISP executives.

This Chapter focuses on the six key aspects which emerged from the analysis. These
include: research participants’ views regarding the background and understanding of the
UK NISP and its activities, research participants opinion on environmental/waste
policy and legidation in the UK; research participants reflection on the
policy/programmes in the individua countries in the UK; research participants
experiences of the decision-making process and the stakeholder involvement; research
participants’ opinion on the monitoring and reporting mechanism of the UK NISP; and,
finally the research participants overall assessment of the UK NISP policy context,
including recommendations for policymakers.

The data within this Chapter has been presented in a way that ensures that the views and
experiences of research participants are fully integrated. Tabulated quotations are used
to provide detailed accounts of research participants’ views and experiences. The use of
tables is also made to illustrate the varied and similar views of research participants on
certain issues. In order to maintain the confidentiality of research participants, research
participant codes are used against each of the quotations presented, instead of their
names. The details of the research participant codes are available in Chapter Four Table
4.2.
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5.2 Background of the UK NISP

5.2.1 Reflection on the nature of the UK NISP programme

Most research participants had a different perception/understanding about the nature and
intention of the UK NISP. There are severa different ways in which the UK NISP was
defined by the research participants. When research participants were asked their
opinion on what kind of programme the UK NISP is, the following responses were
elicited (see Table 5.1):

Tableb5.1: Views of research participants about the UK NISP

Research the UK NISP —kind of Quotations

participants programme

P1RO1 Waste programme “With the current definition of waste it
becomes a waste programme”

P1R0O2 Environmental protection and | “they are an environmental protection and

resource efficiency delivery body | resource efficiency delivery body, ...

P1RO3 Resource efficiency programme “Very much resource efficiency,
because they deal with a whole range of
resources”

P1R0O5 Waste of money “| consider it as awaste of money”

P1R10 Business opportunity programme | “1 would contend it a business opportunity
programme”

P1R11 Resource productivity programme | “It is very much a resource productivity
programme”

P1R15 Waste exchange programme “It is basicdly .. a waste exchange
programme”

P1R16 Glorified waste exchange “It is a glorified waste exchange”

Source: Author generated

The majority of the research participants categorised the UK NISP as either a waste
programme, resource efficiency programme or a business opportunity programme.
There was disagreement among the research participants on whether the UK NISP is a
waste or a resource efficiency programme. Some research participants had strong views
that the UK NISP isjust a waste programme with a sophisticated name:
“It's basically, it's a waste exchange programme, that’'s really what it's about. |
know one of targets is indeed, is business development organization, but redly it's
about exchanging the wastes. | mean, | think that’s where it has struggled really in
terms of what is its strategy, is it about waste exchanges or is it about wider things
in that. My view is, it should be honest, we should say it’'s about waste exchanges
in areas which aren’t obviously natural.”
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P1RO7
However, as the following quote highlights others hesitate to call it a waste
programme;
“... with the current definition of waste it becomes a waste programme. That's a
poor definition of waste, not NISP’s problem.”
P1RO1
Similarly, there were research participants who with some hesitation thought the UK
NISP to be a resource efficiency programme:
“l see it as a resource efficiency. But | have to say there is alot of concentration
on the waste, but it is aresource efficiency programme.”
P1R04
Some research participants had strong reasons to believe that the UK NISP is a resource
efficiency programme:
“Very much resource efficiency, not just waste, because they deal with a whole
range of resources. They don’'t get too focused on a particular area and they’re
looking at the moment for example, at how they can do more with water. Soit'sa
whole range of resources.”
P1R03
Whilst there was disagreement on whether the UK NISP is a waste or a resource
efficiency programme, there was consensus among most research participants about the
UK NISP’s claim to be a business opportunity programme:
“it certainly is an opportunity. It's funded by the public sector to provide this
opportunity and the fact that many thousands of businesses now do get involved
with NISP suggests that quite alot of them find that NISP gives them value”
P1R11
One of the research participants was very sceptical about the UK NISP and its
existence. He strongly believed that the UK NISP would not be required if the right
public policy is put in place. He considers the UK NISP:
“... asawaste of money. It's meant to be about resource efficiency, it’sterribly well
meaning but again, if the government puts in place the big things, the right fiscal
framework, the right environmenta taxes, the right economic instruments, where
there are their environmental priorities, the right economic instruments, carbon
trade schemes, things like that, the need for anything like NISP to the extent of
what they want to do completely disappears.”

P1R0O5
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To sum up, very few research participants had strong views about the UK NISP being a
resource efficiency programme. That view may have arisen as most of the UK NISP
focus has been on materials and in particular waste. Also, one research participant
argued that it is the definition of waste which makes the UK NISP a waste programme.
However, some of the research participants were sceptical about the use of the word
‘waste’ when a material has further use and suggested that the UK NISP should instead
be called a resource exchange programme instead of a waste exchange programme.

In addition, most research participants did not dispute the UK NISP's description of
being a business opportunity programme. However, some of them were not entirely sure
of what the term * business opportunity programme’ meant in practice. Whether business
opportunity relates to providing value to businesses, or assisting in the creation of new
businesses was something research participants were unsure about; however, the

majority consented with the former view.

5.2.2 Ability to integrate environmental protection and economic growth

One essential aspect of the UK NISP identified during the interviews was whether it has
the ability and/or potential to integrate environmental protection and economic growth
through its activities/projects. Executives from the UK NISP and government claimed
that there was no doubt that the programme was delivering both environmental and
economic benefits.
“... can achieve high levels of environmental improvements in terms of reducing
CO,, diversion of the landfill, reducing potable water use, you can do that at a
relatively low cost because at the same time you are achieving massive economic
gainsin terms of cost reduction, additional sales, new business, new jobs...”
P1R10
“... the primary driver that NISP gives to businesses, you know, you can improve
your profits and | haven’t been aware of any situation where that has been to the
detriment of its environmental objectives...”
P1R03
In general, there was agreement among all research participants that the UK NISP
activities have the capability to integrate environmental protection and economic

growth. However, some of them were not absolutely sure that this could be true in al
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cases or that the UK NISP would not undertake a project that generated economic
growth, but could have been detrimental to the environmental health.

“The one concern is that you can imagine situations in which the activity would

promote things like more lorry movements and longer transport. That's where it

could go wrong. But | don't think it does. And | think it's regional basis at the

moment, and it makes it less likely but you can see somebody taking something a

long way.”

P1RO1

Another research participant PIR07 had a similar view as the research participant
P1ROL1:

“l1 mean, no doubt there might be examples where there could be an unfortunate

knock on effect but in general terms if you can do a symbiosis and somebody can

use somebody else’s by-product and that seems to me to be a sensible thing.”

P1RO7

Most research participants agreed that IS can be simultaneously beneficid, i.e.
economically, and environmentally. However, PLRO1 contended that work had not been
performed to evaluate the negative impacts of IS projects on the environment. The
requirement for a LCA of UK NISP projects was suggested by some research
participants in order to be able to confirm their real impacts and to ensure that they have
the ability to integrate environmental protection and economic growth.

“... NISP isn't forcing itself through a full life cycle assessment of solutions ... |
think they’'re a long way away at the moment from driving solutions that would
have a significant environmental impairment but | guess... yes, indeed they could
be driving solutions that end up being not in the general interest of the
environment...”

P1R02
Most research participants agreed to the possibility of the UK NISP having the
capability to integrate both economic growth and environmental protection via their
activities. The only concern raised in this regard was that there was not enough evidence
to prove the majority view. In particular, no full LCA has been performed on any UK
NISP projects that were implemented to ensure the integration of economic growth and

environmental protection.
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5.2.3 The UK NISP and the IS concept

During the interviews, the research participants’ understanding of 1S as a concept, was a
key aspect that was explored. Research participants agreed that it is not an easy concept
to implement, however most considered it to have potential to integrate economic
growth and environmental protection.
“1 think it actually takes environmental methodology and makes sure that they are
not conflicting, so it doesn’t ... undermine the other, provided that ... we stick to
the true industrial symbiosis concept.”
P1R09
One of the research participant defined IS as:
“industrial symbiosis — is a non-regulatory route to assist businesses to be better
environmental performance both in terms of resource efficiency and in terms of
emission.”
P1R02
Some of the research participants tried to establish the relationship between what the
UK NISP and IS both wish to achieve:
“they identify materials that one company no longer has a use for and then tries to
identify an opportunity to use that material, but it isn't just about materials, it is
about other resources, it could be equipment, it could be people, as far as |
understood and at the moment it'smainly - tendsto be mainly materials.”
P1R14
The above quotes illustrate that some research participants’ understanding of 1S and its
boundaries was very much in line with IS theory. The research participants claimed that
the UK NISP mainly deals with materials, but IS as a concept, is obviously much wider.
The mgjority of the remaining research participants considered that the boundaries of 1S
were limited to the activities that the UK NISP engages in. The stakeholders' general
perception that 1S as a concept is fully implemented within the UK NISP, is likely to

result from its name.

5.2.4 Early stages of development and stakeholder support

Section 5.2.1 discussed the specific aspect of whether the UK NISP was a business
opportunity programme. It is therefore useful to evaluate the initia stages of the UK

NISP development which may help to provide a better understanding of how that belief
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was initiated. Most research participants agreed that the programme was bottom-up
initially asit grew from interest amongst businesses:
“it came about largely as an initiative from business, it’s business led ...it was very
much companies coming together, you've had problems to solve, waste that they
wanted to dispose of, didn’t want to meet the cost associated with them, wanted to
drive their own environmental agendas and were looking for other companies that
could actually start to reuse their raw materials.”
P1R04
An example, provided by one research participant, of an IS project and how it
stimulated the IS approach is quoted bel ow:
“... waste tires that everybody wanted to get rid off, you had legidation that was
going to ban them from landfill sites and nobody knew what to do with them and
the penny dropped, but the calorific value of these materialsis actually higher than
coal. And that the ash that comes out of thetires is a substitute for the additivesin
cement, so if you burn tires in a cement kiln you avoid all your fossil fuel costs,
you reduce your additive costs and your emissions, believe it or not, go down. So,
again, why didn't we do these ten years ago? There were no drivers to make
people think outside the box. Once they started doing that the cement industry
then started asking other questions like why do we use limestone from quarries as
our core material? Is there a lime and silica in the waste streams that we could
have for free? ... it's got them thinking outside the box and then you have to start
to think about could | get the raw materials | need from other than virgin stock? |
think we've got one or two other companies doing that and that’s stimulated a
whole symbiosis programme approach.”
P1R04
The indication is that businesses saw the IS concept, as an opportunity to ded
effectively with their waste and resource efficiency issues, which perhaps led to the

thinking and understanding that the UK NISP is a business opportunity programme.

The UK NISP initially developed in two regions of England, i.e. West Midlands,
Y orkshire and Humber, and in a devolved administration, i.e. Scotland. The UK NISP
received funding and support from the economic development agencies and other
government bodies locally. In addition, the UK NISP was supported by businesses
themselves and organisations such as the Environment Agency (EA):
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“1 think the businesses themselves ... have been helpful in promoting 1S and NISP
in Scotland.”
P1R14
“The [Environment] Agency was involved in the Midlands and Y orkshire in the
early pioneering phases of NISP and ... provided ... offices to help facilitate the
dialogue between the producing and the receiving companies and to try to help
them understand some of the complexities of the law around the reuse of waste
materials’
P1R04
Research participants believe that following this start, the value of the UK NISP were
then noticed by the central government in England. The government, at that time, not
only had aspirations for driving up the recovery and reuse of materials, but they also
had disposable funds from the landfill tax escalators, which they had promised to return
to businesses through business and environmental support programmes.
“1 think the government’s then came along and said well, it's been promoted at
Parliamentary Sustainable Waste Group, | think they’ ve come along and they’ve
said ‘we like the look of what you' re doing, we have the Waste Strategy 2007, we
have the aspiration to drive up recover and reuse of raw materias, you are a
potential vehicle that we can use and therefore we will support the growth of your
organization’.”
P1R04
The UK NISP was then funded initially for three years by BREW in England as one
research participant said:
“PreeBREW, NISP redly was only active in certain parts of the United Kingdom,
I’ ve aready identified that they grew out of ... the West Midlands, through BREW
they had been given an opportunity to develop into a national network.”
P1R02
At later stages, funding to the UK NISP was offered in other parts of the UK. However,
there were huge variations in the way capital was offered to the UK NISP in the
devolved administrations. This aspect will be analysed in more detail in later sections of
this thesis, where the devolved nature of government and variations in policy and

funding are discussed.
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5.2.5 Drivers promoting the UK NISP in the UK

The drivers promoting the UK NISP in the UK are both economic and environmental.
Although there are some environmental drivers stemming particularly from the
government and to a lesser extent from businesses, it is clear from the research
participants’ views that economic drivers are the key drivers for businesses to become
engaged with the UK NISP. Drivers covered in Sections 5.2.5.1 to 5.2.5.5 are dl

economic, whereas drivers covered in Sections 5.2.5.6 and 5.2.5.7 are environmental .

5.25.1 Increasein waste management costs (landfill tax escalator)

Most research participants agreed that the landfill tax escalator and therefore continuous
increases in waste management costs, were the main drivers for waste producing
businesses to engage with the UK NISP.
“ ... cutting costs by helping companies to avoid the spiralling cost of responsible
waste management ... .So, really the main driver for bringing companies to NISP or
helping NISP to spread best practice among companies is their desire to reduce
cost.”
P1R02
“...there tends to be a focus on waste and waste issues, waste costs and cost of
landfill, cost of hazardous waste disposal and people | think tend to look at it from
that point of view astheir first engagement with the programme.”
P1RO7

5.2.5.2 Increasing profit and cutting cost of inputs

Whilst realising the potential value of any waste and, at the same time, trying to combat
the spiralling cost of waste management, the waste producing businesses aso realised
that 1S activities have the potential to generate more profit by selling the by-products to
other businesses which have use for these by-products as raw material for their own
processes. Similarly, businesses at the receiving end of waste wished to cut their input
costs, and thereby improve their profits by using the by-products of other businesses,
instead of exploiting finite natural resources.
“1 think they want to turn the profit”

P1RO8
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“The principal driversare... for businesses it’s about being more productive, make
more money or save more money whichever fits to the bottom line. So, | think the
main driver for businesses is economic.”

P1R13

5.2.5.3 Supply chain pressure

Some research participants also believed that there are supply chain pressures for more
environmentally friendly products:
“they want to save money, but aso there is more and more supply chain pressure
... for more environmentally friendly products.”
P1R16

5.2.5.4 Concern for future material security

One research participant claimed that increasing worries for future material security was
providing market momentum for the search of alternative resources.
“1 think the issue of material security is coming up on the agenda as well, where,
you know, our businesses are saying, well, if the developing from tiger economies
got to suck in so much resource that means two things. the costs will go up
eventually and the availability will become an issue, in which case, you know,
should we be looking at alternate resources...”
P1R10

5.2.5.5 Potential for business opportunities (element of curiosity and novelty)

Another driver identified by the research participants related to businesses natural
interest in new ideas/concepts and related business opportunities.
“1 would also say there's an element of novelty and curiosity, al of the business
people we meet have a natural interest in other businesses and technologies and
ways of doing things. | think that’s the kind of it's got a curiosity or a novelty
value in that, a chance to explore other ideas.”
P1R10
This encouraged the big players from businesses to engage with the UK NISP in order

to explore opportunities for them to exploit.
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5.2.5.6 Government endorsement / voluntary approach

Initialy, it was the government’s intention to reinvest the landfill tax into businesses
through the business and environmental support programmes. However, the
government’s main agenda was environmental in order to meet its own environmenta
targets. Notwithstanding this, the UK NISP was endorsed by the government and was
able to assist businesses, at no net cost to them, to resolve any waste and resource
efficiency issues. This was considered by the research participants as one of the key
drivers promoting the UK NISP.
“... the principal driver promoting NISP is the fact that government are endorsing
it. That to me isthe one big driver.”
P1R04

5.2.5.7 Sustainability and/or corporate responsibility agenda of businesses

In addition to the above drivers (Section 5.2.5.1 to 5.2.5.6), sustainability and corporate
environmental/social responsibility agenda of businesses also promoted UK businesses
to engage with the UK NISP.
“Some of them have wider concerns of this whole sustainability agenda, corporate
socia responsibility, whatever you want to call it, they may be interested from that
point of view, but the principal reason isin order to improve the cost management
of the business.”
P1R11
However, research participants were cautious and suggested that although this agenda
may have driven businesses to use the UK NISP to some limited degree, other drivers

such as economic, were more significant.

5.3 Environmental/waste policies and legislation in the UK

5.3.1 Policy context of the UK NISP

Most research participants felt that environmental/waste policies and legislation have

played an important role in the development of the context enabling the IS initiative

within the UK. This section therefore explores the policy and legislative context
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underlying the UK NISP. The main emphasis of research participants was on the
European directives and the Waste Strategy in England and other devolved
administrations. However, there were also comments made in relation to the shift in the

way policy development was approached.

In order to analyse the policy context of the UK NISP, it is important that the type of
government in the UK is discussed. Waste policy development and enforcement lie with
centra as well as devolved administrations, but since devolution in the UK is

asymmetric, these powers among devolved administrations differ to some degree.

Most research participants highlighted the waste strategy in each of the UK countries as
the main policy supporting the UK NISP, however, additional emphasis was placed on
economic development policies. The policies referred to by research participants in
relation to the IS initiative are outlined in Table 5.2:
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Table5.2: Paliciesthat support thelSinitiativein the UK

Research Policies/Strategies (Country) Quotations

participants

P1R0O2 Waste Strategy 2007and the | “the policies in the waste and resource
Sustainable Consumption and | management strategies and the SCP
Production Strategy (England) strategy.”

P1R0O4 Waste Strategy 2007 and the | “The main drivers are coming from the
BREW Programme (England) Waste Strategy 2007 and from the

business resource efficiency and waste
programme”

P1R04 Improve resource  efficiency | “thereisaclear fiscal driver or economic
through afactor of four or afactor | driver to improve GDP performance,
of ten (England) behind this as well”

P1R12 Regional Economic  Strategy | “On a regiona level we have a similar
(England) type of policy requirement, you know,

regional economic strategy”

P1RO7 Waste Management Strategy and | “two things are supposedly... Waste
Sustainable Development Strategy | Management Strategy and ... Sustainable
(Northern Ireland) Development Strategy”

P1RO7 Economic Strategy “then we have the ... Economic Strategy
(Northern Ireland) aswell”

P1R13 Going for Green Growth: a Green | “the most important government policy
Jobs Strategy (Scotland) was the Going for Green Growth: a

Green Jobs Strategy for Scotland”
P1R15 National Waste Plan and Business | “obviously, we have our own national
Waste Framework (Scotland) waste plan, we have our own Business
Waste Framework”
P1R16 Waste Strategy (Wales) “in Wales we have the Wales Waste
Strategy”

P1R16 Waes. A Vibrant Economy | “plus weve aso got economic

(Wales) development strategy, Wales: A Vibrant
Economy”

Source: Author generated

Table 5.2 demonstrates that the policies supporting the IS initiative are both
environmental and economic. Most research participants felt that this observation has
been quite consistent throughout all the countries within the UK. However, within the
UK, differences were experienced in the methods by which the environmental and

economic policies had been integrated to provide support to the IS initiative.

The key environmental policy/strategy identified by research participants as underlying
the UK IS initiative was the country-specific waste strategy, i.e. Waste Strategy in
England, Nationa Waste Plan/Business Waste Framework in Scotland, Waste
Management Strategy in Northern Ireland and Wise about Waste: The National Waste
Strategy in Wales. Although, the waste strategies developed individually in each of the
UK countries, they are broadly similar. Similarly, the key economic development

policies, underlying the IS initiative, were developed in each individual country, with
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similar priorities assigned to the areas of sustainable consumption and production, with

aparticular focus on resource efficiency.

5.3.2 Policy criticism

Although research participants were positive about the direction of the changes taking
place in the policy development, policies were criticized for the following drawbacks:

5.3.2.1 Main focus on municipal waste

One main criticism of the waste policy/strategy, mentioned by many research
participants, concerned the imbalance in policy focus and the greater attention paid to
municipal waste compared with industrial and commercial waste. Targets are set for
reductions in municipal waste, however no effective goas are set for diverting industrial
and commercia waste from landfills. Some indicative targets for industria and
commercial waste have been outlined, they are not obligatory.
“for businesses, the government hasn’t got those targets that are in the Landfill
Directive that they’ve got for municipal waste. So they are busy box ticking the
municipal waste, but they are not really box ticking in NISP [commercial and
industrial waste] area. ”
P1R04
“... the waste policies are far too focused on municipals waste”
P1R13
Research participants felt that focus on municipal waste is mainly due to targets:
“...most of the focus is municipal and that’s only a quarter of the waste stream, so
we're focusing a lot of energy on a quarter of the waste stream ... because of the
targets... the business agenda doesn’'t really come to as far to the forefront as |
would liketo seeit in al of waste, in al of waste legidation.”
P1R15

5.3.2.2 Focus on increasing recycling than on the whole of waste hierarchy

Another criticism was the inability of the policy to concentrate on the whole of the

waste hierarchy, rather than just focusing on increasing recycling:
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“previous strategies can be easily criticized for having focused too much on
reduction of disposal of the landfill by just increasing recycling”
P1R02

5.3.2.3 No concentration on very rare materials

One of the research participants had particular concerns regarding the policy’s
inattention to rare materials. As the research participant said:
“there are certain aspects of resource efficiency that we have forgotten to
concentrate on. And that’s actually one of my criticisms of the English Waste
Strategy. We're pretty good on concentrating on paper, glass, metals and they are
there as priority items, priority material streams in the strategy. No concentration
on very rare materials ... those materials are going to be key to some of the
technological fixes that we are going to rely on in the future.”
P1R02

5.3.2.4 Policy encourage resource efficiency in a very general way

Research participants also tended to think that, to some extent, policies are encouraging
resource efficiency and attempting to push the materials through the whole waste
hierarchy. However, this is happening at a general (rather than specific) level.
“there are a lot of policies that are moving materials away from landfill, away
from disposal and generally, pushing them into recycling, recovery, reuse or away
from waste status at all. it doesin avery general way, but not very specifically.”
P1R02
Research participants aso saw landfill tax reinvestment through bodies like the UK
NISP, as avery direct way to encourage resource efficiency.
“the reallocation of landfill tax take through BREW and reapplying it through
bodies like NISP and the regional development authorities, that acts in a much
more specific way.”
P1R02
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5.3.2.5 Lack of strong economic drivers

There was mention of companies that are moving from being a commodity provider to a
service provider. Research participants believed that when this business model was
adopted, it would reduce the volume of raw materials used, reduce the volume of waste,
increase profit and cut cost. However, it has been difficult to persuade businesses to
change their model due to the lack of economic drivers. As one research participant
said:
“not enough companies are taking the opportunity and leaping into that new
business model, because of the uncertainties around it and because the economic
drivers are not strong enough yet.”
P1R04

5.3.3 Praisefor the policies/strategies

5.3.3.1 Settargetsfor local government to divert waste from landfill

The use of local government targets for diverting waste from landfill was widely
supported by the research participants. Their view was that setting targets has positively
influenced on a number of business aspects. These included having an increased focus
on waste treatment systems and the development and use of new technology to deal
with that, which were all viewed as potential business opportunities. In addition, the
reluctance of loca governments to collect commerciad waste has triggered the
businesses into thinking more about their options.
“making them ask the question they’ve never done, what once the council picked
it up for you, it wasn't a problem, when you've got to think about why you're
producing it, where it's going and who's going to take it away for you, it is a
problem. So, it’s making industry start to think as well.”
P1R04

5.3.3.2 Business support simplification agenda

The UK government’s business support simplification agenda was also welcomed by

most research participants:

100



“The DTI are reviewing the number of support organizations that support
business, so | think they have calculated severa thousand different business
support bodies, across the UK. They want to reduce it to two hundred ... because
it's overhead for us ... and also, because, more and more, these services need to be
integrated.”

P1R16

5.3.4 Policy drivers

This section covers the research participants views regarding the key policy drivers.
Policies provide the background and rationale for the required support and funding for
programmes such as the UK NISP. It is therefore essential to explore the drivers behind
the policies. Having an understanding of these drivers will provide insights into the
extent to which they influence policy and the development of IS initiatives.
It is perhaps inevitable that research participants referred to European legislation as the
most important driver for the related policies
“There' s no doubt European legislation has driven magjor change in the UK”
P1R04
Some research participants were very specific about EU directives being one of the
main drivers. The directives that were mentioned by most research participants included
the Landfill Directive and the Waste Directive:
“the Landfill Directive in particular and the environmental imperatives behind the
Landfill Directive and a whole suite of associated directives down to including
things like the Packaging Waste Directive ... is the real driving force behind,
pretty much the whole of the national waste strategies and the law that underpins
them. So, it’s al about environment.”
P1R02
“The Waste Framework Directive which requires us to take measures to reduce
waste and recover waste”
P1R16
However, one of the research participants contended that the Landfill Directive is more
of adriver for municipal waste and les of adriver for industrial and commercial wastes:
“...the driver for municipal waste is certainly the Landfill Directive. The driver for
commercia industrial waste is a bit different, it's realy to reduce CO, emissions,

to make sensible use of resources, rather than just sending it to landfill, to see if
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value can be extracted from using those resources rather than sending them to
landfill but the drivers are not quite so immediate for commercia industrial waste
asthey are for municipal waste, where we have the EU directive targets...”
P1R15
It was also contended by one research participant that, as these directives highlighted
the general legidative trends and aspirations, they also served as drivers for the
development of industrial and commercial waste policy. The above quote from research
participant PIR15 also demonstrates that the economic drivers were equally important
for policies with regard to industrial and commercial waste. This is illustrated by
assertions made by several research participants:
“landfill is running out and landfill tax and al the other costs to business are
rising, so businesses need support to help them become more environmenta ... the
recognition that businesses do need support to address their environmental
policies, their charges, their competitiveness in the global market. They do need to
become more resource efficient.”
P1R09
“1 think the drivers have to be, you know the UK commitments on ... better
regulation, competitiveness and I'm not sure that fewer environmental drivers are
sufficient to promote this type of activity.”
P1R10
“1 think there is a another economic driver, which is about trying to improve
resource efficiency
P1R04
In summary, most research participants believed that EU Landfill and Waste Directives
were the main drivers behind the policies. There were a few research participants who
contended that the government’ s desire to improve resource efficiency has also acted as
a significant driver. However, it is important to note that research participants who
supported resource efficiency as being the predominant driver belonged to delivery
bodies such as the UK NISP.

5.3.5 Consistency of the UK NISP objectivesto policy objectives

Having considered the policies in the context of the UK NISP, it is also important to
evaluate the research participants views on whether, and to what degree, the UK NISP

objectives were aligned with policy objectives. One civil servant from a decision-
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making body commented that the UK NISP activities are quite consistent with policy
objectives:
“In terms of wider policies, they are very prominent in the Waste Strategy review,
... and what they do is very consistent with what we're doing on SCP policy and
climate change more generally.”
P1R03
Other research participants also asserted that the UK NISP objectives were aligned with
what government wants to achieve:
“NISP has very clear objectives through the performance targets that DEFRA
have set”
P1R11
“1 think the government’s then come along and said well ... ‘we like the look of
what you're doing, we have the Waste Strategy 2007, we have the aspiration to
drive up recover and reuse of raw materials, you are a potential vehicle that we
can use and therefore we will support the growth of your organization’.”
P1R04
There were, however, some research participants that felt that the UK NISP was driven
as a business opportunity programme whereas policies were more environmentally
driven. An example relating to England is quoted below:
“NISP would say that they are there to benefit business but by providing business
opportunities and reducing costs above the ... consequentia environmental
performance of business. But having said that, they are funded by BREW and
therefore they have to report back on the basis of the BREW metrics; it is dl
about landfill diversion, al materials, CO,. So, you know, there is a fine
environmental metrics. And the two kinds of business metrics...”
P1R12
Whereas, for example, the funding for Scotland was more focused on economic aspects,
e.g. resource efficiency:
“... the objectives are to help businesses in Scotland to become more resource
efficient and to exploit the business opportunities that arise through that process’
P1R13
One UK NISP executive commented:
“1 think it has to be positioned as a business opportunity programme to achieve
the level of engagement it has to achieve some of the harder outputs it has, but

behind that there is an absolute enthusiasm and dedication for improving
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environment and socia conditions. But we have to put the business opportunity
first because we think it’ s the best way of delivering those other items.”
P1R10
Although the UK NISP had various funders' requirements to fulfil, research participants
felt that the UK NISP acted as a business support/opportunity programme, with
consequential environmental performance improvements arising from its activities. One
of the research participants asserted that, initially, economic objectives were the main
drivers for the UK NISP. However, environmental objectives that became more
important in order to ensure harmony with the policy objectives and the long term
survival of the programme.
“the two business ones were XYZ’'s initia driver but the environmental ones
become now more important to the long term survival of the programme.”
P1R12
It is clear from the research participants views that the funding arrangements for the
UK NISP differed among each of the UK’sindividua countries. The UK NISP has been
funded by different national and/or regional government bodies with requirements to
deliver different targets. This has likely hindered, to some extent, the UK NISP from
developing an effective UK-wide strategy. Variation in the funding and support of the
UK NISP throughout the UK is explored in detail in Section 5.4.

5.4 Policies/programmes and devolution in the UK

The UK NISP was supported and/or funded individually in each of the UK’s individual
countries. Given the individual powers of each of the country, there are differences in
the way policy is developed and implemented. In particular, there are differencesin the
way that the UK NISP has been supported and funded in each of the UK’s countries.
This topic deserves attention in order to gain a holistic understanding of the UK NISP

policy context, as below.

5.4.1 Devolution and itsinfluence on the policies and programmes
With few exceptions, most relevant policies are designed and driven at the individual
country level. For example, as many research participants pointed out, policies that

relate to taxation are developed by UK central government. However, the freedom of
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how these policies are implemented in each individua country lies with each devolved
government.
Regarding the increased desire towards developing and implementing local solutions,
one research participant commented as follows:
“... growing pressure behind devolution and that the Welsh want Welsh solutions
for Welsh issues, the Scots want Scottish solutions for Scottish issues. So, | think
it's gaining momentum and | think that the pressure is only going to grow.”
P1R02
The data presented in Table 5.2 demonstrate that each of the UK’s countries has its own
policies to deal with waste and resource efficiency matters. Furthermore, the research
participants asserted that there are slight differences in the policies and their application
to the legislations in each of the country.
“Slightly different applications to the legidations, dlightly different time scales, a
desire to make sure that the differences, when it's implemented don't cause
problems for business, because clearly ... we're operating in the UK market place
but there is some tension that the devolved administrations want to do things
dightly differently, to reflect their historic... historicaly, they have a different
industrial base.”
P1R04

5.4.2 Landfill tax and its reinvestment

Introduction of the UK landfill tax in 1996 predates the EU Landfill Directive. It was
the first environmental tax, which as one research participant said:
“The landfill tax was announced by the then Tory government, the first tax | have
ever heard was announced by the environment minister John Gummer in the last
year of the Conservative government and it was announced as the first
environmental tax in the UK.”
P1RO1
Since tax matters are dealt with at the central government level, the landfill tax escalator
was also applied throughout the UK. However, the reinvestment of this tax was
approached differently in each country. For example, England and Wales had a
structured approach to use part of the landfill tax money to fund the business

environmental support programmes such as the UK NISP whereas, Scotland and
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Northern Ireland were approaching funding of programmes in a very fragmented
manner.
“What we are trying to do within England and Wales to the BREW and the MAP
fund, we can’t roll them out with partners in Scotland and Northern Ireland
because they don’t have the funding.”
P1R04
However, one of the research participants from the Scottish government commented:
“we would recycle the increases in landfill tax back to business ... NISP is one of
the initiatives we are funding using partialy landfill tax money but also using
other money that's available across the Scottish government and indeed in
Scottish Enterprise, and SEPA. ...”
P1R15
It is therefore clear that whilst the UK NISP was aso funded in Scotland and Northern
Ireland, in these countries it lacked a structured approach in comparison with
approaches taken in England and Wales. One research participant confirmed this
observation:
“DEFRA has got BREW, no, we didn’'t set up something like BREW, it's more
informal like that. In essence, the money we use to pay NISP is coming out of
various waste budgets. That is not a formalized programme as DEFRA’s BREW
programme; actually it’s less structured than that.”
P1R15
Furthermore, the research participant was critical about the BREW type approach and
why the Scottish government did not adopt a similar approach:
“... BREW looks quite bureaucratic from here. It doesn’'t cover all of the work
done by all of the bodies and it does seem quite a complicated way of doing
things. What we haven’'t done by and large in Scotland is, BREW has aso
scattered the money around quite a large number of initiatives. We've tried to
restrict the number of initiatives, so on the basisin fact that some of the initiatives
which DEFRA are funding, to be perfectly blunt, if they work the benefits will
extend probably across the UK, if they don’t work then they’re not worth funding.
So, we have tended to exercise adifferent approach to DEFRA ...”
P1R15
Northern Ireland appeared to have no structured funding and, in addition, it is

noteworthy that no funds were allocated to business environmental support programmes
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from the landfill tax revenue. One research participant from Northern Ireland
commented:
“that’ s the big difficulty for us, we don’t have a BREW fund or anything like that,
| have been bidding for the past three years to get landfill tax revenues, ring fence
in Northern Ireland and that hasn’'t happened, the money just disappears and the
explanation is that the secretary of state has discretion to do whatever he wants
with the revenues.”
P1RO7
However, the research participant appeared hopeful to be alocated some landfill tax
money to fund programmes such as the UK NISP in later years:
“We have a commitment on landfill tax revenues more as | say 9/10, or 10/11.
And if we can build on that, get more of that landfill tax money ring fenced for
environmental programmes...”
P1RO7
In addition to the lack of a policy framework such as BREW, funding was only
guaranteed in Scotland for a limited period of time. Whereas for the BREW
Programme, funding was only committed for three years. Other variations in the
approaches to funding and support across the UK are covered in more detail in Section
54.3.

5.4.3 Variation in the supporting/funding approach

The approaches used to fund the UK NISP and the funding bodies have varied across
the UK. Therefore, it is perhaps inevitable that research participants felt that this
variation may have had some impact on the performance of the UK-wide NISP

programme.

The UK NISP and the Scottish Industrial Symbiosis Programme (SISP; the Scottish
partner of the UK NISP) originated as a business led programme mainly funded by
economic development agencies as a means for them to meet their key objectives
concerning resource efficiency. It is worth mentioning here that the funding from the
economic development agencies was withdrawn in most regions, because the funds
were primarily available for waste reduction at source, but the UK NISP promoted reuse
of wastes. In 2005, the DEFRA’s BREW was introduced in England to return the

landfill tax revenue to businesses, by providing business environmenta support through
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a range of delivery bodies. The objective of BREW was to meet targets that were
predominantly environmental with some economic elements. The UK NISP was chosen
as one of the delivery bodies to receive the landfill tax revenue. In the research
participants’ view, it would have been difficult for the UK NISP to have received
government funding if there was no provision for BREW:

“If we didn’t have the BREW programme in England, it would be much harder for

NISP to make the case for government funding.”

P1R04

The UK NISP was additionally funded by some of the regional economic development
agencies which appeared to have alowed the regions to meet some of their targets
through the UK NISP. This was an important dimension of the UK NISP funding.
Further details on the NISP funding are provided in Chapters Six and Seven where the
UK NISP's relationship with Regional Development Agencies (RDAS) is fully
explored.

Devolved administrations - Wales, Scotland and Northern Ireland, on the other hand,
had different contexts that made it difficult for the UK NISP to engage as effectively as
it had done in England.
“it’s that variation there and that makes it quite difficult for a national programme
to engage on an even basis with al those devolved administrations. In Wales,
Scotland and Northern Ireland the structure is different, the funding levels are
typically smaller but the geographic areas are bigger. So, that in itself brings
across you know, can you... sense we're trying to cover a big geographic area
with vast resources. So there are some problematic issues in those areas”
P1R10
Wales had a Materials Action Programme that is considered to be equivalent to BREW.
However, one research participant pointed out that:
“It’s not a strategy or an action plan; it’s a collection of projects. It could be pulled
together a bit better, ... it will be the action plan that will include industrial
symbiosis activity.”
P1R16
Scotland and Northern Ireland had no formalised programme such as BREW in England
and MAP in Wales. Research participants from Scotland felt that there were some

advantages of having a structured approach as BREW,
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“... there are certain useful things that come out of BREW, such as for example,
how to measure the effectiveness of various bodies and we have borrowed some
of those BREW initiatives and probably there's a degree of consultation with
stakeholders,...
P1R15
However, in Scotland, it was not considered appropriate to have an overarching
progranme due to a number of concerns shared by research participants.
Notwithstanding the advantages and disadvantages of BREW type initiatives, research
participants from the Scottish government also demonstrated their concerns regarding
resource limitations.
“1 think the DEFRA approach needs a fair amount of investment in staff time and
we are now ateam of three so we don’t have a great amount of staff timeto doit.”
P1R15
Three different bodies, i.e. Scottish government (previously Scottish Executive),
Scottish Enterprise and the Scottish Environment Protection Agency (SEPA) were
involved in funding the UK NISP. It was felt that the UK NISP cuts across many
government departments and therefore receiving funds from various streams was
considered a strength by one research participant:
“... dl of our money comes from different pots, if you like, sure have different
policies and strategies overarching them. So, for me it’'s the economic resource
efficiency driver, new business opportunity driver, for ... [Scottish government]
and for SEPA it's much more the waste driver, waste and environmental driver.
Y ou know, so you could see that it goes from different angles. In away | actually
think that’s strength, but it makes it messy for NISP.”
P1R13
The major issues pointed out by research participants included: (1) no guarantee of
funding in subsequent years; and, (2) no common sense of direction due to the different
targets between funding bodies. One research participant from the Scottish government
commented that it was very unusual to fund a programme in this way and expressed his
concerns about the UK NISP s struggle in Scotland due to these funding arrangements:
“1 think funding it from four different funding streams is not the best way to fund
it. I think because you then get into a question about who leads to that different
targets objectives, how do you get everybody involved and how you'd give an
effective steer to NISP and | think NISP in Scotland has struggled and part of that
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is probably down to the fact that there are different funding streams and also the
money tends to come at different speeds.”
P1R15
On the other hand, in Northern Ireland, the UK NISP was able to embark very late when
compared with other partsin the UK. As one research participant pointed out:
“In Northern Ireland they don’'t have aprogramme at all, ...”
P1RO1
Thiswas particularly due to the absence of formal arrangements for the return of landfill
tax to businesses or to fund ring fenced money to the UK NISP type activities. One
research participant from Northern Ireland shared his frustration for not getting access
to landfill tax revenue to fund the UK NISP:
“We should have proportionate to the rest UK, we should have approximately 6.3
million a year available to fund environmental programmes, you know, set up of a
fund like BREW but we don’t get anything. It just disappears and is spent on
stupid things.”
P1RO7
He believed that it was an obstacle and that the UK NISP would have launched much
earlier in Northern Ireland if money had been made available as in other parts of the
UK. Funding was finally agreed in 2007 and the UK NISP was funded in Northern
Ireland by Invest Northern Ireland (NI), the EDA in Northern Ireland. However, this
funding initiative lacked a structured approach as expected by one research participant.
“The recommendation out of that was that — assuming that we did get the landfill
tax money — that, again it should be ring fenced into a programme, there should be
a delivery organization established to monitor and to allocate funding from that,
but unfortunatel y none of these things have happened. ”
P1RO7
In addition, research participants complained that the level of funding was not even
close to the funding levels provided in other parts of the UK.
“1 say the level of funding here is not proportionate with the rest of the UK, so the
companies are getting lay aside of the programmes than they were if they were
anywhere else in the UK, so the sort of market penetration by the programmes is
at alower level.”
P1RO7
It is perhaps inevitable that research participants pointed out that the UK Treasury

promised to reinvest the landfill tax money back into businesses. This reinvestment was
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transparent in England and Wales, but not in Scotland and Northern Ireland as the quote
below highlights:
“One of the things that fascinates me is that the Treasury had to be said the money
will play back into supporting the business on resource efficiency. It’s transparent
in England, it's transparent in Wales, question marks in Scotland and Northern
Ireland.”
P1R04
These variations and lack of appropriate funding across all of the UK’s countries could
have resulted in a negative impact on the businesses, particularly those who operate
across the UK. Asone research participant commented:
“... acompany registered in the UK, if it's operating in Scotland, Northern Ireland
it doesn’'t redly differentiate between them and we are trying to support all
industry, wherever it is in the UK and if the programme, for whatever reason is
unable to do that then, | think that isjust a shame for the companiesinvolved.”
P1R10
Notwithstanding this, the main issue lies with the potential for continuity and certainty
of the UK NISP funding throughout the UK as highlighted by one research participant:
“1 think what’s more of a problem is continuity and certainty”
P1R13
The research participants' views relating to the continuity and certainty of the UK NISP
funding will be explored in further detail in Section 5.7.6.

It is obvious that initially, the fundamental driver for funding the UK NISP was purely
economic. However, the English government’s realisation that the UK NISP capability
could assist with achieving environmental targets, added the environmental dimension
to it. Therefore, achieving environmental targets became the priority in England,
whereas in Scotland due to the funding arrangements, both economic and environmental
elements were equally important. Similarly in Wales and Northern Ireland, although the
UK NISP was funded by the economic development agencies the agenda was both
economic and environmental. Although it is clear from the views of magjority research
participants, that drivers were both economic and environmental, funding was made

available to achieve different targets set by the various funding bodies across the UK.
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5.5 Government’sdecision-making process and stakeholder engagement

Having set out the policy context of the UK NISP, it is important to explore the
decision-making process of the government and the stakeholders involved in the
funding of business environmental support programmes such as the UK NISP. The
range of research participants involved in this study included representatives from the
majority of the steering group members who advised the government on this matter.
The author therefore considers that the interviews contained very thorough information

regarding the processinvolved initially aswell asin later years.

5.5.1 Reinvesting landfill tax and the UK NISP funding in the early days

The government initially promised that the landfill tax would be returned to businesses.
In order to do so, the centra UK government decided to spend the steadily increasing
budget from the landfill tax escalator to fund the business environmental support
programmes. It was through the development of the structured BREW Programme, that
the government managed to return the landfill tax to businesses. Whilst this was the
case in England, there was also limited evidence of a structured approach also being
used in Wales through the Materials Action Programme (MAP). The Welsh MAP
lacked the BREW type structured approach and instead acted more like group of
projects). Scotland and Northern Ireland were also involved in funding such
programmes, however, an unstructured approach was aso adopted and the use of
landfill tax revenue was not transparent in any of these countries.

Most research participants believed that, in the first year of BREW, there was limited
time to make a decision on how to spend the BREW money. Indeed, a civil servant
from DEFRA commented:
“At the very beginning of the programme, there was a very short lead in time to
decide who we should fund and to what extent ...”
P1R03
Many of the research participants felt whilst there was money available, there was
no/insufficient planning performed on how the money should be efficiently spent. The
situation arose where the government actually had to find programmes and projects to
spend its money on. Whilst the process involved some stakeholder consultation, it was

not a thorough consultation process as stakeholders only had the opportunity to vote for
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the programmes that they would like to see funded. Given the shortage of time, it was
decided that the existing delivery bodies would be funded, as research participants said:
“It was decided at that time that because we had very little time to set the
programme up, we would stick with the existing delivery bodies and then we
wouldn’t want to set up new ones.”
P1R03
“It had money to spend and at that time it had to find people to spend it.”
P1RO1
There was much criticism of the decision and the steering group members, in particular,
were not satisfied in the way the money was allocated to the delivery bodies, as research
participants commented:
“When you’ve got increasing sums of money to spend like that what you do is
you find, you call for bids and you get a good business plan and you take all the
good and valuable business plans that you can get and you hope that they at |east
reach the money you'’ve got to spend. That’s not the best way of spending your
money most efficiently. We had all this money to spend, but we didn't have to
make a decision between this man and that man because we had enough money
to pay both.”
P1RO1
“the alocation of BREW cash to the various delivery bodies has not met with
universal satisfaction of steering group members.”
P1R02
In Wales, a very fragmented approach to decision-making was used as commented by
one research participant:
“It’ s been done ad-hoc in the past.”
P1R16
In Scotland, the initiative to fund the UK NISP was supported initially by SEPA as they
had funding available at the time of the UK NISP launch. The Scottish government and
Scottish Enterprise aso joined forces to fund the UK NISP. So the UK NISP funds
came from 3 different pots with expectations from the UK NISP to satisfy the
requirements of each of the funding bodies. For example, Scottish Enterprise funded the
UK NISP based on its ability to contribute to their overall strategies and targets:
“does it fit with what we're looking for within the economic development
agencies. So the main strategy for this area is Go for Green Growth Green Jobs

Strategy for Scotland, does it contribute to that? then | would look at who are the
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other partnersinvolved, what is it they’re looking at for and then you get down to
outputs for the money and it’'s competitive and it’ s increasingly competitive.”
P1R13
In contrast, Northern Ireland decided to fund the UK NISP at a very late stage and that
initiative was taken by Invest NI.

5.5.2 The UK NISP funding in the later years

After the first year, the approaches to decision-making for UK NISP funding changed.
Most research participants believed that the requirements became more stringent and
that further funding decisions were based on the performance of the delivery
programmes. This was definitely the case in England for BREW funding. The
government, along with other stakeholders, realised the need for a longer term funding
arrangement outlined for the next three years and which would allow delivery bodies to
plan more effectively. In the second year, a comprehensive stakeholder consultation
took place to discuss the future of the BREW, as one research participant from DEFRA
commented:
“In the second year, we had a little bit more time to think about what we wanted
to do for the next year, so we had a full blown stakeholder consultation which |
think would have been in around April-May time. We had a stakeholder event in
April-May time, where we got some initial views as to where BREW was going,
what the particular successes were and what we can improve.”
P1R03
The consultations were then followed by an information event to inform delivery bodies
of the future plans and requirements:
“We then used the feedback from that event ... to inform delivery bodies as they
prepared their proposals for the second year.”
P1R03
These proposals were evaluated using set criteria, for example, the ability of the
delivery body to divert waste from landfill was used to rank the proposals. Public
consultation for reviewing the ranking constituted the next stage and, following
ministerial approval, funding for the second and the third year were put in place. The
research participant from DEFRA aso believed that on the basis of stakeholder
feedback, delivery bodies were offered different sums of money than initially planned
by the government and expected by the delivery bodies.
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Some of the steering group members were positive about the approach taken in later
years when compared with the first year. One research participant commented:
“1 think 80-90% of the programme that comes out of it has been recommended by
the advisory board. It's transparent, it's open and it's clear. So, you know, I'm
quite comfortable with that as an arrangement and | think they only think that
they’re doing increasingly is that judging future bids by what you delivered on
your past bids, so performance is beginning to matter a lot and they’ re getting the
metrics right. Now they’re looking at diversion from landfill, CO, reduction,
value given to business, cash benefits to business and contributions to the strategy
and | think the thing is starting to join together, from a messy start probably.”
P1R04
However, many others were sceptical of the way in which the decision-making process
regarding allocations was approached. Thisis illustrated through the assertions made by
two research participants:
“... 1 think DEFRA has been virtually instructed to give particular masked funding
to the Carbon Trust and | think it is political horse trading ... It’s political redlity,
the Carbon Trust has given the most aggressively weak justifications to the
steering panel of the money, it just comes in and says we are Carbon Trust and
you owe us the seventy million pounds. So, that’s the reality. Now, I’'m not saying
the Carbon Trust doesn’t do good work, it may very well be that seventy million
pounds goes to very vauable things, but it has never been properly justified in the
context of this process.”
“XYZ”
“the alocation of BREW cash to the various delivery bodies has not met with
universal satisfaction of steering group members.”
“XYZ”
One particular criterion adopted by the Welsh Assembly to make decisions about UK
NISP funding was based on whether the UK NISP activities fit within the
policy/strategy in Wales. Although the funding decisions in Wales were made in
conjunction with a range of stakeholders (including a steering committee for the MAP),
over the next few years Welsh funding continued in a smilar ad-hoc approach to that
used in the first year. However it was also pointed out by one research participant that

the services the government would like delivered would be put out to tender, that
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funding would be based fully on the tenders and that there was no guarantee that a
particular programme would be funded:

“... we have a service that we want delivered, we might put that to tender. So, you

know, nobody, none of those bodies ... can [be] guaranteg[d] funding next year ...”

P1R16

With regard to decision-making in Scotland, decisions were made by three different
bodies and each of them funded the UK NISP based on how it fit with their individua
strategies. The process did not change much during the course of the first three years
and funding arrangements were approached on an ad-hoc basis.

“1 think it probably is fair to say that this wasn't a fully constructed discussion, it

was rather more how much was available in the relevant pot, rather than any other

sort of formal discussion.”

P1R15

Despite al the support and funding, the maor drawback to the UK NISP was that in
Scotland funding was decided on a year by year basis. Furthermore, on a number of
occasions decisions were delayed which made it extremely difficult for the UK NISP to
make long term plans. However, in future years, efforts will be made by the Scottish
government to fund the UK NISP using a single pot of money and for a minimum of
two years at atime. Initially, there was very limited stakeholder involvement even when
the three different funding bodies came together to fund the UK NISP. The plan to fund
from a single pot will result in decisions being made by fewer government officials with

no public consultation. This areawill be explored in more detail in Section 5.5.3.

The decision-making process was also not transparent in Northern Ireland and it was
aso not clear whether the landfill tax revenue was used to fund the UK NISP in
Northern Ireland. One of the research participants described the decision-making
process:
“The secretary of state ... makes the case for so much funding for Northern Ireland
... It isnow down to the assembly of the Executive to decide how that money will
be spent across Northern Ireland and so, we have to make a case to the Executive
to get that funding.”
P1RO7

5.5.3 Decision-making and stakeholder engagement
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With regard to supporting and funding the UK NISP and other delivery bodies,
stakeholder participation in the decision-making process is another key element that
deserves attention when exploring the policy context of the UK NISP. This section
outlines the types and extent of stakeholder engagement adopted during the decision-
making process for the alocation of funds to various delivery bodies including the UK
NISP (in al the individual UK countries). All aspects of stakeholder engagement,
including its influence on the outcomes and satisfaction of stakeholders, have been

covered and compared across al countries comprising the UK.

As outlined earlier, England had the most formal approach to stakeholder engagement
when making decisions to fund BESPs. In contrast, the other countries comprising the
UK approached it on a more ad-hoc basis with limited, or no, formal consultation

process.

5.5.3.1 Key stakeholders, their role and extent of involverment

In addition to having different policy mechanism in each of the UK’s countries,
different arrangements have also been put in place, in order to engage stakeholders in
the decision-making process. It is however noticeable that it is not just the stakeholder
engagement process but also the consideration of identifying which key stakeholders
should be involved.

In England, a full blown stakeholder consultation was implemented and an extensive
range of stakeholders (including delivery programme representatives and steering group
members) were involved. Some of the research participants commented over the role of
steering group members in England:
“... BREW steering committee or steering group which can only make
recommendations.”
P1RO1
“the steering group is doing ajob in at least helping DEFRA to think about the
allocation of BREW cash amongst the delivery bodies.”
P1R02
These assertions, which were also supported by other research participants, appear to
indicate that the steering committee members only had an advisory role and that the
overal decisions were made by the government minister. Furthermore, it was at the
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discretion of the minister on whether or not to take the advice of steering committee
members into consideration. However, one of the civil servants commented:
“The steering group only gives its view which we treat very seriously because
they are the people who are paying us the money in the first place, they're the
members and they are significant chunk. So, we take their views very serioudly,
then we have the decision-making role as such. The programme board within
government has the decision-making role, which then gets a ministerial approval
or any modification.”
P1R03
According to the government, the stakeholders involved in the steering committee were
quite relevant according to the government, since most of the stakeholders involved are
trade associations that represent business. It was therefore considered right to involve
these parties, thereby ensuring that business views are taken into consideration on how

their money was being used.

Membership of the steering committee consisted of representatives from industry and
trade associations (e.g. CBI, FSB, EEF), environmental and resource management
NGOs (e.g. CIWM, ESA, Green Alliance), and government departments (e.g. DEFRA,
DBERR). Most of the research participants were quite positive about achieving the right
mix of stakeholders to inform the decision-making, as one of them commented:
“fairly broadly based group of interested parties to at least help inform decision-
making within DEFRA”
P1R02
Similar stakeholder involvement was apparent in Wales, where a range of
representatives from the EDA in Wales, and members of the MAP steering committee
(which include representatives from CBI, FSB, EA, etc.) were involved. However, the
representation was stronger on the economic development side with limited
involvement of actual businesses and environmental and resource management NGOs.
As one research participant commented regarding the relevance of stakeholder
participation:
“It could have been stronger | guess.”
P1R16
When compared to the: (1) approaches adopted; and, (2) stakeholders involved during
the decision-making processes in Scotland and Northern Ireland, a very different picture

was painted. The BREW Programme was seen as being quite bureaucratic by the
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Scottish government. Whilst at the same time, some of the BREW initiatives were
adopted in Scotland, as one research participant commented:
“we have borrowed some of those BREW initiatives and probably there' s a degree
of consultation with stakeholders, but equally BREW looks quite bureaucratic
from here.”
P1R15
Although there was mention of a degree of consultation with Scottish stakeholders, the
consultation was largely amongst the government departments and a representative from
the private waste industry. The government departments involved in this consultation
included Scottish Enterprise, Scottish government and the Scottish Environmental
Protection Agency which were al involved in funding the UK NISP from ther
individual budgets. The quote below clearly illustrates this point:
“we reach decisions quite early on about how much we were going to give to
NISP and this was based realy on the amount available in the respective budgets.
In the budget line | hold in the Sustainable Development Budget around the
corner for me in Scottish Enterprise and in SEPA and | think it probably is fair to
say that this wasn't a fully constructed discussion, it was rather more how much
was available in the relevant pot, rather than any other sort of formal discussion.”
P1R15
One research participant mentioned that, in their opinion, more could have been done
about having relevant stakeholder participation. However, he believed that the main
difficulty was in terms of getting sufficient interest from the trade associations and the
NGOs:
“The FSB have shown some interest in certain subjects, but bodies such as the
CBI aren’t terribly interested really, so it's been a struggle on the whole to get
business waste producers interested in the process. We don’'t have environmental
NGOs in relation to NISP. The Environmental NGOs in Scotland aren’t terribly
active on waste matters and when they are active they tend to concentrate on
municipal waste primarily, rather than on commercia industrial waste,...”
P1R15
Other research participants had similar views about the range of stakeholder
involvement, as one commented:
“It’s down to the three funders, we talk to each other, we work with each other al
theyear ...”

P1R13
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However, one research participant was sceptical of the outcome arising from these
consultations:
“ ... unfortunately, decisions are wholly taken within the Scottish government and
it'svery little opportunity to influence where that money is spent.”
P1R14
In contrast, the stakeholder process in Northern Ireland is not very transparent. This was
especially the case, when it concerns the activities of the Department of Enterprise
(which has funded the UK NISP), where business involvement has been channelled
through trade associations and there is amost no involvement of NGOs and other
stakeholders. However, even the involvement of the trade associations was not very
transparent. One of the research participants commented on the decision-making

process:

“1 mean he [Secretary of State] makes the case for so much funding for Northern
Ireland and that will be so many billion pounds a year. It is now down to the
assembly of the Executive to decide how that money will be spent across
Northern Ireland and so, we have to make a case to the Executive to get that
funding.”
P1RO7
So, in summary, the research participants felt that a very structured approach to
stakeholder involvement was adopted in England. However, disappointment was raised
by research participants regarding a government decision to allocate funds to a delivery
body which was not even brought up for discussion during the consultation meetings.
Similar efforts to achieve stakeholder involvement were apparent in Wales, although
there was scope for further improvements to bring together relevant stakeholders.
However, in both cases, the role of stakeholders in the final outcome was unclear as
they only had an advisory role and the government minister had considerable discretion
on whether or not to consider the stakeholders' views. In contrast, the research
participants reported disappointment regarding the very limited involvement of relevant
stakeholders in Scotland and Northern Ireland. Furthermore, the process did not appear
to be as transparent as in England and Wales; with most decisions about funding
allocations made among the government departments, with limited, or no involvement
of businesses and NGOs. The research participants recommended that governments
ought to do more to facilitate the involvement of relevant stakeholders in the decision-

making process.
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5.5.3.2 Government as a facilitator to bring together stakeholders

In response to the question - to what extent does government act as a facilitator to bring
together different stakeholders? The research participants’ views were different in each
of the UK’s individual countries. Satisfaction was felt among most research participants
in England for the efforts that government makes to bring together a wide range of
interested stakeholders. For example, it was commented that:
“you’d have to say that they are striving to work with afairly broadly based group
of interested parties to at least help inform decision-making within DEFRA. So,
you have to say they’retrying.”
P1R02
“they do make a genuine effort, | mean, you know, the meetings of the
stakeholder group are regular, they have papers to talk about. They have a very
senior official chair in it, so | mean it's entirely general in that sense and then,
there is amuch wider meeting effectively public meeting, once a year.”
P1R05
In Wales, the government was reported to have made very similar efforts - as in
England - to facilitate the involvement of a broad range of interested stakeholders, as
one research participant said:
“That’s a big role for us to do that, to bring all parties around the table, it could
help what kind of solutions to think of.”
P1R16
However, it was clear that those efforts were not structured to the same extent as
observed in England and most of stakeholder involvement was through the steering
groups of individual programmes, for example, the Materials Action Programme in
Wales.

It is apparent that, in Scotland, there was no, or only a very limited effort made by the
government to bring together stakeholders to inform their decision-making process.
Although one research participant commented that BREW has some degree of
consultation, he equally believed it to be quite bureaucratic. All research participants
from Scotland agreed that there was hardly any evidence of government facilitation in
order to bring together stakeholders in the decision-making process. They considered
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that it was for the individual programmes being funded to bring together stakeholders,
as one of the research participants commented:
“Wewould seeit asNISP' sjob isto do that”
P1R13
One of the research participants also outlined the process that is followed when making
decisions and it was apparent that there is no structured approach to stakeholder
involvement. Rather, most decisions are made between the three main funders with
hardly any other involvement:
“It’s down to the three funders we talk to each other, we work with each other all
the year, through things like the programme advisory group for NISP in Scotland,
... We will talk more widely than NISP about what’s going on in waste generally,
what’ s happening in economic development generally, so through that we will all
tak to other partners and other bodies who work with us in sustainable
development, for example, some of them who might be NGOs but when it comes
down to do we fund it or not, the three of ustalking to each other and then it sinto
our own internal approval’s process to get an approval.”
P1R13
In Northern Ireland, research participants agreed that it was the role of the government
to facilitate the involvement of stakeholders which, again was unstructured and quite
limited to business:
“... they’ve all had the opportunity to advice us or express their viewsto us and so
develop our engagement. ... the engagement is may be a lower level, not as
extensive. It would be more with businesses | think they would be less inclined to
bring NGOs or other stakeholders into to the discussion.”
P1RO7
In summary, between the UK’ s individual countries the approaches taken by each of the
governments in order to facilitate stakeholder involvement were significantly different.
It was felt by the research participants that a very structured approach was taken by the
government in England. Furthermore, despite realising the need to be structured and the
need to put more effort to bring together different stakeholders, the governments in
devolved administrations demonstrated limited evidence of actualy pursuing this
approach. A particular example was noted in Scotland, where the government was
relying on the programme being funded to bring together the stakeholders in order to

inform the decision-making process.
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5.5.3.3 Extent of business engagement

Exploring the extent of business engagement also appeared to be quite crucia in the
decision-making process since businesses were paying the landfill tax and they were
also the ones likely to receive support services from the UK NISP. The research
participants were very positive about the efforts that were being made in England to
engage businesses. It was clear from the research participants views that, aong with
the representation of trade bodies, individual businesses were encouraged to engage in
stakeholder events.
“the CBI’s and FSB’s views are important as they are, we try and go wider ... we
try to engage individua businesses through the stakeholder consultations that we
have had ... so any business can come along”
P1R03
However, one research participant was sceptical of the involvement of businesses as he
believed that most businesses who engage are those which are interested in making
money (e.g. consultants). One other research participant also felt that the government
makes very limited effort to communicate to small businesses:
“the government | don’t think does enough to communicate and engage with
small businesses. Yes, we know, it's difficult, but I think with a big government
machine they could find better ways of doing it.”
P1R06
The research participants suggested that there is some business sector involvement in
Wales. One of them raised a particular concern that most business representatives
represent their own business rather than all businesses, as he commented:
“The engagement with businesses is tricky because usualy when we have a
business representative, they represent their company. They are not all businesses,
SO you never get the true picture from them, and so there is a bit of a quandary, if
you can find people who can truly represent all of businesses, then great. Trying
to consult every business, you know, isimpossibility.”
P1R16
However, one research participant asserted that the government consults businesses

through the Economic Development agencies concerning the kind and quality of
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support offered to businesses. Regarding business involvement in Scotland, there was
hardly any sign of a structured approach towards engaging businesses.
“Occasionally you can speak to individual businesses and | do that on an ad-hoc
basis, but | think the question is are we effective at doing that? Probably not. We
need to think a bit more about getting the Trade A ssociations involved”
P1R15
However, some research participants made mention about events which they felt
provided opportunities for businessesto air their views
“the Scottish Waste Management Liaison Group. Now ... I'm not sure how much
industry assists on that, ... but apparently it's not very effective, they meet about
three times a year, ... they may have a meeting, but there is very little progress,
very little influence in terms of decisions or what is going to happen.”
P1R14
Overdl, the research participants reported that whilst some effort had been made to
engage business stakeholders in Scotland in the decision-making process, it was very
limited and the research participants admitted that there was a need for the government

to be more active in engaging businesses in decision-making processes.

5.6 Reporting and monitoring mechanism

The initial planning in terms of ‘on what basis funding should be allocated to delivery
bodies was widely criticised by the research participants. Most research participants
expressed some dissatisfaction regarding the planning in the earlier stages and the
evaluation of the outputs from the activities of the delivery bodies. For example, it was
stated that:

“year one we were al kind of starting from a standing stop and having to

unfortunately spend quite a bit of money without any kind of reference points and

without knowing what we were going to make it against.”

P1R12

Later in the first year, a reporting and monitoring mechanism was developed in
conjunction with the delivery bodies. However, this mechanism was not implemented
until after the decision was made on the second year's funding, as one research
participant commented:

“the first year we couldn’t have any metrics because nobody had done anything

and the second year they couldn’t tell you what their performance was for the
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whole of the first year because you had to make the decision before the end of the
year, so they could continue and so on. So, we're really only just beginning to get
to grips with this now.”
P1RO1
The BREW programme was in its third year before any evaluations were performed,
using the agreed metrics, to inform the decision-making process. However, further
dissatisfaction was reported by the research participants in terms of the effectiveness of
these metrics. In particular, research participants expressed dissatisfaction with regard to
the inability of the metrics to capture the real environmental costs of the UK NISP
projects, and to calculate soft deliverables, as well as weaknesses in the metrics, which
allowed the UK NISP to report very genera aspects of their activities and performance.
The quotations in Table 5.3 illustrate the above points.

Table 5.3: Negative comments about the metrics

Research Quotations
participants
P1R0O2 “I"m a great advocate of life cycle assessment and careful measurement of the

whole environmental cost of decisions, I'm not satisfied that the availability of
data decision support tools and the science behind them is anywhere near
good enough yet to allow people to apply that sort of rigour to thousands and
thousands of individual decisions. ... So, is it redistic that NISP should be
required to measure a report on their performance to anything like that sort of
degree.”

P1R08 “Everything is driven by hard deliverable, they have no way of measuring soft
deliverables and because they can’t measure soft deliverables they won't... |
mean, they can’t count them, then they don't carry any weight”

P1R0O2 “Early reports out of bodies like NISP have been far too genera for my
satisfaction. It's not enough to count the number of businesses that you've
contacted, it’s not enough to come up with general good news stories.”

P1R0O6 “although the people that work for these programmes claim, you know, that
for every pound of public expenditure you get a trillion pounds in
environmental savings, when you start to look at what's behind this figures,
thereisn’'t very much left and certainly in the context of other initiatives”

Source: Author generated

Two research participants from the BREW steering group also considered that the
metrics used by the government were weak:
“as a steering group member of BREW, that’s what | want proof of and I’m not
satisfied that the metrics behind all of the individua projects are good enough to
give that certainty back.”
P1R02
“the metrics we' ve seen justifying NISP' s activities, are pretty weak”
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P1R06
It is striking to note that the government realised that there are benefits that cannot be
captured using the devel oped metrics, as one government representative commented:
“there have been some views that there are benefits that are not captured and we
are clear about that”
P1R03
This is followed by a contradictory statement from the same research participant who
stated:
“We haven't got any intentions to change the metrics at the moment, we' re happy
with that developing and there haven’t been any strong views expressed that these
are inappropriate or these large things were missing.”
P1R03
On the other hand, there was one research participant PAR0O7 who was quite positive
about the metrics being based on achievements of the delivery body instead of the one
used in the past that focused on targets for the level of engagement achieved with

companies.

Thus, whilst the government was not keen to modify or make additions to the metrics,
they did admit the need for greater consistency in the reporting by delivery bodies.
Given this inconsistency, it was difficult to benchmark and/or compare the performance
of the respective delivery bodies. There were various research participants who
suggested that a mechanism that boils down to one environmental impact could have
been the best way forward. This suggestion isillustrated using the quotesin Table 5.4:

Table5.4: Expectations of stakeholderswith regard to the metrics

Research Quotations
participants
P1RO1 “... if you really want, you could take those and convert them through some

complex consultant reduced formula to go, the amount of global warming gas
saved per pound of money spent and reduce everything to global warming.”

P1R0O2 “wouldn’'t it be lovely to have al that boiled down to a single unit of carbon or
environmental impact. No, | think that they are probably stuck with the very
simplistic reporting measures that they’ ve got. | wish it was different”

P1R16 “government always sets reduced tonnage to landfill. If it is set to reduce the
carbon footprint or Carbon, the CO, aspects would enable NISP to focus more
strategically, hopefully.”

Source: Author generated
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Overdl, there was some disagreement between the research participants about the
strength of the metrics where particular issues included: (1) whether reporting should be
based on achievements or the level of engagement with businesses; (2) no direct policy
for small businesses; (3) alack of soft deliverables; (4) consistency of reporting among
all delivery bodies; and, (5) achievements measured against a single
environmental/economic  impact. In particular, many research participants
recommended calculating the performance of delivery bodies as a single unit of
environmental/economic impact as a means of benchmarking performance and to
inform decision-making for future funding. Delivery bodies can equally benefit from a
clear and effective policy and a strong and consistent metric to plan strategically for the
future. However, there were no particular recommendations offered by the research

participants on how the government could incorporate soft deliverables into the metrics.

5.7 Overall assessment of the gover nment approaches

This section explores the views of research participants in relation to the overall
strengths and weaknesses of the government’s decision-making processes. This is, in
itself, a very broad area of research. However, the focus of this section remains on
exploring the views of research participants with regard to the decision-making process
that is relevant to the policy context that influences, or interests, the UK NISP and its
key stakeholders. The decision-making process differs in the different countries within
the UK and therefore, strengths and weaknesses are analysed under the same headings
to provide a comparison of the individual processesin each country. Most of the content

in this section reflects on the analysis undertaken in the earlier sections of this Chapter.

5.7.1 Landfill tax, its reinvestment and BREW

The government’s initiative to impose landfill tax on businesses and to use part of the
revenue to provide support to businesses - in order to assist them in their effort to divert
waste from landfill - was commended by most research participants. There was
consensus amongst the majority of research participants that firstly, landfill tax was one
of the main reasons for companies becoming more attentive towards resource efficiency
issues (e.g. diverting waste from landfill). Secondly, the availability of landfill tax
revenue to provide advice/support to businesses to find aternative ways of disposing of
waste was making businesses more resource efficient, whilst reducing their waste

127



management costs. Thirdly, it was also encouraging innovation and the devel opment of
new technology. This is illustrated through the assertions made by several research
participantsin Table 5.5:

Table5b.5:; Positive comments about BREW

Research Research Quotations
participants | participant
type
P1R0O2 Advisory “1 think peeling off an element of that tax take and turning into

a mechanism to support businesses in general was well-
intentioned and it’s the right thing to do and using the landfill
tax to fund that is about the only way that it could have been

done.”
P1R0O3 Decision- “... it's good to have alink between the carrot and the stick, so
making the stick first of al is increasing tax, means the businesses are

less likely to want to send their waste to landfill, and the
carrots in the sense is using the receipts to encourage
businesses to find other ways of disposing off their waste and
being more resource efficient.”

P1R11 Delivery “the landfill tax is a very important reason why many
managers are paying more attention to these issues than they
used to. The landfill tax obviously raises quite a lot of money
and part of the political settlement was that some of that money
should be returned to business. | think that the BREW
programme is quite a good way of returning it to business
because it helps businesses to reduce their bills on waste
disposal and at the sametime | think as| said it does encourage
the devel opment of new technology.”

Source: Author Generated

It is evident from the above quotes that all the advisory, decision-making and delivery
bodies have been positive about the BREW approach in England, both with regard to
landfill tax and its reinvestment, and consider it a significant strength within the whole

Process.

In contrast, no other UK countries (e.g. Northern Ireland, Scotland and Wales) adopted
the BREW type approach. In response to the question “why not”, a representative of the
Scottish government commented that “BREW looks quite bureaucratic from here”
P1R15. However, this contradicts the comments made by severa research participants
with regard to BREW being the most efficient part within the overall process, as
illustrated in Table 5.5. A quote from another research participant, who is a

representative of the regulator, stresses the positive position of BREW:
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“If we didn’'t have the BREW programme in England, it would be much harder
for NISP to make the case for government funding. It is a relatively
straightforward process to bid for the funding. It is relatively bureaucratically free,
in terms of its reporting and auditing processes, it’s quite slick.”
P1R04
It is clearly evident from the above quotations that the BREW type approach was quite
effective and it could have been successful in other countries too if implemented
correctly. Wales had been environmentally active earlier on, compared with other
countries, and had a mechanism in place that was working for them. Although their
approach was not similar to BREW, it seems to have worked for them. Moreover,
Scotland and Northern Ireland could also have benefitted from a BREW type approach.
One research participant from Northern Ireland described his struggle to secure funding
and expressed his disappointment at not having a programme like BREW:
“that’ s the big difficulty for us, we don’t have a BREW fund or anything like that,
| have been bidding for the past three years to get landfill tax revenues, ring fence
in Northern Ireland and that hasn’'t happened, the money just disappears and the
explanation is that the secretary of state has discretion to do whatever he wants
with the revenues. We should have proportionate to the rest UK, we should have
approximately 6.3 million a year available to fund environmental programmes,
you know, set up of a fund like BREW but we don’'t get anything. It just
disappears and is spent on stupid things.”
P1RO7
Similarly, the approach taken in Scotland for funding the UK NISP was criticised by the
funders themselves. For example, it was stated that:
“it would be effective if al funding came from one single pot, because at the end
of the day they are all coming from exactly the same source.”
P1R14
“we will need to review that. It's not a great way of funding an organization. |
think funding it from four different funding streams is not the best way to fund it.
| think because you then get into a question about who leads to that different
targets objectives, how do you get everybody involved and how you'd give an
effective steer to NISP and | think NISP in Scotland has struggled and part of that
is probably down to the fact that there are different funding streams and also the
money tends to come at different speeds.”

P1R15
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A common theme within the above quotes, was that the approaches adopted in Northern
Ireland and Scotland were not preferred by the research participants and that there was a
degree of criticism coming from the decision makers themselves on the way that they

had approached the funding arrangement.

5.7.2 Key stakeholders in the decision-making process

Based on the analysis of research participants views in Section 5.5.3 regarding the
relevance of stakeholders involved in advising and decision-making, it was found that
England, in particular, and to some extent Wales, had relevant stakeholder engagement
processes. However, it is important to note that stakeholder engagements became
available for BREW in later years, as one research participant commented:
“In terms of stakeholder development [by] NISP and BREW system on a national
basis is relatively news to al in my opinion and | know it sounds silly because
we're getting near to the end of the third year”
P1RO1
In contrast, Northern Ireland and Scotland had relatively limited stakeholder
engagement. The evidence presented in this study suggests that there was hardly any
stakeholder consultation or signs of any advisory committees influencing the decision-
making process. The research participants’ views illustrated in Table 5.6 below support

this position:

Table5.6: Level of stakeholder engagement in all UK countries

Resear ch Country Quotations
participants
P1R0O2 England | “The parties on the steering group are probably the right ones,

particularly going back to the origina promises made to tax
paying businesses when the escaator was increased and actually
it's probably commendable that the steering group aso includes
representatives of the waste management industry”

P1R16 Wales “We have involved our economic development colleagues; we
have our materials action programme steering group, CBI, FSB,
and Environment Agency, but mainly economic development
colleagues. ... [however relevance of stakeholderg] ... could have
been stronger | guess”

P1R15 Scotland | “... it has been a struggle on the whole to get business waste
producers interested in the process... the environmental NGOs in
Scotland are not terribly active on waste matters ...”

P1RO7 Northern | “the engagement is may be a lower level, not as extensive. It
Ireland would be more with businesses | think they would be less inclined
to bring NGOs or other stakeholders into to the discussion.”

Source: Author generated
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One of the research participants from Scotland, (a representative of Scottish
government) believed that the degree of stakeholder engagement in BREW in England
was useful as the following quote stresses:
“there are certain useful things that come out of BREW, such as for example, ...
probably there’ s a degree of consultation with stakeholders”
P1R15
However, there was limited evidence of any efforts made by the Scottish government

towards facilitating such stakeholder involvement.

5.7.2.1 Extent of stakeholder satisfaction

Although the involvement of stakeholders in advising the government, with regard to
funding the delivery bodies in England, is clear, most members of the BREW steering
committee felt that the process was unfair.
“the alocation of BREW cash to the various delivery bodies has not met with
universal satisfaction of steering group members.”
P1R02
Most research participants expressed dissatisfaction with the advisory and decision-
making process, as illustrated in the quotations listed above. In particular, as stated by
several research participants, dissatisfaction was related to the funding of those delivery
bodies which — athough not part of the discussion during the BREW steering
committee meeting, - were allocated BREW cash:
“some large elements of BREW cash were automatically alocated to some
delivery bodies which probably weren't ever up for discussion. They were faits
accomplis presented to the steering group”
P1R02
“1 think the support for Carbon Trust comes from the highest level of government.
Other bodies, they don’'t have quite the same liberated political patronage, they
have to fight a little harder for the money ... | think DEFRA has been virtually
instructed to give particular masked funding to the Carbon Trust and | think it is
political horse trading.”
P1R05
“an organization like the Carbon Trugt, it does very little for a small business,
have to have aminimum level of funding as agreed by the Treasury. The Treasury
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insisted that the Carbon Trust was funded from the BREW programme, in part
funded, and that doesn’t help small businesses”
P1R06

5.7.3 Importance of metrics

Although the research participants felt that there were some flaws in how BREW and
other funding arrangements in the devolved administrations were initiated, it became
more effective when metrics were put in place, in order to enable the performance of the
programmes to be monitored and reported against a set of indicators.

“l mean clearly after the first year when they established the BREW metrics and

we al know what we al have to perform against... that has improved the

effectiveness’

P1R12

The development and implementation of metrics to monitor and report the performance
of the delivery bodies was significant and provided useful insights. Thisis evident from
the fact that although the Scottish government did not want to adopt a BREW type
approach, they did adopt the BREW metrics to monitor and eval uate the performance of
delivery bodies, as one research participant commented:

“there are certain useful things that come out of BREW, such as for example, how

to measure the effectiveness of various bodies and we have borrowed some of

those BREW initiatives...”

P1R15

Also, there was consensus amongst most research participants that the metrics was
considered a good idea, as it enabled the performance of BESP programmes to be
monitored and helped the decision-makers to make informed decisions, with regard to
the level of future funding based on the previous year's performance. However, a

number of research participants also reported that the metrics were underdevel oped.

5.7.4 Integrated approach among government departments to fund BESPs

The activities of most BESPs cut across many of the government’ s departments, thereby
presenting an opportunity for them to come together to fund and support the initiatives
in order to meet their individual targets. For example, in Scotland, al three government
bodies (e.g. the Scottish government, Scottish Enterprise and the Scottish
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Environmental Protection Agency) had an interest in the activities and outcome of the
UK NISP, as one representative from the UK NISP commented:

“this programme just cut across everything, learning and skills, innovation,

environments, business innovation, competitiveness, so very realistic programmes

cutting across all government departments.”

P1R10

It is an advantage to have integrated policies and funding to suit such programmes in
order to reduce overlaps, duplication of effort and to be more effective and efficient.
However, the evidence available in this study suggests that (1) delays in the decision-
making process; and, (2) the fact that all government bodies involved focused on their
individual targets in this situation, which made it extremely difficult for the delivery
bodies to undertake strategic planning. This was a magjor disadvantage as the delivery
bodies were vulnerable to funding cuts if the targets of one of the government bodies
were not met. This has been illustrated below, using a quote from one research
participant from Scottish Enterprise (the EDA in Scotland):

“al of our money comes from different pots, if you like, sure have different

policies and strategies overarching them. So, for me it’'s the economic resource

efficiency driver, new business opportunity driver, for [Scottish government] ...

and for SEPA it's much more the waste driver, waste and environmental driver.

Y ou know, so you could see that it goes from different angles. In away | actualy

think that’s strength, but it makes it messy for NISP.”

P1R13

This clearly demonstrates the difficulty that the UK NISP may have encountered across
the UK as a result of different funding bodies having inconsistent targets, variations in
funding arrangements and differences between the legislations/regulations of the UK’s
individual countries. Notwithstanding this, it is obvious that it is more efficient for
government departments to be able to integrate their programmes and policies for the
best possible outputs arising from the government’s spending. However, there is
definitely a need for more consistent policies and programmes throughout the four UK
countries, as well as more consistent and better coordinated funding arrangements to
allow the UK NISP type programmes to plan for the long term.

5.7.5 Coordination of BESP' s at regional level
The devolved governments of the geographically smaller countries, such as Wales and

Northern Ireland, had an advantage in terms of being ‘close to the people on the
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ground’, their involvement in the day-to-day activities and monitoring of their progress.
One research participant from Wales considered this as a strength as there was a greater
chance of interaction and gaining knowledge of particular issuesin their country.
“Wales is equivalent to an English region, but there's more chance of a
coordinated, integrated approach at the regional level.”
P1R16
Although, initially, BREW funded a range of delivery bodies in England, the efforts of
these vehicles were not integrated and action was not coordinated to achieve the best
possible results from their activities. Businesses were unsure who to approach when
they needed help, and there was an overlap of similar services which created
tension/competition between the delivery bodies. In addition, each region had different
dominating industry sectors, each with varied issues to deal with. However, following
the plea to alow the Economic Development Agencies in each of the regions to
coordinate the efforts of all delivery bodies through Business Link (which was an
existing body of the Economic Development Agencies) a model was launched to
provide guidance and advice to businesses. In this way, businesses were referred to the
appropriate delivery body which could help with their specific circumstances and/or
issues. The below quote illustrates the view of one research participant:
“The RDAs have been given a much bigger role in providing guidance and advice
to business, through Business Link, ... They started to grow teams of people in the
regions that can talk to businesses across the board, but making environment one
of the aspects of that resource efficiency, one of the aspects of that, a bit like a
GP, they have a generic knowledge of a lot of things, in detail knowledge of
nothing. | think | insulted the GPs here a little bit, but they know where to go to
get issues resolved and that’s the logic that’'s been outlined by the RDASs. They
will open the door for the NISP, the Envirowise, the regulators as required to talk
to companies and that’s a good model.”
P1R04
The coordination of efforts on aregional basis has clearly been useful and most research
participants considered this model to be a strength. However, in Scotland no such model
has been adopted as Scotland’s geographic area is relatively smaller than England and
larger than Wales and Northern Ireland. There is limited evidence of any government
initiative to coordinate the efforts of the various delivery bodies in Scotland, which has
resulted in the limited penetration of delivery bodies among businesses, particularly in
some parts of Scotland. A representative of the Scottish government indicated that,
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when compared with the RDAs in England, the Scottish Enterprise hardly plays any
role in coordinating the delivery bodies despite funding them:
“Scottish Enterprise is notoriously bad at sign posting to organizations.
Obvioudly, Scottish Enterprise do know, that they part fund NISP and they do
know that there are various resource efficiency organizations out there, but it's
been a long struggle to try and get Scottish Enterprise to sign post. And Scottish
Enterprise also aren’'t very good at main streaming resource efficiency into their
other work.”
P1R15
This appears to be a weakness in the part of policy context and process of decision-
making in the Scottish government and the above quote clearly demonstrates that there
is some degree of disagreement between the government departments that are jointly
funding the delivery bodies. Consequently, it is inevitable that limited efforts have been

made to integrate environmental concernsin economic policy and vice versa.

5.7.6 Certainty, continuity and stability of BESP's

Certainty, continuity and stability have been the BESPs other key issues. In addition to
the programmes concern, with regard to their survival and associated high steff
turnover, competition among the delivery bodies has been high as they were expected to
achieve their targets, which meant they ended up competing with others to secure their
own futures. Notwithstanding this, the high number of delivery bodies funded by the
government also became a cause of concern just after the BREW programme was
launched. One reason for this, was that the high number of support organisations was
causing confusion among businesses with regard to who they should approach to seek
advice. Most of the delivery bodies were ready to help any businesses, regardless of the
fact that there were other more appropriate delivery bodies with expertise in that
particular area of concern, or that they were simply doing similar things. This is
illustrated through the quotes below:
“BREW has also scattered the money around quite alarge number of initiatives.”
P1R15
“l don't think it's effective because we've got different bodies doing similar
things. And that needs to be rationalized.”
P1R16
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“... businesses saying ‘well | think | could do with a bit of help but I don’t know
who it was I’m supposed to ask. Do | ask NISP, do | ask ENVIROWISE, do | ask
WRAP?”
P1RO1
The UK government listened to the businesses plea regarding this confusion and
proposed a Business Support Simplification Programme (BSSP) where they decided to
reduce the number of delivery bodies on the ground and improve coordination (as
highlighted in the previous section). The impact of the decision to reduce the number of
delivery bodies brought some stability (e.g. in BREW) as well as more cooperation
among the delivery bodies in the devolved administrations, as stated by one research
participant:
“The very fact that they’'re doing things like business support simplification,
transformation of government, future environment support for business is because
they’re responding to businesses plea to al too complicated, ssimplify it down
please. So, they are listening. ... The view is they’ve probably got the delivery
bodies they want and therefore there is a bit more stability coming around the
programme. When you get stability, you more likely get co-operation between the
delivery bodies.”
P1R04
In addition to providing a degree of stability, with regard to specific programmes, the
certainty of funding was also considered a key issue by research participants. Given that
the money was ring-fenced due to the structured BREW programme in England, it
offered alevel of certainty with regard to funding for the next three years in England for
all BREW funded programmes. Thiswas illustrated by the following quote:
“1 think it's [BREW] evolving fast, it's moving in the right direction, it's been a
big driver for change, there's no question on that. And it’s aso ring fenced which
IS quite nice, because that it means that, you know, every three years you get some
certainty around the amount of money the government’s going to put into this area
and we can start to build relationships with Regiona Development Agencies,
business sectors, regulators and delivery bodies including local government.”
P1R04
The above quote also indicates that certainty about the programme’s continuity for a
relatively long time period, also alowed delivery bodies to build relationships with key
stakeholders, e.g. regulators and other delivery bodies, for mutually beneficial co-
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operation and collaboration. A member of the steering group emphasized the need for
more certainty and commented:

“we have been telling DEFRA and indeed occasionally the Treasury is that a

delivery body cannot run without being able to do some sensible business

planning ... and that al the delivery bodies who rely on it and indeed those who

don't rely on it but are partly funded by it, like WRAP, need to know what money

they’ve got.”

P1RO1

However, this has not been the case in any of the UK countries, and to a larger extent in
Northern Ireland, Scotland and Wales, where the programmes were only funded on a
short term basis, giving rise to uncertainty among the delivery bodies’ staffs about the
continuity of the programme. This uncertainty also appeared to be a barrier to the
development of a medium to long term strategy for delivery bodies, resulting in
unusualy high levels of staff turnover. As a result, delivery bodies appeared to lose
many existing contacts with businesses and partnerships with key stakeholders.

5.7.7 Nodirect policy for small businesses

The metrics used for reporting and monitoring purposes were particularly focused on
achieving the required tonnages in terms of landfill diversion, carbon reduction, etc.
Since the government set out the required criteria (with no specific conditions
demanding at least a partial focus on the inclusion of small businesses by delivery
bodies), it was perhaps easier for the delivery bodies to achieve their targets and
outperform by specifically concentrating on industry conglomerates. The following
quote highlights the disappointment of one representative from a trade organisation:
“the problem is that because the government put down criteria for achievement
and for how the money is being used it's far easier for all organizations, Carbon
Trust , NISP, WRAP, Envirowise, all of these are funded by the BREW funds, it's
easier for them to work with big companies because they can get gains and what
we're saying is that there must be adirect policy to deal with small businesses.”
P1R06
Another research participant expressed his surprise about the unusualy limited
conditions attached to the BREW funding:
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“Money usually comes with conditions attached to it. | guess you would say that
the BREW money has been applied surprisingly openly with very few
conditions.”
P1R02
This particular aspect is where the government’s approach was criticised as small
businesses were ignored in terms of the government’s promise to return part of the
landfill tax revenue to al businesses. Therefore, there has been little effort on the part of
the delivery bodies to provide support to small businesses. Instead, their focusis on ‘big
wins that will assist in the achievement of their targets and perhaps future funding
security. Since small businesses make up the largest proportion of UK’s industry, it is
important that their needs are not ignored and that there are direct policies to deal with
the needs of small businesses. It is essential to note that the landfill tax revenue is
collected from arange of different businesses and it is simultaneously disappointing that
only big businesses reap the benefit of the reinvestment of this money. However, one
research participant was sympathetic about the position of the government on this issue:
“Certainly the major drive has always been to try and push innovation into the
SME sector which is fair enough, the problem is government doesn't like dealing
with the SME sector because it gives them alot of hassle, they like dealing with
big companies, but unfortunately, they don’t really want to give big companies
money if they do it themselves. So, that’s a bit of a catch 22, redlly.”
P1R06
It is evident from the above quotation that there are serious difficulties in determining
how to provide adequate support to small businesses. One research participant’s
recommendation, for ensuring that small businesses are not ignored when it comes to
the UK NISP type advisory services, isillustrated through this quote:
“... we could set banded targets, based upon the size of business, you know, so
that we could have x number of businesses, you know from O to 10 SMES
whoever targeted a certain tonnage associated with that banded businesses and
then you know another tonnage associated with the, you know, ten to fifteen
employees and that seems a much smarter way and it ensures that the activities of
NISP ... is spread across the spectrum”
P1RO7
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5.7.8 Lack of focus on integrating technological innovation

Another commonly identified weakness was the limited/lack of ring-fenced money
coming out of BREW for technological innovation. Most of the BREW funding was
aimed at the advisory services and there were no/limited funds to assist with any R&D
that may have been identified as bringing about real change. The following quotes
demonstrate the frustration of many research participants regarding the lack of
technological innovation:
“I would like to see al the BREW money leave it back into industry, into
industrial R&D which certainly isn’t the case at the moment.”
P1R08
“... we'd rather put our money into projects that deliver real change, rather than
just projects that give advice to businesses.”
P1R16
Two other barriers that were highlighted by the research participants, with regard to
technological development, include certainty about policy direction and the availability
of waste data:
“one of the big messages that came from waste was we need to be certain about
government policy direction for the long term, because these are big, long-term
investments, you know, if you want to develop a new bit of kit or if you want to
develop some large infrastructure, you' re talking about alot of money over quite a
period of time, so you want to be certain that the policy direction is going to
continue in the direction it’s going in at that point of time’
P1R13
“If you want to develop a new technology, you want to know how much of that
type of waste, to what specification is produced, where, when. Don’t know. Huge
difficulties in waste data, particularly on the commercial and industrial side.”
P1R13
Three specific issues were identified in terms of technological innovation. Firstly,
inadequate government focus with respect to the integration of R&D activity and the
advisory services coming out of BREW. The lack of funds in this area may act as a
barrier for projects with real potential for change. Secondly, alack of certainty about the
longevity of a policy (or its focus) discourages industry from investing in technological
innovation. Thirdly, the unavailability of waste data - particularly in the industrial and
commercial sectors - acts as a barrier in the development of new technol ogy.
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5.8 Concluding summary and recommendations

One area, where there was absolute consensus amongst the research participants, was
the need for a clear definition of waste. The research participants suggested that it
would be necessary and beneficial for a set of criteria to be laid out which specifies,
under what circumstances a by-product is considered waste and when a waste ceases to
be a waste. Additionally, more flexibility and consistency in the way by which
legislation is interpreted was recommended to ensure that any activities, with obvious
potential for both economic and environmental benefits, do not face obstacles. The
development of new protocols and standards to support such activities were aso

considered crucial.

The research participants' views clearly underline the need for more appropriate public
policies, including having the right fiscal framework, economic instruments,
environmental taxes and regulations, which could even negate the need for, or replace
programmes such as the UK NISP. Whilst a number of research participants did support
the idea of the UK NISP and were complimentary about what it has achieved in recent
years, most research participants expressed their doubts about the reliability of data
reported by the UK NISP and considered the BREW metrics to be weak. Some research
participants believed it to be well thought out as it focuses on the actual achievements of
the delivery body, rather than just concentrating on the level of business engagements.
However, others considered it to be weak as it is unable to capture soft deliverables.
Additionally, there is inconsistency in the way it is used among the various delivery
bodies, which makes it impossible to benchmark its performance or to compare ‘value
for money’ amongst the various delivery bodies. One common recommendation from
the research participants was to measure performance against a unit of

environmental/economic impact in order to more effectively inform decision-making.

Given the claims concerning UK NISP's output, research participants believed that the
UK NISP has the ability to sell its services to the market instead of relying on public
funding for its survival. Research participants also felt that government funding would
be detrimental to the UK NISP' s long term survival. Additionaly, if the private sector
were to start offering the same services to the market, it would be impossible for the UK

NISP to remain fully government funded/subsidized.
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It is apparent from the research participants views that the government as well as trade
organisations, find it very difficult to engage small businesses. As the research
participants suggested, there is definitely a need for the government to focus on this area
in order to find more effective methods, some of which were recommended earlier in
this Chapter.

Regarding the various aspects of the UK NISP policy and decision-making context in
all countries within the UK, England and Wales utilised some degree of stakeholder
consultation. The research participants identified complaints in the former and scope for
improvement in the latter. There is limited evidence to suggest that the devolved
governments in Northern Ireland and Scotland effectively facilitated stakeholder
engagement to inform decision-making, where the decisions in Scotland were made by
the three funding bodies with no forma consultation whatsoever. Although errors
occurred during the earlier stages of the BREW programme, most research participants
were positive about the adoption of such a structured approach and suggested that
similar approaches should be used in devolved administrations in order to ensure
consistency and certainty of funding, relevant stakeholder involvement and effective

coordination of delivery bodies.

Funding for technological innovation was not well integrated into BREW and other
programmes in the devolved administrations. There were no funds set aside for
technologica innovation or R& D that may be required for future projects, identified by
the UK NISP or other delivery bodies. Although evidence presented in this thesis
suggests better funding arrangements for some technological innovations in England,

compared with other countries, it was not well integrated with other programmes.

Contradictory views were also expressed about the level at which policies should be
developed and implemented. The mgjority of research participants recommended that
policies should be designed for the whole of the UK having sufficient flexibility to
implement these more effectively, based on the diverse industry sector and culture of
devolved administrations and regions. More consistency in policy formulation and
implementation throughout the UK was considered to be advantageous to UK plc. In
addition, it was believed that policy development and implementation at the devolved

administration, or regiona level, is an inhibitor of knowledge transfer. Furthermore, the
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knowledge transfer would be particularly effective if there were greater consistency in
policy formulation and implementation throughout the UK. There is clear evidence that
the level of funding was much lower in the devolved administrations, compared with
funding in England. A lack of structured approach in the alocation of funding and in
planning the coordination of delivery bodies was aso observed. As such, there is a need
to further integrate the policy amongst different government departments to ensure that
there is no overlap, or duplication, and that the policies complement each other. A more
structured approach to funding, stakeholder involvement and coordination of delivery
bodies was also highly recommended. Above al, the need for a more consistent and
flexible interpretation of the legidation and development of appropriate public policy
which would let the market deliver itself, was viewed positively.
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CHAPTER SIX: MANAGEMENT AND ORGANISATIONAL DESIGN OF
THE UK NISP

This Chapter provides an overview of the management and delivery of the UK NISP. In
doing so, the views and experiences of the research participants are explored for a better
understanding of the management and organizational design employed by the UK NISP.
The Chapter focuses on the six key aspects which emerged from the analysis. These
include: the research participants’ views regarding the background of the UK NISP and
its activities; their reflections on funding and the support received from the government
bodies and their influence ; the research participants' opinions on strategy, coordination
and management systems of the UK NISP; the research participants' reflection on the
approach to delivery in the individual regions/devolved administrations within the UK;
the reflection on regional teams experiences of delivery and the overall assessment of
the UK NISP with regard to its coordination and delivery including recommendations
for the UK NISP. The details of the research participant codes are available in Chapter
Four Table 4.3.

6.1 Background of the UK NISP and its objectives

6.1.1 Understanding of the UK NISP and its objectives
This section explores how the UK NISP was perceived by its co-ordinators and
practitioners and presents what they considered to be the UK NISP objectives. Research
participants had varying views with regard to the UK NISP objectives. Table 6.1

includes the whole range of research participants views resulting from analysis of

interview data
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Table6.1.. Objectives of the UK NISP

Research
participants

the UK NI SP Objectives

Example quotations

P2R0O1

Development of synergy -
waste exchange type or
one leading to new
business or new process

“Synergies go on from everything from what is
guite a simple waste exchange type synergy all
the way up to something that could be new
business or a new process.” (P2R01)

P2R01, P2R06

Generating
revenue/saving money for
businesses

“The pitch | am going to do tomorrow, isn't | am
going to save the planet, | am going to save you
money.” (P2R06)

P2R01, P2R08

Facilitate improvement in
resource efficiency and
help businesses to be
more sustainable in the
long term

“... improve their resource efficiency, so help the
businesses to be more sustainable in the long
termreally.” (P2R01)
“To be the key
efficiency.” (P2R08)

facilitator of resource

P2R02

Achieving ISL outputs

“to deliver the outputs that ISL has charged us
with delivering.” (P2R02)

P2R03,
P2R04,
P2R05,
P2R06,
P2R07,
P2R10,
P2R11
P2R12

Hit the targets/Tonnage

“ISL make it completely 100% output driven.
Outputs whatever else is happening, whatever the
cost, whatever the situation, they want the outputs
and that's, you know, is the tonnage. We are
tonnage hunters as a result. It has a danger of
making it quite superficial in terms of our
engagement process because we don't want to
spend lot of time dealing with projects which
may take a long time to deliver the outputs or
they would be very big outputs when we could be
spending an amount of time engaging with
business which has much obvious and quicker
outputs. | think that danger is that we have a
superficial attitude to industrial symbiosis.”
(P2R0O3)

P2R03,
P2R04, P2R05

Raising the profile of the
UK NISP and promoting
awareness/principles of
industrial symbiosis

“lI think we also have a like | said before
significant responsibility in terms of both raising
the profile of NISP and industrial symbiosis on a
national, political and medialevel.” (P2R03)

P2R0O4

L ook for quick wins and
the lower hanging fruits

“... we would may be look for the quick wins or
the lower hanging fruits’ (P2R04)

P2R04, P1R06

Building and maintaining
relationships; continuing
to interact with businesses

“the key of NISP is that you maintain the
relationship with the companies that you have
worked with. Keep going back as someone may
have new waste, new problems which we may be
able to help with” (P2R04)

P2R09

Genuine reuse other than
recycling

“What we are trying to do is not just sort of divert
waste into recycling, we are trying to actualy
find uses where we can take waste materials and
put it into a process and not just into recyclers
because there is a danger that if you generate alot
more recyclers there is not going to be an uses for
these materials anyway.” (P2R09)

P2R12

Find waste/by-products

“it is find the million tons for the regions to be
able to use in synergies ... It could be anywhere
of anything.” (P2R12)

Source: Author generated
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There was a wide spectrum of perception and understanding regarding the research
participants views on the UK NISP's objectives. Very few responses illustrated an
understanding of the concept of IS as a whole, as defined in the literature so far. As
elicited in the above Table 6.1, most research participants considered the UK NISP
objective to be ssmply achieving the (tonnage) targets. However, there was a concern
raised by one research participant (P2R03) with regard to the tonnage objective. The
research participant felt that this objective resulted in a superficia attitude to IS by
focusing on short term outputs. Most of the research participants appeared to have
focused on the quick wins for achieving their tonnage targets rather than the need to

take along term sustainable view.

One research participant (P2R09) stressed the importance of finding genuine uses for
the waste rather than just facilitating the recycling of materials where the recycled
materials may not have practical use, in any case. However, it was apparent that
delivery co-ordinators and practitioners have had limited freedom in terms of choosing
projects with along term sustainable view and that they went forward with any projects
that enabled them to achieve their tonnage target. Promoting the UK NISP and IS
principles were the other important objectives as stressed by many research participants.
Interestingly most of them, athough carrying out the same activity, had different
perception about the UK NISP and its objectives as illustrated in Table 6.1.
Notwithstanding this, it is aso interesting to note the differences and a number of
similarities, in how the UK NISP is perceived among the policy makers (see Chapter 5)
and managers of the UK NISP.

6.1.2 History and maturity of the UK NISP
In order to explore the origins of the UK NISP and how it gradually developed into a
national programme, research participants were asked when they became involved with

the UK NISP. Table 6.2 shows that most regional programmes were launched gradually

over anumber of years:
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Table6.2: Age of regional programmes

Research Quotations
participants

P2R0O2 “we have been up and running now from nearly over 12 months.”

P2R03 “It kicked off about 1 Y% years ago.”

P2R0O4 “The Tees Valley Industrial Symbiosis Programme prior to the NISP
covered the Tees Valley because of the chemical clusters and that's
worked that why there are these three core regions, not necessarily that
ISL started out as a result of chemicals, but certainly chemicals in the
north-west are on Humberside and in Teesside as a result regain its
link.”

P2R05 “Started in Early 2005.”

P2R06 “Scotland was one of the first regions to kick off. | believe that Scotland
and West Midlands were in there at the start; possibly Yorkshire and
Humber. Now it was back in 2002 or 2003 as | recdll ...”

P2R0O7 “the programme has been going for at least 18 months’

P2R08 “It was started with the launch of The EDEN project. This is before my
time because | only started last September. | understand that they pulled
together a database of predominant Southwest businesses’

P2R09 “ARENA formed 13 years ago. It was a project that was fallen from the
business in the community.”

P2R10 “Initially the programme was funded by the RDA in 2003 ... Based on
the success of the West Midlands programme, we were able to launch a
national programme. It was launched in April 2005 in the House of
Commons’

P2R11 “The programme was initiated by catching the eye of the Yorkshire
Forward ... So it was with in Yorkshire Forward who understands the
potential of NISP. This is before it had any credit before it lived
anything ...”

P2R12 “1 mean it's developing as we go aong, as | said we're only six months

old.”

Source: Author generated

The UK NISP was initialy launched in the West Midlands, then Y orkshire and Humber
and lastly Scotland in 2003. Then, the programme gradually developed in other regions

of England, supported by the regional development agencies and eventualy received

funding from DEFRA in 2005 for its launch as an England wide programme. Findly,

the programme was implemented in Wales and Northern Ireland and, by 2007, covered

the whole UK territory.

From Table 6.2, it is aso apparent that some of the regional initiatives already existed
and the UK NISP revived and nurtured them further.

146




6.1.3 Support/funding from government bodies

Funding for the UK NISP has come from many different sources and there were

differences between al regions and devolved administrations in the way their funding

was approached.

6.1.3.1 The UK NISP funding in all regions of England

The mgjority of the UK NISP regionsin England are funded by DEFRA, although some
of these wereinitially backed by their respective EDAs and some are still being partially

funded by EDAs. The quotesin Table 6.3 illustrate the funding arrangement in England:

Table 6.3: Funding arrangement in England

Resear ch participants

Quotations

P2RO1

“Funding we will get some money from EMDA but our core
funding isfrom NISP.”

P2R02

“The regional programme is funded..., we just get our share
of the national funding so basically from DEFRA ... we want
to foster closer links with the RDA, be as a funder or just asa
stakeholder partner”

P2R03

“we are about 70% by BREW and about 30% by the LDA
which isthe London Development Agency.”

P2R04

“First year it was funded by BREW with funding from One
North East and New Tees Valey. Now in the second year, it
is 100% funded by I1SL through the BREW fund, through the
landfill tax. ”

P2R05

“Mainly through core team “BREW” alocation. But we have
a smal amount of NWDA (North West Development
Agency) funding.”

P2RO7

“Regional programme is funded by the client essentidly it is
funded by ISL so that’s you know International Synergies
and that's funded from DEFRA of course ... | think SEDA
has given us some funding in the past. | think initialy
regiona development agency provided some funding in the
first financial year (the year 1). But | don't think that they
have given anything in the year 2.”

P2R08

“[funded by] 1SL”

P2R10

“Initially the programme was funded by the RDA in 2003 ...
we now have a national programme covering al of the UK
operations.”

P2R11

“The regional programme is currently funded by the
Y orkshire Forward money which is a combination of single
pot money from EU. Since 2005, Y orkshire Forward funded
the full regional programme on that basis. The future of this
funding is going forward we will pick up the BREW funding
asthe rest of the regions from April 2007 onwards redly. ”

Source: Author generated
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Prior to the national launch of the UK NISP in 2005, the IS networks operational in
some regions were funded by their respective RDAs. There was also an element of
European funding, for example, the Yorkshire and Humber IS initiative. Since the
national launch of the UK NISP and the associated funding from DEFRA, some RDASs
have pulled out, whilst others have continued to fund the UK NISP. However, the main
proportion of funding came from DEFRA. In some regions, such as the East of England,
there have been continued efforts to persuade RDAs to partialy fund the UK NISP

programme in their respective regions.

6.1.3.2 The UK NISP funding in Scotland

There was a very different approach to the funding of the UK NISP in Scotland
compared with other devolved administrations and English regions, as one research
participant commented:
“Up here we are funded by three funders. Scottish Executive, which is the main
funder. Scottish Enterprise, which is the second main funder. SEPA is the third
and the smallest one.”
P2R06
The UK NISP has been funded by three different sources in Scotland, i.e. the Scottish
government, Scottish Enterprise (the Southern part of the EDA in Scotland) and the
Scottish Environmental Protection Agency. It is also worthy to note that the decision in
Scotland, regarding the provision and level of funding, is made between these three
funders with no or limited external stakeholder involvement. The complexities arising

from these funding arrangements have been explored in further sections.

6.1.3.3 The UK NISP funding in Wales

Given the limited devolved power in Wales, landfill tax is managed by DEFRA which
then allocates the funds. The Waste Strategy unit in Wales distributes the money to the
delivery programmes. The UK NISP is delivered by ARENA, which is responsible for
delivering the UK NISP in Wales and is part of a group of Welsh projects called the
Materials Action Programme (MAP). One research participant describes the process:
“Money ultimately comes from landfill tax. Landfill tax first goes in to DEFRA

and then gets a portion roughly in line with the Barnett Formula. So the Waste
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Strategy unit in Wales in effect distributes the MAP money Materials Action
Programme money and they give us an amount of money which pays for our
services. They give Welsh Environment Trust an amount. It is an equal amount
between them. They give us some additional money to buy services from NISP
centrally so that we can integrate our programme with the national programme.”
P2R09

6.1.3.4 The UK NISP funding in Northern Ireland

The UK NISP was launched in Northern Ireland in 2007 after having been launched in
all other parts of the UK. One research participant expressed his frustration with the
lack of funding for the support programmes:

“we don’t have a BREW fund or anything like that, | have been bidding for the

past three years to get landfill tax revenues, ring fence in Northern Ireland and that

hasn’t happened”

P1RO7

Eventually the UK NISP was funded in Northern Ireland by Invest NI:

“it is left to Invest NI to find the money to fund those; so, I'm able to fund ...

NISP activities in Northern Ireland. But all of them are at alower level of funding

than the rest of the UK.”
P1RO7

6.1.3.5 Srengths of the funding arrangements

(@ Focus on synergies bringing both environmental and economic benefits

Part funding from the economic devel opment agencies ensured that the UK NISP would
be addressing their concerns. As such, this assisted the economic devel opment aspect of
IS. Similarly the targets set by DEFRA and devolved administration governments
ensured that environmental outputs from IS projects were not ignored. For example, an
research participant commented about the positive effect the involvement of economic
devel opment agencies has on the funding of the UK NISP:

“LDA definitely makes us focus on the jobs saved and created out of the

programme. 30% isn’t anything significant sum. It definitely makes us think about

LDA objectives which are more the economic development aspects of industrial
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symbiosis. It makes us ask more searching questions of potential synergies when
we are trying to retrieve data where we are enquiring that potential and job
opportunities throughout the synergy. | think it probably makes us a bit thorough.”

P2R0O3

(b) Potential for inter-regional synergies as aresult of national funding

Among the research participants, national funding was seen as being very positive as it
enhanced the likelihood of inter-regional synergies, as one research participant
commented:
“we now have a nationa programme covering al of the UK operations. That also
identifies other opportunities which are good cross-regiona synergies which the
programme is now working on now. So the programme evolves and devel ops and
expands, most synergies are identified. We are delivering on a national basis and
we are aso delivering on aregional basis.”
P2R10
The above quote aso illustrates that knowledge transfer among regions and devolved
administrations becomes easier and significantly important in identifying more
synergies. This would have been difficult without the existence of a nationwide

programme.

6.1.3.6 Weaknesses of the funding arrangements

(@ Businesses confusion dueto various similar delivery bodies

Research participants were concerned about the large number of similar delivery bodies
funded by BREW as well as by the economic development agencies. One research
participant commented:
“As far as the businesses are concerned we are all pitching very much the same
message ... in some respects we are very different from each other, in some
respects the RDA has chosen to fund projects which are very similar to NISP,
Envirowise, Carbon Trust and such like. | think that’s the complexity. It's not
only common for one organisation to being supported by 4 or 5 different BREW
projects. None of those BREW projects will be aware of the fact that they all are
all supporting the same organisation.”
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P2R02
Another research participant felt that businesses are confused about which body to
approach when they needed support, as they are unable to identify the responsibilities of
each delivery programme:
“ ... | can see how lot of industry people get totally confused by the range of
support organisations out there. Carbon trust, Envirowise, WRAP, Energy
Savings Trust, ReMade Scotland, etc. and this confuses industry what each one
do.”
P2R06

(b) Lack of co-operation among the various delivery bodies

Associated with the reported confusion in industry (described above), it is apparent
from the quote below that the delivery bodies actually have a good understanding of
where they belong in the overal picture of the governments resource efficiency
agenda. However, thereis alimited desire among the delivery bodies to co-operate with
each other, due to the competitive nature of the funding arrangements. For example, it
was commented that:

“The programme seems to understand where they fit into the whole picture. |

think Programmes need to be kicked hard as they do not cooperate with each

other. What | mean by co-operation is, e.g. cross referrals where they can't cross

people who aren’t their remit to help. They know somebody else does that, but

they just think, stuff it! 1 am not telling them about that. | don’t think that it

happens deliberately but there needs to a big step to say that we are part of a one

big resource efficiency structure. And we need to make sure that we are

signposting people to the other partners that are there to help.”

P2R06

Perhaps an indication that having conditions attached to funding may help resolve the
situation isillustrated by one research participant, who stated:

“1 am of the opinion that targets drive behaviour”

P2R06

On the other hand, another research participant felt that conditions attached to funding
sometimes restricted the delivery approach, but also believed that this was a strength as

it permitted the development of a more appropriate programme structure:
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“1 guess that complexities came around the funding and the restrictions that make
us dlightly out of line in terms of our approach to the delivery but | think
ultimately it has added some strength in terms of how we structure the
programme.”
P2R11
To sum up, most managers believed in the stringent conditions attached to funding in
order to reduce the complexities that may arise during the delivery of the programme.

(©) Uncertainty and inconsistency of funding

In Scotland, funding has been made available on an annual basis, in contrast, to England
and other devolved administrations where funding was guaranteed for longer periods.
Uncertainty regarding the continuity of funding gave rise to high levels of staff
turnover. This, in turn, resulted in difficulties in managing the ongoing relationships
with businesses, which has been detrimental to the overall effectiveness of the
programme, as one research participant stated:
“Funding has been made available year by year but it is always been at the start of
the year people have to go back in and negotiate with al the funders say thisis
what we are trying to do and give us the money. There are aways lengthy
negotiations, promises of money eventually and delays in actually getting the
money through. This actually underlines a lot of these staff turnover. That has
actually put in a fair amount of uncertainty to the positions of the practitioners in
the programme. You are working on the programme and then you are told we
have got funding up to March and we don’t know after that. By that Jan Feb time
you think end of march not far away | have got the bills to pay and | am going to
go and find another job. This could be one of the reasons that there is high staff
turnover. If you have high staff turnover then you do not have the opportunity
building up the ongoing relationships and that | think impacts badly on the
delivery of the programme.”
P2R06
A similar situation was experienced in England where managers have been unsure about
the provision for future funding, particularly in regions where delivery of the UK NISP
was contracted to consultancy organisations:
“NWDA funding may dry up next month. The BREW funding dries up next year.
| am hoping that we take it forward. There is no guarantee that we will come up to
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a satisfactory position on the contract negotiation for year 3 which means, al this
could be completely in vain because in 4 weeks time we might not be here.”
P2R05
Complications with regard to future funding in regions such as the North West could be
the result of the UK NISP funding originating from two different sources (i.e. the
NWDA and DEFRA’s BREW programme). Furthermore, given the structure of the UK
NISP, delivery in this region is contracted out by the UK NISP and the uncertainty that
arose here includes the aspect of whether the UK NISP will continue to contract out the

delivery to the same organisations.

The above quote from research participant P2R06 also indicates that as a result of many
different funders involved with the programme and the individua targets that funders
wish to achieve through the UK NISP, it may be complicated for the UK NISP to make
acase for funding by promising to satisfy the individual targets of each funder.

Another highlighted issue was the inconsistency in UK NISP funding in different parts
of the country, perhaps making it difficult to balance the delivery of the programme in
all parts of the country:
“Other thing | have to say is within Scotland there is a missing link; the Scottish
Enterprise covers south parts of the Scotland; there is a separate enterprise
organisation called Highlands and Islands Enterprise that covers the north. And as
such we do not get any funding from Highland and Islands.”
P2R06
However, the inconsistency in funding was particularly noticeable in Scotland, besides
the overall lack of funding in Northern Ireland for BESPs.

6.2 Leadership and management of the UK NISP
Section 6.2 covers all aspects of the UK NISP strategy including leadership, support and
tools offered to regional and devolved administration teams. It also takes account of

how the UK NISP central team’'s contribution impacts on the delivery of the

programme.
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6.2.1 Leadership from the UK NISP central team

Research participants had different views in terms of the leadership skills among the
UK NISP central team. In some areas they were assessed extremely positively, in others
research participants disagreed with the central team’ s approach.

6.2.1.1 Veryinspiring

Research participants believed that members of the UK NISP central team were very
inspiring. For example, one research participant commented:
“They are also very good at inspiring people so there is lot of high level
integration about what we are trying to do and how wetryingtodoit ...”
P2R01

6.2.1.2 Veryaccessible

Some research participants felt that members of the UK NISP central team are very
accessible when any regional team member approaches them to discuss any strategic
issues, as well as to seek operational support. The following quotesillustrate this point:
“lI had fantastic support from the core team ... At the regular regional co-
ordinators meeting, they are very accessible. | would say | am probably on phone
to Birmingham 5-10 times a week, taking to people, telling them what | am doing
and making sure that | have got the latest ...”
P2R06
“1 found it very comfortable to pick the phone up to speak to XYZ or XYZ or to
discuss things through or to bounce emails round about what we are thinking in
terms of the strategy and they give very good feedback on that ... It is very
comfortable to actually put something up about what we are thinking and get
some response.”
P2R11
The research participants provided positive comments with regard to the accessibility to
the UK NISP central team. However, it was noteworthy that those regions, that were
positive about this aspect, were the ones which had been active since the conception of

the UK NISP. There were no such views in regions that became involved during the
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later stages and/or the regions in which the UK NISP delivery was contracted out to

consultancy organisations.

6.2.1.3 Improved, more helpful, less demanding or less mean

The quote below reflects the views of the deivery partners (i.e. consultancy
organisations) about how they feel they were treated by the UK NISP central team:
“Core team since the Drum Beat event have got better, more helpful, less
demanding, or less mean ... Getting better but room for improvement, could do
better.”
P2R04
It is apparent from this quote that there was disappointment among research participants
with regard to the help received from the UK NISP centra team in the past. A
networking event “Drum Beat” organised by the UK NISP central team, in order to
bring together all regional teams was seen as a crucia element of the UK NISP central
team’s leadership. The above quote demonstrates that the event was seen by research
participants as highly effective. It allowed better access to all involved and encouraged
networking and co-operation amongst all of the UK NISP regiona teams. However, it
also indicated that there was scope for further improvement in how the UK NISP central

team supports regional teams.

6.2.1.4 From complete freedom to a corporate feel/sal es environment

The way in which things have changed from what they were initially at the UK NISP
was a concern raised by many research participants. Most research participants
welcomed the UK NISP's initia approach, where every regional team had some
freedom in terms of their individual method of structuring their teams and making their
own decisions on how to deliver their targets, whilst adhering to the principles of IS.
For example, one research participant’s positive view, regarding the UK NISP central

team’sinitial approach is reflected in the following quote:
“we started with nothing. We had a clean sheet of paper with the famous line from
XYZ “Go away and make something happen”. It is a great sort of thing, we as a
team enjoyed that ... there has been a lot of freedom on how we structure the team

and how we grow ... that has been fine.”

P2R11
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However, this positivity did not continue for long, as many of the research participants
felt that a sales/corporate environment developed in the UK NISP and the freedom to
make decisions in individual regions no longer existed.

“when it started with a blank sheet of paper you had almost got complete freedom.

And clearly we now fit into what is called more of a corporate feel about it and

there are awkward reasons for that. | think if anything it does, there is more and

more in terms of the data capture and some elements of that through running the

programme through CRISP | guess is the setup of a strong element of the

management now.”

P2R11

The key changes identified by the above research participant include a more corporate
feel about the UK NISP, its focus on data capture and a strong management element.
Similar changes were experienced by many research participants. One research
participant described how, in contrast to the initial freedom of devising their own
approach to deliver the programme, the UK NISP centra team now provides
presentation material to the regional teamsto use:

“they have given these talks to use. In the past or to start with they left it with the

region to devise their approach to deliver the programme.”

P2RO1

Whilst some research participants (particularly in the regions managed by consultancy
organisations) were sceptical about this approach, others (particularly in the regions
directly managed by ISL) felt that they were better supported.

The criticism from research participants was mainly related to the changing focus of the
UK NISP from being an organisation based on IS principles, to a corporation keen on
achieving landfill reduction targets by any means.
“l think that’s the way that it has changed really. It has become much more of a
sales environment.”
P2R04
The above quote indicates that achieving and reporting targets took priority over
identifying genuine synergies based on IS principles. One of the concerns identified by
the research participants was the amount of time needed to input data into a centralised
system.
“ISL has decided then to tighten up and much more focused targets reporting

which just take up alot of the time at the end of the day.”
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P2R04
Some frustration was felt among the research participants as the increasingly time-
consuming and focused target reporting left the regional teams with limited time to
identify and realise more synergies. However, further concerns arose from the pressure
central team was under to achieve monthly performance targets. This mounting pressure
led the regional teams to become involved in very obvious recycling activities, which
achieved performance targets rather than focusing on synergies related to by-products
that would actually go to landfill without the involvement of the UK NISP.
“Targets rightly, we have got targets to meet and it is really to keep performance
up but I think it is becoming more and more of a large heavy tonnage grabbing
exercise.”
P2R04
“we are now being pushed into more target driven so we are aways being
chased up at the end of the month and rightly or wrongly whether we took form
again ‘rap over the knuckles'.”
P2R06
The above quotes indicate examples where projects were undertaken by regional teams,
where a by-product would have been reused or recycled without the involvement of the
UK NISP. This illustrates the possibility that the UK NISP undertook less worthy

projects which could have been realised without their involvement.

6.2.2. Nationa coordination, support and migration of learning

Despite concerns about the lack of freedom among regional teams to make decisions
and the increasing control the UK NISP central team has on how the programme is
delivered across the country, many research participants are positive about the need of a
national coordinating body to oversee regiona operations, to bring consistency to the
way the regions work and to facilitate the migration of learning across regions:
“there is aways a need to have a central coordinating body like NISP Core in
Birmingham to oversee what's happening in al the regions and facilitate
migration of learning and provide an element of coordination in certain cases
where we need to sort of take migration of resources across regional boundaries
and things.”
P2R0O7
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“It can’t be an easy job dealing with all these different people doing completely
different things, run in different ways, and manage in different ways regionaly. |
think the core team is trying to make every region work quite similarly.”
P2R04
There was some consensus among the research participants about the need for a
coordinating body, as illustrated through the above quotes. Additionally, one research
participant was very complimentary about the benefits of the UK NISP central team’s
experience brings to the regions. Moreover, he believed that the central team’s
involvement impacted positively on the regions' capability to deliver:
“We can certainly learn from the experiences that ISL can bring to the table from
the other regions. Yeah, that definitely does impact on our capability to deliver it
and | think this can only improve it.”
P2R02
In addition to acting as a central coordinating body and facilitating the migration of
knowledge across regions, the UK NISP also provided an infrastructure to enable the
regional teams to deliver the programme effectively:
“Also there is an element there for support from NISP central team, i.e. ISL in
terms of providing the infrastructure to make the programme, to be able to
manage the programme effectively.”
P2R01
“all the tools and the infrastructure have been put in place to maximise the ability
of each individua to do their job.”
P2R02
CRISP, an expert management system, became one of the key components of the tools
and infrastructure offered to the regional teams (see Section 6.2.3 for more details).
National programme team/managers were identified as the key members of the UK
NISP central team to provide assistance to the regional teams. In addition to the support
areas outlined above, the development of delivery strategy and support related to
innovation and legislation, were also offered by the National Programme team in
association with the UK NISP's external partners. Most research participants approved
of the level of support offered. Satisfaction amongst research participants, with regard
to legidative and innovation support, isillustrated through the following quotes:
“... d'so support through either legidlative to the environment agency queries...”
P2R08
“So at the moment, you’ ve got the innovation managers, you’' ve one per region”
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P2R12
Since the UK NISP has been working in partnership with environmental regulators and
RE-KTN, it was able to offer legidative and innovation support to the regiona teams.

6.2.3 Opinion on ICT expert management system — CRISP

As explored in the previous section, regional teams had freedom in terms of structuring
the regional programme. However, an expert management system called CRISP was
introduced by the UK NISP central team to better manage the expanding programme
better. CRISP is an internet based tool, liked by some regional teams, but not by others.
The research participants' views are captured below with regard to the positive and

negative points of CRISP.

Some of the research participants commended CRISP's ability to manage information,
resources and events, as one research participant commented:
“what we actually now have is an internet based tool which is CRISP which
allows all the practitioners and the regional co-ordinators to manage events, to
manage resource, understand our members, exchange information, manage
meetings, exchange information, ask questions.”
P2R10
There was evidence that the UK NISP central team had an effective arrangement in
place to provide technical help to the regional teams, as and when, needed:
“Their main involvement is just getting help with CRISP system. They have some
quite good people there who you can always phone them or email them and they
are quite quick in helping out with small problemswith the system.”
P2R04
Some research participants thought that CRISP was a powerful system, but it was
difficult to learn and to obtain training, as aresult, it was hard to convince staff to useit.
Criticism from another research participant echoed the earlier concerns about the UK
NISP being target driven and its superficial attitude to IS. Thisis illustrated through the
comments made by several research participants:

“1 think it is a fantastic system. | would put my hand up and say that | can't use

more than /10t of the functi onality. | need to do more. | need to sit down and
learn it more.”

P2R06
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“1 think the tools that they have provided are excellent. CRISP is a very powerful
tool. It has taken awhile to get everyone to believe that. | think probably we have
a dlightly more difficult task because of the nature of the people we have brought
in. They are very sales orientated so people tend to be little less process driven. |
have to trick them into coming into the office and put things on occasionally.”
P2R05
“1 think that they are trying to make sure that more data is captured in the CRISP
system so we do a lot more inputting on the computer rather than going out and
actually doing job.”
P2R04
Practitioners were more sales oriented and less process driven in some regions and
therefore they were finding it hard to integrate CRISP into their work. The difficulty in
becoming acquainted with the tool and the amount of time required to input data, also
put off some regional co-ordinators and practitioners.
“Complexity is the introduction of the CRISP system. It has caused a bit of
problem. Teams are getting integrated into the system, getting integrated in the
way that it will work. It can take quite a bit of time to input data. It is quite
awkward as such but | believe hopefully it will get better and become part of the
team but it has been a bit of a problem integrating it into our work.”
P2R04
One research participant, who was involved in the programme from the UK NISP's
very early stages, was a strong believer in the freedom the central team offered the
regional teams to structure the programme. It is perhaps inevitable that he saw CRISP as
astrong management element:
“1 suspect it has more influence with time because when it started with a blank
sheet of paper you had amost got complete freedom. And clearly we now fit into
what is called more of a corporate feel about it ... there is more and more in terms
of the data capture and some elements of that through running the programme
through CRISP | guess is the setup of a strong element of the management now.”
P2R11
Notwithstanding this, it was believed by many that a significant amount of knowledge
and information was recorded in the system which was advantageous if staff left the UK
NISP, as it minimised the knowledge loss from staff turnover.
“A lot of the knowledge is starting to be captured within the CRISP so one or two

people leaving the programme. Their knowledge is being properly captured and
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recorded within the system. Again | don’t know how effective we are in capturing

that knowledge and capturing that information. If it is done properly then that

system can overcome some of the issues of staff turnover.”

P2R06

The fact that CRISP was an internet tool was identified as a particular weakness by one
research participant who commented:

“1 would say if the internet goes down, we are stuffed. If we lose connectivity to

database, a lot of work we do doesn’t quite ground to the total whole. We do not

have anything on the system if the internet is disconnected. If the internet is down,

we can only do asmall fraction of what we would do normally.”

P2R06

Although some research participants regarded CRISP positively, most were unhappy
using it. It is interesting to note that support for CRISP was particularly evident from
research participants who were part of the UK NISP central team or the ISL. In contrast,
other delivery partners were not particularly positive about its use. This observation
indicates that the use of CRISP was particularly beneficial in capturing data and
enabling the UK NISP central team to keep track of the projects (particularly when staff
left the regional team or where the delivery contract with the regional team was
terminated). Additionally, capturing data for monitoring and reporting purposes and
ensuring consistency among regiona reporting have been identified as important
reasons for the UK NISP central team to motivate regional teams to focus on CRISP.
The ease of knowledge transfer, from one region to another when using CRISP, has also
been emphasized by some research participants. The main points of criticism of the
regional teams were the time and resource constraints and the resulting distraction from
the identification of real synergies, based on IS principles, to achieve and report landfill
reduction, by any means possible.

6.2.4 Strategic support in leading discussion with funding bodies

Leading funding proposals and discussions was seen as a vita role of the UK NISP
central team, as one research participant commented:
“There is support there if needed, e.g. the discussion with the funders; he istaking
alead role on that. He is great and | am there if they need something to go in on

local level, he will then say that he is our regional co-ordinator. But the difficult
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discussions about how much money and what they should expect that is being
taken by XYZ.”
P2R06
“1 think the key thing is funding basically so the contracts for the delivery;
Yorkshire Forward contracts are arranged by XYZ. So the funding streams
fundamentally come through them and in some cases we work jointly to make
contributions to the work that XY Z has done to secure those contracts.”
P2R11
The above quotes are extracted from the interviews of research participants who had
been part of the UK NISP since its conception. No other research participants from
consultancy organisations (that were contracted to the UK NISP delivery) or otherwise,
saw the UK NISP as being a support provider in securing funding, as most of them
regarded the UK NISP as their client:
“Interms of the ISL ..., from Scott Wilson's perspective they are the clients.”
P2R02
There was a clear indication that discussions to secure funding were led mainly by the
UK NISP central team across the UK. This involvement is also addressed in Chapter
Five and again, the evidence available to this study suggests that the UK NISP central
team played a key rolein leading the funding discussions.

6.3 Reflection on the UK NISP delivery strategy — geographical context

The UK NISP began operating in a very unique way, led by businesses and supported
by the regional EDASs, which subsequently give rise to aregiona level of coordination
and delivery. The programme’'s growth then resulted in the development of a strategy
that facilitated the delivery of the programme’s objectives across the UK. The
geographical context of the coordination and delivery strategy is the focus of this

section.

Geographical context was significant to the successful delivery of the programme’s
objectives and has significant importance in the ream of IS. The UK NISP's strategy to
coordinate nationally and deliver regionally, is unique when compared with the
approaches used previoudy. Although, regiona deivery dominated the deivery
mechanism it actually developed further to include delivering its objectives nationally,
engaging nationally with organisations operating in more than one region, developing
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inter-regional synergies, delivering on sub-regional or local levels and engaging at
industrial park / estate levels, where appropriate and, or feasible. The UK NISP has,
therefore, grown to include additional delivery mechanisms which have made the
organisation more effective and efficient. This section explores the views of the regional
co-ordinators / practitioners to evaluate whether they find the UK NISP delivery
mechanism to be effective and investigates their opinions concerning the best way to
deliver the UK NISP.

6.3.1 Regiona delivery

Regional delivery of the UK NISP's objective was implemented at the programme’'s
conception stage. Interestingly, al research participants considered the adopted regional
delivery to be one of the key strengths of the UK NISP delivery mechanism which was
considered to be overall, a better and unique approach. In contrast, most other national
delivery organisations (similar to the UK NISP) were perceived to be less effective.

There were a number of reasons why research participants felt that focusing on
individual regions was the best approach for the UK NISP delivery. These included:
funding arrangements; particular industry sector within regions; the need for closer
geographical ties to businesses; learning and adapting from other regions; better ties
with the regional development agencies and their agenda; the possibility to align the UK
NISP objectives with the regional strategy, and as such, a greater possibility of
receiving support from regional bodies; less chances of the EDASs trying to provide
similar services; and, the need for regional knowledge to understand what businesses
expected from the delivery bodies. Some of these areas are explored further in the
Sections below.

6.3.1.1 Better tieswith (regional) economic development agencies

Prior to its national funding, the UK NISP initially relied on EDAs. Although this
situation has recently begun to change, there are still regions where the UK NISP is able
to secure additional funding from the EDAs and/or there is potential for the UK NISP to
secure additional funding from the EDAs. The EDAs became interested in the UK NISP
because they have their own economic development targets to meet within the region

and the UK NISP activities have the ability to help them achieve some of these. In order
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to convince the EDAs to fund the UK NISP, or to continue the existing funding for
longer term and thereby receive support (including referrals) within the EDA network, it
is crucial for the UK NISP to have aregiona presence in order to form better ties with
EDAs.
“1 think NISP regional structure is a real strength. It gives regiona presence.
Better tie with Regional Development Agencies which has got significant
networks and a so funding and resource.”
P2R07
There is adso a need for the UK NISP to fit within the realms of the regions EDA
strategy so that it can demonstrate its ability and commitment in achieving regiond
economic devel opment targets.
“1 think that the regional basis is fundamentally because you need to be because ...
then you are linking with regional developmental agency at that level and their
agenda. So if you are looking at strategy and we have got some discussions going
on, eg. bio-fuels and that is a regiona strategy thing. So the shape of the
programme needs to fit to the shape of that key delivery mechanism. ”
P2R11
Another point made by one of the research participants was that the regional presence of
the UK NISP resulted in fewer opportunities for EDAS to launch a similar service, as
well as the rather positive position of the UK NISP leading on IS initiatives.
“The other good thing about having a regional structure ... Having lived in RDA
they are hungry empire building organisations. If they see a gap in the market
which has not been provided, they will fill it. And the fact that NISP has regional
teams, regional structure, means they are less willing to provide a similar
resource. Now one or two regions they have done that already like East of
England. But another which are a bit behind the game. As long as we keep close
to RDAs and show them how we are regionally focused that will prevent them
exactly what we are doing.”
XYZ
The above quote illustrates an important point regarding the need for the UK NISP's
existence alongside EDAs which have the ability to deliver IS services to businesses.
This point is closely linked to scepticism felt about the existence of the UK NISP in
Chapter Five.
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6.3.1.2 Understanding of a region, itsindustry and businesses needs

In order to pitch to regional businesses and to deliver the programme according to their
specific needs, research participants believed that having an understanding of the
regional context and the industry sectors that dominate the region were absolutely
necessary for the successful delivery of the UK NISP programme by its co-ordinators
and practitioners. Regionally focused delivery would therefore provide adequate
opportunities for the UK NISP co-ordinators and practitioners to learn about the region,
industry sectors and gain an understanding of the industry’s specific needs. Research
participants advocate that:

“You do need to have the regional knowledge to understand what the businesses

want from you. By putting aregional team in place you can actually deliver what

the business wants.”

P2R10

Furthermore, one research participant asserted that local knowledge could not be
substituted:

“Sometimes it is a case of driving past a big factory that you didn’'t know was

there. You will never find it just by looking on Google and then it would be too

desk based and research based. You can’'t rely on internet for everything. You

have to exactly know what is in your patch. A loca knowledge does not have a

substitute really.”

P2R03

There were research participants who also believed that putting regional teams in place
(who have a better understanding of how things work in a particular regional setting)
would be beneficial in developing relationships with regional organisations and working
effectively with peoplein that region.

It was also considered important that closer geographical proximity to regional

busi nesses would provide the opportunity for improving relationships, asisillustrated in
the quote below:

“So going in the level that is significant within the industry that is important

within the region. | am not saying that it will not happen if we have headquarters

in the middle of England but it is going to be more difficult to get that connection.

... this programme is outward facing programme. It is not about what we do within

the programme that matters, it is about what we do talking to the industry. To that
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extent we have to be out there close to the people that matter and these are the
people who have waste and who have other issues. We need to talk to them, we
need to visit them and we need to keep in contact. Again if you are centrally based
organisation you can do that to some extent but | don’t believe that you can do to

the same extent as you can if you are close to them geographically.”
P2R06
In summary, in the research participants' opinion, some of the elements that supported
regiona delivery were good local knowledge of the region and its dominant industrial
sectors, understanding the needs of the businesses in the region and the need to be

geographically close to them in order to promote rel ationships.

6.3.1.3 Opportunity to learn and adapt good practice from other regions

Another important element which supported regional delivery was the possibility for
inter-regional learning and the sharing of best practices. In addition, national
coordination of the programme provided the necessary infrastructure and support to aid
the learning process. The importance of regional delivery in creating a culture of co-
operation, learning and adopting best practicesisillustrated through the quote below:

“... NISP is being UK-wide programme. It allows you to interface with the other

regions. Pick up from what other regions are doing, take ideas; take best practice

those working elsewhere; take templates for meetings; take all sorts of stuff. And

rather than having to think it for yourself from scratch, you just have to pinch

ideas that work and you use them. It is very blatant. If it works somewhere else

then why it shouldn’t work here.”

P2R06

Additionally, most research participants were positive about the potential opportunities
for inter-regional synergies:

“It is the strength and of course there is always a need to have a central

coordinating body like NISP Core in Birmingham to oversee what’s happening in

al the regions and facilitate migration of learning and provide an element of

coordination in certain cases where we need to sort of take migration of resources

across regional boundaries and things.”

P2R07

The regions appear to be clearly reliant on having a nationally managed programme to

facilitate the inter-regional efforts. Another research participant also asserted that it is
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crucia to have a national programme covering al UK operations, including realising
inter-sectoral synergies:
“we now have a national programme covering al of the UK operations. That aso
identifies other opportunities which are good cross-regional synergies...”
P2R10
In this section, the importance of national coordination has been highlighted. However,
this topic was explored in more detail in Section 6.2, where the usefulness of national

coordination and delivery is evaluated.

6.3.1.4 Resource limitations

One of the other reasons for supporting regiona delivery relates to the resource

limitations associated with the UK NISP programme. Many research participants

believed that having a regiona deivery mechanism was beneficia. However, the

occasional need to understand the sub-regional level was also considered important. The

use of part-time business associates in sub-regions was proposed by a number of

research participants in addition to the team of co-ordinators and practitioners in the

region (similar to the hub and spoke model) however majority of them raised concerns

about the level of available resources. Thisisillustrated through the assertion made by a

research participant:

“we will have core team in Edinburgh but we will identify practitioners not

necessarily full time may be half time practitioners in the west of Scotland, North

East of Scotland and possibly the North West. ... It will be more effective because

if I have everybody based here in Edinburgh we will still be concentrating on the

central belt. If 1 will have somebody in Aberdeen, the Highlands and the Islands,

West Coast of Scotland, they will find it much easier to visit companies, spending

less time travelling around and more time talking to people. They will probably

have their feet on the ground in terms of knowing what is going on locally. Yes, |

think that will probably work well but to do that all we need a team bigger than

what we have at the moment. With just 3-4 people | think spreading them around

the country would not be sensible. 3 or 4 people in the central team and 2-3
people on part time basis; yep, | think that will work.”

P2R06

According to some of the research participants', a sub-regiona delivery mechanism (if

integrated well with regional delivery) could also have been effective, although
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limitations related to funding and the availability of resources restricted this possibility.
Although, an important aspect of the sub-regional delivery mechanism has been
highlighted in this section, it will be explored in more detail below (Section 6.3.3).

6.3.2 National coordination and delivery

National coordination and delivery involves a number of the activities undertaken by
the UK NISP central team. These include strategy development, involvement in
discussions and negotiations to secure funding, mentoring and advising regiona teams
through national programme managers, delivering at the national level or organising
delivery for businesses which operate in more than one region through NPT,
coordinating inter-regional synergies, and facilitating knowledge transfer among
regions. It is inevitable that most of these UK NISP central team activities were
explored earlier in Section 6.2 to demonstrate the support and resources that were made
available from the UK NISP central team. However, the aim of this Section is to present
an understanding of the importance of having a national coordination and delivery

mechanism and how it integrates with the overall strategy.

6.3.2.1 National Practitioners team

Following the launch of the UK NISP at the national level, it became more widely
recognised by businesses. Interest from businesses which had operations in more than
one region was inevitable, given the excellent publicity efforts of the UK NISP. On the
one hand, it was a matter of pride and success for the UK NISP to be able to deliver
their services to such large organisations. However, there was aso reluctance by these
organisations to deal with the UK NISP in every region, because of the centralised
nature of decision-making and the limited authority among the regional managers to
make any strategic decisions relating to the overall business strategy. This difficulty was
first noticed by the researcher himself during the PhD fieldwork and a solution was
proposed in the International Society for Industrial Ecology (ISIE) conference in 2007
during a presentation focused on the delivery strategy of the UK NISP.

The UK NISP central team devised an NPT, which was aimed to complement the
regional teams in their engagement of multi-regional organisations (at senior

management level). One member of the NPT commented on itsrole:
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“we are a resource that could be called upon, anywhere in the country, because
basically the people that we are looking to deal with are big, either big, multi-
regional companies, or people that have operations in more than one region”
P2R12
Another research participant from a regional team also believed that it was an
appropriate approach to deal with large corporations at national level:
“There might be a large number of companies like large corporate like Tesco and
people like that who would be better having a hold at a national level but a small
number may be top 20 blue-chip companies for example, it will be more
appropriate to handle them nationally rather than at a regiona level. | think the
way NISP goes about that works tremendous. ”
P2R07
Moreover, another important reason for having a NPT was considered to be the
possibility of better opportunities and larger projects when engaging at Head Office
level, whereas the managers at regional level have to receive the decision from the top:
“if it would have been aregional guy, you would have just had your regional way,
which is good, but if you can get the head of recycling involved, you talk about
bigger projects and bigger things. This [regional] guy will still have a problem,
until he gets the decision for the top, cannot move forward. So we just go straight
to the top, as much as we possibly can, so people who we tend to deal with, you
know are the national directors, the managing directors and will have you.”
P2R12
Research participants believed that multi-regional businesses may find it hard to deal
with people in different regions. Moreover, the skill-set within regiona teams would
only have alimited capability to assist such organisations.
“the advantage to the big companies that are dealing with National Team [is that]
... we'll coordinate that work so they don't have to deal with twelve different
people and get twelve different reactions and twelve different, you know, skill-set
and everything else, you know because at the moment we're dealing with sort of
keeping within our own areas of expertise so when they come and talk to us then
they’re talking to somebody who knows what they're talking about rather than
perhaps going into a region and they might go to ... a region who doesn’'t have
anybody with AD [anaerobic digestion] experience, for instance and they might
not get avery rosy glow”
P2R12
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Although, the NPT was viewed positively by most research participants, and regional
co-ordinators were supportive of the national team’s involvement, there were certain
issues highlighted by research participants, which they considered were making the
process difficult. One of the key issues that emerged in the early stages of introducing
the national team as the 13th region, was the regional teams concern that the outputs
arising from the participation of multi-regional businesses would be clamed by the
NPT, regardless of the fact that regional teams may have been working with these
businesses prior to the NPT involvement. One research participant highlighted this
difficulty:
“1 mean we started off... we were going to be in the 13th region, | mean we were
going to operate in that way. ... | think because we didn’t want this competition
for resources. The National Team is only going to work if we work with the
regions and not take resources from them ... Because they’'re charged with
delivering tonnage ... so if we were to come in and then take resources out and the
National Team claimed the resources, claimed al the outputs, we're not going to
get the back-up from [regional teams].”
P2R12
Given the difficulty associated with creating the 13th region to deal with multi-regional
businesses, the NPT’s function was changed to one of coordinating the projects and
identifying resources among multi-regional businesses. Its role aso included passing
resources to the respective regional team(s) to better utilise the resources within their
regional network and claim the outputs based on the proportion of resources used in
Synergy.
“S0 to make that relationship work yeah, al right, we'll pass it over to the region
to say look we've got 200 tons of this stuff here and we've got 300 tons of that
stuff, there's anything you could do with it? So give them a couple of months to
have alook at it, if they can't do anything with it then as a National Team, we'll
start to look further ... and saying is there anybody else out there who can do
something with it?’
P2R12
After these dternative arrangements were introduced, there were ill some
disagreements between the regional teams and the NPT with regard to the output
claims, unclear arrangements as to who should lead a project and the extent to which
regional teams were expected to be involved in these projects. Overall, the NPT was not

a huge success. However, research participants were generaly positive about the
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presence of a central coordinating body which provided oversight of operations across
the country, including the provision of support and acted as a ‘virtual’ pool of resources
and skills that could be used during a particular project. The role of the central
coordinating body in assisting with inter-regional synergies was also seen as crucia to
the success of the overal programme. Despite these views, research participants
believed that these arrangements were only possible where regional teams were not
overpowered, as was experienced in the case of NPT.

6.3.3 Opinion on sub-regiona (micro-managed) level delivery

Although regional level delivery was considered to be the research participants
preferred method, it is apparent that sub-regional delivery was not being completely
discarded. The UK NISP central team did not state whether or not to approach delivery
on a micro managed level. Some research participants supported the micro managed
delivery approach, whereas others did not believe it to be effective. Factors that
appeared to influence their opinion on the use of micro managed delivery included the
existing infrastructure, regional logistics and resources available to each regiona team.
The positive opinions expressed by research participants concerning the micro managed
delivery approach included the division of practitioners area of work into sub-regions,
focusing on the micro level to find solutions within a closer proximity, better
connections with geographically close businesses, and the use of micro levels in order

to satisfy specific sub-regional agenda.

6.3.3.1 Focus on sub-regional delivery Vslack of resources and funding

There were many regions where delivery was approached sub-regionally, or where there

was a desire to approach it sub-regionaly under regional coordination. Practitioners

were given responsibility for particular sub-regions to ensure that most of the region
was served, as explained by one research participant:

“You can may be possibly even go certainly smaller because and as our region is

split into three: ... So you could may be have 3 separate networks there with one

may be with one member of staff to look at. ... we each had our own sub-region in

our region and then we could bring it together in one. | am also looking at smaller

scaleslooking at industrial estates. ”
P2R04
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The evidence available to this study suggests that delivery within the regiona delivery
model was approached sub-regionally as well as on an estate level, within some of the
regions. Others adopted this approach dlightly. One of the research participants was
particularly enthusiastic about having a regional team and business associates that
covered sub-regional areas. The concept of using associates was to involve experienced
individuals with local knowledge, perhaps on a part-time basis. The following quote
illustrates the vision of one research participant:
“It will be more effective because if | have everybody based here in Edinburgh we
will still be concentrating on the central belt. If | will have somebody in
Aberdeen, the Highlands and the Islands, West Coast of Scotland, they will find it
much easier to visit companies, spending less time travelling around and more
time talking to people. They will probably have their feet on the ground in terms
of knowing what is going on locally. Yes, | think that will probably work well but
to do that all we need ateam bigger than what we have at the moment.”
P2R06
However, issues regarding adequate levels of resources and funding appear to be a key
difficulty in the adoption of this type of delivery model. The quote below clearly asserts
this point:
“1 think there are pros and cons in taking IS into a more micro managed level so
as an example may be going in and having sort of sub-regions within our own
regions as an example but that comes back to how do you resource that and the
funding that would be required to do that. So | personally think based on the
funding that we have and the other mechanisms in place that we have the most
appropriate delivery mechanism.”
P2R02
However the idea from the above quote (by the research participant P2R06), of an
extended ‘hub and spoke’ model appears to have been an effective form of delivery for
organisations such as the UK NISP, from national to regional level, right through to
sub-regional level. This would perhaps allow a better understanding of how the UK
NISP and similar organisations might approach the effective delivery strategy of a
nation-wide programme. Given the importance of the delivery strategy for the UK NISP
type of organisations, thistopic is thoroughly discussed in Chapter Seven.

6.3.3.2 Finding local solutions Vs difficulties with knowledge transfer

172



A number of research participants were also positive about the sub-regional approach as
it was considered necessary to find available solutions that were located in geographical
proximity. However, rather than replacing the regional delivery, it was seen as away to
complement the regional delivery. Research participants stated that they:

“try to look for solutions as close to the business as possible. So the regional level

project, some of the work we do is split down to sub-regions anyway so you

always look within closest proximity for the solution. But if you broke it down

further you probably would not have scope of solutions to be able to deliver

because you need to know wide about what’s going on really.”

P2RO1

It is interesting to note that sub-regional delivery is believed to be very useful in order
to satisfy some IS principles. However, it is also apparent that any further micro
arrangements may be detrimental to successful delivery, as it may result in eyes being
taken off the bigger picture. Additionally, some research participants also believed that
sub-regional delivery might restrict knowledge transfer within the region:

“We did have a sub-regional breakdown. We found that did not work as well

because once one individual worked with a certain company in a certain industry

he gained skill and knowledge which he could apply to a similar company in a

similar industry. By being regional we were building on that accumulating

knowledge. So really the right person needs to go to the right business wherever

they arein the region. It is partly regional and partly sector.”

P2R03

It is also interesting to note that having a sector focus approach to delivery was also
mentioned by the research participant (in addition to the geographical context of
delivery). This view is in line with other arguments on the impact of the delivery
contracted out to consultancy organisations in certain sectors. This topic is explored
further in Section 6.4.
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6.3.3.3 Better ties with businesses Vs unequal business spread

Another important reason to support sub-regional delivery of the UK NISP was the need
to be closer to the people that matter (i.e. business people who either have a by-product
from their processes or who need a by-product for their processes). One research
participant had very strong views on creating stronger ties with local businesses:
“we have to be out there close to the people that matter and these are other people
who have waste and who have other issues. We need to talk to them, we need to
visit them and we need to keep in contact. Again if you are centraly based
organisation you can do that to some extent but | don’t believe that you can do to
the same extent as you can if you are close to them geographically. ”
P2R02
In a preceding Section, the idea of having an improved relationship with local business
people links well with the earlier proposal to use associates with unique local
knowledge. However, one issue highlighted, related to the example where a region has
an enormous geographical area, or the businesses were spread unequally with regard to
their size, sectors and volume. In which case, sub-regional delivery would be extremely
difficult to achieve:
“| think for the Southwest what the current system is — is the best system because
under the methodology of delivery it is difficult to justify changing that
management structure because if you divide the southwest for example, let’s just
say divide the SW for better management; suddenly there are 98% SME
businesses that employ less than 10 people. Now one of the outputs is over
100000 tons of waste to divert from landfill. Very very difficult to subdivide the
SW to achieve those outputs from very small businesses. So as a programme in
the SW we deliberately focus on the big industrial areas.”
P2R08
The key barrier that has emerged regarding the sub-regional operation of the UK NISP,
appears to be their requirement to achieve significant landfill diversion targets which
would be impossible if focus was placed on all sub-regions, due to the unequal spread
of industry, or large geographical area. This also illustrates the inequity in the amount of

support offered to small businesses, although thisis apolicy issue.
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6.3.3.4 Satisfying the needs of a specific regional agenda

A number of sub-regions were identified having specific agendas due to the different
nature of their funding arrangements. For example, South Yorkshire is an ‘Objective
One area due to its lower GDP (75% below the EU average) and therefore it receives
EU structural funds support to restructure the declining industrial areas and agriculture.
As a result, areas like South Y orkshire have a specific need to be managed at micro
level, so that it fits within the overal strategy for the sub-region. One research
participant proposed the need of a sub-regional delivery for such areas:
“There are specific things linked, e.g. South Y orkshire, objective one areg, it has
got its own uniqueness so unique that you need to manage that on a sub-regional
basis. And some of our targets are based on that. | think that the regional basisis
fundamentally because you need to be because ... then you are linking with
regional developmental agency at that level and their agenda.”
P2R11
The need for sub-regional delivery was justified by the research participant in these
specific cases. However, delivery on aregional basis is still considered fundamental in

order to maintain the link with the EDAs and their overal strategy for the region.

6.4 TheUK NISP delivery strategy —direct delivery Vs contracted delivery

The UK NISP commenced delivery of the programme in three different regions, with
the three following approaches: (1) delivering directly (i.e. delivery managed by the UK
NISP central team or ISL directly); (2) delivering through a consultancy organisation;
and, (3) delivering via an academic/research ingtitution. Since the UK NISP was
launched nationally, delivery was contracted out to consultancy organisations in most
new regions. All the approaches to delivery continued, athough changes were made
according to the availability of funding and performance of individual regions. The
advantages and disadvantages of each of these approaches have been covered in this

section to explore why the UK NISP employ different programme delivery strategies.
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6.4.1 Consultancy organisations and the UK NISP

The UK NISP was deivered predominantly through consultancy organisations,
including Scott Wilson, WSP, Link2Energy, ThirdWave, etc. as one research participant
commented:
“avast mgority of the other programmes athough not necessarily a multinational
engineering and consultancy, a lot of them are consultants within that or in
smaller group.”
P2R04
Some of these consultancy organisations were also contracted out to deliver the
programme in more than one region. Most research participants, from the contracted-out
delivery regions, believed that there were mutual benefits involved in these
partnerships. A number of the key advantages, for both the UK NISP and consultancy

organisations, have been pointed out by research participants.

6.4.1.1 Raising profile, opportunities and sector focus

Being involved with the UK NISP (and the ability to raise their company profile) was
seen to be a mutualy beneficial element of the partnership between consultancy
organisations and the UK NISP. Consultancy organisations were able to demonstrate
their commitment towards the environment and/or sustainability by working together
with the UK NISP and thus raising their profile. Additionally, there were further
opportunities for the consultancy organisations working with the UK NISP, in addition
to generating revenue for the organisation, as some of the quotes below illustrate:
“1 suspect Scott Wilson’s reasons for getting involved were not just because it just
an another piece of contracted work, there is a huge opportunity here for Scott
Wilson to position itself as a leading support organisation to delivering some of
these business benefits outside NISP and within the framework of the
programme.”
P2R0O2
“as an environmental consultancy it is good for the profile of WSP to be involved
in this kind of project. They are aso getting growth as a company in terms of the
personnel and they are able to bring people in to do NISP which then go on to
become consultants in WSP. So they are getting to grow their business as a result

and it isgood for any consultancy to have that kind of recurring revenue.”
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P2R03
“It benefits Scott Wilson because clearly when you are bidding for work it is
helpful to suggest that we are associated with NISP programme and we have
started to input NISP criteria should we say in our bidding process”
P2R07
Similarly, delivering through consultancy organisations also helped the UK NISP to tap
into the consultancy organisation’s network base and raise its profile, as illustrated
through the assertions made by several research participants;
“WSP aso does quite a lot of promotion for NISP programme to get them the
publicity.”
P2R05
“1 mean it’s beneficia for NISP because we are more likely get linkages for large
tonnages for projects in construction industry with which Scott Wilson isinvolved
with.”
P2R0O7
It is very obvious from the research participants’ views, that consultancy organisations
benefitting by working with the UK NISP, as it raised their own profile, generated
revenue, and the potential for more opportunities and business growth. Whether the UK
NISP benefited equally from this relationship is an important question that ought to be
addressed. As research participants commented, as well as gaining publicity through the
consultancy organisations networks, the UK NISP was able to benefit by claiming
outputs for the waste diverted from landfills by the consultancy organisations
networks. However, most of these consultancy organisations focused on the sectors that
they themselves were active in, rather than attempting to identify synergies in other
sectors. For example, one research participant commented:
“WSP in turn can offer NISP programme through their construction work and so
forth, alot of industrial symbiosis activity.”
P2R08
Furthermore, one research participant from another consultancy organisation working in
partnership with the UK NISP also believed that the focus of the consultancy
organisations, when working on the UK NISP project, would be on the specific sectors
they are linked to or have arelationship with:
“| am sure that the links that we have, the information that we get, the relationship
that we build with regiona stakeholders and obviously feeds into some of the
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decisions that we make in terms of who we engage with, how we take the
programme forward, which particular sectors we are looking to engage with.”
P2R0O7
The above quotes indicate that one key reason why the UK NISP used consultancy
organisations to deliver the programme was to be able to tap into and claim large
tonnages through the projects that these organisations were involved with (e.g.
construction and demolition waste). Whether the tonnages claimed were genuine (i.e.
whether or not the by-products would have been landfilled) in the event of no
involvement of the UK NISP is a crucia question? This important aspect of the UK
NISP s strategy will be discussed further in Chapter Seven.

6.4.1.2 ‘Virtual’ pool of resources

In addition to raising the profile and generating opportunities for both the UK NISP and
consultancy organisations, having a ‘virtual’ pool of resources was advantageous to the
UK NISP and its practitioners. Given their size, consultancy organisations had ample
resources (in terms of skills and human resource) in most of the required areas in order
to handle any UK NISP projects. Although, there were limited resources employed by
the consultancy organisations to undertake the UK NISP projects, there was always
additional support available in the form of the ‘virtual’ pool within the consultancy
organisations. Individuals with a particular skill-set could be invited from within the
organisation if there was a need for a particular skill-set to handle a specific UK NISP
project; thus reducing the effort and expenses on part of the UK NISP to bring in such
resources. Most research participants belonging to consultancy organisations contended
that it would not be strategic for the UK NISP to deliver the programme directly
throughout the country. For example, one research participant commented:
“For NISP, it enables NISP to deliver the national programme. Without partners
and | think it won't be very strategic in terms of resourcing and that is the main
reason for going to support partnersin the first place redly. It is probably less risk
for them. They are not bringing in their own staff to work on a single project
only.”
P2R01
It was further asserted by another research participant that there are significant resource
benefits attached to the UK NISP contracting out delivery to large consultancy
organisations:
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“It obviously has the expensive resources to call upon not just within the
individuals charged with delivering the programme but as | spoke to you earlier
about this concept of a ‘virtual’ pool. Scott Wilson has about 3000 employees in
the UK that we can call upon.”

P2R02

6.4.1.3 Facilitation and consultancy

One issue that came to light during this study related to the differences between
facilitation and consultancy. Most people employed on the UK NISP projects at
consultancy organisations were consultants. These consultants found it difficult to
understand the actual differences between consultancy and facilitation. It was contended
by one research participant that practitioners were not aware of what facilitation
involves and what they should, or should not do, during the facilitation process.
“there is a bit of a blur as to what constitutes facilitation and what constitutes a
consultancy.”
P2R07
In addition criticism came from research participants regarding the approach the UK
NISP suggested they take when undertaking the UK NISP projects:
“Yet in order to close out synergies, it is evident that you can't just bring two
people together in a workshop, respect them to go away and make something
happen all on their own. That’s the kind of feeling that NISP had.”
P2R0O7
In regions where consultancy organisations were delivering the programme, there was
evidence of alack of suitable training being offered to practitioners. This indicates that
the UK NISP central team was relying too heavily on the consultancy organisations
used to deliver the programme, without providing basic training on how it should be
delivered. One research participant raised the concern that they required a better
understanding of the facilitation process and that practitioners should be trained before
they embark on UK NISP projects.
“1 think we do need to have afuller understanding of what facilitation involves so
we can explore that to our co-ordinators. And certain practitioners do not know
what they are supposed to do and what they are not before their fingers get burnt.”
P2R0O7
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Despite the many benefits as considered above, there were issues in the partnership with
consultancy organisations. These issues included having a specific focus on sectors in
which consultancy organisations were active, an over reliance on consultants from
consultancy organisations to deliver the UK NISP projects without offering adequate
training and consultants' limited knowledge of IS concept. Furthermore, issues were
identified, particularly in the delivery contracted out to consultancy organisations, as
consultancy organisations had their own working manner, whereas the UK NISP had
been pushing its own system, which included requests for random data reporting,
resulting in significant confusion for consultancy organisations:
“It negatively impacts, ... , we are requested by so many different people from ISL
for many different reports and different pieces of information and you get it from
that person, that person, that person and it gets confusing. Are we asked to do all
these things at once by all those different people, why isthis?”’
P2R08
There was a feeling among the co-ordinators and practitioners in the consultancy
organisations that the UK NISP is a client and that the consultancies are just delivering
a service on their behalf, in return for a payment. This perception appears to have
resulted in reduced commitment from the consultancy organisations when compared
with the direct delivery by the ISL in some regions. There was aso concern regarding
the compulsory systems that the UK NISP central team expected al UK regions to use.
These points have been illustrated through the assertions made by severa research
participants:
“Interms of the ISL, ..., from Scott Wilson's perspective they are the clients. Then
obviously yes, that’s the biggest external influence how we deliver the programme
because essentialy they are the clients to which we are answering and to which
we are delivering a service on their behaf. They obviously have some clearly
defined ideas on how the programme should be delivered.”
P2R02
“The core team influences our way of managing the programme because they
introduced compulsory systems as they want to see them used as a pilot to their
contractual agreement. It does influence our performance.”
P2R08
“Probably the only complexity is that we are trying to use the system that is being
developed elsewhere, and it is not as easy to use as our systems ourselves.”

P2R09
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6.4.2 Direct delivery (by ISL)

Another important delivery mechanism identified in some regions included the UK
NISP central team managing the delivery of the programme itself. Overall coordination
in these regions was undertaken by members of the UK NISP central team involved
with the UK NISP from the conception stages. At this level, there were signs of strong
relationships between the co-ordinators and senior members of the UK NISP, due to
their early involvement in the programme. One of the research participants stated that:
“It is a mutually beneficial relationship. Myself and XY Z being here since June
2003. So we had a long standing relationship with all the people who were there
from the very beginning. | found it very comfortable to pick the phone up to speak
to XYZ or XYZ or to discuss things through or to bounce emails round about
what we are thinking in terms of the strategy and they give very good feedback on
that.”
P2R11
In contrast to the contracting out delivery method, by delivering directly regional teams
have to rely on their own resources and skill-set in the region and within the UK NISP
central team in order to raise their profile and develop their membership base. In this
approach, focus on particular sectors has been very much reliant on the skill-set of the
practitioners and co-ordinators within the regional team. However, they appear to
receive full support from the UK NISP central team to enable them to deliver the
programme, which was not the case where delivery was contracted out to consultancy
organisations, as one research participant commented:
“1 had fantastic support from the core team. People like ... has been up. At the
regular regional co-ordinators meeting, they are very accessible. | would say | am
probably on phone to Birmingham 5-10 times a week, taking to people, telling
them what 1 am doing and making sure that | have got the latest, eg. the
presentation that | am doing tomorrow ...”
P2R06
No particular issues were identified in the direct delivery method as most decisions
were taken and systems were gradually developed after consultation with most ISL
staff. Furthermore, they were fully aware of the IS concept and the facilitation skills that
were required to deliver the programme. However, the staff at the consultancy

organisations working for the UK NISP did not feel the same way as they were either:
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(1) treated differently by the UK NISP central team; or, (2) they did not consider

themselves to be part of the UK NISP, as the quotes in the previous section illustrate.

6.4.3 Partnership with universities and other public funded bodies

In addition to delivering directly and through consultancy organisations, there were
some regions where delivery was contracted out to research institutions and to public
sector bodies already delivering a similar service. The UK NISP's relationship with
both these types of organisations was seen as mutualy beneficial. Most research
participants agreed that it was beneficial for them to be linked to a national programme
and to raise their profile. Furthermore, involvement with the UK NISP generated good
revenue, enough to enable them to sustain more than half of their staff, as well as
allowing diversity in their portfolio of services. For example, one research participant
commented:

“Money isto start off with. CLEMANCE gets alot of cash from NISP. Clemance

get the benefit by getting in the forefront of the programme and get the funding to

pay for nearly half the staff requirement. So it gives us some good options with

the diversity.”

P2R04

Furthermore, there was consensus among research participants that these relationships
were mutualy beneficial. Both the University setting and the public sector bodies -
already delivering similar services - were considered to be more effective compared
with the consultancy organisations delivering the UK NISP services. Research
participants believed that these types of organisations either had prior experience of
delivering similar services (in the case of public sector bodies) or had better knowledge
of what the concept was about (in the case of research institutions) and how the
facilitation process could be approached. This view contrasted with that of the views
regarding consultancy organisations which struggled to deliver the UK NISP services
effectively. In response to the question why a research institution was chosen to deliver
the UK NISP services, one research participant said:

“Because it was beacon of ISL. It was the only currently active ISL region. It was

the shining light. There was no one else who could have come close to the

knowledge of what the concept was about.”

P2R04
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A greater understanding of the IS concept was the key advantage in these relationships.
Furthermore, since these organisations were not serving a particular sector, they
appeared to be open to al sectors for the development of genuine synergies. On the
other hand, consultancy organisations focus was predominantly on generating
synergies within their own business domain. However, the possibility for a ‘virtual’
pool of resources and skill-set was very similar in al the delivery organisations, as most
of them had alarger workforce than the one actually employed for the UK NISP project.
Moreover, skill-set from various different sectors could be utilised, as and when

required.

The only issue raised by these organisations included changes experienced during the
growth of the UK NISP when much more focused target reporting was introduced and
absorbed a large proportion of the practitioners working day, thereby restricting their
time to actually perform the work.
“You go and here is the money, these are your targets, here is your contract and
now we don't mind how you do it using the general principles of IS but the
targets, and obviously now saying that there are some underperforming regions.
ISL has decided then to tighten up and much more focused targets reporting
which just take up alot of the time at the end of the day. | think that’s the way that
it has changed really. It has become much more of a sales environment.”
P2R04

6.5 Regional teamsand their experiences of delivery

This section comprehensively explores the skill-set and roles of regional co-ordinators
and practitioners and their experiences of delivering the UK NISP services to business.
The experiences explored include approaches used to make businesses aware of the UK
NISP services and to motivate them to participate in the UK NISP projects. It also
focuses on the type of projects undertaken by regional teams and the barriers faced

during synergy projects and how these barriers were overcome.

6.5.1 Management and leadership in regiona programmes

The role of the regiona co-ordinators is explored in this section, and includes
interaction with the UK NISP central team, strategic development of the regional
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programme, managing and leading the team (training, delegating, etc.), financia
management, set-up and running of events, public relations and marketing, setting
priorities and achievement of targets, working as a practitioner, managing and reporting

data and facilitating knowledge transfer across regions.

6.5.1.1 Interacting on contractual issueswith the UK NISP

There are differences in the way each of the regional programmes were managed, with a
distinct diversity in the regions managed by consultancy organisations. Although all
regional teams were managed by the regional co-ordinators, UK NISP contractual
issues were dealt with directly by central project managers within the consultancy
organisations. However, in the case of deivery through other partners, e.qg.
University/similar delivery bodies, or in the case of direct delivery by the UK NISP
central team, of the majority of these issues were dealt with by regional co-ordinators.
One research participant who works for a consultancy organisation commented:
“...some of the interaction on contractual issuesis done through our central project
manager within Scott Wilson.”
P2RO1
Regiona co-ordinators are also seen by some research participants as a channel for
information to pass between the UK NISP central team and the practitioners:
“The regional co-ordinator is aline manager for the team but also is a channel for
information from NISP core team.”
P2R04

6.5.1.2 Strategic development of the regional programme

Strategic development of the programme was contended to be one of the key roles of
the regional co-ordinators. The research participants identified the roles of regiona co-
ordinators in the strategic development of the programmeto be: engaging with regional
groups including membership organisations and other delivery bodies; developing and
maintaining relationship with EDAS, regional government, environment agency and
other regional/local bodies; and, coordinating the Programme Advisory Group (PAG).

These roles have been illustrated through the quotes bel ow:
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“1 am responsible for the kind of strategic development of the programme in the
region so engaging the likes of the development agency, the regiona assembly,
fostering the links with the environment agency and local authorities.”
P2R02
“In effect use expertise to help with various networking in RDAs for example....”
P2R0O7
“... ensuring ... programme delivers what our PAG has asked us to do within the
region, what the RDA has asked us to do within the region.”
P2R10
Although most research participants were positive about the strategic development role
of the regiona co-ordinators, engagement with high level bodies in the region, creating
relationships with the PAG and meeting their expectations were mentioned by only one
research participant. This research participant comes from the region at the root of the
UK NISP and works extremely closely with the UK NISP central team. No other
regional co-ordinators considered it their role to coordinate the PAG in their region. The
UK NISP central team aways considered PAG to be a crucia part of the regional
delivery, as they believed that the UK NISP was a business led programme. However,
there was limited evidence of interest in the PAG among regiona co-ordinators.

6.5.1.3 Management of the team

Management of the team was identified by al research participants as key role of the

regional co-ordinators. However, some of the research participants were very sceptical

about the phrase “managing the team” and appeared to have believed in leading, instead
of managing the team. For example, one research participant commented:

“l do intensely dislike the term manager. It kind of implies somebody sitting in

the office ticking boxes, checking to see if people are in on time, doing something

what they should be doing. ... To that end, | would much rather see people in the

regions who are leaders rather than managers. It is leadership thing, not the

manageria thing, certainly at this stage. | am saying that because programme is

really about change management. It is about change management within industry.

Change management is about influencing behaviours. And influencing behaviours

is not about ticking boxes, it is more about explaining, it is more about leading,

guiding, influencing.”
P2R06
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Another research participant presented asimilar view:
“As aregiona co-ordinator — be proactive in your communication, need to be a
leader, need to be organised, and you need to respond to the needs of your team.”
P2R08
Some of the elements related to team management that were particularly highlighted,
included keeping the team motivated, taking people out of their comfort zone, etc.:
“You just have to keep them motivated but also have to make sure that they
managing their work load in order to take people out of their comfort zone
without making them feel lost.”
P2R05
Whereas others believed in setting out priorities with regard to focusing on specific
sectors or focusing on selected limited number of synergies
“the regional co-ordinator obviously manages his team and sets priorities for
which sectors they are working in, which workshops they hold and how they go
about their daily business.”
P2R07
One of the research participants was quite keen on using the balanced scorecard:
“one of the things we have put in place is the individual Balance Scorecard that
includes a prediction; probability of things coming up; and how much time they
are going to be spending on it.”
P2R05
Specificaly in case of consultancy organisations, regiona co-ordinators are also
responsible for reporting to the project leader in their own organisation:
“he is responsible for the results in that particular region to the Scott Wilson
project |eader.”
P2R0O7
Some of the research participants also believed training practitioners was an important
aspect of the role to ensure practitioners have a good understanding of the UK NISP, as
well as the capability to deliver targets.
“1 am responsible for the delivery of the contractua targets ... and responsible for
ensuring that the team members have the capability to deliver that.”
P2R08
It was interesting to note that most managers focus had been on managing the team and
each of them had his/her own tactics on how this should be achieved and most of them

appeared to approach it quite differently.
186



6.5.1.4 Financial Management

Financial budgeting, managing resources including people resources and distributing
resources also fall under the responsibilities of the regional co-ordinator. Thisis
illustrated through the following quotes:
“The way that we distribute the resources, people resources and the financid
budget to deliver the outputs is also mainly my responsibility.”
P2R02
“... manager hasto then consider what you have got in your web of resources’
P2R06

6.5.1.5 PR/marketing and running workshops

Another important aspect of the regional co-ordinators role included supporting PR and
marketing strategies devised by the UK NISP central team, as one research participant
commented:
“supporting the PR and marketing to help the programme as we go through.”
P2R0O7
There were very few research participants who highlighted this particular role of the co-
ordinators. Presumably, PR and marketing were seen as activities undertaken by the UK
NISP central team. However setting up, marketing and running the workshops for
businesses were, afew research participants pointed out, their key responsibilities:
“1 help ... to set up events, then marketing the events and running the events.”
P2R02

6.5.1.6 Working as practitioner and providing support to regional teams

Some of the research participants also believed that the need to work as a practitioner,
as well as providing support to the team in developing synergies was an important
aspect of aregiona co-ordinator’s job:

“1 work with members on going to visit them to talk about their resources and

help them to develop the synergies that we are working on with them and also
support the team in doing that role as well.”

P2RO1
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“The manager has to actually do the practitioner type work themselves. Has to
talk to the companies and find out what the issues are.”
P2R06

However, this point was only highlighted by a few research participants.

6.5.1.7 Knowledge transfer across regions and inter-regional synergies

Facilitating knowledge transfer among regions was also an activity uniquely undertaken
by the central project managers of consultancy organisations, as one research participant
commented:
“And my roleisto assist the transfer learning across all three regions’
P2R07
However, this particular activity was not mentioned by research participants as being a
role for regiona co-ordinators elsewhere, illustrating the limited interest of regional co-

ordinators in cooperating with other regions and sharing best practice.

Furthermore, there was no evidence that regional co-ordinators were making any effort
in looking for solutionsin other regions, indicating no particular interest among regional

co-ordinators in developing inter-regional synergies.

6.5.1.8 Achieving targets and managing/reporting data

In addition to the predominant focus of regional co-ordinators in managing the teams,
managing finances and other resources and strategic development of the programmes,
some research participants considered achieving targets and reporting to the UK NISP
central team as an important responsibility for regional co-ordinators. This point was
highlighted by some research participants:
“1 am responsible for the delivery of the contractual targets that the region needs
to achieve and responsible ... for reporting... ”
P2R08
In summary, the key areas of regional co-ordinators’ responsibilities include managing
and leading the team, strategic development of the regional programme, financial and
resource management, achieving and reporting data. On the other hand, there were other
areas of responsibilities which were not common among all regions, including training

practitioners, working as a practitioner, PR and marketing support, etc. In addition there
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are certain areas which were not considered or considered to a very limited extent as
being part of the regional co-ordinators responsibility, including knowledge transfer
among regions, facilitating inter-regional synergies and coordinating the PAG.

6.5.2 Regiona practitioners

Since the responsibilities of regiona co-ordinators have been discussed in Section 6.5.1,
this section focuses on the skills and roles of regional practitioners and other support
staff

6.5.2.1 SKill-set of regional practitioners

Key skills that are considered necessary for the practitioners role and are available
among regiona practitioners have been identified by the research participants as

follows:

(& Knowledge base of specific sectors

In response to the skill-set crucial for the role of practitioners, most research participants
believed knowledge base of specific/priority sectors to be of utmost importance.
Research participants commented that they would be keen to recruit someone with an
expertise in a particular sector to complement any other sectors expertise that is already
available within the team. The quotes below illustrate the sector related knowledge and
skills that are considered to be the most important aspects of the UK NISP practitioner’s
role:
“So between us, we've got you know a mix of skills and sectors and everything
else but I'm looking for... we've been given the permission to go out and recruit
somebody else, so we're looking at another sector. I've aso got working for a
part-time guy which isright in this area”’
P2R12
“XY Z has fantastic knowledge base in the construction sector.”
P2R10
“XYZ is the practitioner with extensive background in built environment and
architecture and XYZ who has a background in design but aso recycling of
electrical equipment and that was the main reason that she was taken on.”
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P2R06
It is clear from the quotes above, that most practitioners are recruited based on their
skillsin aparticular priority sector identified by the regional co-ordinators.

(b) Having own network/industrial experience

The mgjority of practitioners recruited had significant experience of working in the
industry, with knowledge of industrial production.
“All of our people working on this programme have significant industrial
experience and | think it is very important.”
P2R09
In addition to good industrial experience, these people are expected to have their own
network:
“he’s got lots of experience, lots of very good contacts which is what we need”
P2R12
It is a very similar case for business associates (part-time business practitioners).
Business associates generally work on an hourly basis whilst running their own
business. Their experience (in the recycling sector in most cases) as well as their client
base, is most important when contracting out practitioner type work. For example, one
research participant commented:
“one they are street wise because that’s how they earned a living anyway, by
being good in the market and it also means that they have their own client base
too, which they can bring. ”
P2R11

(c) Good in managing relationships and engagement

Skills in managing relationships and engaging effectively with businesses were also
seen as being useful for the position of practitioners as the research participants
commented:
“ ... the business managers | have employed are for their skills, with managing
relationship ... | believe that the team has got the ability to identify opportunities
to manage the relationship with businesses.”
P2R11

“But he's also very good in engagement”
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P2R12

(d) Salesand marketing skills

Sales and marketing skills were considered relatively important and consultancy

organisations focused on these in particular, as one research participant commented:
“Originally the consultants that were here were very research/academic based.
They liked comfort zone quite a lot. We have moved that away to a very much
outward facing, sales focused. Most of the people employed are quite extrovert

and quite loud as well but can also go out and open doors and also finish them.”
P2R05

6.5.2.2 Rolesof regional practitioners

Theroles of regional co-ordinators are outlined in this section as experienced and
expected by the regional co-ordinators. The key areas of their responsibility include:

(@) organising events and improving awareness of the programme;

(b) selingtheideaof IS, explaining the concept of the UK NISP to businesses and
engaging companies with the UK NISP;

(c) conducting site visits, identifying resources haves and wants, and establishing
opportunities for individual businesses;

(d) supporting businesses from the start of the synergy process through to synergy
fruition; and

() maintaining relationships with businesses and capturing data.

Table 6.4 elicits some of the responses highlighting the practitioners' roles:
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Table6.4; Practitioners' roles

Research
participants

Quotations

P2R02

“Their responsibility is to engage companies, sell the idea of industria
symbiosis, get companies to engage with NISP programme, conduct the
site visits, establish what the opportunities may be for individual
companies, actually support them and others within the network to bring a
synergy to fruition”

P2R04

“Main roleis to engage with companies in the region to find out waste and
then look for solutions for waste problems towards our targets. Also
involved in organising events, doing presentations and trying to improve
awareness of the programme ... a facilitator between companies, engage
companies in the idea of NISP, inform them about NISP, get information
from them, we can then use to help them improve their resource use
efficiency.”

P2RO1

“Practitioners have to work with members; help identify new members;
bring them into the programme; explain what NISP is; try to identify what
resources use they have where we might be able to help and then bring
synergies together and working with them. Thereis also an element of ... in
terms of managing events and workshops and facilitating these as well.”

Source: Author generated

The maority of research participants had similar views with regard to the

responsibilities of practitioners. However, one research participant was very keen for

the practitioners' role to maintain a healthy relationship with businesses, for the purpose

of capturing output data and to ensure a continuous dial ogue:

“business managers have got the companies and their responsibility is to maintain

this relationship. And they do that by calling them up, by listening to them and not

by ignoring them. Their role is to maintain those business relationships. They will

do that as a matter of course to generate some outputs but we aimost force the

issue of maintaining that relationship by having interim status. We call back every

six months and catch up with what has happened in that time period. Even If the

business manager did not have occasion to visit them for any other reason, then it

should be that after six months they need to be having to go back and having a

discussion. Although interim status is used to capture some outputs, it is aso a

great excuse to make sure that a dialogue continues. So | think that the system we

have got actually channel the healthy relationship with companies that | see as

very important.”

P2R11

These aspects of the practitioner role were not particularly emphasized by other research

participants.
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6.5.2.3 Recruitment and staff turnover

Two main human resource issues pointed out by research participants, included the
difficulty in finding the right people for the practitioner role and the high turnover of

practitioners.

(@ Difficulty in finding right people

Since the practitioner’s role is considered a specialist position, as explored in Section
6.5.2.2 (where necessary skill-set for the job and the roles to be undertaken by a
practitioner are outlined), regional co-ordinators have found it extremely difficult to fill
these positions. One research participant commented that there is shortage of such a
skill-set in the market place:
“Finding suitable people can aso be difficult. It is quite a specialist practitioner
role. Quite specialist skills required and there is shortage of those in the market

place.”
P2RO1

(b) High staff turnover

Another issue identified was the high turnover of staff in many UK NISP regions. There
is a high turnover of the regional co-ordinator’'s role, as noted by one research
participant:

“Obvioudly there has been turnover of the regional co-ordinator role and | am the

third in the region. So that has its complications.”

P2RO1

Another research participant analysed the reasons for this high staff turnover and came
to the conclusion that uncertainty about the continuation of funding and consequently
the uncertainty about the future existence of the programme has been a key reason:

“As| said before it is an outward facing programme. It is about relationships. It is

about building relationships with people in industry ... One of the biggest issues

that the programme in Scotland has had, has been because of the lack of

continuity of funding. .... There are always lengthy negotiations, promises of

money eventually and delays in actually getting the money through. This actually
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underlines a lot of these staff turnover. That has actually put in a fair amount of

uncertainty to the positions of the practitioners in the programme. You are

working on the programme and then you are told we have got funding up to

March and we don’t know after that. By that Jan Feb time you think end of march

not far away | have got the bills to pay and | am going to go and find another job.

This could be one of the reasons that there is high staff turnover. If you have high

staff turnover then you do not have the opportunity building up the ongoing
relationships and that | think impacts badly on the delivery of the programme.”

P2R06

Continuation and certainty of funding appears to be one of the main reasons for high

staff turnover. High staff turnover, in turn, has consequences in terms of maintaining a

healthy relationship with businesses, which in earlier sections was considered an

important part of the delivery process.

6.6 Concluding summary and recommendations

Understanding of the IS concept as well as the objectives of the UK NISP, by the co-
ordinators and practitioners varied to a large extent. The most common objective of the
UK NISP, as highlighted by the research participants, was to achieve the tonnage, i.e.
achieving tonnage targets in terms of landfill diversion. However, this demanding
objective was seen as coming from the UK NISP central team and some of the research
participants believed it was a very superficia attitude to IS. Some clarification with
regard to the actual objectives of the UK NISP, whilst adhering to the IS principles was
suggested.

The UK NISP as well as the UK industry faced difficulties arising from the funding
arrangements that were put in place across the UK. The drawbacks of the funding
arrangements included: inconsistency in the level of funding across the UK; uncertainty
about the future funding and associated staff turnover in programmes such as the UK
NISP; funding too many similar delivery bodies and creating confusion for businesses
about who to approach; and, competition instead of co-operation among the delivery
bodies. However, research participants were satisfied with the funding offered by the
EDAs, as it helped the UK NISP to focus on economic development aspects of IS, as

well as meeting environmental objectives. Furthermore, the nationa funding
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arrangement was commended by research participants as it acted as a catayst in

promoting inter-regional synergies through the UK NISP.

Contradictory views were expressed regarding the leadership by the UK NISP centra
team. The UK NISP central team was seen as very inspiring and accessible by some
research participants. On the other hand, others believed that there is scope for the UK
NISP central team to become more helpful and less demanding. Moreover, it was felt
that initially complete freedom was offered to regional co-ordinators to structure their
teams and manage the regional programme in their own way, as long as they adhered to
IS principles. However, frustration was experienced amongst regional co-ordinators
after the UK NISP central team tightened their control, by insisting compulsory systems
were used in each of the regions and after introducing more rigid targets. Changes were
not welcomed by most regions as most regional co-ordinators and practitioners believed
that the UK NISP environment was moving from having complete freedom in the way
regions operated, towards becoming a sales/corporate environment. Consequently, this
left the co-ordinators and practitioners with limited time to identify and reaise
synergies, compared to the amount of time and effort spent on data management and
reporting. As research participants suggested, this extreme pressure to achieve targets
and a limited time scale to execute the actual work, resulted in the UK NISP becoming
involved in projects that may have been realised without the involvement of the UK

NISP and which were possibly in opposition to the principles of IS.

Notwithstanding the above criticism, it is apparent from the research participants views
that they were positive about having a national coordinating body to oversee operations
across all UK regions and devolved administrations. There was support for the
coordinating body’s role to bring consistency in the way regions work, to facilitate
migration of learning among regions, to provide infrastructure and support to regions,
and leading funding discussions. However, there were contradictory views expressed
about having an ICT expert management system such as CRISP. In most cases, CRISP
itself was not criticised, but the way in which it was implemented was ineffective in
majority of regions. There appeared to be a need for better training, including an
explanation of the importance of its use and some effort was also expected from the UK
NISP central team assessing the amount of time and resources required in order to

manage the changes introduced. These proposed actions would have prevented the
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actual work from being hindered, i.e. the development of synergies based on IS
principles.

An important part of the UK NISP organisational design was the nationally managed
and regionally delivered programme. Regional delivery of the UK NISP was seen by
research participants as one of the key strengths of the UK NISP, because of the benefits
derived from: linking up the strategies of the respective EDAs and other regional
bodies; opportunity to learn about businesses needs in particular regions; the prospect
of being connected geographically; and, the possibilities of learning from other regions
through the national coordinating body. However, national and sub-regional deliveries
were not completely contested by the research participants and both delivery modes

were seen as complementing the regional delivery.

National delivery was approached in the UK NISP through the NPT. Initially, there
were setbacks initially and dissatisfaction among regiona teams about the way it was
introduced. However, the NPT was regarded positively by research participants as an
appropriate mechanism by which to manage multiregional companies. Nevertheless,
regions were concerned that the NPT would overpower them and that there was a good
chance outputs, which should be claimed by the regions, would be stolen by the NPT.
Overdl, the NPT was not seen as a successful mechanism and there was scope for
improvement. Sub-regional delivery on the other hand, was welcomed in some regions
but not in others due to the specific context of the regions and availability of resources
in each region. However, it was seen to be beneficial in finding local solutions and
enabling people to be closer, ensuring a greater connection. An unequal spread of
businesses with regard to their size, sectors and volume in some regions would make it
difficult to deliver sub-regionally. Additionally, any further micro managed delivery
may result in eyes taken off the big picture, which would perhaps also lead to a

restriction of knowledge transfer within the region.

The advantages and disadvantages of delivering the UK NISP through different regiona
partners revealed some interesting insights from the research participants. With regard
to the direct delivery of the programme, the biggest advantage was considered to be the
resulting total control of the operations. However, the issue arising from this was that it
was reliant on the resources and skill-set available in the region or in the UK NISP
central team. Delivery contracted out, on the other hand, was seen to present many more
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advantages, including better publicity, large tonnages coming from the consultancy
organisation’s projects and the availability of a ‘virtua’ pool of resources from within
the consultancy organisation. However, there were concerns raised by research
participants with regard to delivery contracted out to consultancy organisations.
Consultancy organisations are already active in certain sectors, which would limit them
to those sectors when developing new synergies. Moreover, some of the outputs
claimed may not be genuine, as any by-products which could have been reused without
the involvement of the UK NISP could be attributed to the UK NISP. Furthermore, the
research participants believed that there are significant differences between consultancy
and facilitation, and that practitioners from consultancy organisations do not have a
clear understanding of what they should or should not do when facilitating synergy

devel opment.
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CHAPTER SEVEN: DISCUSSION

This Chapter aims to discuss the findings of the research study in relation to the
research questions set out in Chapter One. In doing so, it establishes the UK NISP's
place in the UK government’s ‘green’ market strategy, whilst also attempting to
understand the organisational design employed by the UK NISP as well as its

implications.

7.1 TheUK NISP, environmental policy and devolution in the UK

Analysis conducted in Chapter Five on the policy context of the UK NISP suggests that
devolution had a significant role to play in how the UK NISP is linked to the
government’s ‘green’ market strategy and how devolution and the resulting individual
policies/strategies in each of the UK countries, impacted upon the effectiveness of the
UK NISP.

Predominantly studies conducted in the UK on the UK government’s ‘green’ market
strategy concentrate on England. Such studies are focused on the belief that the policies
in the devolved administrations are transposed from those of England and are dlightly
modified to reflect the local industrial, political and cultural context of each devolved
administration. However, the findings from this study suggest that although broadly
similar, policies can be very differently formulated and implemented in each of the
countries in the UK and this may be the reason for the varying levels of effectiveness of

apolicy instrument across the UK.

Analysis presented in Chapter Five suggests that the policies and strategies that relate
to, or promote the UK NISP, are both economic and environmental. One of the key
findings relates to the significant variation in the way in which the various policies
and/or departments are integrated (or even attempt to integrate in some cases) in each of
the countries in the UK to support a policy instrument such as the UK NISP. It is
evident from the findings of this study that the UK NISP cuts across both economic and
environmental policies and government departments (see Chapter Five). However, the
way in which it was treated in each country by the government varied with regard to

support and funding.
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In England, the approach was well integrated with the development of BREW, an
overarching programme that was created in consultation with the Treasury and the
Department of BERR. However, in Northern Ireland, Scotland and Wales there was no
overarching programme to manage programmes that cut across different departments. In
Scotland, in particular, effort was evident as economic and environmental departments
came together to support the programme. However, this was approached with no formal
mechanism (such as BREW) in place, resulting in different targets being imposed on the
UK NISP by different funding bodies. In Wales, decisions were taken by the Welsh
Assembly government in consultation with the steering group of the MAP. Decisions
were based on whether the activities and outcomes of the UK NISP were aligned with
strategy/policies in Wales, but it was also approached on an ad-hoc annual basis. The
Welsh government focused on issuing tenders for services the government required,
with no guarantee of funding any specific programme. Northern Ireland was the last
country in the UK to make the UK NISP services available. The UK NISP was
supported/funded by Invest NI in Northern Ireland with no, or limited involvement of

other government departments.

It can be suggested from the findings that the differences identified in each of the UK
countries, with regard to the effectiveness of a policy instrument, relates to the decision-
making mechanism employed in that country. This is in addition to the different
strategies and policies being adopted by each of the UK countries based on their specific
needs (DEFRA 2010).

Responsibility for environmental taxes in the UK, which includes landfill tax lies with
the UK government. The UK NISP was adopted as one of the measures by the UK
government to allow them to meet their landfill diversion requirements (set out by the
EU Landfill Directive), fulfil their share of the Kyoto target and to reach their domestic
goas to reduce CO.. In the political context of the UK, a very high proportion of
environmental responsibilities have been passed from the nation-state to the EU (Gibbs
and Jonas 2000). Within the context of the UK NISP, this has been done by the nation-
state mainly through adopting the Landfill Directive and the Waste Framework
Directive issued by the EU. Despite this, it was the UK government that took the
initiative to introduce landfill tax in 1996, The Landfill Directive that came into forcein

1999 had strong implications for waste handling and waste disposal, with the overall
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aim to reduce the impact on the environment from the landfilling of waste. Moreover,
the UK needed to abide by the legally binding targets set by the Landfill Directive.

In response to the Landfill Directive, an annual escalation in the level of landfill tax was
introduced throughout the UK. The same landfill tax escalator was applied all across the
UK, since tax matters are dealt with at a central level in the UK, with a particular view
to encourage the industry and the local authorities to find alternatives to landfill and to
recycle the landfill tax, in order to fund BESPs such as the UK NISP. Given the varying
powers of the devolved administrations in the UK, policy formulation and
implementation is a complex issue. However, formulation and implementation of
environmental/waste policy and strategies are dealt with at devolved level. Although the
landfill tax escalator was introduced UK-wide and promises were made by the UK
Treasury to recycle the landfill tax to businesses (as the powers to do so lie with the
centra government), the decision about how landfill tax revenue would be used
remained with the governments of the individua countries. Therefore, decisions taken
to recycle landfill tax through the UK NISP and/or other BESP's were taken by the
various governments of the individual countries. This increasing empowerment of the
devolved administrations is interpreted as decentralisation within the theory of
Ecological Modernisation and it has been referred to by Gibbs and Jonas (2000) as the
“downwards’ hollowing out process within the rescaling of environmental policy. The
findings suggest that pressure is mounting to find devolved solutions for devolved
issues. Also, increasing importance is being given to the decentralisation of
environmental policy in the discourse of ecological modernisation. However, it is
accepted that formulating and implementing policy, on a downward scale, is a complex
issue (Gibbs 2000) and the effectiveness of it would depend on “who is in control, who
sets agendas, who allocates resources, who mediates disputes, who sets the rule of the
game” (Wilbanks 1994, in Gibbs 2000: 18) This brings us to the question whether the
“downwards’ hollowing out process has been effective in the implementation of the UK

NISP as apolicy instrument in the UK devolved administrations.

Frijns et a. (2000) believe that environmental policy could operate more effectively at a
decentralised level. However, migration of learning and innovation from one devolved
administration to another would become significantly difficult. Frijns et a. (2000)
argued that decentralisation would provide more opportunities for financing the

environmental policy. This has been absolutely true in most UK NISP cases throughout
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the UK. In particular, research participants commended the involvement of both
economic and environmental government department in funding the UK NISP, as this
would harmonise the economic growth and environmental protection. However, there
have been complexities that have no common sense of direction for the UK NISP, due
to the different targets set by each of the funding bodies. For example, in Scotland the
UK NISP was funded by three government bodies, including the Scottish government,
Scottish Enterprise and SEPA.

Difficulties experienced by the UK NISP in managing the three funders included the
need to satisfy the individual targets of each of the funding bodies and the uncertainty of
the UK NISP's existence, given the different time scales during which the UK NISP
was being funded by various funding bodies. Thus, it agrees with the claim made by
Frijns et a. (2000) that decentralisation does offer more opportunities for
financing/funding policy instruments. However, it is detrimenta, in terms of the
effectiveness of the policy instrument, if it isrequired to achieve the different targets set
by each of the funding bodies, as well as maintaining the continuity and stability of the
policy instruments influenced by the short term commitment of funders and the

changing policy focus of each of the fundersin the long term.

Frijns et al. (2000) also suggest that extended powers to devolved administrations in
order to enforce regulation and the liberty to use revenues from pollution fee/tax in the
area of environmental policy are likely to achieve more than central government.
Regardless of the promises made by the UK Treasury to recycle the landfill tax to
businesses by funding various BESPs, devolved administrations decided to make use of
most of the revenues in areas (non-environmental policy) which were considered to be a
priority for the then governments in the devolved administrations. This resulted in an
uneven focus on resource efficiency and waste management policies throughout the UK,
which was to the detriment of the UK-wide businesses as they had to dea with a
different policy focus in each of the UK countries, different BESPs and a different level
of environmental support throughout the UK and in some cases, even a different
interpretation of EU and central government legislation. Most of the powers, with
regard to choosing and funding BESPs, rested in the hands of the devolved
governments. There was no formal decision-making mechanism (such as BREW in
England) and very limited involvement of relevant stakeholders, including the NGOs
and business representatives, in the decision-making process. The lack of relevant
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stakeholder involvement and a formal mechanism is reated to the limited resources
made available for harmonising the economy and the environment in areas that the

devolved governments considered to be a priority.

The key issues emerging, due to the devolved nature of the UK government and their
individual powersin formulating and implementing policy, include the different (formal
or informal) mechanisms used in the decision-making process, e.g. unequal involvement
of stakeholders, lack of policy framework, such as BREW in England, different
interpretations of legislation coming from the EU and the central government, different
priority areas for spending money, varied level of resources to employ on decision-
making exercise, and uneven development across the UK. These issues may relate to
the lack of skills and knowledge in environmental matters among the decision-making
bodies in the devolved administrations. This may, therefore, result in alack of harmony
between economic growth and environmental protection and a lack of innovation and
knowledge transfer between the devolved countries. Decentralisation or the downwards
hollowing out process, particularly in the case of the UK NISP in devolved
administrations, does not appear to have been effective in UK environmental policy-
making. However, this should not be interpreted as the ineffectiveness of the
decentralisation aspect within the theory of EM, but as an example of an asymmetric
system of devolved government and the varying powers vested in the government, that
decentralisation did not come across as an effective approach to environmental policy
making, particularly when anaysing the case of the UK NISP. A lack of strategic
capability among devolved authorities to enable the harmonisation of environmental
protection and economic growth may have been one of the reasons for this
ineffectiveness (Frijns et a. 2000, Gibbs 2000, Gibbs and Jonas 2000).

There was enough evidence to suggest that the upwards hollowing out process (Gibbs
and Jonas 2000) has been useful in environmental policy making, through the adoption
of EU environmental directives and targets imposed on the UK. Decentralisation is seen
in EM theory as a prerequisite of the state’'s role to decouple environmental impacts
from economic development. Although in this particular study, it is the rescaling of
policy formulation and implementation that is given importance rather than just
decentralisation. Rescaling upwards, through the adoption of certain EU directives, has
been of particular advantage and most legidation in the UK is based on these EU

directives. In addition to contributing towards the legidlation, the Landfill Directive and
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the Waste Framework, along with other related directives, have played a significant role
in the formation of waste policy and other policy instruments across the UK. This
helped in changing the focus of the UK government from just municipal waste in the
past, to a holistic approach towards managing industrial and commercial waste
alongside municipal waste. This provided the impetus for the government and
businesses to climb up the waste hierarchy, improving the relationship between
environmental impacts and economic development. The credit for this change goesto a
large extent to the adoption of the EU directives. It suggests that upwards rescaling has
a role to play in the ecologica modernisation agenda, in addition to the downwards
rescaling or decentralisation of policy formulation and implementation. However, when
looking at the policy context of the UK NISP, rescaling downwards, with regard to the
recent policy formulation and implementation powers of the devolved administration,
does not seem to positively impact on the ecologica modernisation agenda. As the
research participants believed, support and funding for a policy instrument like the UK
NISP, if received at central level, would have been more effective than the downwards
rescaling from central government to devolved administrations. One research participant
commented:
“1 think it would be more effective if it was a completely national programme ...
that relies on having very good links with the devolved authorities and | think
that’s still abit of an issue.”
P1R02
Different environmental standards and the level of environmenta support in devolved
administrations may be detrimental to the efficiency of businesses that operate across
the UK, moreover, it may affect the competition, thus limiting the harmonisation of
economic growth and environmental protection. Additionally, the fragmentation of
power makes communication difficult among the decision-making bodies (Alvarez
2002). This study therefore supports more centralisation of the environmental policy-
making to ensure that the same standards are applied across the UK boundaries.
However, there is potential for effective downward rescaling in environmental policy-
making if the efforts are made towards the capacity building of the decision-making
bodies in environmental matters, in the devolved administrations, with an increased
devolution of responsibility and if the relationship between the central government and

the devolved administrations is better managed.
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Whilst the failure of decentralisation is somewhat evident in the case of the UK NISP
and the policy framework around the UK NISP and other BESPs, efforts to pursue
sustainable development are visible. However these efforts in devolved administrations
come across in the form of weak policy formulation and implementation when
compared to England. “ ... the constrained capacities of subnational government will
continue to inhibit the development of meaningful policies for sustainable development
in Britain” (Batchelor and Patterson 2007: 210). Extended and consistent empowerment
of devolved administrations and their capacity building, with regard to skills and
knowledge of the decision-making bodies in the environmental policy area, as well as
the availability of adequate resources to at least the same level as in England, may only
be a long term solution in diverting from the weak formulation and implementation of

the sustainable development policies.

7.2 Non-state stakeholder participation in decision-making

Although the UK NISP was initially introduced and led by businesses, the government
had an important role to play in adopting the UK NISP as a policy instrument within
their mix of the ‘green’ market strategy. Decisions made by the governments in the UK
to adopt certain environmental policy instruments also relate to the decision-making
process and the extent of non-state stakeholders involvement. Additionally, within the
EM perspective, a trend towards larger involvement of non-state stakeholders in
environmental decision-making (Mol and Spaargaren 2009) is evident. Therefore, the
discussion in this section focuses around the decision-making mechanism and
participation of non-state stakeholders in environmental decision-making, within the
UK NISP policy context. The participation of non-state stakeholders is discussed in
relation to the extent of their involvement, relevance and competency of the
stakeholders and the influence of the non-state stakeholders’ views on the policy

outcome.

Apart from the government’ s initial support of the UK NISP when it was recognised as
a potential policy instrument, capable of reducing the environmental impact of UK
businesses and at the same time, utilising resources efficiently, the UK NISP was
adopted as one of the key instruments within the BREW programme that focused on
resource efficiency and waste management. In later years, the UK NISP was aso

adopted by the devolved administrations as part of their economic and/or environmental
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policies. However, the decision-making mechanism varied across the UK and the
findings from this study suggest that the effectiveness of a policy instrument could, to
some extent, be dependent on the decision-making mechanism and on the extent of non-
state stakeholder involvement in the decision-making process. The decision-making
mechanism within the BREW programme demonstrated a trend towards the larger
involvement of stakeholders. In contrast, the decision-making in devolved
administrations did not follow the same trend, as would have been expected in an
industrialised economy (Frijns et a. 2000, Mol and Spaargaren 2009).

Table7.1: Leve of participation

Government’'srole

Ask participants to make key decisions 4

Delegates part of its authority

Plansjointly
Asks and takes advice

Consults

R N W A~ O O

Givesinformation
Source: Adapted and modified from Coenen (2009)

The government’s role (as illustrated in Table 7.1) relates to the level of participation it
allows non-state stakeholders. The findings suggest that the level of participation of
non-state-stakeholders in the environmental decision-making process, as approached by
the government, does not go beyond level 3 (see Table 7.1). In some devolved
administrations it may not even reach level 1 and 2 (see Table 7.1). For example, there
was no formal mechanism for consulting any non-state stakeholders in Scotland and the
decisions were made by government officials on the basis of the short term performance
of BESPs. The reasons and impacts of this shortfall in involving non-state stakehol ders,
as Batchelor and Patterson (2007) believe, depends upon the power, competency and
resources of the decision-making bodies and this, to some extent, is evident in the case
of Scotland.

Another aspect of non-state stakeholder involvement relates to the relevance of these
stakeholders. Participants in the environmental decision-making process in England
included a wide variety of environmental NGOs as well as trade organisations.
Furthermore, the range of non-state stakeholder involvement satisfied the research

205



participants. Based on, (1) claims made by the UK NISP that it was led by businesses,
the landfill tax revenue that was collected from businesses was used to fund the UK
NISP and (2) that businesses are considered to have a good understanding of their
processes and how best to deal with their environmental impacts, the involvement of
individual businesses and/or trading organisation’s in the environmental decision-
making process was instrumental in formulating an effective environmental policy.
Gouldson and Murphy (1998: 11) suggest that “the capacity for action of a particular
coalition depends ... on the strength, competence and constellation of the actors that
seek to influence policy”. From these findings, it is evident that in devolved
administrations in particular, the attributes as outlined by Gouldson and Murphy (1998)
were not present amongst the actors that were involved in the decision-making process.
In particular, this relates to the lack of involvement by trade organisations or individual

businesses as well as representatives of any environmental groups.

The influence of the non-state stakeholders' involvement on the policy outcome is
another key aspect when discussing the involvement of non-state stakeholders. This
aspect was particularly relevant to England as it was the only country where the
research participants were satisfied with the involvement of relevant stakeholders which
would be a prerequisite for a discussion about the level of influence that non-state
stakeholders had on policy outcomes. Gouldson and Murphy (1998) believed that the
influence from the non-state stakeholders views had on the policy outcome depended
upon the structural framework within which they had to operate. An example of this
was the dissatisfaction felt among the non-state stakeholders, regarding the funding of a
policy instrument which, although not discussed during the consultation process, was
funded without the prior knowledge of the non-state stakeholders involved (see Chapter
Five, Sections 5.5 and 5.7). These findings confirm the views of Gouldson and Murphy
(1998) concerning the relevance and strength of the individual actors which, as
discussed earlier, would be of no advantage in the absence of a favourable structural

framework.

In addition, there was no provision for any non-state stakeholder consultation during the
first year of the BREW programmes when most of the active BESPs were government
funded. Even after the formation of a non-state stakeholder steering group, none of the
new BESPs were allowed to bid for money in later years and only those that were

funded in the first year were considered for further financia support. As a result, the
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role played by non-state stakeholders has been restricted with very limited, or no heed
given to their recommendations. The random selection of funded BESPs made it
extremely confusing for businesses to fully understand the roles of each BESP and
which specific BESP businesses should approach for advice. Involving and considering
the views of non-state stakeholders from the onset would have prevented this confusion.
Although the government promised to reduce the number of government funded BESPs
from about 3000 to 100 or less through their BSSP, there is no evidence that it actually
happened. The only development, with regard to BSSP, included making Business Link
the first point of contact for identifying expert BESPs suitable to deal with specific
business issues. Additionally, it is noteworthy that most of the Transition Management
Board Members who were responsible for driving forward BSSP solutions came from

the public sector.

In summary, the involvement, relevance and influence of non-state stakeholders was of
tremendous importance in the policy formulation and implementation process and there
was limited evidence of an effective government approach. It could be argued that the
development of the non-state stakeholder related capacities in the decision-making
process will have had a profound impact, not only in choosing the right mix of policy
instruments, but also on better integration of environmental concerns in non-
environmental policies at the macro economic level and this would “secure the
macroeconomic structural change that is a key component of ecological modernisation”
(Gouldson and Murphy 1998: 12).

7.3 TheUK NISP, environmental policy and innovation

Whilst the findings of this study suggest that innovation has a role to play in the
effective application of the IS concept to industrial problems, “innovations [as well]
depend upon a system or network of relations without which their adoption would be
impossible” (Gouldson and Murphy 1998: 27). This statement suggests that 1S networks
flourish when they have innovation capability; IS networks also have the ability to
foster innovation, whereas innovation is unlikely to be adopted in the absence of such,
or similar networks. The most successful 1S projects are expected to provide some sort
of innovation that is technological and/or related to knowledge and information transfer.
Multidirectional linkages (asin IS networks) result in innovation through their ability to
transfer knowledge and information (Gouldson and Murphy 1998). However, access to
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funds, in order to support R&D and long term policy focus, can enhance the innovation
capability of such linkages. Access to funds relates to not only the institutional capacity
and skills to undertake R& D, but aso to the availability of disposable funds to carry out
R&D required for potentia IS projects. Private investors can be encouraged to invest in
R&D/innovation related to 1S projects, provided they are convinced of the certainty of
the related policy direction in the long term. Therefore, the integration of innovation
capability to an IS programme comes across as being of importance for the successful
application of the IS concept, as well as for fostering the adoption of innovation.
Whether this integration was approached by the UK government effectively - whilst
formulating and implementing the environmental policy in relation to the UK NISP and
impact of any government action - is the key focus of this Section. In addition, this
Section discusses the innovation capability - and its influence on the performance - of
the UK NISP.

In addition to introducing regulations and taxes, government intervention to promote
innovation could have been possible in four key ways including: (1) creating knowledge
networks that can assist in the adoption of innovation; (2) introducing R&D funds to
support the innovation required to realise specific projects inspired by BESPs (e.g. IS
projects motivated by the UK NISP; (3) fostering co-operation among the BESPs
funded by the UK government; and, (4) introducing policies with a medium to long

term focus to encourage private investors to invest in innovation projects.

Without doubt the landfill tax escalation and certain bans on landfilling promoted the
adoption of innovation to a certain extent. However, UK businesses are still unsure
whether to modify their waste management practices, as most believe that waste
management is a very small proportion of their overall turnover and the current landfill
tax is still not high enough to significantly impact on their business. The UK NISP, a
voluntary instrument which clamed to be a business opportunity programme, did
manage to persuade many businesses to engage in enhancing their environmental and
economic performance through IS projects. The evidence available suggests that many
of these projects have been successful, but there have been projects that required some
form of innovation in order to make an organisation’s by-product usable by another
organisation. One of the ways in which the government contributed to this need was
through the development of the Technology Strategy Board (TSB) and funding of the
Knowledge Transfer Networks (KTNs). A drive for innovation was evident at central
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level and it was significant compared to the efforts made in devolved administrations.
Notwithstanding, there were no government attempts to link these KTNs to specific
BESPs. The KTN (Knowledge Transfer Network), which was relevant to the UK NISP
was RE-KTN. There was evidence of a partnership between the UK NISP and RE-KTN
based on a mutua arrangement between the two organisations. In essence, the RE-KTN
managers were contracted out to the UK NISP in each of the regionsin England and in
the devolved administrations. The UK NISP claims to have been innovative in a large
proportion of IS projects with which they were involved. However, most regiona co-
ordinators believed that there was little contribution by technology managers with
regard to innovation in the UK NISP inspired projects. The main role of the technology
managers was very much in line with the UK NISP practitioner’s role. Having said that,
some technology managers were able to tap into their research networks to discuss
R&D possibilities. However, very little was achieved because neither the UK NISP nor
the RE-KTNs had any disposable income to invest in R&D for any IS projects that may
require innovation. Limited innovation capability would run the risk of the UK NISP
becoming involved in a large number of projects that could have been realised, even
without the involvement of the UK NISP. This may have also resulted in the UK NISP
becoming involved in, or taking credit for projects, e.g. the one-off recycling of
construction waste or for introducing member businesses to waste management
companies. These activities may not be considered as an application of the IS concept if
it was examined through Chertow’s (2007: 12) ‘ 3-2 heuristics' for IS projects, where “at
least three different entities must be involved in exchanging at least two different
resources’. Additionally, these examples contradict one aspect of Chertow’s (2000:
314) definition of IS, that “industrial symbiosis engages traditionally separate industries
...”. Limited innovation capability in IS networks may, therefore, encourage the UK
NISP or other similar 1S network coordinating bodies to divert from the principles of

the IS concept.

Based on the findings, the lack of disposable funds available to permit the adoption of
innovation has been detrimental to the overall agenda of the UK government to promote
innovation. Linking available funds for innovation to individual BESP projects would
have created a win-win scenario for both the genuine outputs of BESPs, as well as the
higher output in terms of innovation. Competition between the BESPs instead of co-
operation was another aspect that has been detrimental to the greater adoption of

innovation and consequently to the ‘green’ market strategy of the UK government.
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Kirschten (2005) argues that co-operation is a key element in promoting innovation in
networks. As all the BESPs were funded based on their individua performances, it gave
rise to significant competition. The most common phrase used by research participants
to describe this behaviour of the BESPs towards each other was “treading on each
other’s toes’ to achieve their individual targets. Given this level of competition,
although there were some BESP's that had disposable funds for R&D projects, there
was limited co-operation between them, thus, jeopardising their ability to foster

innovation.

Innovation can aso be boosted through private investment. However, the lack of
economic incentives and the uncertainty of policy direction in the long term, presented
the biggest barriers to private investment. A further disadvantage of private investment
relates to the fact that the intellectual property arising from an innovation project would
remain the property of a private investor and could not be disseminated to the wider
business community, creating further obstacles to knowledge transfer. This would not

be the case if the innovation projects were funded by the government.

With regard to the UK NISP and its innovation capabilities, there was limited evidence
that the UK NISP projects are predominantly based on innovation. However, the events
organised as part of the UK NISP strategy did encourage knowledge transfer and the
sharing of information. Randles and Berkhout (2006) refer to this as adaptive and
continuous learning which may result in innovation. Notwithstanding this, the UK
NISP's partnership with the RE-KTN, through their technology managers, did not reap
any significant benefits. This relationship virtually came to an end, with a number of
technology managers continuing to work at the UK NISP as practitioners. This is in
contrast to the findings of Domenech (2010: 262) who suggested that “recent cuts in the
funding given by DEFRA to NISP has affected the partnership between KTN and NISP
in many regions’. Her statement does not hold any weight, based on the findings of this
study, as the relationship between the RE-KTN and the UK NISP had been affected by
the ineffectiveness of this partnership long before any decisions about funding cuts were
made. Domenech (2010) also suggests that 70% of completed synergies, which were
UK NISP inspired, required some sort of technological innovation. This statement is
also invaid as there is no evidence base to suggest this. Furthermore, one research
participant (P1R08), who is a representative of the RE-KTN, stated that “we deliver

some way round about 10-15% of the innovation fixes ... We claim that ten percent of
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the UK NISP' s outputs are directly related to our team’s effort”. In addition, during his
interview the same RE-KTN representative clearly indicated that the benefits of
technological innovation are generaly experienced in the medium to long term, whereas
most the UK NISP projects were focused on achieving their short term targets. The
ineffectiveness, with regard to the adoption of technological innovation in the UK NISP
inspired projects, mainly relates to the way in which the partnership between the RE-
KTN and the UK NISP was formed and to the lack of disposable funds to conduct R&D
for any potential 1S projects that required technological innovation.

Despite this, UK NISP's focus on the development of an information and
communication tool “CRISP’ played a positive role in its ability to create a network
that enabled the UK NISP to identify and match producers and recipients of by-
products. Thistool was based on a similar ideato “Facility Synergy Tool” (Mangan and
Olivetti 2010), developed by the US EPA in the mid 1990s, but with a greater
possibility of capturing knowledge and information from current projects that could be
shared with other UK NISP practitioners within and across regions. “Such information
and communication platforms would make it easier to find suitable potential network
partners with specific expertise for concrete sustainable innovation projects’ (Kirschten
2005: 142). This indicates that athough the IS concept itself acts as a catalyst to
promote innovation and the UK NISP also demonstrates its ability to promote
innovation to some extent through their events and ‘CRISP, abeit with a failed
partnership with the RE-KTN, there is a clear role for the government to support the
adoption of innovation in projects inspired by BESPs that require some sort of
innovation. This would ensure that the government receives value for their money
invested in BESPs and that innovation is focused on projects that are inspired by BESPs

and have the capability to integrate environmental protection and economic growth.

In order for the government and the UK NISP to integrate environmental protection and
economic growth, it is necessary that the (technological) innovation is focused on
embedding the industrial metabolism into nature’'s metabolism, which would enable
structural changes in industrial operations rather than merely focusing on reducing the
quantity of turnover, e.g. nanotechnology which has less environmental impact
compared to larger conventiona machines (Huber 2008). However, no such
arrangements were identified in the policy, or at the RE-KTN or the UK NISP that may
help to identify the focus of a potential innovation project, as suggested by Huber

211



(2008). A very fragmented approach by the government to fund technological
innovation was evident, with no specific effort made to structurally change the
industrial operations to make them more environmentally friendly. A key reason for
this, is the government’ s tick box approach where they wish to be seen doing things and
focusing on short term results, instead of promoting structural change in industrial
operations that may be beneficia economically as well as environmentally, in the long
term. Therefore, the UK NISP and other BESP' s are focused on short term wins and no

particular effort is being made to promote technological and environmental innovation.

In summary, the evidence available to this study suggests that the government has made
continued efforts to boost innovation. However, some of the factors that resulted in
limited innovation and restricted long term environmental benefits associated with
innovation include the following: (1) the lack of disposable R&D funds to allow
innovation to be adopted; (2) the lack of innovation-related funds assigned to individual
BESPs;, (3) the fragmented approach towards the ‘green’ market strategy, e.g.
competition, instead of co-operation among BESPs; (4) the lack of economic incentives
and certainty of the policy direction in the long term; and, (5) the tick-box approach of

the government to fund projects that reap benefits in the short term.

Within the IS concept and the UK NISP domain, mainly social/technical innovation is
experienced and this is particularly reliant on knowledge and information transfer. By
contrast Ecological Modernisation theory supports the notion of technological (as well
as environmental) innovation, which has been difficult to achieve in the case of the UK
NISP given al the reasons outlined above. Social/technical innovation is triggered by
the application of the IS concept and IS projects are fostered through more innovation.
However, government support for technological (as well as environmental) innovation,
which is focused on structurally changing industrial operations, is crucial in order to tap
into the more significant benefits of IS and to ensure an integrated ‘green’ market

strategy to satisfy the UK government’ s ecological modernisation agenda.

74 Effectiveness of the UK NISP as a self-regulation instrument

Under the Waste Strategy framework, the UK government focused on introducing a mix
of regulatory, economic and voluntary instruments that are complementary to each

other. Although the findings suggest that regulatory instruments are necessary and
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should be incorporated into the mix for a resource efficient future, economic and
voluntary instruments are deemed important in offering flexibility to the industry.
Whilst discussing whether the UK NISP is a self-regulation instrument within the
government’s ‘green’ market strategy, it is important to understand the motivation
behind the industry joining the UK NISP, in order to see the broader picture of the
government’s agenda. Although currently funded by the UK government, it is
undeniable that the UK NISP came into existence through the efforts of industry.
However, the UK NISP was subsequently noticed by the government and it was invited
to bid for BREW funds. Industry’s motivation to join the UK NISP relates to the
mounting pressure felt with regard to certain regulations and taxes, including landfill
bans of certain material and escalating landfill taxes. Most research participants were of
the view that the policy mix was just right, instead of focusing on command and control

approaches such as landfill tax escalation and alandfill ban of certain materials.

The UK NISP provided support to businesses by helping them to become more resource
efficient, whilst at the same time diverting waste from landfills. The money used to fund
the UK NISP came from revenue collected from the landfill tax paid by the industry.
Research participants were positive about the link the government established between
‘the carrot and the stick’, meaning that businesses were less likely to send their waste to
landfill because of the increasing taxes and the ban on landfilling certain materials and,
at the same time, businesses were able to secure support and help from the UK NISP in
finding alternative ways to deal with their waste, thus, becoming more resource
efficient.

An overal mix of these instruments appears to offer a win-win scenario for both
command and control and voluntary approaches. However, the effectiveness of the UK
NISP as a self-regulation instrument in the UK government’s ‘green’ market strategy is
still to be confirmed. Research participants believed that the UK NISP may focus on
short term wins to achieve their targets in order to satisfy government requirements for
funding instead of taking along term view. For example, the UK NISP' s focus has been
on diverting waste from landfill, rather than looking at how to reduce the generation of

waste by structurally changing the way industries operate.

There is the possibility of industry taking a more sustainable long term view when

responding to the regulatory and tax instruments in the absence of the UK NISP. The
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UK industry may slow down in the way they would otherwise react as a result of the
changing regulatory regimes. For example, legislation on the pre-treatment of waste has
made a difference as well as the escalating landfill tax and landfill bans. Pre-treatment
of waste legislation suggests that al waste sent to landfill should be treated prior to
sending to landfill sites. Legislation on the pre-treatment of waste results in not only
less waste being sent to landfill sites, with more being recycled, but aso in the effort
being made by businesses to reduce waste at source, in order to reduce the cost of pre-
treatment and the costs of landfilling. However, engagement with the UK NISP allows
industry to find a quick fix to their waste management problems and enables the
government to tick the boxes. As von Mamborg and Strachan (2005) suggest with
regard to the UK ETS, it may be a very similar case with the UK NISP where the
industry, in many cases, may lose out in the long term by adopting the UK NISP
inspired solutions.

It cannot be denied that the UK NISP is the first nationa IS initiative that was initiated
and led by industry in the desire for flexibility and self-regulation, but adopting the UK
NISP inspired solutions and not looking at the long term sustainable solutions may be to
the detriment of the UK industry itself. The EU Waste Framework Directive introduced
a waste hierarchy that is amed to extract maximum possible benefit from natural
resources before being discarded. The waste hierarchy refersto five key steps, including
reduce, reuse, recycle, recovery and disposal. The focus of NISP remains on reuse,
recycle and recovery, whilst ignoring the key step which is fundamental in developing a
resource efficient business culture. Other European countries have approached the issue
by developing innovative technologies which would reduce generation of waste at the
first place. Conversely, the approach adopted by the UK government through the UK
NISP activities is a short term fix rather than looking at long term sustainability of the
UK industry. UK industry risks losing their competitive advantage over similar
industries in the EU, as the industries in other European countries would have engaged
in more technological innovation and long term sustainable solutions to reduce
generation of waste, compared to the reuse, recycle and recovery solutions inspired by
the UK NISP. The UK NISP, as a self-regulation instrument, may be considered to be a
weak ‘green’ market strategy of the UK government and not the best approach through
which to achieve a low carbon economy and the ecologica modernisation agenda.
Research participants recommend devising appropriate public policies, including the

appropriate fiscal frameworks, economic instruments, environmental taxes and
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regulations to let the market deliver itself, and even be capable of deterring any need for
the UK NISP by engaging in technological innovation aimed towards reducing or even
eliminating the production of waste from their business processes.

7.5 TheUK NISP and the sustainable regional development

The application of the IS concept has the potential to contribute to regiona
development, although Welford (2004) argues that greater benefits of such an approach
will have to be demonstrated. The regional context of delivery adopted by the UK NISP
could be a good example of how the region may benefit from the existence of a
programme such as the UK NISP.

In case of the UK NISP, most Regional Development Agencies realised the potential of
the IS concept and the notion that the UK NISP would be able to help them achieve
their economic targets. The UK NISP marketed the programme as a business
opportunity and demonstrated the economic benefits of the UK NISP inspired projects
to the regional bodies. At the same time, the UK NISP funding from central government
was based on achieving the environmental targets of the UK government. Although
environmental protection was a periphera issue for RDAS in practice, contributing to
sustainable development was one of the key focus areas of their strategy (Gibbs 1998,
Mirata 2004). Becoming involved with the UK NISP was an optimal solution for the
RDAs as they were able to demonstrate their desire to incorporate environmental
consideration into their overall strategy for the regional development. However, the
main aim of the RDASs was to ensure that the UK NISP assists them in achieving their
economic targets for which they were responsible to the centra government. This was
an opportunity for the UK NISP to obtain additional funding and support from the
RDAs and a way forward for the UK NISP to flourish with their regional model of
delivery. The UK NISP engaged the EDA representatives in their decision-making
process to ensure that the UK NISP regional strategy was well aligned with the regional
development strategy set out by the respective EDA. The UK NISP was able to secure
part-funding in regions where the UK NISP was able to demonstrate a clear alignment
of their strategy on region’s strategy and its key sectoral focus, as well as agreed to help

the RDASs to achieve part of their economic targets.
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Most RDAs took a different approach dealing with the UK NISP. Some, in particular
those that had a very strong and diverse industrial base, saw much potential in the UK
NISP type approach, given the possible benefits of implementing the IS approach. The
RDAs that fell in this category were predominantly those which were involved in
assisting the UK NISP in the early stages of its conception. These RDASs continued to
support and even partly fund them in a number of cases. Some were disappointed with
the first year’s results and decided not to support the UK NISP any further. Other RDAS
included those that did not believe that the UK NISP had added any value from the
beginning and also those that believed the UK NISP's job was finished after a couple of
years and by additionally funding the UK NISP on the regional level it would not add
any further value to the regional development.

It is apparent from the findings of this study that the UK NISP type activities have some
potential to support regional development, but this may be limited to economic
development. The presence of aregiona body, such as the RDA, is necessary to ensure
that any potential regional initiatives are evaluated for their ability to influence the
sustainable regiona development before they are offered funding and support. The
decision by the RDAs whether or not to fund the UK NISP in their regions, relate to
whether the UK NISP is able to add any value to the work the RDASs are already doing,
in terms of economic development of the region. Research participants believed that the
involvement of RDAS provided assurance to businesses that the UK NISP is not entirely
focused on environmental targets. Thus, the RDAs provided the UK NISP with a
platform to enable them to demonstrate to businesses that the economic dimension of IS
is not being ignored, whilst satisfying the environmental targets of the central

government.

Initialy the efforts of the BESPs were not coordinated and much confusion was
experienced by industry with regard to their dilemma of who to approach when they
needed help with environmental issues. RDAs had a role to play in coordinating the
efforts of all BESPs delivering in their respective region. The key role of the Business
Link, an existing body of the RDAS, was to control the overlap of similar services and
ensure that the BESPs were not treading on each other’s toes to achieve their targets.
This opened the door for the UK NISP and other BESPs to become directly linked to
companies that require the help of a BESP with specific expertise. The coordination of
efforts at regional level is of significant importance for the development of IS networks.
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The presence of a regiona body, aong with full powers to fund and support regiona
initiatives, would have a significant impact on regional development, abeit in an
economic sense only. Delivering the IS programme on a regional level catalyses the
development of inter-regional IS projects, and also provides a platform for knowledge,
innovation and information transfer across regions, albeit in the presence of a nationa
coordinating body, which has been the case with the UK NISP. In certain circumstances
the RDAs do not have the power to decide whether a BESP's presence is necessary in
their region. However, funding by central government enabled the UK NISP to operate
in al regions of the country without prior assessment on whether this was welcomed by
the RDAS, or if there was a need of the UK NISP in that region, or even if the UK NISP
strategies align with the regional strategy. Notwithstanding the role of centrd
government, the UK NISP's relationship with some of the RDASs acted as a catalyst for
businesses to engage in UK NISP activities, thereby helping the development of IS in
those regions. Extended decentralisation of powers to the RDASs to enable them to
decide (based on their regional strategies) whether a BESP should be funded or not and
to what extent in specific regions would have been significantly more effective
promoting sustainable regional development. However, this would require central
government to scrutinize whether the environmental objectives are well integrated into
other areas of the regiona policy, prior to handling more powers. Environmental
improvements were not even a part of the regiona policy at the earlier stages of the
RDA establishment (Gibbs 1998). This disapproves Mirata's (2004: 973) statement that
“RDAS ... see IS programmes as a means to help address the sustainability challenges
they face in their respectiveregions ...”. If the environmental objectives were integrated
well with the other key objectives of the regiona policy, there was a possibility that
Mirata' s statement would carry some weight. These circumstances would have enabled
the RDAS to effectively assess the social, environmental and economic benefits of
involving the UK NISP as an instrument of sustainable regional development. However,
the decision made by most RDAS, with regard to part-funding the UK NISP, was related
to the achievement of their economic targets through the outputs arising from the
activities of the UK NISP.

Most of the UK NISP outputs data submitted to DEFRA relates to three regions (which
are mainly diversified industrial regions and constitute approximately 85% of the total
outputs claimed by the UK NISP). Data presented to DEFRA also predominantly relates

to regions which are directly managed by International Synergies and not to the regions
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that are managed by consultancy organisations (contracted to deliver the UK NISP on
behalf of ISL). This aspect is explored in detail in Section 7.9 to explain the UK NISP
strategy of delivering the programme. There is therefore, a possibility that although the
UK NISP may have assisted with the economic development in some regions, it may
have also occurred due to the nature of the industry in those particular regions. Regions
with a diversified industrial portfolio would have more inter-organisational and
innovation opportunities due to their easier access to resources and expert knowledge
(Desrochers and Sautet 2008). As one research participant suggests, there is no evidence
that the developments which took place during the time when the UK NISP was active,
would not have happened in the UK NISP's absence. There is clear evidence that a
range of legidations and policies (e.g. pre-treatment of wastes prior to landfilling,
ongoing work on definition of waste, escalating landfill taxes, Waste Protocols Project)
have been introduced during this period. These policies and perhaps, new ones may
have encouraged the industry to change their behaviour without the need for UK NISP
involvement. There was also no evidence of any monitoring undertaken by the RDAS,
neither on the quality nor on the progress of the UK NISP project implementation,
which is argued by Varga and Kuehr (2006) to be an important part of the success
criteriafor sustainable regional development. The research findings suggest that thereis
no strong evidence to support the UK NISP as an effective instrument for sustainable
regional development. This does not necessarily mean that the ecological modernisation
theory as well as the IS concept, cannot offer solutions for sustainable regional
development. Both these fields of study deliver environmental benefits alongside
economic growth if implemented appropriately on the regional level, as suggested by
many studies (Burstrom and Korhonen 2001, Deutz and Lyons 2008, Welford 2004)

and thereis still further scope for research in this area (Gibbs 2008).

It is noteworthy that the new coalition government elected in the UK decided to abolish
RDAs and instead create Local Enterprise Partnerships (LEPSs) with contributions from
industry as well as local government. The role and responsibilities of LEPs are not yet
clear, but the formation of LEP swill result in some of the RDAS' responsibilities being
taken over by central government, whilst others would remain with the LEPs, with the
possibility of additional responsibilities. The impact of this change on the regional
development and the regiona delivery of the UK NISP and its influence on regiona
development will not become clear until later in 2011.

218



7.6 Thedynamic nature of the UK NISP

The two key means of pursuing IS have been either through the planned development of
IS networks, e.g. EIPs, or as Chertow (2007) suggests, through identifying and
nurturing existing 1S networks. Chertow (2007: 11) clams “... that ‘uncovering’
existing symbiosis has led to more sustainable industrial development than attempts to
design and build eco-industrial parks incorporating physical exchanges’. For the sake
of this discussion, these are categorised as planned IS development or emergent IS
development. However, it is likely that IS is pursued in ways which may not fall into
any of the above two categories. Chertow (2007) classified the IS development as lying
between planned and emergent. She mainly referred to EIPs when discussing planned
approaches, but ignored the planning perspective of developing virtual/regional 1S
networks from scratch. The IS network in question, the UK National Industrial
Symbiosis Network, appears to be one such initiative that may not be categorised as
planned or emergent. However, the UK NISP is described by Chertow (2007) as a
model that would be suitable for fostering existing IS network, giving an indication that
it isan emergent IS development. In contrast, Domenech (2010) considers the UK NISP
as a planned and policy driven initiative, rather than seeing it as an emergent
development.

Development of the UK NISP was based on a vision by the Director of International
Synergies Ltd. to create a nation-wide IS network. Although, in some regions the UK
NISP was able to identify the pre-existing industrial networks they had built upon, in
others they had to start planning from scratch. Although the regional operations of the
UK NISP were overseen by a national team, each of the regional networks was operated

individually by various organisations contracted by ISL to deliver.

The BCSD-UK organisation supported the development of the UK NISP, which was
initiated in key industrial regions in the UK. By using help and experiences of the US-
BCSD representatives and their ongoing by-product exchange project in the Tampico
Bay in Mexico, BCSD-UK identified ConocoPhillips as an anchor tenant and started to
communicate individually and in a workshop format with local businesses to identify
potential IS projects in the Humberside Region. Although, the approach was based on

the earlier experience of an initiative in Mexico, there was nothing emergent.
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One of the critiques of the Chertow’s (2007) paper could relate to the fact that she
labelled EIPs as planned and the other IS networks as self-organised. This may not be
true in cases such as the UK NISP, as many of the UK NISP regional initiatives were
completely planned efforts, initially taken forward by government involvement at
regional level, and there was no sign of self-organisation from the beginning. However,
once the UK NISP was able to secure a few projects, it was possible to foster the
existing network to a larger level, due to the existing relationships the UK NISP held
with participating businesses. The UK NISP network developed further to the national

level, through the support it received from central government in later stages.

Having discussed the planned and emergent nature of the IS networks, I now move on
to discuss the top-down Vs bottom-up approaches employed in the development of 1S
networks. Some of the |E academics indicate that the top-down approaches, e.g. policy
driven EIPs, have less chance of success (Gibbs and Deutz 2007) compared to the
bottom up approaches, e.g. Kalundborg IS network. Costa and Ferrao (2010) suggest
that the effective collaboration and continuous interaction among various actors can
serve as an adequate context for IS development and suggest that a middle-out approach
may be able to provide such a context. Costa and Ferrao (2010: 985) has described the
middle-out process as follows:
“The middle-out process requires the monitoring of all agents actions and their
impact of the context. This information if fed back to the agents in order for
them to develop tailored interventions or make adjustments that can eventually
support IS development more effectively. With successive interventions the
process acquires a dynamic, evolving nature. The monitoring process includes
the consideration of variables such as: resource oriented policies, economic,
regulators and voluntary instruments in resource management; mass flows of
waste/by-products generated at regiona level; evolution of materia flows
consumed by companies in a given region; number and characterization of
synergies established; potential of IS in a given region; and funding
mechanisms to support business collaboration in resource management.”
Some of the features of the middle-out process, as described above by Costa and Ferrao
(2010), exist in the UK NISP model in the UK. However, not all features of the middle-
out approach prevail in the UK NISP model nor would all the above features provide
favourable conditions for the development of IS in all contexts, given the different

governance structures. Another important aspect of the middle-out approach that has
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been ignored by Costa and Ferrao (2010) is that it does not take into consideration the
financia implications for al the stakeholders involved in carrying out the whole
middle-out process. In a nutshell, the proposed mode is very complicated and not one
that can be easily introduced into the system, although the system can be nurtured if
certain elements of the model are already present. However, a key lesson appears to be
the availability of up-to-date information regarding resource flows and effective
communication among all the key stakeholders involved in promoting and developing
IS networks. Based on the findings from the fieldwork, a very superficial approach has
been used to monitor IS projects inspired by the UK NISP and this involves a range of
projects that may not be categorised as IS projects, according to Chertow’s (2000)
definition.

Another framework presented by Verguts et al. (2010) at the IS Session in the
International Sustainable Development Research Conference in Hong Kong, suggested
that distinguishing between planned and emergent development of IS is not the way
forward in the development of IS, as it may have become a reason for the failure of
certain planned projects in the US, as Gibbs and Deutz (2007) claimed. The framework
contends combining the planned and emergent change and managing the 1S
development as a process of continuous change. Both the frameworks by Costa and
Ferrao (2010) and by Verguts et a. (2010) seem to give importance to the dynamic
nature of 1S development, with particular reference given to monitoring and reporting
and effective communication amongst the actors involved. The enthusiasm among the
researchers to attempt theory building in this area is evident and commendable.
However, generalising favourable conditions for different governance structures may
not be the best way forward. Instead, learning from existing models and adopting and
modifying these to suit the political, economic and cultural contexts of individual
countries would be the best way forward. It may, therefore, be useful to demonstrate
where the IS projects in different countries/regions fit within the planned Vs emergent
and top-down V's bottom-up framework, as illustrated below using the example of the
UK NISP:
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Figure7.1: The UK NISP: planned Vs emergent and top-down Vs bottom-up
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Figure 7.1 illustrates how the IS development context in the UK NISP has shaped over
the years. In 2000, the UK NISP, despite being recognised by regional names, was
launched through ajoint effort between the BCSD-UK and their industry members. This
approach can be considered to be planned rather than emergent, as potential IS projects
were identified from scratch. Projects were mainly led by businesses, with some support
from the regional development agencies and thus a predominant bottom-up approach
was evident during this period. During the period 2000 to 2007, the UK NISP went
through dramatic changes, including the successful effort to become a national
programme, the provision of nationa funding and the associated monitoring and
reporting of the IS projects and their outputs. However, given that programme was
supported by regional and national governments, achieving government targets became
the main agenda for UK NISP executives. The UK NISP even became involved in
various projects that fell outside the domain of IS and thus, it was highlighted by some,
that the UK NISP regional co-ordinators/practitioners had a very superficia attitude to
IS. During this period, the UK NISP was funded by national and regional governments
and supported by the EA and the RE-KTN. According to the middle-out model
proposed by Costa and Ferrao (2010), this would have been close to an ideal context for
the development of IS network as there was adequate communication between the
actors and monitoring and reporting of the projects were aso evident. However, a
number of difficulties were experienced with the model and various changes were
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undertaken, most of which were related to financial limitations. One such change made
was to the UK NISP's relationship with the RE-KTN and a change of contractors to
deliver the programme in some regions. Having said that, during this period, the IS
projects were a mix of both planned and emergent efforts, as well as being quite
consistent to the middle-out process suggested by Costa and Ferrao (2010). In 2007, the
UK NISP managed to roll-out the programme in Northern Ireland and declared the
programme UK-wide. However, during the period 2007 to 2010, they gradually lost
funding from the regional governments and had to fully rely on funding from central
government, thus giving the impression that there was full government control over the
existence of the programme. Funding cuts at central level aso influenced the scale and
strategy of the UK NISP, given that they were fully reliant on centra government
funding. Although, central government did not exert any pressure on businesses through
the UK NISP, the UK NISP is controlled by the UK government as it relies on central
government funding for its survival. Moreover, it needs to follow the strategic direction
and targets set by central government, thus suggesting that a top-down approach is
becoming prevalent. Notwithstanding this, the IS projects inspired by the UK NISP
have become more emergent due to the ongoing communication among the UK NISP
membership. So there has been a transition from planned, to emergent IS, in the
development of the UK NISP and this validates the analytical framework presented by
Verguts et a. (2010), which suggests that IS development is a change process, built up
of both planned and emergent change and demands, taking continuous perspective into
consideration. Noticeable movement, from the bottom-up approach to a top-down
approach was aso evident in the case of the UK NISP in an attempt to achieve the
middle-out approach introduced by Costa and Ferrao (2010). Where does the UK NISP

go from hereis an intriguing question?

There is no concrete answer to the above question, as the survival of the UK NISP, or at
least the possibility of the UK NISP operating nationally on a similar scale depends
entirely on central government funding. Whether the outputs of the UK NISP inspired
projects are able to feed into the government’ s agenda on resource efficiency and waste
management defines the UK NISP's future status. However, research participants,
which include UK NISP practitioners, have been sceptical about the future availability
of similar volumes of IS projects as they believe that ‘low hanging fruits have been
picked . There are more possibilities for emergent growth in IS Networks and there may
not necessarily be a role for the UK NISP in this further emergent growth, as the
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industry would have understood the benefits of 1S projects by now and may be well
placed to reap the benefits of such projects. On the other hand, government policies
would have been framed effectively, based on the work the UK NISP has been doing
over the last decade to make industry deliver itself.

7.7 TheUK NISP leadership and management at national level

Thisis an important topic of discussion since the UK NISP is thefirst IS programme to
have been launched and managed at national level. National coordination has been sub-
divided into further topics to ensure in-depth discussion. However a diagrammatic
representation (Figure 7.2) demonstrates how each of these sub-topics integrates for the
effective management of the UK NISP.

Figure 7.2: The UK NI SP leader ship and management at national level
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7.7.1. Visionfor the UK NISP

Vision is a necessary element for the development of IS networks. Leadership assists in
creating the vision and in inspiring al stakeholders to realise the vision. Leadership at
the UK NISP is always centred among a few individuas, most of whom have been
involved with the UK NISP programme since its conception. Co-ordinators/facilitators

and, to a lesser extent brokers, are generally the terms used to describe people who are
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involved in developing and nurturing an IS network. However, the model developed by
the UK NISP involved an Executive Team that lead the vision of developing a free and
open IS network, which would deliver economic and environmental benefits to UK
businesses (NISP 2009). During the launch of the UK NISP, the Executive Team was
made up of a Director, an Operations Director, a Performance Director and an
International Director. Most of the decision-making was led by these four individuals. A
very autonomous approach was used towards creating this vision and all stakeholders
were given a sheet with the phrase ‘make something happen’, which was quoted in a
number of UK NISP presentations in the UK and elsewhere. However, autonomy came
with a commitment to IS principles. This autonomy and the proposed use of IS
principles were welcomed by most stakeholders although they were still unsure what IS
meant in practice. The Executive team handed over the responsibility to the regional
teams to manage the regional programme as they saw fit, on the condition that they
were able to deliver their regiona targets. The Executive Team was seen by some
research participants as being very inspiring and accessible in the early stages. It is
noteworthy that most of these research participants belonged to a group that were part of
ISL (an organisation that manages the UK NISP).

How the UK NISP is portrayed by its leadership and the way in which the UK NISP is
perceived by various stakeholders are necessary elements in understanding the aims and
objectives of the UK NISP. The way research participants chose to describe the UK
NISP objectives indicated that most stakeholders of the UK NISP were unsure of its
overal aims and objectives. Each of them have their own understanding, with regard to
the aims and objectives of the progranme, but the overall understanding of the IS
networks, as defined by Chertow (2000), was missing from these descriptions.
Additionally, it is worthy to note that the evidence from this study suggests that
adopting the term ‘industrial symbiosis' in the name ‘UK NISP' may not have been
effective because of the following: it restricts the organisation to operate in a certain
way; representatives of businesses find it hard to understand what the programme has to
offer; and, the term industrial symbiosisitself is broader than the type of activities NISP
becomes involved with (as discussed in Chapter 5, Section 5.2.3).

Notwithstanding this, the key vision of delivering economic and environmental benefits
to the UK businesses through a free and open industrial symbiosis network (NISP 2009)
was successful to some extent, however this vision and the future of this vision is
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dependent on funding from central government. However, given the UK NISP's
involvement in various projects that may fall outside the domain of the IS concept, the
name ‘National Industrial Symbiosis Programme’ is questionable. The term waste was
not particularly liked by the UK NISP executive team and was eradicated from the UK
NISP publications. Furthermore, the UK NISP did not become part of any UK waste
management events to ensure that the UK NISP was only regarded as a business
opportunity programme and not a part of waste management initiatives. However, in
order to secure funding in some parts of the UK, the UK NISP had to change its strategy
to incorporate the term waste in order to be able to feed into the government’s strategy
to bid for funding, e.g. the UK NISP became part of Scotland’'s Zero Waste Plan.
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7.7.2 Provision for funding

Central government funding was a key factor in developing a nationwide IS network in
the UK. Thisisin line with Gibbs (2003b) who considers central government to have a
key role in a country’s EID, mainly through advocacy and research funds. When
referring to central government funding in this thesis, it predominantly relates to the UK
NISP funding in England. Having said that, funding was available to the UK NISP in all
countries of the UK, but it appeared inconsistent, uncertain and unstructured when
compared to funding in England. The UK NISP Executive Team played a major rolein
securing funding from central government, as a result the launch and continuation of the
UK NISP at national level has been possible. It is also important to mention that the UK
NISP was the first 1S initiative in the world to be been funded and managed at national

level.

The UK NISP Executive team was based in England and thus, they had a superior
relationship, both at a government and business level. This relationship is the result of
the BCSD UK working closely with the UK NISP in the early stages of the UK NISP
conception. Provision for funding in England and the stronger development of IS
networks in English regions, compared with other UK countries, have been evident due
to the pre-existing linkages amongst various UK NISP stakeholders. A similar approach
to securing funding in other UK countries was not particularly successful despite
significant efforts being made by the UK NISP Executive Team. The key difficulties
associated with securing funding included inconsistency in funding levels for each of
the countries, uncertainty of funding in subsequent years, unstructured approach to
funding and different expectations of each funding bodies involved, in terms of the UK
NISP outputs. There were issues identified at policy level (see Chapter 5, Sections 5.4
and 5.5) with regard to a lack of a coherent policy and the unstructured approach to
funding which gave rise to randomly funded BESPs, with limited consideration of how
the activities of these BESPs fit together in the government’s overal strategy.
Notwithstanding the policy issues (which are discussed in Sections 7.1 — 7.5 in this
Chapter), there are reasons why the funding arrangements appear inconsistent and
uncertain in devolved administrations. Some of these key issues include: (1) less
attention was paid to the UK NISP in devolved administrations as the UK NISP head
office was based in England and the Executive team aone controlled the funding
arrangements, with very limited powers given to the people leading the programme in

227



devolved administrations; (2) the UK NISP's key focus of securing DEFRA funding
and thus the effort made to align most strategies to the DEFRA strategies, whilst limited
effort was made to align its strategies to those of the devolved governments; and, (3)
independent auditing only focused on the most successful regions in England when
reporting to DEFRA, but devolved governments saw very limited evidence of its
outputs. The only motivation for the UK NISP to become involved in devolved
administrations was to ensure that the programme continued to be operational al over
the UK, to be seen as a national programme. However, al the issues highlighted above
indicate that their main focus was to secure funding in England and to continue
developing intraregional and inter-regiona IS networks in England, whilst also
catering for organisations that were operating on the UK level. The key factors that
helped the executive team to secure funding included: relationship with government
officials; back-up of the BCSD-UK; independent auditing; reporting of the outputs
arising from the UK NISP activities; and, reporting of the significant outputs arising
from the successfully performing UK NISP regions (e.g. West Midlands). The UK
NISP Executive team’s role of focusing on funding provision has been beneficial and

one of the key reasons for the successful development of a UK-wide IS network.

7.7.3 Development and management of the ICT system

Authors (e.g. Mirata and Emtairah 2005, Kirschten 2005) believe that the information
and communication platform is vital for the success of IS networks. Ausubel (1992),
Gibbs (2003a) and Heeres et a. (2004) aso believe that informational barriers can
restrict the development of IS networks. One of the key reasons why these
informational barriers exist in the market place is to preserve business secrets related to
inputs, by-products and waste streams. However, the involvement of a coordinating
body in collecting and centralising information may be perceived by businesses to be
less risky, in terms of information leakage. Against this backdrop, the UK NISP's
development of an information and communication platform “CRISP’ has been of
significant benefit in the development of a UK-wide IS network. CRISP is a software
that enables the by-product ‘wants and ‘haves’ of businesses to be matched. Initialy,
the UK NISP's Executive team planned to provide restricted access to al its members
to enable them to identify potential synergies. However, this was not considered the best
option given the confidentiality issues around business information, the likelihood of

unstructured data entry, as well as the UK NISP Executive Team's fear of not being
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able to monitor the outputs arising from these efforts. Regional teams were made
responsible for inputting data on CRISP, from the beginning of their membership
throughout the lifecycle of a project. Given the limited resources of the regional teams,
they were initialy reluctant to input data, although the majority agreed that it was an

important element.

There were significant advantages to using CRISP including: (1) reduction in
transaction costs by identifying synergies that were geographicaly close; (2) easier
tracking of ongoing IS projects; (3) effective monitoring and reporting of outputs
arising from the UK NISP activities; (4) migration of knowledge and information
among the UK NISP regions; (5) consistency in regiona reporting; (6) performance
monitoring of regional teams; and, (7) information and knowledge capture in ‘CRISP
to overcome the issues arising from staff turnover and a change in sub-contractors.
However, there were also some disadvantages identified during the research fieldwork.
In one of the UK NISP regions ‘North West’, the regiona team bought a database of
approximately 2000 businesses in the North West and they were advised by the UK
NISP Executive team to record these into ‘CRISP as UK NISP members. This was
done with no prior permission from these businesses and these members were included
the UK NISP membership total, which reached 10000+ in 2008 (NISP 2009). These
membership numbers, which were not externally verified, were reported in most UK
NISP publications, including reports for government bodies. Another drawback of
‘CRISP was that regional teams have autonomy over which IS projects they engage in
or decide to ignore. The impact of this would have been particularly significant for the
SMEs and/or businesses with only a small volume of by-products, as the regional co-
ordinators would not be interested in these small volumes, given the pressure to achieve

their tonnage targets in terms of diverting waste from landfills.

Regional teams were not particularly keen on using ‘CRISP due to the time and
resource constraints. However, the UK NISP Executive Team put in place a mechanism
to provide all the support and training necessary to manage CRISP successfully. Despite
all the advantages of ‘CRISP, it was seen as a strong element of management, giving
the UK NISP a corporate feel, which was initially introduced to regional teams as an
autonomous approach. Notwithstanding these drawbacks, ‘ CRISP acted as a backbone
for the UK NISP and has been an extremely useful tool in developing the IS network in
the UK. The UK NISP Executive team receives full credit for developing the effective
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information and communication platform ‘CRISP’, which has been considered a key
factor in the development of an enabling context for IS networks (Kirschten 2005,
Paquin 2008, Domenech 2010).

7.7.4 Leading the regional teams

Even though the UK NISP was marketed as a business opportunity programme, it was
focused on achieving the highest possible volumes of waste diverted from landfill. The
reasons for this appear to be the rising pressure from the funding bodies (including both
national and regional governments) with regard to the monitoring and reporting of the
outputs, which entirely changed the way in which the UK NISP regiona teams were
led. The autonomy offered to regiona teams in the early stages was removed and the
regional teams started to receive strict directions from the Executive Team on how the
programme ought to be managed. More frequent visits by the Performance Director to
all the regional programmes and a significantly increased focus on target reporting was
evident, which resulted in less time being spent in identifying potential synergies.
Therefore, more time was spent in number crunching and ensuring that the UK NISP
was able to feed its quarterly performance to the government. This short term approach
to data management and reporting gave rise to the focus on short-term wins, ignoring
sustainable long term projects. It also gave rise to the UK NISP's involvement in
projects that did not particularly adhere to the IS principles, e.g. the UK NISP's
involvement in introducing a company with a by-product to a waste management
company and claiming the outputs for their involvement, without even knowing where
that by-product will end up after being passed on to the waste management company.
Diversion from landfill was the key agenda of the UK NISP, with no particular attention
paid to what actually happens to the waste diverted from the landfill (at least in early
stages of the programme). In many cases, waste was diverted from landfill to waste
management and recycling companies, which was not consistent with the IS principles.
| re-quote from an interview of aregional practitioner:
“ISL makes it completely 100% output driven. Outputs whatever else is
happening, whatever the cost, whatever the situation, they want the outputs and
that’s, you know, is the tonnage”
P2R03
So tonnage diverted from landfill became the key objective of the UK NISP and this

was communicated to the regional teams by the UK NISP Executive team. The tonnage
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objective of the UK NISP not only resulted in focus being placed on short-term and
large volume projects, but aso in the long-term sustainable projects being ignored.
Additionally, limited efforts were made to assist small companies and those with a
small amount of by-products, to achieve targets in order to secure funding for future
years. |S networks (as discussed in Section 7.6) are more likely to be successful when
they develop organically, are uncovered and nurtured (Chertow 2007). However, the
pressure of securing government funding for the future leads the UK NISP to control
the IS network development by focusing only on large volumes of by-products in the
short term, and ignoring companies with small quantities of by-products as well as

projects with long term prospects.

Some of the new roles added to the UK NISP Executive Team to oversee regiona
operations included a Business Systems Director, a Knowledge Development Director,
a Finance Director and an Innovation and Technical Director and a few others. Most of
these new positions were introduced to manage the emerging changes resulting from
funding limitations and conditions associated with funding, the deteriorating
relationship with the RE-KTN and to enable the more efficient management of the
business processes. The regional directors' role was created to oversee regional delivery
contracted out to other organisations. However, the main decisions were still made by
the key Executive Team which appeared to be in full control of all aspects of the
programme, regardiess of new positions created in the various business areas. During
the author's attendance at the UK NISP regional co-ordinators meeting, which
naturally involved the Executive Team, bureaucracy was excessive and no, or very
limited heed was given to the views of the regional co-ordinators. Most messages were
firmly set and there were few opportunities to raise issues and/or to discuss the
implications of any decision. The way the programme was being led, created a
competitive feeling amongst the various UK NISP regions. Regiona co-ordinators and
practitioners found themselves competing instead of co-operating with each other to
encourage and facilitate inter-regional synergies and to enable knowledge transfer
between the regions. One of the approaches employed to cater for inter-regional
synergies and in particular, to offer a ‘one stop shop’ for businesses with a UK-wide
presence, was the development of the NPT (discussed in detail in Section 7.8). In
addition, ‘Drum-beat’, a networking event which was organised for its staff and
contractors by the UK NISP brought a sense of togetherness to the UK NISP regiona

co-ordinators and practitioners from across the UK. After this event, the UK NISP
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executive team appeared more approachable and helpful than before. The ‘ Drum-beat’
event created a culture of change in the UK NISP as an organisation and the UK NISP
Executive Team began to listen to the voice of all the co-ordinators and practitioners.
However, cuts in central government funding and limited/no access to funding at
regional level, meant that in 2008/2009, the UK NISP had to introduce new strategies
and changes to its organisational structure to deal with the financial shortcomings. This
included changing sub-contractors and making a large proportion of UK NISP staff
redundant.

7.7.5 Publicrelations

One significant feature of the UK NISP's public relations effort was their engagement
with government bodies, research institutions and regul atory bodies. Good relationships
with these organisations assisted the UK NISP to offer financial, technical and legal
help in each of the regiona programmes. This, in turn, helped the regional programmes
tackle any innovation related and legal barriers to realise potential 1S projects, aswell as

enabling the regional programme to be part-funded by the regional government.

Additionally, the programme was marketed to businesses as a ‘Business Opportunity
Programme’ (BOP) and this was again led by the UK NISP Executive team. Marketing
the UK NISP as a BOP was significantly useful in raising awareness of 1S practices and
their benefits to businesses, without having to take them to the actua area of
environmental protection. This was meant to convey to businesses that the UK NISP
does not just have an environmental focus, but also offers business opportunities.
Marketing the UK NISP as a business opportunity programme aligned the IS concept
with normal business practice. The UK NISP Executive team’s ability to market the
programme as being compatible with business activity (Tibbs 1993) and taking into
account business specific features (van Leeuwen et al. 2003) positively influenced the
development of the IS network in the UK. Thus, the UK NISP managed to increase the
awareness of both the environmental and economic benefits of the IS concept, which
provided an enabling context for the development of a UK-wide IS network.
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7.7.6 Learning and development

CRISP was a crucia tool for the UK NISP, enabling it to capture knowledge and
information which became the basis for all the learning and development at the UK
NISP. Despite the initial reluctance of the regional teams to use CRISP to capture data,
it was considered an important tool by most of the research participants. One key
outcome of using CRISP was the possibility of knowledge transfer from one region to
the other. It also opened doors for inter-regiona synergies in cases where geographical
distance was not the main barrier. The issue of a high UK NISP staff turnover was also
dealt with, through the recording of data in CRISP during the developmental stages of
the projects. For example, if a UK NISP staff member decided to leave, al ther
contacts and details of any ongoing projects were captured in CRISP, which made it
easier for the incoming staff to continue working on the ongoing projects. Similarly, if a
sub-contractor decided to leave, or the UK NISP decided to contract out delivery of the
UK NISP to another sub-contractor, information and knowledge captured in CRISP

would make the transition easy.

In addition, learning and development have also been possible by coordinating and
performance managing regiona teams and through the experiences gained by making
provisions for funding and maintaining relationship with a range of stakeholders, e.g.
regulatory bodies. Thus, learning and development provides a better understanding of
all processes and feeds back into al the key elements of IS network |eadership more
effectively, enabling further and greater development of the IS programme as illustrated
inFigure7.2.

In summary, the UK NISP leadership, athough criticized to some extent, realised the
vision for a open and free nation-wide IS network, as well as being successful to a

certain degree in providing an enabling context for the development of an IS network.

7.8  Geographical delivery strategy of the UK NISP

Following on from the discussion in Section 7.6, most planned and organic IS
devel opments have been confined to small areas, i.e. at an industrial park level (Gibbs
2008, Chertow 2007), except for afew that have rolled out at regional levels. (Agarwal
and Strachan 2007, Baas and Boons 2004, Costa et al. 2010). The UK NISP went a step
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further to create the world's first nation-wide IS network, managed nationally and
delivered regionally (Agarwal and Strachan 2008, NISP 2009). Unlike the national
coordination that is about creating the vision, providing al necessary tools and
resources as well as promoting learning and devel opment across al regions (see Section
7.7); regional delivery is about coordinating the efforts of the regional team in order to
realise the regiona objectives, as well as UK NISP objectives as a whole, through the
development of inter-organisational synergies. Harris (2004) builds on the work of
Welford (2004) around the theory of regiona environmental management systems and
suggests that regional |E strategy is a driver for 1S development. Sterr and Ott (2004)
concluded that the absence of suitable regional bodies hinders the optimal exploitation
of the existing regiona IS potentia. The UK NISP's delivery strategy, which is
predominantly regional, appears to fill this gap. Therefore, this section discusses the
geographical delivery strategies employed by the UK NISP and their implications for
the optimal exploitation of existing IS opportunities. An attempt is also made to discuss
the appropriate scale for implementing IS projects.

The findings suggest that regional delivery of the UK NISP is the most effective
delivery model. Each region is different with regard to the dominating industrial sectors
and sectoral diversity has been given much importance in IS literature (Korhonen
2004b). So, the knowledge of regiona industry sectors and how things work in a
particular regional setting are particularly important in understanding the needs of
businesses in the region. Such regional knowledge can only be achieved by being
geographically close to the businesses. This would aso offer more opportunities to
develop relationships with regional organisations, in both private and public sectors.
Better engagement would then be possible with regional businesses leading to effective
implementation of the IS concept. This resonates with the findings of Proctor (2005:
194) who claims effective engagement with firmsis*“... acritical and defining point in
the implementation of EID". However, the question that arises now, is why do we not
opt for sub-regiona delivery over regiona delivery, as this may provide better
conditions for the effective engagement with local businesses?

In general, sub-regional delivery has been regarded positively by ensuring synergies are
developed in close geographical proximity and regiona teams have closer ties with
local businesses. The closer geographical proximity of businesses would also promote
inter-organisational communication. There are some examples in the UK NISP regions
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where delivery of the UK NISP was contracted to local business associates. The
business associates’ local knowledge and their pre-existing business network assisted in
developing closer ties with the local businesses. However, there are resource constraints
that restrict the adoption of sub-regional delivery due to funding limitations in most
regions. Sub-regional delivery may also result in focus being taken off the larger
picture, which may, in turn, result in the reduced possibility to learn from existing
synergies and replicate the sameideas in other areas in the region.

An dternative solution for better inter-organisational communication, besides sub-
regional level delivery, was suggested by Sterr and Ott (2004) when deivery is
approached at regional level. They believed that the development of a communication
platform for businesses may counteract the lack of inter-organisation communication.
Efforts in this direction were evident at the UK NISP when the executive team decided
to roll out such a communication platform. However, due to NISP membership size,
which has exceeded 10,000 in recent years, extreme difficulties were predicted in
managing this platform and keeping track of the communication. The idea of launching
a communication platform for business members was dropped and it was used internally
for the UK NISP team to share knowledge and information. A key reason for this action
may have been the UK NISP executives fear about losing control of the UK NISP
membership. Open and regular communication between the UK NISP members may
result in the UK NISP teams losing the autonomy to decide whether to deal with a
particular business or a potential synergy. Notwithstanding this, the UK NISP provided
opportunities for face-to-face inter-organisationa communication to aid the

development of IS projects.

This communication platform was part of the UK NISP's wider information and
communication system which also alowed the UK NISP to capture and share
knowledge arising from various regiona projects. This NISP system resonates the
recommendation made by Sterr and Ott (2004; 957) to develop an instrument for “...
regular provision of high quality data ...” for the business. However, business members
had no access to this system and it was managed entirely by the regiona teams to
ensure consistency of data input. Another issue that emerged, which further restricted
the use of the system by business members, relates directly to the confidentiality of
individual business information that was recorded in the system. The system was
capable of being more than just a data platform, as Sterr and Ott (2004) proposed. It
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was capable of matching potential synergies, as well as having the potential to aid

standardisation of synergy devel opment, reporting and monitoring.

Another finding which corresponds to Sterr and Ott (2004) when delivering on a
local/smaller level, relates to the possibility of unstable input-output connections. In the
UK context, sub-regional delivery may mean dealing with a large number of SMEs (1-
10 employees) in many areas. This may result in the instability of input-output
connections, due to minor changes in the IS network composition. However, it is
worthy to note that NISP regional co-ordinators admitted that they deliberately focused
on large industrial estates, which allowed them to achieve their targets. Consequently,
they tended to ignore SMEs due to the small volumes of their by-products, as SME
projects are not helpful in achieving their targets. Nevertheless, delivery at sub-regional
levels would not have had the same scope of solutions compared to delivery at regional
levels. Thisfinding isin agreement with the statement of Sterr and Ott (2004; 953) that
“the regional potential to close material cycles is rather high and could provide ...
greater stability for industrial ecosystems’. Regional delivery would also offer greater
knowledge of what is happening in the area, which is necessary identifying effective IS

solutions.

On the other hand, national delivery was never considered by the UK NISP in the early
stages. One of the findings of this thesis, presented at the ISIE conference (see Chapter
Six, Section 6.3.2), indicated that a different mechanism was required in order to engage
with businesses that operate across the UK, as well as coordinating inter-regional
synergies. As a result of these findings, a NPT was launched at the UK NISP to dedl
directly with the senior management of businesses operating across the UK, instead of
engaging with their business units in individua regions. Although of much importance,
national delivery conflicted with regional delivery, as regional teams felt that their
outputs were being claimed by the NPT. One of the reasons for such a conflict relates to
the type of regiona delivery partners which is discussed in detail in Section 7.9. This
again suggests that nationa delivery is not effective on its own, when compared to
regional delivery or when in competition with regiona delivery. However, the NPT
may be more effective when assisting regional teams to develop synergies from

businesses that operate across the UK without actually claiming the outputs themselves.
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Another reason why regional delivery may be seen as the most effective approach is the
possibility of aligning the objectives of the UK NISP to those of economic development
agencies. This arrangement was mutually beneficia as the UK NISP was able to
demonstrate its focus on some of the key priorities of the region and its commitment to
assist in achieving regional economic development targets. The EDAs offered
additiona funding to the UK NISP as the UK NISP was able to help them achieve some
of their economic development targets. A strong relationship with the EDAs also
provided the opportunity for the UK NISP to engage with more regional businesses. It
was aso stated by research participants that if the EDASs notice a gap in the market, in
terms of the services offered, they would attempt to bridge that deficit. The existence of
the UK NISP with a regiona structure and regiona teams, deter EDAs from making
provisions for such a service. This suggests another advantage of the UK NISP
delivering regionally with a regional structure and regiona teams. However, this raises
the question whether having a programme like the UK NISP is really necessary when
EDAs have the capability to deliver a similar service themselves in the region. This
reinstates the point made by a number of research participants whether there was a need
for the UK NISP, or would the market deliver itself if the right policies and incentives

were put in place.

Regional delivery aso offered the possibility of sharing best practices and inter-regional
learning. Research evidence suggests that national coordination of the UK NISP was not
effective in terms of developing a culture of co-operation in the early stages and the
regions were competing with each other to achieve their targets. However, this changed
to a certain extent, when national team started to encourage a co-operation culture rather
than a competitive culture amongst the regiona teams, through various networking
events for their staff and contractors. The national team also provided an information
and communication technology (ICT) platform and trained regional staff in its use,
which also influenced the way regional teams communicated with each other. This
resulted in sharing best practices, replicating ideas from one region to the other and
developing opportunities for inter-regional synergies. Although the nationa team
provides the necessary infrastructure and support to aid inter-regional learning, it was
the regional teams that operationalised it.

For all the reasons discussed above and in agreement with Sterr and Ott (2004) who see

regions as having the potential to solve a variety of waste issues, it can be argued that
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regions do provide an effective boundary to host the development of IS networks.
Therefore, regional (sub-national) delivery offers an effective way to implement large
scale IS network, such as the UK NISP for the effective exploitation of existing IS
opportunities. Table 7.2 summarises the benefits of regional delivery for a large scale
IS. However, the success of regiona delivery is, to a great extent, dependent on the
effective national coordination including making provision for funding, infrastructure,
tools, public relations as well as learning and development (see Section 7.7). The
regional context of delivery has been considered effective by many IS researchers (e.g.
Sterr and Ott 2004, Maltin 2004) and evidence from this study suggests that IS is being
practiced effectively at regional level. Additionally, Sterr and Ott (2004: 963) argued
about the need for “... adequate instruments for the exchange of data and experiences
among industrial actors in combination of inter-organisational communication on the
regional scale’. However, the national coordination aspect which could make provision
for instruments, as suggested by Sterr and Ott (2004), on which the regional delivery of
the UK NISP relies, is missing from literature. As such, the UK NISP model with a
nationally managed and regionally delivered IS programme is a novel approach and
there is no evidence of such a model being implemented elsewhere. In addition to the
effectiveness of the regiona delivery, sub-regional delivery and national delivery may
not be the best approaches as stand alone delivery strategies; but they would be effective
in complementing the regional delivery strategy for a nation-wide IS network.

Table 7.2: Benefitsof delivering regionally

Better knowledge of region and industry sectors

Better understanding of how thingswork in aregion

More opportunities to develop relationships by being geographically close
Opportunity to share best practices with other regions

Replicating synergy ideas in other regions

Development of inter-regional synergies

Regional structure/team support for the long term survival of the IS network
. More opportunities for funding and support from regional bodies

Source: Author generated
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7.9 Regional partnership strategy of the UK NISP

The use of regional partnerships to deliver IS services came across as crucia part of the
UK NISP organisational design. Literature on IS places emphasis on the public —
private sector partnership, leading to the development of the network broker or

facilitator role for IS projects. (Korhonen et al. 2004, Gibbs 2008). This role focuses on
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“initiating the actor networks and providing managerial and political support as well as
information and educational services and infrastructure support for the other participants
of the industrial ecosystem” (Korhonen et a. 2004: 299). The model employed by the
UK NISP offered these services as part of ISL national |eadership and management (see
Section 7.7). Some studies claim that the role of the local authority as a network broker,
or afacilitator is crucial in the development of IS networks (Deutz and Gibbs 2004; von
Malmborg 2004). However, the NISP model did not include local authorities as a broker
or facilitator of IS. In addition to the ISL coordination at national level to provide the
services proposed by Korhonen et al. (2004), the UK NISP regional delivery was
contracted out to various different partners, including consultancy organisations,
research ingtitutions, as well as being directly coordinated by ISL in some regions.
Although a mixed sectoral approach to recruit regional partners has been prevaent at
the UK NISP from the beginning, consultancy organisations dominated the UK NISP
regional delivery. How do these delivery partners differ in their approach to delivering
the UK NISP? The UK NISP's regiona delivery strategy is explored in this section
along with the benefits and drawbacks of each type of delivery approach and its

implications on IS practice.

Consultancy organisations dominated the delivery of the UK NISP throughout the UK.
One research participant, who is a member of the UK NISP executive team, stated that
rolling out the UK NISP on a nationa level would not have been possible without the
involvement of the private sector. This suggests that the private sector played a
significant role in the development of a nation-wide IS network. This would have been
possible due to the mutual advantages this partnership had to offer both the UK NISP

and the private sector.

The consultancy organisations' motivation to partner with the UK NISP was related to
enhancing their environmental image and thus raising their profile as well as generating
revenue. This partnership aso allowed them to engage with new businesses and position
themselves among the UK NISP members as a ‘leading support organisation’ (P2R02)
in delivering some of the business benefits outside the scope of the UK NISP activities.
Another aspect of the partnership relates to the possibilities for consultancy
organisations to employ new staff to deliver UK NISP services who would then
continue to work for the consultancy organisations as consultants. The experience

gained from working with the UK NISP would bring further benefits to the consultancy
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organisations when bidding for government funding for any similar business support
projects. At the same time they would be able to claim that they had delivered UK NISP
services in their region and had the capability to deliver other similar projects. All the
above advantages that this partnership has to offer resulted in the growth of consultancy
organisations. However, consultancy organisations have to follow the strict process laid
out by the UK NISP national team and are bound to achieve and report targets on a
quarterly basis. In particular, staff working on the UK NISP project were reluctant to
use the ICT platform developed by the UK NISP so the regional teams could record all
the knowledge and information collected. However, consultancy organisations were
prepared to deal with any difficult conditions experienced when in partnership with the
UK NISP, as they treated the UK NISP as their client and were reaping significant
benefits from this partnership. Having discussed the impact of this partnership on
consultancy organisations, | now move to discuss the implications for the UK NISP as

well asfor the IS practice.

There have been clear advantages and disadvantages of using consultancy organisations
to deliver the UK NISP regionally. Most consultancy organisations that were contracted
out UK NISP delivery were well established international consultancies. A large
‘virtual’ pool of consultants, with varied skill-set, is available in such consultancy
organisations. These consultants can be utilised, when needed, to deliver the regional 1S
programme and that is a key strength for the UK NISP when contracting out delivery to
consultancy organisations. This reduces the need for the UK NISP to recruit new staff to
deliver a project, as they can rely on the consultancy organisations ‘virtual’ pool.
Notwithstanding this, there has been concern among the research participants regarding
the consultants skills and knowledge to facilitate IS networks. It is believed that
consultants may not understand the boundaries of facilitation. And although consultants
may have experience of resource efficiency and waste management in specific sectors,
they may not understand the differences between consultancy and facilitation approach.
Limited training of the UK NISP practitioners, particularly those from consultancy
organisations, impacts further on the practitioners ability to facilitate 1S projects.
Consequently, practitioners from consultancy organisations treat the UK NISP as their
client and do not feel they are a part of UK NISP vision, which could be very
detrimental to IS practice. Inter-organisational trust is another element that needs to be
developed when facilitating IS projects (Gibbs 2008; Sterr and Ott 2004). A consultancy

organisation facilitating 1S projects would not help in the development of inter-
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organisational trust. Additionally, potential synergy partners may not feel comfortable
in discussing and negotiating in front of a consultancy organisation. It may be difficult
to establish trust amongst al the partiesinvolved if an IS project is being facilitated by a

consultancy organisation.

Notwithstanding this, the involvement of consultancy organisations helps to spread UK
NISP awareness and enhances membership levels of the UK NISP in the consultancy
organisations network. It is also more likely that consultants have knowledge of the
region, industry sectors and how things work in that particular region, which would be

of significant advantage to the UK NISP.

The area of main concern when using consultancy organisations to deliver IS projects,
is that these consultancies focus on a particular sector(s) and they are more likely to
stick to the same sectors when developing new projects. This contradicts the genera 1S
principle which is concerned with the diversity of industrial system rather than focusing
on traditiona ways of dealing with by-products (Chertow 2000). Any IS projects
undertaken would be entirely under the control of consultancy organisations and would
focus on maximising profit for themselves, instead of caring for the IS principles. As
long as these consultancy organisations were able to meet their targets they would have
no interest in undertaking projects in other sectors and with other organisations.
Additionally, consultancy organisations may not engage with their competitors to
promote and develop IS projects. The UK NISP may not have any issues with their
approach as long the consultancy organisations are able to achieve the tonnage targets
they are contracted to deliver. Another similar issue concerns the key sector focus of
consultancy organisations, e.g. ‘Scott Wilson’, that was contracted to deliver the UK
NISP services in various regions. One of the benefits that the UK NISP gains in using
‘Scott Wilson' is the large tonnages from their construction and demolition projects that
help the UK NISP make up their targets significantly. The question now arises is how

effective isthis approach with regard to IS practice and learning?

It is outside the scope of this study to discuss whether the construction and demolition
waste from the linkages of the consultancy organisations could have ended up in landfill
sites without the involvement of the UK NISP. It is, however important to note that
these organisations have a globa reputation as being a consultancy for resource

efficiency and waste management; and this reputation existed before their involvement
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with the UK NISP. It is, therefore, evident that these organisations would have found
ways to reuse and recycle their waste, particularly now that UK landfill tax has
accelerated to very high levels and continues to increase. Apart from the fact that
consultancy organisations and the UK NISP enjoy mutual benefits of partnering, this
partnership does not appear to significantly benefit the practice and learning of IS. The
partnership with consultancy organisations demonstrates a superficial attitude to IS as
commented upon by one of the research participants. There may be a proportion of the
UK NISP projects undertaken by consultancy organisations that ssmply do not fall
under the banner of IS. However, further research is required to make a clear case for

the effectiveness of consultancy organisations in delivering IS projects.

In addition to contracting out delivery to consultancy organisations there were some
regions in which ISL is delivered directly. Most of the regions in which ISL decided to
deliver directly were coordinated by individuals who were involved with the UK NISP
from its conception stages. The disadvantage for ISL in delivering directly is that they
would need to rely on their existing resources and skill-set in the region. However, the
full backing of the UK NISP national team made it possible to deliver in this manner
with alimited number of staff recruited at regional level. Moreover, the staff at ISL had
a much better understanding of the IS approach and facilitation skills. This type of
support was not experienced by the consultancy organisations that were contracted out
delivery of the UK NISP, as they were expected to manage within their own resources.
When comparing with consultancy organisations, it was difficult for the ISL regional
teams to develop IS projects in the sectors in which they had no experience. A strategy
to focus on certain sectors was then implemented by the UK NISP. One of the reasons
why ISL decided to focus on specific sectors may relate to the success the consultancy
organisations had in their respective regions, because of their sectoral focus.
Additionally, their decision was based on the sectors’ potential for achieving tonnage
targets, e.g. construction and demolition, as well as on the government sector priorities
to aid the funding process. Therefore, staff, with a strong background in particular
sectors, were recruited in ISL coordinated regions to maximise the tonnage targets and
to satisfy the sectoral focus of the government.

Delivery of the UK NISP was also contracted out to research ingtitutions and public
sector bodies. These organisations had particular advantage over the consultancy

organisations and the ISL team as they were not focused on any particular sector and
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instead focused on the needs of industry in the respective region. Research participants
agree that there are significant benefits for these organisations to be linked to a nationa
programme, including generating revenue and raising their profile. The revenue raised
by these organisations helps to recruit or sustain a significant proportion of their staff
and adds to the diversity of their portfolio. The universities, research institutions and
other public sector bodies chosen to deliver, are more likely to have an adequate
knowledge of the concept to enable them to deliver the IS programme effectively. It is

also probabl e that these organisations have experience in delivering asimilar service.

Unlike universities and public bodies, consultancy organisations and the ISL focus on
specific sectors. This does not infer that the focus is only on one sector, but it is likely
that it would restrict the engagement of diverse industries in the development of IS
projects. This does not conform to Chertow’s (2000: 314) definition “... engage
traditionally separate entities in a collective approach ...” as the delivery organisations
would continue to focus on those specific sectors that assist them in achieving their
tonnage target, rather than adopting an open approach to all sectors. The sectoral
approach would be unavoidable as the UK NISP relies on government funding, which
requires them to meet certain targets. There is also clear evidence of limited knowledge
and understanding of the IS concept among regional co-ordinators and practitioners,
particularly in the case of consultancy organisations and ISL. A vague understanding of
the differences between consultancy and facilitation was also evident among
practitioners of consultancy organisations. In the current state, with delivery partners
from various sectors, the UK NISP is not following the principles of IS concept, but the
provision for training to generate greater understanding of the IS concept and to
enhance the facilitation skills of regiona staff may improve the way in which the
programme is being delivered. Notwithstanding, there are advantages and disadvantages
of using delivery partners from different sectors, which areillustrated in the Table 7.3:
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Table 7.3: Implications of the UK NISP delivery partner ships

-Generation of revenue
-Increase in number of staff

NISP central team
-NISP’ s own information

Consultancy Direct delivery Universities and other
Organisations public bodies
Advantages -Enhanced environmental -Earlier involvement -Enhanced environmental
for  delivery | image -Full training by NISP image
organisations | -Profile of leading support central team -Raised profile
organisation -Full support from the -Generation of revenue

-Increase in the number of
staff

-Strict reporting mechanism
-Use of information system
developed elsewhere
-Limited training by NISP
central team

to uncertainty of funding

System
Disadvantages | -Strict guidelines for -Limited number of staff | -Strict guidelines for
for delivery delivery -Limited skill-set delivery
organisations | -Strict targets -High staff turnover due | -Strict targets

-Strict reporting mechanism
-Use of information system
developed elsewhere
-Limited training by NISP
central team

-Difficulty in retaining staff

for 1S practice

region and industry sectors
-Varied skill-set to aid any
IS projects

skills
-Good understanding of
I'S concept
-Feel part of NISP vision
-Easy to establish trust

Advantages -Large ‘virtua’ pool of -Reduced costs -Considerably large virtual

for the UK consultants -All knowledge and pool of practitioners

NISP -Reduced need to recruit information captured in | -Reduced need to recruit
new staff -ICT platform new staff
-Better NISP awarenessand | -Easy to manage -Better NISP awareness and
membership levels membership levels
-Easy to meet tonnage -Easy to meet targets
targets

Disadvantages | -Difficult to manage -Limited staff -Difficult to manage

for the UK -Increased costs -High staff turnover due | -Increased costs

NI ISP -Reluctancein using ICT to uncertainty of funding | -Reluctancein using ICT
platform -Limited awareness of platform
-Limited information and NISP -Limited information and
knowledge captured in ICT knowledge captured in ICT
platform platform

Advantages -Good knowledge of the -Excellent facilitation -Open to all sectors

-Good knowledge of the
region and industry sectors
-Excellent knowledge of the

IS concept

-Likely experience of
delivering similar services
-Good facilitation skills
-Easy to establish trust

Disadvantages
for 1S practice

-Week facilitation skills
-Limited understanding of
I'S concept

-Do not feel part of the
NISP vision

-Lack of trust by potential
synergy partners

-Focus on particular sector

-Lesslikely to have
knowledge of region and
industry sectors

-Limited sectoral
experience

-Focus on particular
sectors

-Limited skill-set

-Lesslikely to feel part of
the NISP vision

Source: Author generated
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7.10 Concluding Summary

This Chapter provided a thorough discussion of the policy context and the key
organisational design of the UK NISP in relation to the relevant literature, with a view
to addressing the significant findings. With regard to the policy context of the UK NISP
that has been analysed using the ecologica modernisation theory key tenets, the
findings suggest that there are signs that the ecological modernisation agendais moving
forward. However, there is till a long way to go for the UK government to be
effectively implementing an integrated ‘green’ market strategy to stimulate the
industrial reform.

According to the EM theory, the rescaling of environmental policy is predominantly
focused downwards, i.e. decentralisation. However, evidence from this study suggests
that upwards rescaling has been of particular advantage in the context of the UK NISP.
Upwards scaling prompted the UK government to move away from focusing only on
municipal waste to adopting a holistic approach towards managing industrial,
commercial and municipal waste and it assisted the government’s move to climb up the
waste hierarchy, which resulted in an improvement in the relationship between
environmental impacts and economic development. A degree of falure of
decentralisation is evident from the findings, with regard to its influence on the EM
agenda. This does not suggest the decentralisation aspect of EM Theory is ineffective,
but suggests a lack of appropriate conditions, including the limited empowerment of
devolved administrations, lack of skills and knowledge among the decision-making
bodies, and lack of adequate resources, etc. On the other hand centralisation of the
environmental policy was seen as being more effective in the UK NISP policy context,
to ensure consistency of support available to businesses across the UK, effective
communication between the decision-making bodies, and that the same standards were

applied across the UK.

The discussion about the stakeholder participation aspect of the EM Theory particularly
focuses on the participation of non-state stakeholders. The discussion areas relevant to
non-state stakeholder participation include the extent of their involvement, their
relevance and competency as well as their influence on the policy outcome. Thereis a
large difference in the level and relevance of participation in England and in the other
devolved administrations. Although participation levels were high in England, they did
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not go beyond the ‘asks and takes advice’ element of Coenen’s (2009) model (See Table
7.1). In devolved administrations, on the other hand, participation was at a very low
level and decisions were taken almost entirely by government officials, with very
limited involvement of non-state stakeholders. It is argued that the involvement of
individual businesses and trade organisations is critical in formulating an effective
environmental policy. However there was hardly any evidence of these stakeholders
engaging in the decision-making process, particularly in the case of devolved
administrations. Unlike devolved administrations, there was satisfaction among research
participants in England with regard to the extent and relevance of non-state stakeholder
involvement. Notwithstanding the extent and relevance of non-state stakeholders, it is
argued by Gouldson and Murphy (1998: 12), whilst building on a Janicke’'s model
(1997, in Gouldson and Murphy 1998) that there is the need for “afavourable structural
framework within which to operate if they [stakeholders] are to influence the policy
process’. The lack of astructural framework was evident in almost all cases and thereis
adequate evidence of dissatisfaction among the stakeholders about some of the
decisions taken. This could suggest that the non-state stakeholders' influence over
policy formulation and implementation has been limited, regardless of the satisfactory
involvement of relevant stakeholders in the case of England. Therefore, it can be argued
that the ecological modernisation agenda, within the policy context of the UK NISP, has

not reached an effective level to be able to influence industrial reform.

The findings suggest that the IS concept triggers the social/technica innovation which
Is particularly reliant on knowledge and information transfer, whereas ecological
modernisation supports the notion of technologica (as well as environmental)
innovation. There is some evidence from the findings to suggest there is an increase in
social/technical innovation, but technological innovation has been difficult to achieve in
the case of the UK NISP. Although there is some evidence of technological innovation
being funded by the UK government, the approach taken has been very fragmented.
Funding for technological innovation is not focused on changing the industrial
operations structurally, nor does it specifically link to the projects inspired by BESPs.
This fragmented approach to funding technologica innovation has not been particularly
useful in influencing industrial reform. However, it is a much required element of the
EM theory that allows the more significant benefits of the IS approach to be accessed
and more broadly ensures an integrated ‘ green’ market strategy to satisfy the ecological
modernisation agenda of the UK government.
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The UK NISP is a product of industry’s desire for flexibility and self-regulation.
However, the status of the UK NISP as a self-regulation instrument is particularly weak
as the solutions it offers industry are predominantly a quick-fix to the waste
management issues and are focused on short term wins. The UK industry runs the risk
of losing their competitive advantage over other EU countries, asindustry in the EU has
focused on more technological innovation and long term sustainable solutions. Research
evidence suggests that the industry would lose out in the long term by adopting the UK
NISP inspired solutions, which resonates the findings of von Mamborg and Strachan
(2005) in the case of the UK ETS. The UK NISP as a self-regulation instrument may be
considered a weak ‘green’ market strategy of the UK government and may not be
considered as the best approach to achieve the low carbon economy and the ecological

modernisation agenda of the UK government.

The regional delivery of the UK NISP, as well as the provision for the part-funding of
the UK NISP by the regional development agencies, raised thoughts whether the UK
NISP is an effective instrument for sustainable regional development. Findings suggest
that the UK NISP had some potential to support regional development but this may be
limited to economic development. Most of RDAS motivation to part-fund and support
the UK NISP was related to achieving their economic targets, through the outputs
arising from the NISP activities. However, there is a possibility that, although the UK
NISP may have assisted in the economic development of the region, it may have
happened anyway, due to the nature of industry in those particular regions and to the
range of policies and legiglation that were introduced during this period. So the potential
for the UK NISP to be labelled an effective instrument for sustainable regional
development is limited and it may require further research to establish the concrete
impact the NISP had on individual regions.

Based on the findings, a critical discussion of the planned or emergent and top-down or
bottom-up approaches, in relation to the development of the UK NISP, suggests that IS
initiatives may not fall under any of these categories. In the case of the UK NISP, there
has been a transition from planned to emergent IS, which resonates with the findings of
Verguts et a. (2010), who contends that the IS is a change process and thus, takes into

consideration the continuous perspective. The noticeable shift from the bottom-up to

247



top-down approach was aso evident in the case of the UK NISP, in an attempt to

achieve the middle-out approach introduced by Costa and Ferrao (2010).

Coordination of the UK NISP a nationa level was a significant part of the
organisational design employed by the UK NISP. The key elements of the UK NISP
leadership were the vision for a nation-wide IS network; provision for funding;
developing and managing the information and communication system; coordinating and
performance managing regional teams; developing and managing public relations; and,
promoting learning and development. Despite experiencing some difficulties related to
the provision for funding and managing regional teams, the findings suggest that
through the above roles, the UK NISP was able to provide a fairly enabling context for

the development and management of a nation-wide IS network.

With regard to the geographical delivery strategy of the UK NISP, findings suggest that
regions provide an effective boundary to host the development of IS networks and offer
significant benefits for the development of IS projects, as illustrated in Table 7.2.
However, this strategy is effective only as part of the overall organisationa design that
includes coordination at national level. National and sub-regiona deliveries are adso
seen to be effective, but only to complement the regional delivery strategy and not as
standalone delivery strategies.

The creation of a partnership between the UK NISP and organisations from different
sectors to enable regional delivery was another key part of the UK NISP's
organisational design. A critical discussion based on the findings suggests that there are
advantages and disadvantages of using organisations from different sectors and each
one of them has different skills and knowledge. Amongst the range of partner
organisations, the key areas of concern relate to the focus on specific sectors when
developing IS projects, limited knowledge and understanding of 1S concepts and vague
understanding of the differences between consultancy and facilitation. Given the
complexity in the development of a nation-wide IS network, the use of partner
organisations from different sectors cannot be completely criticised. However, thereisa
clear case for these organisations to be trained effectively to gain a greater
understanding of the IS concept and to enhance the facilitation skills of the regional
teams, as well as making provision for a consistent and transparent strategy for

employing an inter-sectoral approach to the IS projects.
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CHAPTER EIGHT: CONCLUSIONS AND RECOMMENDATIONS

The overal aim of this research project was to explore and understand the UK NISP's
place in the UK government’s ‘green’ market strategy and the management and
organisational design employed by the UK NISP in establishing and managing a nation-
wide IS network. The methodological approach adopted to realise the am of the
research project includes: (1) an extensive review of literature and other relevant
information sources in the areas of EM, |IE, EID and IS (Chapters Two and Three); and,
(2) acase study of the UK NISP developed through the practical experiences of the UK
NISP key stakeholders (Chapters Four, Five and Six). A critical discussion is offered in
Chapter Seven to explore the findings in relation to the existing literature. Chapter 8
answers each of the research questions set out in Chapter One. This Chapter explains
the contributions to knowledge, and provides recommendations for the UK NISP and
policy makers. The thesis concludes with the theoretical implications of the study and
recommendations for further research.

8.1 Addressing theresearch questions

The study had the broad aim of exploring and understanding the policy context, as well
the management and organisational design of the UK NISP. The study aims have been
realised and a summary of the findingsis presented below, addressing each of the

research questionsin turn. The three research questions were:

(1) Why was the UK NISP adopted by the UK government as one of the key
instruments of their ‘green’ market strategy?

(2) What are the key barriers to the effective use of the UK NISP as a key
instrument within the UK government’s ‘ green’ market strategy?

(3) How crucia is the organizational design employed by the UK NISP in
establishing and managing alarge scale IS network?

A summary of the answers to each of the questionsis outlined below:
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8.1.1 Summary of the answer to Question One

There were a number of reasons why the UK NISP was considered a key component of
the UK government’s ‘green’ market strategy. These have been outlined in the Section
below:

8.1.1.1 The UK NISP’s ability to decouple negative environmental impacts from

economic growth

The UK government and the administrations in Northern Ireland, Scotland and Wales
agreed on a common strategy to achieve sustainable development (DEFRA 2005a). One
of the four priority areas that emerged from this strategy was Sustainable Consumption
and Production (SCP). The boundaries of the SCP are outlined in the strategy

framework as follows:

“Sustainable Consumption and production is about achieving more with less. ...
This includes reducing the inefficient use of resources, which is a drag on the
economy, so helping boost business competitiveness and to break the link
between economic growth and environmenta degradation” (DEFRA 2005a: 9)

This demonstrates the UK government’s focus on adopting features of ecological
modernisation in order to manage a reduction in: waste production, resource use and
greenhouse gas emissions; and thus achieve climate change targets. Gibbs (2000), and
other commentators from the field of EM, indicated that the creation of a successful
business climate can help deliver sustainable development and this was also observed
by the UK government. Although the government’ s focus in the past had primarily been
on increasing recycling, this appeared to change when the landfill tax reinvestment plan
came into force through the BREW programme. The reinvestment of landfill tax into
businesses, through BESPs, complemented the landfill tax and was, therefore, a possible
approach to reduce the negative impacts on economic development arising from the
landfill tax. In addition, BREW did not just fund the BESPs to achieve the
environmental objectives, but also developed a context in which the involvement of the
economic development agencies was unavoidable, to ensure that a real effort was
underway to reconcile economic development and environmental protection. This
initiative is an example of how the government has moved towards a better relationship
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between environmental impact and economic development, rather than focusing on
environmental impacts alone. BREW was simply a mechanism where landfill tax
money was reinvested into businesses through a range of programmes, to promote
innovative ways to be environmentally effective, and, in some cases, businesses were
also able to benefit economically. The UK NISP, whilst coordinating the IS network in
some of regions, proved itself to be a programnme that has the capacity to decouple
environmental degradation from economic growth by diverting waste from landfill,
through the implementation of the IS concept. This led to the BREW Programme
funding of the UK NISP in England and assisting the UK NISP to launch nationally.

8.1.1.2 The UK NISP as a sdlf-regulation instrument

There is evidence that the UK government has made efforts and progress in terms of
developing a mix of regulatory, economic and voluntary instruments in the hope that
they may positively influence on both the economy and the environment (DEFRA
2003). A number of regulatory and economic instruments were put in place by the UK
government, including the landfill ban of certain materias, escalating landfill tax, etc.
The UK NISP came across as a self—regulation instrument offering flexibility to
industry. Since the UK NISP was initiated by the efforts of industry and is supposedly
led by industry, there was an element of self-regulation which motivated industry to
become involved with the UK NISP. This did not go unnoticed by the government, as
the introduction of voluntary policy instruments and programmes has been a key part of
the UK government’s strategy to integrate environmental and economic policies. Thus,
the UK NISP was adopted by the government. As aresult, the UK NISP was funded via
BREW from the landfill tax revenues collected from UK-based businesses. Support and
funding of programmes such as the UK NISP has encouraged the businesses to take
responsibility for reducing their environmental impacts, albeit with a view to improving
their competitive advantage. This was a balanced UK government strategy, where
regulatory instruments discouraged businesses from sending their waste to landfill
because of the increasing landfill taxes, as well as imposing a ban on the landfilling of
certain materials. At the same time, the UK NISP, as a self-regulation instrument, had
the potential to offer support and help to UK businesses in finding alternative ways to

deal with their waste, thus promoting resource efficiency.
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8.1.1.3 The UK NISP assisting in economizing the ecology

The policies in the UK, particularly waste and resource efficiency policies, demonstrate
to some extent, the government’s effort to economise the ecology. Nevertheless, these
policies and associated regulations are based on EU directives such as the EU Landfill
Directive. The UK’s landfill tax escalator was one of the environmental taxes that
demonstrated the UK government’s desire to place economic value on the land and its
use for dumping industrial and commercia waste. Since the launch of landfill tax in
1996, there have been changes in the way industry thinks about waste management
options, but these have not been significant. Nonetheless, the escalator element of the
landfill tax in the UK has played a vital role. Industry players believe that, until
recently, landfill tax had not reached the level necessary to motivate industry into
thinking about alternative waste management options. Most business representatives
believe that it may only change after the landfill tax reaches a level which impacts on
the bottom line of industry. Recent government documents on waste and resource
efficiency also encourage industry to use secondary material, rather than utilising
primary material as raw materials. It was not easy to convince industry to implement
such changes, since there was no economic incentive to use secondary material. The UK
NISP had the potential to convince businesses to consider aternative waste
management options, as well as the use of secondary material, albeit with a view to
improving their competitive advantage; thus, helping the UK government to persuade
UK businesses about the benefits of their agenda.

8.1.14 The UK NISP assisting the preventive and proactive features of the

environmental policies

Environmental policies are increasingly preventive and proactive. One example of this
isthe landfill tax which penalises the dumping of waste on landfill sites. The landfill tax
escalator promotes the generation of less waste, reuse, recovery, recycling and
incineration. Taxing waste sent to landfill and escalating taxes on a regular basis, was
welcomed by most research participants. Nevertheless, they believed that the landfill tax
level should be much higher. Notwithstanding this, the landfill tax escalator appears to
be encouraging businesses to create less waste. Moreover, re-investment of tax revenues
into businesses, through BREW partner programmes, such as NISP, provides them with
support, which enables businesses to explore innovative ways of resolving resource and
waste issues. BREW, and in particular the UK NISP, encouraged businesses to consider
alternative waste management options and develop innovative ways of dealing with
waste, thus assisting the preventative and proactive feature of the policies introduced by
the UK government. There is always an element of risk associated with preventive
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approaches, in particular stringent regulations and environmental taxes, which may put
UK businesses at a competitive disadvantage, however, the UK NISP support for
businesses may lessen that impact. In summary, there appears to be a shift in the
government’s approach from curative and reactive, to preventive and proactive and the
UK NISP came across as having the potential to contribute to this move.

8.1.2 Summary of the answer to Question Two

Some barriers to the effective use of the UK NISP as a key instrument of the UK
government’s ‘ green’ market strategy are addressed below:

8121 Decentralisation of the UK environmental policy formulation and
implementation

Although al the UK countries followed the common strategy in achieving sustainable
development in order to provide a consistent approach and focus across the UK
(DEFRA 2005a), the powers to formulate and implement environmental policy
remained with the devolved administrations. The landfill tax escalator was introduced at
UK level, with a view - and promises from the UK Treasury — that central government
would recycle the landfill tax to businesses. However, the approach adopted to recycle
funds back into businesses was the responsibility of devolved governments. This
increasing empowerment of devolved administrations is interpreted as decentralisation
within the theory of Ecological Modernisation and it is also referred to as a
‘downwards’ hollowing out process by Gibbs and Jonas (2000). Increasing importance
is given to the decentraisation of the environmental policy in the discourse of
Ecological Modernisation (Frijns et al. 2000) and similarly, as the findings suggest,
pressure is mounting for devolved solutions for devolved issues in all UK countries.
Although broadly similar, policies can be very differently formulated and implemented
in devolved administrations, which may result in the varying effectiveness of a policy
instrument adopted by the individual governments. In the case of the UK NISP as a
policy instrument, barriers were experienced in adopting the UK NISP as a key
component of the UK government’s ‘green’ market strategy, particularly in devolved
administrations. The key barriers are outlined as follows: (1) The UK NISP was funded
in each of the devolved administrations by different government bodies and in some

253



cases a mix of government bodies. This required the UK NISP to satisfy the individual
targets of each of the funding bodies, making it difficult for the UK NISP to work
towards a specific strategy; (2) Short term commitment of the individual funders, as
well as the changing policy focus of each of the funders, influenced the continuity and
stability of the UK NISP, e.g. there was a high staff turnover due to the uncertainty of
the UK NISP's survival; (3) Without any regard to the promises made by the UK
Treasury to return landfill tax to businesses, most of the landfill tax revenue was used in
areas which were considered a priority for the then governments in devolved
administrations. This resulted in an inconsistent focus on resource efficiency and waste
management policies across the UK, which was particularly to the detriment of the
businesses that operate UK-wide. It also resulted in inconsistent and, in most cases,
inadequate level of environmental support for businesses in devolved administrations;
and, (4) Different interpretations of legislation coming from the EU, as well as central
government, also made it difficult for the UK NISP to replicate the same project ideas
in other devolved administrations.

All the above reasons suggest that decentralization in the UK, in the context of the UK
NISP, has failed somewhat and perhaps became a barrier to the effective use of the UK
NISP as a key component of the UK government’s ‘green’ market strategy. However, it
is debatable whether the above barriers occurred due to the increasing empowerment of
devolved administrations. It may be argued that extended and consistent empowerment
of devolved administrations may be the only long term solution in moving away from
the weak formulation and implementation of sustainable development policies.

8.1.2.2 Limited role of non-state stakeholders in the decision-making process

The implementation of different decision-making mechanisms in each of the UK
countries, adopting the UK NISP as a policy instrument, has also been detrimental to
the effectiveness of the UK NISP. Unlike BREW in England, there was no provision for
a formal decision-making mechanism and no appropriate involvement of non-state
stakeholders in the decision-making process in most devolved administrations.
Involvement of individual businesses and/or trade organizations would have been
instrumental in formulating and implementing an effective environmental policy, since
it is claimed that the UK NISP was led by businesses. The landfill tax revenue collected

from businesses was used to fund the UK NISP and businesses had superior knowledge
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of how their processes worked and how best to deal with their environmental impacts.
However, the mgjority of decisions were taken by government officials, with no, or
limited input from any non-state stakeholders in devolved administrations.
Notwithstanding this, research participants were satisfied with the extent and relevance
of stakeholder involvement in the decision-making process of the BREW Programme in
England. However, this did not mean that the non-state stakeholders were able to exert
any influence on the policy outcome. There was dissatisfaction amongst the
stakeholders on the decison outcomes which were not even presented to the
stakeholders for discussion. Although a formal mechanism was employed with an
appropriate involvement of non-state stakeholders, it was merely an exercise to
demonstrate the government’s commitment to a participatory approach to decision-
making, with no actual heed given to non-state stakeholders' recommendations The
development of non-state stakeholder related capacities, in the decision-making process,
would have had a profound impact on choosing the right mix of policy instruments and
an appropriate proportion of the funding alocation for each of the chosen policy
instruments. However, this has not been the case in the policy context of the UK NISP,
which may have been detrimental in considering the UK NISP as a key component of

the ‘green’ market strategy of the UK government.

8.1.3 Summary of the answer to Question Three

Organisational design of the UK NISP had a significant role to play in establishing and
managing a large scale IS network. However, an element of the organisational design,
which focuses on specific sectors, does not adhere to the diversity principle of IS. A
summary of the findings, in relation to the effectiveness of the UK NISP's
organisational design, as well as how well it aligns to the principles of IS is offered
below:

The vision for a large scale nation-wide IS network, prompted an organisational design
to be employed by the UK NISP that was innovative and unique. As the findings
suggest, 1S development cannot be classified as planned or emergent. The development
of alarge scale IS programme is a change process which may go through a transition
from planned to emergent and vice-versa, depending on the contextual conditions.
Similarly, most research studies classified the IS programmes as bottom-up and top-

down. However, the findings suggest that in the case of the UK NISP, noticeable
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movement from the bottom—up to top-down was evident. Thus, the development of a
large scale IS programme may go through the transition of bottom-up to top-down and
vice-versa, depending on the contextua conditions. The organisational design employed
by the UK NISP has been a crucial element for the development and management of the
UK NISP as it took into consideration the dynamic nature of the IS development.
Korhonen (2004b: 299) suggested that “local authorities could serve as network brokers
and ‘institutional anchor tenants’ initiating the actor networks and providing political
and managerial support as well as informational and educational services and
infrastructure support for the other participants of the industrial ecosystem”. The
‘institutional anchor tenant’ approach appears to fit alarge scale IS initiative. However,
there islittle mention of the leadership elementsin the literature, which are instrumental
in handling the change process involved in the development of alarge scale IS network.
A study conducted by Hewes and Lyons (2008), which again focuses on the
development of IS at local level, does place emphasis on the “importance of champions
who are able to bring groups of actors together and motivate them to become personally
involved in the construction of an EIP” (Hewes and Lyons 2008: 1339) . The presence
of that champion may well have existed at the UK NISP and resulted in effective
leadership and management at national level becoming the key element of the
organisational design on which the development and surviva of the UK NISP was
based. All the aspects of |eadership that could assist in change process were addressed
by the UK NISP at national level. These included: having the vision for a nation-wide
IS network; effective communication and knowledge transfer, using an information and
communication system; securing funding by aligning strategies with the government
bodies; public relations, including engaging with regulatory bodies, research
ingtitutions, and making business members aware, etc.; coordination of regiona teams,
including providing support and motivation, performance managing and creating a
cooperative culture among the regiona teams; and, the provision for learning and
development from - and that feeds back into - all other leadership aspects for further and
better development of 1S network (see Chapter Seven, Figure 7.2).

The regional delivery strategy of the UK NISP is another key element of their
organisational design which can significantly influence the development and
management of a large scae IS. The regional delivery strategy of the UK NISP
provided the opportunity to align the strategies of the regional operations to those of the

strategies and priorities of regiona government bodies. This offers the potential for
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securing additional funding and support to deliver the programme more effectively in
the region. This, however, may require the regional IS programme to focus on helping
regional bodies in achieving their economic development targets. Nevertheless, the
strong visibility of the regional IS programme as a potential contributor to the
development of the region, makes it easier to engage with government bodies and
regional businesses, and in the long term it helps the regional IS programme become
established and survive. One research participant described regional development
agencies as a ‘hungry empire’ which tends to fill gaps, if they identify the need for a
specific service in their region. The UK NISP operating with a regional structure and
regional teams deters RDAs from providing a similar service that helps with the long
term survival of regional initiatives. In addition, each region is significantly different
with regard to the dominating industrial sectors and how things work in a particular
region. This knowledge can only be obtained by being geographically close to the
region and by effectively engaging with both public and private sectors. Therefore it is
significantly important that the IS delivery is approached regionally for alarge scale IS

network.

Another key element of the UK NISP's organisation design is its partnership with
various regiona organisations to deliver the regiona IS programme. Wasserman (2001,
in Gibbs 2008) suggests the involvement of third party organisations to facilitate the
inter-firm networking. It is apparent that these partnerships were instrumental in
launching and managing an IS network on a national/large scale. It can be argued that
these partnerships with regional organisations may not have been possible without
strong leadership and management at national level. Nevertheless, there are advantages
and disadvantages associated with each type of partners that were contracted out
delivery of the UK NISP. The two main issues identified include: (1) a strong sectord
focus in the development of the UK NISP projects. An effort to align with the sectoral
priorities of the government and to meet the government’s short term (landfill
diversion) targets to secure future funding, justifies the strong sectoral approach adopted
by the UK NISP. However, the sectoral approach, that restricts the engagement of
diverse industries, may suggest a superficia attitude to IS and may not conform to
Chertow’s (2000) definition of IS; and, (2) limited knowledge and understanding of the
IS concept and the difference between consultation and facilitation. Limited knowledge
and understanding of the regiona teams depend, to a certain extent, on the type of
partners involved and the level of training offered to them. The provision for
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comprehensive training to generate a better understanding of the IS concept, as well as
enhancing facilitation skills among regional teams, may assist with these issues.
However, the former of the two issues is a more strategic matter and outside the scope
of this study. It would require further research to explore the quantitative outputs from
the IS projects for each of the regional partners, in relation to the individual sectors that
were involved in generating those outputs. This may provide further insight into
whether a particular type of regional partner influences the sectora approach being
adopted at the UK NISP and whether this restricts the engagement of diverse industries
in the development of IS projects. Nevertheless, in its current state, the UK NISP
appears to focus strongly on particular sectors and does not appear to follow the
principles of the IS concept. Notwithstanding this, the delivery partnership strategy of
the UK NISP complements the rest of the organisational design and could play a

significant role in establishing and managing alarge scale IS network.

8.2 Contributionsto knowledge

Whilst exploring and understanding the UK NISP's place in the government’s ‘green’
market strategy, as well as the organisational design employed by the UK NISP, this thesis
has offered contributions to knowledge in four areas.

8.2.1 Decision-making mechanism

The first mgjor contribution to knowledge made by this research is the study of the UK
government’s decision-making context/mechanism in choosing appropriate policy
instruments for their ‘green’ market strategy. The UK government, by adopting the UK
NISP as a key component of their ‘green’ market strategy, demonstrates their intention to
develop policies and programmes in line with the ecological modernisation theory. The
literature review showed that the UK government has fully understood the importance of
ecological modernisation in policy terms and has taken significant steps in making changes
to the policies and the policy process using the ecological modernisation theory. The focus
has been on the decision-making mechanism to make choices, with regard to the policy
instruments (e.g. the UK NISP) adopted as key components of the UK government’s
‘green’ market strategy.
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The thesis adopts a qualitative approach to capturing the experiences of key stakeholders
(both state and non-state stakeholders) and provides an overview of the decision-making
mechanism adopted by the UK government as well as the devolved administrations. The
key contribution is perhaps the use of the ecologica modernisation theory to study these
mechanisms that are adopted by each of the governments in the UK. Previous contribution
to this field, within the context of IE, has been inspiring and perhaps a motivation to
conduct this study. The originality of this study is witnessed in the empirical work
undertaken and its interpretation using the key tenets of ecologica modernisation theory.
Another aspect where this research differs from any previous work is that it offers
comparisons of the decision-making mechanism in each of the UK countries. Mechanisms
employed in devolved administrations are generally ignored in most studies, which assume
that the devolved administrations would apply very similar mechanisms, only minimally
adjusting these to their cultural, political and industrial context. However the findings of
this study suggest that there are significant differences in the decision making mechanisms
employed in each of the UK countries. An example of such differences is reflected below
through a summary of the findingsin relation to one of the key elements, i.e. ‘ closed policy
making to participative policy making of Mol's (1995) model of institutional

transformation in the state’ s role in employing the ecological modernisation theory.

Findings of the study indicated that the decision-making mechanism within the BREW
programme in England and to a lesser extent, in Wales demonstrated the trend towards the
greater involvement of non-state stakeholders, as argued by Frijns et a. (2000) and Mol
and Spaargaren (2009). In contrast, decision-making in Scotland and Northern Ireland did
not follow this trend, as would have been expected in an industrialised economy.
Notwithstanding this, the extent and relevance of non-state stakeholders within the BREW
programme decison-making mechanism was not an indicator of whether these
stakeholders were able to influence the policy outcome. Although it is imperative that the
decisions made would not be to the satisfaction of al the stakeholders given their different
priorities, most stakeholders were disappointed with some of the outcomes which were not
even presented to the stakeholders for discussion. Although a formal mechanism was
employed with an appropriate involvement of stakeholders, it was merely an exercise to
demonstrate the government’ s commitment to a participatory approach to decision making.
Thus, the findings reveal that the extent and relevance of stakeholder involvement may not
confirm the influence of non-state stakeholders on the policy outcomes. This finding

confirms the need for “a favourable structural framework within which to operate if they
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[all stakeholders] are to influence the policy process’, as proposed by Gouldson and
Murphy (1998: 12). Findings also suggest that the lack of adequate resources to employ an
effective mechanism, the limited skills and knowledge of the decision makers, and the
government’s limited effort to bring together relevant stakeholders are some of the issues
that need to be dealt with. These issues are in line with what Gouldson and Murphy (1997)
propose to be the elements that may assist in the development of a favourable structural
framework. These elements include: “access to information and understanding,
involvement in decision making and access to influence and the provision of suitable
resources and expertise” (Gouldson and Murphy 1998: 12). It is evident that in devolved
administrations, the participatory approach was least developed and development of this
capacity is required using the elements suggested by Gouldson and Murphy (1998). This
relates to another element of Mol’s (1995) institutional transformation, i.e. ‘centralised to
decentralised’. The evidence available to this study suggests there is a certain level of
decentralisation through the devolved powers. However, this thesis argues that extended
and consistent empowerment of the devolved administrations as well as their capacity
building, would offer along term solution to develop a structural framework within which
to operate. This would enable the non-state stakeholders to influence the policy process
effectively, in order to divert from the weak formulation and implementation of the
policies and programmes for decoupling environmental degradation from economic
growth. Notwithstanding this, the findings suggest that centralisation of the policy
formulation and implementation would have been more effective in the use of the UK
NISP as a key component of the UK government's ‘green’ market strategy, when
compared to the current state of decentralisation/devolution in the UK.

This thesis is able to provide a more insightful understanding into the policy focus of the
UK government and devolved governments, how the UK NISP objectives align with the
government’s policy focus and the decision-making mechanisms employed by each of the
governments. Therefore, it is able to provide better conclusions with regard to the UK
NISP' s place in the UK government’s ‘ green’ market strategy, the barriers to the use of the
UK NISP as a key component of the UK government’s ‘green’ market strategy and how
far the UK has managed to implement the ecologica modernisation theory, at least in the
policy context of the UK NISP.
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8.2.2 EM and ISrelationship

Another key contribution of this study is the bringing together of the two fields of study,
i.e. the ecological modernisation theory and IS concept, through an empirical investigation
of the UK NISP. This contribution builds on the works of Gibbs (2003b) and Deutz (2009),
in which they have attempted to explore the relationship between EM and EID/IE
approaches. EM provides a genera approach to integrate environmental protection and
economic growth, by influencing policy approaches and supporting technological
development. In contrast, IS offers a specific way in which integration of environmental
protection and economic growth can be achieved at industry level, through the sharing of
utilities, services and by-product resources. Although IS is not specifically focused on
technology development, as in the case of EM, it catalyses technological innovation. In the
context of this study the relationship between EM and ISisillustrated in Table 8.1:

Table 8.1: Relationship between EM and IS

EM IS

Theoretical Practica

General approach to greening Specific approach to greening

contemporary capitalism contemporary capitalism

Supportsintegration of environmental Has potential to integrate environmental

protection and economic growth protection and economic growth

Influences policy and policy process Partly influenced by policy and policy process

Focuses on - and supports — Catalyses technological innovation and

technological development Vice-versa

Applies at national and organisation levels Applies at inter-organisational, local,
regional and national levels

Supports IS through relevant policy Supports EM by catalyzing
technological innovation

Motivated by modernisation idea Motivated by economic benefits

Source: Author generated

8.2.3 Organisational design for large scale industrial symbiosis

Another contribution of the study relates to the finding that 1S can neither be categorised as
planned or emergent, nor can it be categorised as top-down or bottom up. Within the
context of the UK NISP, IS development is a change process that may move from being
planned to emergent, and from being top-down to bottom-up. The organisational design,
employed by the UK NISP, took this dynamic nature of the IS development into
consideration. The understanding of the dynamic nature of IS development, as well as the
organisational design presented in this study would perhaps assist in developing an
enabling context for the development and management of alarge scale IS network in other
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countries. This is the first study in which executives, co-ordinators and practitioners of
NISP were interviewed from each of the devolved administrations as well as from each
English region. The study is insightful, in that it is able to highlight any criticism of the
organisational design from the view of the UK NISP's own staff as well as contractors and
this would alow the UK NISP to make the necessary changes to their organisational
design. The leadership aspect explored in the study is one of the most novel contributions
of this study. Some previous studies have particularly focused on champions of EID and
others have looked at anchor tenants, but most of these studies relate to small scale
developments. There is reference made to the use of an institutional anchor tenant in
managing an IS network in Korhonen (2004b). However, this study is the first empirical
investigation to provide insight into the effectiveness of leadership at nationa level and the
associated challenges in establishing and managing alarge scale IS network.

8.2.4 Methodological contributions

A key methodological contribution is made by studying the policy and decision-making
mechanism in all four countries of the UK, within the UK NISP context. It provided the
possibility of comparing the decision-making mechanisms adopted in each of the UK
countries and their impacts on the development and management of IS networks. It was a
novel approach, as none of the studies in the past covered al UK countries when studying
the decision-making mechanism in relation to the UK NISP. The study by Proctor (2005)
focused on the impact of regiona policy on the eco-industrial development initiatives in
two English regions and Scotland, which were being developed at the time of the study.
However, at that time, policies related to eco-industrial development were not that well
developed. In contrast, this study has focused on an IS initiative that is fully developed and
managed at nationa level and supported by government policy for many years. This
generated superior information and insights from key stakeholders, which would not have
been possible in the past.

Similarly, the management and organisational design of the UK NISP has for the first time,
been studied in-depth, using empirica data from the interviews conducted in all UK
regions. Most other studies in the past (e.g. Paguin 2008, Mirata 2005, Proctor 2005), have
only focused on afew regions. An exception to this is Domenech (2010) who conducted a
UK NISP case study. However, her case study did not include some of the English regions,
as well as it failed to take into consideration the involvement of private sector
262



organisations in delivering the UK NISP in various regions. This study took a very broad
approach in terms of covering all the regions of the UK, including devolved
administrations and a focused approach in terms of studying the same EID initiative across
the UK.

8.3 Recommendationsfor policy

(1) Policiestobeaimedat IS

This study established a relationship between ecologica modernisation and IS; the former
being a general approach and the latter being a practica implementation to decouple
environmental harm from economic growth. There is a need for policymakers to
understand this relationship in order to direct policy formulation and implementation

aimed at supporting the development of IS networks.

(2) Innovationto beamed at IS

The study found that although there is evidence of technologica innovation being
supported and funded by the UK government, the approach taken is very fragmented. The
approach is described as fragmented, as it does not directly support technological
innovation inspired by other government funded programmes, e.g. BESPs. BESPs, such as
the UK NISP, are unable to be more effective as they do not have direct funds available for
technological innovation that may be required to realise a potential IS project. The
government may receive better value for money if the funding for technological innovation
is aligned with the technological innovation needs of the projects inspired by business
environmental support programmes. This will help the government to spend money in
areas where it is most needed to stimulate industrial reform.

(3) Extended and consistent powers to devolved administrations

The limited and inconsistent empowerment of the devolved administrations came across as
detrimental to the effectiveness of their decision-making mechanism. Extended and
consistent devolution of power in the UK is the only long term solution to ensure an
effective decision-making mechanism is adopted. Alternatively, the findings also suggest
that centralisation of environmental policy formulation with flexibility in the
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implementation approach for devolved administrations could be helpful for various reasons
as discussed earlier, including maintaining policy consistency throughout the UK

boundaries.

(4) Participatory approach to decision making

Involvement of non-state stakeholders in the decision-making process has been minimal in
devolved administrations. Although it has been better in England, there were question
marks over whether there was an opportunity for non-state stakeholders to actually
influence the policy outcomes. As Gouldson and Murphy (1998 12) suggest, there is a
need for “a favourable structural framework within which to operate if they [stakeholders]

are to influence the policy framework”.

(5) Capacity building of decision-makersin devolved administration

Capacity building of decision-makers is another key recommendation arising from the
study findings. There is a need for the capacity building of decision-makers, with regard to
enhancing their skills and knowledge in environmental matters, better relationships with
trade organisations and other NGOs, greater communication between the decision-makers
in each of the UK countries, and the availability of adequate resources to at least the same
proportion as spent in similar projects in England. Research participants recommended the
use of a forma decision-making mechanism, such as BREW in England, although the
capacity building issues would need to be resolved prior to adopting a BREW type
approach.

(6) Consistency in the way in which BESPs are funded

The findings suggested that inconsistency in the way funding was approached in each of
the UK countries, with regard to which government departments fund the UK NISP and for
how long, has been detrimental to the certainty and stability of the programmes. Different
government departments funding the programme impose different targets, which makes it
difficult for the UK NISP to devise a strategy to follow throughout the UK. Each of the UK
countries funds the UK NISP for varying durations. Short term funding, in particular,
makes it difficult make long term plans for national programmes such as the UK NISP.
This also creates a feeling of uncertainty amongst staff about the survival of the
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programme and thus, results in a high turnover of staff and the reduced efficiency of the
programme. It is, therefore, recommended that a consistent and medium to long term
approach for funding the national programmes needs to be adopted.

(7) Direct policy to deal with small businesses

Given the large proportion of small businesses in the UK, it is necessary that their needs
are not ignored and that there are direct policies to deal with them. The research
participants were surprised to learn that the BREW funding came with very limited
conditions attached. This flexibility allows the BESPs to concentrate on achieving their
targets by focusing only on large businesses, which perhaps makes it easier for them to
achieve their targets and outperform, without having to take approximately 95% of the
other UK businesses into account. A funding condition imposed on all BESPs to part-focus
on small businesses would ensure that these companies are not ignored in terms of the
government’ s promise to return part of the landfill tax revenue to all businesses.

8.4 Recommendationsfor the UK NISP

(1) Longterm surviva of the UK NISP

The UK NISP has been funded by the UK government for a period of 6 years since it
became national in 2005. As arule of thumb, programmes are generally funded for a span
of nearly 3 years, after which they are expected to support themselves. It is hard to judge
whether the continuation of this funding in the long term has been an advantage or
disadvantage for the UK NISP. The quantity of outputs claimed by the UK NISP clearly
indicates that there is a case for the level of benefitsit is able to deliver to businesses, thus
suggesting that businesses would be prepared to pay for UK NISP services. More
government funding would only make it difficult for the UK NISP to become independent.
The UK government may decide anytime to stop the UK NISP funding, which may be
hugely detrimental to its survival in the long term. An example of this situation is the UK
NISP programme in Scotland which has come to an end because funding was discontinued
by the government in 2011. There is also the possibility that the private sector may offer
similar services in the future, in which case it would aso not be possible for the UK NISP
to remain fully subsidized/funded by the government. It is therefore recommended that the
UK NISP should look for ways to raise money from the private sector to become
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independent. This would not only help with the long term survival of the programme and
staff retention, but it would also allow them to develop one strategy across the UK and to
deliver the NISP programme within the boundaries of IS to all sizes of businesses, without

the pressure of having to achieve government tonnage targets.

(2) Extensivetraining for UK NISP staff and contractors

The understanding of the IS concept varied to a large extent amongst the UK NISP staff
and contractors delivering the programme. Some believed their objective was ‘achieving
tonnage targets' and others were not sure whether they had ever been told about the UK
NSIP s actua objectives. An understanding of the concept, as defined by Chertow (2000)
was omitted from all descriptions. Therefore, it is recommended that the UK NISP staff
and contractors are offered extensive training to develop their understanding and
knowledge of the IS concept. Additionally, training is aso required for co-ordinators or
practitioners who have consultancy backgrounds. Consultancy differs from facilitation to a
large extent and it is necessary for the co-ordinators and practitioners of the UK NISP to
understand the boundaries of facilitation. This understanding of what they should or should
not do during the facilitation process is necessary for the effective delivery of the UK
NISP.

(3) Failuretofocus

The evidence available to this study suggests that the UK NISP was engaged in various
projects that did not fall in the IS domain. This included projects which would have been
realised even without the involvement of the UK NISP, as well as projects that may have
been more suited to be handled by another BESP. A particular concern was raised about
the BESPs *‘treading on each other’s toes' to achieve government targets and it resulted in
confusion amongst businesses over which BESP to approach to address their specific
problem. The key reason for this relates to the radica changes and the new system
introduced by the NISP leadership that allowed only a limited time for the development of
synergies and more time spent on data management and reporting. Therefore, the study
recommends the involvement of UK NISP staff and contractors during the development
phase of new systems, in order to ensure they are informed of any upcoming changes, as
well as taking into consideration any concerns that they may have with regard to the
proposed new system. The UK NISP would also need to make appropriate provision for
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the training of al staff and contractors in the use of the new system. Moreover, the UK
NISP would need to conduct an assessment of the time required to incorporate any changes
in the delivery mechanism used by the regional teams, in order to ensure their resources are
not stretched. This would ensure that the regional teams would not be distracted and
would, therefore, focus on actual synergies which would have not been created without

their involvement.
(4) Effectiveness of the national practitioners team (NPT)

Although provision for a national team was a necessary step for the UK NISP, the
approach taken by the NPT was not successful. Regiona teams felt they were being
overpowered by the NPT, as they were part of the national team and were concerned that
the NPT would steal their regional outputs. The purpose of the NPT was to deal with
organisations operating nation-wide, to make it easier for them to associate with the UK
NISP without having to engage in individua regional programmes. Their role was also to
facilitate inter-regional synergies. However, they were introduced as a 13" region and were
given the right to claim outputs for their activities, which meant that the regions in which
they worked would lose their outputs. It became the cause of conflict among the regiona
programmes and the NPT. The UK NISP could implement the NPT more effectively by
using them to support the regional teams if required, to deal with the higher management
of business members or to facilitate inter-regional synergies without the right to claim the

outputs.
(5) Follow the diversity principle of industrial symbiosis

Findings suggested that the use of the sectora approach was prevalent in most regions of
the UK NISP and was perhaps complementary to the organisational design of the UK
NISP. The sectoral approach was taken by the UK NISP in choosing the contractors from a
particular sector, as well as in the recruitment of staff with experience in certain sectors.
Sectoral diversity is one of the key principles of 1S and therefore the use of the sectoral
approach by the UK NISP is questionable. Although it is widely understood that it is easier
to meet tonnage targets through certain sectors than others, and that there is a need to focus
on government priority sectors, in order to align the UK NISP activities with government
strategies to secure future funding, the UK NISP does not follow the principles of IS. It is
recommended that the UK NISP rethink its strategies to ensure adherence to the IS
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principles. 1S applied to the sectors on a regular basis will become rooted in these sectors,
which would ultimately result in the UK NISP no longer being required by these sectors. It
would also result in the diversion away from innovative inter-organisational synergies
from diverse sectors. This may be detrimental to the UK NISP' s survival in the long term,
as its sectoral approach to achieve the tonnage targets would have nothing novel about it

and UK industry would realise this sooner or later.

8.5 Theoretical implications and recommendations for further research

This research study is the first of its kind to explore and understand the policy context
and organisational design of the UK NISP using the empirical approach. It takes a step
further in establishing a relationship between the ecologica modernisation and IS
approaches (see Table 8.1). The adoption of the UK NISP as a component of the UK
government’s ‘green’ market strategy aligns with the government’s desire to realise the
ecological modernisation agenda. However, there were issues identified in the decision-
making mechanism of the UK government and in particular devolved administrations.
Findings suggest that government efforts to facilitate environmental policy reform are
evident. However, there are weaknesses in the way the key tenets of EM are used to
facilitate the environmental policy reform. In particular, the lack of a participatory
approach comes across as a weakness of the decision-making mechanism which may
consequently weaken the adoption of a mix of effective policy instruments to suit the
‘green’ market strategy of the UK government. On the other hand, the decentralisation
of powersin the UK in its current state, has been detrimental in the adoption of effective
policy instruments and the findings support the centralisation of the policy formulation,
a least in the context of the UK NISP, to alow consistency throughout the UK for
businesses operating nation-wide. This would create effective communication among
the decision-makers, ease of knowledge transfer, the same interpretation of the EU and
centra government laws, as well as ensuring adequate and consistent resources are
employed throughout the UK. This does not suggest ineffectiveness of the
decentralisation aspect of EM theory, but highlights the lack of appropriate conditions,
including the limited empowerment of devolved administrations, resulting in decision
makers having limited skills and knowledge and a lack of adequate resources to deploy

on an effective decision-making mechanism, etc.
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With regard to the UK government’s adoption of the ecological modernisation agenda,
there has been some progress, specifically in England. However, the UK government
still has along way to go in making institutional changes as suggested by the ecological
modernisation theory. As the findings of this study are based on analysing the decision
making-mechanism in one particular context, there is a need for further empirical
research to study decision making mechanisms in other environmental policy contexts
in the UK, to enable wider inferences to be drawn, with regard to the government’s
progress in achieving the environmental policy reform, as well as the effectiveness of

the key tenets of ecological modernisation in achieving this reform.

Another phase of the study explored the organisational design employed by the UK
NISP. One of the key issues identified in the organisational design of the UK NISP
relates to the use of regional delivery partners, which may not be in line with the
diversity principle of 1S. However, in order to establish this point further research is
proposed, which involves a quantitative study of the outputs of the UK NISP regional
delivery and an analysis of the outputs, in relation to the sectors involved, would also be
required. This would provide a clear insight of whether the sectoral approach adopted
by the UK NISP delivery partners is contrary to the diversity principle of 1S. The next
stage of research with regard to the organisational design of the UK NISP would be to
explore the mechanism employed in delivering the UK NISP to businesses and how
businesses perceive the quality of the UK NISP delivery. This would further add to the
UK NISP' s organisational design explored in this study.

Thisthesisis concluded with a notion that since the UK NISP is the only nation-wide IS
network in the world, there are both conceptual and practical challenges associated with
developing alarge scale IS network. Having considered the policy implications on - as
well as the UK NISP's approach to - establishing and managing a nation-wide IS
network, | hope that that the findings of this study contribute towards addressing these

challenges in the devel opment of an enabling context for large scale IS networks.
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APPENDIX A: INTERVIEW SCHEDUL E FOR PHASE ONE

QO01. What government policies in your view are supporting & funding the UK NISP in
the wider context?

Q02. What drivers are promoting the development of these policies?

QO03. Is your organisation, or an organisation you are aware of, involved in the design of
these policies? What role do these organisations play in the design of these
policies?

Q04. At what government level are these policies designed and implemented? In your
view, a what level would the design and implementation may be more effective?

QO05. To what extent do these policies facilitate the invention and innovation of clean
and resource efficiency technologies?

Q06. To what extent do these policies encourage self-regulation of industry and
increasingly rely on market forces for the protection of the environment?

QO07. Are there any specific initiatives under these policies, that you are aware of,
supporting and funding the UK NISP?

Q08. How are these policy initiatives funded? Do you think it is effective the way they
are funded? Why?

Q09. In your view, how does the decision regarding distribution of funding made
among the UK NISP and other similar programmes?

Q10. Which stakeholders within the government and external to the government are
involved in the decision making process? In your view, how relevant is the
participation of stakeholdersin this process?

Q11. To what extent does government act as a facilitator to bring together different
stakeholders in the decision making process?

Q12. To what extent are businesses engaged by government in the decision making
process? In your view, how government can engage businesses effectively?

Q13. What are the principal drivers promoting the UK NISP in the UK?

Q14. What role do national, regional and local governments play in the development
and management of the UK NISP?

Q15. UK NISP receives additional funding from some organisations e.g. RDAS in some
of the regions and not in others. What is your view about it?

Q16. What is your view about UK NISP's partnership with Environment Agency,
Resource Efficiency-Knowledge Transfer Network, and Loca Government
Association?

Q17. What role, if any, have other stakeholders e.g. business, academia, NGO's, public
etc. played in the development and management of the UK NISP?

Q18. In your view, what objectives are expected to be achieved through UK NISP
activities?

Q19. “UK NISP claims to be a business opportunity programme”. What is your view
about it?

Q20. In your view, is UK NISP just a business opportunity programme or isit related to
broader political, economic and environmental interests of the government?
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Q21. Do you think that industrial symbiosis concept and in particular UK NISP enables
economic activities without undermining the ecological objectives?

Q22. In your view, how successful has the UK NISP been?

Q23. To what extent does the tick-box culture of government targets leads UK NISP to
focus on short term targets instead of taking a more sustainable long term view?

Q24. What in your view would be the best way to measure performance of the UK
NISP?

Q25. How would you compare the UK NISP with other similar government funded
programmes (e.g. Envirowise, Waste and Resources Programme (WRAP), Market
Transformation Programme (MTP), Carbon Trust etc.) in terms of the value for
money for the government?

Q26. What in your view are the strengths and weaknesses of the UK NISP?
Q27. To what extent does the UK NISP focus on all industrial sectors?
Q28. To what extent does the UK NISP focus on small businesses?

Q29. In your view, what does the future hold for the UK NISP in terms of availability of
funding and support from the national and regional governments?

Q30. In your view, are there changes required in regulations and policies to make
conditions more favourable for industrial symbiosis/ UK NISP?

Q31. AsUK NISP is afirst programme of its kind at a national level, what influence in
your view does the industrial symbiosis concept and in particular the UK NISP
may have on the future policy development in the United Kingdom and
internationally?

Q32. In your view, how suitable is the industrial symbiosis concept for developing
countries?

Q33. Any additional comments?
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APPENDIX B: INTERVIEW SCHEDULE FOR PHASE TWO

QO01. Role and contribution of the UK NISP employees

Q02. What are the main obstacles faced when implementing synergies and how do you
overcome these obstacles?

QO03. Does the regiona programme manage to cover the whole region or is it limited to
particular areas?

QO04. Is regional level an appropriate spatial level for managing IS networks? Why or
why not? If not, at what level the UK NISP can be managed better?

Q05. When and how was the regional programme initiated?

Q06. When and why was it chosen to be a part of the UK NISP? Is it a mutually
beneficial relationship? How?

QO07. What were the reasons behind any unsuccessful projectsi.e. projects that have not
reached implementation stage or the ones gone obsolete or their value declined to
zero after implementation?

Q08. What steps are being taken to maintain the value of these projectsin long term?
Q09. Any uniqueness of the regiona programme if compared to other regions

Q10. Any complexities that may have been encountered in the development and
management of the programme

Q11. What is driving industrial symbiosis network development in your region?
Q12. How isthe regional programme funded?

Q13. Who are the main stakeholders? Do these stakeholders contribute to the
programme? How and why?

Q14. Do funding institution(s) and / or other stakeholders influence your way of
managing the programme? How does it impact your performance?

Q15. How does the UK NISP core team contribute? Do they influence your way of
managing the programme and does it impact on your performance?

Q16. What isthe role of the Programme Advisory Group (PAG) if in place?
Q17. What are the criteriafor an organisation to be a member of the PAG?

Q18. Is there any significant contribution of the PAG and / or influence in the
management of the regional programme?

Q19. What sort of projects you are mainly involved in?

Q20. What are the main objectives of the regional programme?

Q21. What is your overall approach towards achieving these objectives?
Q22. What constitutes success for the regional programme?

Q23. What are the factors that you consider critical for success?

Q24. What are the manageria skills that you consider critical for success?

Q25. What is the anticipated and actual level of success i.e. target and member
satisfaction aspect of success?

Q26. Any additional comments?
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APPENDIX C: CODE SHEET FOR PHASE ONE

Background of the UK NISP

11 Nature / intention / scope of UK NISP

1.2 Early stages of development

13. Stakeholder support in early stages

1.4. Support / resources for national launch

15. Principal drivers promoting the UK NISP in the UK

1.6. National / regional delivery of the UK NISP

1.7. Other

Reflections on environmental / waste policy in the UK

2.1. Substantial shift in policy development

2.2. Driving force behind the shift

2.3. Landfill tax / reinvestment

24. Degree of reliance on market forces

2.5. Complications with wide range of delivery bodies doing similar things
2.6. Policy / legidation powersin the UK

2.7. Other

Growth and delivery of the UK NISP

3.1. Government policies/ key objectives

3.2. Consistency of UK NISP objectives with policy objectives
3.3. Variations in the supporting/funding approach

34. Decision making process

3.5. Stakeholder involvement

3.6. Strengths of the approach taken

3.7. Weaknesses of the approach taken

3.8. Other

Key stakeholders

4.1, Reflection on Programme Advisory Group

4.2. Opinion about policy / government intervention

4.3. Relationship with regulator

4.4, Opinion about partnership with Resource Efficiency — Knowledge Transfer Network
45, Relationship with economic development agency

4.6. Other delivery bodies

47. Other

Opinion on measur ement, monitoring and reporting mechanism of the UK NISP
5.1. Output measurement / reporting mechanism

5.2 Measures/ indicators of success

5.3. Strengths of measurement approach

5.4. Weaknesses of measurement approach

5.5. Expectations of - and recommendations from - stakeholders
5.6. Government’ s approach to output measurement / reporting
5.7. Other

Overall performance

6.1. Strengths of the UK NISP

6.2. Weaknesses of the UK NISP

6.3. Barriersto UK NISP activities

6.4. Opinion on overcoming barriers

6.5. Overall assessment of the UK NISP

6.6. Key factors for success

6.7. Future prospects for the UK NISP

6.8. Recommendations for the UK NISP

6.9. Recommendations for policy / government

6.10. Other

Other important themes

7.1 Small businesses & the UK NISP

7.2. Sector focus of the UK NISP

7.3. Other
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APPENDIX D: CODE SHEET FOR PHASE TWO

Background of UK NI SP regional programmes

11 Variation in regional context

1.2 History and length/maturity of programme

13. Support/funding from central/regional government

1.4. Complexity of funding mechanism and related objectives
15. Good/bad impacts of central/regional government funding/support
1.6. Other

Strategy and support/resources from core UK NISP team

2.1. Strategic leadership & coordination

2.2. IT expert management system

2.3. Intellectual support

24. Expectations from regional teams

2.5. Reflection on delivery strategy and delivery partners

2.6. Strong points of the delivery approach

2.7. Wesak points of the delivery approach

2.8. Other

Regional coordinatorsand practitioners experiences of delivery
3.1. Regional teams understanding of the UK NISP and its objectives
3.2. Regional teams’' skills set

3.3. Role of regional team

34. Management /leadership style in regional programmes

3.5. Human resource; turnover and influence

3.6. Awareness of the UK NISP among businesses

3.7. Motivation of businesses to engage

3.8. Type of projects undertaken

3.9. Barriers faced during synergy projects

3.10.  Overcoming synergy related barriers

3.11. Other

Key stakeholders

4.1, Reflection on Programme Advisory Group

4.2. Opinion about policy / government intervention

4.3. Relationship with regulator

4.4, Opinion about partnership with Resource Efficiency — Knowledge Transfer Network
45, Relationship with economic development agency

4.6. Other delivery bodies

47. Other

Opinion on measurement, monitoring and reporting mechanism of the UK NISP
5.1. Output measurement / reporting mechanism

5.2 Measures/ indicators of success

5.3. Strengths of measurement approach

5.4. Weaknesses of measurement approach

5.5. Expectations of - and recommendations from - stakeholders
5.6. Other

Overall performance

6.1. Strengths of the UK NISP

6.2. Weaknesses of the UK NISP

6.3. Barriersto UK NISP activities

6.4. Opinion on overcoming barriers

6.5. Overall assessment of the UK NISP

6.6. Key factors for success

6.7. Future prospects for the UK NISP

6.8. Recommendations for the UK NISP

6.9. Recommendations for policy / government

6.10. Other

Other
7.1 Other
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