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Introduction
Recent month’s debate surrounding the recent COP15 has been dominated by promotion 

of “clean” technologies and solutions available on the market. Companies developing 

and selling the new “clean” technologies have been given a lot of attention because of 

the large market potential. But less attention has been given to the financial potential 

of reducing emission within own operations by process improvements and behavioural 

change. Behavioural change plays an important role in reducing CO2 emission but in 

fact very little research has been done within this area.1

The objective of this paper is twofold: to shed light on the economic potential of 

environmental investments, and to suggest concrete ways for companies to achieve a 

greater economic and environmental return on their investments through improved 

processes and behavioural change.

To put the discussion into context it is necessary to get a better understanding of the 

current situation among Danish companies. There has been a lot of focus on the lack of 

legislation and on the need of investments in new technology. This focus seems to have 

taken the discussion towards environment primarily being an aspect of CSR that 

companies need to react upon, if they want to keep their image intact. But hardly any 

companies will be willing to invest if the financial benefits of an improved image are not 

clear and if it means increased costs. However, if investments in emission reductions 

open up for smarter ways of continuously growing a sustainable business while reducing 

cost, many companies should be interested in acting of own free will. I.e. legislation 

should be unnecessary.

Unfortunately only few companies recognise that reducing their environmental footprint 

does not necessarily require heavy investments in technology. In fact, findings in this 

paper demonstrate that environmental savings to a large extent is a question of 

changed ways of working, which can be implemented quickly and at a low cost. 

However, it appears that this information has not reached the top management, which 

has left initiatives at a lower level in the organisation.

Many of the companies that have taken a first step towards reducing emission often 

focus on getting new technical solutions in place instead of questioning the processes 

behind. As an example a client described how they had switched from continuous 

lightening to automatic lightening control in their factory. In that way energy was saved 

as light automatically turns off after each ended inspection. However, from a behav-

ioural and process perspective we would instead challenge the way of working and ask 

questions such as why inspection is needed in the first place and investigate processes to 

see if inspections could be made redundant or less frequent. This would likely reduce 

energy and cost even more than the technical solution. It is this challenging of processes 

that we see as key for improving a company’s environmental footprint. 

Within this context the following analysis provides evidence, which indicate that 

companies do not see the financial incentives in investing and that many companies will 

not invest unless they feel pressured to. Further, our suggested approach to achieve cost 

savings and environmental reductions is exemplified by a case from a major Nordic 

retailer. To round up the discussion, a more strategic and holistic approach to reach the 

full potential of green investment through process and behavioural change is suggested. 
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1 Institute for a Sustainable Environment: “Reducing Greenhouse Gas Emissions Through Behavioural   
 Change”, p2



Consumption of energy is one of the biggest environmental 
challenges
It is scientifically proven that the increase in global warming has a damaging effect on 

our planet.2 One major source to this increase is the huge amount of energy consumed 

by today’s business. In Denmark 80% of all energy costs are related to companies.3  

Energy consumption requires natural resources such as fossil fuels that cause emission 

of CO2, SO2, SOx and NOx – all putting damage to our planet.4 In fact since 1751 roughly 

283 billion tons of carbon has been released into the atmosphere due to fossil fuels. 

Based on this fact one would assume that those companies consuming the most energy 

would be the first ones to take action. This is however not the case.

Companies don’t recognize the potential in reducing energy 
consumption
Fossil fuels such as gasoline, gas, oil etc. all have a cost of consumption and this cost 

has been increasing over the past 10 years. However, despite the increasing costs these 

have not led companies to commit to emission reductions.

In fact our research shows that those industries that cause most pollution are the same 

industries that have reduced energy consumption the least. “Shipping”, “the Concrete 

Industry” and “Farming” have the highest consumption of energy relative to the value 

they produce, as shown in Figure 1. However, looking into the latest available data it 

appears that it is actually companies in less energy consuming industries such as “Metal 

Production Industry” “Mineral Oil Industry”, “Air Transportation” and “Other Food 

Industry” that have achieved the largest reductions in energy consumption as shown in 

Figure 2. 

So what is it that make some companies invest in environmental initiatives and others 

not? 

It is interesting to see what companies communicate externally as the main driver 

behind their environmental investments.  Therefore BearingPoint conducted two surveys 

in 2008; an international with +600 companies and a separate Danish survey with 34 

respondents. Both surveys revealed that image and regulation were the primary drivers 

behind green investments; economic incentive was lower ranked.5 The Danish survey 

conducted by BearingPoint in 2008 showed that 75% of the Danish companies that had 

not invested in reducing emission responded that they had lacked the information or 

believed it was too complicated. On a global scale more than 20% of the interviewed 

companies believed that there was a lack of return on these types of investments. These 

findings indicate that a significant amount of companies are unaware of the underlying 

cost reduction potential.

Companies that are not pressured financially are not  
likely to act
From the above we conclude that many companies are not aware of the great potential 

in reducing costs while helping the climate. It is therefore relevant to look at those 

companies that have actually acted and to see what their potential motives have been.

In this paper we have therefore analysed a uniquely combined set of statistical data from 
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Figure 1.  

Energy consumption in terajoule 2005.
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Figure 2.  

Energy reduction in percentage between 

2000 - 2005.

2 EU Commission (http://ec.europa.eu/environment/ climat/ campaign/what/ccqanda_da.htm#q2)

3 Danmarks Statistik (http://www.dst.dk/pukora/epub /Nyt/ 2008/NR491.pdf)

4 IMA Journal of Management Mathematics (2009) 20, 263-273

5 BearingPoint 2008: ”How Green are Danish Companies”, 2008 Supply Chain Monitor: “How Mature is  
 the Green Supply Chain”



Danish industries6 and found indications of a clear correlation between tough economic 

conditions i.e. fierce competition and reduction in energy consumption. In contrast, 

industries experiencing decreasing competition have increased their energy consump-

tion. The intensity of competition was measured by the number of new entrants into a 

new industry, the profitability of the industry and the changes in equity size of the 

companies in a given industry. The results showed that industries with an increasing 

number of companies, decreasing profits7 and equity shares had reduced energy 

consumption significantly more than other industries.  

These results indicates two things, first of all that cost savings and environmental 

consumption is interlinked (the statistical findings are further supported by findings 

from the international 2008 survey, which showed that 52% of the participating 

companies that had undertaken investments had reduced costs). Secondly, it indicates 

that companies that reduce energy consumption has not done it because of the 

environmental benefits, but because they were pressured by competition to reduce 

costs. 

To sum up, image and regulation might be the driving forces believed to create value 

from climate investments. But due to lack of information and understanding many 

companies do not recognise that the actual economic driver is the cost saving that goes 

hand in hand with reductions in CO2 emissions. It is not until they are financially 

pressured to take action that they do. 

As an example, Shipping, the most polluting industry, has recently been hit by overca-

pacity and earnings have dropped significantly. At the same time they have initiated a 

number of new environmental initiatives in order to reduce energy consumption. One 

example is to reduce the ship’s speed in order to reduce costs and CO2 emission. If a ship 

reduces speed by 20% it reduces fuel consumption by 50%.8 It is remarkable that this 

reduction in speed was not done until profitability dropped. In light of the statistical 

findings from the shipping industry it could be questioned whether the cost reductions 

have been re-labelled and sold as an environmental achievement.

The figures from Danmarks Statistik is based on the latest available data that goes back 

to 2000-2005 and may therefore not reflect today’s absolute or relative consumption of 

energy among listed industries. However, our research reveals some interesting 

correlations between reductions in CO2 and cost savings and it supports the assumption 

that some Danish companies do not realise the environmental and financial potential 

from reducing their energy consumption as they are not pressured to do so.

With that in mind the findings could indicate that there is a need for more regulation as 

companies without a competitive or financial pressure will refrain from undertaking 

climate investments. Discussions around new legislation are currently ongoing. As an 

example business leaders and politicians are investigating how to implement market 

mechanisms for CO2.9 However, judging from the recent years’ progression, new 

regulations lie some distance out in the future though they will eventually happen. The 

question is, however, why companies should wait to act before they are pressured to, 

when they instead can use this opportunity to gain a competitive advantage over their 

competitors. The barrier to get started is as previously stated information on how to and 

the belief that it requires large investments in new technologies.

In order to illustrate how environmental reductions can be integrated with a traditional 

cost reduction program without heavy investments, a client case within the retail 

industry is presented in the following section. 

Insight  |  Climate 5

6 Danmarks Statistik (DB03) - Input/output tables and analysis - supplied by Special consultant Thomas  
 Olsen Danmarks Statistik.

 Generel firmastatistik efter tid, branche (111-grp) og enhed - DST

7 The profit variable for this finding is however, not significant on a 5% level

8 Børsen 22nd October 2009 - Mærsk skovler milliarder ind på sparet brændstof

9 Recent debate on the Nordic Climate Solution meeting in Copenhagen 8-9 September 2009
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“One of the most important elements in 

this project has been the close 

interaction between the operational 

staff and the consultants. They have 

enhanced their competencies and are 

now able to make decisions and solve 

problems that previously landed on my 

table. But also on a more strategic level 

feed-back, discussions, and a contin-

uous challenging of the way I work has 

helped me to continue the improve-

ments that were initiated in the 

project.”

.—Quote from Client Manager—

“The KPIs has created much better 

visibility for us all, which means that 

indications of problems now appear 

and are acted upon much earlier than 

before”

.—Quote from Transport Manager—
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Case Study

How a leading retailer optimised its transport operations and increased 
service while reducing costs, energy consumption and CO2 emission.

Situation
In 2008 one of our clients, a leading retailer in the Nordics faced increasing costs from 

transportation of goods to retail stores. This originated from rising energy prices and 

changes in demand. The company had realised that there was a potential for optimising 

the distribution centre’s transportation setup. The primary motivator was to increase 

service to stores and reduce transportation costs, but the client also had a plan to 

reduce CO2 emission with 30% by the year 2020, compared to 2006. The situation led 

the client to invest in optimising outbound transportation at their largest distribution 

centre. The goal was to create one of Europe’s most efficient transport operations. 

BearingPoint was brought in to analyse the current transport operations and to assist in 

the implementation of a new best-in-class transport department. 

The Distribution Centre was the result of a merger between three smaller Distribution 

Centres, which occurred in late 2006. The dedicated Distribution Centre was one of the 

technologically most advanced of its kind. The Distribution Centre was responsible for 

transport planning, and more than hundred vehicles left each day serving hundreds of 

outlets as well as other local Distribution Centres. The transportation itself was mainly 

outsourced to carriers under the company’s control, but also 3PL10  was used. The 

sub-contractors were responsible for bringing the goods from the Distribution Centres to 

stores on-time. 

Results
The results of the project were impressive, both from an environmental, cost and service 

perspective. First of all CO2 per transported unit was reduced by 29,3%, secondly 

transportation costs were reduced by 30,2% and thirdly the service to stores increased by 

9,6%. In light of EU targets of 20% reduction in CO2 emission within transportation by 

year 202011 the results are remarkable. In other terms, the client has managed to reduce 

CO2 emissions by more than 1400 ton on a yearly basis, which is the estimated reduction 

that 1400 people in Denmark should achieve before 202012. 

The primary drivers behind the great results were optimised working processes, an 

absolute reduction in mileage and driving hours; and this despite increasing volumes. 

The number of kilometres used to deliver products was reduced by 6,7 %. 

Approach
In order to optimise transport operations it was necessary to permanently change the 

behaviour of the employees, and create what is popularly called continuous improve-

ment. For the client the most important steps were to set up a new set of KPIs to create 

transparency, the implementation of a management control system13 and process- and 

tool improvements. In order to reach successful results, BearingPoint worked closely 

together with both local and central resources from the client. It was an important 

factor that local resources were involved along the journey, since they should be able to 

continue this journey as the project ended, see quote.

KPIs
The first step in changing behaviour was to visualise performance. KPIs were imple-

mented both on a weekly and daily basis. This allowed the Transport Manager and the 

rest of the organization to track performance and identify problem areas, see quote. 

10 Third part distribution supplier

11 Danish newspaper “Information”, Feb.2009

12 Danish newspaper “Information, Feb.2009

13 A systematic approach that ensures efficient and fact based decisions through well defined 

 follow up procedures, meetings, and analyses



The KPI reports were automated so that it did not require extra resources to produce them. 

The KPIs were built on cost- and service drivers, but as transports were paid bothper KM 

driven and hours used there was a direct link between energy consumption and costs. KPIs 

were also linked to working tools so that planners could track performance and were 

warned about issues as they were planning next day’s deliveries. The implementation of 

KPIs had an immediate effect on performance, however, this in itself is not enough to 

change employee behaviour for longer periods of time, and therefore a management 

control system was set up. 

Management Control System
The objective was to create accountability for all actions and to create an effective meeting 

forum where fact based decisions were taken across functions. To create a management 

control system targets were developed for all KPIs and these were evaluated on a regular 

basis. Any discrepancies between targets and actual performance were recognised, which 

allowed the identification of root causes to issues identified. This facilitated corrective 

actions to address the real issues and not just the symptoms. The system constituted the 

basis for continuous improvements.

Processes and Tools
In parallel with the development of a management control system, focus was on improving 

processes in order to optimise transport planning. All transport processes were mapped 

and the relations between different departments analysed. This resulted in a long list of 

improvement suggestions that were prioritised and consequently implemented. “Process 

mapping takes time and I am happy that we had a third party to support this activity. It is 

absolutely necessary in order to understand where future potential lies. I would recom-

mend any other transport department working with reduction to do the same.” 

One of the processes which got special attention was the development of new outbound 

delivery plans. Creating a new delivery plan is an extremely complicated process that 

involves a large number of stakeholders. But an optimal delivery plan can significantly 

reduce the number of vehicles and the total distance driven, and that is key to reducing 

both costs and CO2 emission. 

Sustainable solutions in today’s value chain require coordinated action among multiple 

parties. Therefore it was also important for the client to improve the cooperation with 

carriers. This meant among other things that representatives were placed in the planning 

department during the implementation of new plans. Further, data sharing was improved 

and some carriers even implemented an incentive structure for drivers to reduce energy 

consumption by eco-driving.    

Next Steps
This case shows how cost reductions and reductions in energy emission can go hand in 

hand with increased service to clients. The client is now both a more sustainable and 

efficient company. However, improvements at the client site are not over yet. The client 

will continue to improve operations thanks to the new systems and processes imple-

mented, but maybe more importantly because of the changed mind-set, see quote.

The client has started an interesting journey, which will continue to result in energy 

reductions in the coming years; most of all because it is owned by the employees and 

because they have got the competence enhancement necessary to kick off continuous 

changes. But it will require innovation to continue the large reductions. Truck transporta-

tion is one area facing major challenges when it comes to switching to alternative energy 

sources. For example, it will take many years before batteries are capable of driving trucks 

on long distance. Hence, critical and innovative thinking around existing processes that are 

changeable will be key for many transport heavy industries in the coming years. 
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“Process mapping takes time and I am 

happy that we had a third party to 

support this activity. It is absolutely 

necessary in order to understand where 

future potential lies. I would recom-

mend any other transport department 

working with reduction to do the 

same.”

—Quote from Client Manager—

“Increased visibility and understanding 

has given the entire team new 

motivation and drive to look for further 

improvements. In fact we have 

established brainstorming sessions 

where new existing processes are being 

discussed and challenged. This is a true 

change in mindset from earlier.”

.—Quote from Client Manager—



A call for a holistic approach  
This section brings new information on how companies can take a more holistic 

approach in order to create great environmental and economic results.

We believe that two primary mechanisms should be touched upon; Process optimization 

and a management system to secure the behavioural change. First of all it is important 

to look at the company’s value chain in a life cycle perspective. Figure 3 illustrates how a 

life cycle perspective can help a company to better understand how process improve-

ments in each link of the value chain are interlinked and will impact the total environ-

ment and cost savings.

For example, it is found that 80% of a product’s environmental impact is grounded in the 

initial design phase; before manufacturing, sourcing, distribution, sales and eventual 

recycling. Instead of solely focusing on e.g. logistics, companies should focus on the 

entire value chain in order to capture the greatest savings. For example, it could be 

questioned how a product or service could be designed to reduce its environmental 

impact during transportation e.g. could lighter materials be used? Could the shape of 

the product be changed so that products can be stacked and less transportation is 

needed? Or could certain activities simply be removed or done smarter than today? 

Without thinking environmental already in the design phase, there is not much to be 

saved.

Further, as a company’s processes involves several partners, suppliers, customers a long 

the value chain, it is essential to engage them in the process. As the client case also 

illustrated, without a coordinated involvement of other stakeholders you cannot create 

optimal results.

Another important aspect is the behavioural change, which will be reinforced by the 

management and control system. First of all there is a need for a clear strategy and 

guidance from management. Management has to take lead and create ambitious goals 

and plans for reductions. At the same time, it is necessary to create visibility and find 

measures for tracking results. It requires clear KPIs, follow up procedures and tools. 

What gets measured gets managed. Strategic analysis is important, but the final results 

are dependent on the implementation and execution of the chosen strategy. Therefore it 

is important to work with how decisions are taken and how projects are planned, 

executed and followed up. People involved must be clear on their tasks and commit to 

deadlines. Thorough communication across roles and functions will ensure aligned and 

prioritised actions throughout and after the project. It is important that the entire 

organization realize that there are incentives for taking actions and consequences if it is 

not done. All of this will over time lead to a change in behaviour and environmental 

reductions. 

To sum up, a combination of a strategic approach, process improvements and behav-

ioural change is in this paper argued to be the guiding principles for getting the full 

economic potential out of environmental investments with a minimum of required 

investments.
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Concluding comments
This paper’s objective was firstly to demonstrate that there is an unrealised economic 

potential in environmental investments and secondly to contribute with a perspective 

on how companies can get the most out of their investments.

The analysis took outset in research from 2008 that revealed a predominant focus on 

image and regulation as drivers for environmental investment. However, statistical 

research demonstrated that emission reduction potential is highly correlated with cost 

reductions; a potential which companies under financial pressure have realised. CO2 

reductions were achieved, perhaps unconsciously, but they were driven by companies 

being in fierce competition. In fact it was shown that less competitive industries had 

made the least progress with regards to reduction in CO2 emission.

From this two conclusions were drawn: Firstly, companies are not fully aware of the 

double potential in reducing energy consumption. Investments will not only have a 

positive impact on the environment but also reduce costs. Secondly, there is a need for 

getting those companies that do not see the economic potential or do not feel pressure 

to take action.

In light of the findings Regulation seems indeed to be an important driver for compa-

nies. However, instead of waiting for politicians to get aligned on new legislation, why 

not act when CO2 emission can be reduced with limited investments through a changed 

way of working? The case study demonstrates the great results that can be reached by a 

combined environmental and cost saving project without heavy investments in techno-

logical solutions and without being driven by new legislation.

The case example demonstrates a first step on the way to a more strategic approach to 

reducing CO2. The initiatives focused solely on one link in the value chain transport area. 

As companies become aware of the close correlation between CO2 and cost reductions, 

it seems appropriate to introduce a strategic approach in several other value chain links 

in order reduce a company’s environmental foot print. 

As a first suggestion this paper has introduced a life cycle perspective, which provides a 

more strategic view on the economic and environmental potential of changing processes 

and behaviours. It is about identifying the largest environmental and economic potential 

through critical review of the interlinking processes of a company’s value chain. As 

showcased at a client project the implementation part also builds on traditional 

performance management and lean mechanisms and as such reuses already existing 

methodologies.  

The objective of this paper has not been to criticise or negatively point out any specific 

companies or industries. Rather this paper has intended to encourage those companies 

who have not yet taken action and to challenge those who have taken action to get the 

full potential out of current investments.

It is the hope that findings and arguments from this paper can trigger a wider discussion 

around the economic potential that lies with investments in the climate and secondly to 

raise the awareness of how the potential is realised. It is not about the size of invest-

ment, but about how the companies question existing processes and behaviour.
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