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ABSTRACT
The importance of responding proactively to the greening of business has been recognised for some
time. The immature position industry adopted towards environmental protection in the 1980’s and
early 1990’s appears to have evolved into a much more thoughtful response to environmental
protection. What is less clear is how organisations can begin to manage the integration of this green
philosophy into their strategies, policies and operations. One issue central to this concern is the
management of greener product development. The intricacies and dilemmas facing the product
development team are considerable and not easily resolved. This can be illustrated by the challenge
facing a Brand Manager in the household cleaners sector;
‘Every marketing person has the environment as one of their management objectives, so for
example, when a Brand Manager reaches his annual assessment he will be asked what he
has contributed towards environmental protection that year. He may respond in terms of
packaging reductions and reformulations developed alongside our R&D division. Or he may
say that having considered different reformulation options, he does not think any of them are
viable at the current time. We are not asking people to always do something, but we are
asking them to consider the environmental implications of what they do on a regular basis, in
this instance, decisions relating to our brands’, (Dermody, 1994, Case Study Company in
household cleaners sector).
This paper reports on the issues facing Managers responsible for developing greener detergents and
household cleaning products. To what extent is the practice illustrated above typical of all
organisations attempting to green their products? The qualitative and case study research with
detergent multinationals indicates a number of barriers that need to be overcome if organisations are
to successfully manage the process of greening their products. Most notably is the need to address
limited environmental expertise within the new product development team, particularly among nontechnical members; to nurture an environmental vision among senior managers to facilitate their
commitment to environmental protection; and to create an organisational culture in which creative and
radical thinking is encouraged in the attempt to provide effective solutions to environmental
degradation. Essential to overcoming these barriers, however, is the need for a disciplined,
innovative, proactive and feasible strategy, - in essence ‘best practice’ guidelines. These can facilitate
this management process, thereby enabling organisations to make an effective contribution towards
environmental protection. The kind of organisations who will be leading from the edge.
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THE STRATEGIC IMPORTANCE OF GREENING NPD
While business has been charged with the reckless abuse of our planet, it has also been recognized as a key
player in providing solutions to the problems it has created. While this may appear to be a paradox, it is clear
that companies have an active role to play in environmental protection, (Dermody & Hanmer-Lloyd, 1999;
Schot, Brand and Fusher, 1997; Coddington, 1993; KPMG, 1991; Hunt & Auster, 1990). However, the
development of these solutions should be more than just a ‘knee-jerk’ reaction, since the need to protect our
environment offers considerable strategic benefits for those companies prepared to envision and lead these
solutions in the next millennium, (Dermody & Hanmer-Lloyd, 1999; Holdgate, 1987).
The implementation of these solutions, in part, falls within the remit of new product development. In July 1992,
Honda President Nobuhiko Kawamoto stated that the most important challenge facing vehicle manufacturers is
the need to make cars more ‘environmentally friendly.’ In August 1992, Honda withdrew from motor racing to
concentrate on more environmental aspects of car design, (Lamming, 1993). While the term ‘environmentally
friendly’ is rather meaningless, greener NPD should be based on the ‘more from less’ principle advocated by
both The Brundtland Report (1987) and The International Chamber of Commerce’s Business Charter for
Sustainable Development (1991). An environmentally responsible new product could therefore be characterized
by,
‘… reduced environmental impact during the products development, manufacture, use and disposal;
satisfying the demands of a range of stakeholders; and providing strategic and financial benefits to the
company.’ (Dermody & Hanmer-Lloyd, 1999)
As we move into the next century, the financial and competitive position of companies will be reinforced by
product design that works with our environment, not against it. Indeed, Hart (1996) maintains NPD to be critical
to the growth of both organizations and Nations.
Those companies who remain unconvinced of the importance of greening their brand portfolio should consider
these specific benefits:
§
§
§
§
§
§
§
§
§
§
§
§

Corporate growth (sales & profit)
Long-term corporate survival
Competitive advantage from environmentally responsible product & process opportunities
Corporate expansion into new markets requiring environmentally responsible products & processes
Enhancing the reputation and position of the company as a product innovator who strives for continuous
product improvement and total quality
Reinforcing the ‘responsible, caring’ image of the company
Encouraging investment in technology and science as a foundation to product advances
Avoiding negative publicity about inactivity or an uncaring stance
Avoiding fines and liability resulting from failure to comply with environmental legislation
Reducing the environmental pressure from stakeholders by satisfying their environmental demands and
needs and wants for environmental product features
Environmental developments will encourage dialogue and involvement among interested parties
As a result companies can become actively involved in the decision-making which will affect their NPD, for
example eco-labelling criteria (Dermody & Hanmer-Lloyd, 1999)

Developing green products is therefore more than placing a meaningless claim on product packaging or a selfcongratulatory Public Relations exercise. It involves,
‘… a holistic and responsible strategic management process that identifies, anticipates,
satisfies and fulfills Stakeholder needs, for a reasonable reward, that does not adversely affect
human or natural environmental well-being.’ (Charter 1992, 141)
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Responsible companies exceed the standards set by legislation, integrate environmental issues into
their mainstream thinking and operations, and adopt product stewardship policies, i.e. responsibility for
products from cradle-to-grave, (James, 1992). Environmental responsibility within NPD would
therefore appear to involve,
‘Product stewardship, i.e. developing products with minimal environmental impact from cradle to grave
Holistic development based on the principles of corporate responsibility
§
Matching environmental performance with Stakeholder needs
§
Adopting a proactive approach to greener product development’
(Dermody & Hanmer-Lloyd 1995, 75)
§
§

MANAGING THE GREENING OF NPD
The management of the NPD process suggests that top management commitment and teamworking are critical to
the successful development of all products. As Kuczmarkslei (1994) points out,
‘Success in the future lies in leaders and team members learning how to cultivate and
harvest innovation.’
This cultivation and harvesting of innovation lies at the heart of greening NPD, since it is based on a vision
which marries environmentalism with business philosophy. Senior management can facilitate this by
encouraging an organizational culture where risk-taking and experimentation within NPD are encouraged,
(Cooper & Kleinschmidt, 1995; Olson et al 1995; Edgett, 1994; Towner, 1994; Montoya-Weiss & Calatone,
1994; Gupta & Wilemon, 1990; Johne & Snelson, 1990; Booz, Allen & Hamilton, 1982). While the support of
top management is critical to NPD success, their role should be one of setting broad NPD goals and then leaving
change agents or task teams to operate freely in fulfilling them, (Takeuchi & Nonaka, 1986). The ability of
teams to meet these objectives is, therefore, also fundamental to business success. With respect to green NPD,
teams will need to have the necessary expertise and knowledge to integrate environmental issues and to be
innovative in greening their product design from cradle-to-grave.
The multi-functional nature of NPD teams encourages the integration of environmental issues, since once the
overall product strategy has been agreed, functional specialists are encouraged to cooperate as equals in the
pursuing the objectives arising from it. In theory, therefore, environmental experts within the team have an
equal say in the NPD process. While conflict can arise within the team, particularly between marketing and
technical members, (Pinto & Pinto 1990; Gupta 1990), an effective team leader chosen on the basis of their
expertise and leadership qualities, (McDonough & Leifer 1986) and their obvious commitment to NPD, (Voss
1985), can do much to overcome these problems. A good team leader acts as a ‘communicator’, ‘climate-setter’,
‘planner’, and ‘interfacer’, (Meyers & Wilemon 1989); it is therefore important for these leaders to champion the
greening of NPD.
The successful greening of NPD therefore involves a team approach which can boost inter-functional
involvement and committed, actively involved top managers who are well versed in NPD risks but flexible
enough to make the necessary trade-off between risk-taking and NPD success.
So while business is being encouraged to take the lead in developing realistic and effective solutions to minimize
the environmental impact of their products, in reality how many companies are really in a position to achieve
this? The evidence to date suggests that while organizations recognize the importance of greening their NPD,
their attempts to manage this process are hampered by limited environmental expertise and lateral thinking
within the NPD team, and poor senior management support, thereby restricting innovation and creativity within
green product development. As the preceding discussion has highlighted, team expertise and senior management
commitment are critical to NPD success, it is therefore essential that these barriers to greening NPD are
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overcome. Companies will need to adopt a disciplined, innovative, proactive and feasible strategy, - in essence
‘best practice’ guidelines. These will facilitate this management process, thereby enabling organizations to make
an effective and leading-edge contribution towards environmental protection in the next century.

RESEARCH DESIGN
The overall aim of the research was to give insight and understanding into the issues surrounding the
development of environmentally responsible NPD within the household cleaners and detergents market. The
research involved both secondary and primary qualitative and case study research with managers and specialists
involved in the greening of NPD.
An inductive research paradigm was adopted because of its strengths in providing an in-depth examination of the
research area, thereby giving understanding and insight into the integration of environmentally responsible
attributes into the new product development process. Qualitative research can dig deeper and provide a richer
understanding than a quantitative survey approach, (Moser & Kalton, 1971). The case study approach is able to
provide a wealth of detail, clues and ideas, (Yin, 1989). These benefits of case study research are compounded
by the qualitative research design used, which will provide further insight and deeper understanding of the
issues, practices and problems of developing environmentally responsible new products.
The case study research focused on manufacturers of detergents and household cleaning products. The five
companies interviewed were large multinationals with leading brands within the marketplace, and were actively
involved in greening their NPD. Depth interviews were carried out with senior members of the new product
development team, decision-making unit, or their advisors. Documentary evidence was also collected from the
five case study companies.
These companies did not manufacture what might be termed ‘dark green’ products, instead they were attempting
to integrate environmentally responsible attributes into their existing cleaners and detergents. While it is
recognised that discussions with manufacturers of ‘dark green brands’ would have been useful, the research was
carried out when detergents and cleaners like ARK, Ecover and Greenforce were being withdrawn from UK sale
and/or their distribution revised. Access to these companies was therefore not possible during the data collection
period.

RESEARCH FINDINGS
The results presented here focus on managing the development of environmentally responsible new products.
They represent the findings from both the exploratory and case study research, with illustrations drawn from the
case study companies. The names of these companies have been withheld for reasons of confidentiality. Case
studies 1 and 2 refer to detergent multinationals, while 3-5 refers to companies manufacturing household
cleaning products.
Coordinating and Managing the NPD Process
Respondents stated that product development was organized on a product category basis, with specific project
teams operating within each of these categories. All the case study companies used a teamworking approach in
managing the process and physically carrying out new product development. Teams met on a regular basis
during product development to review the project’s progress. Respondents maintained that because new product
development was a multi-functional activity, a team approach assisted successful NPD by providing a
coordinated management style that eased the working relationship between the different functions necessary for
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product development. It also provided a focus for other members of the company to direct their concerns or
ideas to as the project progressed. In turn, this helped resolve any problems arising during product development.
UK or international teams were used for product development within each product category. Respondents
maintained that a European team helped to make NPD more manageable because there was overall agreement on
brand name, brand identity, pack size, etc. Essentially NPD teams start off small, i.e. as core teams, and expand
as the development process progresses. While team membership did vary slightly across organizations, members
of the core team typically came from within the marketing function, thereby stressing that NPD was marketingled. This style of membership is illustrated in figure 1. Essentially task teams or individuals with specific
expertise feed into the core team as and when required. Management was therefore operating at a strategic level
through the DMU and at an operational level through the NPD core and task project teams.
Two kinds of relationships were apparent between the DMU, core and project teams. Firstly, some marketing
members of the NPD team were also part of the DMU, and the NPD team had an advisory input into the DMU.
Secondly, the DMU consisted of senior managers who the NPD team was required to report to. The DMU is
therefore independent of the NPD project team. Figure 2 illustrates this second approach. Essentially the core
team reports to the DMU, and the DMU instruct the core team, while relevant expertise, including environmental
knowledge, is fed-in.
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Figure 1: NPD Teams – Core Teams and Task Teams/Experts
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Figure 2: Interaction Between the DMU, Core Teams and Task Teams/Experts
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Integrating Environmental Expertise into the NPD Process
The integration of environmental expertise into the NPD process resulted in respondent organizations reviewing
staff responsibilities. Three approaches to integration were identified, these are presented in box 1.

§

Internal environmentally skilled managers or technical experts are integrated into the new
product development decision-making unit (DMU) or team. Their responsibilities include
communicating, developing and integrating environmental responsibility at all levels and
functions, company wide. e.g. Environmental Affairs Director.

§

Existing members of the DMU or team are expected to be aware of and integrate
environmental issues into new product development. e.g. Quality Manager, Marketing
Manager, R&D Manager, etc.

§

External consultants, specialists, designer’s etc., are used to assist the DMU or team in
developing environmentally responsible products.
Box 1: Three Styles of Environmental Integration

Of the three, the integration of internal environmental experts, and the broadening of employee environmental
awareness were the most popular. Respondents did express some concern on the use of environmental
specialists. They stressed that specialists cannot be involved in every decision, which is why other members of
the company were environmentally aware (to a greater or lesser extent), and specialists are used to complement
the NPD function. Overall respondents indicated that all members of the NPD team were expected to integrate
environmental considerations into new product development, reinforcing the belief held by them that
environmental attributes should be treated as another dimension of the product offering, rather than something
extra special. They stressed however, that because of the more limited knowledge of some members of the
team, technical and environmental 'experts' advised and supported the team. For example the Business
Development Manager in case study 3 commented that environment and safety information from their
Environmental Manager in Brussels filters down through the whole company. The NPD function was also
supported by environmental committees or groups where major environmental issues were discussed and their
impact on the company evaluated. Examples of the ways in which two of the case study companies have
integrated environmental thinking into NPD teams are presented in boxes 2 and 3. They reflect the practices of
the other case study companies. Figure 3 builds on Figure 1 to illustrate the interaction between core team
members and environmental specialists.
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Everyone in the company, from an employee on the factory floor to the Group
Managing Director have an environmental remit as an integral part of their job
responsibility. For example, The Group MD for the UK set up an environmental
committee, which he chairs here every three months. The committee has
representatives from the whole company sitting on it and discusses and attempts to
resolves issues and problems, which have arisen relating to environmental issues. It
is almost like a policy-making unit.
Marketing people have the environment as one of their management objectives, so
for example, when a Brand Manager reaches his annual assessment he will be asked
what he has contributed towards environmental protection that year. He may
respond in terms of packaging reductions and reformulations developed alongside
our R&D division. Or he may say that having considered different reformulation
options, he does not think any of them are viable at the current time. We are not
asking people to always do something, but we are asking them to consider the
environmental implications of what they do on a regular basis, in this instance,
decisions relating to our brands.
Box 2: Facilitating Greener DMUs and NPD Teams (Case Study 5)

Currently members of the DMU and NPD teams are expected to integrate
environmental issues regardless of their level of environmental expertise. We work
in the same development groups we've always worked in, but now environmental
issues are part of our remit, hence its appearance on design briefs. This integration
occurred as a result of our Environmental Manager who is at the group level
reporting to the Managing Director. His understanding of environmental issues and
their integration into NPD is extensive and we believe far superior to that of our
competitors.
We have environmental meetings to discuss and brainstorm environmental issues,
determining current levels of understanding and the implications for our products,
and we have presentations from Product Group Managers on improving the
environmental status of our products.
The Marketing Director (who is also advised by the Environmental Manager), will
make the decisions on environmental integration into NPD and brief the individual
Product Group Managers. The Environmental Manager will meet with the Product
Group Manager to discuss environmental initiatives and encourage him to start
thinking a bit more radically. He might show the Product Group Manager some
packaging from Germany, which contains no plastic, and suggest he try to use it with
a particular product. They will debate what is reasonable to try and then the NPD
team will set up the projects.
.
Box 3: Facilitating Greener DMUs and NPD Teams (Case Study 4)
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Figure 3: A Selection of Environmental Specialists Advising NPD Core Teams
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Levels of Environmental Expertise Within Teams
Respondents interviewed within the marketing function maintained that their environmental knowledge
was medium, knowledge within the technical function was very high, and within the production function
and among senior management very low. This stresses the importance of the team approach in
facilitating the integration of environmental expertise into the NPD process, - a mix of expertise and the
sharing of knowledge. While this sometimes resulted in frustration, particularly from the R&D members
of the team, conflict did not arise within the case study companies. The Marketing Manager in case
study four explained that this reflects different roles within the company. For example with respect to
the technical function, their knowledge on virtually all elements of new product development would be
high because of the vast amounts of research, reading and checking that they do; and also their regular
contact with suppliers of new developments. Marketing is therefore heavily dependent on the technical
department for environmental advice and information. Environmental integration for marketing
managers can therefore be problematic, particularly given their central involvement in the core NPD
team. An illustration is given in box 4.

Generally within R&D there is high environmental awareness with respect to both
ingredients and processes. On the commercial side, while we are aware of the
principles, we rely on our technical specialists to tell us the best environmental
solutions which would be acceptable to our stakeholders. We have access to people
who are probably world experts, there are people in the company who spend their
entire lives on environmental affairs. For example our General Manager in Brussels
is responsible for environmental management throughout Europe. We have missives
about ingredients, packaging, production, etc. The whole company is given
specialist guidance to build on the awareness that we all have.
(Case Study
Company 3)
Marketing needs to tell us what environmental attributes they want on the proposed
new product so we can substantiate their claims. They can then be included as part
of prototype development. It is an effort to get marketing to think more about it. If
there is an R&D push, then marketing needs to be pushing from the other direction.
(Case Study Company 5)
Box 4: Environmental Expertise within Teams

Furthermore the limited expertise of senior management, particularly given their central role in decisions
relating to NPD raises a number of problems which the NPD core and task teams need to resolve, often
in a creative way.
Corporate Commitment and Senior Management Resistance
Respondents insisted that the successful integration of environmental issues requires full corporate commitment
and top management involvement - a top down strategy. It needs to be a fundamental part of business
philosophy. They maintained that the integration of environmental issues into NPD should be regarded as an
opportunity, which can result in competitive advantage rather than a threat. Yet in all but one of the case study
companies, respondents were able to cite examples of a lack of corporate vision expressed through the behaviour
of senior mangers in the DMU who had hampered the development of greener products. An example is
presented in box 5.
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We had been trying for five years to improve the biodegradability of our fabric
conditioners with very little success. The problem with the old formulation was
that while it was reasonably biodegradable, consumers were using it at a faster
rate than it was able to biodegrade. As a result the ingredients in the old style
formulation were accumulating in the environment and there were suggestions
that it might create problems in the future. So while the formulation could have
been defended environmentally, it was decided that it wasn’t good enough and a
new formulation needed to be developed.
A small biotechnology company had developed the enzyme we were trying to create but it
was expensive. Our senior managers would not agree to its purchase on environmental
grounds, arguing there was no need. We spent two years trying to persuade them and
eventually sold it to them on the basis of a very advanced formulation with major
commercial and market share potential
Box 5: Senior Management Resistance (Case Study Two)

RESEARCH DISCUSSION
The primary research indicated the value of a team based management style in coordinating and easing
the development of environmentally responsible new products. The case study research in particular
indicated that members of the NPD decision-making unit, NPD team, and NPD advisors were receptive
to environmental ideas and concepts. However, this is not to suggest that the integration of
environmental attributes and concepts into the NPD process is easy. The primary research indicated that
the management of the process is complex and difficult often because environmental expertise is limited,
particularly among marketing and senior managers who are key players in the integration of
environmental issues into NPD. The focus of this discussion will be on management issues relating to
this integration, specifically cross-functional cooperation, environmental expertise, and senior
management commitment.
Management Styles Facilitating the Greening of New Products
A teamworking approach to NPD has been identified as an additional factor in increasing NPD success,
(Bingham & Quigley 1990; Johne & Snelson 1990; Thamhain 1990; and Larson 1988), particularly among
market leader, innovative companies, (Kuczmarkslei, 1994; Johne & Snelson 1990). In this respect, it is not
surprising that the case study companies all adopted a teamworking approach to their NPD. However, is a
teamworking approach an appropriate management style to adopt in developing environmentally responsible
new products, and is the team or the teams' expertise different between environmentally responsible and standard
NPD?
The advantage of adopting a teamworking approach to NPD, environmentally responsible or otherwise, appears
to be the breaking down of functional barriers that can inhibit the NPD process. This cross-functional cooperation has been identified as an additional factor in achieving NPD success, (Pinto & Pinto 1990, Rothwell &
Whiston 1990, Maidique & Zirger 1984).
By encouraging this cross-functional co-operation through a teamworking approach to greener NPD, some of the
problems associated with limited environmental expertise within the marketing function of NPD can be
overcome. While the case study research indicated that all members of the NPD team were expected to possess
some environmental knowledge, it was also apparent that the technical members of the team were most
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environmentally skilled. By adopting a team approach therefore, this environmental expertise can be
communicated to the different functions, so filtering through the whole NPD process.
Box 1 illustrates three management styles, which can aid the development of greener products. The management
style adopted by the case study NPD teams appears to be a mix of these three approaches. Firstly, all members
of the NPD team are expected to be environmentally aware and to consider the environmental implications of
both their existing and new products. In some of the case study companies, members of the organization have a
formal environmental remit as part of their job. Each year their environmental contributions are evaluated.
Internal environmental specialists can also advise the NPD team, for example the Environmental Affairs Officer,
(Case Study Five), the Environmental Manager, (Case Study Three), and the Environmental Communications
Manager, (Case Study One). These internal environmental specialists also advise on and/or develop corporate
environmental policy, strategy, communications, (for both internal and external use), and training.
Finally, external packaging specialists or designers can advise the NPD team on packaging or design innovations
with reduced environmental impact. The research of external scientists can also inform the technical members
of the NPD team on advances in environmental science.
The mix and expertise of team members for environmentally responsible NPD therefore differs from that
required for standard NPD. Not only are all team members required to be environmentally aware, environmental
experts both internal and external will form an integral part of decisions and activities relating to
environmentally responsible NPD projects. This demand for environmental awareness and expertise facilitates
the cross-functional integration advocated by Edgett, (1994), Towner, (1994), and Meyers & Wilemon, (1989).
So the environmental knowledge and expertise of technical and scientific members needs to be combined with
marketing input relating to consumer needs and wants for performance products with built-in environmental
attributes and environmental changes identified from competitor and market evaluation. These inputs need to be
blended together in order to generate environmentally responsible new product ideas. This matching of
technological and scientific advance with consumer and other stakeholder needs and wants can help ensure the
successful development of environmentally responsible new products by encouraging the cross-fertilization of
new product ideas and ‘need-pull’ for the new product.
These management styles are illustrated in figure 3. However, figure 3 indicates that while there are a variety of
'environmental specialists' advising the NPD team, these specialists are not teamworking with each other.
Ideally, the style of management should reflect the relationships presented in figure 4 in which environmental
specialists are talking to each other as well as members of the core NPD team, task teams and the NPD decisionmaking unit. This can help ensure the transference of environmental expertise and knowledge across functions.

Figure 4: ‘Ideal’ Communication Network between Specailists and Core NPD Teams and the
DMU
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These relationships can therefore enhance the environmental capabilities of the core NPD team and decisionmaking unit by ensuring that critical environmentally responsible attributes (product characteristics) and
concepts (for example, cradle to grave) are integrated into all phases of the new product development process
and decision-making. In isolation these specialists are likely to have less influence than as a cohesive whole.
The case study research also indicated that longer term, the role of environmental specialists will mature away
from educating the organization to becoming integral members of the core NPD team. However, an advantage
of being external to the core team is the ability to retain an objective stance on environmentally responsible NPD
and not becoming embroiled in the inevitable team politics. These advantages however, are likely to be
outweighed by their increased influence, as part of the core NPD team, on NPD decision-making, strategy
development and the physical NPD process.
It therefore appears that the development of environmentally responsible new products requires the involvement
of environmental specialists as well as the more traditional members of the NPD team. However, given that the
case study research indicated that environmental responsibility was becoming part of the mainstream thinking on
NPD, this inclusion of environmental experts within the teams is a natural progression, and likely to be regarded
as a standard approach over time. This reinforces the view that traditional team members must also possess a
reasonably good level of environmental knowledge in both the technical and marketing functions. This
environmental knowledge is likely to vary slightly for the marketing and technical input to reflect their different
roles within NPD. For example, it is unlikely that marketing would be expected to have in-depth knowledge on
the scientific detail involved in identifying environmental impact. Marketing provide detailed information on
the marketplace, consumers and competition. Given their different role, they would be expected to have an
appreciation of the concepts and be aware of the feasibility of requesting environmental product features without
compromising product performance. This would ease the development of environmentally responsible new
products originating from more realistic project design briefs prepared by the marketing function.
Senior Management Commitment in Developing Greener Products
The preceding illustration in box 5 concerning the new ingredient for the fabric conditioner highlights some of
the problems that can arise when senior management refuses to support the new product proposal. According to
Edgett, (1994), Towner, (1994), Johne & Snelson, (1990) and Booz, Allen & Hamilton, (1982), top managers in
innovative companies provide a supportive environment where risk-taking and experimentation are encouraged.
However, the eventual approval by senior managers to use the new ingredient in the fabric conditioner,
highlights the need for senior managers to be aware of the strategic importance of adopting an environmental
orientation in NPD, and the benefits that can arise as a result. This 'supportive' environment is, therefore, likely
to be dependent on top management appreciation of the strategic importance and benefits of developing
environmentally responsible new products.
Within Case Study Five, the situation was slightly different because the owner of the company appears to be
personally motivated by the need for environmental protection. The most senior member of the organization
therefore, has a major role in directing environmentally responsible activities within the organization. This has
resulted in a very 'supportive' environment for risk-taking and experimentation within NPD. The senior
executives within Case Study Five, therefore, 'envision, energize and enable' the development of
environmentally responsible new products, the role identified by Tushman & Nadler, (1986), as well as the
development of environmentally responsible strategy, policy and ancillary activities such as sponsoring
community recycling schemes. This partially explains the quality and quantity of ongoing environmentally
responsible activities occurring within the organization.
It therefore appears that senior managers need to be involved in the development of environmentally responsible
new products. However, they should not be directly involved in the NPD project itself as too much top
management involvement has been identified as impairing and delaying the NPD process (Edgett 1994; Towner
1994; Johne & Snelson, 1990). Instead they should exert a subtle control by setting NPD goals, (Takeuchi &
Nonaka, 1986). This can also help prevent unrealistic senior management attitudes becoming entrenched in the
NPD team. This reinforces the view that all members of the organization need some degree of environmental
15

awareness and appreciation of the strategic benefits of developing environmentally responsible new products.
After all, if the senior managers in Case Study Two had been made aware of the potential competitive advantage
arising from using the new ingredient in their fabric conditioner, it is unlikely that members of the NPD team
would have needed to spend two years persuading them to approve the new product proposal!
This emphasizes the need for an environmentally responsible culture within the organization. Given the need for
close links between environmental responsibility and quality, this environmental culture should be developed as
an additional dimension of the overall ‘quality culture’ within the organization. This will facilitate the
development of environmental excellence in all functions, including NPD.

CONCLUSIONS: MANAGING THE GREENING OF NPD - BEST PRACTICE GUIDELINES
Barriers in Developing Greener Products
The preceding discussion has highlighted a number of management problems in successfully developing
environmentally responsible new products.
These include problems relating to management
inexperience, a lack of commitment, and limited environmental knowledge. For example:
§

A lack of management vision & expertise in developing environmentally responsible new products
may result in limited idea generation for environmental improvement.

§

Limited top management involvement & commitment may inhibit the greening of NPD and the pursuit of
excellence in reducing environmental impact.

A number of ‘best-practice’ guidelines have been developed to facilitate the greening of NPD, thereby
addressing many of the barriers identified in the research. The guidelines presented below relate to managing
the greening of NPD.
Overcoming Barriers: ‘Best Practice’ Management Guidelines
The concept of ‘best practice’ is important because it encourages innovative thinking and standards of excellence
among practitioners, which will advance the development of products with reduced environmental impact. In
this respect the guidelines represent a benchmark for organizations to aspire to and exceed, thereby encouraging
continuous improvements in the management and development of environmentally responsible new products.
Before presenting the ‘best practice’ guidelines, the key principles upon which they are based need to be
recognised. Firstly, they have been derived from fmcg companies, specifically detergents and household
cleaning products. It is likely however that they can be applied equally to related product types such as
toiletries. Secondly, they embrace all forms of NPD, from innovation through to product revamps. Thirdly, they
build upon the concept of evolving best practice, which essentially involves companies aspiring to standards of
excellence in developing and managing environmentally responsible NPD. It is recognised that this is not a
static process, standards will increase in-line with advances in knowledge, technology, science and
environmental impact techniques like Life Cycle Analysis. The ‘best practice’ guidelines, which relate
specifically to managing greener NPD, are presented below.
Adopt a Team Approach to Environmentally Responsible NPD
The importance of a team approach to environmentally responsible NPD relates to the need for
cross-functional co-operation, because NPD is a multi-functional activity. It involves a range of
marketing, technical, scientific and environmental inputs into the NPD process. Crossfunctional involvement and commitment can provide a balance between these different inputs by
breaking down the functional barriers that can inhibit all types of NPD, environmentally
responsible or otherwise. A team approach, by encouraging cross-functional co-operation in
NPD, can overcome some of the problems associated with limited environmental expertise
§
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within the marketing and production functions of NPD. Teams therefore encourage the flow of
environmental expertise and information, (particularly from the technical function), and
environmental ideas within a supportive, co-operative environment.
Cultivate the Development of Environmental Expertise within NPD Teams and DecisionMaking Units
The development and cross-fertilization of environmental knowledge and expertise must be
encouraged within all facets of the organization. All members of the NPD team, decisionmaking unit (DMU), and advisors to the team or DMU must be environmentally aware. They
should be receptive to the development of environmentally responsible new products. However,
it should be accepted that the degree of environmental expertise would vary according to
functional roles within the organization. While everyone within the organization should be
environmentally aware and active within their function, some individuals will possess higher
levels of environmental expertise than others. Therefore, the ‘environmental experts’ within the
organization should be prepared to apply their environmental knowledge to the development of
new products, not only within their own functional discipline, but also within other NPD
disciplines. For example R&D advising Marketing on advances in biotechnology that can
improve product performance while reducing environmental impact. Or Marketing advising
R&D of changing stakeholder needs and wants that will impact on the ingredients or packaging
used in current brands.
§

Invest in Environmental Expertise
While nurturing the development of environmental expertise in NPD functions within the
organization, it will be necessary to invest in environmental specialists to advise on the
development of environmentally responsible new products. Internal environmental experts must
become an integral part of the core NPD team and decision-making unit. They should be key
players in decisions and activities relating to the development of environmentally responsible
new products. External specialists should be given the level of access and support to the NPD
team and DMU required to make a significant impact on the development of environmentally
responsible new products. These specialists should also be used as 'sounding board' for
innovative environmentally responsible new product ideas. Specialists should facilitate the
development of environmentally responsible new products by working with members of the
teams and DMU to develop and stretch their environmental knowledge, expertise and
appreciation of the application of environmentally responsible attributes and concepts to NPD.
Their role, therefore, needs to be internally marketed to the NPD team and DMU to avoid
conflict or misunderstanding.
§

New Products Cultivate the Support of Senior Management in Developing
Environmentally Responsible
Senior Management can envision the development of environmentally responsible new
products. They authorize 'Go/No Go' decisions within the NPD project. They can also provide
a long-term strategic overview, so guiding environmentally responsible NPD in the appropriate
strategic direction. The strategic benefits of developing environmentally responsible new
products, therefore, need to be internally marketed to them to ensure an enlightened, supportive
and energetic culture exists for environmentally responsible NPD. This will encourage the risktaking and experimentation involved in integrating environmentally responsible attributes and
concepts into the NPD process.
§

§
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