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Abstract 

Sustainability-oriented innovation is increasingly important for industrial organizations facing pressure to 

reduce emissions while maintaining safe, reliable and cost-efficient operations. However, emission 

reduction initiatives only become meaningful when they move beyond separate projects and become 

embedded in everyday decisions, routines and work practices. This thesis examines how leadership 

commitment, organizational culture and employee engagement enable or constrain the integration of 

emission reduction initiatives within a medium-sized oilfield services organization. Organizational structure 

and inertia are treated as contextual conditions that shape this integration process. 

 

Eleven semi-structured interviews were conducted with participants representing executive leadership, 

operations, finance, quality, health, safety and environment (QHSE), business development, project 

leadership, engineering and human resources. The data were analysed using thematic analysis, combining 

deductive codes based on the theoretical framework with inductive codes emerging from the interview data. 

 

The findings show that leadership commitment is the clearest enabler of integration, as it legitimizes 

investment, experimentation and strategic attention for emission reduction. Organizational culture also 

enables integration when emission reduction is perceived as practical, safe, technically reliable and aligned 

with existing operational priorities. Employee engagement supports integration when employees understand 

why emission reduction matters and how it connects to their daily work. However, integration is constrained 

by uneven internal communication, limited employee awareness, cost pressure, client dependency, technical 

feasibility and established routines. The thesis concludes that emission reduction integration in oilfield 

services is not only a technological challenge, but an organizational embedding process shaped by 

leadership, culture, engagement and contextual conditions. 
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1. Introduction 

 

1.1 Research problem 

Sustainability has become a central concern for organizations operating in industrial and energy-related 

sectors. Growing societal awareness of climate change, stricter environmental regulation, and rising 

stakeholder expectations have placed pressure on companies to reduce their environmental impact 

while maintaining economic performance (Wang et al, 2023). Sustainability is therefore no longer 

considered optional, but a strategic requirement for long-term competitiveness and legitimacy 

(Geissdoerfer et al., 2018). 

 

Within this broader transition, many organizations engage in sustainability-oriented innovation (SOI), 

defined as the development or modification of products, processes or practices that generate 

environmental improvements alongside economic value (Adams et al., 2016). In industrial contexts, 

these innovations often take the form of emission reduction initiatives such as electrification of 

equipment, process optimization and efficiency improvements. A key challenge lies in whether these 

innovations become embedded in everyday organizational practices, decision-making processes and 

routines (Silvestre & Tirca, 2019).  

 

This challenge can be described as one of sustainability integration. In this study, sustainability 

integration is understood as the extent to which emission reduction considerations are incorporated into 

decisions, routines, responsibilities and work practices rather than remaining symbolic, isolated or 

project-based (Montiel et al., 2021). Sustainability integration therefore implies that sustainability 

becomes part of how decisions are made, how work is organized and how performance is evaluated 

across the organization.  

 

Achieving sustainability integration is particularly challenging in oilfield services. Although oilfield 

service companies may not produce fossil fuels directly, they support oil and gas operations through 

technical services, equipment and operational expertise. Wang et al. (2023) show that the transition 

toward net zero in the oil and gas sector depends on a combination of technological, operational and 

policy-related changes. Mohammadi et al. (2025) also emphasize that reducing emissions in offshore oil 
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and gas production requires operational measures, infrastructure adaptation and low-emission 

technologies. This makes oilfield services a relevant context for studying sustainability-oriented 

innovation, because emission reduction initiatives need to be integrated into existing routines that are 

strongly shaped by safety, reliability, technical performance and cost efficiency. 

 

Existing research suggests that sustainability efforts in such industries are frequently incremental and 

compliance-driven rather than transformative (Akhimien & Adekunle, 2023). While external pressures 

such as regulation and client demands may trigger sustainability initiatives, they do not explain why 

some initiatives become embedded in daily practices while others remain superficial. This indicates 

that the key mechanisms shaping sustainability integration are not only external, but also internal to the 

organization (Montiel et al., 2021). This is societally relevant because oil and gas-related service 

organizations contribute to the operational conditions under which fossil fuel activities are carried out, 

while also facing pressure to support lower-emission ways of working. Understanding how emission 

reduction becomes embedded in such organizations can therefore contribute to broader decarbonization 

efforts in hard-to-reduce industrial contexts. 

 

Recent literature increasingly highlights that sustainability integration depends on internal 

organizational conditions. This study focuses on leadership commitment, organizational culture and 

employee engagement as the three core organizational factors. These factors are central because they 

correspond to three different levels of the integration process: leadership shapes strategic prioritization 

and resource allocation (Ahsan & Khawaja, 2024), culture shapes how sustainability is interpreted and 

accepted (Assoratgoon & Kantabutra, 2023), and employee engagement determines whether initiatives 

are enacted in daily work (Wang et al., 2025). Recent research in resource-intensive and oil and gas-

related contexts also suggests that sustainable leadership and organizational culture can strengthen 

employee engagement, which makes these factors particularly relevant for understanding how 

sustainability moves from strategy into practice (Joon et al., 2025). In addition, recent work on green 

leadership, culture and employee pro-environmental behavior shows that sustainability depends not 

only on formal strategy, but also on how employees are enabled and motivated to act on environmental 

goals (Wang et al., 2025). 

 

Organizational structure and organizational inertia are included as contextual conditions rather than as 

core explanatory factors. Jaganjac et al. (2025) show that formal structures, routines and organizational 

systems influence whether sustainability practices become institutionalized. Liao (2025) further 
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emphasizes that sustainability transitions depend on organizational capabilities that allow organizations 

to adapt, learn and implement change. In this study, structure refers to the formal roles, procedures and 

systems through which emission reduction can be organized, while inertia refers to the persistence of 

established routines and assumptions that may slow down change. These conditions are not treated as 

separate main factors in the research question, but as conditions that shape how leadership commitment, 

organizational culture and employee engagement operate in practice. 

 

This study focuses on a medium-sized industrial organization. In the European context, medium-sized 

enterprises are generally defined as firms employing between 50 and 249 employees (European 

Commission, 2020). Compared to large multinational corporations, medium-sized firms often have 

fewer formalized sustainability structures and limited dedicated resources, while still facing increasing 

pressure to reduce emissions and improve environmental performance (Jamwal et al., 2025). At the 

same time, their relatively flexible structures and shorter decision-making chains may create 

opportunities for faster organizational change. 

 

Despite growing attention to sustainability-oriented innovation, less is known about how emission 

reduction initiatives become embedded in the everyday routine of medium-sized industrial 

organizations. Kannan et al. (2025) show that sustainability in small and medium-sized enterprises is 

increasingly studied, but that research remains fragmented, especially regarding how sustainability is 

implemented in practice. Jamwal et al. (2025) similarly argue that SMEs often require practical 

decision-making frameworks to support sustainability adoption. This matters because medium-sized 

firms may face similar sustainability pressures as larger firms, while having fewer formal sustainability 

departments and dedicated resources. 

 

This study addresses this gap by examining how leadership commitment, organizational culture and 

employee engagement enable or constrain the integration of emission reduction initiatives within a 

medium-sized oilfield services organization. 

 

1.2 Aim and objectives 

The aim of this study is to examine how internal organizational factors enable or constrain the 

integration of emission reduction initiatives into everyday organizational practices within a medium-

sized oilfield services organization. Rather than examining sustainability-oriented innovation in a broad 
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sense, the study focuses specifically on emission reduction initiatives as concrete examples of 

sustainability-oriented innovation in an industrial context. 

To achieve this aim, the study has four objectives. First, it analyzes how leadership commitment 

influences the prioritization, legitimacy and resourcing of emission reduction initiatives. Second, it 

examines how organizational culture shapes the way emission reduction is interpreted and aligned with 

existing operational priorities, such as safety, efficiency and reliability. Third, it explores how 

employee engagement influences the extent to which emission reduction initiatives are understood, 

supported and enacted in daily work practices. Fourth, it examines how contextual conditions, 

particularly organizational structure and inertia, shape whether these organizational factors translate 

into the integration of emission reduction initiatives.  

 

1.3 Research question 

 

The study does not assume that emission reduction initiatives are already fully integrated. Instead, it 

investigates the extent to which they are integrated and how the selected organizational factors enable 

or constrain this process. The following research question guides the study: 

 

“How do leadership commitment, organizational culture, employee engagement and contextual 

conditions enable or constrain the integration of emission reduction initiatives into everyday 

organizational practices within a medium-sized industrial organization?”  
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2. Theory 

2.1 Literature review 

 

2.1.1 Sustainability-oriented innovation and sustainability integration in industrial contexts 

Sustainability-oriented innovation (SOI) refers to the development or modification of products, 

processes, organizational structures or business models in ways that generate environmental and/or 

social value alongside economic performance (Adams et al., 2016). In industrial contexts, these 

innovations are often closely tied to operational systems and technical capabilities. Emission reduction 

initiatives such as electrification, efficiency improvements and cleaner processes can therefore be 

understood as concrete forms of SOI. 

In established industrial firms, sustainability integration rarely takes the form of radical business model 

transformation. Instead, innovation is often gradual and embedded within existing operational systems 

(Bocken et al., 2014). This makes integration an organizational challenge. It is not sufficient that a 

cleaner technology exists; the initiative also needs to be accepted, resourced, implemented, used and 

repeated in daily work. Montiel et al. (2021) support this view by emphasizing that sustainability needs 

to become embedded in recurring organizational activities, decisions and routines rather than being 

treated as an external add-on. 

 

2.1.2 Organizational factors shaping sustainability integration 

 

This study focuses on three core organizational factors: leadership commitment, organizational culture 

and employee engagement. These factors are selected because recent sustainability and organizational 

change literature identifies them as important internal mechanisms through which sustainability goals 

can be translated into practice. Joon et al. (2025) show, in an oil and gas sector context, that sustainable 

leadership and organizational culture are connected to employee engagement. This is relevant for the 

present study because it suggests that leadership, culture and engagement should not be treated as 

isolated factors, but as related internal mechanisms in the integration process. Ahsan and Khawaja 

(2024) also show that sustainable leadership can influence environmental performance through 

employee well-being, innovation and organizational resilience, which supports the view that 
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sustainability implementation depends on wider organizational conditions rather than leadership 

statements alone. 

 

Organizational structure and inertia are included as contextual conditions. They are not treated as equal 

core factors in the research question, but as conditions that may shape whether leadership commitment, 

organizational culture and employee engagement can translate into the integration of emission 

reduction initiatives. This distinction keeps the theoretical focus on the three main organizational 

factors, while still recognizing that sustainability integration takes place within an existing 

organizational context. 

 

2.1.2.1 Leadership commitment 

 

Leadership commitment is a core factor in sustainability integration because leaders influence whether 

environmental goals are treated as strategic priorities or remain peripheral. In the context of emission 

reduction, leadership commitment is especially relevant because initiatives often require investment, 

risk-taking, resource allocation and cross-functional coordination. Ahsan and Khawaja (2024) find that 

sustainable leadership is positively related to environmental performance and that this relationship is 

mediated by employee well-being and innovation. This suggests that leadership matters not only 

because leaders set direction, but also because they create organizational conditions through which 

sustainability can be implemented.  

 

Joon et al. (2025) study sustainable leadership, organizational culture and employee engagement in 

Malaysia’s oil and gas sector, a context they describe as operationally complex and shaped by strong 

safety demands. Their findings support the idea that leadership commitment may influence 

sustainability integration both directly, through decisions and investments, and indirectly, by shaping 

organizational culture and employee engagement. 

 

Leadership commitment is therefore treated as a core factor in this thesis because it may shape 

prioritization, resource allocation, legitimacy and the conditions under which employees engage with 

emission reduction initiatives. 
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2.1.2.2 Organizational culture 

 

Organizational culture is a core factor because it shapes how sustainability is interpreted and whether 

new initiatives are seen as legitimate, practical and compatible with existing ways of working. 

Assoratgoon and Kantabutra (2023) develop a sustainability organizational culture model and show 

that sustainability-oriented culture involves more than visible sustainability practices; it also depends 

on shared values, assumptions, leadership support and organizational systems. This is relevant for this 

thesis because emission reduction initiatives are unlikely to become embedded if they remain separate 

from the organization’s existing operational values and routines. 

 

In industrial and oilfield services contexts, cultural fit is important because emission reduction 

initiatives must be reconciled with existing operational priorities. Joon et al. (2025) emphasize that oil 

and gas work is shaped by operational complexity and safety demands, which makes it important to 

understand whether sustainability initiatives are perceived as compatible with established ways of 

working. When emission reduction is perceived as supporting safety, reliability, efficiency or technical 

performance, participants are more likely to accept it as part of normal work. When it is perceived as 

an external demand or as something that makes work slower, more expensive or technically uncertain, 

it may remain marginal or face resistance. 

 

Organizational culture is therefore treated as a core factor because it shapes whether emission reduction 

is normalized as part of  “how things are done” or remains an additional requirement. 

 

2.1.2.3 Employee engagement 

Employee engagement is the third core factor because sustainability integration ultimately depends on 

employee behavior. Even when leadership is committed and sustainability is culturally supported, initiatives 

will not become embedded unless employees understand, support and enact them in their daily work. Wang 

et al. (2025) show that corporate environmental responsibility can strengthen sustainability-oriented 

employee engagement when employees perceive organizational environmental action as meaningful. This 

supports the idea that employees are more likely to engage with sustainability initiatives when they 

understand their relevance and credibility. 

Joon et al. (2025) further show that employee engagement is connected to sustainable leadership and 

organizational culture in an oil and gas sector context. This is relevant for the thesis because emission 
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reduction initiatives may remain abstract if employees do not understand how they relate to daily work. In 

technically complex organizations, engagement is therefore not only a matter of participation, but also of 

awareness, communication and the ability to connect sustainability goals to operational tasks. 

Employee engagement is therefore treated as a core factor because it links organizational sustainability 

ambitions to everyday practices. 

 

2.1.2.4 Organizational structure and inertia as contextual conditions 

Organizational structure and inertia are included as contextual conditions because they influence whether 

the three core factors can translate into integration of emission reduction initiatives. Structure refers to 

formal roles, procedures, responsibilities and performance systems. Jaganjac et al. (2025) argue that formal 

structures and organizational routines can support the institutionalization of sustainability practices. In this 

study, structure is therefore relevant because emission reduction may become more embedded when 

responsibilities, procedures, reporting systems or performance indicators support it. 

Organizational inertia refers to the persistence of established routines and assumptions that may slow down 

change. Liao (2025) argues that sustainability is enacted through organizational routines, which emerge, 

stabilize and contribute to capability formation over time. This is relevant for the present study because 

emission reduction initiatives need to be incorporated into existing operational routines rather than simply 

added as abstract goals. In industrial contexts, established routines may also be reinforced by the need for 

safety, reliability and operational continuity. 

Structure and inertia are therefore not treated as separate core factors in the research question. Instead, they 

help explain why leadership commitment, organizational culture and employee engagement may enable 

integration in some situations, while integration remains constrained in others. 
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2.2 Theoretical framework 

 

This study adopts an organizational embedding perspective. Sustainability integration is understood as the 

process through which emission reduction initiatives move from isolated projects or strategic intentions to 

everyday practice. This perspective follows the idea that sustainability integration requires more than the 

existence of sustainability initiatives; it requires that these initiatives become connected to how work is 

organized and carried out. Montiel et al. (2021) support this focus by conceptualizing sustainability as the 

embedding of sustainability considerations within organizational activities. 

 

The theoretical framework distinguishes between core organizational factors and contextual organizational 

conditions. Leadership commitment, organizational culture and employee engagement are treated as the 

core factors. Leadership commitment influences strategic prioritization, resource allocation and legitimacy. 

Organizational culture influences how emission reduction is interpreted and whether it fits with existing 

operational values. Employee engagement influences whether emission reduction is understood, accepted 

and enacted in daily work. 

 

These factors are connected rather than separate. Joon et al. (2025) support this connected view by showing 

relationships between sustainable leadership, organizational culture and employee engagement in an oil and 

gas sector context. In this thesis, leadership commitment may shape culture by communicating priorities and 

supporting specific initiatives. Culture may influence employee engagement by shaping whether emission 

reduction is viewed as meaningful, practical and legitimate. Employee engagement then affects whether 

emission reduction is translated into everyday behaviour. 

 

Organizational structure and inertia may enable integration when decision-making is flexible, 

responsibilities are clear and routines support new practices. They may constrain integration when existing 

procedures, unclear ownership or established habits make change difficult. This distinction keeps the study 

focused on the three main organizational factors while still acknowledging that integration takes place 

within a broader organizational context. 

 

2.3 Conceptual model  

 

Figure 1 presents the conceptual model guiding this research. The model distinguishes between core 

organizational factors, contextual conditions and the integration outcome. Leadership commitment, 
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organizational culture and employee engagement are treated as the three main organizational factors and are 

shown as mutually related. Organizational structure and inertia are positioned as contextual conditions that 

can enable or constrain how these factors translate into integration. Integration is presented as a continuum, 

ranging from isolated or project-based initiatives to recurring operational embedding and ultimately 

(strategic) organization-wide integration. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

Figure 1: Conceptual model of organizational influences on the integration of emission reduction initiatives. 
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3. Methods 

3.1 Research methodology 

This research adopted an interpretivist epistemological approach. It assumes that sustainability 

integration is shaped by the meanings, interpretations and practices of organizational actors rather than 

being a fixed or purely objective phenomenon (Tracy, 2020). This approach is suitable because the 

study examines how emission reduction initiatives are understood and enacted within a specific 

organizational context. 

Given the exploratory nature of the research question, a qualitative case study design was employed. 

Case study research enables an in-depth investigation of complex organizational processes within their 

real-life context, which is essential when studying how emission reduction initiatives become 

embedded in everyday routines and decision-making processes (Yin, 2018). 

 

The selected case is a medium-sized organization in the oilfield services sector that provides 

specialized equipment and services for well intervention, decommissioning and related operational 

activities. The organization is actively pursuing emission reduction initiatives, including 

electrification, efficiency improvements and zero-emission-related innovations. This makes the case 

suitable for examining how organizational factors shape emission reduction integration in a technically 

complex and operationally demanding setting. 

 

3.1.1 Operationalization 

 

Operationalization in qualitative research refers to translating abstract concepts into empirically 

observable indicators. Rather than measuring variables quantitatively, this thesis examines how the 

main concepts are expressed through participants’ experiences, interpretations and examples (Yin, 

2018). 

 

The study focuses on three core organizational factors: leadership commitment, organizational culture 

and employee engagement. Leadership commitment was examined through management 

communication, perceived strategic priority, resource allocation and consistency between leadership 
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discourse and action. Organizational culture was examined through shared interpretations of 

sustainability, perceived fit with safety, efficiency and reliability, openness to innovation and informal 

norms around environmental responsibility. Employee engagement was examined through awareness, 

involvement, ability to contribute and access to information or learning related to emission reduction. 

 

The outcome of interest was the integration of emission reduction initiatives. This was examined 

through examples where emission reduction influenced decisions, routines, responsibilities, equipment 

choices, project planning or recurring work practices. Organizational structure and inertia were treated 

as contextual conditions. Structure was examined through references to formal roles, procedures, 

responsibilities, KPIs, reporting systems and decision-making lines. Inertia was examined through 

references to established routines, resistance to change, technical assumptions and the need to prove 

new technologies before adoption. Table1 summarizes the operationalization. The third column shows 

the empirical focus used to identify each concept in the interview data. The interview question 

numbers show where each concept was addressed in the interview guide, while the sources were used 

to define the concepts and support the operationalization. 

 

Concept Definition Empirical focus in the 

interview data  

Related 

interview 

question(s) 

Sources used 

for concept 

definition 

Leadership 

commitment 

Degree to which 

leadership prioritizes 

and supports 

emission reduction 

Communication, resource 

allocation, strategic 

priority, consistency 

between talk and action 

Q3-Q5 in 

interview 

guide 

Ahsan & 

Khawaja, 2024; 

Joon et al., 2025 

Organizational 

culture 

Shared values and 

norms shaping 

interpretation of 

sustainability 

Fit with safety, efficiency 

and reliability; openness 

to innovation; perceived 

legitimacy 

Q6-Q8 in 

interview 

guide 

Assoratgoon & 

Kantabutra, 

2023; Joon et al., 

2025 

Employee 

engagement 

Degree to which 

employees are aware 

of, involved in and 

able to act on 

initiatives 

Awareness, involvement, 

ownership, ability to 

contribute 

Q9-Q11 in 

interview 

guide 

Wang et al., 

2025; Joon et al., 

2025 
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Sustainability 

integration 

Extent to which 

emission reduction is 

embedded in daily 

work 

Examples in decisions, 

routines, recurring 

practices 

Q12-Q14 in 

interview 

guide 

Montiel et al., 

2021; Liao, 2025 

Organizational 

structure 

Formal roles, 

processes, and 

systems 

Policies, KPIs, 

responsibilities, reporting 

systems 

Q15-Q17 in 

interview 

guide 

Jaganjac et al., 

2025; Liao, 2025 

Organizational 

inertia 

Persistence of 

established routines 

Resistance to change, 

reliance on existing work 

practices, technical 

assumptions 

Q15-Q18 in 

interview 

guide 

Liao, 2025 

Table 1: Operationalization table 

 

3.2 Data collection 

3.2.1 Case and participant selection 

 

Participants were selected using purposive sampling to capture perspectives across different hierarchical 

levels and functional roles. Purposive sampling is appropriate in qualitative research when the objective 

is to generate in-depth understanding from participants rather than statistical representation (Tracy, 

2020). The sample includes strategic, managerial, project-related, operational and support perspectives. 

These perspectives were selected because they provide insight into the organizational factors and the 

broader process of sustainability integration. 

 

The sample includes participants responsible for strategic decision-making, financial decision-making, 

operational management, project implementation, QHSE (quality, health, safety, environment), business 

development, engineering and HR. This role diversity allowed comparison between how emission 

reduction is understood at strategic, project, operational and support levels. Participants were selected 

based on their role, experience and ability to reflect on organizational routines and practices. 
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Participant Generic role category Main relevance for study 

P1 Business development Client demand, market positioning and 

commercial relevance 

P2 QHSE Compliance, safety, formalization and 

implementation 

P3 International general 

management 

Country context, client dependency and 

infrastructure constraints 

P4 Performance engineering Data, measurement, business case and 

operational efficiency 

P5 Executive leadership Strategic direction, investment and leadership 

commitment 

P6 Project leadership Project-based innovation, experimentation and 

implementation 

P7 HR Employee engagement, communication, 

onboarding and culture 

P8 Business development / 

project innovation 

Zero-emission project development, proof of 

concept and client context 

P9 Operational leadership Operational integration, client requirements 

and routine development 

P10 Financial leadership Investment, business case and strategic 

embedding 

P11 Project engineering Field-level implementation, awareness and 

practical feasibility 

Table 2: Overview of interview participants. 

 

3.2.2 Method of data collection 

Primary data were collected through semi-structured interviews. Semi-structured interviews are  suitable 

for exploratory organizational research, because they allow participants to reflect on their own 

experiences while ensuring that key themes are covered across interviews (Kallio et al., 2016). Interviews 

were conducted online or onsite, depending on participant availability, and lasted approximately 45 to 

60 minutes. The interviews were conducted in English.  
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The same core interview guide was used for all participants to ensure consistency across interviews. 

However, because the interviews were semi-structured, follow-up questions and examples were adapted 

to each participant’s role, expertise and level of involvement with emission reduction initiatives.  The 

guide was structured around the research question, objectives and operationalization table. It covered 

leadership commitment, organizational culture, employee engagement, sustainability integration and 

contextual conditions, including organizational structure and inertia. This allowed the interviews to move 

from descriptive questions about participants’ roles and awareness of emission reduction initiatives 

toward more reflective questions about how such initiatives become embedded, or fail to become 

embedded, in everyday work. The interview guide is included in Appendix A. 

 

3.3 Data analysis 

The interview data were analyzed using thematic analysis, following Braun and Clarke’s (2021) approach 

to identifying, analyzing and reporting patterns in qualitative data. The analysis followed a combined 

deductive and inductive coding approach. Initial codes were developed deductively from the theoretical 

framework and interview guide. During coding, additional inductive codes were added when recuring 

patterns emerged from the data, such as cost pressure, client dependency, communication gaps, proof of 

concept and business case logic. 

The analysis involved four steps. First, interview transcripts were read to become familiar with the data. 

Second, relevant segments were coded manually in ATLAS.ti. ATLAS.ti was used to organize the coding 

process, not to generate codes automatically. Third, codes were compared across interviews and grouped 

into broader themes. Fourth, the themes were compared across role categories to identify similarities and 

differences between strategic, managerial, project-level, operational and support perspectives. 

Notes taken during the interview were used to document coding decisions and emerging interpretations. 

This supported an iterative process in which the analysis moved between the empirical data, theoretical 

framework and research question. The final codebook is included in Appendix C. 

 

3.3.1 Credibility and dependability 

 

Credibility was supported through comparison across multiple organizational roles. The sample included 

strategic, financial, project-level, operational and support perspectives, which allowed the analysis to 

compare how emission reduction integration was understood across organizational levels. This role-
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based comparison supported triangulation of perspectives within the case. 

 

Dependability was supported by documenting the research process, including the interview procedure, 

transcription process, coding decisions and analytical memos. This audit trail makes the analytical 

process more transparent and allows the reader to understand how the findings were developed from the 

interview data.  

 

3.4 Research ethics 

The study followed the ethical guidelines of the University of Groningen. All participants received an 

information sheet explaining the purpose of the research, the voluntary nature of participation and their 

right to withdraw at any time without consequences. Written consent was obtained prior to each 

interview. The consent form is included in Appendix B.  

 

Confidentiality was ensured by anonymizing participant names. The organization is not named in the 

thesis. Data were stored securely and handled in accordance with university ethical guidelines and 

GDPR requirements.  

 

Because sustainability-related topics may involve organizational sensitivities, interviews were 

conducted in a confidential setting. Participants were reminded that they could skip questions, 

withdraw their responses up to one week after the interview and that participation would not be shared 

with their manager.  
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4. Findings 

 

4.1 Synthesis of findings 

 

This chapter presents the findings from the thematic analysis of eleven interviews. The findings are 

structured around the four research objectives. The first three findings correspond to the core organizational 

factors in the research question: leadership commitment, organizational culture and employee engagement. 

The fourth objective is addressed in two parts. First, the analysis examines the extent to which emission 

reduction initiatives are integrated into decisions, routines and practices. Second, it examines the contextual 

conditions that shape this integration process, including organizational structure, inertia, client demand, 

regulation, cost and technical feasibility. 

 

4.1.1 Finding 1: Leadership commitment enables integration, but communication remains uneven 

 

Leadership commitment emerged as one of the strongest enabling factors. Across strategic, project and 

support roles, participants linked progress on emission reduction to senior-level decisions, investment and 

willingness to take risks. An executive participant described the decision to electrify equipment as a 

deliberate strategic choice: “I decided then to go and electrify all our equipment, which was a big step 

because nobody has done it to date” (P5). A project leadership participant described a similar pattern in 

relation to a zero-emission power initiative, explaining that the idea only moved beyond discussion because 

leadership decided to “buy three hydrogen trucks to prove it” (P6). 

 

This pattern was also visible in the business development and QHSE interviews. A project innovation 

participant stated that leadership supported the zero-emission initiative because “they put money into the 

whole idea” and described the approach as “put money where the mouth is” (P8). The QHSE participant 

added that leadership commitment was visible in investment behavior: “Maybe they do not communicate a 

lot about it, but you can see in the amount of investment” (P2). These quotes suggest that leadership 

commitment is not only rhetorical. It has influenced equipment choices, project development and resource 

allocation. 

 

However, the same interviews also show that leadership communication remains uneven. Several 

participants argued that the organization is doing more on emission reduction than employees may realize. 
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A business development participant stated that “a lot of the good things that could be shared amongst the 

employees is not shared” and argued that management could do better in communicating a vision and goal 

(P1). The HR participant similarly observed that management is “not that good in communication” (P7). 

This suggests that leadership commitment is present in decisions and investments, but not always translated 

into shared understanding across the organization. 

 

Overall, leadership commitment enables integration mainly through strategic decisions, resource allocation 

and willingness to experiment. At the same time, the integration effect of leadership is weakened when 

communication remains limited or when employees do not clearly understand the purpose behind 

initiatives. 

 

4.1.2 Finding 2: Culture supports innovation when emission reduction is practical and proven 

 

The second finding concerns organizational culture. Participants commonly described the organization as 

innovative, flexible and willing to try new solutions. This culture supports emission reduction when 

initiatives are framed as technical improvement, customer value or operational progress. For example, 

electrification was often described not only as an environmental measure, but also as something that can 

reduce maintenance, noise and operational complexity. 

 

At the same time, participants stressed that sustainability is not accepted simply because it is labelled 

sustainable. It needs to work in practice. The performance engineer participant explained that technical 

employees may see an idea as good “on paper”, but that practice is often different; therefore, “the initiatives 

need to be proven before they can be fully adopted” (P4). The project innovation participant similarly 

emphasized that new technology “takes development” and “takes testing, trusting” before it can be relied 

upon (P8). This shows that technical skepticism is not necessarily resistance to sustainability. It is linked to 

operational experience and the need for reliability. 

 

Safety and efficiency also shape cultural acceptance. The performance engineer participant stated that “95% 

of the decisions” still revolve around “efficiency, safety and cost” (P4). The QHSE participant described 

employee choices as driven by “efficiency, ergonomics and comfort”(P2). These views suggest that 

sustainability integration is more likely when emission reduction is aligned with existing cultural priorities. 

For example, electric equipment becomes acceptable when it is quieter, easier to operate or less 
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maintenance-intensive. A zero-emission solution becomes acceptable when it meets uptime requirements 

and does not make work more complex. 

 

The culture can therefore be described as innovative but pragmatic. The organization is open to 

sustainability-oriented innovation, but only when initiatives are technically reliable, safe, practical and 

financially defensible. This finding nuances the theoretical assumption that an innovation-oriented culture 

automatically enables sustainability integration. In this case, innovation supports integration when emission 

reduction is compatible with the practical logic of the business. 

 

4.1.3 Finding 3: Employee engagement exists, but awareness and understanding are uneven 

 

The third finding concerns employee engagement. Employees are involved in emission reduction to some 

extent, particularly through implementation, operational feedback and practical learning. Several 

participants described how feedback from crews, workshop employees and project teams are used to 

improve equipment or implementation plans. However, the findings also show that participation does not 

automatically mean engagement. Employees may know what they need to do without fully understanding 

why emission reduction matters. 

 

This distinction was clearest in the interview with the project engineer. The participant explained that 

operational employees often understand what is expected of them, but “the pure understanding of why we 

do it” is not always present (P11). The same participant noted that field employees are primarily focused on 

performing work safely and efficiently, especially in complex or time-sensitive operations. In such 

situations, emission reduction can become secondary to the immediate task. 

 

QHSE and HR perspectives confirm this unevenness. The QHSE participant stated that the employees are 

more likely to follow emission reduction practices when the arrangements are easy and available, but may 

bypass them if they make work more difficult (P2). The HR participant argued that communication, 

awareness and example-setting are needed to strengthen engagement, noting that the organization does a lot 

on safety but could create more awareness around sustainability (P7). The international management 

participant also emphasized that people should be made “part of the journey” instead of having policies 

imposed on them (P3). 
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This finding suggests that employee engagement depends on three conditions: awareness of what the 

organization is trying to achieve, involvement in how initiatives are implemented, and ease of use in daily 

work. Without these conditions, emission reduction may remain a management or project-level priority 

rather than becoming a shared organizational practice. 

 

4.1.4 Finding 4: Integration is progressing from project-based initiatives towards routines 

 

The fourth finding concerns the extent to which emission reduction initiatives are already integrated into 

everyday organizational practice. The findings show clear progress. Emission reduction has influenced 

equipment choices, project planning, client offerings and operational decisions. The QHSE participant 

stated that electrification has become a routine preference: “The first choice is electrical. Until electrical is 

not possible, technically not possible, then they move to diesel” (P2). This indicates that in some areas, 

emission reduction has moved beyond isolated discussion and has begun to shape routine decision-making. 

 

However, integration remains uneven and conditional. Several participants described emission reduction as 

project-based or dependent on client and regulatory context. A business development participant described 

the organization as “probably more reactive” and argued that sustainability becomes more important when 

clients or tenders require it (P1). The international management participant stated that decision-making in 

the UK context is “largely driven by the customer” and that infrastructure and economic feasibility limit 

what can be done (P3). This comparison shows that integration differs strongly by country, client, project 

and infrastructure context. 

 

Cost and business case considerations were among the strong constraints. Participants repeatedly stated that 

sustainable options need to be financially viable or supported by client willingness to pay. A financial 

leadership participant linked sustainability to investment and strategic decisions, but also emphasized the 

need for a strong business case (P10). The performance engineer participant described sustainability as 

increasingly present in business cases, but noted that cost, safety and efficiency still dominate most 

decisions (P4). 

Regulation can enable integration, but it also reinforces project-based implementation. The QHSE 

participant explained that nitrogen emission reduction is a high priority when regulations make diesel use 

impossible in certain areas, while CO2 reduction is less urgent where external pressure is lower (P2). The 

project innovation participant explained that zero-emission technology became necessary because without it 
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certain wells could not be performed (P8). This shows that emission reduction integration is strongest when 

regulation, client requirements and technical necessity converge. 

 

Overall, emission reduction is not just symbolic within the organization. Real decisions, investments and 

operational changes have been made. At the same time, integration is not yet uniform across the 

organization. It remains shaped by leadership action, culture, employee understanding, client demand, 

regulation, technical feasibility, infrastructure and cost. 

 

Table 3 summarizes the main findings, supporting codes and empirical pattern across the interviews. The 

table is used as a data reduction tool, in line with the qualitative aim of presenting synthesized findings. 

 

4.1.5 Finding 5: Contextual conditions shape integration: structure, inertia, clients, cost and 

feasibility 

 

Organizational structure enabled integration where short decision lines, flexible coordination and informal 

collaboration made experimentation possible. Several participants described the organization as flexible and 

able to move faster than larger firms. However, structure also constrained integration where ownership, 

KPIs, reporting systems or formal procedures were unclear. Inertia was visible in the persistence of 

established routines and technical assumptions. Participants did not necessarily reject emission reduction, 

but they emphasized that new solutions need to be proven, reliable and practical before becoming part of 

normal work. This suggests that inertia functioned both as a constraint and as a form of constructive 

skepticism in a safety-critical environment. 

 

Objective Theme Main message/finding 

1 Leadership commitment Leadership enables integration 

through strategic attention, 

investment and legitimacy, but 

communication remains uneven. 

2 Organizational culture The culture enables integration 

when emission reduction is 

practical, safe, reliable and 
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technically proven. 

3 Employee engagement Engagement supports integration 

when employees understand why 

emission reduction matters and 

how it relates to daily work. 

4A Integration outcome Emission reduction is partly 

embedded in projects, equipment 

choices and business-case 

decisions, but not yet fully 

systematic. 

4B Contextual conditions Structure, inertia, client demand, 

regulation, cost and technical 

feasibility shape whether 

integration can progress. 

 Table 3: Summary of findings 
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5. Discussion 

This study examined how leadership commitment, organizational culture and employee engagement enable or 

constrain the integration of emission reduction initiatives in a medium-sized oilfield services organization. The 

findings show that emission reduction integration is progressing but remains uneven and conditional. This section 

links the findings back to the theoretical framework and discusses what they contribute to understanding 

sustainability integration in practice. 

 

The findings suggest that leadership commitment was the clearest enabler of integration in the case organization, 

because it created legitimacy for investment, experimentation and strategic prioritization. However, leadership alone 

was not sufficient. Organizational culture shaped whether emission reduction was accepted as practical and 

compatible with existing operational priorities, while employee engagement determined whether initiatives were 

understood and enacted in daily work. The factor requiring the most improvement was therefore not leadership 

commitment itself, but the translation of leadership priorities into clearer communication, ownership and employee 

understanding. 

 

5.1 Theoretical contributions 

 

First, the findings support the literature that positions leadership as central to sustainability implementation. Ahsan 

and Khawaja (2024) show that sustainable leadership influences environmental performance through broader 

organizational conditions such as innovation and employee well-being. The present study extends this insight in an 

oilfield services context by showing that leadership commitment matters most when it becomes visible through 

concrete decisions, investment and risk taking. Leadership did not only enable emission reduction by stating a 

vision, but by approving electrification, supporting zero-emission initiatives and allocating resources. However, the 

findings also show that leadership commitment is weakened when it is not communicated clearly. This suggests that 

leadership enables integration through both action and interpretation; employees need to see what leadership does, 

but also understand why it matters. 

 

Second, the findings refine the role of organizational culture. Assoratgoon and Kantabutra (2023) developed a 

general sustainability culture model and argue that sustainability-oriented culture depends on shared values, 

assumptions and organizational systems. The present study shows that in a technical oilfield services environment, 

sustainability culture is shaped by pragmatic operational norms. The case organization is not culturally resistant to 

innovation, rather, it is open to innovation when initiatives are proven, reliable and useful. This means that 



28 

 

sustainability-oriented culture in industrial contexts may not look like explicit environmental enthusiasm. It may 

instead appear as a willingness to adopt cleaner solutions when they also improve safety, reliability, efficiency or 

market positioning. This may explain why sustainability-oriented innovation can be slower in oilfield services than 

in less safety-critical sectors: new solutions must not only be environmentally preferable, but also operationally 

reliable, technically proven and acceptable to clients. 

 

Third, the findings support the view that employee engagement connects sustainability ambitions to everyday 

behavior. Wang et al. (2025) show that corporate environmental responsibility can strengthen sustainability-oriented 

employee engagement when employees perceive environmental action as meaningful. The present study confirms 

this mechanism by showing that employees need to understand why emission reduction matters and how it relates to 

their role. Engagement is therefore not simply participation in implementation; it also requires awareness, 

explanation and practical usability. 

 

Fourth, the findings confirm the relevance of contextual conditions. Liao (2025) argues that sustainability is enacted 

through routines that stabilize over time. This thesis shows that emission reduction becomes integrated when it 

enters recurring decisions, such as choosing electrical equipment before diesel alternatives. At the same time, 

established routines, client dependency, cost pressure and infrastructure constraints may prevent integration from 

becoming uniform. This supports the theoretical framing of structure and inertia as contextual conditions rather than 

separate core factors.  

 

The findings also extend the theoretical framework by showing that structure and inertia shape how organizational 

factors translate into integration. Structure enabled integration through flexibility and short decision lines, but 

constrained integration when ownership, KPIs and formal routines were unclear. Inertia constrained integration 

through established routines and technical assumptions, but also appeared as constructive skepticism because 

employees required new technologies to be tested before adoption. This supports the view that sustainability 

integration depends not only on leadership, culture and engagement, but also on the organizational conditions 

through which these factors are translated into practice. 
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5.2 Limitations 

 

This study has several limitations. First, the single-case design limits statistical generalizability beyond the specific 

organizational context. However, the study aims for analytical rather than statistical generalization by identifying 

mechanisms that may also be relevant in other medium-sized, asset-intensive organizations. Second, the study relies 

on self-reported interview data, which may introduce social desirability bias. Participants may have presented 

emission reduction initiatives in a more positive or strategic way than they are experienced in practice. Third, while 

the sample includes multiple roles and hierarchical levels, it does not capture every operational perspective in equal 

depth. Fourth, the study was conducted at one point in time, while sustainability integration is an ongoing process. A 

longitudinal design could provide deeper insight into how emission reduction initiatives evolve from project-based 

innovations to embedded routines. 

 

 

5.3 Reflection on trans disciplinarity 

 

This thesis was transdisciplinary because it combined academic concepts from sustainability-oriented innovation, 

organizational change and employee engagement with a practical organizational challenge faced by an industrial 

firm. The research question was shaped by both theoretical relevance and the organization’s need to understand how 

emission reduction initiatives become embedded in practice. The interviews brought together perspectives from 

leadership, finance, quality, health, safety and environment, business development, human resources, project 

engineering and operations. This allowed the analysis to connect the strategic, technical, financial and human levels 

of sustainability integration.  
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6. Conclusion 

 

This thesis examined how leadership commitment, organizational culture, employee engagement  and 

contextual conditions enable or constrain the integration of emission reduction initiatives into everyday 

organizational practices within a medium-sized oilfield services organization. The findings show that 

emission reduction integration is progressing but remains uneven.  

 

Leadership commitment is the clearest enabling factor. Senior-level decisions and investments have 

supported electrification and zero-emission-related initiatives. However, communication remains uneven, 

which limits shared understanding. Organizational culture also enables integration because the organization 

is innovative and flexible, but this culture is highly pragmatic. Emission reduction initiatives must be safe, 

reliable, practical and financially viable before they are accepted. Employee engagement exists mainly 

through implementation and feedback, but awareness and understanding remain uneven across 

organizational levels. Employees are more likely to engage when initiatives are easy to use, clearly 

explained and connected to daily work. 

 

At the same time, the findings show that integration is not automatic. Emission reduction is embedded in 

some projects, decisions and equipment choices, but is not yet fully integrated across all routines, 

responsibilities and performance systems. Organizational structure and inertia help explain this unevenness. 

Clear roles, procedures, KPIs and communication can support integration, while unclear ownership, 

established routines, technical skepticism, cost pressure and client dependency can constrain it. 

 

The study also shows that integration is shaped by contextual conditions. Emission reduction is most 

embedded when regulation, client demand, technical feasibility and business case align. In some areas, such 

as electrification, emission reduction has begun to influence routine decisions. In other areas, it remains 

project-based or dependent on client willingness to pay. Therefore, the main conclusion is that emission 

reduction integration in this case is real but conditional: it has moved beyond symbolism but has not yet 

become uniformly embedded in all routines, roles and decisions. This will be explored in the next section. 
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6.1 Practical implications 

 

The findings suggest several practical implications for the case organization and for similar asset-intensive 

industrial firms. First, organizations should strengthen internal communication around emission reduction 

by explaining not only what initiatives are being implemented, but also why they matter and how they relate 

to daily work.  

 

Second, ownership should be clarified by assigning responsibility for coordinating emission reduction 

initiatives across departments.  

 

Third, emission reduction should be integrated into formal routines, such as project evaluation, equipment 

selection, onboarding, toolbox meetings and reporting processes.  

 

Fourth, employee engagement can be strengthened by involving operational employees earlier in 

implementation and feedback processes.  

 

Finally, organizations should use data and measurement more systematically to show the operational, 

financial and environmental value of emission reduction initiatives. 

 

6.2 Suggestions for further research 

 

Future research could compare multiple medium-sized oilfield service companies to examine whether the 

relationship between leadership commitment, culture, employee engagement and integration differs across 

organizational settings. Cross-sector studies in maritime services, construction, manufacturing, offshore 

services or energy infrastructure could clarify whether the patterns found in this study are specific to oilfield 

services or reflect broader challenges in asset-intensive sectors. In addition, longitudinal research could 

follow emission reduction initiatives over time to examine how they move from project-based innovations 

toward embedded routines. Finally, future studies could focus more deeply on operational employees, as 

this thesis suggests that practical usability, perceived relevance and communication strongly influence 

whether emission reduction initiatives are enacted in daily work. 
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*AI transparency statement: In preparing this thesis,  the author used generative AI tools (such as ChatGPT 

and Le Chat) to support planning, structuring, language refinement, summarization of the author’s own 

notes and consistency checks. The tools were not used to generate or analyze primary interview data 

independently. All research design decisions, coding decisions, interpretation of findings and final writing 

decisions remained the responsibility of the author.



33 

 

References 

 

Adams, R., Jeanrenaud, S., Bessant, J., Denyer, D., & Overy, P. (2015). Sustainability‐oriented Innovation: 

A Systematic review. International Journal of Management Reviews, 18(2), 180–205. 

https://doi.org/10.1111/ijmr.12068  

Ahsan, M. J., & Khawaja, S. (2024). Sustainable leadership impact on environmental performance: 

exploring employee well-being, innovation, and organizational resilience. Discover Sustainability, 

5(1). https://doi.org/10.1007/s43621-024-00422-z  

Akhimien, O. G., & Adekunle, S. A. (2023). Technological environment and sustainable performance of oil 

and gas firms: a structural equation modelling approach. Future Business Journal, 9(1). 

https://doi.org/10.1186/s43093-023-00204-5  

Assoratgoon, W., & Kantabutra, S. (2023). Toward a sustainability organizational culture model. Journal of 

Cleaner Production, 400, 136666. https://doi.org/10.1016/j.jclepro.2023.136666  

Bocken, N., Short, S., Rana, P., & Evans, S. (2013). A literature and practice review to develop sustainable 

business model archetypes. Journal of Cleaner Production, 65, 42–56. 

https://doi.org/10.1016/j.jclepro.2013.11.039  

Braun, V., & Clarke, V. (2021). Thematic analysis: A practical guide. SAGE Publications. 

European Commission. (2020). User guide to the SME definition. Publications Office of the European 

Union. 

Geissdoerfer, M., Vladimirova, D., & Evans, S. (2018). Sustainable business model innovation: A review. 

Journal of Cleaner Production, 198, 401–416. https://doi.org/10.1016/j.jclepro.2018.06.240  

Jaganjac, B., Hansen, K. W., Lunde, H., & Hunnes, J. A. (2024). The role of organizational culture and 

structure in implementing sustainability initiatives. Business Ethics the Environment & 

Responsibility, 34(4), 1239–1254. https://doi.org/10.1111/beer.12710  

Jamwal, A., Palit, N., Kumari, S., Agrawal, R., & Sharma, M. (2025). A decision framework for SMEs to 

address sustainability issues with Industry 4.0 technologies. Annals of Operations Research, 359(1), 

615–643. https://doi.org/10.1007/s10479-025-06560-5  

Joon, L. M., Nugroho, D., & Ramachandaran, S. D. (2025). Sustainable leadership, organizational culture 

and organizational commitment: a pathway to enhanced employee performance through employee 

engagement in Malaysia’s oil and gas sector. Discover Sustainability, 6(1). 

https://doi.org/10.1007/s43621-025-01869-4  

https://doi.org/10.1111/ijmr.12068
https://doi.org/10.1007/s43621-024-00422-z
https://doi.org/10.1186/s43093-023-00204-5
https://doi.org/10.1016/j.jclepro.2023.136666
https://doi.org/10.1016/j.jclepro.2013.11.039
https://doi.org/10.1016/j.jclepro.2018.06.240
https://doi.org/10.1111/beer.12710
https://doi.org/10.1007/s10479-025-06560-5
https://doi.org/10.1007/s43621-025-01869-4


34 

 

Kallio, H., Pietilä, A., Johnson, M., & Kangasniemi, M. (2016). Systematic methodological review: 

developing a framework for a qualitative semi‐structured interview guide. Journal of Advanced 

Nursing, 72(12), 2954–2965. https://doi.org/10.1111/jan.13031  

Kannan, S., & Gambetta, N. (2025). Technology-driven Sustainability in Small and Medium-sized 

Enterprises: A Systematic Literature review. Journal of Small Business Strategy, 35(1). 

https://doi.org/10.53703/001c.126636  

Liao, T., & Lu, H. (2025). Enacting Sustainability through Organizational Routines: A Grounded Theory of 

Capability–Institution Co-Structuring. Sustainability, 17(17), 7841. 

https://doi.org/10.3390/su17177841  

Mohammadi, S., Berg, C. F., & Schümann, H. (2025). Low-emission offshore oil and gas production: A 

review of achievements and challenges. Journal of Cleaner Production, 525, 146504. 

https://doi.org/10.1016/j.jclepro.2025.146504  

Montiel, I., Cuervo-Cazurra, A., Park, J., Antolín-López, R., & Husted, B. W. (2021). Implementing the 

United Nations’ Sustainable Development Goals in international business. Journal of International 

Business Studies, 52(5), 999–1030. https://doi.org/10.1057/s41267-021-00445-y  

Silvestre, B. S., & Ţîrcă, D. M. (2018). Innovations for sustainable development: Moving toward a 

sustainable future. Journal of Cleaner Production, 208, 325–332. 

https://doi.org/10.1016/j.jclepro.2018.09.244  

Tracy, S. J. (2020). Qualitative research methods: Collecting evidence, crafting analysis, communicating 

impact (2nd ed.). Wiley-Blackwell. 

Wang, X., Hu, W., Ren, M., Liu, Y., & Yu, X. (2025). The Role of Corporate Environmental Responsibility 

in Driving Sustainability-Oriented Employee Engagement: A Moderated mediation model. 

Sustainability, 17(16), 7199. https://doi.org/10.3390/su17167199  

Wang, Z., Li, S., Jin, Z., Li, Z., Liu, Q., & Zhang, K. (2023). Oil and gas pathway to net-zero: Review and 

outlook. Energy Strategy Reviews, 45, 101048. https://doi.org/10.1016/j.esr.2022.101048  

Yin, R. K. (2018). Case study research and applications: Design and methods (6th ed.). SAGE Publications 

 

 

  

https://doi.org/10.1111/jan.13031
https://doi.org/10.53703/001c.126636
https://doi.org/10.3390/su17177841
https://doi.org/10.1016/j.jclepro.2025.146504
https://doi.org/10.1057/s41267-021-00445-y
https://doi.org/10.1016/j.jclepro.2018.09.244
https://doi.org/10.3390/su17167199
https://doi.org/10.1016/j.esr.2022.101048


35 

 

Appendix A: Interview guide 

Interview Guide  

 

Introduction questions 

 

What is your role and what does a typical workday look like? 

What kind of decisions do you make regularly? 

 

Section 1 – Sustainability/emission reduction.  

1. What emission reduction initiatives are you aware of? – and how did you hear about them? 

2. How do these relate to your (daily) work? – directly or indirectly? 

 

Section 2 – Leadership  

3. How is emission reduction communicated by management/leadership? (can you give an example?) 

4. To what extent do you see it as a real priority within the organization? 

5. Can you give an example of how leadership supports or does not support these initiatives? 

 

Section 3 – Culture 

6. How is sustainability generally viewed within the organization? (more as important, necessary or 

extra? 

7. Do emission reduction initiatives fit with priorities such as safety, efficiency, or reliability? – or does 

it sometimes conflict? 

8. How do people typically respond when such initiatives are introduced? 

 

Section 4 – Employee engagement 

9. To what extent are employees involved in emission reduction initiatives? 

10. Do you feel able to contribute to these initiatives in your role? 

11. What helps or prevents employees from engaging with them? 

 

Section 5 – Sustainability Integration 

12. Can you describe a situation where emission reduction influenced a decision or action?  
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13. To what extent would you say these initiatives are part of everyday routines?  

14. Would you say it is “how things are done” (part of daily routines) or still more project-based? 

 

Section 6 – Organizational tensions and contextual conditions 

15. What makes it difficult to integrate emission reduction into daily work? 

16. Do you experience conflicts with other priorities such as efficiency, cost, or safety? 

17. Do existing routines or structures make change difficult? 

18. Are people open to change? 

 

 

Closing question: 

In your opinion, what would help improve the integration of emission reduction initiatives within the 

organization? Is it leadership, culture, engagement or something else? 
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Appendix B: Ethical documents 

 

GENERAL INFORMATION INTERVIEW CONSENT FORM 

 

Dear participant, 

Thank you for your interest in participating in this research. This document explains the purpose of the 

study and how the research will be conducted. Please read the following information carefully. If 

anything is unclear, feel free to contact the researcher using the details provided below. 

 

WHAT THIS STUDY IS ABOUT 

This interview is part of the M.Sc. Sustainable Entrepreneurship programme at the University of 

Groningen, Campus Fryslân.  

The purpose of the study is to explore how emission reduction initiatives, as part of sustainability-

oriented innovation, are integrated into existing organizational practices within an industrial context. 

 

The study focuses on organizational factors that shape sustainability-related initiatives and how these 

are embedded in daily work practices. 

 

You have been invited to participate because of your role and experience within the organization, which is 

considered valuable for understanding how sustainability-related practices are perceived and implemented 

in practice. 

 

This research is conducted for educational purposes only and is not externally funded. 

 

WHAT DOES PARTICIPATION INVOLVE? 

Participation involves: 

● An online or onsite interview (audio recorded with your permission). 

● Questions about sustainability practices, innovation initiatives and organizational processes 

and your role within the company 
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You may decline to answer any question at any time without explanation. 

 

 

VOLUNTARY PARTICIPATION 

Participation is entirely voluntary. 

You may withdraw at any time without giving a reason and without any consequences. In addition, you have 

the right to withdraw your interview data and responses up to one week after the interview has taken place. 

 

Participation or non-participation will not be shared with your manager or any other organizational members, 

ensuring a safe and confidential environment for participation. 

 

 

RISKS 

There are no known risks associated with participating in this study. The interview focuses on your 

professional views and experiences. 

A transcript of the interview will be created for analysis. All data will be anonymized upon request. 

Results will be used for academic purposes only and will be shared with the university. 

 

BENEFITS 

There are no direct personal benefits. However, your insights will contribute to academic research on 

sustainability and organizational change. 

 

DATA STORAGE AND CONFIDENTIALITY 

● Your information will be treated confidentially 

● Your name and identifiable details will not be included in the final thesis 

● Only the researcher and academic supervisor will have access to the data 

● Audio recordings will be used solely for transcription and analysis 

● Data will be stored securely on the University of Groningen servers (Y-drive) for 5 years in 
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line with GDPR regulations. 

 

RESULTS 

The results will be included in a master’s thesis submitted for academic assessment. The thesis will not be 

publicly published. 

 

ETHICAL APPROVAL 

This study follows the ethical guidelines of the University of Groningen and complies with 

institutional requirements for student research. 

 

CONTACT INFORMATION 

 

Researcher: 

Carmen Jalving – c.jalving@student.rug.nl 

 

 

Supervisor: 

Dr. Mariana Chrispim – m.c.chrispim@rug.nl 

mailto:c.jalving@student.rug.nl
mailto:m.c.chrispim@rug.nl
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INFORMED CONSENT FORM 

Signing this form indicates that you agree to participate. You still retain the right to withdraw at any 

time. 

 

Title of study: Integrating emission reduction into industrial practice: the role of organizational factors in 

sustainability oriented innovation. 

Name participant: 

Assessment 

● I have read and understood the information provided 

● I have had the opportunity to ask questions 

● I understand that participation is voluntary 

● I understand that I can withdraw at any time without consequences 

● I understand that I may refuse to answer any question 

● I understand that I can withdraw my responses up to one week after the interview 

● I understand that my participation will not be shared with my manager 

● I understand that there are no direct personal benefits 

 

Confidentiality and Data Use 

● I understand that my identity will remain confidential and anonymized 

● I understand that my data will only be used for this research project 

● I understand that data will be stored securely for 5 years in accordance with GDPR 

 

Future involvement 

● I would like to receive a copy of the research result. Yes/No 

 

Having read and understood all the above, I agree to participate in the research study: yes / 

no  
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Date:  

Signature: 

 

 

To be filled in by the interviewee 

● I confirm that I have explained the study and answered all questions 

 

 

Date: 

Signature: 

 

 

 

To be filled in by the researcher 
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Appendix C: Codebook 

 

This appendix presents the final codebook used during the thematic analysis. The codebook distinguishes 

between the three core organizational factors, the integration outcome and the contextual conditions shaping 

this outcome. It includes themes, codes, code definitions and examples of empirical evidence. The evidence 

column includes either short interview excerpts or specific paraphrased examples form the coded data. 

 

Objective Theme Theme definition Code Code definition Example evidence 

1 
 

Leadership 

commitment 
 

How leadership 

enables or 

constrains 

emission 

reduction 

integration 

through priorities, 

decisions, 

communication 

and resources. 
 

Strategic 

priority 

Emission reduction 

is described as 

important for the 

organization’s 

strategic direction, 

future operations or 

market position. 

P5 described 

electrification as a 

deliberate strategic 

choice: “I decided 

then to go and 

electrify all our 

equipment, which was 

a big step because 

nobody had done it to 

date.” 

Leadership 

support 

Management 

actively supports 

emission reduction 

through decisions, 

attention, approval 

or encouragement. 

P6 explained that the 

zero-emission idea 

moved forward 

because leadership 

decided to “buy three 

hydrogen trucks to 

prove it.” 

Resource 

allocation 

Financial, technical 

or human resources 

are allocated to 

emission reduction 

initiatives. 

P8 described 

leadership support as 

visible because “they 

put money into the 

whole idea” and 

summarized this as 

“put money where the 

mouth is.” 

Leadership Leadership support P1 stated that “a lot of 
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communication 

gap 

exists, but the 

purpose, strategy or 

progress of 

emission reduction 

is not clearly 

communicated 

across the 

organization. 

the good things that 

could be shared 

amongst the 

employees is not 

shared”, while P7 

noted that 

management is “not 

that good in 

communication.” 

Leadership as 

example 

Leadership is 

expected to 

demonstrate 

consistency 

between 

sustainability 

statements and 

actual decisions or 

behaviour. 

Participants 

emphasized that 

leadership needs to 

show consistency 

between sustainability 

statements and 

decisions. 

2 
 

Organizational 

culture 

  

How shared 

norms, 

assumptions and 

ways of working 

shape whether 

emission 

reduction is 

accepted as part of 

normal work. 
 

Innovation-

oriented culture 

The organization is 

described as open 

to innovation, 

experimentation, 

technical 

improvement or 

change. 

Participants describe 

the organization as 

flexible, 

entrepreneurial, 

innovative and willing 

to try new technical 

solutions. 

Safety-

efficiency 

mindset 

Daily work is 

primarily shaped by 

safety, operational 

execution, 

efficiency and 

reliability. 

P4 stated that “95% of 

the decisions” still 

revolve around 

“efficiency, safety and 

cost.” 

Technical 

skepticism / 

proof of 

concept 

New sustainability 

technologies need 

to be tested, proven 

and shown to work 

P4 explained that 

ideas may look good 

“on paper,” but need 

to be proven in 
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before they are 

accepted. 

practice before full 

adoption; P8 similarly 

emphasized that new 

technology “takes 

development” and 

“takes testing, 

trusting.” 

Sustainability 

as compliance / 

necessity 

Emission reduction 

is framed as 

necessary because 

of regulation, 

contracts, client 

requirements or 

project conditions. 

P2 linked nitrogen 

emission reduction to 

regulatory pressure, 

while P8 explained 

that zero-emission 

technology became 

necessary because 

certain wells could 

not be performed 

without it. 

Comfort / ease 

of use 

Sustainable 

alternatives are 

more likely to be 

accepted when they 

do not make work 

harder, slower or 

less comfortable. 

P2 explained that 

employees are more 

likely to follow 

emission reduction 

practices when 

arrangements are easy 

and available but may 

bypass them if they 

make work more 

difficult. 

3 
 

Employee 

engagement 
 

How employees 

are aware of, 

involved in and 

able to contribute 

to emission 

reduction in daily 

work. 
 

Employee 

involvement 

Employees are 

included in 

implementation, 

feedback, ideas or 

practical problem-

solving around 

emission reduction. 

Participants referred 

to operational 

feedback from crews, 

workshop employees 

and project teams 

during 

implementation and 

equipment 
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improvement. 

Limited 

awareness 

Employees may 

know what is 

expected, but do 

not always 

understand the 

wider purpose of 

emission reduction. 

P11 explained that 

operational employees 

often understand what 

is expected, but that 

“the pure 

understanding of why 

we do it” is not 

always present. 

Need for 

guidance / 

communication 

Employees need 

clearer explanation, 

communication, 

training, 

onboarding or 

instructions to 

engage with 

emission reduction. 

P7 argued that the 

organization could 

create more awareness 

around sustainability, 

similar to the existing 

attention given to 

safety. 

Top-down 

approach 

Emission reduction 

plans are mainly 

developed by 

management or 

selected employees, 

while broader 

employee 

involvement is 

limited. 

P3 emphasized that 

people should be 

made “part of the 

journey” instead of 

having policies 

imposed on them. 

Inertia / 

resistance 

Employees may fall 

back into old 

routines when 

initiatives are 

difficult, unclear, 

risky or disruptive. 

P2 indicated that 

employees may 

bypass emission 

reduction practices if 

they make work more 

difficult. 

4A 

 

 

Integration of 

emission 

reduction 

How emission 

reduction 

becomes 

Routine 

integration 

Emission reduction 

is incorporated into 

recurring decisions, 

P2 stated: “The first 

choice is electrical. 

Until electrical is not 
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4B 

 

 

 

 

 

 

 

initiatives 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Contextual 

conditions 

shaping 

integration. 
 

embedded in 

decisions, routines 

and practices, and 

which contextual 

conditions shape 

this process. 

  

practices or “how 

things are done.” 

possible, technically 

not possible, then they 

move to diesel. 

Project-based 

integration 

Emission reduction 

is embedded mainly 

in specific projects, 

contracts or 

initiatives rather 

than consistently 

across the whole 

organization. 

P1 described the 

organization as 

“probably more 

reactive,” suggesting 

that integration is 

often triggered by 

clients, tenders or 

project requirements. 

Business case 

integration 

Emission reduction 

becomes relevant 

when it supports 

cost savings, 

efficiency, long-

term value, 

profitability or 

market advantage. 

P4 explained that 

sustainability is 

increasingly present 

in business cases, but 

that cost, safety and 

efficiency still 

dominate many 

decisions. 

Data and 

measurement  

Measurement, 

baselines, reporting 

or quantified 

emission savings 

support decision-

making and 

integration.  

P4 linked integration 

to data, measurement 

and business-case 

logic, showing that 

emission reduction 

becomes more 

actionable when it can 

be calculated. 

Client 

dependency 

Client demand, 

tenders, contracts or 

willingness to pay 

influence emission 

reduction decisions. 

P1 described the 

organization as 

“probably more 

reactive,” while P3 

stated  

Regulatory 

pressure 

Regulation, permits 

or environmental 

requirements 

P2 explained that 

nitrogen emission 

reduction becomes a 
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trigger or 

strengthen emission 

reduction 

initiatives. 

high priority when 

regulations make 

diesel use impossible 

in certain areas. 

Reliability / 

feasibility 

tension 

Technical 

feasibility, 

infrastructure, 

logistics or 

operational 

reliability limits 

implementation. 

P3 lined emission 

reduction possibilities 

to customer demand, 

infrastructure and 

economic feasibility; 

P8 emphasized that 

new technology 

requires development, 

testing and trust. 

Cost tension Costs limit whether 

emission reduction 

initiatives are 

P4 stated that cost, 

safety and efficiency 

still dominate most 

decisions; P10 also 

emphasized the need 

for a strong business 

case. 

Organizational 

flexibility 

Short decision lines 

and flexible 

procedures enable 

experimentation or 

faster 

implementation. 

Several participants 

described short 

decision lines and 

informal coordination 

as enabling 

experimentation with 

emission reduction 

initiatives. 

Organizational 

structure 

Formal roles, 

procedures, KPIs, 

reporting systems 

or ownership 

arrangements shape 

the integration 

process. 

Participants described 

the organization as 

flexible and able to 

move faster than 

larger firms, but also 

pointed to unclear 

ownership, KPIs, 
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reporting system and 

formal procedures as 

constraints. 

Country / 

market context 

The relevance and 

feasibility of 

emission reduction 

differs between 

countries, markets 

or operating 

environments. 

P3 showed that 

integration differs by 

country context, with 

the UK shaped by 

customer demand, 

infrastructure and 

feasibility, while P2 

pointed to stronger 

regulatory pressure in 

certain 

Dutch/European 

contexts. 

 Organizational 

inertia 

Organization may 

fall back into old 

routines when 

initiatives are 

difficult, unclear, 

risky or disruptive. 

Participants did not 

necessarily reject 

emission reduction 

(innovations), but 

emphasized that new 

solutions must be 

proven, reliable and 

practical before 

becoming part of 

normal work. 

 

Table 4: Codebook 

 


