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ABSTRACT
In emerging economies characterized by the absence of strong national regulatory institutional forces, the role of private initia-
tive through companies and entrepreneurs is highly relevant and has a prominent role in addressing environmental problems. 
This work aims to improve the understanding of the role of two key human-based organizational factors, such as CEO environ-
mental commitment and green human capital (GHC), on the effective implementation of corporate environmental strategies 
seeking to integrate and engage market and non-market stakeholders. Our empirical research was carried out in a sample of 86 
Peruvian firms operating in different industries through in-depth interviews and questionnaires. Our results show the impor-
tance of CEO environmental commitment on the implementation of engaged environmental strategies, as well as the mediating 
and essential role of GHC in this relationship. We contribute to the literature debate by providing theory and empirical insights 
on the drivers of corporate environmentalism in developing countries, highlighting the importance of the human-based internal 
organizational factors as driving forces of corporate environmentalism.

1   |   Introduction

There is consensus among Organizations & Natural Environment 
scholars that through the design and implementation of envi-
ronmental strategies, firms integrate environmental protection 
into their strategy process (Martín-de Castro, Amores-Salvadó, 
and Díez-Vial 2023) engaging many stakeholders who share eco-
logical concerns (Hart 1995; Aragón-Correa and Sharma 2003; 
Sharma and Vredenburg 1998).

According to the survey about firms' environmental strategies 
benefits (Milanese et al. 2022), 86% of respondents agreed with 
customer relationship benefits, 85% highlighted them as the 
basis of competitive advantage, and 79% remarked reinforced 

stakeholders' relationships. However, the same respondents 
showed that 20% never had implemented an environmen-
tal strategy, and only 8% had changed their business models. 
Among the reasons is a lack of understanding of environmental 
strategies by the company's employees and managers (Milanese 
et al. 2022).

The effective implementation of an environmental strategy re-
quires the commitment, action, and engagement of different in-
ternal stakeholders, in a human-based view of environmental 
strategies, such as advanced green human resource manage-
ment practices, top management, and CEO support and lead-
ership (Portocarrero, Winkler, and Pearce 2023; Papagiannakis 
and Lioukas 2018; Renwick, Redman, and Maguire 2013) and 
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ultimately, the commitment of the entire organization. To frame 
this research, we use the natural resource-based view (NRBV 
from now on) (Hart  1995; Sharma and Vredenburg  1998; 
Christmann 2000), to explore the role of CEO's features and be-
liefs and the construction of green human-capital competencies 
for the implementation of environmental strategies. As Molina-
Azorín (2014) highlighted, individuals matter and complement 
collective action toward environmental sustainability aimed to 
engage not only the conventional but also the less conventional 
stakeholders.

Green human capital (GHC) can be defined as the knowl-
edge, trainee, experience, and motivation of a firm's work-
ers related to environmental issues (Boiral  2002; Henriques 
and Sadorsky  1999; Ramus and Steger  2000; Chen  2008; 
Renwick, Redman, and Maguire 2013; Paillé et al. 2014; Chen 
et  al.  2015). Indeed, the implementation process of environ-
mental strategies is human-capital intensive (Obeidat, Al 
Bakri, and Elbanna  2020), where employees at all organiza-
tional levels need to develop advanced environmental com-
petencies to put their knowledge, expertise, and commitment 
at the service of a successful implementation. It requires the 
integration of key environmental principles and issues in the 
mind of organizational employees, going beyond pure rhetoric 
or ideology (Montiel, Gallo, and Antolin-Lopez 2020; Jamali, 
El Dirani, and Harwood  2015). Accordingly, literature has 
highlighted the key role of individuals, such as CEOs and em-
ployees in general, in the environmental realm (Bansal and 
Roth 2000). Jointly with employees, top management environ-
mental commitment understood as “the degree to which an 
organization's senior members are regarded as stewards of the 
natural environment” (Haldorai, Kim, and Garcia 2022, 2) is 
particularly important.

In addition, Organizations & Natural Environment literature 
suggests that the role of the CEO is especially relevant as the 
main orchestrator of environmental-oriented organizational ca-
pabilities (Grewatsch and Kleindienst 2018), putting into action 
its leadership and power (Wang et al. 2023) and new organiza-
tional purpose and commitment toward environmental sustain-
ability (Montiel, Gallo, and Antolin-Lopez 2020; Hoffman 2021; 
Contractor et al. 2019). As Sharma (2000) highlighted, their en-
vironmental commitment is critical in the effective implementa-
tion of successful environmental strategies (Sharma 2000).

Nevertheless, the evidence collected and the theoretical impli-
cations exploring the importance of the human-side implemen-
tation of environmental strategies have been carried out and 
contextualized in developed economies, with a lack of general-
ization to developing economies (Morris et al. 2023). We cover 
this research gap by exploring the role of a human-based im-
plementation of environmental strategies in the context of de-
veloping economies (Jamali and Karam  2018), characterized 
by the co-existence of weak national institutions and complex 
and dynamic economies, highlighting the role of individuals in 
continuous adaptation to changing contexts. Then, this work 
aims to explore, both theoretically and empirically, the role of 
CEO green commitment and GHC in the implementation of en-
gaged environmental strategies in the context of the developing 
economy of Peru. Emerging economies contexts highlight the 
importance of studying the decision-makers of environmental 

strategies because of the important steward role they have in the 
absence of functioning or reliable formal institutions (Hamann 
et al. 2017; Yin and Jamali 2016).

We contribute to the Organizations & Natural Environment 
literature in three ways: First, by exploring how firms develop 
and implement environmental strategies in developing coun-
tries; second, by delving into the human side of environmental 
strategies we show the role played by CEO's environmental com-
mitment and the mediating and essential role played by GHC on 
corporate environmentalism; and finally, we highlight the im-
portance of environmentally oriented resources and capabilities 
to explain the process of implementation of environmental strat-
egies (Hart 1995; Aragón-Correa 1998; Darnall, Henriques, and 
Sadorsky 2010; Shevchenko, Lévesque, and Pagell 2016).

The remainder of this paper is structured as follows: Section 2 
presents the theoretical approach and the main assumptions of 
this work. Section  3 introduces the hypotheses' development. 
Section 4 focuses on research methodology. Section 5 is devoted 
to highlighting the main empirical results of this research. 
Finally, Section 6 shows the discussion and Section 7 the con-
clusions, limitations, and future research avenues.

2   |   Theoretical Approach: Main Assumptions

As the NRBV tenets argue, the environmental response of firms 
is linked to the creation of resources and capabilities (Hart 1995; 
Sharma and Vredenburg  1998) which, ultimately, can become 
the foundation of their competitive advantage.

Firms articulate their environmental response through the 
implementation of environmental strategies that can be under-
stood as “the corporate proactive behaviour by which the firm 
integrates environmental protection into their strategy process 
through stakeholders' engagement and the appropriate environ-
mental management of its resources and capabilities with the 
main aim of responding to the climate emergency by minimiz-
ing its environmental risks and improving its environmental 
performance and competitive advantage” (Martín-de Castro, 
Amores-Salvadó, and Díez-Vial 2023, 18).

Following this broad definition, companies have a great deal of 
discretion in environmental strategies implementation, which 
will depend on their resources and capabilities and their order 
of priorities, as they should prioritize integration with their 
stakeholders, environmental performance, economic perfor-
mance, and other organizational outcomes (Sherazi et al. 2023; 
Naranova-Nassauer 2021; Berchicci and King 2007; Bansal and 
Gao 2006).

Therefore, the implementation of environmental strategies is a 
challenging task for firms as it involves top management com-
mitment, the development of employees' environmental capabil-
ities, and the undertaking of communication and collaboration 
efforts with stakeholders, which are part of the implementation 
process (Maxwell et al. 1997).

Drawing on the above-mentioned natural resource-based in-
sights, we focus on what we call “engaged environmental 
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strategies” or those environmental strategies that deliberately 
seek to integrate market and non-market stakeholders taking 
the environmental factor as the main linking factor. Indeed, in 
certain circumstances and certain contexts, companies give pri-
ority above all else to shaping the operating context in which 
the operations are to be developed, adapting to the demands of 
their stakeholders to obtain legitimacy, a license to operate or 
to exercise their institutional influence (Hoffman 1999; Delmas 
and Toffel 2008).

This type of environmental strategy is particularly necessary 
in contexts with fragile institutional support where compa-
nies must get down on the playing field, make themselves un-
derstood, be known, and ultimately gain the trust of the main 
players in their environment (Jamali and Karam 2018; Hamann 
et al. 2017; Jamali, El Dirani, and Harwood 2015).

For firms deploying engaged environmental strategies, they 
must obtain and develop key resources (Hart  1995) and capa-
bilities (Sharma and Vredenburg  1998; Aragón-Correa and 
Sharma 2003) to overcome organizational barriers and promote 
sustainability beyond the value chain.

Among the key resources that firms can develop and combine 
to implement strategies aimed at engaging stakeholders in the 
pursuit of environmental objectives are the environmental com-
mitment of the CEO and the environmental-oriented human 
capital. The environmental commitment of the CEO is the 
necessary individual impetus and the green or environmental-
oriented human capital is the firm collective effort on the path 
to sustainability. To these two resources, we will devote our at-
tention in the next lines.

2.1   |   The Importance of CEO's Environmental 
Commitment and Green Human Capital in 
the Implementation of Environmental Strategies

Top management plays a fundamental role in the implementa-
tion of environmental strategies (Maxwell et al. 1997; Belenzon, 
Shamshur, and Zarutskie 2019; Zhang et al. 2020).

It is unlikely that the implementation of environmental strate-
gies will be successful if it does not have the necessary impetus 
from top management and a clear and committed environ-
mental stance. Through his/her environmental commitment, 
the values that the CEO transmits to the rest of the organi-
zation and beyond, serve as an impulse, reference, and guide 
(Montiel, Gallo, and Antolin-Lopez  2020; Obeidat, Al Bakri, 
and Elbanna 2020; Kim et al. 2017). CEO environmental com-
mitment highlights the importance of the individual-firm level 
connection in the search for corporate sustainability (Aguinis 
and Glavas  2012; Molina-Azorín  2014; Cooper et  al.  2017; 
Akhtar et al. 2018; Linder and Foss 2018).

Therefore, since top management actions are the expressions of 
their individual values and concerns (Bansal and Roth  2000), 
to understand how firms develop and deploy their environ-
mental resources and capabilities to implement environmen-
tal strategies (Hart  1995; Sharma and Vredenburg  1998), it is 
essential to understand individuals and managers' underlying 

environmental commitment (Contractor et  al.  2019; Montiel, 
Gallo, and Antolin-Lopez 2020).

However, the implementation of firms' environmental strate-
gies will not depend only on top management commitment. It 
also depends on how the individual resources are managed, 
joined, mixed, and exploited (Mårtensson and Westerberg 2016) 
in the pursuit of corporate environmental sustainability goals. 
In this sense, as the NRBV view suggests and the empirical 
evidence shows, proactive environmental strategies arise from 
environmental capabilities (Sharma and Vredenburg  1998; 
Christmann 2000; Strauss, Lepoutre, and Wood 2017; Mousavi, 
Bossink, and van Vliet 2019) or “organizational abilities or skills 
that enable firms to improve their performance on environmen-
tal issues” (Lee and Klassen 2008, 574).

A large part of the company's environmental capabilities lies in 
GHC. As previously defined, the concept of GHC adds value to 
the human capital concept, reflecting a firm's orientation toward 
proactive environmental strategies, including various specific 
human practices related to environmental activities and being 
more external stakeholder-oriented (aiming to improve firms' 
environmental/social performance) than human capital, which 
mainly focuses on improving organizational performance or 
profit (Chen, Ngniatedema, and Li 2018).

GHC helps organizations to align their strategy with the natural 
environment (Yong et al. 2019), facilitates connection to external 
stakeholders, and leads to superior environmental performance 
and competitive advantage (Aftab et  al.  2023; Hart  1995). As 
the new research evidence highlights, employees are important 
players in “greening” the organization (Portocarrero, Winkler, 
and Pearce 2023; Saeed et al. 2019) and the success of the imple-
mentation of firms' environmental strategies will largely depend 
on how the employees of how employees internalize the impor-
tance of the environmental protection (Banerjee 1998).

As we propose, both CEO environmental commitment and GHC 
play an important role in the implementation of engaged envi-
ronmental strategies.

3   |   Hypotheses Development: The Road to 
Engaged Environmental Strategies

It is recognized in the literature that stakeholder management 
comes first and foremost from top management (Reynolds 
and Yuthas 2008) and that top management commitment and 
community engagement are closely linked (Dobele et al. 2014). 
Therefore, top management largely determines the type and in-
tensity of the relationships of the company with its stakeholders.

CEO's environmental commitment constitutes a powerful ve-
hicle for driving environmental strategies and the connection 
between the environmental awareness of top management and 
the implementation of engaged environmental strategies based 
on the collaboration with multiple stakeholders (Sharma and 
Vredenburg 1998).

This connection between CEO environmental awareness and 
engaged environmental strategies is significant in the case of 
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emerging economies, which are often subject to sudden changes 
and where the absence of a solid institutional supporting frame-
work (Kaufmann and Kraay 2023) makes the leading role of the 
environmentally committed CEO indispensable for the proper 
implementation of environmental strategies that seek to inte-
grate market and non-market stakeholders, taking the environ-
mental factor as the main linking factor.

Indeed, it is in these changing and institutionally uncertain en-
vironments where environmentally committed CEOs exert the 
most influence and where CEOs' environmental commitment is 
more effective in driving and promoting engaged environmen-
tal strategies to gain stakeholder support and make firms more 
strongly embedded in their social and natural environment 
(Ortiz-de-Mandojana and Bansal 2016).

Therefore, based on the above-highlighted importance of the 
connection between CEO's environmental commitment and 
green stakeholder management, we propose the following 
hypothesis:

H1.  There is a direct and positive relationship between the 
CEO's environmental commitment and the development of en-
gaged environmental strategies.

One of the main postulates of the NRBV is that as firms try to 
become more environmentally responsible, they should carry 
out activities and practices that are human capital-intensive 
(Hart 1995; Obeidat, Al Bakri, and Elbanna 2020; Boiral, Heras-
Saizarbitoria, and Brotherton 2019). Thus, for a firm willing to 
introduce environmental concerns in its strategy, its human 
capital should be furnished with the necessary knowledge, ex-
pertise, and motivation to implement environmental strategies 
(Gond et al. 2017; Kim et al. 2017).

In this sense, it is the company's employees with their green 
tacit knowledge who handle rich and enormous amount of 
stakeholder information (Grewatsch and Kleindienst 2018) and 
ultimately deal with suppliers, and distributors, collaborate with 
local communities or execute on the ground the directives of top 
management to build green organizational capabilities (Boiral, 
Heras-Saizarbitoria, and Brotherton 2019). The firm's employees 
also convey to stakeholders the importance of natural environ-
ment respect (Banerjee 1998), which is extremely important in 
the context of emerging economies with weak, and sometimes 
non-existent, national institutions.

Therefore, firms seeking to develop engaged environmen-
tal strategies in these contexts should rely on their employees' 
knowledge, skills, and experience (Shevchenko, Lévesque, and 
Pagell 2016; Shen and Zhang 2019). Consequently, we hypothe-
size the following:

H2.  There is a direct and positive relationship between green 
human capital and the development of engaged environmental 
strategies.

CEO's environmental commitment, as expression of those CEO's 
green personal values (Bansal and Roth 2000), generate exam-
ple and inspiration to all organizational members (Anderson 
and Bateman 2000; Egri and Herman 2000; Boiral, Cayer, and 

Baron  2009). The CEO's environmental commitment makes 
visible to employees the importance of making a fundamental 
change in business philosophy and helps create the right orga-
nizational context on which employees' environmental capabili-
ties are developed (Sharma and Vredenburg 1998). In this sense, 
top management facilitates the environmental learning among 
employees helping them to internalize environmental issues 
(Banerjee 1998) and CEO's green impetus is essential not only 
to share the environmental values among firm's employees but 
also to create the organizational incentives to develop the skills 
that will enable them to implement environmental initiatives 
(Banerjee 2001). Thus, we propose the following hypothesis:

H3.  There is a direct and positive relationship between CEO's 
environmental commitment and green human capital.

Green transformational leaders nurture the company's environ-
mental vision to stimulate the entire organization toward the 
implementation of environmentally proactive strategies (Vesal, 
Siahtiri, and O'Cass 2022) and the presence of an active and en-
vironmentally committed CEO together with the existence of 
environmental resources and capabilities is strongly related to 
the environmental response of the firm (Andersén, Jansson, and 
Ljungkvist 2020).

The creation of environmental capabilities is a collective task 
and the resource orchestration (Sirmon et al. 2011) that follows 
the CEO's environmental actions also must be taken into consid-
eration. Indeed, there is an intermediate process that leads to the 
engaged environmental strategy the firm executes (Muller, Judd, 
and Yzerbyt 2005) in which firms' GHC plays a crucial role.

As suggested, the visible commitment of senior management is 
a key factor in the implementation of environmental strategies 
(Maxwell et al. 1997) and while managers guide, design, formu-
late, and carry out the environmental management aims and 
priorities, the employees play an essential role executing and 
carrying out the real implementation of environmental activi-
ties and practices on which the engaged environmental strate-
gies rely (Sendlhofer 2020; Shen and Zhang 2019). They interact 
and share the firm's environmental values with the stakeholders, 
provide opportunities of dialogue with them, and contribute to 
shape the operating context of the firm (Maxwell et  al.  1997). 
Thus, our hypothesis is as follows:

H4.  Green human capital positively mediates the relationship 
between CEO's environmental commitment and engaged environ-
mental strategies.

Figure 1 below shows the theoretical model.

4   |   Methods

4.1   |   Population, Sample and Data Gathering

Setting our study in an emerging economy context represents 
an element of novelty because of the peculiar characteristics, 
such as culture or the competitive and institutional environ-
ment, compared to developed economies (Yin and Jamali 2016). 
In this sense, we empirically test our hypothesis in Peru. We 
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selected this setting because, like many emerging economy 
countries, Peru faces many environmental (Tounés, Tornikoski, 
and Gribaa 2019) and institutional challenges according to the 
World Bank's Worldwide Governance Indicators (Kaufmann 
and Kraay 2023). In this sense, environmental policies had just 
been recently introduced in the country, environmental issues 
have been gaining importance in Peruvian society, and finally, 
Peru has been a pioneering country in Latin America, integrat-
ing the Paris Agreement with its domestic law system. Also, only 
a few studies have been carried out in emerging economies, es-
pecially in Peru (Natividad 2022).

As most emerging economies, Peru suffers from low access to 
figures and databases, especially environmental ones. Given 
that most of the firms are privately held, in line with other stud-
ies that have been set in this type of under-explored emerging 
economy context, we have also used surveys to obtain informa-
tion about the variables under analysis (Aftab et al. 2023; Saeed 
et al. 2019; Meyer et al. 2009). To set up our questionnaire, we 
used Bloom et al. (2015) methodology, especially in the environ-
mental strategy section. Here, it is worth mentioning that the 
original questionnaire was in English. We translated all English 
items into Spanish and Back to English, as Brislin (1986) recom-
mended, to ensure the content clarity of the survey.

In the summer of 2016, a pre-test was performed to improve and 
check the content validity of the scales with the help of 6 aca-
demics and 16 experts from different Peruvian industries and 
chambers. A revised version of the questionnaire was obtained 
and then used to test our hypothesis. The study population was 
made up of medium to large firms (more than 100 employees) in 
Peru from the following industries: agribusiness, energy, oil and 
gas, mining, textile, food industry, chemical, fishery, electricity, 
metal mechanic, plastic, transport, and construction. The target 
population consisted of 903 firms.

To obtain high-quality data, via email, we surveyed two man-
agers from each firm (Xiao et al. 2022; Hoskisson et al. 2000; 
Aragón-Correa, Martín-Tapia, and Hurtado-Torres  2013): a 
top executive (CEO, Owner or Vice-president) and middle-
level manager (e.g., environmental or operations manager). 
Therefore, for each firm, we considered two respondents from 
different positions to avoid common variance bias.

During the next months of September–November 2016, and 
sending every week a reminder, we only obtained 10 valid an-
swers (both CEO and environmental/operations manager). 

Because of the low response rate, afterward, we decided to hire 
IPSOS –PERU (an international market research company) to 
apply the survey to the defined population. They started the 
survey process in January of 2017 and ended in December 2017 
reaching 86 valid questionaries' and obtaining a response rate 
of 9.48% (Table 1). Because this is one of the very scarce studies 
of this type carried out in Peru, we considered a response rate 
between 7% and 10% (60–90 firms) as satisfactory. Therefore, the 
obtained response rate is acceptable because of the difficulties it 
presents this type of study in such contexts (Christmann 2000). 
Also, other studies using surveys in emerging economies had a 
similar response rate (Hamann et al. 2017; Meyer et al. 2009).

To verify the reliability and representativeness of our sample of 
86 firms, we made a t-test in SPSS to check the population mean. 
We compared the sample and population considering the firm's 
size (measured by the logarithm of number of employees) and 
firm's age (measured as the number of years since firm's foun-
dation) (Table 2). The results showed that there were no signif-
icant statistical differences between the population and sample 
according to the firm's size (p = 0.306*) or firm's age (p = 0.170*).

FIGURE 1    |    Theoretical model.

TABLE 1    |    Population and sample by type of industry.

Industry N n

Construction 193 11

Agroindustry 148 18

Mining 112 7

Transport 81 6

Metalmechanics 80 13

Textile 65 2

Plastic 54 3

Fishing 48 3

Food 46 8

Hydrocarbon 38 8

Energy 26 3

Chemical 11 3

Wood 1 1

Total 903 86

 25723170, 2025, 1, D
ow

nloaded from
 https://onlinelibrary.w

iley.com
/doi/10.1002/bsd2.70068 by U

niversidad C
om

plutense D
e, W

iley O
nline L

ibrary on [19/08/2025]. See the T
erm

s and C
onditions (https://onlinelibrary.w

iley.com
/term

s-and-conditions) on W
iley O

nline L
ibrary for rules of use; O

A
 articles are governed by the applicable C

reative C
om

m
ons L

icense



6 of 13 Business Strategy & Development, 2025

4.2   |   Measurement of Variables

We used Likert scale (1–7) (López-Gamero and Molina-
Azorín 2016) to measure the variables of our research model and 
consider as control variables the size of the firm and the industry 
(due to the wide variety of industrial types we created a dummy 
variable that took the value (1) in the case of primary industry 
and (0) in the case of non-primary industry).

Before starting the regression analysis to study the relationship 
between the variables of the research model, we first performed 
an exploratory factorial analysis to show empirical evidence that 
the selected items are grouped in dimensions and therefore, re-
flect the independent and dependent variables of the research 

model. We decided to use the method of main components to 
extract the factors because it is the most adequate method to 
resume most of the original information (variance) in a mini-
mum number of factors (Hair et al. 2004). Finally, we used the 
VARIMAX rotation to avoid possible multicollinearity in be-
tween the extracted factors assuring the independence between 
them (Hair et al. 2004).

We first performed the factor analysis to identify the items 
that make up the variables under analysis; GHC (Delgado-
Ceballos et  al.  2012; Rueda-Manzanares, Aragón-Correa, and 
Sharma 2008; Chen 2008), and CEO environmental commitment 
(GCEO) (Chen and Chang  2013; Robertson and Barling  2013) 
(Table 3) and measured them in a statistic way. Before carrying 

TABLE 3    |    Factorial analysis results for CEO environmental commitment and green human capital.

Component

CEO environmental 
commitment (GCEO)

Green human 
capital (GHC)

CEO willingness to share environmental achievements and practices 
(GCEO1): “The CEO of my company has the predisposition to communicate 
the environmental practices and achievements to all the collaborators of my 
company”

0.913 ,233

CEO environmental vision (GCEO2): “The CEO of my company provides 
a clear vision on environmental preservation that is followed by all my 
company's collaborators”

0.937 ,365

CEO attitude for internal environmental collaboration (GCEO3): “Firm's 
CEO is trying to get workers and managers to collaborate and join forces to 
achieve environmental goals”

0.917 0.388

Environmental training (GHC1): “In our company we make important 
efforts so that all the collaborators of the organization receive environmental 
training”

0.494 0.698

Environmental reward (GHC2): “In our company we make important efforts 
to recognize the best environmental initiatives by our partners through our 
system of remuneration and incentives”

0.376 0.671

Experience and skills (GHC3): “The level of experience and environmental 
skills of my company's human capital is higher than that of my competitors”

0.125 0.860

Human capital participation in environmental issues (GHC4): “Most of the 
staff are actively involved in environmental initiatives”

0.374 0.744

% variance explained 42.413 36.695

% cumulative variance 42.413 79.107

Cronbach's α 0.959 0.830

Note: Extraction method: analysis of main components. Rotation method: Varimax with Kaiser. The rotation has converged in 3 iterations.
Source: Self-elaboration from data of the study.

TABLE 2    |    Representative statistics.

Statistic Sample firm size Population firm size Sample firm age Population firm age

Mean 768.73 586.79 25.1 22.45

Median 256 252 19.9 19.2

Mode 115 108 12.4 19.4

Standard Deviation 1640 1146.31 17.75 15.46
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out the factor analysis, we carried out the KMO and Bartlett dee-
terminant test to assure that a factor analysis can be made. The 
KMO statistic was 0.887, and the Bartlett statistic was 477.623 
(p** < 0.001), showing that the factor analysis could be imple-
mented. From the results, we can say that the two factors explain 
in a joint manner 79.107% of the total variance with a reliability 
of 0.959 (GCEO) and 0.830 (GHC) that are above the minimum 
of 0.7 (Nunnally 1978).

The two factors show coherence with the theoretical items con-
sidered from the literature review and their load factors are above 
0.7 (Hair et al. 2004). Therefore, the results show that they reflect 
the main aspects of the selected theoretical constructs.

A second factor analysis was carried out to identify and construct 
our dependent variable engaged environmental strategy (EES). 
We selected different items that reflect this type of environmental 
strategy accordingly to our literature review. The results showed 
four items that builds the engaged environmental strategy con-
struct (Table 4). These are environmental actions related to sup-
pliers' policies (González-Benito and González-Benito  2005), 
cooperation with external stakeholders, such as NGOs, govern-
ment local communities, distributions channels that are environ-
mentally friendly (Sharma and Vredenburg 1998), and recovery of 
ecosystems (Bansal 2005). The construct engaged environmental 
strategy explains 66.161% of the total variance, accomplished the 
reliability of the scale, and reflected the items found in the litera-
ture review. The factor loading of the items was above 0.7, and the 
reliability was above 0.8 (Hair et al. 2004).

5   |   Results

In line with other significant contributions in the organizations 
and environment realm that follow the NRBV logic (Klassen 
and Whybark 1999; Christmann  2000), we have carried out a 
multiple regression analysis to test the hypotheses of our re-
search. Table 5 provides the correlation matrix and the descrip-
tive statistics resulting from our analysis, and Table 6 shows the 
results of the regressions made in each model.

Six linear regression models were taken into consideration. EES 
was considered the dependent variable in the first four models, 
and GHC was considered the dependent variable in the last two. 
Firm size and industry were the control variables, and only in-
dustry showed the existence of a slight and statistically signifi-
cant relationship with EES in Model 1. In none of the remaining 

models did either industry or firm size show statistically signif-
icant relationships.

Model 0 depicts the regression with only the control variables. 
The statistical F-value does not show the existence of a signifi-
cant linear relation, and therefore firm size and industry do not 
have any statistically significant effect on EES. Model 1 includes 
the independent variable green CEO commitment (GCEO), and 
Model 2 includes the second variable, GHC. When treated sep-
arately, both GCEO and GHC show a statistically significant 
linear relation on EES according to their statistical F-values, 
as depicted respectively in Model 1 and Model 2. In addition, 

TABLE 4    |    Factorial analysis results for engaged environmental 
strategies.

Component

Engaged 
environmental 
strategies (EES)

EES_1: “In our company we have made 
important efforts to apply a policy of 
suppliers and purchasing with the 
purpose of acquiring environmentally 
friendly inputs”

0.795

EES_2: “At my company we seek 
collaboration with local communities, 
government agencies and competitors 
in order to improve environmental 
standards and practices”

0.816

EES_3: “In my company we distribute 
our products using environmentally 
friendly channels and means of 
transportation”

0.861

EES_4: “In my company we carry out 
the restoration and rehabilitation of 
ecosystems and natural habitats where 
our operations have had an influence”

0.779

% variance explained 66.161

% cumulative variance 66.161

Cronbach's α 0.826

TABLE 5    |    Correlation matrix.

1 2 3 4 5

Size (LOGSIZE) 1 0.215* 0.125 0.150 0.093

Industry (INDUST) 0.215* 1 −0.004 0.115 0.183

CEO env. commitment (GCEO) 0.125 −0.004 1 0.696** 0.294**

Green human capital (GHC) 0.150 0.115 0.696** 1 0.372**

Engaged environmental strategies (EES) 0.093 0.183 0.294** 0.372** 1

*Correlation is significant at the 0.05 level (bilateral). 
**Correlation is significant at the 0.01 level (bilateral).
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Model 1 shows the existence of a slightly statistically signifi-
cant effect of industry on EES. Model 3 depicts the full model 
in which the control variables (industry and firm size), GCEO, 
and GHC are included. In this model, GHC shows a statistically 
significant linear effect on EES, highlighting its importance 
and giving support to hypothesis H2. In addition, since the full 
model (Model 3) does not depict the existence of a linear rela-
tion of GCEO on EES but the single model with GCEO does 
(Model 1), hypothesis H1 is partially supported. Furthermore, 
Durbin–Watson's values in models 1, 2, and 3 indicate that the 
residuals are independent.

Model 4 depicts the linear regression with industry and firm 
size as independent variables and GHC as the dependent vari-
able. The results and the statistical F-value do not show the ex-
istence of a statistical linear relation between control variables 
and GHC in Model 4. In addition, Model 5 depicts a linear re-
gression including industry, firm size, and GCEO as the inde-
pendent variables and GHC as the dependent variable. As the 
F-value shows, Model 5 reports that GCEO has a significant ef-
fect on GHC, giving support to H3.

In summary, the above linear regressions provide statistical 
support for hypotheses H2 and H3 and partial support for hy-
pothesis H1. This means that for the given sample, the statistical 
results show the existence of a linear relationship between the 
CEO's environmental commitment and GHC as well as a linear 
relationship between GHC and the development of engaged en-
vironmental strategies. All this, taking into consideration the 
partial support for the relationship between the CEO's environ-
mental commitment and the development of engaged environ-
mental strategies (H1), highlights the fundamental role played 
by GHC in the implementation process of engaged environmen-
tal strategies, reinforcing the hypothesis of mediation exerted by 
human capital as proposed in hypothesis H4. A summary of the 
hypotheses considered is shown in Table 7.

The above statistical evidence highlights the importance of GHC 
in the implementation of engaged environmental strategies and 
raises interesting questions that will be addressed below.

6   |   Discussion

This research aims to improve, in the context of the emerging 
economies, the understanding of the role of two key human-
based organizational factors, such as CEO environmental com-
mitment and GHC, on the effective implementation of corporate 
environmental strategies. We focus on the implementation of 

TABLE 6    |    Regression results.

Engaged environmental strategies (EES) Green human capital (GHC)

M0 M1 M2 M3 M4 M5

Constant −0.459 −0.257 −0.178 −0.165 −0.796 −0.319

LOGSIZE 0.056 0.017 0.009 0.005 0.131 0.040

INDUST 0.171 0.181* 0.141 0.149 0.086 0.109

GCEO 0.293*** 0.093 0.691***

GHC 0.354*** 0.289**

R 0.191 0.348 0.398 0.403 0.172 0.707

R2 0.037 0.121 0.158 0.163 0.030 0.499

R2 adjusted 0.013 0.089 0.128 0.121 0.006 0.481

Typical error 0.99329007 0.95454494 0.93407254 0.93734444 0.99688205 0.72038287

Durbin watson 1.704 1.605 1.571 1.563 2.056 2.011

F 1.576 3.763** 5.141*** 3.936*** 1.266 27.264***

***p < 0.01. 
**p < 0.05. 
*p < 0.10.

TABLE 7    |    Hypotheses summary.

H1 There is a direct and positive 
relationship between CEO's 
environmental commitment 

and the development of engaged 
environmental strategies

Partially supported

H2 There is a direct and positive 
relationship between Green 

Human Capital and the 
development of engaged 
environmental strategies

Supported

H3 There is a direct and positive 
relationship between CEO's 
environmental commitment 
and Green Human Capital

Supported

H4 Green human capital positively 
mediates the relationship 

between CEO's environmental 
commitment and engaged 
environmental strategies.

Supported
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what we call engaged environmental strategies, characterized 
by deliberately seeking to integrate market and non-market 
stakeholders taking the environmental factor as the main link-
ing factor.

The results obtained are interesting and add new arguments 
to the organizations and natural environment literature. First, 
the findings support only partially the driving role of CEO 
environmental commitment in the development of engaged 
environmental strategies. This result adds nuances and com-
plement other environmental studies that highlight the impor-
tance of CEOs in greening the firm (Bansal and Roth  2000; 
Chin, Hambrick, and Treviño  2013; Arena, Michelon, and 
Trojanowski  2018; Mazutis and Eckardt  2017). Although 
previous contributions remark the importance of CEO en-
vironmental commitment in an emerging economy context 
referring to its institutional voids and lack of institutional en-
forcement (Davila, Rodriguez-Lluesma, and Elvira 2018; Zou 
et al. 2019), our results suggest that CEO environmental com-
mitment is not the most powerful vehicle to turn engaged en-
vironmental strategies into real. In this sense, firm managers 
operating in these contexts perceive that although the CEO 
impetus is an important factor, the implementation of engaged 
environmental strategies depends primarily on the GHC the 
firm can build and accumulate.

The above argument leads directly to the second finding of 
this research, which is the mediating role that GHC plays in 
the implementation of engaged environmental strategies. 
Following the above insights, our analyses show that GHC is 
essential to explain the underlying process that enables the 
connection between CEO environmental commitment and 
the environmental strategies of this kind. In this sense, as the 
NRBV tenets suggest, the more advanced environmental strat-
egies are human intensive (Hart 1995; Jamali, El Dirani, and 
Harwood  2015), and the learning capabilities, the skills, the 
training, and the knowledge of employees play a fundamental 
role (Walls, Phan, and Berrone 2011; Kim et al. 2017). In the 
context of emerging economies, where previous literature has 
emphasized that environmental proactivity comes from the 
management rather than from the institutions, our research 
suggests that not only the management but also the joint effect 
of environmentally committed managers and employees with 
environmental skills is critical to the success of environmental 
strategies. GHC is the one that mainly can establish the right 
conditions to maintain relationships with suppliers, distribu-
tors, and customers. Equipped with their environmental skills 
and knowledge, employees know how to interact with local 
communities and analyze the impact of the firm's activities on 
the ground. In short, it is the firms' employees who can ulti-
mately set the right conditions to engage stakeholders and get 
them to place the respect for the natural environment at the 
heart of their activities.

7   |   Conclusions, Limitations, and Future Research 
Avenues

Our work contributes to explore the role of a human-based im-
plementation of environmental strategies in the context of devel-
oping economies (Jamali and Karam 2018). While firms' green 

knowledge and skills in developed contexts and multinational 
organizations are usually tailored and present a great unifor-
mity under a “green championship” logic (Aboelmaged and 
Hashem  2019), in developing economies organizational GHC 
has greater variability, must be specifically customized to local 
needs and acquires great relevance. This work contributes to 
shed some light in that sense.

Indeed, this work contributes to reinforce the role of the 
human factor in the implementation of environmental strat-
egies. We provide additional evidence that individuals are 
important to explain the collective corporate sustainability 
phenomena, especially in those emerging economies contexts 
like Peru where the development of more advanced environ-
mental capabilities is needed (Barney and Felin  2013; Aftab 
et al. 2023) and where the implementation of environmental 
strategies is not so dependent on formal measures (Räsänen, 
Meriläinen, and Lovio 1995).

Our work also contributes to highlighting the importance of 
environmentally oriented resources and capabilities to ex-
plain the process of implementation of environmental strate-
gies (Hart 1995; Aragón-Correa 1998; Darnall, Henriques, and 
Sadorsky  2010; Shevchenko, Lévesque, and Pagell  2016). As 
suggested, GHC is fundamental to the deployment of engaged 
environmental strategies. As such, it contributes to build a per-
manent environmental knowledge base on which to sustain a 
potential competitive advantage that is difficult for competitors 
to access. In this sense, organizational green capabilities are es-
sential to shape the operating context (Maxwell et al. 1997) in 
which the firm can better exploit stakeholder relations to adapt 
to local needs.

The conclusions of this work have several theoretical and prac-
tical implications. Among the theoretical implications is the 
fact that managers of companies operating in these contexts 
do not find the role of the CEO commitment as essential as 
the literature suggests in the implementation of environmen-
tal strategies. While they consider the CEO's commitment to 
be important in developing contexts, what they really consider 
indispensable is the role played by the GHC that resides in the 
firms' employees. This fact reveals the existence of a certain 
distance between the CEO's drive and the strategies that are 
finally put into practice, which calls into question the CEO's 
preponderant role in these contexts. On the contrary, it is the 
employees who have the appropriate knowledge to implement 
environmental strategies and adapt them to the context, which 
suggests that together with standardized human resources 
management procedures, the environmental experience of 
human capital and its involvement on local environmental is-
sues also make the difference.

Our empirical insights also possess practical implications. 
Managers from Peru and developing countries in a more gen-
eral context, committed to proactive corporate environmental-
ism should develop engaging environmental strategies based on 
trusted and deep collaboration with external stakeholders from 
their value chain, such as suppliers and distributors, and local 
communities. In doing that, it is not enough to possess green 
personal values and beliefs but to furnish the firm's employees 
with the necessary green knowledge, abilities, and commitment 
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to perform well in the environmental arena, by building strong 
environmental capabilities based on trusted and deep collabo-
ration and learning with external firms' stakeholders. Finally, 
our research shows a very interesting practical insight in the 
case of Peruvian firms: There are significant synergies in com-
bining green CEO's and human capital knowledge, capabilities, 
and commitment to implement stakeholders' engaged environ-
mental strategies.

7.1   |   Limitations

This work is not without limitations. The empirical fieldwork 
carried out in Peru possesses some methodological limitations, 
due to the national context and the private nature of most com-
panies included in the study. First, the main constructs under 
study have been measured through perceptual Likert scales ob-
tained from questionnaires, which introduce subjectivity and 
certain bias (Heo et  al.  2022). Nevertheless, to avoid common 
method bias, we administered two questionnaires by company 
having two respondents by case. Also, exploratory factor anal-
ysis and Conbrach's Alpha carried out offer validity and reli-
ability to our measures (Hair et al. 2004). Second, although the 
response rate of our work (9.48% response rate) is acceptable in 
these contexts (Christmann 2000), the work would undoubtedly 
be improved with higher response rates and larger samples that 
would provide more consistency to the results obtained. Third, 
our fieldwork has been carried out in Peru, which reduces the 
generalization of our results to other emerging countries from 
Latin America, and specially Africa of Asia.

7.2   |   Future Research Avenues

In this sense, future research opportunities that allow to explore 
the role of the firm's green intellectual capital and resource or-
chestration (Asiaei et al. 2022) in the deployment of this kind of 
environmental strategies would help to enrich the literature in 
this field.

To have more robust results, future research should consider 
extending our empirical setting to other countries from Latin 
America, such as Colombia, Brazil, Mexico, Argentina, or 
Chile. Also, a greater sample would lead researchers to ex-
plore quantitatively more complex relations between CEO's 
commitment, GHC, and other organizational capabilities in 
developing proactive and engaged environmental strategies. 
In the same vein, future investigations would benefit from lon-
gitudinal quantitative studies using international databases 
with validated objective indicators. Finally, another avenue 
of future research would be derived from in-depth qualita-
tive business cases to explore complex and tacit relationships 
among internal organizational capabilities and proactive envi-
ronmental strategies.

Furthermore, future research opportunities in the realm of en-
vironmental micro foundations in emerging economies could 
explore other related factors such as the influence of CEO career 
horizon hypothesis (Ortiz-de-Mandojana, Bansal, and Aragón-
Correa 2019) to investigate whether CEOs that are near to retire-
ment are more prone to invest in more proactive and long-term 

objectives. In this sense, other research avenues that develop the 
concept of socioemotional wealth (Berrone et al. 2010) to illus-
trate the concept of the vital legacy and moral obligation of the 
individuals to the natural environment would add valuable in-
sights to the microfoundations literature.
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