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Abstract

Environmental awareness is a key aspect considered in companies’ corporate social responsibility. Companies
try always to comply with current environmental legislation. Does it make sense for them to go beyond
legislation? This work’s aim is to answer this question and to study how companies can generate value through
environmental proactivity. This study is focused on the Spanish tile industry sector. This research’s objective is
to describe which aspects form companies’ environmental strategy; barriers and facilitators that make possible
proactive environmental orientation; benefits companies can obtain from it and obstacles companies face when
trying to be environmentally proactive, through a case study as qualitative methodology. The major benefit
observed is to prevent sanctions, followed by improvement of corporate image, long-term cost savings and new
business opportunities obtaining. Main obstacles companies face are lack of institutional and financial support.
Evidence is found that environmental proactivity is considered in companies’ strategic planning.
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1. Introduction

The interest in protecting the environment is increasing over the years and in all areas, both in society and in the
business scope, in service and industrial sectors (Vargas-Vargas et al., 2010). Global demand is appreciating
more and more the products obtained with low environmental impact and energy efficiency (Porter & Van der
Linde, 1995). Industrial sector has repeatedly been responsible for harming the environment. The threat of global
warming worries a lot nowadays (Altomonte, 2008). These dangers have been reduced over the years due to the
growing environmental awareness and the creation of laws and regulations to control pollution caused by
industries (Fairchild, 2008).

Environmental proactivity is a part of the proactive behavior in organizations. This proactive behavior in
organizations is complex; it’s caused by multiple phenomena, and can have important consequences for both
personal and organizational development (Crant, 2000). It is interesting to know what are the reasons, motives,
causes and determinants for this voluntary environmental disclosure. Environmental proactivity construct has
tried to be measured by different authors, it is necessary to know their contribution to knowledge for a better
understanding. It is interesting to recognize the benefits gained with its application and the correlation between
them and environmental performance.

The main objective of this research is to study environmental proactivity impact in the tile industry sector. This
main objective breaks down in three objectives. The first one is to identify environmental proactivity facilitators;
internal characteristics of companies that help develop proactive environmental performance, exploring company
size, internationalization trend and direct involvement of management. The second objective is to identify the
obstacles faced by companies for their environmental proactive approach. The third objective is to identify what
benefits can be expected after the proactive environmental behavior.

The structure of this paper is as follows. First a literature review in environmental proactivity is written,
considering its motivating factors, its measurement and the benefits of its application. Second a brief overview of
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the tile industry sector in Spain. Then qualitative methodology used in this research is presented. The paper
continues with the results exposure, discussion and conclusions.

2. Literature Review in Environmental Proactivity

The term proactivity can be defined as the trend to initiate changes on the own free will, rather than waiting and
reacting to events. Strategic proactivity is the skill of firms to initiate changes rather than react to events
(Aragon-Correa, 1998). Corporate proactivity can be understood as taking initiative in improving current
circumstances or creating new ones involving the challenge of the status quo (Crant, 2000). The proactivity
referred to the environmental conservation is the environmental proactivity concept, voluntary implementation of
practices aimed at improving company’s environmental impact (Gonzalez-Benito & Gonzalez-Benito, 2006).

Environmental proactivity determining factors can be divided into internal or external to the company. The
internal are; management implication, big size and belonging to an international company. The external are;
industrial sector and location, as social pressure and environmental legislation depend on them (Gonzélez-Benito
& Gonzalez-Benito, 2006). Besides, Gonzalez-Benito and Gonzélez-Benito (2010) consider essential
stakeholders’ commitment for the development of proactive environmental strategies. Aragon-Correa et al.
(2008) studies SMEs and proves that big size is not a necessary condition to have a proactive environmental
strategy. Gadenne et al. (2009) explains that in despite of finding companies with “green discourse” management,
however the level of environmental practices was not as green as the discourse.

Ability to generate proactive strategic approach is dynamic and business environment is important for its
generation. This generation of proactive environmental strategy can be facilitated or obstructed by the company
and its environment (Aragon-Correa & Sharma, 2003). Proactive motivation can be influenced with awareness
of potential benefits which may follow environmental practices (Gadenne et al., 2009). Therefore, proactive
environmental performance of the same company can vary over time, companies with significant environmental
performance improvements; have improved previously their financial capacity and/or management skills. And
similarly, those with worse environmental proactivity performance have previously suffered difficulties with
financial resources and/or management skills (Clarkson et al., 2011).

There are studies that analyze different patterns of environmental response to the pressure influence from
stakeholders (Murillo-Luna et al., 2008). For instance customers role, because it is observed different responses
in companies with different positions in the supply chain, specifically between B2B companies (Business to
business) or C2C (Close to consumer), concluding that pressure and therefore performance is better among C2C
companies than among B2B ones (Haddock-Fraser & Tourelle, 2010).

In order to measure environmental proactivity, it is required to measure the implementation of several
environmental practices. It is necessary in the same way the empirical approach to be able to recognize
comparative effects of those factors affecting environmental performance to identify what influences each of
them (Gonzalez-Benito & Gonzalez-Benito, 2006; Aragon-Correa & Sharma, 2003). Australian Environmental
Attitude Scale is one measurement form that compiles responses of series of likert scale questions on
environmental observed attitudes, used by (Gadenne et al., 2009) in their research.

There is some research linking environmental proactivity with obtaining benefits. Aragon-Correa (1998) defines
environmental proactivity impact as positive as a new advantage positioning. According to King and Lenox
(2001) sometimes proactive behavior is good for both environment and companies. Current research is more
specific, describing more in detail the obtained benefits, for instance, as corporate image improvement (Buysse
& Verbeke, 2003). Gonzalez-Benito (2005) reveals that some aspects of environmental proactivity lead to
positive effects on the performance of the company itself as well as in marketing activities. Gadenne et al. (2009)
lists more benefits; waste reduction, cost savings, increasing customer satisfaction, product improvements and
companies public relations. Recent studies in this field add that environmental proactivity is and aid for
internationalization processes (Martin-Tapia et al., 2010) and even to improve financial resources (Clarkson et
al., 2011). Continuing with the benefits, some research can be found linking adoption of environmental
management systems with value creation for the company. Rondinelli and Vastag (2000) verify in a case study
that ISO 14001 adoption leads to company changes that transform the company positively. Melnyk et al. (2003)
demonstrate that USA industrial sector obtain real benefits from ISO 14001 certification. Darnall et al. (2008)
find empirical evidence in a research performed with industrial companies from Canada, Germany, Hungary and
United States, that business value has been created after implementation of environmental management systems.
In Spain Segarra et al. (2011a) reveal the same profitable relationship in the food industry.

The most common way of approaching to environmental proactivity in the existing literature is through
quantitative studies based on surveys or interviews (Aragon-Correa, 1998; King & Lenox, 2001; Melnyk et al.,
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2003; Buysse & Verbeke, 2003; Gonzalez- Benito & Gonzalez-Benito, 2005; Dias-Sardinya & Reijnders, 2005;
Sharfman, 2008; Aragon-Correa et al., 2008; Darnall et al., 2008; Murillo-Luna et al., 2008; Pifieiro-Garcia et al.,
2009; Darnall et al., 2010; Martin-Tapia et al., 2010; Haddock-Fraser & Tourelle, 2010; Delmas et al., 2011;
Clarkson et al., 2011; Segarra, 2011a, Lopez-Gamero et al., 2011). Statistical studies confirm the relationship
between different factors, but do not explain the origin and the causes of these relationships (Gonzéalez-Benito &
Gonzalez-Benito, 2010). Case studies in this field are much rarer, but some case studies have been found
(Rondinelli & Vastag, 2000; Gadenne et al., 2009).

Environmental proactivity can be facilitated and some obstacles can stand in the way of its progress
(Aragon-Correa & Sharma, 2003). Little research has been found regarding difficulties faced by companies that
would desire to improve their environmental performance. Lack of financial resources is one of the most
important barriers that hinder environmental practices (Gadenne et al., 2009).

It is important to go deeper into the company to be able to understand which are the abilities supporting
sustainable strategies. Delmas et al. (2011) consider absorptive capacity as the fundamental one. “Green attitudes”
don’t correspond always with “green facts”, that is the reason why Gadenne et al. (2009) recommend empirical
studies. This is one of the reasons why case study has been chosen for this research, because case studies are
necessary to understand the true impact of environmental proactivity, they are the right tool to look inside
companies to let explain the reasons, causes and consequences of its application.

3. Spanish Tile Industry Sector Brief Overview

Spain is the second European producer of ceramic tiles and the third world exporter, behind China and Italy. The
Spanish tile industry sector produced in year 2010, 366 million of ceramic tiles m”, (37% of EU-27). It employs
16 200 persons directly and more than 5 000 indirectly. It exports to 182 countries for a total value of 1 673
million Euros. Being the total sales of the sector of 2 547 million Euros (Ascer, 2010).

The Spanish tile industry is highly geographical concentrated in Castellon’s province (Tortajada et al., 2008;
Albors-Garrigoés et al., 2008), since 94.5% of the Spanish national output is concentrated in the area delimited in
the northern part by Borriol and Alcora, in the western part for Onda, in the southern part for Nules and in the
eastern part for Castellon de la Plana. Its importance in the Valencian Community is very big, since it has been
for many years the first investing sector and the second exporter (only behind car manufacturers).

4. Methodology

An explanatory case study methodology has been developed according to Kaplan (1986), to figure out how
facilitators and obstacles of environmental proactivity influence competitiveness. Fourteen cases were studied
according to Rouse and Daellenbach (1999).

The method to be used in this study, in-depth interviews, is considered as direct data collection (Stake, 1995).
The followed interview type is called structured open-ended interview (King, 1994). This technique combines
closed questionnaires advantages with qualitative research interviews. Following Dubé and Paré (2003) some of
their proposals have been taken into account to have high rigor level when using case studies as the
methodological research. We have followed their three areas structure when designing our study. Firstly, design
related aspects, as identifying clear research questions, taking advantage of pilot cases in order to help refine the
design and the data, collection plans, to conduct more longitudinal case studies and, exploiting the richness of
several data collection methods. Secondly, questions regarding data collection methods; procedure aspects as
number of interviews, and interviewees, use of an interview guide, instrument validation etc; effectively use of
tables to summarize information about the data collection process. And last, data analysis procedures in order to
provide clear descriptions; use of preliminary data analysis techniques and tools and compare findings with
existent literature (both similar and conflicting) in exploratory case research so as to increase the confidence in
the findings.

Following Flyvbjerg (2006), to achieve the greatest possible amount of information on a given problem or
phenomenon, atypical or extreme cases reveal more information, for that reason the cluster company leader,
Porcelanosa, has been studied together with another tile manufacturer competitors and auxiliary companies, all
of them belong to the tile industry cluster in Castellén as well.

A Likert scale questionnaire was prepared with five possible answers and a sixth alternative answer when there
is not enough information. The questionnaire was filled personally by the researchers in order to classify the
company in terms of its environmental proactivity, at the same time qualitative additional information was
gathered trough informal talks with employees and observation of company’s products and manufacturing
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processes. In this way a system was established to measure environmental proactivity integration into company's
business strategy (Stake, 1995).

The questionnaire is composed of 42 questions focused on identifying aspects that make possible the company to
be characterized in terms of its environmental proactivity.

Before its final circulation, the questionnaire was tested to verify and discuss the appropriateness of the questions,
with personal interviews with companies’ directors or managers, in order to obtain more reliable results.
Proximity to reality, which the case study entails, and the learning process that it generates for the researcher will
often constitute a prerequisite for advanced understanding (Flyvberg, 2006).

The intention is to study particularly which is the influence of environmental proactivity in the tile industry
sector and particularly in Castellon’s cluster companies. The cluster is known as a model where the nearness of
the companies and the support institutions promote important increases of competitiveness (Miret-Pastor et al.,
2011; De-Miguel-Molina et al., 2011), although the companies present an individual performance, which meets
affected by its pull of resources and capacities (Segarra-Ofia & De-Miguel-Molina, 2009). In this line and
focusing on the objectives of the research, we raise our hypotheses:

H1: Small size is a barrier to a company's environmental proactivity.

H2: The multinational nature of a company facilitates its proactive orientation.

H3: The direct implication of management is vital to facilitate proactive orientation.
5. Results Analysis

The sample of studied companies is composed of 14 enterprises all of them belonging to Castellon’s tile industry
cluster. One of the objectives of this research is to verify the influence of company size and multinational nature
of the companies in environmental proactivity. Therefore the sample is mixed, 50% of the companies are
multinational, and the other 50% are national. They have been gathered in groups as for the size in small (less
than 50 employees), medium (between 50 and 250), and large (more than 250 employees). 71% of the
companies of the sample have own environmental management department, and 29% carry out the tasks
distributed between other departments. 71% of the companies have environmental accreditation already gained
or are in process of obtaining it. It is important to emphasize that even two companies have patents related to
environmental actions.

5.1 Facilitators Identification

All information gathered is classified according to the characteristics of the companies. First following the size
of the company, (small, medium and large company), after the characteristic of the company as for its
internationalization (international or national), and then management commitment. The way management
environmental commitment is calculated is the following. There are several questions in the questionnaire to
measure management environmental commitment, after analysis of the interview results, each company’s
management gathers points. The management is classified as high commitment, if more than 70% points are
achieved and low commitment if less than 70% points.

In the following table, the environmental behavior of the companies is characterized, grouping them taking into
account the classification before mentioned.

The internal company facilitators observed with the analysis of the realized surveys are three. From the size
point of view, in general large companies present better environmental behavior. All international companies
have better environmental performance and companies with high management commitment as well.

The aggregation of the surveys and the grouping of the companies according to the different facilitators allow us
to see the influence of each one in each of the behaviors that characterize the environmental proactivity, that are
detailed in the left column.
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Table 1. Facilitator’s identification (%)

Company size Internationalization Management Environmental.
o o involvement .
facilitator facilitator o behavior
facilitator
Small Medium Large International National High Low TOTAL
Energy saving 55 48 92 82.86 48.57 79.2 40 65.71
Usage of ecological 55 45 56 65.71 3429 536 45 50
products in production
Water saving 60 76 84 91.43 57.14 84.4 55 74.29
Waste managed 85 92 100 100 85.71 100 85 92.86
Recyclable products 30 64 80 71.43 48.57 78 20 60
_ Training in 55 32 72 62.86 4286 612 40 52.86
environmental matters
Ecological
information used in 15 68 84 80 37.14 76.4 30 58.57
marketing
Environmental costs =535 55 g 57.14 5429 72 25 55.71

and savings quantified

Information of
measures taken 25 32 44 51.43 17.14 46.4 10 34.29
externally reported

Information of
measures taken 25 24 56 45.71 25.71 49.6 10 35.71
internally reported

5.2 Identification of Obstacles to Environmental Proactivity

The main obstacles faced by companies when attempting to adopt a more proactive environmental strategy are;
lack of institutional support (65.71%), short financial support (54.29%), lack of tools information (51.43%), lack
of technical solutions (37.14%), and lack of qualified human resources (33%).

In the following table, the obstacles to environmental proactivity of companies are characterized, grouping them
following the same classification; size, internationalization and management commitment.

Table 2. Obstacles to environmental proactivity (%)

. . Internationalization Management Obstacles to
Company size facilitator . involvement .
facilitator o proactivity
facilitator
Small Medium Large International National High Low TOTAL
Short financial support 65 64 36 45.71 62.86 41.6 75 54.29
Lack of intitutional 5 68 56 88.57 4286 616 70 65.71
support
Lack of tools 50 72 32 60 4286 492 55 51.43
information
Lack of qualified 25 44 28 45.71 20 30.8 35 32.86
human resources
Lack of technical 15 52 40 57.14 17.14 46 10 37.14
solutions
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Again the aggregation of the surveys and the grouping of the companies according to the different groups allow
us to see the influence of each one and the relation with each of the obstacles observed in the left column. This
detailed info gives a deep and close overview of each group’s needs.

5.3 Identification of Benefits of Environmental Proactivity

The companies identify significant benefits arising from the implementation of proactive environmental
management actions; the most important one is to avoid sanctions (71.43%), followed by improvement of the
corporate image (68.57%). Table 3 shows environmental proactivity benefits detected by the tile industry
companies.

Table 3. Benefits of environmental proactivity (%)

Management  Environmental

Company size Internationalization ..
s o involvement proactivity
facilitator facilitator o
facilitator benefits
Small Medium Large International National High Low TOTAL
Long-term economic benefits 35 64 60 71.43 37.14 62 30 54.29
Long-term cost savings 35 72 68 68.57 5143  70.8 30 60
Improvement of corporate 68 92 88.57 4857 832 30 68.57
image
New business opportunities 60 48 72 68.57 5143 672 40 60
Increase of customers 25 52 52 51.43 37.14 552 10 44.29
Competitiveness increase 25 52 52 51.43 37.14 512 20 44.29
Short-term economic benefits 40 44 36 54.29 25.71 416 35 40
Short-term cost savings 35 44 64 71.43 2571 584 30 48.57
Avoid sanctions 55 84 72 74.29 68.57 772 55 71.43

The aggregation of the surveys and the grouping of the companies according to the different groups allow us to
see the influence of each one and the relation with each of the benefits observed in the left column.

6. Conclusions and Discussion

6.1 Modelling Results and Hypotheses Testing

N

Figure 1. Proactive performance of the tile industry sector

Source: Compiled by authors.
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Environmental proactivity of the tile industry cluster located in Castellon region was studied. The three
objectives of this research, facilitators, obstacles faced by companies and benefits of environmental proactivity
have been identified. Graphically in Figure 1, the three objectives could be represented by these gears, which
may explain companies’ environmental proactive behavior.

Hypotheses testing
H1: Small size is a barrier to a company's environmental proactivity.

With the observation of the information obtained with the analysis of the surveys, this hypothesis is not verified.
In Table 1, several factors are observed to identify and characterize environmental behavior. They show that
there are small companies with a better environmental behavior than medium companies, and even comparable
to the behavior of big companies. Evidently, the study is based on the companies of Castellon’s tile industry
cluster; due to this fact we can conclude that for these companies the size is not a barrier. What happens with our
study is that the big size of a company is verified as a facilitator of environmental proactivity.

H2: The multinational nature of a company facilitates its proactive orientation.

This hypothesis is fulfilled because all multinational companies (Small, medium or large) have a better
environmental behavior than national ones.

H3: The direct implication of management is vital to facilitate proactive orientation.

This hypothesis is fulfilled because all companies with high involvement of management have a better
environmental behavior than the other ones.

6.2 Conclusions

The major obstacle observed for environmental proactivity is the lack of institutional support (66%), followed by
lack of financial support (54%), and of lack of information of the tools (51%). According to the observed
company group, there are differences as for the perception of obstacles. The lack of institutional support is the
major problem for small companies (75%), international companies (89%) and companies with poorly
implicated management (70%). The shortage of financial support is the major problem for the domestic
enterprises (63%) and for companies with poorly implicated management. The lack of information of the tools is
the major problem for the medium companies.

The most important benefit observed from environmental proactivity is to avoid sanctions (71%), followed by
improving the corporate image (68%), the saving of long-term costs (60%) and obtaining new opportunities of
business (60%). According to the group of companies, there are differences in the perception of benefits of the
environmental proactivity. To avoid sanctions is the major benefit waited for medium, national companies and
with poorly implicated management. To improve the corporate image is the best benefit for big, international
companies and with high implication of management. Whereas the major benefit for small companies is the
possibility of obtaining new business opportunities.

To sum up, and according to the results obtained with the analyzed information, we can conclude that in
Castellon’s tile industry sector, many companies can be found that would be considered to be proactive, and
even some as leaders. There are several indicators that show that environmental proactivity is a value taken into
account in the strategic planning of companies.

Nevertheless still possibilities of improvement are seen in the fields of institutional support and financial support
basically. In the current circumstances of economic crisis, and seen the possible benefits that environmental
proactivity can bring, its impulse might contribute with distinguishing factors to help companies exit of the
Crisis.

Conclusions of this study are not the same as the obtained in similar studies to different industrial sectors in the
same region (Segarra-Ofia et al., 2011b). What demonstrates that industrial sector is a fact to take into account to
understand environmental proactivity (Gonzalez-Benito & Gonzalez-Benito, 2006). The results confirm the
importance of management commitment as considered in previous studies as well (Gonzalez-Benito &
Gonzalez-Benito, 2010).

Main limitations of this paper are regarding the nature of case studies, conclusions obtained cannot be
generalized easily. They may remain in the scope of this study.
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