
 
 
 
 

     

	����������������������ǣ�����ϐ�������
����������������������������������
�����������������������������
��������������������ǤʹͲʹ͸ǦͶͺǦ��
����

Béatrice COLLIN 

ESCP Business School 

Thibaud DELPLANCKE 

Société Générale

ESCP RESEARCH INSTITUTE OF MANAGEMENT (ERIM)

��,Q¿QLWH)ORZ�$GREH6WRFN

LIGHTS - Sustainability



1 

  

 

ESCP Impact Paper No.2026-48-ENG  

 

From risk to resilience:  
How finance embeds planetary limits and human values  
into business strategy 

	

Béatrice Collin* 
Thibaud Delplancke** 

ESCP Business School 

	

Abstract 

This article argues that climate change and biodiversity loss have moved from peripheral 
sustainability concerns to central drivers of business strategy and financial decision-making. 
Environmental risks now directly affect operations, competitiveness and long-term value 
creation. As firms increasingly operate within planetary limits, resilience is emerging as a 
new strategic imperative. Financial institutions are playing a critical role by integrating 
climate- and nature-related risks into governance, advisory activities and capital allocation 
decisions. Through adaptation finance, sustainability-linked instruments and nature-based 
solutions, finance is becoming a strategic lever that helps organizations move from risk 
management to resilience building. Beyond individual firms, this evolution contributes to 
territorial resilience and reconnects economic decision-making with broader human values 
such as stewardship, responsibility and long-term prosperity. 
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From risk to resilience:  
How finance embeds planetary limits and human values  

into business strategy 

Introduction: from environmental risk to strategic resilience 

For decades, climate change and biodiversity loss were treated as externalities. Today they 
have become strategic business issues. Droughts, floods, heatwaves and ecosystem 
degradation increasingly affect supply chains, operating costs and competitiveness. At the 
same time, regulatory expectations, investor scrutiny and societal demands are 
accelerating the transition toward more sustainable business models. 

This new reality requires a profound shift in managerial thinking. Firms do not operate solely 
within markets; they operate within a biosphere whose resilience ultimately determines 
their own. As environmental risks become business risks, resilience is emerging as a central 
objective of corporate strategy. 

In this transformation, finance occupies a unique position. Financial institutions are no 
longer merely providers of capital. They increasingly shape how organizations identify risks, 
allocate resources and prepare for future disruptions. This paper argues that finance is 
becoming a key mechanism through which firms transform environmental risks factors 
into strategic resilience drivers while aligning value creation with planetary limits and 
human values. 

Companies operate within planetary limits 

Economic activity depends on natural systems that provide water, fertile soils, climate 
regulation, pollination and numerous ecosystem services. As these systems deteriorate, 
environmental degradation increasingly has operational and financial consequences. 

Physical risks arise from climate events such as floods, droughts and heatwaves. Transition 
risks stem from regulation, technological change and shifting market expectations. Nature-
related risks emerge from both business dependencies on ecosystems and the impact 
companies have on biodiversity. 

Together, these risks are redefining competitive advantage. Firms that understand their 
environmental dependencies are better positioned to anticipate disruptions and identify 
emerging opportunities. Those that ignore planetary limits may face increasing volatility, 
rising costs and reduced strategic flexibility. 

From risk to resilience: adaptation as a source of value creation 

Much of the sustainability debate has focused on mitigation. While emissions reduction 
remains essential, adaptation is increasingly becoming a strategic priority. 
Adaptation refers to the ability of organizations to anticipate, absorb and respond to 
environmental disruptions. Rather than being viewed solely as a defensive necessity, 
adaptation can become a source of competitive advantage. Companies that proactively 
adapt can secure access to critical resources, stabilize operations and strengthen long-term 
performance. 
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Across sectors, adaptation is already reshaping strategy. Energy companies are investing in 
water-efficient technologies, agricultural firms are adopting regenerative practices, and 
industrial organizations are redesigning production processes to reduce resource 
dependency. Nature-based solutions such as watershed restoration, agroforestry and 
wetland conservation demonstrate how ecological resilience can reinforce business 
resilience. 

Recent research suggests that adaptation should increasingly be viewed as an investment 
in long-term value creation rather than a compliance cost (Hallegatte et al., 2019; 
Mazzocchetti et al., 2024). Resilience therefore becomes a foundation for sustainable 
competitiveness. 

Finance as a strategic lever for resilience 

As environmental risks become financial risks, the role of finance is being fundamentally 
redefined. 

Historically, financial institutions focused primarily on assessing creditworthiness and 
allocating capital. Today, they integrate climate and nature considerations into governance 
structures, risk frameworks and investment decisions. This transformation reflects both 
prudential necessity and strategic opportunity. 

Financial institutions increasingly play three complementary roles. First, they act as risk 
integrators through climate stress testing, scenario analysis and nature-related risk 
assessments. Second, they serve as strategic advisors, helping clients understand 
environmental dependencies and resilience pathways. Third, they act as allocators of 
resilience capital by directing financial flows toward adaptive and sustainable activities. 

This evolution reflects a broader shift in sustainable finance. Rather than focusing solely on 
ESG reporting or exclusion strategies, financial institutions are increasingly expected to 
assess how environmental risks affect long-term value creation and systemic resilience 
(Schoenmaker & Schramade, 2019) 

Rather than simply funding change, finance increasingly helps shape the direction of 
economic transformation. 

The financial toolbox: turning resilience into action 

One of the most visible aspects of this transformation is the rapid development of financial 
instruments designed to support adaptation and resilience. Sustainability-linked loans 
connect financing conditions to environmental performance indicators. Green and blue 
bonds channel capital toward projects that strengthen climate and ecosystem resilience. 
Parametric insurance schemes help organizations absorb environmental shocks through 
rapid payouts linked to predefined triggers. Blended finance structures combine public and 
private resources to support innovative projects that might otherwise struggle to attract 
investment. 

These instruments are more than funding mechanisms. By embedding incentives directly 
into financial structures, they influence corporate priorities, investment decisions and 
organizational behaviour. Emerging adaptation-finance research suggests that such 
instruments are creating a market infrastructure capable of supporting resilience 
investments at scale (Meraj & Hashimoto, 2025). 
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What decision-makers should do now 

If resilience is becoming a strategic imperative, what should business leaders actually do? 

A structured pathway is rapidly taking shape, through frameworks like the Taskforce on 
Nature-related Financial Disclosures (TNFD) and the Science Based Targets Network 
(SBTN), disclosure platforms such as the Carbon Disclosure Project (CDP), and increasingly 
binding standards like the European Union’s Corporate Sustainability Reporting Directive 
(CSRD) and the IFRS Sustainability Disclosure Standards, combined with growing practical 
guidance from institutions like the World Economic Forum, all converging to turn resilience 
into a core business imperative. 

The first step is always a diagnosis. Companies must identify and assess their impacts, 
dependencies, risks and opportunities across operations and value chains. This requires 
moving beyond traditional reporting toward robust materiality assessments. 

The second step is to develop credible transition and adaptation pathways. Organizations 
should establish science-based ambitions, define priorities and focus resources on the 
geographies and ecosystems most critical to long-term performance. 

Third, resilience requires governance. Boards and executive teams must analyze climate- 
and nature-related risks and opportunities. Incentives and accountability mechanisms 
should ensure that long-term objectives influence managerial decisions. 

Finally, resilience must be reflected in capital allocation. Adaptation and nature objectives 
should shape investment decisions, operational expenditures and performance evaluation 
systems. In this perspective, responding to environmental risks becomes a strategic lever 
for long-term value creation. 

In practice, firms that systematically integrate environmental dependencies into 
governance, strategic planning and investment allocation are likely to be better positioned 
to anticipate disruptions and create long-term value (Mazzocchetti et al., 2024). 

Beyond firms: human values and territorial resilience 

Resilience extends beyond the boundaries of individual firms. Climate stability, biodiversity, 
water security and ecosystem health are collective assets that require collaboration among 
businesses, governments, communities and financial actors. 

Increasingly, organizations are discovering that their own resilience depends on the 
resilience of the territories in which they operate. Landscape-level approaches encourage 
companies to co-invest in shared resources such as watersheds, regenerative agricultural 
systems and ecosystem restoration initiatives. These investments generate benefits that 
extend beyond individual organizations. 

This perspective also reconnects business strategy with human values. Effective nature 
strategies require stakeholder engagement, long-term stewardship, respect for rights and 
consideration of intergenerational impacts. Companies that integrate environmental 
resilience with social inclusion strengthen their legitimacy and improve their capacity to 
anticipate societal and regulatory expectations. 

Recent work on planetary boundaries reinforces this perspective. Businesses increasingly 
need to evaluate performance not only relative to competitors but also relative to ecological 
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thresholds that sustain economic activity itself. This shift encourages a transition from firm-
centric optimization toward system-level resilience (Rockström et al., 2023; Crona et al., 
2024). 

The value generated through nature integration is therefore not exclusively financial. It also 
includes trust, collaboration, legitimacy and long-term societal resilience. 

Conclusion: resilience as the new logic of value creation 

Climate change and biodiversity loss are no longer peripheral sustainability concerns. They 
have become strategic business issues that directly affect competitiveness, resource 
availability and long-term value creation. 

As firms increasingly operate within planetary limits, resilience must become a central 
objective of managerial and financial decision-making. Finance is evolving from a provider 
of capital to a strategic enabler of adaptation and transformation. By integrating climate- 
and nature-related risks into governance, advisory activities and capital allocation decisions, 
financial institutions can help businesses move from risk management to resilience 
building. 

Ultimately, the transition toward a nature-positive and climate-resilient economy is not only 
about managing risks. It is about redefining value creation itself. Long-term prosperity 
increasingly depends on the capacity of firms, financial institutions and societies to operate 
within planetary limits while preserving the natural systems upon which economic activity 
depends. 

Resilience is therefore no longer a defensive response to uncertainty. It is becoming a new 
logic of value creation. 
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