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Abstract

:

There is a growing awareness of green human resource management (GHRM) in the environmental sustainability research in hospitality and tourism literature. The extant literature also delineates review studies about GHRM. Despite the existence of these studies, there is still a paucity of research about a parsimonious model that includes the underlying mechanisms linking GHRM to multiple pro-environmental behaviors. In view of such a gap, using the ability-motivation-opportunity framework, social exchange theory, social information processing and reformulation of attitude theories, and the happy-productive thesis as the theoretical underpinnings, our study proposes a conceptual model of GHRM. Specifically, our study links GHRM to organizationally valued pro-environmental behaviors such as task-related pro-environmental behaviors, proactive pro-environmental behaviors, green recovery performance, and green voice behavior through the mediating roles of work engagement and job satisfaction. In addition, our search of the relevant literature highlights eight indicators of GHRM such as green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making. Theoretical contributions and avenues for future research are discussed in the paper.
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1. Introduction


In a milieu that is becoming increasingly competitive, management of hospitality and tourism companies has started to acknowledge the importance of employees’ pro-environmental behaviors (PEBs) to achieve environmental sustainability goals [1]. More specifically, service providers in the hospitality and tourism industry now realize that they should protect the environment, take advantage of green technology, have a careful consumption of water and energy, reduce waste, and enforce pro-active organizational learning to gain a sustainable competitive advantage and contribute to the establishment of environmentally sustainable economies [2,3,4,5]. For instance, the Accor hotels’ environmental footprint consists of a number of issues such as carbon footprint and energy consumption, water consumption and eutrophication, and biodiversity footprint [6]. The commuter assistance program in the Walt Disney Company provides employees with incentives to display eco-friendly behaviors (e.g., reduction of traffic congestion and gas emission) [7]. Singapore Airlines, which has been part of the Sustainable Aviation Fuel Users Group since 2011, always tries to reduce its carbon footprint and contribute to global environmental issues through the establishment of green workplaces, energy and resource conservation, and utilization of eco-efficient aircrafts [8]. Marriott’s sustainability goals for 2025 and beyond are “reduction of water intensity by 15%, reduction of carbon intensity by 30%, and reduction of waste to landfill by 45%” [9]. The sustainability goals of the abovementioned companies cannot be accomplished without the involvement of employees in the process.



Task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior can be grouped under PEBs [10,11,12,13]. Task-related PEBs refer to “…the extent to which employees complete their required work tasks in environmentally friendly ways” [10] (p. 157), while proactive PEBs highlight “…the extent to which employees take initiative to engage in environmentally friendly behaviors that move beyond the realm of their required work tasks” [10] (p. 158). Based on the definition of service recovery performance given by Babakus et al. [14] and consistent with the work of Darban et al. [15], our study defines green recovery performance as employees’ abilities and actions to resolve a failure associated with environmentally unfriendly activities to the satisfaction of the customer. Borrowing the definition of voice behavior from Van Dyne and LePine [16], our study defines green voice behavior as making novel suggestions for environmentally friendly activities and recommending changes to standard procedures designed for green activities even when others disagree.



Employees can exhibit the abovementioned PEBs as a result of management’s investment in green human resource practices. This highlights the importance of green human resource management (GHRM), which is related to managing human resources and providing human resource practices based on environmental management [17]. Green recruitment and selection, green training, green empowerment, green rewards, green performance assessment, and green involvement in decision making process can be studied under the GHRM system [13,17,18]. However, there is no consensus about the indicators of GHRM in the hospitality and tourism literature. This is because of the fact that empirical studies have utilized different indicators, e.g., [11,12,19].



Green human resource practices encourage employees to be involved in the protection of the environment and various control activities during the operational process [20]. As persuasively discussed by Amrutha and Geetha [13], employees exhibit PEBs as a result of their personal initiatives and green human resource practices in the company. Work engagement and job satisfaction can serve as the mediators linking GHRM to the previously mentioned PEBs. Work engagement, which is represented by “vigor”, “dedication”, and “absorption”, is a motivational construct and engenders positive outcomes [21]. Research reports that employees’ work engagement exerts a positive influence on their job performance [22,23]. Job satisfaction refers to “the pleasurable emotional state resulting from the appraisal of one’s job as achieving or facilitating the achievement of one’s job values” [24] (p. 316). Unlike the association between work engagement and job performance, research does not seem to delineate consistent findings regarding the effect of job satisfaction on job performance [25,26]. An exploration made in the relevant literature reveals that there is a dearth of evidence about whether GHRM can be linked to PEBs via non-green variables such as work engagement and job satisfaction. Having an understanding of these relationships is significant because the relationship of GHRM to non-green workplace outcomes has received little attention [27].



Against the above backdrop, our paper proposes a conceptual model of GHRM. Specifically, our study aims to identify the indicators of GHRM for the hospitality and tourism industry. Work engagement and job satisfaction are the underlying mechanisms linking GHRM to four organizationally valued PEBs such as task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior.



By proposing a conceptual model of GHRM, our paper aims to decidedly address three questions:




	(1)

	
What are the potential indicators of GHRM for the hospitality and tourism industry?




	(2)

	
What is (are) the underlying mechanism(s) relating GHRM to multiple PEBs?




	(3)

	
Why is it important to utilize at least two mediating mechanisms linking GHRM to multiple PEBs?









In the next section we delineate the conceptual model of GHRM and the literature review leading to specific propositions based on five theoretical underpinnings as well as evidence in the relevant literature. We conclude the paper with theoretical contributions and implications for future research and business practice.




2. A Proposed Conceptual Model of Green Human Resource Management


A careful examination of the relevant literature demonstrates that there is no consensus about the indicators of GHRM or green human resource practices though several review studies have identified the indicators of GHRM. For instance, Yong et al. [28] reported that green recruitment, green training, green performance management, and green rewards were widely used as the indicators of GHRM. In addition to the aforesaid indicators, Pham et al. [29] demonstrated that job description/analysis, performance management, organizational culture, the role of unions in environmental management, organizational learning, and green healthy and safety were among the GHRM practices. Accordingly, our study aims to contribute to the literature through the identification of the indicators of GHRM in the hospitality and tourism industry.



Employees’ favorable perceptions of human resource practices trigger their work engagement or job satisfaction, which in turn engenders task performance, extra-role performance, service recovery performance, and/or innovative behavior [14,30,31,32]. These practices also lead to the accomplishment of competitive advantage. Although there are studies about employees’ PEBs, very little is known about the mechanisms underlying GHRM to PEBs. This is likely to unravel the black box between GHRM and PEBs. In light of this reasoning, we use work engagement and job satisfaction as the two mediators linking GHRM to employees’ task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior.



Using a single mediator may lead to the problem of “…discovering specious mediators, mediators that appear to channel an effect but do not in fact do so” [33] (p. 1728). This has been underscored in a recent empirical study about ethical leadership [34]. To avoid such a potential problem, our study uses work engagement and job satisfaction as the two mediators relating GHRM to employees’ PEBs.



In addition, Shen et al. [27] cogently argue that the linkage between GHRM and non-green positive workplace outcomes remains largely unexplored. Though limited in number, there is evidence illustrating that green- and environmental-related variables act as a mediator of the effect of GHRM on PEBs [2]. However, management has to know whether its green initiatives, GHRM, and/or environmental management program fosters employees’ non-green positive workplace attitudinal and/or behavioral outcomes.



2.1. Theoretical Framework


Yong et al. [28] propose that theories such as social exchange theory (SET) and the Ability-Motivation-Opportunity (AMO) framework would provide a better understanding of how GHRM is linked to various attitudinal and behavioral consequences. Our study goes one step further and uses five theoretical underpinnings. That is, our study utilizes the AMO framework [35], SET [36], social information processing (SIP) theory [37], the happy-productive thesis [38], and reformulation of attitude theory [39] as well as evidence in the relevant literature to develop the conceptual model of GHRM.



The conceptual model of GHRM proposed in our paper can be comprehended in light of the AMO framework, which is considered to be one of the most dominant theories in explaining the effects of human resource practices on employee and organizational outcomes [35]. According to this theory, human resource initiatives, which enhance employees’ abilities and their motivation to do work, result in effective performance consequences [40]. Jiang et al. [41] classified human resource practices into skill-, motivation-, and opportunity-enhancing human resource practices. For example, employees are likely to be highly work-engaged and therefore display better performance outcomes when they participate in training (skill-enhancing) programs to develop their skills and knowledge about how to use their authority (opportunity-enhancing) to respond to customer problems [40]. They receive recognition and rewards (motivation-enhancing) and/or take advantage of career opportunities (motivation-enhancing) as a result of their quality work performance. Management’s investment in various green human resource practices is a sign of developing employees’ knowledge, skills, and abilities toward environmental sustainability as well as a sign of motivating them to practice empowerment for the resolution of environmentally specific problems at the individual and team levels.



SET proposes that the company and employees enjoy a trusting and quality relationship when they show adherence to the rules of exchange [36]. When employees perceive that management invests in green human resource practices, they feel obliged to repay the company via work engagement and job satisfaction. That is, employees are highly work-engaged and are motivated to contribute to the company by exhibiting PEBs.



SIP theory states, “…individuals, as adaptive organisms, adapt attitudes, behavior, and beliefs to their social context and to the reality of their own past and present behavior and situation” [37] (p. 226). Employees gather information about the social environment where they work and develop relationships. They use green information about management’s investment in green human resource practices as cues to develop their attitudes (e.g., job satisfaction) and behaviors (i.e., PEBs).



According to the happy-productive thesis, happy employees show more sensitivity to positive events and remember favorable events [38]. Then we surmise that happy employees are satisfied with their job as a result of management’s investment in green human resource practices and therefore exhibit PEBs.



Reformulation of attitude theory posits that individuals appraise past, present, and future outcomes [39]. Employees who find that management really invested (past outcome), invests (present outcome), and/or will invest (future outcome) in GHRM such as green training, green empowerment, and green selective staffing (cognitive evaluation) show an emotional response to these practices in the form of work engagement and job satisfaction. These employees in turn engage in PEBs (behavioral response).




2.2. Green Human Resource Management and Its Indicators


The extant literature presents evidence about the impacts of the indicators of GHRM, the individual effects of human resource practices, or the impacts of overall high-performance work systems (HPWSs) on employee performance through several mediating mechanisms. For example, Sun et al.’s [42] research in the hotel industry in China documented that HPWSs were positively linked to productivity through service-oriented organizational citizenship behavior. In another research in Taiwan, it was reported that service and justice climates completely mediated the impacts of HPWSs on service-oriented organizational citizenship behavior [43]. Karatepe and Karadas’s [40] work in Romania showed that training and empowerment partly mediated the impact of job embeddedness on extra-role performance, while empowerment and rewards partly mediated the effects of empowerment and rewards on service recovery performance. Karadas and Karatepe’s [30] research in the same country indicated that HPWSs were linked to extra-role performance indirectly via work engagement, while work engagement partly mediated the association between HPWs and creative performance.



Safavi and Karatepe [44] found that HPWSs, as manifested by several practices such as selective staffing, training, and work-life balance, completely mediated the effect of career adaptability on hotel employees’ creative and extra-role performances in Iran. A study of hotel employees in India indicated that work engagement partly mediated the effects of HPWSs on service innovative behavior [45].



An immediate conclusion that can be made from the aforesaid studies is that an overall measure of HPWSs, the indicators of HPWSs, or the individual dimensions of HPWSs can be used to ascertain their effects on employee outcomes.



The conceptual model of GHRM is presented in Figure 1. GHRM is still a hot topic [13,15,27,46], which highlights “…the alignment of diverse practices destined for human resource management (recruiting, selection, training, performance evaluation, rewards) to a company’s green management objectives…” [47] (p. 318). Simply put, GHRM is the result of an injection of environmental/green management to human resource management. As depicted in Figure 1, green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making are identified as the indicators of GHRM. The authors of this study had a full agreement on the abovementioned indicators of GHRM based on an extensive review of the relevant writings and the green initiatives of a number of service companies [48]. Having GHRM in place is so critical because human resource practices are needed for the effective implementation of an environmental management system [46]. This implicitly underlines the role of human resource practices that would give rise to PEBs.



On the other hand, management is expected to “walk the talk”. More specifically, organizational hypocrisy refers to the inconsistency between formal structures of an organization and their daily use [49]. This difference between the talk and the action is known as greenwashing [50]. A past study showed that such inconsistency increased employees’ emotional exhaustion and quitting intentions [51] as well as counterproductive work behaviors [52]. Managers may claim that they have formulated and implemented GHRM strategies with the company. When employees find that the company is really not committed to environmental protection (greenwashing), such perception may influence their work engagement and job satisfaction deleteriously and therefore may reduce their willingness to engage in PEBs.



Environmentally-specific servant leadership might be a remedy to the abovementioned problem [53]. Servant leaders pay utmost attention to the interests of their followers and act as role models for them. Environmentally-specific servant leadership might motivate these followers to imitate the attitudes and behaviors of their role models by engaging more in eco-friendly behaviors.



2.2.1. Green Selective Staffing


Selective staffing is an important practice for hiring talented individuals [54,55]. Selective staffing is used to hire the right individual for the vacant position via various strict procedures [56]. To find the most suitable individuals, management can take advantage of social networks and e-recruitment and selection [57]. A search made in the environmental sustainability literature highlights the importance of selective staffing for the effective implementation of environmental management. For instance, Jabbour and Santos’s [58] prior writing illustrated that organizations considered environment a criterion during the hiring process. In an empirical study conducted in the manufacturing industry in China, Zhao et al. [59] argue that companies can take advantage of green criteria to select the candidates whose environmental values fit those of the organization. Ren et al.’s [60] review implicitly documents that selective staffing was one of the most widely investigated human resource practices in the GHRM literature. Bombiak and Marciniuk-Kluska [61] convincingly discuss that companies should pay attention to the selection of the candidates who would display eco-friendly behaviors. They further discuss that such a practice can make the company a green employer which would in turn lead to the acquisition of talented individuals. Tuan’s [62] study carried out in the hospitality industry in Vietnam also identified selective staffing as one of the elements of discretionary human resource practices.




2.2.2. Green Training


Training, empowerment, and rewards have been reported to be consistent indicators of HPWSs [14,56,63]. Training is needed to improve both job-related and behavioral skills of employees at the bottom line so that they can manage customer requests and problems satisfactorily [14]. In the current environmental sustainability research, training is regarded as one of the major factors for the effective implementation of environmental management [58,64]. Green training enables employees to have a full understanding of the significance of environmental protection and increase their environmental sensitivity and encourages them to display PEBs [64,65]. Green training can make employees pay utmost attention to less consumption of water and energy, reduction of waste, utilization of renewable materials, and use of recycled materials. To achieve this, both formal and informal training can pay dividends. The presence of formal and informal training sends a strong signal to employees about the company’s commitment to environmental sustainability and the successful implementation of GHRM. Importantly, employees’ involvement in the formulation of environmental goals and strategies would lead to the successful implementation of environmental management programs. Evidence obtained from the industry revealed that training was one of the human resource practices used for Hilton’s we care! Program [66]. This program enabled the company to reduce water and energy consumption as well as CO2 emissions. The Starbucks Greener Apron Program enables employees to participate in inspiring sustainability training programs and learn how to be more sustainable everyday [67]. In addition, Wyndham Hotels’ Green Certification Program centers on the education of both employees and guests to raise awareness about environmental sustainability [68].



Training was reported to be one of the most widely sought human resource practices in the extant GHRM research [60]. For example, in a study carried out in India, Srivastava and Shree [69] reported that green training strengthened the positive association between hotel employees’ green involvement and corporate social responsibility. Luu’s [11] research in Vietnam showed that training was one of the indicators of green human resource practices. Kim et al.’s [2] empirical investigation in the hotel industry in Thailand documented that training was an important tool to promote environmental management in the organization. In another study carried out in Vietnam, Pham et al. [70] reported that green training was one of the predictors of employees’ commitment to the environment, organizational citizenship behavior for the environment, and corporate environmental performance. The positive linkage between green training and employees’ environmental commitment was also reported in another study conducted in Vietnam [71].




2.2.3. Green Empowerment


Empowerment, which refers to “the freedom and ability to make decisions and commitments” [72] (p. 67), is one of the indicators of HPWSs [14,56,63]. Relinquishing control over many aspects of the service delivery process enables employees to obtain the authority so that they can handle customer requests and problems successfully [14]. Employees can practice empowerment provided that they participate in training programs which focus on the effective utilization of empowerment based on customer and management expectations. The availability of green empowerment encourages employees to engage in PEBs [11]. In their systematic review of GHRM, Tariq et al. [73] persuasively discuss that green empowerment motivates employees to engage in green practices, which would help the organization accomplish a competitive advantage. Tuan [74] also highlights the critical role of green empowerment implemented by environmentally-specific servant leadership. With empowerment, management can motivate employees to use personal initiatives and engage in eco-friendly behaviors.




2.2.4. Green Rewards


Rewarding employees for their green behaviors is one of the indicators of GHRM [11,29]. This is also underlined in Ren et al.’s [60] review. Not surprisingly, Renwick et al. [17] discuss that companies utilizing environmental rewards enhance employees’ willingness to exhibit eco-friendly behaviors. By empowering employees, management expects them to do a great job with customers for achieving satisfaction and effective recovery. Employees’ successful practices in this process should be recognized and rewarded. The availability of financial and non-financial rewards in the organization sends strong signals to employees that PEBs are encouraged, appreciated, and rewarded.



In empirical terms, Pham et al.’s [71] study demonstrated that green recognition and reward was one of the determinants of employees’ commitment to the environment. This is also shown in Huo et al.’s [20] study that employees were rewarded for their green creativity.




2.2.5. Green Career Opportunities


One of the indicators of HPWSs is career opportunities [30,56]. Employees’ perceived career opportunity is described as “…the degree to which work assignments and job opportunities that match their career interests and goals are available within their current organization” [75] (p. 488). The ones who contribute to the environmental performance of the company would seek opportunities for their career progress within the same company. We believe that the other components of GHRM such as green training cannot be translated into green actions without green career opportunities.



Bauer and Aiman-Smith’s [76] past study illustrated that using messages about the issue of environmental sustainability in recruitment brochures would positively influence the job candidates who did not think that they displayed PEBs. In Ren et al.’s [60] review of GHRM, career advancement is shown as one of the components of the GHRM system. However, the preponderance of the empirical studies has not incorporated it into GHRM [28,29,77]. This is surprising because employees who are trained, empowered, and rewarded for their green activities would seek the opportunities for career progress in the organization. To acquire and retain talented employees, management has to offer a bundle of career opportunities during the selection process. Otherwise, such employees are no longer willing to be one of the strategic partners of the organization and help the company accomplish organizational objectives. With this in mind, management of companies should offer attractive career opportunities to talented employees for their environmental commitment, green creativity, and eco-friendly behaviors.




2.2.6. Green Teamwork


Teamwork is associated with employees’ willingness to cooperate in a workgroup or a team [78]. Green teams are needed to find solutions to environmental problems at work or are involved in implementing environmental management programs in the company [79]. Unlike green career opportunities, a number of review and conceptual studies as well as empirical pieces on GHRM have identified green teamwork as one of the indicators of GHRM. For example, Renwick et al. [17] have highlighted the importance of green or environmental action teams, which would lead to employees’ involvement in environmental initiatives. Teixeira et al. [47] discuss that “organizational culture and teamwork”, “top management support”, and “more technical green management practices” are the dimensions that appear to convert training with an environmental focus into proactive green management. Jabbour and Jabbour [79] argue that in an organization where green culture is established, teamwork and empowerment are needed to make decisions about complex issues and new perspectives on green supply chain management. In Amrutha and Geetha’s [13] systematic review of GHRM, it has been highlighted that green teams can encourage other employees to engage in eco-friendly behaviors.




2.2.7. Green Work-Life Balance


Work-life balance is defined as “…an individual’s subjective appraisal of the accord between his/her work and non-work activities and life more generally” [80] (p. 2728). Work-life balance is an important tool to attract talented individuals. For example, Rodríguez-Sánchez et al. [81] proposed that non-monetary benefits in the form of work-life balance are related to retention of talented individuals. Safavi and Karatepe [44] identified work-life balance as one of the indicators of HPWSs. When applied to environmental sustainability, almost one decade ago, Muster and Schrader [82] coined the term “green work-life balance” and cogently argued that green work-life balance can be studied under GHRM. However, the extant literature is bereft of evidence about green work-life balance as one of the indicators of GHRM.



Green work-life balance refers to “…reconciliation of working life and private life with regards to environmental values, attitudes and behavior. It comprises mutual enforcement and harmonization of environmentally friendly orientations in private life and working life” [82] (p. 148). Employees gain experiences about green activities in their work and nonwork life. That is, employees who gain experiences about green activities or environmental sustainability in the work and nonwork domains can take advantage of them to enrich each other. Such employees can make green contributions to the company by engaging in eco-activities at elevated levels. In Amrutha and Geetha’s [13], Pham et al.’s [29], and Ren et al.’s [60] review of GHRM, work-life balance has been shown to be incorporated into the GHRM system.




2.2.8. Green Participation in Decision Making


Employees, who are allowed to participate in decision making, find the nature and type of their tasks significant and meaningful. As reported by Jackson [83], employees who contribute to the company via participation in decision making can handle role stressors. Employees promote greening of the organization by participating in decision making about environmental sustainability. Such employees can provide novel ideas about how the company may enhance the green environment and share its strategies and practices about environmental sustainability with the relevant parties such as customers. This is especially important for employees at the bottom line because they have frequent interactions with customers and are significant sources of information about customer problems and expectations [30]. Similarly, Amrutha and Geetha [13] argue that employees’ participation in the decision making process triggers their green behaviors or PEBs.



The previously mentioned discussion and findings implicitly suggest that GHRM can be represented by green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making. This leads to the following proposition:



Proposition 1.

GHRM is manifested by green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making.







2.3. Work Engagement and Job Satisfaction


The findings of a case study (Hotel Floyd) demonstrated that employees took pride in providing information to customers about the hotel’s green initiatives and became more loyal to the hotel [84]. It appears that employees display job satisfaction as a result of green initiatives and are embedded in their job. However, evidence about the relationship of GHRM to non-green positive workplace outcomes is scarce [27]. It appears that there is only one empirical study, which has linked GHRM to job satisfaction [85]. It also appears that none of the review studies has presented work engagement as one of the motivational outcomes [13,28,29,60]. This is surprising because according to the recent Gallup Report in 2019, 35% of employees were engaged in their work, while 13% were actively disengaged from their work, and 52% were in the “not engaged” category [86]. Therefore, it is important to incorporate both work engagement and job satisfaction into the conceptual model as the two underresearched motivational outcomes of GHRM.



Work engagement is associated with “a positive, fulfilling, work-related state of mind that is characterized by vigor, dedication, and absorption” [87] (p. 74). An abundant number of studies have investigated the antecedents and outcomes of job satisfaction, e.g., [88]. This also seems to be true for work engagement. Studies have also documented that work engagement and job satisfaction are empirically distinct variables, e.g., [89].



It has been reported that the presence of human resource practices or HPWSs (e.g., training, empowerment, staffing, teamwork) fosters employees’ work engagement and job satisfaction [30,55]. However, Kloutsiniotis and Mihail’s [55] recent work has highlighted the usefulness of HPWSs in activating work engagement.



A search made in the environmental sustainability and hospitality and tourism literatures delineates some evidence about whether GHRM boosts employees’ work engagement and job satisfaction. For instance, Zibarras and Coan’s [90] investigation in the United Kingdom implicitly demonstrates that human resource practices in organizations are used to a great extent to motivate employees to exhibit PEBs. Lack of GHRM or ineffective implementation of GHRM in organizations raises the question of whether top management of such organizations is really committed to environmental sustainability. Pinzone et al.’s [85] study in the Italian health sector illustrated that green training fostered employees’ job satisfaction. Darban et al. [15] reported that hotel employees’ favorable perceptions of GHRM boosted their work engagement. That is, employees who find that management of the company really invests in GHRM such as green training, green teams, and/or green selective staffing are highly work-engaged. Amrutha and Geetha [13] cogently discuss that employees are interested in working in companies where there are practices such as “green employee succession planning”. However, management should consider the potentially negative indirect effects of green practices on employees’ job satisfaction due to job intensity or work overload that can be caused by the implementation of environmental management program [91].



In light of the AMO framework, SET, and SIP theory, we propose that management of hospitality and tourism companies investing in eight interrelated indicators of GHRM can activate employees’ work engagement and job satisfaction. More specifically, the presence of green human resource practices enhances employees’ sensitivity to environmental sustainability and green management. Consistent with the AMO framework, these practices foster their knowledge, skills, and abilities related to environmental issues [35]. As a result of this, employees exhibit work engagement and job satisfaction.



As SET contends, both the company and employees enjoy a trusting and quality connection with each other when they comply with the rules of exchange [36]. Under these circumstances, employees feel obliged to reciprocate via heightened work engagement and job satisfaction due to the presence of green human resource practices. This is also supported by SIP theory that employees can utilize management’s intent to invest in green human resource practices as cues in their social work environment [37]. This increases their work engagement and job satisfaction.



Trying to select individuals whose environmental values fit those of the organization through green and online recruitment procedures delineates management’s investment in green selective staffing. The presence of green training programs with a focus on green empowerment practices and effective green team performance and rewards for employees’ green behaviors at the individual and team levels sends strong signals to employees that management is highly committed to environmental sustainability. Offering career opportunities to employees in return for their green behaviors or their sensitivity to environmental sustainability is a sign of management’s investment in GHRM. Enabling employees to participate in decision making concerning the company’s environmental management program and provide feedback to management about how to enhance the environmental or green strategies motivates them to concentrate on their tasks and makes them satisfied with their job. Such employees can transfer their green experiences to their life domain and engage in green behaviors or display eco-friendly behaviors. The previously mentioned information and discussion leads to the following propositions:



Proposition 2a.

GHRM, as manifested by green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making, fosters employees’ work engagement.





Proposition 2b.

GHRM, as manifested by green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making, fosters employees’ job satisfaction.






2.4. Differential Pathways


As discussed above, we incorporate work engagement and job satisfaction as the two underresearched non-green positive workplace outcomes into the model. This void is evident in review studies and recent empirical pieces [13,28,29,60]. Kim et al. [92] claim that “…most hospitality employees consider PEBs as expressions of their true selves, increases their feelings of engagement, and, consequently nurtures persistent efforts to perform PEBs” (p. 64). This suggests a positive linkage between work engagement and PEBs. Providing employees with green human resource practices motivates them to pay more attention to environmental sustainability and exhibit PEBs. These green human resource practices can increase employees’ work engagement and job satisfaction and therefore exhibit PEBs. Reformulation of attitude theory offers guidelines to develop these linkages [39]. Specifically, employees’ cognitive evaluation of management’s investment in green human resource practices results in emotional responses such as work engagement and job satisfaction. This is because employees evaluate such practices as positive events or outcomes in the workplace. Employees who are work-engaged and are satisfied with their job as a result of GHRM exhibit PEBs such as task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior.



The extant literature presents empirical studies about GHRM and its potential consequences, e.g., [13,60]. As mentioned earlier, what is missing in the literature is a parsimonious model that unravels the underlying mechanisms relating GHRM to multiple pro-environmental behaviors. The environmental sustainability literature as well the hospitality and tourism literature are devoid of evidence regarding the effectiveness of work engagement versus job satisfaction in the association between the indicators of GHRM and multiple PEBs such as task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior. This is a significant void because service or hospitality and tourism companies need employees who are highly motivated via the successful implementation of GHRM so that they can exhibit PEBs at elevated levels.



A recent study carried out at Chinese coal companies, Huo et al. [20] demonstrated that GHRM partly mediated the impact of commitment to human resource management on green creativity. In another study in the manufacturing industry in Pakistan, Malik et al. [93] reported that several components of GHRM such as recruitment, selection, and rewards were positively related to sustainability. Based on evidence resulting from the study conducted in high-polluting industries in China, Zhao et al. [59] found that GHRM was a mediator between a proactive environmental strategy and environmental reputation. Another study done in different industries in China, Zhang et al. [12] reported that “employee life-cycle”, “education and training”, and “manager involvement” as the components of GHRM were positively associated with green in- and extra-role performance through the mediating role of information need. The findings emerging from a study carried out in medical firms in China indicated that GHRM and green passion serially mediated the impact of transformational leadership on green creativity [65].



Darban et al. [15] found that work engagement completely mediated the effect of GHRM on absenteeism and green recovery performance. Chaudhary’s [94] recent study in an Indian sample indicated that organizational prestige and organizational attractiveness sequentially mediated the linkage between GHRM and job pursuit intentions. Another study by Chaudhary [77] in the automobile industry in India documented that organizational identification partly mediated the impact of GHRM on task-related and voluntary green behaviors.



In this study, we argue that the mediation impact of work engagement in the linkage between GHRM and multiple PEBs may be stronger than the mediation effect of job satisfaction. Evidence suggests that the availability of HPWs triggers employees’ work engagement [30]. Work engagement is a more proximal variable to job performance [95]. Evidence supports the notion that work engagement is a significant determinant of task performance, creative performance, service recovery performance, extra-role performance, and adaptive performance [30,95,96,97]. Though the happy-productive thesis lends support to the linkage between job satisfaction and job performance [38], Bowling’s [25] meta-analytic work presents the finding that the association between job satisfaction and job performance is mostly spurious. Hence, the following propositions are advanced:



Proposition 3a.

GHRM, as manifested by green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making, is linked to task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior through work engagement.





Proposition 3b.

GHRM, as manifested by green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making, is linked to task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior through job satisfaction.





Proposition 3c.

The mediation impact of work engagement in the association between GHRM and the abovementioned PEBs may be stronger than the mediation impact of job satisfaction due to the potential spurious relationship between job satisfaction and performance outcomes.







3. Conclusions


3.1. Theoretical Contributions


The effective implementation of human resource management plays a critical role in organizational performance [34]. The increased awareness of environmental sustainability has forced companies to incorporate environmental issues into their mission, objectives, and strategies. This is also true for the injection of environmental sustainability to human resource aspects of the whole process in the hospitality and tourism industry. With this realization in mind, our paper set out to develop a parsimonious model of GHRM to address several voids in the environmental sustainability literature as well as in the hospitality and tourism literature. First, it has been highlighted that work engagement or job satisfaction acts as a mediator of the effects of human resource practices on employees’ performance consequences [14,32]. Yet there is a paucity of evidence appertaining to the underlying mechanism(s) through which GHRM is related to employees’ PEBs. Accordingly, our paper uses work engagement and job satisfaction as the underlying mechanisms through which GHRM influences employees’ PEBs. This helps us unravel the black box between GHRM and multiple PEBs.



Second, a synthesis of the current writings reveals that human resource practices such as recruitment and selection, training, empowerment, or employee involvement can be adapted to green human resource practices [28,29]. However, there is still no consensus about which indicators or components can be incorporated into the GHRM system. Therefore, based on synthesis of the relevant writings and green human resource practices of the leading companies in the service industries, our paper identified eight GHRM practices, which are green selective staffing, green training, green empowerment, green rewards, green career opportunities, green teamwork, green work-life balance, and green participation in decision making.



Third, we used the abovementioned two mediators in the conceptual model of GHRM proposed in this paper. When the two mediators are assessed simultaneously, it would be possible to ascertain whether two of them still remain useful in explaining the impact of GHRM on multiple PEBs [34].




3.2. Directions for Future Research


As Ren et al. [60] state in their review, “With the continued awareness of environmental sustainability, GHRM is now clearly a legitimate field of academic pursuit” (p. 798). Empirical studies are needed to test the linkages shown in the conceptual model. For example, evidence is needed for the proposition that the indicators of GHRM may enhance work engagement more than job satisfaction. This call for research is important because without employees’ involvement in the process, management is unable to achieve environmental sustainability goals. The database can be broadened by conducting a cross-national study. Data can be collected in different countries such as Turkey, the United States, and Japan to assess the linkages proposed in the conceptual model.



Additional studies are needed to understand the antecedents, mediators, moderators, and consequences of GHRM at the organizational level and/or individual level. The type of leadership practiced in the company (e.g., servant leadership, authentic leadership) as well as employees’ personality traits such as self-efficacy, competitiveness, and emotional intelligence can be considered as the antecedents of GHRM and can be incorporated into the conceptual model, e.g., [53,95,98]. Future studies can focus on the effects of recent advances in technology on GHRM. For example, future research can examine the moderating role of virtual assistants on the association between GHRM and employees’ PEBs.



Future research can test employees’ green experiences as a moderator of the effect of GHRM on multiple PEBs. This can also be considered for the moderating role of green experiences on the association between GHRM and work engagement and job satisfaction. Future research may focus on other types of non-green positive workplace variables (e.g., job embeddedness and career satisfaction) as the mediators relating GHRM to multiple PEBs.



To control the risk of common method variance, future studies should use both procedural and statistical remedies. For instance, time-lagged design as well as supervisor ratings for PEBs would be useful. On a closing note, we hope that the conceptual model of GHRM proposed in the present study will inspire other researchers to pursue these relevant issues and respond to calls for research in the future.




3.3. Implications for Business Practice


In today’s competitive marketplace, a number of hospitality and tourism companies are now sensitive to environmental sustainability and green management. The conceptual model of GHRM proposed in our paper can be used in the following ways. First, management can utilize the indicators of GHRM when it wants to make decisions on how to invest in and/or foster green human resource practices. Second, management should not focus only on one of the PEBs. Task-related PEBs, proactive PEBs, green recovery performance, and green voice behavior are important in their own right. Third, management should make sure that the successful implementation of GHRM triggers employees’ work engagement. This is so important since service companies are beset with plenty of employees at the bottom line who are (actively) disengaged from their work. Therefore, management needs to retain work-engaged employees as a result of GHRM. Fourth, management can take advantage of recent technology and artificial intelligence [99] to inject the environmental sustainability programs and green initiatives to both customers and employees. For example, chatbots can be used to convey such information to them at any time. Using chatbots, it would be possible to notify employees about the environmental sustainability program [100].
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Figure 1. A Proposed Conceptual Model of Green Human Resource Management. 
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