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Abstract: Extensive attention has been paid to environmental issues when evaluating the sustain-
ability of organisations, and little attention has been paid to sustainable human capital practices.
The literature shows contradictions and gaps among theoretical propositions, empirical findings,
and the realities of human resource management (HRM). Theoretical approaches and empirical
studies state that effective HRM is essential, yet in actual practice and employment conditions, the
importance of effective HRM is not reflected. Thus, this paper aims to determine the critical emerging
issues that affect human resource practices and management in the current employment context,
as well as proposes a sustainable human resource framework for the hotel industry. Data were
collected via in-depth focus group interviews with 40 respondents from operational, supervisorial,
and managerial positions in the Malaysia hotel industry. The proposed model of sustainable human
resource practices can yield a wide selection of tangible and intangible benefits. The findings benefit
the hotel organisations by identifying the needs of their employees, a more in-depth point of view,
and their thoughts about their organisations. This paper provides a new perspective of sustainable
HRM practices by applying resource-based view theory on managing people as the “resource”,
specifically in the hotel industry.

Keywords: human resource management; sustainability practices framework; hotel industry

1. Introduction

The concept of sustainability is often perceived as resource development that is
subjected to a wide range of factors. It is also deemed as s management philosophy
infusing all levels of policy and practices relating to tourism. There has been extensive
research based on the sustainability pillars (economic, environment, and social cultural
aspects) in the context of tourism, especially in ecotourism. Sustainable human resource
practices are vital to ensure sustainable growth and quality service provision by the tourism
and hospitality business operators. When assessing organisation sustainability, extensive
attention has been paid to environmental issues, and little attention has been paid to
sustainable human capital [1,2]. Simply, the nature of tourism and hospitality businesses
are service oriented and labour intensive. Similarly, having competent human resources for
the business operators to stay in the competitive environment is necessary. Furthermore,
with the current COVID-19 pandemic and the “new normal”, human capital plays a vital
role in the recovery of tourism and hospitality businesses.

As the hotel industry is a highly labour-intensive industry, it relies heavily on the
skills and performance of its employees to carry the valued products and services of
the business to the guests. The performance of its human resources is recognized as
a significant and determining factor in organization sustainability [3]. Therefore, the
element of human resources in the hotel industry has become a critical success factor
in determining sustainable human resource management [4]. Consequently, the issue
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of employee retention remains a key challenge in Malaysia’s hotel industry [5]. The
provided evidence does not have a strong framework that is able to help hotels manage
their employees, especially in terms of retaining them and managing generational gaps.
Not much on the topic of sustainability has been discussed either [6].

In 2015, the United Nation Sustainable Growth Summit adopted the 2030 Vision for
Sustainable Development, which highlighted 17 Sustainable Development Goals (SDGs)
aimed at ending poverty, fighting inequalities and discrimination, and tackling climate
change by 2030. While only the eighth objective (decent employment and job creation)
explicitly applies to the workplace and the work climate, it is arguable that a large amount of
the SDG objectives impact the tourism workforce and workplace in one manner or another,
specifically in the hotel industry [7]. Evidently, the sustainability of an organization is
largely attributed to its human resources and the organization itself [8,9].

Studies on HRM that relate to the hotel industry in the Malaysian context have not
been discussed and are limited [10]. As noted by other researchers [7,8], academic studies
focussing on sustainable HRM in the hotel industry are limited and ought to have further
discussion. Most of the existing studies have looked into the hotel industry and were
conducted in a Western context. These studies excluded the sustainability of HR and
focused on certain issues such as employee turnover intention and staffing issues [9-11],
hotel employee retention issues [11,12], and organizational performance [13-15]. The
literature has documented limited empirical studies on HRM matters such as turnover,
motivation, and operations in the Malaysian hotel industry [11-13].

Likewise, a report by the Economic Transformation Program 2010—Reviving Up the
Tourism Industry—stated that the tourism industry contributes as much as 14% of the total
workforce in Malaysia [16]. The report also added that Malaysians working in hotels and
restaurants make RM 1,084 per month on average compared to the RM 2,114 made by
people working in financial services and the RM 2,621 made by people working in the oil,
gas, and energy sector. Due to this gap in wages, it has become one of the main reasons
why the hotel industry is experiencing high employee turnover [11]. This fact is supported
by the rate of employee turnover in the hotel industry in Malaysia as stated in Table 1.

Table 1. Rate of employee turnover in the hotel industry.

Year Rate of Turnover (%)
2018 5.0
2017 45
2016 4.2
2015 34
2014 2.8
2013 24
2012 2.1
2011 2.0

Source: Department of Statistics Malaysia, 2019. Adapted with permission from [17], WCED, 1987.

In the same vein, the current model and practices of human resource management
in the hotel industry have several limitations. First, the traditional HRM models that are
currently being applied are not suitable, as the nature of the hotel business is different
from other service organizations. Second, the changes in the demographic profile of the
workforce in term of work attitude and behaviours need to be considered. Older gener-
ations such as Baby Boomers and some members of Generation X are being replaced by
the Generation Y and Millennials generations [18]. Likewise, there is “constant evolved in
response to economic, political, socio-cultural and technological factors” [18] that shapes
HRM and practices. The changes influencing HRM and practices and the existing HRM
model may not fit well in the context of such changes, especially considering the sustain-
ability of HRM. In view of these factors, there is a need for a review of the current HR
model that is currently being used in the hotel industry [1,6].
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The findings of this study would benefit HR practitioners in managing human re-
sources (HR), especially in retaining employees in their organization. It would also benefit
them in identifying the current key emerging issues that affect HR practices and manage-
ment. Additionally, the study would help organizations to identify what the needs of their
employees are, a more in-depth point-of-view, and their thoughts about their organizations.
This study focuses on issues that are linked to sustainable HRM in the hotel industry.
Therefore, the findings from this study would provide insightful information on issues and
changes required by the human resource management in the hotel industry.

This paper is a pioneering investigation that seeks to understand current HR practices,
examine the underlying key factors influencing them, and subsequently, developing a
holistic and integrated model of HR management that reflects changes in the social and
economic environment and demographic profile of the workforce in the hospitality indus-
try. It addresses the initiatives of Entry Point Project 10 (EPP10)—Tourism and Hospitality
Cluster. The proposed model serves as a guide to enhance HR practices and human capital
development and to achieve sustainable HR planning as outlined in EPP10—Tourism
and Hospitality Cluster with respect to human capital in Malaysia. The existing work-
force (Generations Y and X) have undergone a significant shift in values, expectations,
career paths, and opportunities due to social and economic changes in Malaysia, thus
influencing HR development and practices [15]. Tourism HR practices are “ambiguous
and inflexible” [16], are often unplanned and unstructured with a lack of cohesive strategy,
and are often known for “ad hocism”, which affect recruitment, retention, training, and
career progression [17]. Due to this, the importance of research into tourism/hospitality
HR practices or models has been highlighted [17-19]. The complexity of the employment
structures and the contradictions between existing HR theoretical propositions that are
not reflected in actual employment have highlighted the need to research and develop
a new model.

2. Literature Review

The term sustainability is one of the most often used terms across several fields in the
twenty-first century and holds various meanings. Sustainability has been primarily shaped
by three stakeholder groups: business strategy scholars, ecologists, and the United Nations’
World Commission on Environment and Development [17], which is often known as the
Brundtland Commission.

Current approaches to sustainability in human resource management and human
resource-related literature focus on one or more sources of sustainability [18]. Human
resource management is a field that is constantly evolving and changing. The argument
for linking human resource management to environmental concerns is that it promotes
sustainability and has established a new paradigm in this field [19].

Additionally, an organisation’s human resources department plays a critical role in
fostering an enterprise-wide culture of sustainable growth [20]. SHRM considers the social,
economic, and ecological aspects of an organisation’s objectives when conducting human
resource functions. SHRM is in the ideal position to provide leadership and to drive
innovation to persuade organisational stakeholders to adopt more sustainable attitudes
and practices [21]. It has the potential to play a critical role in the adoption of a sustainable
mindset in business organisations [20].

Furthermore, according to the resource-based perspective, SHRM provides a long-
term competitive advantage by executing value-enhancing methods that set companies
apart from their rivals and that are difficult to imitate. The resource-based perspective states
that an organization’s competitive advantage is determined by its resource availability
and the efficient utilisation of those resources [22]. The authors of [23] believe that human
resources have the potential to be sources of long-term competitive advantage, but they
also point out that in order to do so, personnel must be highly competent and motivated. In
other words, a high-quality workforce is necessary. This could be a survival approach for
organisations that depend highly on their workforce, particularly in the service industry.
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SHRM also enables implementation in a way that does not jeopardise the interests of future
generations of the workforce [24].

2.1. Issues Affecting Sustainable Human Resource Management

There are several critical issues that HRM face that affect sustainable HRM in the hotel
industry. This section addresses the key issues affecting sustainable HRM, a critical one of
being employee turnover. The hotel industry suffers from high employee turnover among
staff, caused by a lack of employee satisfaction with current industry HR practices, which
leads to their decision to leave the industry and to move on to other industries that offer
better employment opportunities and salaries [25] Employee turnover is an acute problem
in the hotel industry [26], which also affects sustainable human resource management.
There are no specific methods or HR models to reduce employee turnover to an acceptable
rate. Another issue faced by HR in this industry is the lack of a workforce supply [27],
whereby there are not enough skilled workers to fulfil the needs and demands of the
industry due to the low numbers and poor transfer rate of graduates into the industry [28].

Given the extensive changes as well as the interests of employees and organisations,
HRM models are viewed “as a means rather than an end” [29]. In other words, the HRM
models presented in past studies have generally been more concerned with organisa-
tional performance, whereas the essence of the organisation itself has been neglected, i.e.,
the employee. Thus, there is a need to review and redevelop the current HRM models
into “employee-based” ones without neglecting the organisation environment [7]. The
position of employees has become more significant as research on HRM and manage-
ment has expanded, illustrating the perception that HRM primarily influences primarily
through its impact on employee attitudes and behaviour. This has produced a range of
“internal” models describing the role of the employees in connecting HRM and efficiency.
Traditional HRM approaches have become ineffective, as the demographic profile of the
workforce in the industry has changed. Earlier generations, such as the Baby Boomers
(1946-1965) and certain parts of Generation X (1965-1981), are being replaced by Gener-
ation Y (1977-1982) and Millennials (1982-2003) [30]. Since these generational elements
have changed, the implementation of earlier models may be losing relevance.

Moreover, Salleh et al [31] stated that while youth make up the majority of the working
population today, they are underrepresented in global issues. The forum identified that
youth view the sense of purpose, career opportunities, and growth as compensation
and social impact as the main issues that they are currently facing. Additionally, youth
evaluated other drawbacks they have observed, including a lack of experience necessary to
acquire one’s first job, severe competition, and job availability.

New technologies are constantly emerging in the work market, and new professions
are being developed to meet market demands [32]. Technology is a catalyst for promoting
and influencing the future of jobs and igniting an inventive movement [33]. The fourth
industrial revolution has facilitated rapid technical advancement, compelled collaborators
to seek adaptability, and rapidly created a new labour market, especially in the service
industry, such as the hotel segment.

The issues of employee retention, technological changes, the implementation of new
rules and regulations, labour shortage, and the constantly changing expectations of cus-
tomers shape human resource practices in the hotel industry [34]. Furthermore, the embod-
iment of the aforementioned issues into the new proposed model can help organisations
retain employees. Additionally, recognition of this emerging issue can help employees to
work and optimise their potential within their organisation [35].

2.2. Sustainable Human Resource Management

In Malaysia, tourism has been one of the fastest-growing industries of the past
decade [36]. For this industry to remain sustainable, the role of each individual (both
current and future employees) within an organisation is important, and this is managed
by the HR department. The authors of [37] identified three elements within sustainable
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HRM: a sustained supply of future employees, workplaces that provide good employee
treatment, and employee engagement in corporate social responsibility practices. This
element of sustainable HRM is supported by other researchers who have linked sustain-
ability in HRM to tourism [7,30]. If companies engage themselves in regenerating and
developing resources that they consume today and that they will need in the future, this
can lead to sustainable business behaviour [7]. These resources refer to the members of the
organisation. The act of regenerating and developing also encompasses the human capital
of the organisation in terms of staff training and development [31]. Stankeviciute and
Savaneviciene [32] summarised and rationalised the concept of sustainability in human
resource management on the basis of three categories: normative, efficiency-oriented, and
substance-oriented, as outlined in Table 2.

Table 2. Sustainability of human resource management (HRM).

Sustainability of HRM

Normative Efficiency-Oriented Substance-Oriented

Main advantages

Main critical points

Understanding can easily be Understanding can easily be

The relevance of relationships
between business and society
is underlined.

The concept of “needs” is
difficult to operationalise for
corporate decision-making,
particularly considering the
needs of future generations.

linked to familiar ways of
thinking about resources and
integrating social and economic
objectives in the organisation.

Suggestions on how to develop
resources are not provided.

applied to decision-making
processes by differentiating
between human resource
consumption and reproduction.
Accordingly, tension may occur
in efficiently and effectively
balancing human resources
today, thereby sustaining the
human resource base for

the future.

According to the review in Table 1, all three elements of sustainability in HRM high-
light two challenges for organisations. First, a vast number of organisations have felt
external pressure to become economically, ecologically, and socially sustainable; second,
these organisations have also felt internal pressure, directing attention toward the problem
of human sustainability. Henceforth, it is worth highlighting that various streams of the
literature have applied the notion of sustainability for human resource issues, providing
different understanding by employing different rationalities of sustainability for HRM and,
thus, supporting sustainability as an appropriate concept for HRM.

Implementing sustainability principles in the hotel industry involves a high level of
skill and know-how, driving a growing demand for employees to be constantly informed
and equipped with information [38]. The authors of [39] proposed a model of sustainable
HRM that focused on creating a professionally prepared and educated workforce, recom-
mending a three-dimensional emphasis on tourism sector personnel, hosts, and tourists.
This allows capitalising on current hotel sustainability trends and limitations [40]. Figure 1
presents a model of sustainable human resource management.
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Figure 1. Model of sustainable human resource management. (Adopted with permission from [39].
(Jithendran & Baum, 2000, Page 7).

As illustrated in Figure 1, Jithendran & Baum [39] have argued that sustainable
HRM should not only focus on the organisational level but also on the individual level.
Sustainable HRM, as shown in the diagram above, comprises two perspectives: individual
and company. Sustainable HRM consists of a few factors from the company’s perspective,
such as instruments, methods, processes, structures, goals, objectives, culture, attitude, and
values. On the other hand, employability, individual responsibility, and work-life balance
are all individual aspects. Employability refers to career planning and development an
organisation’s employees. Individual responsibility refers to the employer’s viewpoint
on employee management. Work-life balance considers the employee and their social
wellbeing. This viewpoint is reinforced in [40], where it was noted that a company’s
attention should be directed toward the organisation and the wellbeing of its employees.

2.3. Conceptual Framework

The conceptual framework was developed on the basis of the model in [39] that un-
derscores the relationship between an individual/employee and a firm. Compensation
and benefits; recruitment and selection; training and career development; and working
environment [41-44] are vital in sustainable human resource management, as presented
in Figure 1. The development of individual personnel is emphasised as a function of
organisations and their environment. The conceptual framework indicates that, for the
organisation to have sustainable human resources, the organisation (working environ-
ment, organisation practices, and strategic goals) and the individual (career development,
work-life balance, and rewards) must coexist. Therefore, each component should be fully
utilised to become sustainable and competitive. Accordingly, the retention aspect is gained
in the presence of a good working environment and the attractive compensation and benefit
packages offered by the organisation [45].

Indeed, people (human resources) are assumed to have a strategic and relevant role
in organisations. Previous studies [39,46,47] have acknowledged that sustainable HRM
should explore the development of a professionally trained and educated workforce. This
study adopts the model in [39] to develop a new conceptual framework, which is shown in
Figure 2. This paper suggests that there are two components of sustainable HRM: the
firm and the individual. For the individual, the aspects of sustainable HRM include
employability [48], work-life balance (WLB) [48], and reward [49]. Employability refers
to the career planning and development of employees in the organisation. Rewards
encompass incentives and compensation implemented for employee motivation. Work—
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life balance considers the employee and their social wellbeing. From the perspective of
companies, sustainable HRM consists of a few elements, such as working environment [50],
organisation practices [51], and strategic goals [52].

Individual Firm

- Employability - Working Environments
- Work-life balance 4— | - Organization Practices
- Reward - Strategic Goals

Figure 2. Conceptual framework of sustainable human resource management.

3. Method

This paper is an exploratory study aimed at identifying key retention factors and
examining the existing human resource practices in the hotel industry. An inductive
approach was adopted to tackle the research objectives, which were exploratory, subjective,
and contextual, within an interpretative paradigm. A qualitative approach was selected
due to the subjective, individualistic, and contextual nature of the paper in exploring the
perspectives of HR professionals and practitioners in the hotel industry. As this study
utilized purposive sampling, respondents were selected based on their demographic
profile, employment status, and work experience as well as on the recommendations of
the HR/Training Leader for the selected hotels, as reported in Table 3 below. The HR
departments and Training Managers ensured that the selected respondents consisted of
employees with diverse backgrounds and who were from different departments. The
employees were from three levels of functions, namely managerial, supervisorial, and
operational. The focus group interviews consisted of 6-8 respondents for each session. All
interview sessions were held in a specific meeting room allocated by the HR department at
the respective hotel premises. The interview questions were validated using pilot testing.
Interview questions were distributed to five HR managers in Sabah hotels to clarify the
language and relevance of the questions.

Table 3. Profile of Respondents.

Rating

Department Respondents Age Respondents Gender = Respondents Total

5-Star
Hotel

Front Office 18-34 5 Male 3
Housekeeping 35-39 3 Female 7

—_

Accounting/Finance
Food and Beverage (F and B)
Kitchen
Sales and Marketing
Security
Engineering and Maintenance
Sports and Recreation
Landscaping
Marina

40-54

2

10

4-Star
Hotel

Front Office
Housekeeping
Accounting/Finance
Food and Beverage (F and B)
Kitchen
Sales and Marketing
Security
Engineering and Maintenance

N, WFRDNNRN RRRRRAL,ORNO

18-34
35-39
40-54

Male
Female

14
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Table 3. Cont.
No. Rating Department Respondents Age Respondents Gender  Respondents Total
Front Office 2 18-34 9 Male 7
Housekeeping 1 35-39 4 Female 9
Accounting/Finance 2 40-54 3
3 3-Star Food and Beyerage (F and B) 2
Hotel Kitchen ’ 1
Sales and Marketing 4
Security 2 16
Engineering and Maintenance 2
Total 40

The data collection method used for this study was in-depth focus group interviews
to address the research questions. This method provides the researcher with details about
human behaviour, emotion, experience, and personality characteristics that quantitative
studies cannot match and hence, increases the credibility and validity of the data [53]. An
in-depth interview can be described as a form of conversation with a purpose [54,55]. The
in-depth focus group interviews were conducted in a group at the respective hotels where
one facilitator addressed the respondents with the selected questions. Each interview
session lasted 45-60 min with permitted tape recordings and note taking by the researchers.
The respondents then answered the questions according to the questions prepared for
this study. The interview was tape-recorded by the researcher. The findings were then
processed using the three-step method. The first step was note transcribing using a tape
recorder. The second step was based on notes taken during the interview session with the
assistance of the facilitator. From the second step, the key themes or key findings were
labelled according to the research ideas so that results could be drawn accordingly.

Data were collected via in-depth focus group interviews with 40 respondents from
operational, supervisorial, and managerial positions in the hotel industry across four
states of Malaysia, namely, Sabah, Kuala Lumpur, Penang, and Pahang. Different groups
from different departments were identified as diverse respondents within the targeted
population. The sample size was determined as a function of data saturation, whereby
there was consistency and repetition of responses from the respondents [55], implying a
lack of novel themes.

4. Results

A total of 40 respondents from different departments of 3-5-star-rated hotels were
involved in the research, as presented in Table 2.

4.1. Emerging Key Issues Affecting Human Resources Practices and Management in the Current
Employment Context

Table 4 presents the emerging issues from the managerial level in three-, four-, and
five-star hotels. Table 5 presents the emerging issues from the supervisorial level in three-,
four-, and five-star hotels.
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Table 4. Emerging issues from the managerial level.

5-Star/Respondents and Responses

4-Star/Respondents and Responses

3-Star/Respondents and Responses

1. Career Advancement
- Promotion to a higher level
(Respondent HSM1)

1. Career Development
- Career development programs
(Respondent FT1)

1. Training and Development
- In-house and external training
(Respondent PIM1)

2. Training and Development
- Provision of Mandarin class training for
employees (Respondent HSM1)

2. Benefit Packages
- Panel doctors, paternity leave,
matrimonial leave (Respondent TPHM?2)

2. Benefit Packages
- Staff meals, canteen, annual leave, and
panel clinic (Respondent TPSH4)

3. Productivity

- Better understanding of the workforce to
attract better candidates and retain
present employees for the company’s
future (Respondent DS3)

3. Compensation

- Bonuses now given to staff (Respondent
HGSU2)

3. Compensation
- Recognition for staff and service
employees (Respondent TPHS2)

Table 5. Emerging issues from the supervisorial level.

5-Star/Respondents and Responses 4-Star/Respondents and Responses 3-Star/Respondents and Responses

1. Career Advancement

- Succession plan is secured; employees
know where they are heading and can see
future career plan (Respondent STARM1)

1. Career Development
- Cross exposure, work with sister
company (Respondent FS7)

1. Training and Development
- More training needed (Respondent CS1)

2. Training and Development

- Training, e.g., training within or across
divisions, cross exposure attachment to
another hotel (target for 2015 = 15%)
(Respondent STARD)

2. Benefit Packages

- I will stay here because of what I get
(Respondent TPHM?2)

- Welfare of staff, work closely with staff,
benefits (Respondent FS3)

2. Benefit Packages

- Provision of staff facilities and welfare
such as food and transportation
(Respondent SCS1)

3. Compensation

- Staff welfare should be improved,
especially medication, bonus should be
provided every year, reward and
appreciation for staff, e.g., annual dinner
(Respondent SCS2)

3. Benefit Packages
- Benefits matter; no point of higher salary
if not happy (Respondent HS2)

3. Compensation
- Benefits for staff and associates, can earn
points (Respondent FS4)

4. Working environment
- Less stress compared to previous
company (Respondent CS4)

As outlined in Table 4, the emerging issues from the supervisorial level in the five-star
hotels were career advancement, training and development, and benefit packages. In the
four-star hotels, the respondents pointed out several issues related to career development,
benefit packages, and compensation in their organisation. As for the three-star hotels, the
issues faced at the supervisorial level were training and development, benefit packages,
compensation, and working environment. Tables 3 and 4 show that most hotels had
common issues in their organisation, e.g., the benefit packages and compensation offered to
their employees. In the three-star hotels, an additional issue pointed out by the respondents
was the working environment. While many factors influence an employee’s decisions to
change jobs, an excellent benefit package could impact their decision to stay [56]. Many
prospective employees measure a job offer by its compensation and benefit package. Thus,
a solid and attractive benefit package would attract employees in their search for security
and stability. A generous benefit package communicates to top talent that the company
cares about its employees and is stable enough to offer such benefits [57].

4.2. Proposed Sustainable Human Resources Framework for the Hotel Industry

The development of this framework began by identifying themes guided by the research
objectives of this study. The key themes were extracted and coded to develop the main
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themes. From the emerged themes, the previous model of sustainable HRM was referenced
to develop a novel sustainable human resource framework, as shown in Figure 3.

From Figure 3, it can be observed that the proposed model emphasises employees
and the organisation instead of merely considering HRM functions and roles. This can be
seen in the cohorts of “Employee” and “Organisation Resources and Strategic Objective”.
From the organisation perspective, this implementation contributes to economic value,
organisation flexibility, and viability [58]. From the employee perspective, HRM should
focus on monetary rewards and compensation, working environment, and training and
development. The proposed framework underpins the organisation and employee per-
spectives. Therefore, it can be postulated that the framework in Figure 3 is relevant to the
current demographic workforce of the hotel industry. Furthermore, the model’s variables
emerged through empirical data gathered from hotel employees, representing an authentic
and organic source. Hence, it is more reliable and relevant for HRM in the hotel industry.

New Human Resource Management Practices
i) Rewarding creativity

ii) Caring attitude of management

i) Organizing relevant training

— | iv Career development opportunities

Retention Factor Key Success Factor
i) Wworking of Retention .
Environment i) Working Embedded in
i) Reward and Environment
iti i) Benefit Packa
iii) E,;cﬁg%f["m" iii]) Caring o= Human Resource Management Policy
Packages Management __ | 1) Compensation and benefit packages
iv) Career i) Caring management culture
Advancement iii) Training and development
v) Rewards and iv) Rewards and recognition
Recognition
v X
Organisation Resources and

—| Employee

Strategic Objective
; I
i) Monetary
Rewards and Human Resource
Compensation Management
Packages *| Practices and
il) Working Policy
Environment
iii) Training and
Development

L

i) Rewarding creativities

iy Caring attitude of management
iiiy Organising relevant training
iv) Career development opportunity

l

Sustainable Human Resource Management Framework

Figure 3. Proposed framework for sustainable human resource management.

The relationship between the previous sustainable human resource management
model in [38] and the newly proposed model shows a similar pattern, whereby values in
the “companies” pillar of the former is consistent with the “training and development”
cohort of the latter. These factors can be implemented by and applied to organisations in
the industry. It is undeniable that retaining employees in the long term would benefit the
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hotel industry while also benefiting the employees in terms of their skills and knowledge.
The findings from this study and the proposed model are essential for HR specialists to
consider and implement in their respective organisations.

5. Discussion and Conclusions

This paper achieved its research objectives, which were (i) to determine the key
emerging issues that affect HR practices and management in the current employment
context and (ii) to propose a sustainable HR framework for the hotel industry. Emerging
issues affecting human resource practices were identified according to the types of hotels
and respondents. From the managerial level, the emerging issues in the five-star hotels were
career advancement, training and development, and productivity. In the four-star hotels,
the emerging issues were career development, benefit packages, and compensation. In the
three-star hotels, the emerging issues were training and development, benefit packages,
and compensation. Emerging issues from the supervisorial level in the five-star hotels
were career advancement and training and development. In the four-star hotels, the
emerging issues that were identified were career development, benefit packages, and
compensation. In the three-star hotels, the emerging issues were training and development,
benefit packages, compensation, and the working environment.

From the proposed model shown in Figure 3, a comparison of HR practices from
previous HRM models can be made. The Guest Model of HRM emphasized differentiation,
quality, and cost of management, while the proposed model in Figure 3 emphasized new
HR practices, namely rewarding creativity, caring management, relevant training, and
career development opportunities for employees. For the Harvard Model, the model
emphasizes on the responsibility of the managers in ensuring that organizations achieve
their strategic goals by maximizing HR activities such as recruitment, selection, appraisal,
and promotion. The Ulrich Model was specifically meant to organize human resource
functions in organizations. However, this model was designed for large complex orga-
nizations, especially those with geographically dispersed operations and only a certain
adaptation of the model was suited for organization management. As for Herzberg’s
Motivation-Hygiene Model, this model was used to study the effect of motivation on
employee attitudes in the workplace.

Above all, the existing HR practices and HRM models seem to focus on the func-
tions, responsibilities, and strategic goals of organization rather than the creativity and
career management of the employees as an important element for sustainability. The
findings contribute to existing literature on the sustainability human resource practices
and management. In terms of education, it offers new perspectives for sustainable human
resource management.

This study also revealed some improvements suggested by the managerial respon-
dents across five-, four-, and three-star hotels. In the five-star hotels, the managers sug-
gested compensation and benefits, training and development, and caring management
as areas that need to be improved. In the four-star hotels, the managerial respondents
suggested empowerment, training and development, and caring management as areas
that need to be improved. In the three-star hotels, the managerial respondents suggested
training and development, the role of human resources in the organisation, and career
advancement as areas that need to be improved.

The proposed sustainable human resource framework for the hotel industry is pre-
sented in Figure 3 and comprises four components. The first component consists of
retention along with the key success factors of retention (working environment, benefit
packages, reward and recognition, and caring management). The second component
involves rewarding creativity, a caring management attitude, and organising relevant train-
ing and career development opportunities. The third component includes the following
new human resource practices being embedded into the human resource management
policy: compensation and benefit packages, caring management culture, training and
development, and rewards and recognition. Finally, the fourth component denotes that em-
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ployee behaviour must be in line with the organisation’s resources and strategic objectives.
When management applies these policies and practices with respect to their employees,
the organisation will gain competitive advantages, thus leading to sustainable human
resource management.

A few pertinent findings were presented in this study along with new human resource
management practices that can be applied for retaining and attracting new employees.
These are rewarding creativity, caring management attitude, and organising relevant
training and career development opportunities. Next, the proposed model can yield a
wide selection of benefits that are of tangible and intangible in nature, representing a
comprehensive approach to successful sustainable HR practices in the hotel industry. In
summary, sustainable HR practices and RBV can be viewed as features of the modern
integral management model, whereby continuous dynamic interaction brings about the
potential for improved competitive advantages as well as the opportunity for HR to prove
its legitimacy and strategic position.

This paper contributes to developing sustainable human resource management in the
hotel industry by identifying existing HR practices that influence current hotel employ-
ment and developing a novel framework. Unlike existing HR models, which are based on
the understanding of different theories [59-61], the proposed framework in Figure 3 was
developed using the resource-based view theory. With the current change in workforce
demographics and other pertinent issues, this model can serve as a guideline for organi-
sations to attract and retain new employees. In doing so, the concept of sustainability in
human resource practices can be implemented by the organisation.

The findings add to the existing literature on human resource management sustain-
ability in the hotel industry. A previous study [3] stated that research on sustainable human
resource management is still at a “pioneering, if not emerging phase”. The authors of [15]
justified the importance of HRM sustainability by highlighting important aspects, such as
the economic and social environment of the organisation. This paper addressed previous
findings and proposed a relevant model for HRM sustainability in the hotel industry that
is in line with the use of this term in other fields [19].

This study provided insight into managing HR personnel and benefits along with
solutions for retaining employees within the developed framework, especially considering
the dynamic environment. Despite the industry facing unprecedented demographic,
economic, and competitive challenges on a global scale, with layoffs and cutbacks becoming
commonplace, several analysts have projected that the tourism industry will be the fastest-
growing segment of the economy over the next 10 years and will account for at least three
out of every ten new jobs created. Developing an effective talent acquisition strategy
is a challenge, especially within the hotel and tourism industry, due to the shortage of
professional and skilled employees.

This study revealed several managerial implications for human resource management
and practices within the hotel industry. First, policies need to be aligned with a diverse
range of personal employee needs. In developing these policies, some essential employ-
ment aspects need to be considered, such as marital and parental status, job responsibilities
and the ability to fulfil work demands, department team cohesiveness, and the number of
employees per department. Potent factors such as competition, technological innovations,
professionalism, and demographics can shape the process of organisational adaptation [15];
thus, these factors should be considered when formalising the process. Above all, younger
employees are focused more on remuneration, training and development, career advance-
ment, challenging work, growth opportunities, and recognition; therefore, older employees
will have mentoring opportunities.

The development in sustainable human resource practices in the hotel industry pro-
vides a new direction for managing and retaining employees. The model highlights more
holistic and relevant new human resource management practices, which include rewarding
creativity, caring management attitude, and relevant training and career development
opportunities within the organisation. Ensuring that these new human resource man-
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agement practices are embedded into organisational policy will involve employees and
resources, whereby organisations can make use of resource-based theory. The involvement
of employees and resources allows HR practices to function properly, leading to their
sustainability. Applying sustainability as a comprehensive approach for human resource
management practices can enable a better understanding of stakeholder relationships,
including employees as the core and precious capital of organisations [19]. It effectively
contributes to the long-term viability of organisations, as it embeds new human resource
management practices, which also serve to enlighten the new working environment and,
thus, ensure the sustainability of HR in the hotel industry.

There are a few limitations to this study. First, this study only involved four
states/regions in Malaysia: Sabah, Penang, Kuala Lumpur, and Pahang. It did not cover the
whole of Malaysia due to budget and time constraints. This limitation can be overcome in a
future study by covering all of the states in Malaysia to confirm the findings and results of
the current study. Second, the use of a qualitative method was a massive, time-consuming
exercise that led to a major increase in the cost of conducting the survey. In addition, data
analysis and interpretation were complex due to the multifaceted nature of the operational,
supervisorial, and managerial respondents, thus requiring critical examination, careful
interpretation, and challenging synthesis. Third, the respondents who participated in this
study included employees with less than 3 years of working experience. Accordingly,
their responses might not comprehensively reflect the true beliefs, attitude, and responses
of the industry. Furthermore, their genuine insight may not have been provided during
interviews due to personal reasons.

A few recommendations are proposed. First, future researchers can adopt mixed
methods or quantitative methods of data collection. Sustainable human resource man-
agement practices can also be expanded by adding factors such as demographic changes,
government regulations, and technological advances by using quantitative approaches.
Second, future researchers can adopt other theories related to human resource management.
Resource-based theory was used in this study; however, others include Maslow’s model
or Herzberg’s two-factor theory. This may further expand the framework or reveal new
findings in sustainable human resource management practices. Finally, future studies can
cover all states in Malaysia to confirm the findings and further validate the framework.
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