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Abstract: Objective: The main objective of this study is to evaluate the impact of sustainable human
resources management (SHRM) and internal communication (IC) on turnover intention (TI) and
employee performance (PER) while assessing the mediating role of organizational attractiveness (AT)
over these relationships. In this sense, this study intends to evaluate the effect of SHRM and IC on
employee PER and TI, with AT acting as the mediator in a joint model of analysis. Methodology:

To achieve the aforementioned purposes, a cross-sectional quantitative study was prepared using
the Structural Equation Model (SEM). In total, 177 individuals participated in the study. Regarding
gender, 62.4% were female. Participants came from all districts of Portugal and were aged from
21 years old to over 55 years old. Results: The main results show that both SHRM and IC are
significantly correlated with AT, PER, and TI. Additionally, AT has a total mediation effect in the
relationship between SHRM, PER, and TI and also between IC, PER, and TI. Practical implications:

These results seem to support the need for organizations to invest in combined strategies and practices
that aim to intertwine SHRM and IC towards the benefit of the worker. Both areas have been shown
to have solid effects over PER and TI, as well as on the development of favorable worker perceptions
that identify the organization as a good place to work. Practitioners should look at both SHRM and
IC as valid ways of stimulating the quality of the worker–organization relationship. Incorporating
these areas into common strategic planning and consecutive practices seems advisable regarding
workers’ performance and employee retention.

Keywords: sustainable human resources management; internal communication; attractiveness;
performance; turnover intention

1. Introduction

Sustainability is hardly a recent subject with regard to human resources management
(HRM) or research into communication. The subject has been the center of wide discus-
sions from practitioners and researchers aiming to discover valid ways of enhancing firm
competitiveness through sustainability for quite some time (e.g., Elkington 1998). The
subject has been brought towards the attention of HRM over the last decade, as managers
and researchers became interested in understanding how to build effective and impactful
sustainable HRM (SHRM) practices (e.g., Ehnert et al. 2014; Wikhamn 2019). The idea of
providing HRM with a focal relevance towards the maximum aim of supporting corporate
sustainability (CS) development goals has gathered support from those who see it as a valid
way of renewing the area’s strategic centrality. Likewise, communication professionals
and researchers have also been exploring the challenges facing those seeking to realize

Adm. Sci. 2023, 13, 24. https://doi.org/10.3390/admsci13010024 https://www.mdpi.com/journal/admsci1
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sustainability goals. As internal communication (IC) deals with the critical aspect of how
information is managed within the organization, it is a central aspect for assuring workers’
involvement with the strategic sustainability compromises of their firm.

It is interesting to see that, commonly, the areas of HRM and IC are considered inde-
pendently from one another in terms of the development of internal policies, practices, or
procedures aimed towards workers. This reality is mainly due to HRM and IC profession-
als not necessarily sharing the exact same starting points of analysis over organizations’
development needs, as HRM is closely related to management orientations and IC is closely
related to communication orientations. The area of HRM starts from HR being regarded as
a matter of investment towards the maximization of productivity benefits. On the other
hand, the area of IC emerges from an understanding that workers have informational needs
that deserve adjusted forms of information dissemination regarding the existence of differ-
ent internal publics. These starting points have led to the formation of distinctive kinds
of practices (that can be developed independently from one another) that aim to attain
diverse outputs. Both areas, however, agree over the importance of internal investment,
and also agree that workers are a key element in organizational development. As managers
and researchers traditionally make attempts to “search for gold” in order to find renewed
ways of stimulating relevant outputs, generating alignment between both areas seems an
appealing idea to search for. To stimulate proximity between these areas, organizations
need to have sufficiently strong strategic compromises to bridge the two areas. Thus, there
is an immediate question that has come to our attention: can SHRM and IC stimulate
similar attitudinal and behavioral responses in workers?

This study’s main research questions are the following: what is the predictive effect of
SHRM and IC on workers’ performance (PER) and turnover intention (TI) and does the
perception of organizational attractiveness (AT) mediate these relationships?

2. Literature Review

2.1. Sustainable Human Resources Management and Internal Communication

The new millennium worldwide agenda has brought the sustainability issue to the fore-
front in terms of countries’ development concerns. The current Sustainable Development
Goals (SDGs) approved by the United Nation’s General Assembly on the 25 of September
2015 have worked as an effective source of motivation that has pressured governments to
consider environmental protection alongside their desire for economic prosperity. An im-
portant milestone for this current agenda was, without a doubt, the work carried out by the
Brundtland Commission. This commission was a United Nation’s sub-organization created
in 1983 with the purpose of bonding countries to sustainable development concerns. In
1987, the Brundtland Commission was dissolved after releasing the report “Our Common
Future” (also known as the Brundtland Report) (Brundtland Commission 1987). The report
was effective at emphasizing environmental concerns as a core element of government
policies and defined sustainable development as “development that meets the needs of the
present without compromising the ability of future generations to meet their own needs”
(p. 43). Current SDGs share the philosophical alignment of the Brundtland Report.

Research into combining HRM and sustainability has been gathering contributions
related to the SDGs, notably the (a) economic growth and (b) decent work SDGs, thus
resulting in a visible trend in research on HRM (e.g., De Prins et al. 2014; Diaz-Carrion et al.
2018; Raveenther 2020). While this SHRM research trend is growing within HRM literature,
existing research is still characterized by a focus on the impact of SHRM on business and
on society (e.g., Randev and Jha 2019; Raveenther 2020) and not so much on discussing
how to proceed (e.g., Ehnert et al. 2019).

SHRM consists of a way of permitting the “achievement of financial, social and
ecological goals while simultaneously reproducing the HR base over a long term” (Kramar
2014, p. 1084). It may also be defined as “the adoption of HRM strategies and practices that
enable the achievement of financial, social and ecological goals, with an impact inside and
outside of the organization and over a long-term horizon” (Ehnert et al. 2016, para. 90).
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Thus, it represents a long-term compromise with the cause of sustainability, inviting
organizations to set up a display of HR practices seeking to “minimize the negative impacts
on the natural environment and on people and communities, and acknowledges the critical
enabling role of CEOs, middle and line managers, HRM professionals and employees”
(Kramar 2014, p. 1084). Consequently, SHRM may be a quite viable way of enabling
employee integration into the organization’s sustainability strategy.

Research under the remit of SHRM covers diverse topics. A very compelling classifica-
tion typology is delivered by Ehnert et al. (2019), in which the authors propose four types
of SHRM: (a) Socially Responsible HRM (type 1). A trend in research oriented towards
the link between HRM and corporate social responsibility, majorly based on approaching
in what way the firm’s HR systems and practices capture CSR concerns. (b) Green HRM
(type 2). A trend in research aimed at investigating employee involvement in the orga-
nization’s environmental sustainability strategy. (c) Triple Bottom Line HRM (type 3). A
trend in research approaching HR functions that is pointed towards the people-oriented
practices that encapsulate triple bottom line influences and how they shape HRM actions.
(d) Common Good HRM (type 4). An underdeveloped research trend aiming to deliver
business models addressing “the call for a new paradigm by redefining the purpose of
business in terms of common good values” (p. 5). This area of research also seeks to outline
the ways in which HRM can “support business leaders and employees in contributing to
ecological and social progress in the world” (p. 5).

From a pragmatic perspective, Gomes and Santos (2022) arranged existing literature
within this field according to three core components of SHRM, in which each compo-
nent makes its own contribution under the broader goal of developing sustainable HRM
strategies and practices. Each component bears unique sets of action, thus facilitating the
construction of pragmatic means of developing sustainability through the way people are
managed according to sustainability strategies. The components are as follows: (1) Green
HRM includes HR policies and practices that are intended to centralize a firm’s resources
towards supporting workers’ ecological awareness, in which the practical implications are
based on the shaping of HR practices for environmental actions. (2) Ethical and Socially
Responsible HRM is directed towards the implementation of ethical premises in HRM
practices and policies that aim to enrich organizational social performance within CSR
performance. (3) Interactionist HRM is directed towards the development of consistent
worker involvement in their company’s sustainability efforts. For this matter, this com-
ponent calls attention to the need to enrich workers with stimuli regarding sustainability
goals, in which, based on the functions and prospects of IC, both SHRM and IC should be
outlined and prepared with solid contact points.

By definition, IC refers to the “strategic management of interactions and relationships
between stakeholders at all levels within organizations” (Welch and Jackson 2007, p. 183).
Thus, IC is a strategic area that permits organizations to produce value creation by dealing
with the strategic management of information and communication within the organization.
For this purpose, Verghese (2017) argues that IC (1) enables employees to be educated con-
cerning culture and values, (2) encourages the involvement of employees in the business,
(3) aligns the employee’s actions with the needs of customers, (4) allows for the integration
of new employees, (5) stimulates the sharing of internal information, and (6) supports lead-
ership processes and outputs. IC is a strategic tool that can be used for information sharing
and the creation of bonds between the workers and the organization, which thus helps
build an organization’s culture. According to Westphalen (1998), IC assumes three main
strategic global functions: (1) information exposition, (2) information transmission, and (3)
the inclusion of workers in the organization’s reality and purposes. These global functions
are central to the development of internal strategic agendas related to an organization’s
superior intentions, such as sustainability compromises. Ćorić et al. (2020) suggest that IC
deals with all communication that takes place inside a given organization and represents
shared ideas and information, as well as the stimulation of attitudes and behavior that
support the organization in meeting their objectives.

3
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Designing IC strategies and practices demands action plans that have been developed
in accordance with global strategic orientations. A very compelling way of considering how
to manage IC deals with the symmetrical communication perspective model (Grunig 1992).
The main idea surrounding the model here considered is that whenever IC is developed in
accordance with symmetry, it will more likely stimulate openness and reciprocity concern-
ing organizational values, culture, and practices, as well as openness between managers
and organizations on the basis of mutual understanding and acceptance (Yue et al. 2020).

Grunig (1992) postulated that asymmetrical communication is unbalanced by nature as
it only considers the top-down circuit of information inside an organization to be relevant.
On the other hand, symmetrical communication is based on the notion that the information
that circulates from a top-down perspective is as important as the information that circulates
in a bottom-up circuit, implying that the workers are a very important and critical aspect in
the growth of an organization’s IC strategies. Thus, symmetrical communication allows
for the interests of the organization and the worker to be presented, in which both sides
are respected and considered in a similar way (Men and Stacks 2014). The notion of open
communication and reciprocity, as well as negotiation between organization and workers,
is thus widely accepted and desired, with the maximum goal of promoting ideas based
on mutual respect that consider and involve both top-down and bottom-up circuits of
information (Yue et al. 2020).

An analysis of the collaboration between sustainable HRM and IC seems not only
possible but advisable. Despite the areas of HRM and IC being rooted in different ori-
entations under different theoretical and practical guidance, both areas share a common
concern: the workers. The area of IC has its roots in communication theory and mostly
views the workers as internal publics having internal needs. On the other hand, HRM is
rooted in management theory and is concerned with the development of HRM practices
that result in relevant productive processes. From a holistic perspective embedded within
the sustainability compromise, it seems quite possible and interesting to conceive that
both areas could share a common alignment that is pointed toward valuing workers. Both
SHRM and IC aim to develop activities and structures of action that favor workers within
their productive processes. Stimulating interactive policies between SHRM and IC under
the sustainability umbrella may very well be a valid path to follow. However, to understand
how and if this is manageable, there is a fundamental empirical research question worthy
of consideration: can SHRM and IC stimulate similar attitudinal and behavioral responses
in workers, thus justifying the bridging of these areas?

2.2. Organizational Attractiveness, Performance, and Turnover Intention

Organizational attractiveness relates to the degree to which an organization is per-
ceived as a good place to work or to the desirability of having a work relation with a
given organization (Aiman-Smith et al. 2001). Due to the importance of this indicator,
several researchers have dedicated their efforts toward an understanding of attractiveness
predictors and consequences (e.g., Joseph et al. 2014; Krys and Konradt 2022), especially in
the context of understanding which factors determine the attraction of an organization to a
worker in recruitment or employee retention contexts (Collins and Kanar 2013).

Several attractiveness predictors are known, such as person–organization fit (e.g.,
Lievens et al. 2001; Cinar 2019), job and organizational attributes (e.g., Gomes and Neves
2010; Gomes and Neves 2011; Lievens 2007; Roongrerngsuke and Liefooghe 2013) proce-
dural justice (e.g., Ranjan and Yadav 2018), workplace authenticity (e.g., Reis et al. 2017),
prior work experiences (e.g., Gomes and Neves 2010) and corporate social responsibility
(Story et al. 2016). Attractiveness has also been associated with several relevant conse-
quences for organizations, such as job pursuit intentions (e.g., Khan and Muktar 2020),
intention to apply to a job vacancy (e.g., Gomes and Neves 2019), employee engagement
(e.g., Slåtten et al. 2019), turnover intention (e.g., Ranjan and Yadav 2018; Slåtten et al. 2019),
employee performance (e.g., Nguyen et al. 2021), and employer brand perception (e.g.,
Joglekar and Tan 2022).

4
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However, it is interesting to see that, despite attractiveness being known for its associa-
tion with relevant organizational indicators, not much is yet answered regarding its relation
to internal communication. We were able to locate a study worthy of consideration in this
matter, which indicated a promising association between IC satisfaction and attractiveness
(Tkalac Verčič et al. 2021); this study explored the effect of IC on employee engagement
and attractiveness, in which results showed a positive and significative association.

Also relevant and worthy of consideration is a certain absence of knowledge regard-
ing the relationship between SHRM and organizational attractiveness, despite relevant
clues seeming to suggest a relation. Existing research presents concrete evidence of an
association between green human resources management and organizational attractive-
ness (e.g., Umrani et al. 2022; Merlin and Chen 2022; Chaudhary and Firoz 2022). This
relation seems expected and justified by the importance of green HRM to current workers’
evaluation of the values that their employer holds. Likewise, the relationship between
CSR and attractiveness is also known (e.g., Duarte et al. 2014; Agnihotri and Bhattacharya
2021). Furthermore, the association between sustainable HRM and attractiveness has also
been worthy of consideration, showing promising positive and meaningful associations
in both conceptual (e.g., App et al. 2012) and empirical studies (e.g., Jafri 2021). Also
worthy of consideration regarding this issue is a study developed by Merlin and Chen
(2022), in which the authors found green human resource management to have a positive
and significant influence on organizational reputation and organizational attractiveness.
Likewise, Chaudhary (2020) also established a positive relationship between green human
resources management and organizational attractiveness, in which attractiveness played a
mediatory role in explaining the intention to pursue a career in an organization.

Due to this existing evidence, it seems that both IC and SHRM are associated with
organizational attractiveness, and we thus propose the following hypotheses:

H1: Internal communication is positively and significantly related to organizational attractiveness.

H2: Sustainable HRM is positively and significantly related to organizational attractiveness.

Employee performance has been a subject of interest in many studies, as understanding
how to predict an employee’s efficiency or effectiveness in work contexts is a critical matter
for every organization. It is considered as the duties and tasks that are committed to
within the organization and that must be performed according to the goals prepared
and determined by the organization (Liao 2009). The association between HRM and
performance is known and seems to be quite stable based on the assumption that people
are a strategic asset to organizations (e.g., Kazlauskaite and Buciuniene 2010). Several
empirical studies have shown a link between HRM and employee performance in different
contexts. For instance, Alsafadi and Altahat (2020) found a positive and meaningful
association between HRM practices and employee performance. In the same manner,
Mahfouz et al. (2021) observed that HRM practices have a significant impact on employee
performance in a relation mediated by employee commitment.

Another aspect deserving consideration is renewed interest regarding the link between
HRM and employee performance, which has arisen due to the sustainability issue in HRM.
Empirical evidence regarding the relationship between SHRM and employee performance
is still scarce, despite relevant indications showing the research effort that should be made
to evaluate the relation. Jerónimo et al. (2020) developed a very interesting study showing
that the relation between SHRM and employee performance is not a direct one and is
mediated by either perceived organizational rationale for sustainability or organizational
identification. Furthermore, Tortia et al. (2022) found compelling results showing that
SHRM practices related to involvement and workload positively influence performance. In
a similar way, Manzoor et al. (2019) found that sustainable HRM practices, such as selection,
participation, and employee empowerment, have a significant and positive influence on
employee job performance.

Following the same reasoning, the relationship between IC and employee performance
is also very important to establish. The idea that the way how an organization informs
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their workers and manages communication channels within the organization influences
performance and productivity seems valid. Existing evidence, though scarce, seems to
validate the relation. For instance, Titang (2013) provided empirical evidence regarding
this relation, showing that IC has a significant impact on employee performance and that
employee performance may be stifled due to inadequate communication structures. In the
same line of research, Polycarp (2022) found that IC has a significant positive relationship
with staff performance. Thus, it seems appropriate to suggest that both SHRM and IC
should have a positive and meaningful association with employee performance. According
to our line of reasoning, we propose the following hypotheses:

H3: Internal communication is positively and significantly related to performance.

H4: Sustainable HRM is positively and significantly related to performance.

The ability for an organization to produce depends on workers putting their talent up
to the challenge of succeeding organizational goals, and thus retaining skillful workers will
always be a priority for top managers. Understanding ways to avoid employee turnover is
a vigorous challenge for modern organizations and is crucial if competitive organizations
are to remain stable in terms of their long-term viability. This is because high turnover rates
result in high recruitment costs and training requirements, a loss of experienced workers,
and negative impacts on a company’s performance (Ton and Huckman 2008).

Employee turnover intention (TI), by definition, is the employee’s willingness to vol-
untarily abandon their current career at an organization (Lazzari et al. 2022). Studying what
determines turnover intention and understanding valid ways of controlling employee’s
voluntary abandonment of organizations has been a matter of interest among researchers
for quite some time, despite some doubts persisting over a complete perspective regarding
relevant predictors. Nevertheless, several determinants of TI have been established, includ-
ing intrinsic and extrinsic motivators (e.g., Miao and Rhee 2020), emotional intelligence
(e.g., Ouerdian et al. 2021), CSR perceptions (e.g., Gaudêncio et al. 2020) emotional stability
and organizational commitment (e.g., Tsaousoglou et al. 2022), job satisfaction (e.g., Jenkins
and Thomlinson 1992), work–family conflict (e.g., Ribeiro et al. 2021a, 2021b), authentic
leadership (e.g., Ribeiro et al. 2020b), organizational justice (e.g., Mengstie 2020), HRM
practices (e.g., Memon et al. 2021), job characteristics (e.g., Ahmad 2018), training satisfac-
tion and work engagement (e.g., Memon et al. 2016), leaders’ coaching skills (Romão et al.
2022), and burnout (Gomes et al. 2022).

An overview of the content of IC and sustainable HRM research suggests that both
indicators should be significantly and negatively related to employee’s turnover intention.
When searching for valid predictors of employee’s TI, it seems that both IC and SHRM work
well for organizations as structures that aid in predicting TI. In accordance, we propose the
following hypotheses:

H5: Internal communication is negatively and significantly related to turnover intention.

H6: Sustainable HRM is negatively and significantly related to turnover intention.

When considering the revisions presented earlier, as well as the foreseen associations
between IC, SHRM, organizational attractiveness, TI, and performance, we believe that
an integrative and holistic model of analysis is possible to propose. The sequence of
relationships we are proposing may be justified by the Theory of Reasoned Action (Fishbein
and Ajzen 1975). Using the rationale suggested by this theoretical framework, there
are a sequence of steps that explain behavior intention and behavior. A person’s beliefs
concerning the characteristics and attributes of an object determine an attitude, which is a
personal positive or negative evaluative positioning regarding the object itself. A person’s
behavioral disposition results from attitudinal positioning regarding the object. Using the
theoretical reasoning provided, we propose that both IC and SHRM may function as beliefs
(descriptively formed beliefs) (Fishbein and Ajzen propose that individuals are able to form
beliefs in several ways: informationally, through acceptance of information regarding an
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object; descriptively, based on an individual’s experience facing an object; or inferentially,
based on inferences beyond observable events) about the organization that can shape
favorable or unfavorable attitudes. Organizational attractiveness results from the belief
formation process (subsequently leading to the status of attitude) as it deals, by definition,
with the favorable positioning of an organization as a good place to work. Lastly, both TI
and performance have the status of behavioral intention outputs. As such, we propose that
TI and performance results from a process in which organizational attractiveness acts as a
mediator in the relationship established between IC and sustainable HRM. According to
the reasoning made, we propose the following mediation hypotheses:

H7: Organizational attractiveness mediates the relation between internal communication and
performance and between internal communication and turnover intention.

H8: Organizational attractiveness mediates the relation between sustainable HRM and performance
and between sustainable HRM and turnover intention.

3. Method

Sample and Procedure

A quantitative methodological approach was conceived to best explore this study’s
purposes and hypotheses through the use of a cross-sectional study design. Concerning the
data collection procedure, a questionnaire was prepared on the Google Forms platform and
made available on social networks from 15 June to 30 of July 2022, which thus provided
a diverse group of participants for the study. The questionnaire was prepared using
recommendations from Podsakoff et al. (2003), and the following indicators were built
to measure the study variables through a Likert scale with scores ranging from 1 (totally
disagree) to 5 (totally agree) regarding the statements presented:

Internal communication: 6 items used based on Dozier et al. (1995) (α = 0.95). Sample
item: “most communication between management and employees can be said to be two-way
communication”.

Sustainable human resources management: 6 items used based on Xuan et al. (2021)
(α = 0.96). Sample item: “in my organization HRM follows a sustainable development orientation”.

Individual performance: 4 items used based on Rego and Cunha (2008) and Staples
et al. (1999) (α = 0.79). Sample item: “I am an effective employee”.

Turnover intention: 3 items used based on Bozeman and Perrewé (2001) (α = 0.79).
Sample item: “I am actively searching for an opportunity to leave the organization”.

Organizational attractiveness: 4 items used based on Aiman-Smith et al. (2001) and
Highhouse et al. (2003) (α = 0.95). Sample item: “this organization is very attractive as a place
to work”.

The study sample was a non-probabilistic convenience sample composed of 177 partic-
ipants. Regarding qualifications, the sample included participants with different qualifica-
tions levels (9.8% mandatory education; 45.7% graduate degree; 12.7% postgraduate level;
31.8% master’s degree and above). Regarding gender, 62.4% were female. Regarding age,
the highest percentage of participants fell in the 39 to 54 age group (56.1%), followed by
those up to 38 years old (27.2%) and those over 55 years old (16.8%). Regarding seniority in
the company, the majority of participants had worked in their organization for more than
15 years (38.7%), followed by those that had worked in their organizations for between
1 and 5 years (28.3%) and those that had worked in their organizations for between 6 to
10 years (15%).

4. Results

4.1. Statistical Procedure Overview

We carried out the Harman technique to assure that data did not suffer from com-
mon method bias. We also applied bootstrapping (at n = 1000 units) to permit re-sample
distribution by calculating “the statistic of interest in multiple re-samples of the data
set and by sampling n units with replacement from the original sample of n units”
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(Preacher et al. 2007, p. 190). The usefulness of the bootstrap methodology has been noted
(especially when accessing indirect effects) as the tests reliably detect whether sampling
distribution of the mediated effect skews away from 0.

We developed our statistical procedures using a Structural Equation Model (SEM) and
also tested the study hypothesis using the SEM due to overall fit indices being provided
when estimating relationships between variables. For estimating model fit, the Tucker–
Lewis index (TLI), comparative fit index (CFI), incremental fit index (IFI), root mean square
error of approximation (RMSEA), and χ2 values are reported.

4.2. Data Analysis

Data were analyzed in sequential stages to better understand the results achieved.
We have presented the results of the correlation matrix of the study variables that shows
how the variables of the study correlate with each other. After this analysis, how the study
hypotheses were tested is presented, notably the mediation hypotheses foreseen in the
model of analysis.

Table 1 displays the means, standard deviations, and correlations among the variables.
The analysis presented in Table 1 shows significant correlations between the variables.
Regarding reliability, our tests show that the Cronbach alpha values demonstrated strong
internal reliability. Furthermore, we also tested the Composite Reliability (CR) and Average
Variance Extracted (AVE) of all study variables, with solid values obtained by following
Fornell and Larcker’s (1981) recommendations.

Table 1. Correlation Matrix.

MEAN S.D 1. 2. 3. 4. 5 CR AVE

1.
SHRM

3.19 1.19 (0.96) - - - 0.962 0.836

2. AT 3.58 1.03 0.75 * (0.95) - - 0.954 0.838
3. PER 4.10 0.56 0.31 * 0.35 * (0.79) - - 0.810 0.526
4. IC 3.31 1.05 0.84 * 0.76 * 0.27 * (0.95) - 0.946 0.747
5. TI 2.39 1.23 −0.47 * −0.66 * −0.21 * −0.50 * (0.91) 0.910 0.772

Cronbach alpha values reported in parentheses. * Correlation is significant at 0.01 (two-tailed). Note: the data
displayed in the table relate to this specific study.

It is possible to see that all study variables are significantly and positively correlated
with each other. Sustainable HRM is positively and significantly correlated with attractive-
ness (r = 0.75), as well as with performance (r = 0.31) and internal communication (r = 0.84);
however, it is negatively correlated with turnover intention (r = −0.47). It is also possible to
see that attractiveness is positively and significantly correlated with performance (r = 0.35)
and internal communication (r = 76) while being negatively correlated with turnover in-
tention (r = −0.66). In addition, internal communication is positively and significantly
correlated with performance (r = 0.27) and negatively correlated with turnover intention
(r = −0.50). Lastly, performance was negatively and significantly correlated with turnover
intention (r = −0.21). These results seem to suggest that both sustainable HRM and internal
communication are associated with important organizational outputs, such as how well an
organization is perceived as being a good place to work, worker performance, and workers’
intentions to abandon an organization. The results also suggest that sustainable HRM and
internal communication are well associated with each other, suggesting the notion that
these areas may be stimulated in a cohesive manner with the aim of developing relevant
organizational outputs.

We also conducted additional tests using the SEM. Analysis of the goodness-of-fit of the
theoretical model showed good fit of the data (χ2 (221df) = 479,734, p ≤ 0.05; RMSEA = 0.08;
CFI = 0.94; TLI = 0.93; IFI = 0.94) with bootstrapping (n = 1000). An alternative single factor
model of analysis revealed unacceptable fit indices. Figure 1 presents the theoretical model
of analysis.
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Figure 1. Theoretical model of analysis. Note: this figure was built based on the data retrieved for
this study specifically.

The estimates of the model provide evidence for hypotheses testing. Path analysis
was performed to assess H1 to H6, revealing that both H1 and H2 were supported. Both
IC (β = 0.478; p sig. < 0.05) and sustainable HRM (β = 0.357; p sig. < 0.05) were revealed
to be positively and meaningfully related to organizational attractiveness. These results
support the important notion that both the IC and SHRM areas of action directly influence
how an organization is appraised as a good place to work and reinforce the possibility that
intertwined sets of action between SHRM and IC are pertinent and appropriate. Regarding
H3 and H4, results revealed that there is no significant path effect between both IC (β = 0.108;
p sig. n.s.) and SHRM (β = 0.092; p sig. n.s.) and performance. In the same way, H5 and H6
were not supported as results did not reveal a significant path effect between both IC (β
= 0.046; p sig. n.s.) and SHRM (β = 0.003; p sig. n.s.) and turnover intention. The results
of these non-confirmed hypotheses suggest the need to evaluate whether the relations
between IC and sustainable HRM and turnover intention and performance are in fact
indirect (in accordance with what is foreseen in H7 and H8) by estimating the indirect effect
of attractiveness as a mediator in these relationships.

To test for the mediation hypotheses (H7 and H8), we followed Kenny and Judd’s
(1984) directions for estimating mediation effects using an SEM. For total mediation effects,
the indirect effect (via mediator) should be significant, whereas the direct effect should be
non-significant. For partial mediation effects, the direct effects should be significant and
so should the indirect effects (via mediator). Table 2 shows the standardized direct and
indirect effects verified in the theoretical model.

Table 2. Theoretical model’s standardized direct and indirect effects.

Path
Direct Effect Indirect Effect

(D.E) (I.E.) via Attractiveness

SHRM–PER n.s. 0.147; sig < 0.05
SHRM–TI n.s. −0.299; sig < 0.05
IC–PER n.s. 0.154; sig < 0.05
IC–TI n.s. −0.315; sig < 0.05

Note: the data presented in the table relate to this specific study.

9



Adm. Sci. 2023, 13, 24

In accordance with our results, it is possible to see that there is evidence of a signifi-
cant total mediatory effect from organizational attractiveness in the relationship between
sustainable HRM and performance (direct effect p = n.s.; indirect effect via mediator = 0.147;
p sig. < 0.05), as well as in the relationship with TI (direct effect p = n.s.; indirect effect via me-
diator = −0.299; p sig. < 0.05). This result suggests that SHRM activates a process predicting
both performance and turnover avoidance intention, with organizational attractiveness as
a valid mediator of both processes. This means that SHRM explains workers’ performance
via attractiveness, implying that the way how an organization develops SHRM practices
leads to a related appraisal of the organization as a place to work, and as a result, workers
determine the resulting desire to improve their performance. Furthermore, SHRM has also
shown similar abilities regarding the avoidance of turnover intention. Workers seem to
perceive the organizations’ investment in SHRM as an enhancement of how attractive the
organization is as a place to work, resulting in reduced intention to voluntarily abandon
the organization.

Our results also show that internal communication has similar abilities to those verified
with SHRM. Internal communication showed predictive abilities in terms of performance
and turnover intention avoidance via organizational attractiveness (direct effect p = n.s.;
indirect effect via mediator = −0.315; p sig. < 0.05) and performance (direct effect p = n.s.;
indirect effect via mediator = 0.154; p sig. < 0.05).

These results imply that internal communication can be viewed as a solid path to-
wards improving the way how an organization is evaluated as a good place to work, thus
leading to workers perceiving that they will likely improve their performance and avoiding
intentions to voluntarily abandon the organization. Results also suggest the intertwining
of SHRM and IC in courses of action regarding the maximization of workers’ attitudinal
and behavioral outputs. Thus, these results support H7 and H8.

5. Discussion and Conclusions

5.1. Discussion

Organizational studies are quite wide in terms of research interests for studies into
the employee–organization relationship (e.g., Duarte et al. 2019; Ribeiro et al. 2020a;
Balaskas et al. 2020; Gomes et al. 2021; Wiefek and Heinitz 2021). Within the wide plethora
of relevant and current remits of investigation, the subjects of avoiding turnover intention
and stimulating employee performance present themselves as key matters for promot-
ing organizational success. Despite existing research into the turnover and performance
subjects indicating clues for empirical research development and practitioners’ courses of
action, understanding if and how sustainable HRM and IC work together in solving this
important issue is an open research question.

As mentioned earlier, the most common approach to studying the predictive abilities
of HRM and IC is to consider them to be independent from one another, thus leading to a
lack of research that aims to build bridges between them. Consequently, it is quite usual
to manage the development of HRM and IC policies independently, despite both areas
sharing the worker as the nuclear element that promotes organizational success.

Developing research with the agenda of understanding the determination of turnover
intention and employee performance under the sustainability approach of HRM in con-
nection with IC premises of action was thus an attempt to contribute toward the “search
for gold” (having workers well aligned with the organization’s development intentions).
With this study, we have tried to understand if the sustainability challenge helps to bridge
the areas of HRM and IC to each other. We also sought to understand whether sustainable
HRM and IC have similar properties regarding the stimulation of workers’ attitudinal and
behavioral responses, which could thus justify intertwining the areas. Our main results
show that internal communication and sustainable HRM have shown predictive abilities in
terms of performance and turnover intention avoidance via organizational attractiveness.
Our results reveal interesting remarks worthy of consideration regarding the theoretical,
empirical, and practical perspectives.
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5.2. Conclusions

In what can be considered the theoretical contributions of this study, we believe that
sustainability compromises help to oversee and revisit HRM’s remits of action. When
considering the common strategic functions and courses of responsibility attributed to this
management area (e.g., Pfeffer 1994; Lawler et al. 1995; Orlitzky 2007), one can conclude
that they are insufficient when facing current and future challenges for these managers,
despite them being unquestionably well established. HRM is and will be a strategic
area for organizational development, especially if approached under a wider umbrella of
responsibilities (notably those facing an organizations’ sustainability projects). Our results
show that sustainable HRM has the ability to stimulate favorable attitudes regarding seeing
the organization as a good place to work and can determine a distal process leading to
turnover intention avoidance and performance improvement. This result deserves to be
revisited in further studies attempting to stabilize the added responsibilities facing HR
managers that are arising from a renewed sense of orientation toward the development of
sustainability compromises within organizations. A relevant path to follow is the building
of bridges with IC. Our results show that IC has similar abilities in terms of stimulating
workers’ responses; thus, an interesting idea to follow is the development of management
models that foresee IC and HR professionals sharing responsibilities, with the maximum
aim of enriching practices surrounding their workers. According to our results and the
theoretical approach followed, this may be a relevant clue that can be followed in future
research, as the identification of best common practices for sustainable HRM and IC is
yet to be achieved. An additional and interesting study to address would be that of
replicating this study using a sample comparing millennials to non-millennials via multi-
group comparison, since existing research is quite clear in indicating that these two groups
may have different attitudes to work.

Our results also identified relevant challenges that existing research faces in re-
gards to the turnover intention and performance prediction subject (e.g., Titang 2013;
Jerónimo et al. 2020; Miao and Rhee 2020; Ouerdian et al. 2021; Tsaousoglou et al. 2022) by
jointly evaluating the predictive abilities of IC and sustainable HRM in the same model of
analysis. Our results have empirically shown that both sustainable HRM and IC are able to
stimulate a distal process that explains two key elements of concern for managers.

This study also had the aim of stimulating debate between practitioners regarding the
benefits and difficulties of building bridges between sustainable HRM practices and IC
practices. Although worthy of consideration regarding the promising results, intertwining
the areas should be seen as a matter requiring great effort as the areas have their own
well-established courses of action that will be subjected to a renewed challenge. Managers
should view this bridge building as an opportunity to enhance the nature of actions
surrounding the workers (under the umbrella of the sustainability compromises) in a way
that it stimulates how the organization is favorably analyzed and accessed by the workers.
Thus, both HRM and IC managers should receive a clear invitation from top management
to develop common plans of action surrounding the worker and establish the existence
of bottom-up ways that workers can participate in company activities. Following this
reasoning, it seems crucial to annually plan for joint sustainable and IC activities in a way
that one can support the other in the common goal of strengthening the sustainability
project of the organization. For instance, using the opportunities brought by social media
to share relevant information surrounding the organization’s sustainability project in such
a way that workers get to know the HRM practices that have been designed toward the
goal of sustainability and involving workers in these efforts through the appropriate use of
information may very well be a good practice to follow.

6. Limitations and Future Studies

Lastly, although the present study has found compelling results, they should also
be read with the necessary caution and not be interpreted in a generalized way, as this
was a cross-sectional study that shares all the limitations that can be found in similarly
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designed studies. An issue also worthy of consideration is that performance indicators
were measured using a subjective measure of performance.

The results achieved may very well stimulate new models of analysis that share similar
research intentions in terms of widening the research subjects involved in the testing of
different mediator variables that intervene in the path model, such as organizational
commitment or organizational identification. Likewise, it would also prove useful to
widen testing into the joint predictive abilities of sustainable HRM and IC by incorporating
employee identification, perceived support, or employee well-being. Lastly, this research
was developed and carried out in Portugal and thus may not be completely immune to
cultural factors that may have intervened in the results. It would be very interesting to
consider future replication of this study in other countries to further evaluate the reliability
of our results.
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Abstract: Over the last few years, in a continuous and growing way, the motivation of employees has
been studied and it is currently agreed that it is an important work factor that significantly influences
productivity and individual performance in an organisational context. As an influential factor for this
motivation, we can find psychological empowerment in the sense that it gives employees freedom
and confidence. This study aimed to understand the role of psychological empowerment in employee
motivation. Empowerment can be translated, in a business context, into the training and valorisation
of collaborators with a sense of their commitment to better the individual and, consequently, global
performance of the organisation. In this research, empowerment was considered a motivational factor
in achieving organisational objectives. The methodology used was of a quantitative nature based
on a questionnaire survey that aimed to analyse psychological empowerment and the motivation of
620 individuals working in Portuguese organisations in the industry and services sectors. The results
obtained, which were based on a structural equation model, show that psychological empowerment
at work positively influenced employee motivation, with the meaning and self-determination dimen-
sions contributing the most to motivation. The results obtained in the study have the potential to
benefit both employees and organisations, contributing to a more productive and healthy working
environment.

Keywords: empowerment; motivation; meaning; self determination

1. Introduction

We found a wide variety of studies on empowerment framed by psychological factors
and the development of self-evaluation and personal self-worth. Traditionally, empower-
ment is also associated with the growing importance of women’s role in society (de Sousa
and Melo 2009).

In recent decades, empowerment has emerged as a new approach to managing organi-
sations from the perspective that the leader must delegate power and decentralise decision
making. Empowerment will bring change, teamwork and employee accountability. By
knowing the organisation’s strategy, employees will be more involved in the organisation’s
operational and strategic processes and will feel more committed to achieving the desired
results (Rowlands 1997; Wilkinson 1998). In recent years, employee empowerment has
taken on greater importance in various types of organisations, as management practices
that promote empowerment encourage employees to generate positive changes in their role,
which can promote effectiveness and better organisational performance (Matsuo 2019).
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Nowadays, with intense competition in various markets, organisations need qualified
employees who are motivated and committed to the organisation so that they can sustain
superior performance and be an important success factor (Vu 2020).

Motivation is also playing an increasingly important role in various markets, as it
can be a management tool in organisations and a competitive differentiator in companies
(Oliveira et al. 2018). Motivated employees are more productive, perform better and
contribute to the success of the organisation (Carreira et al. 2020).

In this article, we consider empowerment and motivation and show how empowering
employees can be related to their motivation.

Although there is no consensus on a single definition of the concept of empowerment,
the authors are unanimous on its importance for organisations since it promotes the effec-
tiveness, productivity, satisfaction and motivation of employees (Vu 2020); increases their
confidence, commitment and productivity (Nwachukwu 2016); promotes their satisfaction
with their work and organisation (Kumar and Kumar 2017); and increases their intrinsic
motivation and organisational commitment (Andika and Darmanto 2020).

Therefore, understanding how employee empowerment can influence their motivation
is fundamental if organisations are to survive and thrive by taking advantage of their
employees’ potential so that learning, performance and competitiveness are sustainable.
This study sought to contribute to enriching research and deepening the literature on this
subject by presenting a new model.

Previous research on the subject only verified that empowerment influences employee
motivation in general, but did not analyse which dimensions contribute most to this
influence. This study aimed to fill this gap in the literature by showing which dimension
of empowerment most influences employee motivation in order to better understand its
theoretical and practical implications. Following the empirical theory, in particular, the
contribution of Spreitzer (1995), the aim of this investigation was to test the influence of
empowerment in employee motivation by assuming four dimensions of empowerment:
meaning of work, competence at work, self-determination at work and personal impact
at work.

The article is structured as follows: Section 2 discusses the arguments that lead to the
formulation of hypotheses; Sections 3 and 4 present the methods and results, respectively;
Section 5 provides a discussion of the results; and Section 6 discusses the main conclusions
and considers the limitations of the research and suggestions for future research.

2. Literature Review

2.1. Empowering Employees

The concept of empowerment has been defined in the literature in different ways.
Many authors (Kanjanakan et al. 2023; Meyerson and Dewettinck 2012; Randolph 1995; Vu
2020) stated that empowerment means giving employees freedom over certain task-related
activities, which develops trust, motivation and participation in decision making while
allowing for a “transfer of power” from the leader to the employee.

While some authors (Jacquiline 2014; Saif and Saleh 2013) considered that empow-
erment gives employees the authority to make decisions and deal with daily activities,
leading them to be motivated, committed and satisfied in their work, others (Arnold et al.
2000; Kanjanakan et al. 2023; Ma et al. 2021; Spreitzer 1995) argued that the concept of
empowerment goes beyond discretionary power and labour autonomy.

Empowerment recognises the power that people already possess in their wealth of
valuable knowledge and internal motivation (Randolph 1995) and can be viewed from
a structural or psychological perspective (Ma et al. 2021), which reflects an individual’s
feelings of self-control and self-efficacy and focusses on the relationship between leaders
and employees (Arnold et al. 2000).

Spreitzer (1995) considers that empowerment is a multifaceted concept and its essence
cannot be captured by just one dimension. This concept is defined more broadly as an
increase in intrinsic motivation to carry out tasks and is manifested in four dimensions that
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reflect the individual’s orientation towards their role at work: (1) meaning of work (the
value of a goal or work proposal, which is judged in relation to an individual’s ideals or
standards, competence, self-determination and impact), (2) competence (an individual’s
belief in their ability to carry out activities skilfully), (3) self-determination (an individual’s
sense of having a choice when initiating regulatory actions, reflecting autonomy in initiating
and continuing the work and the process) and (4) impact (the degree to which an individual
can influence strategic, administrative or operational outcomes at work) (Spreitzer and
Doneson 2005).

On the other hand, Wooddell (2009) considered that there are four perspectives to
empowerment: (1) common attitude (success in meeting targets, customer orientation and
clarity of goals), (2) organisational support (authority in decision-making, taking respon-
sibility for team effectiveness, risk-taking), (3) knowledge and learning (encouragement
for change, confidence, communication with customers), and (4) fundamental recognition
(awareness and knowledge of the reward system).

Although both theories are accepted and have many points in common, Spreitzer’s
(1995) theory is the most discussed.

2.2. Motivating Employees

Employee motivation has been studied over time, and there is a consensus that it is an
important work factor that significantly influences employee productivity and performance
at both the organisational and individual levels (Frey et al. 2013; Nadreeva et al. 2016).

Although everyone agrees on the importance of motivation at work, there is no agreed
definition of the concept, as it is complex and difficult to realise (Chiavenato 2005).

Motivation can be considered the force that drives professionals to carry out their
duties, leading them to perform their work correctly with pleasure and fulfilment (Oliveira
et al. 2018).

Jufrizen and Sitorus (2021) considered that motivation is the driving force that makes
a member of the organisation willing to do an activity that is their responsibility and fulfil
their obligations.

In general, we can consider that motivation only develops once you have a goal to
fulfil because it is this goal that gives the impetus and mobilises a person’s energies and
guides the intention to achieve something (Gagné et al. 2015). In other words, motivation
can be considered an impulse that exists within a person to do or not do an action in order
to achieve certain objectives of the organisation in which they work (Andreas 2022).

According to Ferreira et al. (2006), motivation is a function of the relationship between
the intensity of work behaviour, objectives and working conditions. The authors (Ferreira
et al. 2006) built an instrument to assess motivation at work (Multi-Moti Scale), which is
based on the theory of motivation with the organisation of work by Hackman and Oldham
(1980), the theory of learnt needs by McClelland (1975), the theory of goal setting by Locke
and Latham (1990), and the theory of organisational involvement processes by Allen and
Meyer (1996).

According to Hackman and Oldham (1980), the psychological states associated with
the acquisition of knowledge, increased responsibilities and knowledge of results are
decisive in how they affect motivation in the workplace, with five important characteristics
to consider: the variety of functions, the identity and meaning of tasks, autonomy and
feedback. Thus, Ferreira et al. (2006) considered “motivation with work organisation” as
one of the variables in the construct.

According to McClelland (1975), there are three basic needs that motivate people to
perform: the need for fulfilment, the need for power and the need for affiliation. Regard-
ing how people’s behaviour is affected by these needs or motives, Ferreira et al. (2006)
considered “achievement and power motivation” as another variable for the construct.

A goal-setting theory by Locke and Latham (1990) shows that setting goals system-
atically increases motivation and performance and has a major impact on the perception
of progress (people can quantify what they are doing), self-efficacy and self-evaluation.
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According to the authors Locke and Latham (1990), setting goals seems to be the best way
to motivate employees and improve their performance levels. Thus, Ferreira et al. (2006)
considered performance motivation to be another variable in the motivation construct.

After analysing the theory of organisational processes by Allen and Meyer (1996), we
realise that involvement is a determining factor in productivity and seems to be associated
with motivation at work. Thus, Ferreira et al. (2006) considered “involvement” to be an
important variable in the motivation construct.

We considered this Multi-Moti scale (Ferreira et al. 2006) to be quite complete and
well-founded, with it being a good instrument for assessing motivation at work.

2.3. The Role of Employee Empowerment in Motivating Employees

According to Vu (2020), employee empowerment is an important success factor for
companies, as it promotes employee participation in decision-making and the genera-
tion and implementation of good ideas, as well as serving as a guideline that promotes
employee effectiveness, productivity, satisfaction and motivation. Also, Meng and Han
(2014) considered that empowerment provides employees with the control, authority and
discretion they need to work autonomously and confidently, increasing their levels of
motivation and performance.

Kanjanakan et al. (2023) stated that empowerment helps to improve the performance
of an individual and an organisation, leading to high levels of motivation among all
employees.

Empowerment increases employee confidence, commitment and productivity
(Nwachukwu 2016). By accepting more responsibility, employees feel motivated to increase
their skills and capabilities, leading to greater commitment to the organisation (Afram et al.
2022; Vu 2020).

Committed and loyal employees can more easily achieve organisational goals, are
more productive, have greater responsibility and job satisfaction, and are satisfied and
highly motivated people (Sahoo et al. 2010). These empowered employees can make better
decisions, which intensifies the organisation’s excellence (Tripathi et al. 2021).

Kumar and Kumar (2017) considered that empowering employees is a motivational
strategy that promotes their satisfaction with their work and organisation. Also, Maynard
et al. (2014) considered that empowerment can play a significant role in maximising
employees’ potential by promoting employees’ intrinsic motivation (Zhang and Bartol
2010).

Since empowerment is a motivational concept of self-efficacy, it is considered that if
employees adopt new roles they will have additional opportunities to achieve their potential
and motivation for various issues and tasks, which can influence their psychological
empowerment and, in turn, their motivation and organisational commitment (Joo and
Shim 2010).

The study by Andika and Darmanto (2020) showed the significant effect that empower-
ing employees has on their intrinsic motivation and organisational commitment. According
to these authors, organisations should improve employees’ skills through empowerment
and intrinsic motivation, as these have very positive implications for their performance
and organisational commitment.

Other studies aimed at the nursing field (Gabra et al. 2019; Saleh et al. 2022) showed
that nurses’ motivation to work is enhanced by their feeling of empowerment, with a strong
positive relationship between these two variables.

The study by Carreira et al. (2020) showed that employee motivation can be improved
through empowerment and task-enrichment practices.

Empowering employees brings advantages to organisations by encouraging them
to have entrepreneurial attitudes and make decisions for themselves, and by provoking
a sense of autonomy and control over their destinies, they foster their motivation and
sense of independence, which translates into greater commitment and extra effort in the
performance of their work (Ramesh and Kumar 2014).
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As we can see, there are several authors who have addressed the role of employee
empowerment in their motivation, which led us to deepen this relationship.

2.4. Conceptual Model and Hypotheses

Considering the relationship between employee empowerment and employee motiva-
tion studied by several authors (Andika and Darmanto 2020; Carreira et al. 2020; Joo and
Shim 2010; Maynard et al. 2014; Ramesh and Kumar 2014; Sahoo et al. 2010; Vu 2020; Zhang
and Bartol 2010), empowerment can be a powerful tool for motivating employees, making
them more engaged, confident, and committed to their activities and goals. Thus, it is to be
expected that the four dimensions of the empowerment construct considered by Spreitzer
(1995) will positively influence employee motivation (Figure 1). This multidimensional
approach is valuable for understanding motivation in the workplace in more depth, helping
to better understand the factors that influence motivation, but it also provides valuable
insights for creating more effective management strategies and practices.

For this study, we considered the following hypotheses:

Hypothesis 1. The meaning of work has a positive effect on employee motivation.

Hypothesis 2. Competence at work has a positive effect on employee motivation.

Hypothesis 3. Self-determination at work has a positive effect on employee motivation.

Hypothesis 4. Personal impact at work has a positive effect on employee motivation.

Figure 1. Conceptual model.

3. Methodology

3.1. Population and Sample

The target population for this study was employees from Portuguese organisations in
the industry and services sectors. All the companies contacted were equally likely to take
part in the study, as emails were sent to all companies in the industry and services sectors
that were in operation at the time of the study (emails were obtained from the regional
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industry and services associations). However, only the employees of the companies whose
managers agreed to take part in the study and who sent the questionnaire link to their
employees took part in the study. Thus, the data collection methodology adopted was
non-probabilistic and based on the convenience sampling method. The selection criterion
ensured that the participants were chosen because of characteristics that were aligned with
the research objectives.

The sample consisted of 620 employees from Portuguese organisations in the industry
and services sector, aged between 18 and 68, with an average age of 38 (SD = 11.29).
Table 1 shows that the majority of employees were female (n = 332; 53.5%). With regard
to educational qualifications, 12.7% (n = 79) had primary education, 12.6% (n = 78) had
vocational education, 42.6% (n = 264) had secondary education and 32.1% (n = 199) had
higher education. With regard to the length of service in the organisation, 39.0% (n = 242)
had worked in the organisation for less than 5 years, 29.7% (n = 184) had worked in the
organisation for between 5 and 15 years, and 31.3% (n = 194) had worked in the organisation
for more than 15 years.

Table 1. Sample characterisation.

n %

Gender
Female 332 53.5
Male 288 46.5

Educational qualifications

Primary education 79 12.7
Vocational education 78 12.6
Secondary education 264 42.6
Higher education 199 32.1

Length of service in the organisation
Under 5 years 242 39.0
From 5 to 15 years 184 29.7
Over 15 years 194 31.3

3.2. Instruments

The instrument used for the data collection was a questionnaire survey that consisted
of three parts. The first part analysed employees’ levels of psychological empowerment
and the second part analysed employees’ levels of motivation. The third and final part
was made up of socio-demographic data (gender, age, educational qualifications) and
professional data (length of service in the organisation).

To operationalise empowerment, the 12 items (Table 1) of the psychological empow-
erment at work scale developed and validated by Spreitzer (1995) were used. This scale
is made up of the following dimensions: meaning of work (items E1, E2 and E3), compe-
tence at work (items E4, E5 and E6), self-determination at work (items E7, E8 and E9) and
personal impact at work (items E10, E11 and E12).

To operationalise motivation, we used the 28 items (Table 2) from the Multi-Moti scale,
which was developed for the Portuguese population by Ferreira et al. (2006). The structure
of this scale is tetrafactorial. Its dimensions assess motivation in terms of work organisation
(items M1, M5, M9, M13, M17, M21 and M25), performance motivation (items M2, M6,
M10, M14, M18, M22 and M26), achievement and power motivation (items M3, M7, M11,
M15, M19, M23 and M27), and, finally, aspects of motivation related to organisational
involvement (items M4, M8, M12, M16, M20, M24 and M28). Note that the statements
corresponding to items M8, M20 and M28 are worded in the negative.

Both the empowerment and motivation scales used scores from a Likert agreement
scale with 5 response options (1—totally disagree to 5—totally agree).
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Table 2. Estimating the parameters of the measurement model—empowerment.

Factor/Items M (SD) Loadings

Meaning (α = 0.899, CR = 0.900, AVE = 0.750) 3.95 (0.75)
E1. The work I do is very important to me. 3.99 (0.83) 0.850
E2. My tasks are personally meaningful to me. 3.90 (0.85) 0.870
E3. The work I do is meaningful to me. 3.96 (0.79) 0.878
Competence (α = 867, CR = 0.870, AVE = 0.691) 4.16 (0.69)
E4. I’m confident about my ability to do my job. 4.16 (0.76) 0.873
E5. I am confident in my ability to fulfil my duties. 4.17 (0.79) 0.867
E6. I develop my skills to fulfil my job. 4.15 (0.79) 0.748
Self-determination (α = 0.896, CR = 0.899, AVE = 0.749) 3.72 (0.87)
E7. I have a lot of autonomy in defining how I should carry out my work. 3.84 (1.04) 0.613
E8. I can decide for myself how to carry out my work. 3.68 (1.01) 0.849
E9. I have enough independence and freedom in how I do my job. 3.63 (1.01) 0.868
Impact (α = 0.894, CR = 0.899, AVE = 0.749) 3.50 (0.97)
E10. The impact of what I do on my department is great. 3.72 (0.99) 0.764
E11. I have a lot of control over what happens in my department. 3.35 (1.11) 0.892
E12. I have a lot of influence over what happens in my department. 3.43 (1.10) 0.932

Note: All loadings were significant at p < 0.001. CR—composite reliability, AVE—average variance extracted.
Source: own elaboration.

3.3. Data Collection and Ethical Procedures

When the questionnaire was initially constructed, the motivation scale was already in
Portuguese in the work by Ferreira et al. (2006), but Spreitzer’s (1995) psychological em-
powerment scale was translated from English into Portuguese by two bilingual translation
professionals and then the two translations were compared to ensure that the translation
was understandable. Although both the motivation and empowerment scales were already
used in the literature, a pre-test was then carried out with a questionnaire consisting of
both scales. The pre-test was carried out with the collaboration of 14 employees (7 from
industry and 7 from the service sector) in order to assess the clarity of the questions. After
the pre-test, minor adjustments were made to the questionnaire to make its questions more
understandable.

The questionnaire was then drawn up on the Google Forms digital platform and
then administered to employees in the industry and services sectors between February
and May 2019. The choice of this tool has the advantage of ensuring the anonymity and
confidentiality of the data, as well as speeding up the data collection process. To start
the data collection process, it was necessary to find out the email addresses of different
Portuguese companies in the industry and services sectors; therefore, the regional industry
and services associations were contacted to obtain these email addresses. The heads of the
organisations were then sent an email asking for permission to carry out the study. The
heads of the organisations who agreed to take part in the study sent all their employees an
email with the objectives of the study, the guarantee of anonymity and confidentiality, and
the link to access the questionnaire, thus complying with all the ethical principles in force,
and the participants responded voluntarily.

3.4. Analytical Procedures

The data were analysed using IBM SPSS Statistics version 28 and AMOS version 21.
According to Kline (2015), initially, the existence of missing cases and outliers was analysed
and the sensitivity of the items was studied using the asymmetry (|Sk| ≤ 3) and flatness
(|Ku| ≤ 7) coefficients.

Descriptive measures were used to characterise the sample. The structural equations
approach was used to validate the conceptual model being analysed. This approach
was chosen due to its ability to test the causal relationships between constructs with
several measurement items (Marôco 2014), which in this particular case, was between the
dimensions of empowerment and motivation. The measurement model was analysed first
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and then the structural model. The maximum likelihood estimation method was used to
analyse the structural equation model.

4. Results

4.1. Measurement Model

With regard to the measurement model, the confirmatory factor analysis revealed that
the model fitted to a sample of 620 individuals working in Portuguese companies showed
good quality fit indices (χ2 = 1319.746, df = 567, χ2/df = 2.328, GFI = 0.898, CFI = 0.935,
RMSEA = 0.046, PCLOSE = 0.969). This good quality was justified because the ratio of the
chi-squared statistic to the degrees of freedom (χ2/df ) was less than 3 (Kline 2015), the
GFI (goodness-of-fit index) was at the threshold of a good fit and the CFI (comparative
fit index) had a value above 0.90, which indicates a good fit (Marôco 2014). The RMSEA
(root-mean-square error of approximation) value is considered very good for values below
0.05 and the PCLOSE (comparative fit index) must be greater than or equal to 0.05 (Arbuckle
2014), which was also verified.

Table 2 shows that all the standardised loadings of the psychological empowerment
scale have values greater than 0.5 (the minimum value was 0.613 and was obtained for item
E7) and were also significant (p < 0.001), thus showing that each item produced important
information for psychological empowerment.

The scale’s factors had Cronbach’s alpha and composite reliability values above 0.7
(ranging from 0.867 to 0.900), which indicates that the scale consistently and reproducibly
measured the factors of interest in the sample under study (Hair et al. 2017). The AVE
values for the four factors of the scale were also greater than or equal to 0.5 (minimum value
0.691 for the competence factor), which is an indicator of adequate convergent validity
(Hair et al. 2017).

It should be noted that items 20, 22, 26 and 28 of the motivation scale were removed
from the model because their loadings were less than 0.5; this fact was also found in the
work of Ferreira et al. (2006) when they applied exploratory factor analysis. Table 3 shows
that all the standardised loadings of the motivation scale were significant (p < 0.001) and
had values greater than 0.5 (the minimum value was 0.556 and was obtained for item M3),
thus showing that each item produced important information for the motivation construct.

Table 3. Estimating the parameters of the measurement model—motivation.

Factor/Items M (SD) Loadings

Work organisation (α = 0.877, CR = 0.878, AVE = 0.508) 3.63 (0.66)
M1. This organisation has satisfactory working conditions. 3.84 (0.84) 0.751
M5. I feel fulfilled in my role in the organisation. 3.74 (0.80) 0.735
M9. I feel satisfied with my pay. 3.42 (0.81) 0.632
M13. The feedback I receive at work contributes as a motivational factor. 3.81 (0.87) 0.718
M17. All the organisation’s employees take part in decision-making processes. 3.39 (0.95) 0.689
M21. I feel that I work in an environment of co-operation between colleagues. 3.63 (0.84) 0.698
M25. The organisation enables the development of professional goals. 3.61 (0.89) 0.756
Performance (α = 0.853, CR = 0.854, AVE = 0.541) 3.70 (0.69)
M2. I find that periodic evaluations motivate me. 3.53 (0.84) 0.670
M6. I would like to be assessed on my performance on a regular basis. 3.73 (0.88) 0.802
M10. When performing tasks, it’s important to show some emotion. 3.75 (0.79) 0.684
M14. I like to be assessed on the performance of tasks. 3.77 (0.81) 0.802
M18. I usually develop strategies to achieve my goals. 3.88 (0.76) 0.707
Realisation and power (α = 0.890, CR = 0.874, AVE = 0.500) 3.88 (0.68)
M3. Having career prospects is important for my motivation at work. 4.07 (0.89) 0.556
M7. I would like to fulfil roles with greater responsibility. 3.73 (0.83) 0.702
M11. I feel capable of managing a working group. 3.84 (0.84) 0.729
M15. I feel the need to grow more and more in my role. 4.00 (0.84) 0.779
M19. If there were prizes awarded to the best employees, I would perceive them as a professional
motivating factor. 3.96 (0.88) 0.708
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Table 3. Cont.

Factor/Items M (SD) Loadings

M23. One of my goals is to reach the highest position in the organisation. 3.55 (0.98) 0.724
M27. I feel motivated when my work is praised by my superior. 4.07 (0.83) 0.732
Involvement (α = 0.841, CR = 0.841, AVE = 0.515) 3.85 (0.69)
M4. I usually consider myself a highly motivated person. 3.97 (0.83) 0.725
M8. I find my work monotonous. 2.50 (1.09) 0.714
M12. I feel emotionally involved with the organisation. 3.80 (0.82) 0.726
M16. My knowledge is decisive in the way I work. 4.02 (0.87) 0.676
M24. I identify with my job. 3.84 (0.88) 0.745

Note: All loadings were significant at p < 0.001. CR—composite reliability, AVE—average variance extracted.
Source: own elaboration.

Table 3 also shows that the scale’s factors had Cronbach’s alpha and composite relia-
bility values above 0.7 (ranging from 0.841 to 0.890). It could therefore be concluded that
this indicates that the motivation scale consistently and reproducibly measured the factors
of interest in the sample under study (Hair et al. 2017). The AVE values for the four factors
of the scale were also greater than or equal to 0.5 (minimum value 0.5 in the realisation and
power factor), which is an indicator of adequate convergent validity (Hair et al. 2017).

For all the factors, the square root of the AVE parameter (in bold on the diagonal of the
matrix in Table 4) was always higher than the inter-construct correlations, and thus, there
is evidence of convergent and discriminant validity. It should also be noted that the correla-
tions between the various constructs were statistically positive and significant (p < 0.001).
The highest correlations occurred between the meaning dimension and the organisational
involvement (r = 0.545) and work organisation (r = 0.495) motivation dimensions and could
be classified as strong (Pallant 2016).

Table 4. Correlation matrix between the constructs.

M C S-D I WO MP AP OI

M 0.866
C 0.393 0.831
S-D 0.457 0.253 0.785
I 0.321 0.256 0.424 0.866
WO 0.495 0.212 0.474 0.326 0.712
MP 0.420 0.304 0.268 0.187 0.264 0.735
AP 0.304 0.329 0.262 0.309 0.198 0.357 0.707
OI 0.545 0.314 0.378 0.350 0.404 0.405 0.321 0.718

Note: All correlations were significant at p < 0.001. M—meaning, C—competence, S-D—self-determination,
I—impact, WO—work organisation, MP—motivational performance, AP—achievement and power, OI—
organisational involvement. Source: own elaboration.

4.2. Structural Model

The fit indices of the structural model were considered to be of good quality
(χ2 = 1382.726, df = 581, χ2/df = 2.380, GFI = 0.892, CFI = 0.931, RMSEA = 0.047,
PCLOSE = 0.923), as the ratio of the chi-squared statistic to the degrees of freedom (χ2/df )
was less than 3 (Kline 2015), the GFI (goodness-of-fit index) was very close to the threshold
of a good fit and the CFI (comparative fit index) had a value above 0.90, which indicates a
good fit (Marôco 2014). The RMSEA (root-mean-square error of approximation) value is
considered very good for values below 0.05 and the PCLOSE (comparative fit index) must
be greater than or equal to 0.05 (Arbuckle 2014); this is also found for the model.

The four dimensions of psychological empowerment explained 76% of the variability
in motivation. In Table 5, the empirical results of the hypothesis tests that defined the
causal relationships between the variables show that the meaning of work positively and
significantly influenced motivation (β = 0.552, p < 0.001), which empirically supported
hypothesis 1. With regard to hypothesis 2, this was empirically supported, i.e., competence
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at work positively and significantly influenced motivation (β = 0.160, p < 0.001). With
regard to hypothesis 3, i.e., self-determination at work positively influences motivation,
there was also sufficient statistical evidence to state that this was empirically supported
(β = 0.238, p < 0.001). Finally, hypothesis 4 was also empirically supported, and thus, it can
be said that personal impact at work positively influenced motivation (β = 0.195, p < 0.001).

In summary, all the dimensions of empowerment had a positive influence on motiva-
tion at work, with the dimensions of meaning at work and self-determination contributing
the most to motivation.

Table 5. Results of the structural model analysis.

Hypothesised Path β Z Results

H1 Meaning → motivation 0.552 8.71 *** Supported
H2 Competence → motivation 0.160 3.41 *** Supported
H3 Self-determination → motivation 0.238 4.46 *** Supported
H4 Impact → motivation 0.195 4.08 *** Supported

*** p < 0.001. Source: own elaboration.

5. Discussion

The study carried out intended to test whether there is any empirical relationship
between employee empowerment and employee motivation in Portuguese employees
according to Spreitzer (1995), for whom there are four dimensions that influence the
psychological empowerment of employees: meaning of work, competence at work, self-
determination at work and personal impact at work.

The results show that employee motivation was positively influenced by empower-
ment and that the meaning of work, competence, self-determination and personal impact
contribute positively to motivation; as advocated by Spreitzer (1995), these four dimensions
influenced the psychological empowerment of employees. Specifically, this study revealed
that the motivation of Portuguese employees was especially influenced by the following
areas: meaning dimension, organisational involvement and work organisation.

The critical contribution of the proposed study was that it highlighted the dimen-
sions of empowerment that most contributed to employee motivation, meaning and self-
determination. In this sense, and following the work of Spreitzer (1995) and Spreitzer and
Doneson (2005), employees whose value in terms of a work objective or work proposal
was more evident were the employees who were more committed to the organisation and
felt more motivated to pursue the organisation’s objectives. On the other hand, employees
with greater self-determination, in the sense that they feel more autonomy in defining
and pursuing their work, were stronger in terms of empowerment and more motivated,
corroborating the conclusions reached by Hackman and Oldham (1980) and by Ferreira
et al. (2006).

The results obtained also corroborate the perspective of Andika and Darmanto (2020),
Vu (2020), Kumar and Kumar (2017), and Zhang and Bartol (2010), who showed that
empowerment contributes positively to employee motivation. The results also verify the
perspective of Andika and Darmanto (2020) and Kanjanakan et al. (2023), who advocated
that organisations and individuals with greater empowerment perform better through
greater motivation.

6. Conclusions, Limitations and Avenues for Future Research

The proposed study was applied to Portuguese employees in industry and services
and aimed to understand the role of psychological empowerment in employee motivation.
With regard to the scientific contributions of this study, this investigation revealed that
psychological empowerment at work positively influenced employee motivation, which
meant that higher levels of empowerment were associated with higher levels of motivation.
In particular, the results showed sufficient statistical evidence to affirm that the meaning,
competence, self-determination and impact dimensions positively influenced motivation,
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with the meaning and self-determination dimensions contributing the most to employee
motivation.

In terms of practical implications, this study provides leaders with decision-making
tools for managing people in their organisations. In order to have employees who are
motivated and committed to the organisation, leaders must provide the conditions for
them to feel that the importance of their work and their skills are valued and promote
their self-determination and personal impact. This research shows that servant leadership
must be committed to strengthening employees’ psychological empowerment, ensuring
that they feel integrated into the organisation’s culture and increasing their organisational
performance.

One limitation of this research was that it was a cross-sectional study, which revealed
the behaviour of the population at a specific moment in time. For this reason, in future
investigations, it would be interesting to complete this study with a longitudinal analysis
of respondents in various states in order to show changes in behaviour over time. On
the other hand, it would be useful to use additional methods to gauge the perspective
of leaders.

Qualitative methodologies should also be integrated, in addition to quantitative ones
in order to obtain additional, more in-depth contributions to the object of study.

Given that the actions of leaders are decisive for the implementation of strategies that
affect the human resources of organisations, it would be interesting to integrate the actions
of leaders that enhance the empowerment of employees, increasing the dimensions under
analysis, specifically the meaning of work, competence, self-determination and personal
impact, with special emphasis on the first two.
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Abstract: Building on theories of Corporate Sustainability, Triple Bottom Line, and Natural Resource-
Based View, this study aims to predict the positive relationship between green transformational
leadership, green human resource management practices, and employees’ green behavior. It ap-
plies a quantitative approach to analyze 252 data collected from the customers who are prospective
employees of small and medium enterprises in Budapest. An online questionnaire was sent to
252 samples with the Snowball sampling method for about a month in Hungary. Based on a structural
equation modeling analysis, green transformational leadership and green human resource manage-
ment practices positively influence employees’ green behavior. Green human resource management
practices mediate the relationship between green transformational leadership and employees’ green
behavior. Small and medium enterprises should consider solving the green behavioral problems of
their employees by promoting the green concept in leadership and human resource management
practices. Such initiatives contribute to sustainability in small and medium enterprises.

Keywords: green transformational leadership; green human resource management practices; em-
ployees’ green behavior; small and medium enterprises; corporate sustainability; triple bottom line;
natural resource-based view

1. Introduction

There is a long and continuous debate about who is more important for companies,
customers or employees (Fata et al. 2022). In the environmental context, customers will
react to practices conducted by business leaders and managers that lead to environmental
damages (Shampa and Jobaid 2017). Customers tend to buy products with the trusted green
performance offered by companies (Doszhanov and Ahmad 2015). Many customers have
petitioned and boycotted manufacturers when they find products causing environmental
problems (Chen and Chai 2010). Indeed, customers hope for green practices in businesses
in leadership, human resource management practices, and employees’ behavior.

Furthermore, customers have supported companies to preserve the environment
through environmentally friendly products and innovations (Alamsyah et al. 2021). These
efforts are related to corporate social responsibility to improve business strategies and
values (Costa and Fonseca 2022; Tosun et al. 2022). Many recent studies have revealed
that these efforts are green transformational leadership (GTL), green human resource
management (GHRM) practices, and employees’ green behavior (EGB). At the same time,
recent researchers use the theories of Corporate Sustainability, Triple Bottom Line, and
Natural Resource-Based to explain the three green concepts.
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Scholars have recently elucidated the role of GTL in enhancing environmentally
responsible employee behavior (Du and Yan 2022). Some studies have revealed that GHRM
practices solve environmental problems (Tanova and Bayighomog 2022) and support green
businesses (Haldorai et al. 2022). Then, EGB becomes a construct in organizational behavior
discipline (Katz et al. 2022) that can anticipate negative behaviors from employees in
companies (Meyers and Rutjens 2022).

Nonetheless, studies investigating the mediating role of GHRM practices in the rela-
tionship between GTL and EGB are scarce. Several studies function as sources to predict
the relationships. GTL positively affects GHRM practices (Singh et al. 2020; Arshad 2021;
Huelgas and Arellano 2021). GHRM practices positively affect EGB (Karmoker et al. 2021;
Harasudha and Subramanian 2020; Ha and Uyen 2021; Gill et al. 2021; Fawehinmi et al.
2020; Dumont et al. 2017; Ercantan and Eyupoglu 2020). GTL indirectly determines EGB
(Jian et al. 2020). Environmental-transformational leadership positively influences employees’
pro-environmental behavior, and GHRM moderates this relationship (Omarova and Jo 2022).

Small and medium enterprises (SMEs) have a vital role in the economy of many
countries. They are global contributors to greenhouse gases (Fahad et al. 2022). Of course,
they respond to the customers’ support for business efforts to preserve the environment
(Sun et al. 2022). Current studies have confirmed that the orientation of SMEs toward green
product development can improve business performance (Hirunyava et al. 2022). However,
the extant literature focuses on large businesses in the environmental context (Yu et al. 2022;
Rehman et al. 2022). Moreover, customers’ awareness and expectations in this context have
started for large companies (Alshaabani et al. 2021) rather than SMEs.

The European Commission has stated that 98 percent of the European economy is
SMEs (Oláh et al. 2019). Hungary, a Central-Eastern European country with a population of
9,689,000 (Medve 2022), is an important center for the automotive, mechatronics, logistics,
and environmental industries (Irimiás and Mitev 2020). It has a strong economy (Virág
n.d.). Based on the aggregation of the MNB Sustainability Index indicators, the country’s
score is slightly higher than the score of the Visegrad group and only a point below the EU
average score (Hausmann and Szalai 2021).

In Hungary, private businesses are dominant for SMEs (Bajnóczki et al. 2021). SMEs in
Budapest, the capital city of Hungary, operate with a wide range of products. As SMEs
are proponents of innovation (Katona 2022) and drivers of new product development
(Kindermann et al. 2022), the awareness and expectations of SME customers in Hungary
about GTL, GHRM practices, and EGB are essential for research.

This study intends to examine the positive effects of GTL and GHRM practices on
EGB in SMEs based on their customers who are prospective employees’ perspectives. Fur-
thermore, it is to predict the mediating role of GHRM practices in the positive relationship
between GTL and EGB. Based on a quantitative analysis conducted on the collected data,
the results of this study indicate that GTL and GHRM practices are antecedents of EGB,
and GHRM practices are a mediator in the positive relationship between GTL and EGB.
The leaders and human resource managers in SMEs could adopt GTL and GHRM practices
to build EGB. The research framework in this study contributes to the advancement of the
causal relationship between leadership, HRM practices, and employees’ behavior in the
context of sustainability.

After describing the study background in this section, the authors then explain the
theories of Corporate Sustainability, Triple Bottom Line, and Natural Resource-Based View
to elaborate on the demand for GTL, GHRM practices, and EGB. The explanations are
followed by the relationship between GTL, GHRM practices, and EGB. The third section,
methodology, consists of research design, variables and measures, instruments, sampling
and data collection, and statistical analysis. The later sections present the results and
discussion that end with the conclusion section.
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2. Literature Review

2.1. Theories of Corporate Sustainability, Triple Bottom Line, and Natural Resource-Based View

Current researchers have described the theory of Corporate Sustainability (CS) to
address social and environmental problems (Nwoba et al. 2021). Dyllick and Hockerts
(2002, p. 131) define CS as “meeting the needs of a firm’s direct and indirect stakeholders,
without compromising its ability to meet the needs of future stakeholders as well.” This
theory explains the ethics, economy, society, and environment (Kücükgül et al. 2022; Lee
et al. 2018; and Jamal et al. 2021) that drive innovation (Lozano et al. 2015; Rezaee 2017)
and long-term value creation in businesses (Hawn et al. 2018). It develops from the Triple
Bottom Line (TBL) theory (Ahmed et al. 2021; Nunhes et al. 2021; Zhang et al. 2020).

In 1994, John Elkington coined the term TBL (Elkington 2018). The late 1990s saw
this term take off (Elkington 2004). The TBL theory refers to the environmental, social,
and financial aspects of businesses (Isil and Hernke 2017; Alsawafi et al. 2021; Liute
and Giacomo 2022). This theory refers to an organizational environment that facilitates
sustainability (Heim et al. 2022). It is also the concept of profit, planet, and people (Masud
et al. 2019) that articulates the sustainability perspective (Satar 2022) in economic goals (Wu
et al. 2018). The number of studies conducted on this subject has increased in recent years
following the declaration of restrictions on electronics and waste by the European Union
(Tseng et al. 2020). There are three major criticisms of TBL: TBL’s measurement, TBL as a non-
systemic approach, and TBL as a compliance/ranking mechanism (Sridhar and Jones 2013).

Hart introduced the concept of the Natural Resource-Based View in 1995. It is the com-
position of pollution prevention, product stewardship, and sustainable development (Hart
1995). Researchers have explained that it can provide pollution prevention, product man-
agement, and sustainable development policies for businesses (Farrukh et al. 2021). This
environmental concept creates innovation that supports companies to reach competitive
advantages and benefits for the natural environment (Andersen 2021).

2.2. Green Transformational Leadership and Employees’ Green Behavior in Small and
Medium Enterprises

Chen and Chang (2013, p. 109) define GTL as “behaviors of leaders who motivate
followers to achieve environmental goals and inspire followers to perform beyond expected
levels of environmental performance.” Then, scholars often refer to GTL as environmental-
transformational leadership, green transformation leadership style, and environmental-
specific transformational leadership. GTL raises leaders’ concerns about environmental
issues (Mansoor et al. 2021; Khan and Khan 2022; Singh et al. 2020; Li et al. 2020; Özgül and
Zehir 2021).

Green transformational leaders influence employees through their green plans, visions,
goals, beliefs, and ideas (Chen and Chang 2013). GTL directly affects EGB (Al-Swidi
et al. 2021). The EGB concept emerged from the reflections of scholars on environmental
issues in the 1960s (Omarova and Jo 2022). Ones and Dilchert (2012, p. 87) define EGB as
“scalable actions and behaviors that employees engage in that are linked with and contribute
to or detract from environmental sustainability.” Therefore, scholars often explain EGB
as employee pro-environmental behavior, employee work-green behavior, EGB at the
workplace, and green employee behavior.

EGB contributes to sustainability in businesses (Fadel et al. 2021; Ha and Uyen 2021;
Harasudha and Subramanian 2020). It refers to a set of individual behaviors that are
environmentally friendly. EGB includes activities such as saving energy, using resources
efficiently, avoiding waste, saving water (Adriana et al. 2020), prioritizing environmental
interests, initiating programs and policies, lobbying and activism, and encouraging others
(Faeq et al. 2021) that reduce the negative environmental impacts of the organization.

Robertson and Barling (2013) have explained EGB in printing activities, compostable
items, recyclable materials, reusable utensils, lighting, programs, and practices. Business
leaders can create green plans, visions, goals, actions, beliefs, and ideas to realize green
printing activities, compostable items, recyclable materials, reusable utensils, lighting,
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programs, and green practices. However, as these indicators have been tested for large busi-
nesses, not all of them are suitable for SMEs. SME leaders might have limited conceptual
skills and resources.

Hypothesis 1 (H1). Green transformational leadership positively influences employees’ green behavior.

2.3. Green Transformational Leadership and Green Human Resource Management Practices in
Small and Medium Enterprises

Efforts to understand GHRM practices have been started since the early 2000s (Muster
and Schrader 2011). Renwick et al. (2012, p. 1) began to define GHRM practices as “the
HRM aspects of environmental management.” Many researchers have described GHRM
practices as activities, systems (Tanova and Bayighomog 2022), policies, approaches (Islam
et al. 2019; Darvishmotevali and Altinay 2022), programs, processes (Arulrajah et al. 2015;
Yusoff et al. 2018), phenomenon, action, design (Mousa and Othman 2020; Pham et al. 2019;
Tang et al. 2018). These practices integrate human resource management practices with
sustainable environmental issues among employees (Mwita 2019).

GHRM practices aim to develop environmental sensitivity in employees and make
them aware of how their behavior affects the environment (Gilal et al. 2019; Malik et al.
2020; Irani and Kilic 2022). Current researchers have explained that the more similar the
studies, the higher the company’s need for GHRM practices (Masri and Jaaron 2017).

The relationship between GTL and GHRM practices has been demonstrated in the
studies of Singh et al. (2020); Arshad (2021); Huelgas and Arellano (2021). From the
explanation of Saeed et al. (2019) on measures of GHRM practices that include green
recruitment and selection, green training, green performance management, green rewards
and compensation, green empowerment, and green knowledge, the authors adopt four
measures. Green rewards and compensation and green knowledge in GHRM practices are
two measures that do not apply to SMEs.

Hypothesis 2 (H2). Green transformational leadership positively influences green human resource
management practices.

2.4. Green Human Resource Management Practices and Employees’ Green Behavior in Small and
Medium Enterprises

Awareness of environmental issues represents social and economic well-being at
both the organizational and individual levels (Ahmad 2015; Karatepe et al. 2022). The
relationship between GHRM practices and EGB in this study refers to some previous
studies. First, the study of Jian et al. (2020) has explained that GHRM practices determine
EGB. However, environmental goal clarity has moderated the relationships. Then, the
relationship between GHRM practices and EGB has been described in the studies of
Karmoker et al. (2021); Harasudha and Subramanian (2020); Ha and Uyen (2021); Gill et al.
(2021); Fawehinmi et al. (2020); Dumont et al. (2017); Ercantan and Eyupoglu (2020).

Hypothesis 3 (H3). Green human resource management practices positively influence employees’
green behavior.

GTL and GHRM practices determine EGB. Since GTL affects GHRM practices, and
GHRM practices affect EGB, GHRM practices mediate the relationship between GTL
and EGB. Hence, environmental-transformational leadership influences employees’ pro-
environmental behavior, and GHRM moderates this relationship (Omarova and Jo 2022).
Figure 1 demonstrates the causal relationship between GTL, GHRM practices, and EGB,
based on the hypotheses.

Hypothesis 4 (H4). Green human resource management practices mediate the positive relationship
between green transformational leadership and employee green behavior.
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Figure 1. Research framework.

3. Methods

3.1. Design

This study analyzes the data with a quantitative approach to obtain descriptive results.
A structural equation modeling analysis tests the relationship between the independent,
mediating, and dependent variables. To support the process of data analysis, this study
uses Microsoft Excel, Statistical Program for Social Sciences (SPSS), and Moment Structure
Analysis (AMOS).

3.2. Measures

First, to be appropriate to SMEs, the authors screen items suitable for SMEs. This study
adopts four of six items for GTL in the study of Chen and Chang (2013). They are about
green plans, goals, actions, and ideas. Then, four of six items for GHRM practices in the
study of Saeed et al. (2019), namely green recruitment and selection, training, performance
management, and empowerment, are employed in the study. Finally, items about green
printing activities, items, materials, utensils, and lighting are used in this study. These five
items are part of seven items in the study of Robertson and Barling (2013).

3.3. Samples and Procedures

As most customers expect green practices in business leadership, human resource
management practices, and employee behavior, this study utilizes customers who have
the potential or interest to work as SME employees as samples. The authors guide them
using an English online questionnaire, the snowball sampling method, and the “Facebook”
and “WhatsApp” programs on their mobile phones. In the questionnaire form, the authors
include a statement that all information would be kept confidential and that the study is
voluntary. The total number of respondents obtained in this study is 252.

This study represents a cross-sectional study. The data samples were collected from
early July to August 2022. The respondents took about 5 min to fill out all the items in
the questionnaire that applied anonymity during the period. Most of them were doctoral
students, males aged 30 to 39 years from cities outside Budapest. They visited mini markets
in Budapest regularly.
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As the survey focuses on customer as well as prospective employee responses, all
items in the questionnaire are formatted according to technical needs. The sample items for
GTL, GHRM practices, and EGB are as follows: the leaders of SMEs in Budapest should
have environmental plans, the human resource managers of SMEs in Budapest should have
environmentally conscious employees, the employees of the SMEs in Budapest should print
working papers on both sides during work. The multiple-choice method with seven Likert
rating scales, from strongly disagree (1) to strongly agree (7), is provided for respondents
to engage with all items.

3.4. Data Analysis

The collected data are put into the Microsoft Excel program to create a data set, the
transferred to the SPSS and AMOS. The authors can easily relate each of the variables
(latent and manifest variables) through the arrows provided in AMOS. In the early stage of
analysis, this study tests Common Method Bias (CMB). It is to determine the variation of
answers from respondents caused by the instrument compared to the actual tendency of
the respondents. The output of the CMB test in this study shows a value of 0.4 (<0.5), so
the data did not have CMB.

This study describes a confirmatory factor analysis (CFA) to obtain validity and
reliability of all items. Moreover, it tests the Goodness of Fit (GoF) and provides a figure of
structural equation modeling. Finally, there is the hypothesis analysis.

4. Results

4.1. Confirmatory Factor Analysis

Based on Table 1, all estimated values range from 0.947 to 1.125. These values are more
than 0.7 and well above the standard error values, which are from 0.068 to 0.107. So, all
items are constructively valid. All critical ratio values are between 10.342 and 13.880, and all
probability values are 0.000. These values are well above 2.96. Therefore, all relationships
between the indicators and variables are positive and significant.

Table 1. Standardized regression weights.

Correlation Estimate Standard Error Critical Ratio Probability

Green
transformational

leadership

Green plans 1.000

Green goals 1.058 0.093 11.367 0.000

Green actions 1.025 0.094 10.877 0.000

Green ideas 0.985 0.095 10.342 0.000

Green human
resource

management
practices

Green recruitment and
selection 1.000

Green training and
development 1.074 0.101 10.620 0.000

Green performance appraisal 1.125 0.107 10.490 0.000

Green empowerment 1.116 0.100 11.147 0.000

Employee green
behavior

Green items 1.000

Green printing activities 0.961 0.071 13.491 0.000

Green materials 0.947 0.071 13.333 0.000

Green utensils 0.962 0.072 13.354 0.000

Green lighting 0.950 0.068 13.880 0.000

Table 2 exhibits that the sample co-variance values for all items range between 1.570
for the green goals (X2) and 1.960 for the green performance appraisal (Y1.3). All values
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are higher than the values below and to the left of them. For example, X4 = 1.758 is higher
than all values in the lower column (0.935, 0.966). So, all items are valid in discriminant.

Table 2. Sample covariance matrix.

Items
Items

X4 X3 X2 X1 Y2.5 Y2.4 Y2.3 Y2.2 Y2.1 Y1.4 Y1.3 Y1.2 Y1.1

X4 1.758

X3 0.935 1.700

X2 0.966 1.005 1.570

X1 0.913 0.950 0.981 1.865

Y2.5 0.770 0.802 0.828 0.782 1.683

Y2.4 0.780 0.812 0.838 0.792 1.038 1.810

Y2.3 0.768 0.799 0.825 0.780 1.022 1.035 1.775

Y2.2 0.779 0.811 0.837 0.791 1.037 1.050 1.034 1.817

Y2.1 0.811 0.844 0.872 0.824 1.080 1.093 1.076 1.092 1.697

Y1.4 0.737 0.767 0.792 0.749 0.911 0.922 0.908 0.922 0.959 1.670

Y1.3 0.743 0.774 0.799 0.755 0.919 0.930 0.916 0.929 0.967 1.083 1.960

Y1.2 0.709 0.738 0.762 0.720 0.877 0.887 0.874 0.887 0.923 1.034 1.042 1.833

Y1.1 0.661 0.688 0.710 0.671 0.816 0.826 0.814 0.826 0.859 0.963 0.971 0.926 1.804

Table 3 shows that all factor loading values vary from 0.6911 to 0.818 and are more
than 0.7. Therefore, all items are convergently valid. The average extracted values ran from
0.4065 to 0.4626 (<0.5). These values are less than 0.5 with composite reliability values of
more than 0.6, so they are still adequate for the convergent validity (Fornell and Larcker
1981; Lam 2012). While the Cronbach alpha values vary from 0.833 to 0.883, the composite
reliability values range from 0.732 to 0.811. Therefore, all items are reliable as they are
higher than 0.7.

Table 3. Composite reliability, average extracted variance, and Cronbach alpha.

Correlation Factor
Loading

Composite
Reliability

Average Extracted
Variance

Cronbach
AlphaVariable Indicator

Green
transformational

leadership

Green plans 0.705

0.745 0.4231 0.836
Green goals 0.813

Green actions 0.757

Green ideas 0.691

Green human
resource

management
practices

Green recruitment and selection 0.737

0.732 0.4065 0.833
Green training and development 0.747

Green performance appraisal 0.802

Green empowerment 0.818

Employee green
behavior

Green printing activities 0.760

0.811 0.4626 0.883
Green recruitment and selection 0.758

Green training and development 0.762

Green performance appraisal 0.781

Green lighting 0.780
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4.2. Goodness of Fit and Structural Equation Modeling

The GoF analysis results confirm that the model of this study fits the SEM hypothesis
testing procedure. The CMIN value is 93.842, and the degrees of freedom (df) value is 62;
as a result, the CMIN/df value is 1.514 (<2). The following are the values of RMSEA: 0.045
(<0.08), IFI: 0.982 (>0.9), NFI: 0.949 (>0.9), and GFI: 0.946 (>0.9).

Figure 2 shows the SEM results from AMOS. The model includes 252 recursive samples.
It shows the relationship between the three variables and between the indicators and the
variables. GTL, the independent variable, positively affects the two dependent variables
(GHRM practices and EGB). There are four indicators of GTL (X1, X2, X3, and X4), four of
GHRM practices (Y1.1, Y1.2, Y1.3, and Y1.4), and five of EGB (Y2.1, Y2.2, Y2.3, and Y2.4).

Figure 2. Structural model.

4.3. Hypotheses

Based on Table 4, all probability values of the four hypotheses are 0.000. All relation-
ship values between variables range from 0.35 to 0.75. Thus, all relationships between
GTL, GHRM practices, and EGB are positive and significant. GHRM practices mediate
the relationship between GTL and EGB. However, there is no full mediation from GHRM
practices because of the relationship between GTL and EGB.

Table 4. Hypotheses.

Direct Effect and Value Indirect Effect and Value Total Effect Critical Ratio Probability Decision

Hypothesis 1 = 0.35. Hypothesis 4 = 0.46. 0.81 Hypothesis 1
= 3.996. 0.000

Hypothesis 1 is
accepted, and hypothesis

4 is also accepted.

Hypothesis 2 = 0.61. 0.61 Hypothesis 2
= 8.320. 0.000 Hypothesis 2 is accepted.

Hypothesis 3 = 0.75. 0.75 Hypothesis 3
= 6.456. 0.000 Hypothesis 3 is accepted.
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5. Discussion

The results of this study show that SME customers, who are prospective employees,
are aware of and expect the implementation of GTL, GHRM practices, and EGB in SMEs.
Their awareness and expectations prove the need to implement GTL, GHRM practices, and
EGB practices in SMEs to be sustainable. They realize the roles of SME leaders, managers,
and employees in arising sustainability.

The SME customers support that SME leaders should have green plans, goals, actions,
and ideas. They encourage SME managers to conduct green recruitment and selection, train-
ing and development, performance appraisal, and empowerment. They also support the
SME employees to apply green printing activities, items, materials, equipment, and lighting.

Based on their perspectives, SME leaders influence their managers and employees
through green plans, goals, actions, and ideas. SME human resource managers affect their
employees through green recruitment and selection, training and development, perfor-
mance appraisal, and empowerment. In general, the leaders conduct human resource
management practices. Therefore, they need to implement GTL and GHRM practices to
create EGB.

The better the implementation of GTL or GHRM practices from leaders and managers
in SMEs, the better the EGB from SME employees. Of course, SMEs cannot escape the
awareness and expectations of customers towards GTL, GHRM practices, and EGB. The
indirect relationship between GTL and EGB mediated by GHRM practices is stronger
than the relationship between GTL and EGB. All accepted hypotheses indicate that the
framework of this study was consistent with the frameworks of previous studies. The need
to implement the three variables in large companies and SMEs are balanced.

5.1. Theoretical Implications

GTL positively affects EGB. Employees will not be able to have green behavior in-
dependently. They need directions from green transformational leaders. As the leaders
facilitate these things, employees will raise their green behavior. Thus, the leaders and
the employees will innovate and create value for businesses. They can also support a
balance between environmental, social, and financial aspects of business, called sustain-
ability, which would save profit, the planet, and people. The positive relationship between
GTL and EGB supports the study of Al-Swidi et al. (2021), which confirms the positive
relationship between green leadership behavior and green employee behavior. However,
the positive relationship between GTL and EGB does not support the previous study of
Jian et al. (2020), which explains that GTL and GHRM practices indirectly determine EGB.

GTL positively affects GHRM practices. The leaders’ green plans, goals, actions, and
ideas determine green recruitment and selection, training and development, performance
appraisal, and empowerment from the human resource managers. This positive relation-
ship is consistent with the studies of Singh et al. (2020); Arshad (2021); and Huelgas and
Arellano (2021) that explain the positive relationship between GTL and GHRM practices.
HRM managers need directions and guidance from the leaders embodied in green plans,
goals, actions, and ideas. On the contrary, the relationship disproves the studies of Awan
et al. (2022) and Chen and Yan (2022) that explain that GTL is not a predictor of GHRM
practices.

GHRM practices positively affect EGB. Green recruitment and selection, training
and development, performance appraisal, and empowerment determine the employees’
behavior in printing activities, selecting compostable items, recyclable materials, reusable
utensils, and environmental approaches. This positive relationship is in line with the
previous studies of Jian et al. (2020), Karmoker et al. (2021), Harasudha and Subramanian
(2020), Ha and Uyen (2021), Gill et al. (2021), Fawehinmi et al. (2020), Dumont et al. (2017),
Ercantan and Eyupoglu (2020) that explain GHRM practices are positively related to EGB.

The relationship between GTL, GHRM practices, and EGB found in this study is in
line with the previous study of Omarova and Jo (2022). They confirm that GHRM practices
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moderate the positive relationship between environmental-transformational leadership
and employee pro-environmental behavior.

In conclusion, the green concept in this study starts from the leaders to the managers
and then to the employees. This process is generally in line with the general management
concept within companies. That managers are the link between leaders and employees is
shown by the mediating role of GHRM practices in the positive relationship between GTL
and EGB.

5.2. Practical Implications

SME customers, as external stakeholders, realize the need of implementing GTL,
GHRM practices, and EGB. They expect that when business leaders can implement GTL,
GHRM practices will increase EGB. SMEs in Budapest respond to the customers’ expecta-
tions. As not all SMEs employ formal human resources management practices, SME leaders
may conduct green recruitment and selection, training and development, performance
appraisal, and empowerment to create green behavior of SME employees.

SME leaders in Budapest understand the demand for green plans, goals, actions,
and ideas. SME human resource managers in the city also agree on the importance of
recruitment and selection, training and development, performance appraisal, and green em-
powerment. The leaders and managers support their employees with the implementation of
green printing, compostable items, recyclable materials, reusable equipment, and lighting.
The leaders, managers, and employees created long-term relationships with their customers.
GTL, GHRM practices, and EGB in the SMEs can attract and retain the customers.

Therefore, GTL, GHRM practices, and EGB can prevent environmental damages and
the negative impacts of consumerism on the environment. All three can also support the
creation of products with trusted green performance, product innovation, and corporate
social responsibility to improve business strategies and values.

The importance of GTL, GHRM practices, and EGB for innovation and product de-
velopment in Hungary is aligned with the studies of Katona (2022) and Kindermann et al.
(2022) that explained that SMEs dominate product innovation and development. The
importance of these three for the Hungarian economy found here is consistent with the
explanation of Oláh et al. (2019); Virág (n.d.); Hausmann and Szalai (2021); Bajnóczki et al.
(2021) in their studies which define SMEs as a significant sector.

6. Conclusions

The results of this study prove the positive relationships between GTL, GHRM prac-
tices, and EGB. By adopting GTL, GHRM practices, and EGB, SME leaders, managers,
and employees realize sustainability in their enterprises which is a challenge in today’s
businesses. This study reveals that, from customers’ perspectives, SMEs should consider
solving green problems by conducting GTL, GHRM practices, and EGB. They are great
values of customer-oriented productions and work processes in SMEs.

This study finds that between GTL, GHRM practices, and EGB in SMEs is that direct
and indirect positive relationships. GTL, directly and indirectly, affects EGB in SMEs. When
SME leaders apply their leadership with a green approach, this will determine GHRM
practices and EGB.

When the leaders implement green plans, goals, actions, and ideas, GHRM practices
and EGB in SMEs will exist. Furthermore, EGB in SMEs need green recruitment and
selection, training and development, performance appraisal, and empowerment applied
by SME managers. The three variables are not only for large companies but also for SMEs.

The results of this study contribute to the development and inclusion of sustainability
in SMEs. Future study can develop research by collecting data in different locations of
SMEs. They can also develop a comparative study between SMEs and large businesses by
adopting the framework of this study.
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Limitations

The data collection period in this study is just about one month. Respondents’ assess-
ment is for SMEs in a city in Hungary. Future research can collect more data in a longer
period and not only for assessing GTL, GHRM practices, and EGB in SMEs in a single loca-
tion. The questionnaire is an English version, so only those respondents who understand
English could participate. Only three variables are studied in the model without modera-
tion. Future studies can test the framework of this study by adding moderating variables.

This study analyzes the causal relationships between GTL, GHRM practices, and
EGB from SME customers who were prospective employees. Future studies can develop
combined questionnaire items for employees in the contexts of SMEs and the environment.
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Abstract: The subject of corporate social responsibility (CSR) has drawn the attention of many scholars
and practitioners in the administrative sciences field. However, few studies have been carried out
on Nigerian employees’ perspectives on CSR and on how CSR affects their attitudes and behaviors
at work. The present study sought to contribute to narrowing this gap by examining how CSR
perceptions, work engagement, and turnover intention are related in a sample of Nigerian workers.
More specifically, this study had triple aims: first, describe employees’ perceptions of their employers’
involvement in different CSR domains; second, examine how CSR perceptions were related to
employees’ levels of work engagement and turnover intention; third, analyze work engagement
intervention as a mediator in the relationship between CSR perceptions and turnover intention. The
sample included 118 employees from different organizations who voluntarily participated in an
online survey. The findings revealed that respondents consider that their employer organizations have
relatively high involvement in CSR activities, especially activities towards customers, employees, and
stockholders. Findings also revealed that employees’ perceptions of CSR are related to diminishing
levels of turnover intention, via increased work engagement. Therefore, organizations can invest in
CSR activities to foster positive employee outcomes in Nigeria.

Keywords: corporate social responsibility; work engagement; turnover intention; Nigeria

1. Introduction

Corporate social responsibility (CSR) involves addressing social, environmental, and
economic issues concurrently in business activities (Aguinis and Glavas 2012; Duarte
et al. 2010) to maximize the creation of shared value for society while mitigating potential
negative impacts (European Commission 2011; Turker 2009). Organizations’ adherence
to socially responsible business practices, their antecedents, and outcomes have been
examined from different levels of analysis (Aguinis and Glavas 2012; Onkila and Sarna 2022;
Wang et al. 2020), with the literature providing evidence of positive outcomes regarding
several stakeholders. Overall, business successes have been traceable to organizations that
target CSR (Lee et al. 2013; Zhang and Ahmad 2022).

As one of the primary stakeholders of any organization, employees’ perceptions and
responses to CSR have been capturing the attention of researchers (Onkila and Sarna 2022;
Wang et al. 2020) on what has been called a micro-level CSR or employee-centered perspec-
tive (El Akremi et al. 2018; Gond et al. 2017). As a result, the literature has been providing
cumulative evidence of a significant link between CSR and diverse job-related attitudes
and behaviors, such as job satisfaction, affective organizational commitment, or individual
performance (Duarte et al. 2019; Freire et al. 2022; Onkila and Sarna 2022; Pérez et al. 2018;
Santini et al. 2021; Scholten et al. 2022; Wisse et al. 2018). In addition, a link between em-
ployees’ CSR perception and outcomes, such as work engagement and turnover intention,
has been drawn (Albasu and Nyameh 2017; Ali et al. 2021; Chaudhary 2017; Glavas and
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Piderit 2009; Nejati et al. 2021; Virador and Chen 2022). Ideally, employee perception of
meaningful CSR engagement births intrinsic reward on the employee, and that promotes
work engagement and decreased turnover intention.

Although a handful of work in the literature exists regarding CSR influence on em-
ployees’ attitudes and behaviors (Onkila and Sarna 2022; Wang et al. 2020), continual
research findings remain necessary in broadening the extant knowledge. This is especially
important as research shows that, apart from the fact that CSR practices are far from be-
ing global, developed countries get more attention on the subject than developing ones
(Gharleghi et al. 2018; Pisani et al. 2017). Moreover, few studies have been carried out
on the African context, particularly on employees’ perspectives on CSR and how CSR
perceptions affect their attitudes and behaviors (Onyishi et al. 2020). Hence, the present
study sought to contribute to narrowing this gap by examining how CSR perceptions, work
engagement, and turnover intention are related in a sample of workers from the most
populous African nation—Nigeria. To the best of the authors’ knowledge, this is the first
study to address the relationship between the variables in the unique Nigerian context.
More specifically, this study’s aims were: (i) to unveil the awareness of employees regarding
their employer organizations’ involvement in different CSR domains; (ii) to analyze how
CSR perceptions were related to employees’ levels of work engagement and turnover inten-
tion; and (iii) to examine work engagement intervention as a mediator in the relationship
between CSR perceptions and turnover intention. The study’s main findings indicate that
most organizations where participants work are perceived to be substantially engaged in
CSR activities, with workers’ perceptions of increased investment in CSR activities being
significantly related to lower levels of turnover intention via increased work engagement.

2. Literature Review and Hypotheses Development

2.1. CSR

There is no universally accepted definition of CSR. It denotes responsible corporate
behavior towards those having one form of stake or another in a business, whether the
organization in question is private or public, large or small. European Commission (2011)
defines CSR as management’s consideration of the impact of its operational decisions on
stakeholders. This denotes concerns that may range from social to economic to environment
(European Commission 2001). In McWilliams and Siegel (2001), CSR was defined as actions
that appear to further some social good, beyond the interests of the firm and that which is
required by law. Ferreira and Real de Oliveira (2014) defined CSR as policies and practices
in which organizations engage with a view to creating a positive social or environmental
impact on stakeholders. They further posit that it is a voluntary approach that proves
to have a link with human resources management. Though a voluntary approach, it is
accepted that CSR is context-specific (Duarte et al. 2010), and it considers the expectations
of stakeholders (Glavas 2016).

Several theories have been used to explain the basis of why organizations engage in
CSR, including the stakeholder theory (Freeman 1984). This posits that businesses engage
in CSR in order to manage the perception of stakeholders who could exert adverse im-
pacts on the organization (Ugwunwanyi and Ekene 2016). Some of these adverse impacts
include the variables selected for this study, such as (reduced) work engagement and (in-
creased) turnover intention. Relevant stakeholders under the conception of the stakeholder
theory include, but are not limited to, the community, the environment, the employee,
the supplier, the customer, and the shareholder (Carroll and Buchholtz 2003). The scope
of CSR is, thus, very comprehensive, and its dimensions are numerous (Dahlsrud 2008).
For instance, Turker (2009) proposed four CSR dimensions: CSR to social and non-social
stakeholders, CSR to employees, CSR to customers, and CSR to government. Duarte et al.
(2010) identified three dimensions encompassing socially responsible practices towards
employees, the community, and the environment, and in the economic arena. More re-
cently, El Akremi et al. (2018) proposed the existence of six specific dimensions, namely
community-oriented CSR, environment-oriented CSR, employee-oriented CSR, supplier-
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oriented CSR, customer-oriented CSR, and shareholder-oriented CSR. Given its larger
scope, this was the model adopted in the present study. The first research aim was to unveil
the awareness of Nigerian employees regarding their employer organizations’ involvement
in the latter six CSR domains.

The importance and relationship between overall CSR and its dimensions are de-
ducible from the concept of CSR. Thus, businesses generally operate to realize profit in
accordance with a predetermined vision and mission. However, in the process of maxi-
mizing profits, certain persons and resources annexed or utilized in the process are either
impacted positively or negatively (Ugwunwanyi and Ekene 2016). These include, but
are by no means limited to, suppliers in the company’s value chain, utilization of human
resources, harnessing of the environment and its resources, amongst others (Ugwunwanyi
and Ekene 2016). The impact of business operations on these resources and the idea of
rendering social services as a way of paying back explain the concept of CSR (Ugwunwanyi
and Ekene 2016). In view of the foregoing, giving back respectively to these persons and
resources annexed or utilized by businesses in the process of maximizing profits account
for the various dimensions of overall CSR obligations that may be performed.

CSR can have several consequences on the organization based on their stakeholders’
perceptions and reactions to organizations’ stands in the CSR realm. Regarding what
concerns employees, the literature reveals that it has been related to attitudinal variables,
such as organizational commitment (Santini et al. 2021; Shaikh et al. 2022; Turker 2009)
or job satisfaction (Duarte et al. 2019; Pérez et al. 2018; Scholten et al. 2022) as well as
work behaviors, including individual performance (Scholten et al. 2022; Story and Neves
2015) or organizational citizenship behaviors (Freire et al. 2022; Manimegalai and Baral
2018; Onyishi et al. 2020; Ouakouak et al. 2020). As mentioned above, this study utilizes
employees’ perceptions to analyze the relationship between CSR and employees’ attitudes
(i.e., work engagement) and behaviors (i.e., turnover intention) using Nigeria as a case study.
Employees’ perception over management’s engagement in meaningful CSR is important,
as it infers the moral judgment of the management’s discretionary responsibility which
influences employees’ work attitudes and behavior (Aguinis and Glavas 2012). Employees,
just as other stakeholders, would normally expect management or the employer to conduct
its affairs ethically or act in a right or transparent way beyond a legal minimum of social
responsibility. A 2008 study on the world’s 250 largest businesses by KPMG revealed ethical
consideration as the lead reason for CSR, the view that it is in the company’s best interest
to contribute to people, society, and ecosystems (as cited by Ugwunwanyi and Ekene 2016).
Focusing on turnover intention and work engagement, the second research aim for the
current study was to analyze how CSR perceptions were related to these constructs. The
next sections provide support for the proposed relationships.

2.2. CSR and Turnover Intention

Turnover is the rate at which employees leave an organization or the rate at which orga-
nizations lose employees, with excessive turnover rate being a costly problem (Lee et al. 2008;
Nejati et al. 2021). Leading costs associated with turnover include indirect costs, such
as loss of productivity or service quality, and direct costs of replacement and training
(Mobley et al. 1979; Ribeiro et al. 2020; Tracey and Hinkin 2010; Virador and Chen 2022).

Turnover intention is the nursing of intention to voluntarily leave an organization
(Ribeiro et al. 2020; Rosse and Hulin 1985). Whether an employee leaves the organization or
continues to nurse turnover intention is a situation that has triggers (Rubenstein et al. 2018).
From the existing literature, it is noted that engaging in CSR generally allows the em-
ployee to perceive an employer as trustworthy, and this improves employee’s commit-
ment to the organization and, thereby, the desire to remain a member (Farooq et al. 2019;
Onyishi et al. 2020; Shaikh et al. 2022). CSR perceptions seems also to have a negative
influence on turnover intention because they increase organizational reputation and pride,
which operate as mediating factors that reduce turnover intent once felt by the employees
(Castro-González et al. 2021). In Arikan et al. (2016), organizational reputation was found
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to be a mediating factor between CSR and variables related to decreased turnover intention,
namely job satisfaction and organizational commitment. The failure to act in accordance
with employees’ expectations of being responsible corporate citizens can lead to high
turnover (Gharleghi et al. 2018; Onyishi et al. 2020; Virador and Chen 2022).

The extant literature thus suggests that companies that carry out CSR practices gener-
ally create positive perceptions of themselves to employees. These internal stakeholders
hold the organization with pride and repute, which triggers positive results for employees.
One of these positive results is the continued intention to remain a member of the company.
Consistent with the foregoing research, the following hypothesis was proposed:

H1. Employees’ perceptions of their organization’s involvement in CSR activities are negatively
related to their turnover intention.

2.3. CSR and Work Engagement

Work engagement refers to the emotional, cognitive, and physical behavior an em-
ployee presents when carrying out an organizational function (Kahn 1990). Schaufeli et al.
(2006) defined work engagement as “a positive work-related state of fulfilment that is
characterized by vigor, dedication, and absorption” (p. 1). Vigor is characterized by high
levels of energy, mental resilience, and willingness to invest effort during work, allowing
persistence in the face of difficulties. Dedication is described as the sense of meaning,
pride, challenge, enthusiasm, and inspiration that comes from work, and involves strong
identification with one’s work (González-Romá et al. 2006). Finally, absorption refers to a
state of deep involvement and concentration at work, which is reflected in a rapid passage
of time and difficulty in distancing oneself from work (Schaufeli and Bakker 2004).

Employees’ degree of engagement at work tends to be a response to the resources
received from the organization (Saks 2006). These may include several organizational
practices, such as the ones in the social responsibility domain (e.g., fostering work–family
balance, offering training and development opportunities, and practicing fair wages).
Accordingly, one of the ways to reinforce employee engagement is through CSR, as has been
tested in a number of nations (Ali et al. 2021; Manimegalai and Baral 2018; Pisani et al. 2017;
Gharleghi et al. 2018). The level at which an organization is committed to CSR can affect
the way employees perceive management’s sincerity of purpose not only externally but
internally, as well as the support received from the company. Several authors reported
a positive and statistically significant relationship between CSR and work engagement
(Ali et al. 2021; Gao et al. 2018; Glavas 2016; Glavas and Piderit 2009; Gürlek and Tuna
2019; Manimegalai and Baral 2018). Rupp et al. (2018) found a positive relationship
between the two constructs in a cross-cultural study. Ferreira and Real de Oliveira (2014)
showed that employees whose organizations expose them to internal CSR are more engaged
than employees whose companies do not address CSR activities. Jia et al. (2019) showed
how CSR influences work engagement by increasing both pride in the organization and
perceived organizational support. In view of these considerations, the following hypothesis
was proposed:

H2. Employees’ perceptions of their organization’s involvement in CSR activities are positively
related to work engagement.

2.4. CSR, Work Engagement, and Turnover Intention

Social exchange theory is especially relevant to this study as it illustrates the basis for
some of the consequences of the presence or absence of CSR activities on work engagement
and turnover intention. As a theory, social exchange originates from the social sciences
to explain a cost–benefit analysis between parties in an economic relationship (Blau 1964).
According to this theory with an economic analysis credited to Blau (1964), it is the exchange
of commensurate costs and rewards that sustain a relationship. When one is higher
than the other, the unfavored party may not be encouraged to sustain the relationship
(Emerson 1976). It can, therefore, be contended, with respect to this study, that an increase
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or decrease in CSR activities may positively or negatively affect employee work engagement
and turnover intention as the consequential trade-off explained by the assumptions of the
proponents of social exchange theory.

The relevance of this theory to this study is further strengthened, given the fact that
the relationships to which the social exchange theory is well-known to apply include
employment relationships. In the employment or work context, these exchanges occur
between the primary parties, which are the employer and employees. Costs that an
employer or business may trade-off include, but are not limited to, economic rewards
and financial incentives as well as socio-emotional rewards, which may be considered
as CSR. It may be intrinsically or emotionally rewarding for employees to perceive their
employer as meaningfully engaging in CSR, thus affecting their engagement or turnover
intention. Employees who perceive their organizations as acting in a socially responsible
way, providing support, trust, and other tangible and intangible benefits develop a feeling
of obligation to “repay” these by exhibiting desirable and appropriate work attitudes
(e.g., enhanced work engagement) and behaviors (e.g., decreased turnover intention).

In addition to proposing employees’ perceptions of CSR activities as significantly
linked to both work engagement and turnover intention, the current study proposes that
work engagement might serve as a mediating variable of the relationship between CSR
perceptions and turnover intentions. Prior literature indicates that work engagement has
been linked to diminished turnover intention (Schaufeli et al. 2006). When vigor, absorption,
and dedication are lacking in an employee, it is reasonable to assume that that employee
may be nursing an intention or option of leaving the organization (Schaufeli et al. 2006).
Halbesleben (2010) found empirical support for this in the meta-analytic research on work
engagement and several outcomes including turnover intention. Also interesting for the
current study are previous indications that work engagement intervenes in the relationship
between employees’ CSR perceptions and their turnover intentions. Evidence of this was
provided by Chaudhary (2017) and Lin and Liu’s (2017) research. Accordingly, it seems that
perception of CSR activities implemented by their employer organizations leads employees
to feel more engaged at work, which results in a lower desire to abandon the organization.
Based on the above findings, the following hypotheses were proposed:

H3. Work engagement is negatively related to turnover intentions.

H4. Work engagement mediates the relationship between employees’ perceptions of their organiza-
tion’s involvement in CSR activities and their turnover intention.

3. Methods

3.1. Procedures and Sample

The method of this research was quantitative and survey-based. Data collection
was facilitated by Qualtrics Survey Solutions, an online survey software/service. The
survey was distributed within the researchers’ network with the help of email, social media
channels (WhatsApp, Instagram, and Facebook) as well as professional and business social
networking sites (e.g., LinkedIn) to maximize the number of participations. The ethical
guidelines of Portugal’s Order of Psychologists were followed in the study. Data anonymity
and confidentiality were assured. The participation was entirely voluntary, and participants
could stop the survey without providing explanations.

The population targeted for purposes of this survey were Nigerian employees who
have spent at least 12 months with their organization. It was irrelevant whether they were
employees in the private or public sector, or worked with national or multi-national, or
large or small size organizations. There were 195 respondents who opened the survey, but
only 118 participants completed the questionnaire (60% response rate). G*Power software
was used to calculate the sample size based on statistical power (Faul et al. 2009) and to
certify the collected sample’s adequacy. A sample size of 107 was recommended to achieve
a statistical power of 0.95 in the model-testing phase. Since the present study’s modest
sample size exceeded this number, it was deemed sufficiently large to test the model.
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The respondents for the survey were entirely Nigerian workers who have completed
education at the tertiary level. In this regard, approximately 34.48% held a Bachelor’s
degree, while 19.83% held an equivalent of Bachelor’s degree. Approximately 22.41%
held Associate or professional degrees, 20.69% had a Master’s degree, while 2.59% had
Doctorate degree. Most respondents held a permanent employment contract (84.6%), while
the remainder were in other forms of employment, such as casual employment (4.27%),
fixed term contract (8.55%), and others (2.56%). A larger percentage of the respondents for
the survey (60%) appear to be employees of large-size organizations with a staff strength of
499 and above, and 58.97% of the entire respondents either held a managerial or supervi-
sory role.

Respondents from the healthcare sector were in the majority at 40.87%, followed by
professional services, information and communication technology, and manufacturing
at 16.09%, 14.78%, and 4.35%, respectively, while other sectors’ share was 0.1–2%. The
survey was also dominated by employees in the public sector (53%). While 33.04% of the
respondents worked for multinationals, the larger percentage (67%) were local employees
either in private or public service.

3.2. Instrument and Measures

The constructs were measured with validated scales selected from the relevant litera-
ture. Informed consent was provided on the first page, followed by the selected constructs
measurements. A set of questions about socio-professional characteristics were presented
at the end of the survey.

3.2.1. Perception of CSR

Employees’ perceptions of CSR were assessed using El Akremi et al.’s (2018) scale.
The said scale measures individuals’ perceptions of organizations’ engagement in six CSR
dimensions, namely local community-oriented CSR (e.g., “Our company invests in human-
itarian projects in poor countries”); natural-environment-oriented CSR (e.g., “Our company
takes action to reduce pollution related to its activities (e.g., choice of materials, eco-design,
and dematerialization”); employee-oriented CSR (e.g., “Our company implements policies
that improve the wellbeing of its employees at work”); supplier-oriented CSR (e.g., “Our
company would not continue to deal with a supplier (or subcontractor) who failed to
respect labor laws”); customer-oriented CSR (e.g., “Our company ensures that its prod-
ucts and/or services are accessible for all its customers”); and shareholder-oriented CSR
(e.g., “Our company makes sure that shareholders exert effective influence over strategic
decisions”). Seven items were measured each for F1–F3, while F4 and F5 had five items
each, with F6 having four items, resulting in a total of 35 items represented (Table 1). The
respondents indicated their level of agreement with each item on a six-point scale ranging
from 1 (strongly disagree) to 6 (strongly agree). All items had Cronbach’s alpha of 0.85 or
above. The overall CSR indicator had a Cronbach’s alpha of 0.97.

Table 1. Employees’ awareness of their organizations’ involvement in CSR activities.

CSR Activities 1 Mean SD

Our company checks the quality of goods and/or services provided to customers. 5.08 1.36
. . . ensures that its products and/or services are accessible to all its customers. 4.91 1.42

. . . respects its commitments to customers. 4.88 1.57
. . . promotes the safety and health of its employees. 4.81 1.49

. . . avoids all forms of discrimination (age, sex, handicap, ethnic or religious origin) in its recruitment and promotion policies. 4.79 1.56
. . . supports equal opportunities at work (e.g., gender equality policies). 4.77 1.54

. . . is helpful to customers and advises them about its products and/or services. 4.75 1.49
. . . takes action to ensure that shareholders’ investments are profitable and perennial in the long term. 4.64 1.38

. . . ensures that communication with shareholders is transparent and accurate. 4.64 1.48
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Table 1. Cont.

CSR Activities 1 Mean SD

. . . encourages employees’ diversity in the workplace. 4.56 1.61
. . . invests in innovations which are to the advantage of customers. 4.50 1.59

. . . would not continue to deal with a supplier (or subcontractor) who failed to respect labor laws. 4.48 1.64
. . . implements policies that improve the well-being of its employees at work. 4.47 1.49

. . . respects the financial interests of all its shareholders. 4.44 1.53
. . . makes sure that its suppliers (and subcontractors) respect justice rules in their workplaces. 4.42 1.50

. . . encourages its members to adopt eco-friendly behavior (sort trash, save water and electricity) to protect the
natural environment. 4.33 1.59

. . . endeavors to ensure that all its suppliers (and subcontractors), wherever they may be, respect and apply current labor laws. 4.28 1.56
. . . cares that labor laws are applied by all its suppliers (and subcontractors) wherever they may be. 4.25 1.56

. . . assists populations and local residents in case of natural disasters and/or accidents. 4.19 1.77
. . . helps its employees in case of hardship (e.g., medical care, social assistance). 4.19 1.57

. . . makes investments to improve the ecological quality of its products and services. 4.18 1.58
. . . invests in clean technologies and renewable energies. 4.18 1.54

. . . respects and promotes the protection of biodiversity (i.e., the variety and diversity of species). 4.16 1.50
. . . takes action to reduce pollution-related to its activities (e.g., choice of materials, eco-design, and dematerialization). 4.09 1.69

. . . supports its employees’ work and life balance (e.g., flextime, part-time work, flexible working arrangements). 4.06 1.68
. . . makes sure that shareholders exert effective influence over strategic decisions. 4.06 1.55

. . . helps its suppliers (and subcontractors) to improve the working conditions of their workers (e.g., safe working
environment, etc.). 4.02 1.61

. . . contributes toward saving resources and energy (e.g., recycling, waste management). 3.99 1.69
. . . contributes to improving the well-being of populations in the areas where it operates by providing help for schools, sporting

events, etc. 3.97 1.66

. . . provides financial support for humanitarian causes and charities. 3.96 1.64
. . . measures the impact of its activities on the natural environment (e.g., carbon audit, reduction of greenhouse gas emissions,

global warming). 3.92 1.70

. . . invests in the health of populations of developing countries (e.g., vaccination, fight against AIDS). 3.91 1.80
. . . helps NGOs and similar associations such as UNICEF, the Red Cross, and emergency medical services for the poor. 3.86 1.69

. . . gives financial assistance to the poor and deprived in the areas where it operates. 3.86 1.64
. . . invests in humanitarian projects in poor countries. 3.49 1.81

Note: 1 Items are presented in descending order of the mean values.

3.2.2. Work Engagement

The assessment of employees’ levels of work engagement was conducted using the
shortened version of the Utrecht WE Scale (UWES-9) by Schaufeli and Bakker (2004). This
scale is composed of nine items (e.g., “Time flies when I am working”; Cronbach’s alpha of
0.88) with a response scale ranging from 1 (never) to 7 (always).

3.2.3. Turnover Intention

The assessment on intention to leave the organization was based on 5 items from
Bozeman and Perrewé (2001). A sample item is “I will probably look for a new job in
the near future”. The respondents indicated their level of agreement with each item on a
five-point scale ranging from 1 (strongly disagree) to 5 (strongly agree). The set of items
had a Cronbach’s alpha of 0.74.

3.3. Common Method Bias

Common method bias results from collecting data from the same source at a single
moment for all variables (Bozionelos and Simmering 2022; Podsakoff et al. 2012). In the
present study, the risk of potential bias was reduced by using different rating scales. In
addition, Harman’s single factor test was performed for common method bias on data
(Podsakoff et al. 2012). The results indicate that the first factor accounts for 32.68% of the
total variance explained (69.93%; KMO = 0.838, Bartlett’s test = 3812.92, p < 0.001), showing
that the data are robust to significant common method bias errors.
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4. Results

All analyses were conducted using IBM SPSS Statistics Version 26 software and PRO-
CESS Macro (Hayes 2018).

4.1. Employees’ Awareness Regarding Their Employer Organizations’ Involvement in Different
CSR Domains

Workers’ perceptions of their companies’ involvement in the set of CSR activities
assessed in this study are provided in Table 1. The descriptive statistics show that for most
Nigerian employees, there is some awareness of the CSR activities that their organizations
are involved in one way or the other, since the mean values are near or above the mid-point
of the response scale.

For the 35 items, from which the six dimensions of CSR were coded on a scale of 1–6,
the item with the highest mean score was whether the participants’ employer organizations
check the quality of goods and/or services provided to customers (M = 5.08; SD = 1.36).
In fact, the three items with higher mean values are related with CSR activities directed at
customers (i.e., ensuring that its products and/or services are accessible for all its customers;
respecting its commitments to customers).

As for the item with the least score, it was the item related to whether the partici-
pants’ employer organizations invest in humanitarian projects in poor countries (M = 3.49;
SD = 1.81). The other two items with lower averages are also related with organizations’
involvement in socially responsible practices towards community (i.e., helping NGOs and
similar associations for the poor; giving financial assistance to the poor and deprived in the
areas where it operates).

Furthermore, looking at CSR and its different dimensions (Table 2), it was observed
that the overall CSR perception is relatively high, with a mean score of 4.35 (SD = 1.13), and
that some dimensions are more salient than others. The mean score for customer-oriented
CSR was 4.82 (SD = 1.24). Given that the items included in this dimension were in the top
three of the most salient activities (Table 1), it is not surprising that this is the dimension
that Nigerian employees perceived as being addressed more by organizations. The mean
score for community-oriented CSR was lower, i.e., 3.89 (SD = 1.34), which again is not
surprising given the lower awareness of its set of items. The results of t tests for paired
samples reveals that the six dimensions’ mean values are statistically different (all p < 0.05),
except employee-oriented and stockholder-oriented CSR (t(117) = 1.17, n.s.). Accordingly,
participants consider that their organizations are involved mostly in community-oriented
CSR practices, then employee- and stockholders-oriented practices, and in third place,
supplier-oriented practices, followed by environmental-CSR practices being the dimen-
sion with lower perceived investment from organizations community-oriented CSR, as
mentioned before.

Table 2. Descriptive statistics, correlations, and Cronbach’s alpha values.

Variable Mean SD 1 2 3 4 5 6 7 8 9

1. Overall CSR 4.35 1.13 (0.95)
2. Community-oriented CSR 3.89 1.34 0.87 ** (0.89)
3. Environment-oriented CSR 4.12 1.30 0.93 ** 0.83 ** (0.91)

4. Employee-oriented CSR 4.52 1.20 0.91 ** 0.75 ** 0.83 ** (0.88)
5. Supplier-oriented-CSR 4.29 1.24 0.89 ** 0.77 ** 0.78 ** 0.75 ** (0.85)
6. Customer-oriented CSR 4.82 1.24 0.86 ** 0.61 ** 0.73 ** 0.74 ** 0.74 ** (0.85)

7. Shareholder-oriented CSR 4.44 1.23 0.92 ** 0.72 ** 0.81 ** 0.83 ** 0.77 ** 0.82 ** (0.89)
8. Work Engagement 5.17 1.08 0.52 ** 0.44 ** 0.42 ** 0.53 ** 0.45 ** 0.46 ** 0.52 ** (0.88)
9. Turnover Intention 2.80 0.99 −0.20 * −0.16 −0.23 * −0.26 ** −0.17 −0.09 −0.20 * −0.42 ** (0.74)

Notes: * p < 0.05; ** p < 0.01; Cronbach’s alphas in parenthesis.
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4.2. Relationship between CSR, Work Engagement, and Turnover Intention

Regarding the relationship among the variables of interest, this study proposed that
employees’ perceptions of their employer organizations’ involvement in CSR activities
have a negative relationship with their turnover intention (H1), but a positive one with
work engagement (H2). In addition, it was proposed that work engagement is negatively
related to turnover intention (H3) and mediates the relationship between this latter variable
and CSR perceptions (H4). This simple mediation model was examined using model 4
from PROCESS Macro for SPSS (Hayes 2018). An overall indicator of CSR resulting from
the average of the 35 items were used.

Before testing the hypotheses, the variables’ descriptive statistics and Pearson’s cor-
relations coefficients were observed (Table 2). Average work engagement levels are high
and turnover intention levels tend to be low, although some variation exists in the sample
(SDs = 1.08 and 0.99, respectively). The results indicate that there is a negative correla-
tion between employees’ perceptions of overall CSR involvement with turnover intention
(r = −0.20, p < 0.05), indicating that higher levels of CSR perceptions are related to lower
levels of intention to quit the organization. The results also indicate that there is a positive
and moderate correlation with work engagement (r = 0.52, p < 0.01), indicating that higher
levels of CSR perceptions are related to stronger levels of work engagement. Work engage-
ment and turnover intention’s levels are also significantly related (r = −0.42, p < 0.01). As
the correlation is negative, higher levels of one variable correspond with lower levels of
the other.

Next, the values of variance inflation factor (1.375) and tolerance (0.727) were checked,
with results indicating that multicollinearity is not an issue in the present data (Daoud 2017).

Mediation analysis was then performed, and total, direct, and indirect effects were
interpreted. The first hypothesis focused on the expected negative relationship between
employees’ perceptions of CSR activities and their turnover intention. The results confirm
that CSR perceptions significantly predicts employees’ intentions to quit the organization
(B = −0.18; 95% confidence interval [CI] = (−0.34, −0.02)), thus supporting H1. The higher
the employees’ perceptions of their organization’s involvement in CSR activities, the lower
their desire to leave them.

The results also indicate that CSR perceptions significantly predicts employees’ work
engagement (B = 0.50; 95% CI = (0.35, 0.65)), as proposed by H2. Accordingly, the stronger
the perceptions of CSR activities, the higher the energy, absorption, and dedication at work.

As for H3, findings support the claim that work engagement is negatively related to
employees’ intention to leave the organization (B = −0.39; 95% CI = (−0.57, −0.21)). Hence,
the higher the levels of work engagement, the lower the desire to quit the organization.

Finally, regarding H4, the results indicate that employees’ perceptions of CSR activities’
indirect effect is statistically significant, which provides evidence of a mediation effect
(B = −0.20; 95% CI = (−0.32, −0.10)). To determine if the mediation effect was full or partial,
the total and direct effects of CSR perceptions on turnover intention were compared. As
mentioned above, the CSR perceptions’ total effect on PEBs was significant (B = −0.18; 95%
CI = (−0.34, −0.02)), suggesting that organizations’ involvement in CSR practices directly
contributes to employees’ desire to remain in the organization. This involvement’s direct
effect, however, is not statistically significant (B = 0.02; 95% CI = (–0.16, 0.19)), confirming
that this relationship is fully mediated by work engagement. The results, therefore, indicate
that employee’s perceptions of organizations’ involvement in CSR activities enhances em-
ployees’ work engagement. This engagement, subsequently, generates a lower willingness
to leave the organization. The model explains 17% of the unique variance of turnover
intention (F [2,115] = 12.05, p < 0.01). Figure 1 depicts the research model supported
by results.
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Figure 1. Research model supported by results. Notes: B = non-standardized coefficients; confidence
intervals in parenthesis.

5. Discussion and Conclusions

5.1. Main Findings

The purpose of this study was to ascertain employees’ awareness of how much
organizations have been involved in CSR in the Nigerian context and its influence on both
work engagement and turnover intention. By focusing its attention on the Nigerian case,
the present study contributes to advance knowledge regarding CSR and its outcomes in an
overlooked African context (Gharleghi et al. 2018; Onyishi et al. 2020; Pisani et al. 2017).

The findings indicate that most organizations where participants work are perceived to
be substantially engaged in CSR activities. A similar positive appreciation of organizations’
CSR activities by employees in Nigeria was reported by Onyishi et al. (2020). Considering
Nigeria’s unusual business environment, including poor infrastructures and policies that
support business, the cited authors argue that any attempt to engage in CSR activities
can easily be seen by employees. Therefore, results regarding CSR should be interpreted
with reasonable prudence. With respect to the various dimensions of CSR analyzed here,
customer-oriented CSR had the highest average, followed by employee-oriented CSR, with
environment-oriented CSR and community oriented-CSR having the lower averages. The
differences between dimensions, although relatively small, are statistically significant and,
therefore, can be interpreted as signaling organizations’ priorities in CSR strategies. The
literature reviewed for the present study did not provide results directly comparable to the
current ones (e.g., Onyishi et al. 2020 reported only results for overall CSR). Nevertheless, a
study by Amaeshi et al. (2006) based on interviews with business leaders from the financial
services sector presents a distinct CSR focus, with emphasis being put on “community
involvement, less on socially responsible employee relations and almost none existent in
relation to socially responsible products and processes” (p. 10). These differences might be
attributable to informers’ status (employees vs. business leaders) or business sectors under
analysis (mainly healthcare vs. financial services), amongst other motives, but support
the idea that CSR is context-specific, and stakeholders might have different perceptions
of organizational activities. Further studies are needed to obtain a more comprehensive
picture of CSR activities in the country.

Regarding the relationship between employees’ perceptions of organizations’ activities
in the CSR realm and their levels of turnover intention and work engagement, findings are
aligned with what has been reported in other countries. As employees’ perceptions of their
employer organizations’ involvement in CSR increase, their levels of turnover intention
decrease (Castro-González et al. 2021; Farooq et al. 2019; Lin and Liu 2017; Nejati et al.
2021; Ouakouak et al. 2020; Virador and Chen 2022), and work engagement gets stronger
(Ali et al. 2021; Ferreira and Real de Oliveira 2014; Gao et al. 2018; Glavas and Piderit 2009;
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Gürlek and Tuna 2019; Jia et al. 2019; Manimegalai and Baral 2018; Rupp et al. 2018), thus
supporting the present study’s first two hypotheses. Findings also provide support for
the last two hypotheses, as work engagement is negatively related to turnover intentions
and, more interestingly, it seems to fully mediate the relationship between CSR perceptions
and turnover intention. Accordingly, Nigerian employees’ perceptions of organizations’
involvement in CSR activities enhance their levels of work engagement, thereby promoting
lower willingness to quit the organization (Chaudhary 2017; Lin and Liu 2017). While
the level of organizational involvement in CSR activities might vary across contexts, its
significant relationship with employees’ attitudes and behaviors seems to be transversal.
Empirical evidence from Nigeria reported here thus shows that engaging in CSR activities
qualifies as one strategic way of engaging the workforce and reducing negative turnover
cognitions. CSR is, thus, beyond the conception of merely giving back to the society, as such
involvement affects an employees’ emotional connection with the organization, which can
either spur their engagement or influence the thoughts of staying or leaving the workplace.

5.2. Theoretical Contributions and Implications for Management

The main findings of this study have interesting theoretical and practical implications.
From a theoretical perspective, the present study contributes to a deeper understanding
of Nigerian employees’ awareness of their employer organizations’ involvement in dif-
ferent CSR dimensions, as well as how CSR perceptions can decrease their intention to
leave the organization via increased work engagement. The existing literature has re-
ported a significant relationship between CSR and diverse job attitudes and behaviors
(e.g., Freire et al. 2022; Turker 2009; Wang et al. 2020), but few studies have been done in
the Nigerian (Onyishi et al. 2020) or other African countries’ contexts (Duarte et al. 2019).
To the best of authors’ knowledge, this is the first research study examining the relation-
ship between CSR, work engagement, and turnover intention with Nigerian workers. On
the basis of the results, it can be concluded that CSR activities are relevant for Nigerian
employees’ relationship with their employer organizations, helping them to improve their
desire to stay as well as their energy, absorption, and dedication at the workplace. Thus,
micro-level CSR outcomes seem to be transversal to different geographical contexts.

From a practical perspective, the study’s findings indicate that organizations should
invest in CSR activities relevant to their stakeholders. Some of these activities are listed in
Table 1, based on El Akremi et al.’s (2018) research, but other activities more tailored to the
region or community where businesses operate should be considered. Considering that
communication practices are a relevant way of stimulating strong and fruitful relationships
between organizations and their workforce (Gomes et al. 2021), it is important also to
implement transparent and effective communication programs to increase stakeholders’
awareness of organizational practices. Regarding what concerns employees, this will
avoid losing key members in organizations and foster a more engaged workforce. The
mentioned communication programs are also key to increasing workers’ participation
on CSR activities (Collier and Esteban 2007) and fostering their desire to serve as CSR
ambassadors in daily work routines. Considering that employee-oriented CSR activities
have the strongest correlation with the two employees’ outcomes analyzed here—work
engagement and turnover intention—organizations can also adopt more contemporary
approaches to personnel management, namely socially responsible human resource man-
agement (Barrena-Martinez et al. 2018; Omidi and Dal Zhotto 2022) or sustainable human
resource management (Aust et al. 2020; Macke and Genari 2019) strategies to promote
positive outcomes.

5.3. Limitations and Future Research

As in all research, these results need to be interpreted considering the study’s limita-
tions. One of these limitations is convenience sampling, which, among other factors, limits
the generalizability of the findings. Although the modest sample size was deemed adequate
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to proceed with data analysis, a larger and more representative sample of Nigerian workers
would increase results robustness.

In addition, the data were collected at a single moment in time and through the
same source (i.e., the respondents rated the predictor, mediating, and criterion variables),
which can increase the potential risk of inflated relationships between the variables under
study. Various precautions were taken in the questionnaire’s construction to prevent
common source bias, including ensuring anonymity, confidentiality, existence of no right
or wrong answers, and using different response scales (Bozionelos and Simmering 2022;
Podsakoff et al. 2012). Harman’s single factor test was also performed, and the results
suggest that common method bias is not a serious threat to the validity of the present
findings. Even so, future studies could avoid cross-sectional designs and collect data at
different points in time. Given the correlational design of the study, the results do not allow
for any firm conclusions regarding causal relationships, and, thus, other possible causal
directions between variables can be assumed to exist.

As future research, it will be interesting to investigate CSR in specific business sec-
tors, as the results reported here are different from previous studies on the Nigerian case
(e.g., Amaeshi et al. 2006), as well as conduct research in other African countries. New
variables related to the professional context, such as job satisfaction, well-being, and indi-
vidual performance, can be examined to obtain a deeper understanding of CSR outcomes.
Additionally, moderator variables can be considered, namely in terms of employees’ char-
acteristics, as not all employees may react equally strongly to CSR practices. Characteristics
such as age can be considered, as African countries have a larger number of young work-
ers than do developed countries, and previous research has pointed out generational
differences (Wisse et al. 2018). The avenues for research on CSR are plentiful and the
current study hopes to have contributed to advancing existent knowledge regarding how
employees, as major stakeholders of any organization, react to organizational efforts in
that realm.
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Abstract: Managing employee turnover is a key function in human resource management (HRM)
that has become especially relevant given current staff shortages. The travel and tourism industry has
been strongly affected, with many organizations having difficulty attracting and retaining workers.
Portugal, as a prominent player in tourism, is no exception, and the workforce shortage crisis has been
discussed in various forums and has attracted media attention. The present study examined hotel
employees’ turnover intention and its relationship with their job satisfaction and positive perceptions
of internal communication and organizational support. The proposed theoretical model included
that internal communication contributes to the quality of employee–organization relationships by
increasing perceived organizational support and job satisfaction, which in turn serve as sequential
mediators of hotel workers’ diminished intent to leave their employer. Multiple regression analyses
were performed using data collected from 12 hotels (number = 370 workers). The results support the
model as they confirm that a statistically significant negative relationship exists between employees’
satisfaction with internal communication and their turnover intention. These variables are both
directly and indirectly connected through perceived organizational support and job satisfaction.
Implications for HRM are discussed including the importance of refining internal organizational
communication to strengthen employee–organization ties.

Keywords: hospitality; hotel employee; human resource management; internal communication; job
satisfaction; organizational communication; perceived organizational support; travel and tourism;
turnover intention; voluntary employee turnover

1. Introduction

The right balance between staff entries and exits is critical to smooth organizational
functioning and business success (Feeley et al. 2010; Mohsin et al. 2023; Porter and Rigby
2021). Turnover must be managed by organizations to ensure a workforce that can cope
with production and service provision fluctuations, to dismiss less competent employees,
or to bring “new blood, energy, and ideas to an organization” (Feeley et al. 2010, p. 169).
However, turnover’s potentially detrimental effects are well known and feared. These
negative impacts include, among others, lower efficiency, the cost of hiring and training
new employees, and decreased service quality and customer satisfaction (Hinkin and
Tracey 2000; Hom et al. 2017; McCartney et al. 2022; McElroy et al. 2001). In particular,
employee exits can result in the loss of individuals who are productive and critical to crucial
operations. Managing employee turnover is thus a key function and concern in human
resource management (HRM).

The current labor shortage in developed countries makes turnover management even
more critical, especially in industries more heavily affected by the unavailability of workers
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(Han 2022; World Travel and Tourism Council (WTTC 2021)). The travel and tourism
industry is a case in point as its organizations report having difficulty attracting and
retaining staff. This industry is known for having a high turnover rate (Davidson and
Wang 2011; Ineson et al. 2013), and chronic staff shortages make maintaining the necessary
workforce an almost herculean task for managers. The WTTC predicted that staff shortfalls
in 2021 would range from 9% to 18% based on data from the United States, United Kingdom,
France, Spain, Italy, and Portugal. This trend could hamper the industry’s post-pandemic
recovery and future expansion, which would have a major economic impact as travel and
tourism are among the largest sectors globally, accounting for 1 in 10 jobs around the world
(WTTC 2018).

Portugal is a southern European country listed in the top 20 by the Travel and Tourism
Development Index 2021 (World Economic Forum 2022). Staff shortages have been dis-
cussed in various forums and attracted media attention. As in other countries, some work-
ers found alternative job opportunities during the coronavirus disease-19 pandemic and
remain unavailable to work in the industry. The media has predicted a shortfall of around
50,000 employees based on the WTTC’s (2021) estimates for Portugal (i.e., 53,000 workers).
This figure represents a shortage of nearly 12% of the workforce in an industry that in 2017
was responsible for 9% of this country’s total employment (i.e., 401,500 jobs) (WTTC 2018)
and 15.8% of the gross domestic product in 2022 (Tourism of Portugal Institute 2023). Por-
tugal has become a prominent player in tourism, winning varied destination awards in the
last decade (e.g., Europe’s Leading Tourism Destination 2022; Tourism of Portugal Institute
2022), so this shortfall is a tremendous challenge for its travel and tourism organizations.

The present study was motivated by these concerns to focus on the hospitality sector in
order to analyze hotel employees’ turnover intention and its relationship with these workers’
satisfaction with internal communication, organizational support, and their current job.
The latter two variables are well-established predictors of withdrawal cognitions and
actual voluntary turnover (e.g., Han 2022; Hom et al. 2017), but internal organizational
communication’s role has received less attention (Ćorić et al. 2020; Gomes et al. 2023).
More specifically, the current research aimed to test a theoretical model proposing that
workers’ satisfaction with internal communication can be crucial to preventing voluntary
turnover because the former variable can increase employees’ perception of organizational
support. Their contentment with their workplace then diminishes their willingness to leave
their present job. The literature provides theoretical support for this sequential mediating
effect, but the proposed model had not previously been subjected to empirical research.
Testing the model allows us not only to replicate previous findings in the context of the
Portuguese hospitality but also to advance knowledge about the ability of variables to
predict employees’ turnover intention. This study’s results support the posited chain
of effects.

The findings should also help HRM professionals and hotel managers understand
how satisfactory internal communication reduces employees’ withdrawal intentions. By
improving this communication, hotels can boost perceived organizational support among
their workers, which generates higher satisfaction with their workplace and reduces desires
to leave for another job. Internal communication can thus be an important strategy for orga-
nizations seeking to cultivate strong employee–organization relationships and, ultimately,
employee retention.

The remainder of this paper is structured as follows. The next section presents a review
of the pertinent literature and theoretical framework underlying the research model, as
well as the hypotheses’ development. In the third and fourth sections, the methodology is
described, including sample, procedures, and measures, after which the statistical analyses
and results are presented. The final section discusses the findings’ theoretical and practical
implications.
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2. Literature Review

2.1. Satisfaction with Internal Communication and Turnover Intention

Internal communication refers to managed interactions between stakeholders within
organizations (Welch and Jackson 2007), including all communication of ideas and in-
formation that occurs within companies. Effective internal communication can shape
employee–organization relationships in diverse ways. Employees’ involvement in their
firm has been identified as one of internal communication’s functions (Westphalen 1998),
and desirable outcomes are associated with high-quality communication. For example,
stronger employee engagement (Karanges et al. 2015; Lee et al. 2022; Soupata 2005; Špoljarić
and Verčič 2021; Verčič and Vokić 2018), better individual performance (Ortega et al. 2023),
increased happiness at work (Ravina-Ripoll et al. 2022), and reduced burnout symptoms
(Atouba and Lammers 2020).

Workers’ satisfaction with various aspects of communication is a significant factor in
the positive outcomes achieved through internal communication strategies (Downs and
Hazen 1977). The cited authors suggest that these aspects include improving corporate
information, organizational integration, communication climate, personal feedback, media
quality, and supervisor, subordinate, and coworker communication. Satisfaction with inter-
nal communication thus reflects employees’ satisfaction with relationships and information
flow variables within their company (Downs and Hazen 1977).

Positive perceptions of internal communication have been linked to reduced voluntary
turnover. The latter construct can be defined as the “voluntary cessation of membership in an
organization [. . .] by an individual who receives monetary compensation for participation in
that organization” (Hom and Griffeth 1995, p. 5). A gap has been detected between intention
and behavior, but turnover is still best predicted by employee turnover intention (Hom et al.
2017; Rubenstein et al. 2018)—the central variable examined by the present study. This intention
refers to workers’ desire to leave their employer (Rosse and Hulin 1985).

The literature indicates that employees who are more satisfied with internal communi-
cation report lower turnover intention. More specifically, Tsai et al.’s (2009) study showed
that satisfaction with internal communication is negatively related to service industry
workers’ turnover intention. Carrière and Bourque (2009) found a similar relationship in
land ambulance service contexts. Company communication was identified by Milman
(2003) as one of the most important reasons behind amusement park and attraction industry
employees’ intention to stay in their job.

Internal communication, in general, facilitates the development of respect, trust, and
understanding between organizations’ members (Argenti 2003; Verčič et al. 2012). In ad-
dition, communication within companies fosters coordination and cooperation processes
(Kochan et al. 2019), so it can contribute to effective task integration, stronger work rela-
tionships, and a sense of belonging. Multiple studies have also highlighted the importance
of human interactions in the workplace to building loyalty and a desire to stay (Ineson
et al. 2013; Moncarz et al. 2009; Ng et al. 2006). The above research was integrated into the
current research’s first hypothesis:

H1. Employees’ satisfaction with internal communication is negatively related to their turnover intention.

2.2. Satisfaction with Internal Communication, Perceived Organizational Support, and
Turnover Intention

Little is known about the processes underlying how internal communication shapes
employee–organization relationships and, more specifically, employees’ turnover intentions.
One process may involve perceived organizational support (Eisenberger et al. 1986). Argenti
(2003) posits that improved communication within organizations, for instance, between
managers and their workers, will make the latter feel more supported by their firm. The
flow of information needs to include company culture, values, policies, and goals, as well
as feedback on performance, so that the overall workplace climate ensures employees
can fit better into their organization and cope with job demands and role expectations.
This support increases workers’ job efficacy. If communication is limited, unclear, and
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unsatisfactory, employees may feel isolated and unsupported by their organization (Yoon
and Thye 2002). These perceptions are especially significant in periods of change and
tension in their work environment (Argenti 2003; Gomes et al. 2021; Liu-Lastres et al. 2023).

Perceived organizational support theory (Eisenberger et al. 1986) defines this construct
as workers’ perception that their company values their contributions and cares about their
well-being. Various studies have compiled empirical evidence of a positive relationship be-
tween different internal communication features and perceived organizational support. For
instance, Allen (1992, 1995) found that good communication at diverse levels is positively
related to employees’ feelings of being supported and cared for by their firm in both higher
education and consultancy settings. Building on Allen’s (1992, 1995) research, Neves and
Eisenberger (2012) confirmed that good communication has similar effects in social services
organizations. Vieira-dos-Santos and Gonçalves (2018) also verified that this impact grows
stronger when universities use internal marketing to foster stronger perceptions of support
received from these institutions. More recently, Verčič et al. (2021) found that satisfaction
with internal communication leads to enhanced engagement and employer attractiveness
through increased perceived organizational support.

Perceived organizational support affects employees’ emotional bond to their employer
(Rhoades and Eisenberger 2002) and satisfaction with their work environment (Eisenberger
et al. 1997; Yoon and Thye 2002). This support reinforces staff members’ sense of personal
importance, comfort, and confidence (Eisenberger et al. 2020). In addition, original research
and meta-analyses have found that perceived organizational support is positively related to
individual performance levels and organizational citizenship behaviors. It is also negatively
related to withdrawal cognitions (e.g., turnover intention) and behaviors (e.g., absenteeism)
(Han 2022; Rhoades and Eisenberger 2002; Rubenstein et al. 2018; Stofberg et al. 2022). The
negative connection between perceived organizational support and turnover intention has
been verified by various studies (Akgunduz and Sanli 2017; Allen et al. 2003; Duarte et al.
2015; Huang et al. 2019; Huning et al. 2020; McCartney et al. 2022). Finally, Eisenberger
et al. (1986) suggest that staff members with stronger perceived organizational support are
less likely to search for and accept jobs in other companies.

The reviewed literature indicates that employees’ satisfaction with internal commu-
nication fosters perceived organizational support, which in turn is related to decreased
turnover intention. Prior research thus sustains the argument that this support mediates
the relationship between workers’ satisfaction with internal communication and their
turnover intention. The present study’s second hypothesis was developed to reflect the
above findings:

H2. The relationship between employees’ satisfaction with internal communication and turnover
intention is mediated by perceived organizational support.

2.3. Satisfaction with Internal Communication, Job Satisfaction, and Turnover Intention

Job satisfaction can also be part of the psychosocial processes that produce internal
communication’s impact on employee–organization connections and the subsequent posi-
tive effect on turnover intention reduction. This satisfaction has been defined as “the degree
to which a person reports satisfaction with intrinsic and extrinsic features of [. . . his or
her] job” (Warr et al. 1979, p. 133). Job satisfaction also consists of a “positive (or negative)
evaluative opinion o[f . . .] one’s job or work situation” (Weiss 2002, p. 175), which is based
on workers’ assessment of their workplace environment. This term can additionally be
defined as the extent to which people like (i.e., experience satisfaction with) or dislike (i.e.,
voice dissatisfaction with) their jobs (Spector 1997). The latter conceptualization suggests
that job satisfaction is a generalized or global affective reaction that individuals have to
their job.

A review of the literature revealed that a clear relationship exists between internal commu-
nication and job satisfaction, with researchers reporting a positive link between these variables
(e.g., Bakanauskiene et al. 2010; Carrière and Bourque 2009; Kong et al. 2018; Lee et al. 2022;
Mehra and Nickerson 2019; Nikolić et al. 2013; Pincus 1986; Steele and Plenty 2015; Verčič et al.
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2021). Milman (2003), Lee and Way (2010), and Tanković et al. (2022) specifically confirmed that
workplace communication is significantly related to hotel employees’ job satisfaction. Overall,
this satisfaction has been found to be higher when internal communication includes information
sharing, transparency, climate building, constructive feedback, and appropriate disclosure.
These results indicate that, in addition to technical or instrumental aspects (Price and Mueller
1981), communication’s relational features play a vital role in enhancing job satisfaction (Giri
and Kumar 2010; Tanković et al. 2022), so quality relationships are crucial to job satisfaction
(Kong et al. 2018; Qiu et al. 2015).

This kind of satisfaction is, in turn, related to staff members’ increased customer
orientation (Al Samman and Mohamed 2021; Duarte et al. 2019), customer-oriented organi-
zational citizenship behavior (Tang et al. 2023), individual performance (Giri and Kumar
2010; Pincus 1986; Wright and Cropanzano 2000), and organizational citizenship behavior
(Bowling 2010; Foote and Tang 2008), among other outcomes. Hom et al.’s (2017) narrative
literature review covered 100 years of research on turnover, revealing that job satisfaction
occupies a central place in turnover prediction as reduced turnover intention has been
linked with stronger job satisfaction (Allen et al. 2003; Chen et al. 2011; Ferreira et al. 2017;
Mobley 1977; Rubenstein et al. 2018). McCartney et al. (2022) found this effect in hotel
workers in Macao. Based on the above studies, the current research’s third hypothesis pro-
posed that job satisfaction mediates the association between workers’ positive perception
of internal communication and their desire to leave their organization voluntarily:

H3. The relationship between employees’ satisfaction with internal communication and turnover
intention is mediated by their job satisfaction.

2.4. Satisfaction with Internal Communication, Perceived Organizational Support, Job Satisfaction,
and Turnover Intention

This study’s theoretical model included that both perceived organizational support
and job satisfaction can increase if workers’ subjective assessment of the communication
flows within their organization is positive. These interconnections in turn can help explain
these employees’ weaker desire to quit their jobs. A positive relationship between perceived
organizational support and job satisfaction has been confirmed by various researchers
(Ahmed and Nawaz 2015; Allen et al. 2003; Rhoades and Eisenberger 2002; To and Huang
2022), so a sequential mediation effect was added to the present study’s model. That is,
hotel workers’ satisfaction with internal communication should reinforce their perception
of organizational support, thereby resulting in greater satisfaction at work, which then
reduces turnover intention.

Figure 1 displays the theoretical model with the predicted chain of effects. Previous re-
search has examined some interactions between these variables, but the literature provides
no clear evidence of studies that have examined the full proposed model. For example,
Price and Mueller (1981) demonstrated that nurses’ perception of instrumental communica-
tion is significantly related to their job satisfaction and thus to their withdrawal cognitions
and behaviors. Allen et al. (2003) also showed that perceived organizational support
leads to decreased turnover intention and actual turnover behavior through increased job
satisfaction, based on two samples of salespeople and insurance agents, respectively. Ghani
et al. (2022), in turn, observed that job satisfaction and the resulting reduced turnover
intention are contingent on hotels’ effective internal communication.

Figure 1. Theoretical model.
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The present study sought to add to the literature by analyzing the chain of effects
between the four aforementioned variables in the context of Portuguese hospitality. The
above findings were integrated into the final hypothesis:

H4. The relationship between satisfaction with internal communication and turnover intention is
sequentially mediated by perceived organizational support and job satisfaction.

3. Method

3.1. Procedure and Sample

A non-probability sample was drawn from employees of hotels located in Lisbon and
Madeira, Portugal’s two main tourism areas, and used to conduct empirical research to
test the proposed model. A list was made of 3- to 5-star hotels operating in both areas,
and emails were sent to these establishments asking them to participate in the study. A
brief explanation was given of the project’s aims and the data collection procedure. Of the
106 hotels contacted, 12 confirmed their willingness to take part in the research.

The data were gathered with a paper-and-pencil survey distributed in person in the
hotels’ reception area by a research assistant. The Declaration of Helsinki’s principles were
followed, including giving a guarantee of the answers’ anonymity and confidentiality to
the participants, who voluntarily agreed to take part in the survey. The informed consent
form also provided information about the research aims and participation criteria (i.e.,
working for the hotel in question for at least one year). An envelope was provided to each
participant, in which the completed questionnaire could be sealed.

After incomplete surveys were discarded, a sample of 370 participants remained. Most
respondents were Portuguese (93.2%) or citizens of Portuguese-speaking countries (Brazil:
3.5%; São Tomé and Principe: 0.6%; Cape Verde: 0.5%; Angola: 0.3%). The participants
were between 18 and 64 years old (mean = 35.18; standard deviation [SD] = 8.74), and
slightly more than half were female (55.9%). When asked about education, 17.6% reported
having up to 9 years of schooling and 40.2% between 10 and 12 years of schooling, while
42.2% had attended university.

The job tenure responses produced a mean of 6.52 years (SD = 5.60; minimum 1,
maximum 24). Around a third of the participants had a managerial position (35.4%). Most
respondents had a permanent formal employment contract with their hotel (61.1%), while
the remainder had a fixed-term employment contract (35.4%) or they were in internship
programs (3.5%). Most participants had jobs dealing with food and beverages (22.2%),
reception (20.2%), and cleaning services (14.3%).

3.2. Measures

The survey was structured into three main sections: informed consent, measurement
scales assessing the selected variables, and socioprofessional information. All items were
taken from the relevant literature as described in the subsections below.

3.2.1. Predictor Variable: Satisfaction with Internal Communication

The participants’ perception of internal communication in their hotels was evaluated
using 12 items from the Communication Satisfaction Questionnaire developed by Downs
and Hazen (1977). Five items assessed employees’ opinion of their hotel’s communication
climate (e.g., “Extent to which I receive in time the information needed to do my job”).
Five items covered corporate information (e.g., “Information about company policies and
goals”), and two items focused on supervisor communication (e.g., “Extent to which my
supervisor offers guidance for solving job-related problems”).

The respondents rated each item on a Likert scale ranging from 1 (“Totally dissatisfied”)
to 5 (“Totally satisfied”). The responses were combined into a composite score for each
participant by averaging the items’ values. Higher scores correspond to greater satisfaction
with internal communication. The Cronbach’s alpha for the combined scale is 0.81.
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3.2.2. Mediator One: Perceived Organizational Support

Employees’ perception of organizational support was assessed using 4 items from
Eisenberger et al.’s (1986) Survey of Perceived Organizational Support. For example, one
item reads, “The organization values my contribution to its well-being”. The respondents
scored the items using a Likert scale ranging from 1 (“Totally disagree”) to 5 (“Totally
agree”). Each participant’s composite score was obtained by averaging the items’ points.
Higher values indicate more perceived organizational support. The Cronbach’s alpha for
this scale is 0.87.

3.2.3. Mediator Two: Job Satisfaction

The employees’ satisfaction with their job was measured with an 11-item scale adopted
from Warr et al.’s (1979) study (e.g., “Cooperation and relationships with coworkers” and
“The work performed”). The respondents indicated their degree of satisfaction with each
job facet on a Likert scale ranging from 1 (“Very dissatisfied”) to 5 (“Very satisfied”). Each
participant’s overall job satisfaction score was also estimated by averaging their responses to
all the scale’s items so that higher scores represent greater job satisfaction. The Cronbach’s
alpha for the scale is 0.90.

3.2.4. Criterion Variable: Turnover Intention

The employees’ intention to leave their hotel job voluntarily was measured using two
items from Bozeman and Perrewé (2001) (i.e., “I’m actively searching for an opportunity
to leave this company” and “Within a year, I hope to be in another job, in a different
company”). The respondents indicated their level of agreement with each item on a Likert
scale ranging from 1 (“Strongly disagree”) to 5 (“Strongly agree”). The two items have a
Pearson‘s correlation coefficient of 0.71 (p < 0.01). The participants’ composite scores were
calculated by averaging the two items’ values, with higher scores indicating a stronger
desire to leave their hotel.

3.2.5. Control Variable: Type of Employment Contract

Employees’ type of formal employment contract can influence their willingness to
leave their organization (Bernhard-Oettel et al. 2008; Manolopoulos et al. 2022), so this
variable was set as a covariate in the analysis. A dummy variable was created, with
0 corresponding to respondents with a temporary employment contract (38.9%) and 1
indicating employees with permanent employment contracts (61.1%).

3.3. Assessment of Common Method Variance (CMV) and Measures’ Convergent and
Discriminant Validity

The data were collected from a single source all at the same time, so CMV could
weaken the results’ validity (Bozionelos and Simmering 2022; Podsakoff et al. 2003). Various
preventive measures were taken in the survey construction phase including protecting
the participants’ anonymity and diminishing evaluation apprehension (e.g., “There are no
right or wrong answers”). In addition, different rating scales were used. Overall, these
techniques have been found to help reduce lenient, acquiescent, and socially desirable
answers (Podsakoff et al. 2003).

Harman’s single factor test was run after the data had been collected. This statistical
technique is based on unrotated exploratory factor analysis, which showed that the first
factor explains less than 50% of the variance. More specifically, 42.23% can be attributed to
the first factor (Kaiser–Meyer–Olkin = 0.94; Bartlett’s test (528) = 8307.47; p < 0.001). The
results suggest that CMV does not significantly weaken the findings’ validity and thus
distort their interpretation.

Confirmatory factor analysis was also conducted to check whether the four variables’ items
capture distinct constructs as opposed to reflecting common source bias. The four-factor model
fit the data well (i.e., root mean square error of approximation [RMSEA] = 0.058; Tucker–Lewis
index [TLI] = 0.927; comparative fit index [CFI] = 0.936), while the single-factor model
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presented unacceptable fit statistics (i.e., RMSEA = 0.108; TLI = 0.749; CFI = 0.779) (Hu
and Bentler 1999; Marsh et al. 2004). These results indicate that the four constructs have
discriminant validity and again that no serious CMV is present in the data.

Next, a latent factor model was created by adding an unmeasured latent method
factor to the four-factor model. All the items were allowed to load on their theoretical
constructs and the latent variable. The results indicate a good fit to the data (RMSEA = 0.055;
TLI = 0.936; CFI = 0.949). The two models’ goodness of fit was then compared using a
CFI difference test. The CFI changed by 0.013 between the models, which is below the
recommended cut-off value of 0.05 (Bagozzi and Yi 1990) and which implies that including
a latent method factor in the present model would not significantly improve its overall fit.
This finding further decreases the chances that CMV is present.

The variables’ composite reliability (CR) and average variance extracted (AVE) were
then estimated (Table 1). The CR values range from 0.83 to 0.90, so they are above the
accepted cut-off point of 0.70 (Hair et al. 2010). The AVE values vary from 0.62 to 0.71,
which means they are also above the threshold of 0.50 recommended by Fornell and
Larcker (1981), except for job satisfaction (0.45). Fornell and Larcker (1981, p. 46) suggest
that researchers can “conclude that the convergent validity of the construct is adequate,
even though more than 50% of the variance is due to error”, when the variable’s CR values
are above the recommended minimum. The construct’s convergent validity was considered
acceptable for the present study’s subsequent data analysis because the CR results support
this conclusion.

Table 1. Mean (M), standard deviation (SD), Spearman’s correlation, Cronbach’s alpha, squared
correlation, composite reliability (CR), and average variance extracted (AVE) values.

Variables M SD 1 2 3 4 5 CR AVE

1. Type of employment contract 1 – – – – – – – – –
2. Satisfaction with internal
communication 3.65 0.57 0.26 2,** (0.81) 0.17 3 0.49 0.20 0.85 0.65

3. Perceived organizational support 3.50 0.87 0.18 * 0.41 ** (0.87) 0.20 0.20 0.87 0.62
4. Job satisfaction 3.87 0.62 0.33 ** 0.70 ** 0.44 ** (0.90) 0.33 0.90 0.45
5. Turnover intention 2.01 0.97 −0.38 ** −0.44 ** −0.45 ** −0.58 ** (0.71) 4 0.83 0.71

1 Type of employment contract: 0 = temporary, 1 = permanent; 2 Spearman’s correlations below the diagonal;
3 squared correlations in bold above the diagonal; 4 Cronbach’s alphas in parentheses; * p < 0.05; ** p < 0.01.

Finally, the AVE values and squared correlations between all pairs of variables were
compared to check for discriminant validity. As recommended by Fornell and Larcker
(1981), the AVE is greater than the shared variance between the variables (Table 1). The
various statistical techniques’ results thus confirm that the four constructs have convergent
and discriminant validity and that CMV is absent.

4. Results

Table 1 lists the means, SDs, and Spearman’s correlation coefficients. Except for
turnover intention, all the mean values fall above the mid-point of the response scale. The
scores thus indicate that turnover intention is relatively low and employees are moderately
satisfied with internal communication, their work situation, and the support provided by
their hotel.

The correlation analysis produced coefficients that indicate the main variables are
all significantly correlated with each other. As expected, the correlations with turnover
intention are negative, while other variables are intercorrelated in a positive direction. The
correlations are moderate to strong (i.e., between 0.41 and 0.70), but the probability of
collinearity among the variables is low because the tolerance values are above 0.399 and
the variance inflation factor values are below 2.508 (Hair et al. 2010). Type of employment
contract is significantly correlated with the variables of interest. Hotel workers with
permanent employment contracts express greater satisfaction with internal communication
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and perceived support, as well as more job satisfaction and lower intention to leave their
current job.

PROCESS macro for IBM SPSS version 26 software (Hayes 2018) was used to evaluate
the mediation effects. The type of formal employment contract was set as a covariate.
Table 2 presents the sequential mediation analysis results for Model 6.

Table 2. Non-standardized regression coefficients (Bs), standard errors (SEs), summary information,
and indirect effects for serial mediation model.

Variables
Perceived Organizational

Support (POS) (Mediator 1)
Job Satisfaction (JS)

(Mediator 2)
Turnover Intention (TI)

(Criterion Variable)

Total Effects B SE B SE B SE

Constant – – – – −4.94 *** 0.27
Satisfaction with internal
communication (SIC) – – – – −0.72 *** 0.08

Type of employment
contract 1 – – – – −0.53 ** 0.09

F (2, 367) = 83.23;
p < 0.001

R2 = 0.31 2

Direct effects

Constant 1.48 *** 0.27 0.83 ** 0.13 −5.94 *** 0.27
SIC 0.54 *** 0.08 0.72 *** 0.04 −0.05 0.10
POS – – 0.09 *** 0.03 −0.20 *** 0.05
JS – – – – −0.73 *** 0.10
Type of employment
contract 0.08 0.09 0.16 *** 0.04 −0.39 *** 0.08

F (2, 367) = 28.96;
p < 0.001
R2 = 0.14

F (3, 366) = 183.99;
p < 0.001
R2 = 0.60

F (4, 365) = 73.86;
p < 0.001
R2 = 0.45

Indirect effects Effect BootLLCI 3 BootULCI 4

Total −0.67 −0.87 −0.48
SIC → POS → TI −0.11 −0.19 −0.05
SIC → JS → TI −0.52 −0.71 −0.35
SIC → POS → JS → TI −0.04 −0.07 −0.01

1 Type of employment contract: 0 = temporary, 1 = permanent; 2 R2 = coefficient of determination; 3 LLCI = lower-level
confidence interval; 4 ULCI = upper-level confidence interval; TI = turnover intention; ** p < 0.01; *** p < 0.001.

The first hypothesis (i.e., H1) proposed that a negative relationship exists between
hotel workers’ satisfaction with internal communication and their willingness to leave their
job. Table 2 above shows that satisfaction with internal communication has a statistically
significant total effect on turnover intention (non-standardized coefficient (B) = −0.72;
p < 0.001). This result indicates that employees’ perception of their hotel’s efforts to ensure
better internal communication decreases these individuals’ turnover intention. H1 thus
has empirically robust support. Satisfaction with internal communication and type of
employment contract explain around one third of turnover intention’s unique variance
(coefficient of determination [R2] = 0.31; F[2, 367] = 83.23; p < 0.001).

The second hypothesis (i.e., H2) posits that the link between satisfaction with internal
communication and turnover intention is mediated by perceived organizational support.
The results confirm that a positive assessment of internal communication significantly
predicts workers’ perception of meaningful support from their company (B = 0.54; p < 0.001)
and that the latter variable also significantly predicts reported levels of turnover intention
(B = −0.20; p < 0.001). In addition, satisfaction with internal communication’s indirect effect
is statistically significant, which provides evidence of a mediating effect (B = −0.11; lower-
level confidence interval [LLCI] = −0.19; upper-level confidence interval [ULCI] = −0.05).
H2 was thus confirmed by the data.

The third hypothesis (i.e., H3) posited that job satisfaction also has a mediation ef-
fect on the connection between satisfaction with internal communication and turnover
intention. The analyses’ results indicate that employees’ positive perception of internal
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communication helps explain their contentment with their work (B = 0.72; p < 0.001), and
the latter satisfaction has a significant negative impact on staff members’ desire to leave
their hotel job (B = −0.73; p < 0.001). This indirect effect is statistically significant (B = −0.52;
LLCI = −0.71; ULCI = −0.35), thereby verifying that a substantial mediating effect exists.
These findings provide empirically robust support for H3.

Finally, the fourth hypothesis (i.e., H4) stated that perceived organizational support
and job satisfaction serially mediate the relationship between hotel employees’ satisfaction
with internal communication and turnover intention. Positive perceptions of internal
communication have a substantial indirect effect on turnover intention through perceived
organizational support, and job satisfaction’s mediation is also statistically significant
(B = −0.04; LLCI = −0.07; ULCI = −0.01). The results thus show that stronger internal
communication is associated with workers’ perception of stronger support from their
company (B = 0.54; p < 0.001), which then generates more job satisfaction (B = 0.09; p < 0.001)
and, after that, contributes to diminishing any intention to leave their job (B = −0.73;
p < 0.001). These findings support H4, so all the hypotheses were confirmed.

The covariate (i.e., type of employment contract) was found to have a significant
negative effect on turnover intention (B = −0.39; p < 0.001). This result indicates that hotel
staff members with permanent employment contracts have weaker intention to leave their
current job than employees with temporary contracts. Overall, the model explains 45% of
turnover intention’s unique variance (F[4, 365] = 73.86; p < 0.001). Figure 2 presents the
main findings.

Figure 2. Satisfaction with internal communication’s influence on turnover intention through per-
ceived organizational support and job satisfaction. Workers’ type of employment contract as covariate;
number = 370; B = non-standardized regression coefficient; *** p < 0.001.

5. Discussion

5.1. Main Findings

This study sought to determine how employees’ turnover intention can be explained
by their satisfaction with internal communication, which is considered to be an enabler of
stronger perceived organizational support and thus increased job satisfaction. The research
focused specifically on Portugal’s hospitality sector because it has been deeply affected
by the current staff shortage worldwide (WTTC 2021). The present study’s results expand
the knowledge about internal communication as an important factor affecting employee–
organization relationships, especially voluntary turnover intention. This communication
has been found to be a key predictor of voluntary turnover behavior (Han 2022; Hom et al.
2017; Rubenstein et al. 2018)—a phenomenon that inhibits companies’ efforts to manage
staff entries and exits more efficiently.

The current findings support the proposed sequential mediation model as all four
hypotheses were confirmed by the data collected from hotel workers. As H1 suggested,
these employees’ satisfaction with internal communication is negatively related to their
intention to leave their company in the near future. This result coincides with previous
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research (Carrière and Bourque 2009; Tsai et al. 2009) and underlines that satisfactory
internal communication is a significant reason hotel staff members choose to stay with their
employer (Milman 2003). In addition, the current findings include that positive perceptions
of internal communication start the distal process that leads to decreased turnover intention
through increased organizational support and job satisfaction.

H2, in turn, proposed that perceived organizational support significantly mediates
the negative relationship between workers’ satisfaction with internal communication and
their intention to quit their company voluntarily. Prior studies have linked better internal
communication to increased reported organizational support (Allen 1992, 1995; Neves and
Eisenberger 2012; Verčič et al. 2021; Vieira-dos-Santos and Gonçalves 2018), and the latter
variable has been connected to decreased turnover intention (Akgunduz and Sanli 2017;
Allen et al. 2003; Duarte et al. 2015; Huang et al. 2019; Huning et al. 2020; McCartney et al.
2022).

Thus, satisfactory internal communication was expected to ensure hotel employees
feel more valued and respected by their employer and thus report less turnover intention.
The present study’s results support H2 as good internal communication facilitates the
development of positive bonds with the employing organization (Argenti 2003), which are
crucial to workers’ desire to stay in their job (Argenti 2003; Ineson et al. 2013; Moncarz et al.
2009; Ng et al. 2006).

H3 also received empirically robust support since job satisfaction proved to be a
significant mediator of the negative relationship between hotel staff members’ satisfaction
with internal communication and their turnover intent. This result is unsurprising as
previous research has established that job satisfaction is a key predictor of reduced turnover
intentions and behaviors (Ferreira et al. 2017; McCartney et al. 2022; Rubenstein et al. 2018).
The current finding goes one step further and confirms internal communication’s crucial
role in increased job satisfaction (Bakanauskiene et al. 2010; Carrière and Bourque 2009; Giri
and Kumar 2010; Lee and Way 2010; Mehra and Nickerson 2019; Milman 2003; Pincus 1986;
Steele and Plenty 2015). Internal communication has a positive impact on hotel employees’
assessment of their work situation, thereby reducing their desire to leave their job.

Finally, H4 posited that perceived organizational support and job satisfaction would
have a sequential mediating effect on the negative link between workers’ satisfaction
with internal communication and turnover intention, which was also supported by the
present results. The findings include that internal communication strengthens perceived
organizational support, thereby increasing employees’ job satisfaction and ultimately
reducing their intention to quit their job. These results expand on prior studies’ analysis
of how some but not all of the variables incorporated into the current proposed model
intercorrelate with each other (Ahmed and Nawaz 2015; Allen et al. 2003; Ghani et al. 2022;
Price and Mueller 1981; To and Huang 2022).

The chain of effects between these variables was found to be statistically significant as
it explains almost half of the variance in hotel workers’ willingness to leave their current
employer. This effect supersedes the variance explained by type of employment contract,
which is a significant socioprofessional variable affecting staff members’ willingness to
abandon their organization (Bernhard-Oettel et al. 2008; Manolopoulos et al. 2022). Type of
contract was set as a covariate in the current research’s analyses. Overall, little informa-
tion is available about the process underlying how companies’ internal communication
shapes employee–organization relationships, especially with regard to employees’ turnover
intention, so these findings provide added value to this field of study.

5.2. Theoretical Contributions and Implications for Management

The results strengthen the existing literature on organizations’ internal communication
by focusing on hotel workers’ satisfaction with communication flows within their company,
as well as perceived organizational support, job satisfaction, and turnover intention in
the hospitality industry. Studies have taken various approaches to the individual-level
outcomes of internal communication, such as symmetric internal communication (Grunig
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1992) and instrumental communication (Price and Mueller 1981), but researchers have less
frequently concentrated on employees’ subjective evaluations of communication flows.
The present investigation found that hotel workers’ positive perceptions of internal com-
munication affect their assessment of the support provided by their organization and thus
influence their job satisfaction and, in the end, intention to leave their employer. Internal
communication, therefore, has an important role as a predictor of turnover intention. This
connection appears to have been overlooked by prior research as internal communication
is absent from recent meta-analyses and narrative reviews on employee turnover (e.g., Han
2022; Hom et al. 2017), with the exception of Rubenstein et al.’s (2018) work. More attention
needs to be paid to this relationship in academic research.

From a practical perspective, the above findings indicate that Portuguese hospitality
organizations should refine their internal communication strategies to increase their work-
ers’ satisfaction with workplace communication flows. Hotels that improve this type of
communication can strengthen their staff members’ perceptions of organizational support
and thus enhance employees’ job satisfaction and, ultimately, diminish their desire to leave
for a new position elsewhere. Internal communication can be an effective way to cultivate
stronger employee–organization relationships and, in turn, employee retention.

This study assessed workers’ satisfaction with internal communication using Downs
and Hazen’s (1977) approach based on three dimensions: communication climate, corporate
information, and supervisor communication. These three areas can guide improvements in
hotels’ internal communication. The first dimension refers to the extent to which internal
communication motivates and stimulates employees’ enthusiasm for meeting organiza-
tional goals and encourages workers to identify with the company and/or feel a vital part
of it. In addition, staff members develop their own ability to communicate and receive
in time the information needed to do their jobs, and conflicts are handled appropriately
through proper communication channels.

To achieve these results, hotels need to invest in professional development focused on
communication skills (e.g., recruiting communication specialists who can assist hoteliers
and human resource managers), as well as providing training in effective conflict resolution.
Training programs should target all of the organization’s members, including managers
at all levels since supervisor communication is another important dimension of internal
communication. This area comprises the extent to which company leaders listen and pay
attention to their followers, provide the right amount of supervision, and offer guidance
for solving job-related problems, including being open to new ideas and trusting their
team members.

Finally, corporate information covers communication about companies’ policies, goals,
ongoing changes, financial standing, and accomplishments and/or failures. Ensuring this
information is shared in sufficient detail with workers is also important for their satisfaction
with internal communication flows.

Downs and Hazen (1977) identified other dimensions that hotels can focus on to
improve their communication processes, for example, personal feedback, coworker com-
munication, and organizational integration. Overall, firms need to invest in communication
among all internal stakeholders to ensure a better understanding of organizational culture,
values, policies, and procedures, as well as facilitating better coordination and cooperation
between workers (Kochan et al. 2019). The latter contributes to stronger relationships at
work and a deeper sense of belonging (Argenti 2003). Employees are less predisposed to
leave their jobs if these close ties exist. These ties can be particularly relevant in contexts
where people place greater value on personal relations and prefer group work, as happens
in Portugal. The country’s national culture is characterized by low masculinity and high
collectivism and uncertainty avoidance, with paternalistic human resource practices still
prevailing in hospitality companies (Silva and Martins 2016). In conclusion, good internal
communication can be an effective strategy that fosters strong employee–organization ties
and ultimately better employee retention in the hotels.
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5.3. Limitations and Future Research

The above findings provide significant added value, but they must be interpreted
with care given this study’s limitations in three main areas: the research design and data
collection procedure, measures, and the sample. First, a risk of CMV exists given the
correlation analyses and gathering of data from the same source (i.e., individual workers)
at one time (i.e., all measures in one survey), which also limits definitive conclusions about
causal relationships. The limitations of correlational design are extensively discussed in the
literature (Podsakoff et al. 2003), so these restrictions should be kept in mind even though
the present study included preventive and statistical techniques providing some assurance
that CMV is not a problem in the dataset.

Second, the questionnaire needed to be relatively parsimonious to encourage par-
ticipation and the completion of all the items, which meant that only three of the eight
dimensions identified by Downs and Hazen (1977) could be included. Broader results
could have been obtained by using the full Communication Satisfaction Questionnaire.
Last, the sample was non-probabilistic, so the results’ generalizability is limited. Future
studies could use more representative samples to increase the findings’ stability.

Further research is needed in many related areas as satisfaction with internal communi-
cation has received little attention as a predictor of the employee–organization relationship,
especially voluntary turnover. Studies can focus on overcoming the above limitations by
assessing all internal communication dimensions’ effects on turnover intention and col-
lecting data at more than one time from representative samples of the research population.
Researchers can also measure different communication dimensions’ relative effectiveness
as predictors of workers’ turnover intent. For instance, Verčič and Vokić’s (2018) recent
study concentrated on positive perceptions of internal communication’s impact on life
satisfaction. The results show that all dimensions have a positive effect on workers’ life
satisfaction but that satisfaction with both informal communication and communication
climate has the strongest links with the criterion variable. The present research’s variables
could be associated with similar effects. Their identification may help hoteliers to prioritize
their investment in internal communication dimensions to maximize returns in the form of
perceived organizational support, work satisfaction, and above all turnover intention.

Equally interesting findings could be generated by examining internal communica-
tion’s impact on collective employee turnover, namely, “the aggregate levels of employee
departures that occur within groups, work units, or organizations” (Hausknecht and Trevor
2011, p. 353). Oh and Chhinzer (2021) found that collective turnover can transmute turnover
intentions into turnover behavior in the workplace. Raising the quality of internal com-
munication may buffer turnover contagion’s effects, which would facilitate more effective
employee turnover management.
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Verčič, Ana, and Nina Vokić. 2018. Engaging employees through internal communication. Public Relations Review 43: 885–93. [CrossRef]
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Abstract: Organizations that practice Sustainable Human Resource Management are socially responsi-
ble and concerned with the safety, health and satisfaction of their employees. Under this sustainability
orientation, it is very relevant to analyze whether the sudden transition to e-learning as a strategy
of adaptation to the COVID-19 pandemic affected the well-being of faculty. One hundred and two
college teachers at a business school in Lisbon completed a web-based questionnaire administrated
during the second lockdown due to the pandemic. The questionnaire included the Online Faculty
Satisfaction Survey (OFSS) and the Work-Related Quality of Life (WRQoL) questionnaire. We use
Partial Least Squares Path Modeling to derive to what extent the satisfaction with online teaching has
impacted faculty well-being measured by the quality of working life. Results show that interaction
with students, student engagement, flexibility and technology are the most relevant factors to faculty
satisfaction with online teaching. Having control at work, good working conditions and general well-
being are the most relevant factors for faculty overall well-being. As proposed, faculty satisfaction
with online teaching positively and significantly influences faculty general well-being, home–work
interface and job and career satisfaction.

Keywords: online teaching; faculty; well-being; sustainable HRM

1. Introduction

Higher Education Institutions (HEIs) are an important player toward the accomplish-
ment of the 17 Sustainable Development Goals established by the United Nations. In fact,
HEIs are increasingly aware of the need to extend the objectives of environmental and
economic sustainability to human and social sustainability by incorporating concerns with
their human resources dimension, namely, with the well-being of the academic community
(Wolff and Ehrström 2020). Whatever the type of sustainability considered, the focus is
always on the preservation of resources. Human sustainability is concerned with the
conservation and development of human capital (Osranek and Zink 2014; Pfeffer 2010).
This is, in turn, directly linked to the meso–micro interpretations of Sustainable Human
Resource Management (Ehnert et al. 2014) and the one adopted in this paper: the human
resource practices that are responsible for sustainable organizations, with lasting success-
ful performances and enduring competitive advantages (Ehnert et al. 2014; Zaugg et al.
2001). The employee-centered management focused on the health and well-being of the
workforce creates a positive environment to enable the achievement of the organization’s
goals and its long-term viability (Ehnert et al. 2014; Osranek and Zink 2014). In this context,
it is interesting to analyze how the HEIs managed the transition to online teaching in a
sustainable way.

Before the COVID-19 pandemic, teaching was mostly conducted in a face-to-face
format, and digital technologies served mainly to enrich in-person teaching. The pan-
demic resulted in the physical closure of HEIs, the acceleration of digitalization and
the conversion of traditional education to online learning (Abdulamir and Hafidh 2020);
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(Daumiller et al. 2021). The sudden move to the new teaching environment raised unique
challenges that may have affected faculty well-being. During the pandemic, the faculty
had to implement online teaching in a short time, without being able to identify the best
methods and tools that would facilitate distance learning (Arcila Hernández et al. 2021).
In fact, online teaching experiences during the pandemic were quite challenging, with
teachers reporting considerable feelings of stress and tension during the period of adap-
tation to the online format damaging faculty well-being (Besser et al. 2022). Numerous
studies indicate that college teachers consider that, to implement online teaching, more
time and intensive work are required, which turns out to be an additional barrier to faculty
adherence and satisfaction with online teaching (Owens et al. 2018). Furthermore, the
increasingly demanding work has been recognized as a cause of stress in the academic
context, operating frequently through work–family conflict (Mudrak et al. 2018).

Most of the existing studies about online learning focus on its impact on students (e.g.,
students’ learning processes or students’ satisfaction with this type of education) or on the
goals and needs of HEIs, with scarce studies that attempt to measure faculty satisfaction
with online learning (Bolliger and Wasilik 2009). Given the relevance of teachers to the
success of learning, it is important to know their satisfaction with online teaching, as well
as the reasons that may lead them to accept or reject it (Hiltz et al. 2010; Owens et al. 2018).
Therefore, the main objective of the present study is to understand faculty satisfaction with
online teaching and its impact on teachers’ well-being.

This study shows that faculty satisfaction with online teaching positively and signif-
icantly influences some dimensions of teachers’ well-being, namely, general well-being,
home–work interface and job and career satisfaction. The most relevant factors to fac-
ulty satisfaction with online teaching are interaction with students, student engagement,
flexibility and technology. Having control at work, good working conditions and general
well-being are the most relevant factors for faculty overall well-being.

2. Literature Review

2.1. Online Teaching

Online teaching is a type of distance education—distance in time and/or space (Moore
and Kearsley 1996)—with courses that are delivered using internet-based technologies
(Tallent-Runnels et al. 2006). These types of courses are also referred to as “e-learning”
(Murphy 2020). When they combine online with traditional, face-to-face components, they
are called “hybrid” or “blended”. Online classes can be asynchronous—the teacher records
the lectures and each student chooses when to log on—or synchronous—the teacher and
the students are online at the same time (Tallent-Runnels et al. 2006).

Several benefits and limitations of online education have been identified, the most
referred-to advantage being flexibility. Asynchronous classes provide both time and space
flexibility, whereas synchronous classes are only flexible in the spatial dimension (Van
Wart et al. 2020). They can be particularly attractive to those with caring duties, who
prefer to attend classes from home, who live far from the university or those who are
frequent travelers (Conrad 2004; Li and Irby 2008). The multimedia experience may also
be motivating for some students, and the potential use of self-assessment tools can help
students and instructors (Mupinga 2005). Technology may be engaging and facilitate
collaboration between students and teachers (Aguilera-Hermida 2020). Moreover, the
enhancement of digital skills can also be considered a benefit from the point of view of the
institutions, once the lower need for and use of physical infrastructure is cost-saving (Van
Wart et al. 2020).

On the other hand, online learning may be experienced as impersonal and distant,
failing to provide an environment favorable to social and cultural learning, as the use
of computers does not ensure interaction and it may be difficult to stimulate students’
participation (Jacobs 2013; Rumble 2001). Additionally, online teaching is frequently
accused of contributing to increasing faculty workload (Bolliger and Wasilik 2009) because
of the required adaptation to a new teaching environment, the design and development
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of an online course and the additional volume of messaging that requires more time to
answer than verbal class interactions (Rumble 2001). This argument implicitly assumes
that verbal interaction is more typical of the in-person classes than the online classes. As
the use of technology requires preparation, both students and teachers should have the
necessary skills, otherwise stress and frustration result (Minutillo et al. 2020; Mupinga 2005).
It has also been observed that the intensive use of electronic devices can have health costs
(e.g., musculoskeletal disorders) (Mahadik et al. 2017), and the lack of social interaction
may even have mental health consequences (Minutillo et al. 2020). The overlap between
classes and home life may also pose difficulties, particularly when dedicated private spaces
are not available (Minutillo et al. 2020). The lack of an appropriate internet connection
is another frequently mentioned problem (Mishra et al. 2020; Saha et al. 2022). Although
theoretical disciplines work well in the online environment, that is not true for sports or
other disciplines with more hands-on activities (Adedoyin and Soykan 2020; Saha et al.
2022).

There is an increasing number of studies that indicate the benefits of integrating the
media in education (Greenhow et al. 2020). These means can extend learning beyond
the classroom to other networks of contacts (networking), introduce a specialized hybrid
model (former students, professionals in the field), mix different types of information and
resources, reshape the role of teachers and build and solidify student/teacher relationships,
contributing to greater engagement, socialization and learning outcomes (Greenhow and
Galvin 2020). The creation and management of a profile on social networks can complement
the interaction between teachers and students during distance learning, mitigating one
of the disadvantages of distance learning—permitting fewer opportunities for informal
identity sharing (e.g., casual conversations in hallways, conversations before and after
classes, and conversations over lunch). Teachers may be encouraged to connect with
students on topics or ideas that are not limited to the content of the lessons (e.g., per-
sonal hobbies and interests), helping teachers to build strong relationships with diverse
students (Greenhow and Galvin 2020). Teachers should consider using social media plat-
forms designed for educational purposes that work within closed and limited networks,
guaranteeing transparency, privacy and ethics (Krutka et al. 2019).

However, the adoption of technology in education programs was limited until the
COVID-19 pandemic turned online teaching and learning into the only possible way of
maintaining the regular delivery of classes (Dubey and Pandey 2020). Although not all
countries in the world were technologically prepared to implement online teaching (Sintema
2020), several studies show that online teaching was successfully used in most HEIs, as long
as there was technical support and an appropriate environment (Basilaia and Kvavadze
2020). Nevertheless, several authors (Adedoyin and Soykan 2020; Aguilera-Hermida 2020;
Bozkurt and Sharma 2020; Hodges et al. 2020) note that the conditions of these emergency
remote education (ERE) programs are substantially different from those of well-planned
online programs.

Given the significant advances in technology that are likely to continue for decades to
come, all faculty members must be prepared to implement best practices in online teaching,
ensuring positive outcomes in students’ retention and engagement (Davis et al. 2019).
For a successful transition from face-to-face to online teaching, faculty have to change
traditional teaching methods used within the “traditional classroom” and learn new skills.
However, for the success of this change, it is essential that faculty not only strive to learn
the technologies associated with online learning, but also understand the need to radically
change and transform their pedagogical approaches and teaching methods (Keengwe and
Kidd 2010).

Satisfaction with Online Teaching

Students’ motivation and performance in distance learning courses can be directly
affected by faculty satisfaction with online teaching (Hartman et al. 2019). Thus, it is of
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the utmost importance to identify the factors that influence faculty satisfaction with online
teaching.

Bolliger and Wasilik (2009) present a typology of factors that may be relevant to explain
teachers’ satisfaction (or lack of it) with online teaching:

1. Student-related factors: on the one hand, the possibility of reaching a more diverse
population and engaging students in a highly interactive communication, but, on the
other hand, the limited interaction with students, due to the lack of personal contact;

2. Faculty-related factors: on the one hand, promoting positive results in students (self-
gratification), receiving recognition for the work they do and having opportunities
for professional development and research, but, on the other hand, dealing with
technological difficulties or inadequate tools;

3. Institution-related factors: on the one hand, the value placed by the organization on
online teaching and the existing policies that support faculty with this, but, on the
other hand, workload issues and possible negative impact in pedagogical evaluation.

The institutions’ support is considerably important to help teachers deal with the
transition (Naylor and Nyanjom 2021; Ntereke et al. 2021). Instructors who received timely
technical support and training for software and hardware deal better with the stress of the
change. Positive emotions and a sense of a shared vision facilitate a constructive approach
(Naylor and Nyanjom 2021). In contrast, the lack of recognition of the additional time
needed to research and implement online teaching creates discontent. Unfortunately, the
lack of confidence in their technical skills to design effective online instruction is a common
experience for university teachers (Ntereke et al. 2021; Tsegay et al. 2022). Another motive
of discontent is the difficulty in interacting with students: teachers are not absolutely sure
whether students are really there or only appearing online (Ntereke et al. 2021). Catching
students’ attention and provoking their enthusiasm is frequently particularly challenging
(Mishra et al. 2020; Saha et al. 2022).

2.2. Faculty Well-Being

Well-being at work results from the interaction between the organizational environ-
ment and personal characteristics (Abid et al. 2020). There are different approaches to
well-being at work. One of these approaches focuses on subjective experiences and work
performance, considering satisfaction and commitment to be key elements of happiness
at work (Pagán-Castaño et al. 2020), with satisfaction being more related to work and
commitment to the organization as a whole (Fisher 2010). Another approach focuses on the
quality of interactions and relationships between employees, managers and/or organiza-
tion (Grant et al. 2007). A different approach to well-being focuses on the impact that work
experiences and stressors can have on employees’ health, both physical and mental (e.g.,
stress, anxiety and burnout) (McCoy et al. 2013). Stressors usually manifest themselves in
the form of threats, obstacles and challenges in the work environment, affecting employees’
effectiveness, levels of performance and well-being (Ahmed et al. 2019). In this paper, we
will follow the last approach and consider ERE as a challenge that faculty had to face due
to the COVID-19 pandemic with potential negative impact on faculty’s well-being.

Most of the literature on faculty well-being has focused on job satisfaction, that is, the
extent to which people like or dislike their jobs (Mudrak et al. 2018), partly because job
satisfaction is relevant to increase faculty retention (McCoy et al. 2013). Even though job
satisfaction is considered a key index of well-being (Seipel and Larson 2018), in our study
we preferred to use a more holistic construct to encompass other variables that may give
a better overview of the work experience and better explain how various factors interact
to affect individuals at work (Kandasamy and Ancheri 2009). Therefore, in our study, we
evaluated faculty well-being using a measure of the quality of working life that includes
not only job satisfaction, but a set of other relevant constructs for faculty well-being.

79



Adm. Sci. 2022, 12, 147

Quality of Working Life

The quality of working life is associated with an environment where employees feel
safe and happy, do not feel stressed, are satisfied with their work, their personal and
professional needs are met and work–life balance is ensured. Diverse benefits have been
associated with a high work-related quality of life, such as: higher job performance; higher
organizational performance; increased job satisfaction, organizational commitment and
general well-being; and reduced absenteeism, intention to leave and burnout (Akar 2018;
Gokhale 2015).

According to Easton and Van Laar (2018), existing theoretical approaches to quality of
working life are inconsistently defined and sometimes even contradictory. They proposed
a broader conceptualization of quality of working life that included six dimensions: (i)
general well-being; (ii) home–work interface; (iii) job and career satisfaction; (iv) control at
work; (v) working conditions; and (vi) stress at work.

1. General well-being indicates the extent to which an individual feels good and/or
satisfied with their life in general. It includes both physical and psychological well-
being, which are deeply connected (e.g., physical illness affects job performance,
which in turn can affect psychological well-being).

2. Home–work interface relates to the conciliation between personal and work demands.
3. Job and career satisfaction reflect how satisfied the individual is with his or her job

and how fulfilled they feel.
4. Control at work is the level at which individuals feel involved in decisions that affect

them at work.
5. Working conditions refer to the essential resources provided by the organizations to

employees so they can do their work safely and effectively.
6. Stress at work is a harmful physical and emotional response that occurs when work

demands do not match a worker’s abilities, resources or needs (e.g., when an indi-
vidual perceives and feels excessive pressures and feels he is unable to fulfill the job
requirements).

Higher education has long been considered a low-stress job given the flexible working
hours, autonomy and low workload that were associated with an academic career. In
most countries, before the COVID-19 pandemic, academic work was associated with high
levels of job satisfaction (Mudrak et al. 2018). However, in recent decades, around the
world, HEIs have undergone significant changes (e.g., massification, increasing internation-
alization, diversification of the academic work, profound changes in the way universities
are managed, etc.) (Bentley et al. 2013) that increased faculty challenges and demands
and decreased the quality of their working life (McCoy et al. 2013). The abrupt transition
to online teaching during the pandemic imposed new challenges that may have had an
impact on job satisfaction as well as other components of faculty quality of working life
(Krugielka et al. 2021). Recent studies (Chen et al. 2022) have reported that low levels
of satisfaction with online teaching have a negative impact on teachers’ psychological
well-being. In reverse, faculty being satisfied with online teaching may have a positive
impact on well-being.

H1. Faculty satisfaction with online teaching has a positive impact on general well-being.

Home–work interface relates to the conciliation between personal and work demands
(Easton and Van Laar 2018). The most relevant issues that impact this balance can be ade-
quate facilities at work, flexible working hours, working from home, job rotation, maternity
and parental leave and care for children and dependents (Chen et al. 2014). Convenience
and flexibility are important characteristics of the online teaching environment, and previ-
ous research has found a positive relationship between those characteristics and the online
teaching satisfaction (Elshami et al. 2021). Furthermore, a study carried out by (Bhattarai
2020) during the COVID-19 pandemic suggests that the affordances from working from
home can be important to achieve an enhanced work–life balance. This has important
implications for the faculty well-being, as the lack of balance between work and family
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can have a negative impact on individuals, both physical and psychological (e.g., depres-
sion, hypertension, risk of burnout, etc.) and also on organizations (e.g., job satisfaction;
job performance, etc.) (Easton and Van Laar 2018). Therefore, we propose the following
hypothesis:

H2. Faculty satisfaction with online teaching has a positive impact on home–work interface.

Job and career satisfaction reflect how satisfied the individual is with his or her job
and how fulfilled they feel (Easton and Van Laar 2018). Some authors state that job satis-
faction depends on both intrinsic and extrinsic factors. Having role and objectives clearly
defined, a good recognition and reward system capable of satisfying employees’ personal
development, career improvement and training needs, good working conditions and pos-
itive social relationships with coworkers and the supervisor are aspects that contribute
to job and career satisfaction. Online teaching often affords several tools that improve
communication between students and the faculty, facilitating the interactions between
them, thus creating a supportive learning environment (Wu et al. 2010) with a positive
impact in terms of the learning quality and student performance. As teaching is one of
the main activities of faculty members (Ortan et al. 2021), if they are satisfied with online
teaching, this will positively impact job and career satisfaction. Therefore, we propose the
following hypothesis:

H3. Faculty satisfaction with online teaching has a positive impact on job and career satisfaction.

Control at work is the level at which individuals feel involved in decisions that affect
them at work (Easton and Van Laar 2018). Individual perceptions of control at work
influence negative emotional reactions, both short-term (headaches or stomach-aches) and
long-term (cardiovascular disease), and also counterproductive behavior at work (Easton
and Van Laar 2018). During the pandemic, teachers were compelled to turn suddenly
to a new format of online teaching without the required previous preparation (Minutillo
et al. 2020; Mupinga 2005), which may have affected their perceptions of control at work.
Nevertheless, many HEIs provided teachers with the appropriate technical support which
increased their satisfaction with online teaching (Basilaia and Kvavadze 2020) and their
sense of control at work. Thus, we propose:

H4. Faculty satisfaction with online teaching has a positive impact on general control at work.

Working conditions refer to the essential resources provided by the organizations to
allow their employees to do their work safely and effectively (Easton and Van Laar 2018).
Adverse working conditions (e.g., dust, fumes, heat, etc.), can affect workers that may
want to avoid the workplace, increasing turnover (Easton and Van Laar 2018). If the online
teaching environment can provide faculty members with the necessary tools to effectively
perform their jobs, it will positively impact the working conditions dimension of well-being
(Bhattarai 2020). Therefore, we propose the following hypothesis:

H5. Faculty satisfaction with online teaching has a positive impact on working conditions.

Stress at work is a harmful physical and emotional response that occurs when work
demands do not match a worker’s abilities, resources or needs (e.g., when an individual
perceives and feels excessive pressures and feels he is unable to fulfil the job requirements)
(Easton and Van Laar 2018). Previous researchers have found that online teaching often
increases workload, is more difficult to engage students in the learning processes and needs
more time for class preparation (Elshami et al. 2021). These factors are related with higher
levels of stress among the faculty community (Ortan et al. 2021). Therefore, we propose the
following hypothesis:

H6. Faculty satisfaction with online teaching has a negative impact on stress at work.

Figure 1 presents the research model that portrays the relationships under study.
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Figure 1. Research Model.

3. Research Methods

This study aims to understand the impact of online teaching on the overall well-being
of the faculty staff at a business school in Lisbon. To access the validity of the proposed
research model and hypotheses, a quantitative approach based on data collected through
a questionnaire sent to all faculty members of the Business School was adopted. For
the operationalization of the research model, construct items were adapted from existing
scales (Appendix A). All items were measured with a five-point Likert scale, ranging from
‘strongly disagree’ to ‘strongly agree’.

To validate the questionnaire translation from English to Portuguese, the back-translation
procedure suggested by Sekaran and Bougie (2016) was applied. A pretest was conducted
with five faculty members, which resulted in the restructuring of some sentences to enhance
clarity.

Given that we have a latent variable model and a small sample size, Partial Least
Squares (PLS) Path Modeling was adopted in this study as implemented by the SmartPLS
3.0 software (Ringle et al. 2015) to assess the quality of the measurement and the structural
models.

3.1. Data Collection and Participants

The questionnaire was administered online with Qualtrics XM and sent by email to all
faculty members of the business school, leading to a nonprobabilistic sampling. Data were
collected between March and April of 2021, during the second confinement period due to
COVID-19 pandemic, when teaching was being conducted only remotely. After one follow-
up to increase the response rate, a total of 139 responses were gathered, which corresponds
to a response rate of 54.3%. From the total of 139 responses, 102 were considered valid,
corresponding to 39.8% of the population.

Regarding the demographic characterization of the final sample, there is a slightly
higher number of male respondents (54.9%); 41.2% are females and 3.9% decided to not
reveal their gender. Concerning age, 21.9% of respondents are millennials and the rest
are over 40 years old, the average being 48.44 years. Most of the faculty participating in
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this study (63.6%) live in households with three or more people, 27.3% live in households
of two people and only 9.1% live alone. Most respondents (63.7%) are in the university
teaching career, while the remaining ones are invited professors (36.3%).

To further characterize our final sample, we computed some additional descriptive
statistics. Respondents who are most satisfied with work and career (average = 3.70) are the
ones with the most numerous households (more than 2 members), and the least satisfied
ones are the faculty members that live alone (average = 2.90). Additionally, there are
statistically significant differences in satisfaction with online education, as invited faculty
members are more satisfied (average = 3.09) than career faculty members (average = 2.72).
Furthermore, we also found statistically significant differences regarding the satisfaction
with online education (F = 3.736; p < 0.05), where younger faculty members are the most
satisfied ones with online teaching (average = 3.05).

3.2. Measures

The two scales that make up the final questionnaire have already been validated in
samples of faculty members with good levels of reliability. The Work-Related Quality of
Life (WRQoL), developed by Easton and Van Laar (2018), measures work-related quality
of life, and was used as a measure of the well-being construct in the present study. It
was previously applied in several other universities and countries and has shown good
psychometric quality. It includes six dimensions: (i) general well-being; (ii) home–work
interface; (iii) job and career satisfaction; (iv) control at work; (v) working conditions; and
(vi) stress at work.

The Online Faculty Satisfaction Survey Revised (OFSS-R) was adapted by Blundell et al.
(2020) from the Online Faculty Satisfaction Survey (OFSS) developed by Bolliger and Wasilik
(2009) to measure faculty’s satisfaction with online education. The first 15 items of the
original instrument were excluded because they belonged to the introductory question of
Bolliger and Wasilik (2009), which was not evaluated by Blundell et al. (2020), thus resulting
in a scale of only 28 items. These items measure the faculty satisfaction with different
aspects of online education that, according to the authors, would be related to students,
the institution, and faculty. In addition to these three dimensions, they included a fourth
one to measure general satisfaction with online teaching. Once we could not reproduce the
proposed factorial structure, we grouped the items in six different dimensions based on
their content. The student-related dimensions are: student engagement (e.g., “My online
students are more enthusiastic about their learning than their traditional counterparts”);
student Interaction (e.g., “The level of my interactions with students in an online class is
higher than in a traditional face-to-face class”); and flexibility (e.g., “Online teaching is
gratifying because it provides me with an opportunity to reach students who otherwise
would not be able to take courses”). The institution-related dimension is workload (e.g.,
“I have a higher workload with online teaching compared to traditional teaching”). The
faculty-related dimension is technology (e.g., “I use fewer resources in online teaching than
in face-to-face teaching”). The sixth-dimension measures general satisfaction with online
teaching—overall satisfaction with online teaching (e.g., “I look forward to teaching my
next online course”). Appendix A presents the complete operationalization for each latent
variable of the research model.

4. Results

4.1. Measurement Model Assessment

To assess the measurement model quality, we assessed indicators for reliability (com-
posite reliability for internal consistency) and evaluated convergent and discriminant
validities (Table 1).
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Table 1. Median, Reliability and Validity of constructs.

Median
Composite
Reliability

Average Variance
Extracted (AVE)

R2

Control at Work 0.056 0.802 0.670 0.003
General Well-Being 0.159 0.874 0.570 0.076

Home–Work Interface 0.311 0.903 0.824 0.033
Job and Career Satisfaction 0.145 0.812 0.521 0.066

Stress at Work 0.136 0.903 0.824 0.003
Working Conditions 0.229 0.891 0.803 0.007
Overall Well-Being 0.133 1.000 1.000 0.651

Faculty Satisf. Online Teach. 0.041 0.904 0.824 0.997
Flexibility 0.210 0.851 0.741 NA

General Satisfaction 0.083 0.908 0.500 NA
Technology 0.094 0.753 0.613 NA

Student Engagement −0.143 0.810 0.681 NA
Student Interaction −0.028 0.810 0.587 NA

Work overload −0.337 0.854 0.749 NA

Regarding the reliability of constructs, all indicators have higher values than the
threshold value of 0.7 for composite reliability (Table 1). Henseler et al. (2009) emphasize
that the absolute standardized outer loadings of each indicator and its construct should
be higher than 0.7. For our study, all values are acceptable (Appendix A). All constructs
exhibit AVE values higher than 0.5 (so we deleted the items with lower loading values
(FSOFT_6_rev, FSOFT_13_rev and FSOFT_14_rev), which allowed us to achieve the AVE
of at least 0.5 for all latent variables, revealing the capability of the latent variables to
explain, at least, 50% of the variance of its indicators (Henseler et al. 2009), showing that the
model has good convergent validity. Finally, discriminant validity is assessed through the
Fornell–Larcker criterion (Table 2) and the cross-loadings analysis (Henseler et al. 2009). All
values are according to requirements (the AVE of each variable is higher than the squared
correlation with other variables), with the exception of faculty satisfaction with online
teaching, as it is a second-order construct sharing indicators with its first-order constructs.
Appendix A presents the means, standard deviations and loading for each indicator.

Table 2. Discriminant validity—Fornell–Larcker criterium.

CAT FLEX GWB HWI JCS STE SAT FSOT TECH OWB WKC STI OSAT WOL

Control at Work 0.819
Flexibility −0.024 0.861

General Well-Being 0.435 0.214 0.755
Home–Work

Interface 0.570 0.132 0.648 0.908

Job and Career
Satisfaction 0.684 0.199 0.697 0.719 0.722

Students’
Engagement 0.156 0.592 0.231 0.128 0.167 0.825

Stress at Work 0.180 0.057 0.278 0.302 0.244 0.031 0.908
Fac.Sat.

Online Teaching. 0.055 0.849 0.276 0.181 0.256 0.805 0.057 0.707

Technology 0.122 0.455 0.302 0.186 0.290 0.292 0.177 0.571 0.783
Overall Well-Being 0.573 0.099 0.723 0.594 0.641 0.127 0.232 0.167 0.242 1.000

Working Conditions 0.611 0.042 0.521 0.612 0.641 0.065 0.286 0.081 0.205 0.655 0.896
Student Interaction 0.037 0.683 0.237 0.206 0.243 0.673 0.022 0.907 0.472 0.172 0.098 0.766
Online Satisfaction −0.037 0.690 0.153 0.043 0.164 0.673 0.017 0.885 0.423 0.049 −0.029 0.738 0.908

Work Overload 0.095 0.150 0.090 0.119 0.144 0.137 0.157 0.149 0.140 0.028 0.157 0.097 0.148 0.866

Note: Numbers in bold denote the square root of the average variance extracted.

4.2. Structural Model Results

After verifying that the outer model presents good psychometric characteristics, we
proceed to the evaluation of the structural model. The bootstrapping technique was applied
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to generate 1500 samples from 102 cases. The structural model was evaluated considering
the coefficients of determination of endogenous latent variables (i.e., R2) and the path
coefficients (in terms of sign, magnitude and significance). The model depicted in Figure 2
presents the PLS model results, and Table 1 presents the R2 values for each endogenous
variable. The results show that the data collected allow us to accept three out of six
theoretical hypotheses that this research puts forward (H1, H2 and H3) and conclude that
the nomological net explains 65% of the ultimate endogenous construct: overall well-being.
Figure 2 shows results of the structural model analysis, and Table 3 shows the hypotheses
that were or were not supported.

Figure 2. PLS results (n = 102). Note: * p < 0.1; ** p < 0.05; *** p < 0.01; n.s. non significant.

Table 3. Research Hypothesis evaluation.

Hypothesis Description Path Coef. Bootstrap t-Test Hypothesis Evaluation

H1 Faculty satisfaction with online teaching has a
positive impact on general well-being. 0.28 2.697 Accept

H2 Faculty satisfaction with online teaching has a
positive impact on home–work interface. 0.18 1.647 Accept

H3 Faculty satisfaction with online teaching has a
positive impact on job and career satisfaction. 0.26 2.274 Accept

H4 Faculty satisfaction with online teaching has a
positive impact on general control at work. 0.06 0.494 Reject

H5 Faculty satisfaction with online teaching has a
positive impact on working conditions. 0.08 0.715 Reject

H6 Faculty satisfaction with online teaching has a
negative impact on stress at work. 0.06 0.501 Reject

To assess the predictive relevance of our research model, the Q2 was computed,
showing positive values for the endogenous variables that the model explains—faculty
satisfaction with online teaching and overall well-being (respectively, 0.482 and 0.561);
hence, the model has good predictive relevance (Hair et al. 2011).
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5. Discussion

Our paper contributes to the understanding of the implications of online teaching on
the faculty members’ well-being. Previous studies have not addressed those two constructs
in a single research model. Our results suggest that among the several dimensions of faculty
satisfaction with online teaching, student interaction, online satisfaction and flexibility
are the most important dimensions contributing to faculty satisfaction with the online
teaching system. In fact, being able to succeed in the interaction with students, getting
them involved in the learning processes and being able to provide better feedback are
important to accomplish one of the faculty members’ main missions, as they contribute to
the development of a supportive learning context (Wu et al. 2010). Moreover, the flexibility
afforded by the online system and the possibility to reach a wider set of students are very
much appreciated by faculty members.

Interestingly, while technology has a significant impact on the satisfaction with the
online system, it has smaller impact when comparing to the other dimensions that were
found to be significant. This shows that the tools that a university adopts to deliver online
teaching or the technical problems that faculty members may face are not so decisive for
the faculty members’ satisfaction with the online teaching. Work overload was the only
dimension that was not found to be relevant. While existing research suggests that online
teaching often involves more time for class preparation to be able to engage students in the
learning processes, thus increasing work overload (Elshami et al. 2021), in our research we
did not achieve the same results. One possible explanation is that the other dimensions with
expected positive contribution to faculty satisfaction overcame the less positive implications
of the usage of teaching online systems.

The results show that satisfaction of faculty with online teaching had a significant
positive effect on general well-being (β = 0.28, p < 0.01), suggesting that teachers who
enjoy the online teaching experience are more satisfied with their life in general and enjoy
their lives. Considering that the survey was launched during the confinement, faculty
members were mostly occupied with online teaching during work time, and the results
highlight that fact. Faculty members who were more satisfied with online teaching also
exhibited greater job and career satisfaction (β = 0.26, p < 0.05), suggesting that they felt
encouraged to develop new skills and saw the new context as an opportunity to use their
abilities at work. Furthermore, faculty satisfaction with online teaching was positively and
significantly related to home–work interface (β = 0.18, p < 0.1), possibly due to the fact
that the confinement period provided more time for the family and more flexibility (in
time and/or space) that facilitates the conciliation between personal and work demands, as
suggested by the literature (Chen et al. 2014).

Contrary to our expectations, satisfaction with online teaching did not exhibit a
significant relation with control at work. This is possibly due to the fact that, although
teachers were compelled to turn to online teaching during the pandemic, they did not lose
control at work since they were free to organize their classes in the new format in a way
that they considered was best. Satisfaction with online teaching did not significantly impact
the faculty’s perceptions of the working conditions, as expected. A possible explanation
is the fact that the business school where the study was conducted provided faculty with
the required learning platforms and teaching pedagogies to ensure the quality of online
teaching (Owens et al. 2018). This also may explain the fact that satisfaction with online
teaching had no significant negative effect on stress at work. Technological support and
training during the transition process increased faculty readiness to teach online and
reduced faculty stress (Toto and Limone 2021).

6. Conclusions

The sudden move to an online teaching environment, due to the COVID-19 pandemic,
raised unique challenges that affected faculty well-being. Furthermore, given the relevance
of teachers to the success of learning, it is important to know their satisfaction with online
teaching (Hiltz et al. 2010; Owens et al. 2018) as well its impact on faculty well-being.
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This paper considers the satisfaction of faculty with online teaching as a multidimen-
sional construct, measured by several factors: student-related (student interaction, student
engagement and learning flexibility), faculty-related (workload) and institution-related
(technology). Faculty well-being was measured by the quality of working life, which is also
a multidimensional construct to encompass variables other than job satisfaction (the most
studied dimension of faculty well-being) and give a better overview of the work experience
(Kandasamy and Ancheri 2009). In addition to job and career satisfaction, the home–work
interface, working conditions, stress at work, control at work and general well-being were
also considered in this study. Thus, the current study fills a research gap by exploring
the significant channels of influence of the satisfaction with online teaching during the
pandemic on the well-being at work in university teaching.

Some limitations can be pointed to this study. It offers a snapshot vision of the relation
between online teaching and well-being at work, very much influenced by the COVID-19
pandemic context. On one hand, the anxiety associated with the pandemic risks could have
influenced faculty levels of well-being. On the other hand, the possibility to continue the
education process, thanks to the new remote teaching technologies, may explain the strong
positive relation between online teaching and general well-being. Therefore, it would be
interesting to replicate the study after the pandemic to find out whether the results differ.
Another limitation concerns the possibility of not being able to extrapolate the results from
this study, since data were collected from a single business school.

Nevertheless, the last limitation also constitutes a relevant contribution to practice,
since the study provides insights regarding a more sustainable Human Resource Manage-
ment in the studied HEI. Although participants exhibit considerably good levels of quality
of working life, there is plenty of space to improve faculty well-being. For example, some
participants are not satisfied with the career opportunities available in the HEI and wish
to be more involved in decisions that affect them in their own area of work. Considering
their relevance to faculty members, these aspects should be topics of concern to the man-
agement of this specific HEI. Career advancement opportunities, autonomy, role clarity
and performance feedback have been considered key job resources that may prevent the
negative impact of job demands on stress/burnout (Mudrak et al. 2018).

Furthermore, the low levels of satisfaction with online teaching should be considered
in the development of future online courses. Particularly, HEIs should address student-
related factors (student engagement, flexibility and student interactions), which are the
most relevant aspects for faculty satisfaction with online teaching. To mitigate teachers’
perceptions of lack of interaction with students in online teaching and help to build strong
relationships, teachers may connect with students on social networks to discuss topics or
ideas that are not limited to the content of the lessons (Greenhow and Galvin 2020).

Being an HEI engaged in promoting social sustainability, it is of the utmost importance
to evaluate on a regular basis faculty perceptions and satisfaction with online teaching and
identify the factors that may impact teachers’ well-being to improve both the quality of
teachers working life and, also, the quality of online teaching and learning.
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Appendix A. Constructs Indicators, Means, Standard Deviations and Loadings

Construct
Indicator

Code
Indicator Description Mean

Std
Deviation

Loading

Control at Work QOWL_12 I am involved in decisions that affect me in my own area of work 3.078 1.384 0.755
QOWL_2 I feel able to voice opinions and influence changes in my area of work 3.882 0.973 0.878

Flexibility FSOT_2 The flexibility provided by the online environment is important to me 3.480 1.341 0.857

FSOT_25
Online teaching is gratifying because it provides me with an

opportunity to reach students who otherwise would not be able to
take courses

3.029 1.361 0.864

General
Well-Being QOWL_10 I am satisfied with my life 3.824 1.052 0.819

QOWL_15 In most ways my life is close to ideal 3.343 1.089 0.791
QOWL_17 Generally, things work out well for me 4.000 0.918 0.815
QOWL_21 Recently, I have been feeling reasonably happy, all things considered 3.422 1.124 0.827
QOWL_4 I feel well at the moment 3.725 1.095 0.873

QOWL_9_rev Recently, I have been feeling unhappy and depressed 3.843 1.169 0.726

Home–Work
Interface QOWL_5 My employer provides adequate facilities and flexibility for me to fit

work in around my family life 3.735 1.236 0.914

QOWL_6 My current working hours/patterns suit my personal circumstances 3.529 1.326 0.901

Job and QOWL_1 I have a clear set of goals and aims to enable me to do my job 4.343 0.707 0.659
Career

Satisfaction QOWL_11 I am encouraged to develop new skills 4.069 0.910 0.757

QOWL_18 I am satisfied with the career opportunities available for me here 2.951 1.403 0.655
QOWL_3 I have the opportunity to use my abilities at work 4.039 1.093 0.805

Student
Engagement FSOT_11 My online students are more enthusiastic about their learning than

their traditional counterparts 2.088 0.919 0.805

FSOT_20_rev The participation level of my students in the class discussions in the
online setting is lower than in the traditional one 2.157 1.135 0.845

Stress at Work QOWL_19_rev I often feel excessive levels of stress at work 2.922 1.250 0.893
QOWL_7_rev I often feel under pressure at work 2.775 1.283 0.922

Satisfaction with FSOT_20_rev The participation level of my students in the class discussions in the
online setting is lower than in the traditional one 2.157 1.135 0.698

Online
Teaching FSOT_2 The flexibility provided by the online environment is important to me 3.480 1.341 0.722

FSOT_25
Online teaching is gratifying because it provides me with an

opportunity to reach students who otherwise would not be able to
take courses

3.029 1.361 0.739

FSOT_9 I look forward to teaching my next online course 2.686 1.313 0.835
FSOT_3 My online students are actively involved in their learning 2.843 1.153 0.671

FSOT_1 The level of my interactions with students in the online course is
higher than in a traditional face-to-face class 1.794 1.097 0.663

FSOT_15 I am satisfied with the use of communication tools in the online
environment (e.g., chat rooms, threaded discussions, etc.) 3.539 1.226 0.563

FSOT_11 My online students are more enthusiastic about their learning than
their traditional counterparts 2.088 0.919 0.628

FSOT_16 I am able to provide better feedback to my online students on their
performance in the course 2.353 1.099 0.744

FSOT_17 I am more satisfied with teaching online as compared to other
delivery methods 2.196 1.085 0.769

Technology FSOT_13_rev Online teaching is often frustrating because of technical problems 2.647 1.210 0.613

FSOT_15 I am satisfied with the use of communication tools in the online
environment (e.g., chat rooms, threaded discussions, etc.) 3.539 1.226 0.923

Overall
Well-Being QOWL_23 I am satisfied with the overall quality of my working life 3.863 1.029 1.000

Working
Conditions QOWL_13 My employer provides me with what I need to do my job effectively 3.569 1.201 0.869

QOWL_22 The working conditions are satisfactory 3.902 1.133 0.923
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Construct
Indicator

Code
Indicator Description Mean

Std
Deviation

Loading

Student
Interaction FSOT_3 My online students are actively involved in their learning 2.843 1.153 0.744

FSOT_1 The level of my interactions with students in the online course is
higher than in a traditional face-to-face class 1.794 1.097 0.767

FSOT_16 I am able to provide better feedback to my online students on their
performance in the course 2.353 1.099 0.787

Overall SOT FSOT_9 I look forward to teaching my next online course 2.686 1.313 0.916

FSOT_17 I am more satisfied with teaching online as compared to other
delivery methods 2.196 1.085 0.900

Work overload FSOT_6_rev I have a higher workload when teaching an online course as
compared to the traditional one 1.922 1.143 0.726

FSOT_14_rev It takes me longer to prepare for an online course on a weekly basis
than for a face-to-face course 2.461 1.126 0.985
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Abstract: Employees in the telecom sector are knowledge workers and, thus, managers, HR pro-
fessionals, and policymakers in the industry need to retain them through knowledge management
policies. It is against this premise that this study investigated the effect of knowledge management on
employee retention in the telecom sector. Research design employed in this study is a cross-sectional
survey with an accessible population of thirty telecom companies in the southeastern region of
Nigeria using a simple random sampling technique. The sample size was determined with the Krejcie
and Morgan sample size determination table. A questionnaire was used as an instrument for data
collection. Respondents’ profiles were analysed with frequency distribution while the formulated
hypotheses were analysed with linear regression. The study found that knowledge management
dimensions have a significant effect on the measures of employee retention. The study concludes
that knowledge management measured in terms of knowledge acquisition, knowledge storage, and
knowledge sharing predicted employee retention that is measured by supervisor support, coworkers
support, and flexible working arrangements. One of the implications of this study is that managers
of telecom companies should liaise with their board of directors to make funds available that would
be used to train employees to acquire relevant knowledge that is needed in the telecom industry.

Keywords: knowledge management; employee retention; telecom; flexible working arrangements;
supervisor support; coworker support

1. Introduction

Employee retention has been a major issue facing both small and multinational
corporations across the globe (Edeh et al. 2021b; Kularathne and Senevirathne 2020;
Biason 2020; Fukui et al. 2019; Nagabhaskar 2014; Aguenza and Som 2012). This is
caused by changing demographics, need for achievement, entrepreneurial intention, en-
trepreneurial orientation, job insecurity, technological uncertainty, unhealthy working
environment, lack of management skills, insufficient knowledge of leadership typologies,
absence of resilience mechanism, as well as the lack of knowledge management strategies
(Edeh et al. 2022; Edeh and Ukpe 2019; Sawaneh and Kamara 2019). On the other hand,
recent evidence from developed economies revealed that high employee turnover was
caused by non-material factors (Kuzior et al. 2022). It is based on the above contentions that
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scholars have challenged business practitioners to employ sustainable retention strategies,
such as supervisor support, internal promotion, coworker support, working environment,
flexible working arrangements, career advancement, and training and development, which
would prevent their employees from leaving for other organisations (Edeh et al. 2021a;
Sishuwa and Phiri 2020; Edeh et al. 2020; Ohunakin et al. 2019; Choi 2019). In addition,
studies have shown that for employees to remain with their organisation, especially in a
digital economy dispensation, managers, supervisors, and human resource professionals
must deploy knowledge management as a strategic tool for retaining their employees;
otherwise, they could leave unannounced thereby incurring more expenditure for the
organisation to recruit new individuals that would take their place (Edeh et al. 2022).

However, in a knowledge-based work environment such as the telecom sector, man-
agers and human resource professionals had been advised to employ knowledge manage-
ment as an instrument to foster the retention of their valued employees (Enyioko and Ikoro
2018; Serenko 2022). Knowledge management is a human resource policy that is geared
toward the prevention of employee turnover, social loafing, and other counterproductive
work behaviours in most organisations (AIgaribeh 2018). Prior studies have shown that
knowledge management engenders employee effectiveness, innovation capability, discre-
tionary work behaviour, corporate sustainability, employee job satisfaction, firm survival,
and entrepreneurial performance (Edeh et al. 2022; Edeh and Ukpe 2019; Mustafa et al.
2021; Kassaneh et al. 2021; Li et al. 2020; Okafor et al. 2019; Valmohammadi et al. 2019;
Alias et al. 2018; Nwaiwu and Imafidon 2017).

The aforementioned studies have revealed that some of the major problems facing
telecom companies in sub-Saharan Africa, especially in Nigeria, is their inability to im-
plement effective retention plans that would discourage talented employees from leaving
(Enyioko and Ikoro 2018; Zakariya and Shuaibu 2021). Research has shown that the man-
agement of telecom firms has not fully implemented flexible working periods for their
employees and thus, prevents them from having their time and improving their wellbeing
(Okafor et al. 2019; IBN 2022; Magaji et al. 2021). It was also discovered that top-level
managers in most telecom firms fail to provide support to their subordinates when there is
a need for assistance, and also some coworkers that are more knowledgeable than others
sometimes do not want to share their knowledge with their colleagues (Zakariya and
Shuaibu 2021; Baridula and Mekuri-Ndimele 2020). These are the major reasons why this
study is necessary, especially in the telecom work environment where retention policies
such as supervisor support, coworker support, and flexible working arrangements are
relevant, as drawn from the preceding literature.

Drawing from the above, prior studies by Edeh et al. (2022); Edeh and Ukpe (2019);
Li et al. (2020); Okafor et al. (2019); Valmohammadi et al. (2019); and Alias et al. (2018)
had investigated the predictability of knowledge management on other criterion variables
other than employee retention with a specific focus on telecom companies in sub-Saharan
Africa work environments. This has created a research gap that this study has filled. It
was this vacuum that motivated the researchers to embark on this study by investigating
the effect of knowledge management on employee retention in the telecom sector within
the sub-Saharan work setting with human capital theory and social exchange theory as
the baseline theories. Meanwhile, what necessitated the choice of the telecom sector in
this study is because of its contribution to the economic development of the world at large.
Research has shown that in 2021 alone, the telecom industry contributed about USD 4.5
trillion to the global GDP (O’Dea). It was further projected that by 2025 the sector would
have added USD 4.9 trillion to the global GDP (O’Dea). In Nigeria, the telecom sector
contributed about 7.7% of the country’s GDP in 2012; it dropped in 2013 by 7.4%; and it
increased to 7.6%, 8.5%, 9.13%, 8.7%, 9.9%, 10.6%, and 17.5% in 2014, 2015, 2016, 2017, 2018,
2019, and 2020, respectively (Osuagwu 2021).
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2. Literature Review

2.1. Knowledge Management

The concept of knowledge management was popularized by Nonaka and Takeuchi
(1995) in their writing “knowledge-creating company”. The authors were provoked by
the constant technological changes in the organisation and advocated that the essence of
organisational existence is to constantly create knowledge that would assist them in the
competitive business environment (Scarborough and Carter 2000). Nonaka and Takeuchi
(Nonaka and Takeuchi 1995) went further to opine that any organisation that wants to
remain relevant in the digital economy must create knowledge that would provoke its
employees to learn and discourage them from leaving. It is on this note that human
resource scholars such as Armstrong (2009), Edeh et al. (2022), and Sayyadi (2009) ar-
gued that the new business economy revolves around knowledge management. However,
knowledge management has received much attention because of its meaning and bene-
fits. Early scholars of knowledge management defined knowledge management as any
organisation process that has to do with creating, attracting, storing, sharing, and utilizing
knowledge to promote learning and high performance (Scarborough and Carter 2000;
Scarborough et al. 1999). Using different binoculars, Mustafa et al. (2021) accentuate that
knowledge management is concerned with the process of selecting qualified individu-
als with the required knowledge that is needed by a particular business or an organisa-
tion. In contrast to the above definition, Sayyadi (2009) asserts that knowledge manage-
ment is a new human resource management policy that is designed to produce quality
and comprehensive knowledge in the workplace. Deviating from the above submission,
Kassaneh et al. (2021) and Perevozova et al. (2019) suggested that knowledge management
is not only domiciled with human resource professionals but it is a tool that can be used to
attract new ideas or innovations from within or outside the organisation. Still, in the search
for what knowledge management represents, Ogunbanwo et al. (2021) argued that knowl-
edge management refers to a process of acquiring new knowledge, keeping it in databases
as storage, and utilizing it for the benefit of the organisation. Simplifying it further,
Edeh et al. (2022) contended that knowledge management is human resource nomen-
clature that is concerned with knowledge acquisition, knowledge storage, and knowledge
sharing or distribution amongst coworkers to achieve formulated goals.

Drawing from the above contentions, it appears that most of the authors focused their
satellite on already acquired knowledge, leaving the employee who is the vehicle through
which knowledge is driven to the stakeholders of the organisation. It is based on this
premise that Nurdin and Yusuf (2020) elucidated that knowledge management represents
organisational strategies for sieving knowledge from its employees and sharing it to other
members of the organisation. Supporting the position above, Favoretto and Carvalho (2021)
believe that any policy that encourages employees to release any information capable of
solving the problems facing the organisation is termed knowledge management. In congru-
ence with the above, Ogunbanwo et al. (2021) argued that employees may possess accurate
knowledge that can be used to tackle the organisational problem but the implementation is
domiciled with the managers. What this implies is that an employee can have knowledge
that would turn around the future of the business but sometimes managers may not give
them that opportunity because of the fear of losing their position (Sayyadi 2009; Favoretto
and Carvalho 2021). To salvage these challenges, Kassaneh et al. (2021) suggested that ef-
fective knowledge management involves every member of the organisation. Li et al. (2020)
admitted that the essence of knowledge management is to prevent talented employees
from leaving the organisation. Nurdin and Yusuf (2020) concurred with Li et al. (2020)
and advised human resource professionals or management teams to harvest knowledge
from their subordinates by creating a friendly work atmosphere that would motivate the
subordinates to share their idea concerning a particular issue.

Prior research has shown that knowledge management predicted innovation capability
(Edeh et al. 2022). Kotwal and Gupta (2021) examined the role that knowledge manage-
ment plays in the telecom sector of Jammu and discovered that knowledge management
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significantly impacted the competitive advantage of the firms. Alrefaai and Khalil’s (2019)
empirical investigation on knowledge management and learning organisation, which was
conducted in telecom enterprises in Damascus, shows that the dimensions of the predic-
tor variable correlated with a learning organisation. Okafor et al. (2019) investigated
knowledge management strategies and firm performance in telecom firms in Port Harcourt
and discovered that knowledge creation, knowledge storage, knowledge sharing, and
knowledge application have a significant positive correlation with corporate performance.
AIgaribeh (2018) conducted a study on the influence of knowledge management on firm
performance in Jordan telecom companies and found knowledge acquisition, knowledge
sharing, knowledge interpretation, as well as organisational memory predicts the per-
formance of telecom firms. Nwaiwu and Imafidon (2017) investigated the relationship
between knowledge management and organisational survival in telecom firms in Nige-
ria and found that knowledge acquisition, knowledge storage, knowledge sharing, and
knowledge utilisation correlated with the survival of telecom enterprises.

From the existing knowledge management literature above, it was shown that the three
validated dimensions of knowledge management include knowledge acquisition, knowl-
edge storage, and knowledge sharing (Edeh et al. 2022; AIgaribeh 2018; Okafor et al. 2019;
Nwaiwu and Imafidon 2017; Nina et al. 2021). Knowledge acquisition refers to the pro-
cess of obtaining relevant knowledge that would be useful to the organisation (Edeh et al.
2022). Examples include suggestions and ideas from the subordinates during board meetings,
and sending members of staff to attend conferences, workshops, and other training that is
considered beneficial for the growth of the organisation (Mustafa et al. 2021). Knowledge
storage is concerned with the process or systems of keeping acquired knowledge so that
whenever it is needed to solve problems in the organisation, it can be called up at any time
(Okafor et al. 2019). Examples include storages such as databases, office files, and computer
memory cards, to mention but a few (Li et al. 2020; Perevozova et al. 2019). Knowledge
sharing is concerned with the process of disseminating or distributing knowledge amongst
members of the organisation (Nwaiwu and Imafidon 2017).

2.2. Employee Retention

Employee retention is still a very serious issue facing managers in different organisa-
tions and in every sector of the economy across the globe. This is due to inadequate
managerial skills on the part of the leadership of many businesses across the world
(Mahadi et al. 2020; Diah et al. 2020; Malik et al. 2020). However, scholars had advocated
that retaining employees depends on the business environment where the organisation is
located (Diah et al. 2020; Adedeji and Ugwumadu 2018). This may be true especially in
sub-Saharan Africa work settings where employees are encouraged to notify their man-
agement before leaving (Adedeji and Ugwumadu 2018). Employee retention refers to
the procedure of ensuring that employees are not allowed to leave the organization in
an unplanned manner (Ohunakin et al. 2019; Adedeji and Ugwumadu 2018). Ibrahim
(2019) has a different view regarding employee retention. He contended that any plan,
strategy, or policy that is designed by the human resource department to encourage em-
ployees to stay is termed employee retention. While considering the above assertion,
Mahadi et al. (2020) opined that the reasons why organisations strive to retain their em-
ployees are to avoid leaking their business secrets to competitors. This is very crucial and
must be avoidable by telecom managers, especially as the industry is intensely occupied
with competitiveness. In addition, researchers were of the view that when it comes to
retaining employees, management should look beyond cultural affiliation and focus on pro-
viding support to their subordinates as they value it more than rewards (Magaji et al. 2021;
Diah et al. 2020; Serenko 2022). The above argument may be true in the telecom industry
where employees prefer to acquire new knowledge that would give them a competitive
edge in the future. In line with the above, Naz et al. (2020) stressed that employees that do
not receive support from their supervisors or coworkers are usually tempted to engage in
social loafing at work. Adding to the statement above, Mahadi et al. (2020) admitted that
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social loafing engagement has the capacity of generating conflict amongst team members
and thereafter fosters mistrust in the workplace.

However, Sija (2022) asserts that the process of retaining employees varies from
one country to another. Hence, employee retention is also dependent on the type of
business or industry. Malik et al. (2020) contended that the policies used for retaining
employees in the oil and gas industry cannot be used in the telecom industry. Kigathi and
Waiganjo (2017) also added that to retain employees in the telecom industry, managers
and human resource professionals should consider the deployment of flexible working
arrangements, coworker support, supervisor support, and working environments. In
addition, Kundu and Gahlawat (2016) posited that due to the competitive nature of telecom
sector, employees in the industry do not necessarily pay attention to financial motivation
but prefer a work environment that provides them with the opportunity to work from the
comfort of their homes. Some authors have linked employee retention to management’s
ability to compensate workers in terms of injury, economic disruption, and other factors
that may lead to changes in their living standards.

Nevertheless, studies have shown that employee retention is the function of the hu-
man resource department (Naz et al. 2020; Chatzoudes and Chatzoglou 2022; Eguchi et al.
2019). This may be the reason why Ashton (2017) elucidated that the major responsibility
of the human resource department is to ensure that recruited employees do not leave
the organisation due to management deficiencies. Therefore, to retain employees in the
telecom sector, Kumari (2018) strongly advocated for the implementation of a flexible
working period and support from supervisors and colleagues. Corroborating with the
above submission, Magaji et al. (2021) contended that every industry has its peculiarity
when it comes to employee retention and, hence, suggested that managers of telecom busi-
nesses should provide supervisory support to their subordinates to avoid high employee
turnover. Drifting away from the various arguments about employee retention, Ashton
(2017) clarifies that employee retention refers to a process of ensuring that employees are
provided with necessary policies that would make them happy to stay with their enterprise
rather than allowing them to quit. In this manner, what inspires employees to stay in
the organisation depends on the industry and not necessarily the amount of money they
receive at the end of the day. Drawing from the review above, it is pertinent to note that in
the telecom sector, especially those operating in sub-Saharan Africa, employees prefer to
remain with their employers if they are supported by their supervisors separate from their
coworkers, including the provision of working from their homes (Enyioko and Ikoro 2018;
Gajendra et al. 2021). This position is in line with the submission of Zakariya and Shuaibu
(2021), who posited that telecom companies in Nigeria now encourage their employees
with the opportunity to work from home.

Nonetheless, validated dimensions of employee retention from the various literature
includes working environment, job satisfaction, performance appraisal, career opportu-
nities, training and development, empowerment, fringe benefits, pay, work-life balance,
coworker support, supervisor support, employee recognition, remunerations, flexible
working arrangements (Sawaneh and Kamara 2019; Choi 2019; Sija 2022; Chatzoudes and
Chatzoglou 2022), working experience, training and development, job satisfaction, manage-
ment support, prompt payment of salary, coworker support, supervisor support, provision
of the good working environment (Kularathne and Senevirathne 2020; Jayaswal 2021; Edeh
and Udensi 2017), financial rewards, management, recognition, psychological contract,
work-life balance, career development, job security and job characteristics (Nagabhaskar
2014; Aguenza and Som 2012; Sishuwa and Phiri 2020). In line with the review of the litera-
ture above, this research would adapt supervisor support, coworker support, and flexible
working arrangements as dimensions of employee retention because of their reliability
and validity in many studies (Edeh et al. 2021a, 2021b; Eguchi et al. 2019; Kumari 2018;
Pap et al. 2021; Campbell 2015). Supervisor support refers to the assistance from managers
or supervisors to their subordinates within and outside the workplace (Eguchi et al. 2019).
It can also be a formal work relationship between any top-level managers and their subor-
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dinates (Pap et al. 2021). Coworker support is helping behaviour from colleagues in the
same organisation (Kumari 2018). Edeh et al. (2021a) asserts that any organisation in which
coworkers support each other to achieve organisational objectives would never be defeated
by any competitor. A flexible working arrangement is an organisation policy that allows
employees to work from the comfort of their homes or work shift hours, which would
help employees take care of their family needs (Campbell 2015; Omondi and K’Obonyo
2018). Hayman (2009) accentuates that most telecom firms across the globe are adopting
flexible working arrangements as a competitive strategic advantage and also to improve
the wellbeing of their employees.

2.2.1. Knowledge Acquisition and Flexible Working Arrangements

Knowledge acquisition is the process through which knowledge is acquired or at-
tracted to utilize it for organisational prosperity. In this regard, the acquired knowledge is
expected to enhance the effectiveness of workers in the telecom sector, which would equip
them to work at their homes according to the specified objective (Okafor et al. 2019). It is
against this backdrop that Omondi and K’Obonyo (2018) opined that a flexible working
arrangement goes a long way in reducing organizational traffic and stated that it was a
result of new technological knowledge that necessitated flexible working schedules in most
firms. Going by the assertion above, it can be deduced that knowledge acquired without
being utilized has not solved any problem in the organisation. Therefore, AIgaribeh (2018)
posited that it behoves managers of telecom companies to ensure that acquired knowledge
is effectively utilized by employees wherever they are working. Research has shown that
a flexible working arrangement is one of the major instruments for retaining employees
in the workplace (Idowu 2020). Renard et al. (2021) discovered that in the new normal
business environment, employees prefer to work in organisations that provide flexible
working schedules and support knowledge creation. In addition, it was also found that
flexible working arrangements policy in the workplace avails employees with the oppor-
tunity to acquire more knowledge that could be used to solve organisational problems
(Austin-Egole et al. 2020). Meanwhile, Baridula and Mekuri-Ndimele (2020) contended
that the retention of employees in the telecom sector is highly dependent on the knowledge
acquired through training, discussions, and contributions during meetings. It is against
this backdrop that the first research hypothesis is formulated.

H1: Knowledge acquisition has a significant effect on flexible working arrangements.

2.2.2. Knowledge Storage and Supervisor Support

To store relevant knowledge in the formal organisation is to preserve wisdom that
could be used in the future and, hence, management support is very necessary for retaining
employees. On the other hand, knowledge storage is based on acquired wisdom and thus,
retrieving from wherever it is stored requires the approval of the managers responsible for
knowledge management in the telecom industry (Okafor et al. 2019). Supervisor support
engenders employees’ job satisfaction which fosters their emotional stability to stay with
their firms instead of moving to another (Kularathne and Senevirathne 2020). Again,
stored knowledge in databases or office files when approved for use by top management
provides a harmonious atmosphere between the employee and the supervisor (Kumari
2018). It is this relationship that promotes employee retention because it was revealed that
employees prefer a work environment that is free from initiating structure but they would
prefer a consideration relationship with management (Zakariya and Shuaibu 2021). This
study, however, advocates that knowledge storage is very essential to retaining telecom
employees, which is the function of supervisors. Based on this argument, the second
research hypothesis is formulated.

H2: Knowledge storage has a significant effect on supervisor support.
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2.2.3. Knowledge Sharing and Coworker Support

Sharing knowledge in the workplace is very significant when it comes to employee
retention in every organisation, including telecom enterprises. Scholars have argued
that when an employee shares ideas or suggestions that could solve problems in the
organisation, it goes a long way to motivating other colleagues to provide support to each
other (Hayman 2009; Liu et al. 2020). This was proven by Zakariya and Shuaibu (2021)
when they contended that coworker support is a relationship that goes with altruism.
Therefore, knowledge sharing promotes coworker support in the workplace as a result of
previous exchanges exhibited by one of the employees during working hours (Castaneda
and Cuellar 2020). Nwaiwu and Imafidon (2017) elucidated that employees in the telecom
industry provide support to each other by sharing knowledge that could assist one another
when needed. On the one hand, Castaneda and Cuellar (2020) maintained that the issue of
knowledge sharing is considered as a factor to stimulate employees to support each other
in the workplace and also strengthens their morale to remain within their organisation.
Drawing from the contention, the third hypothesis is formulated.

H3: Knowledge sharing has a significant effect on coworker support.

Figure 1 below shows the conceptual framework of the study indicating how research
assumptions were developed. In the framework, the predictor variable is knowledge man-
agement with its dimensions: knowledge acquisition, knowledge storage, and knowledge
sharing. On the right-hand side is the criterion variable (employee retention) with its
indicators: flexible working arrangement, supervisor support, and coworker support.

Figure 1. Conceptual framework.

2.3. Theoretical Underpinning

In line with the review of literature, the theories that underpinned this study are the
human capital theory by Becker (1964), and the social exchange theory by Homans (1958).
Human capital represents the skills, abilities, and knowledge of individuals employed
in the organisation (Jason and Ramsden 2021). The tenet of human capital theory in this
study is that employees are assets to the organisation that must be provided with relevant
knowledge that would enable them to accomplish their task; otherwise, when the old
knowledge fades, they would be tempted to leave the organisation in search of greener
pasture elsewhere. Social exchange theory, on the other hand, is a relationship based on
costs and benefits (Ogbonna and Mbah 2022). The premise of the social exchange theory in
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this study is that employee retention is dependent on the amount of knowledge acquired
from the inception of joining the organisation.

2.4. Research Objectives

The main objective of this study is to investigate the effect of knowledge management
on employee retention in the telecom sector. However, drawing from the literature review,
the study enumerated the following specific objectives:

(1) To investigate the significant effect of knowledge acquisition on flexible working
arrangements

(2) To examine the significant effect of knowledge storage on supervisor support
(3) To determine the significant effect of knowledge sharing on coworker support

3. Research Methods

The research method used in this research is quantitative because it involves the use
of a questionnaire for data collection (Sreejesh et al. 2014), while the research design is a
cross-sectional survey which is a snapshot of the representative population with an equal
chance and also supports the use of a questionnaire for data collection within a short period
(Saunders et al. 2009; Bryman and Bell 2007). The target population for this study consists
of fifty telecom companies that are registered with the Enugu State Ministry of Science and
Technology with head offices in the southeast region of Nigeria.

3.1. Sampling and Data Collection

A purposive sampling technique was used to select thirty major telecom companies
with head offices in Enugu state, which is considered the largest city in the region. One of
the authors that resides in Nigeria was assigned to collect the data relating to knowledge
management and employee retention. Informed consent of the participants was sought
through the general managers of each of the telecom companies. The authors of this
study explained to the participants that the essence of the study is to find out the effect
of knowledge management on employee retention in the telecom sector. In addition, the
participants were duly informed that their participation in the study would not harm
them. They were further informed that their identities (information) would not be reported
in the research. The general managers of each telecom firm were also informed that the
names of their enterprises would not be mentioned in the research. Lastly, the researchers
informed the participants that the research is purely an academic exercise carried out
by a group of academics from different institutions across the world and that the study
was not in any way funded by any organisation. It was after the fulfilment of ethical
conditions by both parties that the general managers instructed the authors to submit
copies of the questionnaire and promised that it would be distributed to every member
of the organisation. Thereafter, the general managers informed the researchers to return
within two months to collect the instrument. It was discovered that the thirty selected
telecom companies have a staff strength of one thousand, two hundred (1200) employees
(sample frame) at the time this research was carried out. To draw the sample size from
the sample frame, the researchers employed the Krejcie and Morgan (1970) sample size
determination table and the result was two hundred and ninety-one (291). The researchers
administered two hundred and ninety-one (291) copies of the questionnaire and when
the feedback was received, it was discovered that about two hundred and forty-two (242)
copies of the questionnaire were correctly filled and marked valid for analysis while the
remaining forty-nine (49) copies were wrongly filled and marked invalid.

3.2. Measures

A validated Knowledge Management Questionnaire (KMQ) containing knowledge acqui-
sition. knowledge storage, and knowledge sharing was adapted from Valmohammadi and
Ahmadi (2015) and Biasutti and EL-Deghaidy (2012). The instrument was confirmed to be
valid and reliable by other knowledge management scholars (Edeh et al. 2022; Mustafa et al.
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2021; Valmohammadi et al. 2019; Alias et al. 2018; Nina et al. 2021; Tadesse 2020). On the other
hand, a validated Employee Retention Questionnaire (ERQ) containing supervisor support,
coworker support, and flexible working arrangements was adapted from Dileep and Normala
(2014) and confirmed in the studies of Campbell (2015), Kumari (2018), Eguchi et al. (2019),
Pap et al. (2021), and Edeh et al. (2021a, 2021b).

3.3. Data Analysis Technique

Frequency distribution was used to analyse participants’ demographic profiles such as
gender, age, working experience and, education. On the other hand, linear regression was
employed as a statistical tool to analyse the three formulated research hypotheses. Statistical
software used to analyse the data is IBM Statistical Package for Social Sciences (21.0).

4. Results

This section covers the analysis of demographic characteristics as well as the formu-
lated research hypotheses. Table 1 results on demographics of participants show that
87 participants, representing 36.0%, fall within 18–35 years; 97 respondents, representing
40.1%, fall within 36–45 years; and 58 participants, representing 24.0%, fall within 46 years
and above. Demographic results of the participants indicate that the majority of the partici-
pants are still keen to provide relevant information associated with knowledge management
and employee retention. Gender results indicated that 64 participants, representing 26.4%,
are females while 178 participants, representing 73.6%, are males. This implies that the
number of males that took part in the current research are greater compared to the females.
Work experience results revealed that 52 participants, representing 21.5%, have worked in
the telecom sector for about 1–6 years; 96 respondents, representing 39.7%, have worked
in the telecom sector for about 7–12 years, and 94 respondents, representing 38.8%, have
worked in telecom sector for about 13 years and above. This indicates that the majority
of the participants have worked in the telecom sector for about 7–13 years and above.
Education qualification result shows that 27 participants, representing 11.2%, hold other
educational qualifications other than the ones stated in the instrument; 63 respondents,
representing 26.0%, hold diploma certificates; 141 participants, representing 58.3%, hold a
bachelor’s degree; and 11 participants, representing 4.5%, hold a master’s degree. These
results suggest that the majority of the respondents are educated up to tertiary institutions,
which implies that they were capable of answering the research questions in the instrument
without any interpreter.

Table 1. Demographic characteristics.

Variables Frequency (%)

Age (years)
18–35 87 36.0
36–45 97 40.1
46 and above 58 24.0

Gender
Male 178 73.6
Female 64 26.4

Work experience (years)
1–6 52 21.5
7–12 96 39.7
13 and above 94 38.8

Education
Others 27 11.2
Diploma certificate 63 26.0
Bachelor’s degree 141 58.3
Master’s degree 11 4.5
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Table 2 below shows the results of the analysed hypotheses. From the table, it was
revealed that knowledge management dimensions have a significant effect on employee
retention measures. In specific terms, hypothesis one result indicated that knowledge
acquisition has a significant positive effect on flexible working arrangements with a mod-
erate coefficient determination of 0.613 a, and a 0.000 level of significance, which is less
than 0.001 (p < 0.001). The hypothesis two result shows that knowledge storage has a
significant positive effect on supervisor support with a high coefficient of determination
of 0.777 a, and a 0.000 significance level, which is less than 0.001 (p < 0.001). Hypothesis
three results also indicated that knowledge sharing has a significant positive effect on
coworker support, having the highest coefficient determination of 0.809 a and a 0.000 level
of significance, which is less than 0.001 (p < 0.001). The decision to reject or accept the null
hypotheses is based on the three model results of calculated F values which are greater
than the tabulated values (144.605; 365.820; 453.358 > 3.89). Lastly, the R2 of the models
revealed that 38%, 60%, and 65% of the total variation in knowledge management can be
explained by employee retention. In line with the calculated values of F, the study therefore
rejects the null hypotheses and accepts the alternate hypotheses.

Table 2. Hypotheses results.

R R2 Adjusted R2 T-Stat. β Df N F Stat. Std. Error Sig.

0.613 a 0.376 0.373 12.025 0.613 * 3.89 242 144.605 0.046 0.000

0.777 a 0.604 0.602 19.126 0.777 * 3.89 242 365.820 0.041 0.000

0.809 a 0.654 0.652 21.292 0.809 * 3.89 242 453.358 0.034 0.000

Predictors: knowledge acquisition, knowledge storage, knowledge sharing. Criterion: flexible working arrange-
ments, supervisor support, coworker support. Note: a (Coefficient of determination); * (standard coefficient).

5. Discussion

The results of the study revealed that knowledge management dimensions (knowledge
acquisition, knowledge storage, knowledge sharing) have a significant effect on the measures
of employee retention (flexible working arrangement, supervisor support, coworker support)
in the telecom sector. The findings of this research were backed mostly with empirical in-
vestigations on knowledge management in the telecom industries drawn from the literature
review. Specifically, the result of hypothesis one shows that knowledge acquisition predicted
flexible working arrangements. Drawing from the empirical evidences in the literature, it
was discovered that the results from Edeh et al. (2022) and Okafor et al. (2019) corroborated
with hypothesis one results. Edeh et al.’s (2022) finding revealed that knowledge acquisition
predicted the innovation capability of banks in Nigeria while Okafor et al.’s (2019) result shows
that knowledge acquisition has a significant effect on organisational performance. The corrob-
oration of the above results maybe due to the fact that the business environment in which the
investigations were carried out is Nigeria, implying that other business environments could
yield a different result. It was also shown that the retention of workers in the telecon sector is
largely dependent on the level of knowledge acquisition (Baridula and Mekuri-Ndimele 2020).
The second hypothesis result indicated that knowledge storage has significant positive effects
on supervisor support. This corresponds with the findings of AIgaribeh (2018) and Nwaiwu
and Imafidon (2017), as shown in the literature. The AIgaribeh (2018) result on knowledge
management and corporate performance of telecom firms revealed that knowledge storage
predicted the performance of selected telecom firms in Jordan. On the other hand, Nwaiwu
and Imafidon’s (2017) finding on knowledge management and organisational survival of
telecom companies in Nigeria shows that knowledge storage has a significant effect on the
survival of selected telecom enterprises. In support of AIgaribeh (2018) and Nwaiwu and
Imafidon (2017), research in the telecom industry has shown that employees prefer to stay in
an organisation that fosters consideration orientation, especially with the supervisor (Zakariya
and Shuaibu 2021).
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Lastly, hypothesis three results revealed that knowledge sharing has a significant
positive effect on coworker support. The empirical results of Alrefaai and Khalil (2019) and
Kotwal and Gupta (2021), as shown in the literature, are in line with the finding above.
Alrefaai and Khalil (2019) found that knowledge sharing strongly predicted the learning
organisation dimension in telecommunication companies in Damascus. In the same manner,
Kotwal and Gupta (2021) results show that knowledge sharing has a significant positive
effect on the competitive advantage of telecommunication organisations in Jammu. In
addition, it was discovered that knowledge sharing in the telecom industry is an altruistic
behaviour that stimulates cohesiveness amongst coworkers and prevents them from leaving
the organisation (Zakariya and Shuaibu 2021).

6. Conclusions

Based on the findings, the study concludes that knowledge management that is
measured in terms of knowledge acquisition, knowledge storage, and knowledge sharing
predicted employee retention is anchored on retention policies such as supervisor support,
coworkers support, and flexible working arrangement. The findings of this study have
contributed to knowledge management body of knowledge through the confirmation
of its positive effect on employee retention. Thus, it behoves scholars to leverage the
dimensions of knowledge management used in this study to advance the course of their
research by utilizing the same research approach or other methodologies. One of the
implications of this study is that managers of telecom companies should liaise with their
board of directors to make funds available that would be used to train employees with
the aim of acquiring relevant knowledge that is needed in the telecom industry. Secondly,
business practitioners in the telecom sector should organise on-the-job workshops or
conferences for the sensitization of workers on the need to support each other whenever
there is a need which would later translate to high productivity, high profitability, customer
satisfaction, and customer loyalty. In addition, the study also recommends that telecom
policymakers in different countries should adopt the findings of this study and use it as a
policymaking instrument for improving employer–employee working relationships in the
telecom industry. Regarding limitations of the study, this study was limited to quantitate
approach only. Thus, other scholars can incorporate both qualitative and quantitative
methodologies in order to make comparison on the findings. Another limitation of the
study is the geographical scope which is the sub-Saharan Africa work environment with
Nigeria as specific focus. Subsequent scholars in other continent need to dissect knowledge
management and employee retention in telecom sector before findings across the globe
can be generalized. Concerning the suggestion for future study, this study suggests that
further research with regard to knowledge management should be examined in other
industries other than the telecom sector to increase the body of knowledge in the research
area. Secondly, other validated and reliable indicators of employee retention should be used
to investigate how knowledge management could influence the retention of employees in
their industry. Again, future research should examine the effect of knowledge management
on employee retention with a moderating variable.
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Abstract: This study aims to verify the effects of organizational members’ ESG activity recognition
on job performance with the mediation of innovative organizational culture and job crafting. To
this end, a questionnaire survey was carried out based on previous studies, and 237 questionnaire
response copies were analyzed. An empirical study was conducted on the effects of each ESG
activity recognition factor on job performance with the mediation of innovative organizational culture
and job crafting. According to the analysis result, the society factor had a positive (+) effect on
innovation-oriented culture among the ESG activity recognition factors, the environment factor had a
negative (−) effect, and the governance factor did not have any effect. In contrast, governance had a
positive (+) effect on relationship-oriented culture in innovative organizational culture. However,
the environment and societal factors did not have any effect. The innovation-oriented culture and
relationship-oriented culture directly affected job crafting, but they were confirmed not to have
a direct effect on job performance. Hence, the result shows that the ESG activity recognition’s
society factor reinforces innovative organizational culture, and the governance factor can consolidate
organizational relationships.

Keywords: ESG management; ESG activity recognition; innovative organization culture; job crafting;
job performance

1. Introduction

Environmental, Social, and Governance (ESG) management is becoming a hot topic
worldwide (Hassan and Mahrous 2019). A firm’s ecosystem is exposed to various envi-
ronmental changes, regardless of nationality, business type, and size. The changes are
accelerated through the COVID-19 pandemic due to rapid climate change and increased
interest in ESG (Cornell and Shapiro 2021). ESG management targets social achievements,
including environment, personnel, and labor, based on the firm’s charity or mood and
environmental protection stance, which can be the concept of its Corporate Social Responsi-
bility (CSR) or Social Responsibility Investment (SRI). ESG management has focused on
sustainable corporate activity operation beyond a superficial reputation management level,
such as a concept of investment (Ortas et al. 2015; Sassen et al. 2016).

However, the environmental aspect has recently been emphasized, including climate
change, waste recycling, and carbon emissions reduction. Furthermore, the importance of a
firm’s transparent and fair governance has emerged (Mohammad and Wasiuzzaman 2021).
All in all, ESG management, considering the environment and governance, beyond corpo-
rate activities contributing to society with various methods for community development,
is gaining attention (Guillén 2020; Kerikmäe et al. 2018; Pellegrini et al. 2019; Žofčinová
et al. 2022). These non-financial values started to work as crucial evaluation indicators
for investment attraction, as they settle for investment through ESG from the outside and
uplift the firm’s image through it. Shakil (2020) asserted that public interest in safety, the
environment, and environmental protection is growing from the ESG perspective in the
sustainable development context of the global community. He explained that investors
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prefer companies to make efforts to seek a balance between financial profits and public
benefits (Miralles-Quirós et al. 2019).

Larry Fink, CEO of BlackRock, one of the world’s largest asset management companies,
declared they would withdraw investments from the companies not seriously showing
interest in climate change in an annual letter for investors in January 2021 (Sachin and
Rajesh 2022). Mervelskemper and Streit (2017) explained that consideration of environment,
society, and governance are three key factors deciding future financial performance. The
reason is that environmental protection is recognized as a firm’s responsibility, as climate
change affects all humans’ survival, although it was customary for firms to focus on pur-
suing profits and values in the past. The adoption of ESG management requires many
companies’ cost expenditures, including investments in eco-friendly products, social activi-
ties for social contributions, and an audit body setup for transparent governance. However,
environmental activities can reduce risks causing various environmental problems (Tan and
Zhu 2022). Social activities improve the firm’s brand and image, and governance activities
enhance transparency (Margolis and Walsh 2003). Investments in ESG are evaluated as a
significant asset value determining corporate future competitive edge and profitability not
stated in the financial statements (Zumente and Bistrova 2021).

When looking at companies presently leading ESG management, foreign companies,
like Microsoft, aim for negative carbon emissions, while Patagonia uses over 60% recycled
materials for outdoor products. Many firms, including Amazon, Tesla, and Unilever, propel
projects to minimize carbon emissions. Apple declared its goal to achieve carbon neutrality
by 2030, as well as racial equality and justice initiative to dismantle the racial discrimination
barrier. McDonald’s is spearheading charity activities for children alienated from education
due to diseases through the “Ronald McDonald’s House” activity. Samsung also plans to
continue ESG for sustainable management and is preparing to join RE 100 (Hansen et al.
2019; Aouadi and Marsat 2018).

ESG-related studies thus far have mainly analyzed environmental improvement and
firms’ external financial performance or corporate value relationship (Cannas et al. 2022;
Chams et al. 2021). However, studies on firm internal members’ innovation and organi-
zational culture, which should propel and practice ESG, are insufficient. As Sassen et al.
(2016) insisted, innovative organizational culture thrusting ESG activities becomes a piv-
otal foundation for creating new ideas, accumulating knowledge, and dominating global
markets. According to a study by Friede et al. (2015), organizational members’ innovative
organizational culture should be accompanied by a firm’s organizational structure change
to accept new changes and drive ESG management. Because organizational innovation
begins from the members’ voluntary commitment to the organization’s improvement,
innovation can be viewed as starting from individuals (Yoon et al. 2018).

Consequently, organizations demand individual innovative behaviors, such as idea
creation, from their organizations to respond to internal and external changes and enhance
performance, as reported in a study by Janssen et al. (2018). In a study by De Vries and
Balazs (1999) effective vertical and horizontal communication is emphasized within an
organization to create new business management approaches and organizational changes.
If collaboration is possible between the members, the study explains that an innovation-
oriented culture can have a more positive effect on innovative behaviors (Büschgens et al.
2013). To initiate new changes and induce organizational members’ participation in and
commitment to future-oriented organizational activities, there is a need to consider the job
activity changes of organizational members who build an innovative organizational culture
and re-create jobs (Bani-Melhem et al. 2018; Bahadori et al. 2021).

This study aimed to empirically analyze the effect relationship of the firm’s ESG
management activities concerning the environment, society, and ESG management activities
of environment, society, and governance with the mediation of its members’ innovative
organizational culture on job crafting or job performance. This study presents the effects of
corporate activity recognition concerned with the environment, society, and governance on
innovation and relationships within an organizational culture by segmenting the innovative

107



Adm. Sci. 2022, 12, 127

cultural organization into the innovation-oriented culture and relationship-oriented culture.
This study also analyzed the effects of organizational members’ recognition of ESG activities
on job crafting and performance based on innovative organizational culture. Finally, it
presents specific implications on the measures for organizational change management and
member management for ESG management activities.

2. Theoretical Background and Hypothesis Development

2.1. ESG Management and Innovative Organization Culture

Moskowitz (1972) asserted how corporate values can be affected by investors, not
stockholders, and how they can be understood according to ESG adoption. He paid atten-
tion to ESG values in that social responsibility investment produces better achievements
than traditional investment types that only emphasize management performance. “E (En-
vironment)” refers to how a firm affects the environment in the management process. Here,
resources, energy, wastes, greenhouse gases, carbon emissions, and resource recycling are
included. “S (Society)” evaluates whether a firm performs its social responsibility properly.
Here, contribution, labor and employment, consumer safety and protection, and social
contribution are included. “G (Governance)” refers to management transparency. This
determines whether a company’s decision-making process, corporate structure, personnel,
and management policies are operated under democratic procedures (Huang 2021).

Sustainability is directly connected to a firm’s survival, and various stakeholders
boldly assess the firm’s non-financial factors and financial performance (Gillan et al. 2021).
In a study on the innovation role between corporate CSR activities and financial perfor-
mance, Martinez-Conesa et al. (2017) reported that firms carrying out CSR activities could
actively grow into firms with the best performance. A firm’s sustainability can be guar-
anteed in a business environment where the positive connection is improved through
increased innovation, and innovation enhances the importance of intangible assets. Landi
and Sciarelli (2018) proved that CSR activities enable a firm’s innovation, provide an
opportunity to enter new markets and become a means to improve corporate image.

Alsayegh et al. (2020) insisted that firms cannot carry out sustainable management
if they do not consider the economic, social, and environmental parts of the business
management process. A study by Sachin and Rajesh (2022) explained that the ESG concept
started to emerge due to a new customer value establishment, as firms repeatedly shut
down, supply chains collapsed and suffered gaps due to the infectious diseases of their
organizational members, and essential changes emerged in the demand sector. Aouadi
and Marsat (2018) asserted that changes according to firms’ ESG adoption are accelerating
paradigm shifts and that an effort to re-establish their management approach becomes
necessary.

Bani-Melhem et al. (2018) explained that all organizational cultures are fundamental
factors affecting members’ thinking and behaviors if an organization or a group judges
the situations in internal and external environments and solves problems. Innovative
organizational culture gathers each member’s ideas so that firms can predict various
environmental changes and devise quick response measures. The synergy between an
organization and individuals is essential for firms to survive and grow (Hogan and Coote
2014). As Kotsantonis et al. (2016) asserted, ESG management should consider new
organizational changes and the members’ acceptance. Therefore, ESG management needs
to be expanded into organizational culture and a system that may affect its members’ jobs
(Piao et al. 2022). As Liu and Nemoto (2021) insisted, ESG management activities become
the foundation to propel organizational innovation and change; therefore, there is a need
to consider organizational members’ recognition and job activity through the construction
of organizational culture pursuing innovation.

One must examine the innovative organizational culture that affects ESG management
activities. Veenstra and Ellemers (2020) explained innovative organization culture as
the culture emphasizing innovation, creativity, and dynamics and how organizational
members are motivated by the importance of job or ideal appeal, growth, and external
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legality. Firms can build a competitive edge through innovation (Zainullin and Zainullina
2021). Innovation-oriented culture can be the factor found by focusing on organizational
management innovation systems enabling innovation activities continuously for the long
term, from a technical perspective (Stock et al. 2013; Wynen et al. 2017). Innovation-
oriented culture refers to firms being open to new ideas in technical and managerial areas
and actively pursuing those ideas (Joo 2020).

Innovation-oriented culture can be interpreted as an ability to solve problems cre-
atively or anew, and the concept was explained by Duan et al. (2020) for the first time as
follows: an actively adopting mode including process innovation and manufacturing inno-
vation in the production and operation management area, and actively propelling mode of
production innovation and service innovation in the marketing management area. Buccieri
et al. (2020) reported that change and innovation in an organization is a crucial growth
engine, and it is critical for organizational members to sympathize with and participate in
change and the organizational structure. From such a perspective, ESG activities should be
regarded as a strategic issue affecting all firm sectors, including potential innovation and
long-term performance (Mead et al. 2020; Zhang et al. 2020; Broadstock et al. 2020). The
following hypotheses could be designed based on the previous studies:

Hypothesis 1 (H1). Environment in ESG activity recognition will have a positive (+) effect on
organizational innovation-oriented culture.

Hypothesis 2 (H2). Society in ESG activity recognition will have a positive (+) effect on organiza-
tional innovation-oriented culture.

Hypothesis 3 (H3). Governance in ESG activity recognition will have a positive (+) effect on
organizational innovation-oriented culture.

Relationship-oriented culture, another effect factor of innovative organization culture
presented by Chandler and Graham (2010), is a concept considering the relationship with
the other party in a transaction as necessary. Specifically, a relationship can create long-
term efficiency based on mutual dependence (Yilmaz et al. 2005). A relation-oriented
organization relies on relational exchange to maximize its profits. Relation-oriented culture
between organizational members can be achieved if the other party’s outcome and common
outcome are expected to be beneficial in the long term (Kim 2020). Therefore, relationship-
oriented culture between the members becomes critical to successfully drawing innovative
activities (McKelvie et al. 2017).

According to a study by Winklhofer et al. (2006), relationship-oriented culture was
defined as explicit and implicit pledges on the continuous relationship between exchange
members. A study by Hwa Hsu and Lee (2012) defined long-term relationship-oriented
culture as follows: Each party in a transaction relationship insists on their activities from
a long-term perspective, and partner-like thinking that the other party can decide their
success and failure is dominant (Steen et al. 2020). The relationship-oriented culture will
affect organizational members’ recognition of the firm’s ESG management activities and
the members’ acceptance of the ESG management activities as job activities. Thus, the
following hypotheses could be designed:

Hypothesis 4 (H4). Environment in ESG activity recognition will have a positive (+) effect on
organizational relationship oriented culture.

Hypothesis 5 (H5). Society in ESG activity recognition will have a positive (+) effect on organiza-
tional relationship oriented culture.

Hypothesis 6 (H6). Governance in ESG activity recognition will have a positive (+) effect on
organizational relationship oriented culture
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2.2. Innovative Organization Culture, Job Crafting, and Job Performance

Innovation is based on new ideas, and innovation is carried out by people, so a study
on the factors drawing an individual’s innovative behaviors is essential (Nasifoglu Elidemir
et al. 2020). Because innovation has high uncertainty and failure possibility, the possibility
of attempting innovative behaviors is high if an organization offers proper support. Trust
in an organization is vital so that a new thing can be attempted without fear of criticism
or punishment in the case of failure (Kmieciak 2020; Carmeli and Spreitzer 2009; Hattori
and Lapidus 2004). As for behavior, innovative job activities are performed, and job
performance becomes higher if there is organizational support to induce members’ innate
motivation (Deci and Ryan 2000; Ernita and Martial 2020).

If each firm’s organizational members recognize they are the principal actor of the job,
they can carry out the job as a crafter, through which job crafting means a series of processes
making the job more meaningful by changing their job (Singh 2008). The motivation for
job crafting is highly likely to be triggered if organizational members recognize that an
opportunity for job crafting exists (Tims and Bakker 2010; Lazazzara et al. 2020). Job crafting
was re-defined as an organizational member’s job without the manager’s intervention,
namely as a job design mode in the uncertain dynamic management environment beyond
the past top-down job handling mode, in which job is delegated from top to bottom
(Wrzesniewski and Dutton 2001; Afsar et al. 2019). Because of job crafting’s characteristic
that a job is reconstituted by voluntarily changing the scope or meaning of the job given to
an organizational member, job crafting can increase capabilities and possibilities to help
other individuals within the organization (Thomas et al. 2020; Tian et al. 2021).

ESG management specifies items to propel from each perspective of environment,
society, and governance. The activity recognition increases in job management from an
innovative organization perspective that individuals should present their direction in
the job performing process, actively participate in job design, and view the job with an
enthusiastic attitude (Jin and Kim 2022). This study aims to verify the effects of ESG activity
recognition on job performance through the mediation effect of job crafting. Based on the
previous studies, the following hypotheses could be designed:

Hypothesis 7 (H7). Corporate members’ innovation-oriented culture will have a positive (+) effect
on job crafting.

Hypothesis 8 (H8). Corporate members’ relationship-oriented culture will have a positive (+)
effect on job crafting.

A firm’s objective function is the creation of economic value. However, firms’ stake-
holders demand corporate social value creation in solving social problems (Barnett and
Salomon 2003). They are changing as they grow together with the firms and as the social
problem aspect, such as environmental pollution and social inequality, becomes compli-
cated in addition to the economic value of today’s firms (Cornell and Shapiro 2021). The
difficulty in adopting ESG management in the initial stages is evaluating the firm’s ESG per-
formance, and it also expresses the evaluation of organizational members’ job performance
(Welch and Yoon 2022). Job performance results from organizational members’ efforts to
accomplish organizational goals or tasks (Viswesvaran and Ones 2000). Job performance
can be improved depending on an individual’s ability, role recognition, and efforts and can
be changed through learning (Chughtai and Buckley 2011).

Jans and McMahon (1989) reported that organizational members expect the realization
of their values to pursue the meaning of job, identity, and self-expression rather than
performance or reward in carrying out the job. They pursue positive experiences by actively
changing jobs. A study by Kaštelan Mrak and Kvasić (2021) insisted that job satisfaction and
the resulting performance have a positive effect on organizational capabilities. Corporate
members have excellent learning abilities, high individual motivation to achieve, and
high independent autonomy (Veenstra and Ellemers 2020; Crucke et al. 2022), so they can
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question past methods and try more efficient job performance. The following hypotheses
could be designed based on the previous studies:

Hypothesis 9 (H9). Corporate members’ innovation-oriented culture will have a positive (+) effect
on job performance.

Hypothesis 10 (H10). Corporate members’ relationship-oriented culture will have a positive (+)
effect on job performance.

Job crafting is the priority item for each corporate member. Workers can enhance their job
level through job crafting to gain social support and by changing jobs into a mode to perform
better or form a social relationship to ease the stress from overload. Job crafting behaviors
can help job goal achievement and enable a sense of achievement and personal growth (Tims
et al. 2015; Lee and Lee 2018). De Beer et al. (2016) said personal job satisfaction, identity, and
performance could be improved, while organizational commitment can be advanced through
job crafting. Organizational members’ job crafting activities enable job commitment and can
improve the job level by obtaining resources necessary for job performance by appropriately
changing jobs suitable for them and forming relationships with others. Bakker et al. (2012)
asserted that individual suitability could be enhanced through job crafting because job crafting
activities make job requirements or resources suitable for individual capabilities or desires.
Based on the previous studies, the following hypothesis could be designed:

Hypothesis 11 (H11). Corporate members’ job crafting will have a positive (+) effect on job
performance.

3. Research Method

3.1. Research Model

This study aimed to determine the effects of the ESG activity recognition of manu-
facturing company members with innovative organizational culture and job crafting on
job performance. Independent variables were set as environment, society, and governance
(ESG) activity recognition. Mediation variables were set as innovation-oriented culture,
relationship-oriented culture, and job crafting, and a dependent variable was set as job
performance. As shown in Figure 1, the research model was designed.

Figure 1. Research model.

3.2. Measurement Variables and Data Collection

A questionnaire survey was carried out to collect data to analyze the research model.
Questionnaire questions were composed as shown in Table 1 through previous studies,
and manipulative variables of questionnaire components were defined. When looking
at the manipulative definition of the variables applied to the questionnaire survey, a
firm’s ESG activity recognition means organizational members’ recognition state to execute
business that can co-exist with society through transparent governance. Job crafting means
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the change of each firm’s business type change according to ESG activity recognition.
Innovative organizational culture means organizational employees’ abilities to absorb
innovative and new organizational changes according to ESG management.

Table 1. Variable definitions and measurement items.

Factors Survey Items References

ESG Activity
Recognition

Environment

(1) Our company propels carbon emissions-reducing activities and
is practicing environmental management.
(2) Our company supports actual investments and organizations for
environmental management.
(3) Our company has a performance management and evaluation
system for environmental management.
(4) Our company produces eco-friendly products and is offering
services.

Cannas et al. (2022)
Cornell and Shapiro

(2021)
Shakil (2020)

Aouadi and Marsat
(2018)

Society

(1) Our company is implementing a policy for its members’
employment stability.
(2) Our company is evaluating by linking stakeholders’ (partner
firms) environmental, social, and governance (ESG) performance.
(3) Our company is executing win-win partnership programs for
stakeholders’ growth.
(4) Our company carries out social donation and corporate social
responsibility (CSR) activities for communities.

Governance

(1) Our company adopts the ethical regulations of its members.
(2) Our company discloses information and issues gravely affecting
organizational decision-making.
(3) Our company performs continuous disclosures (publishing
sustainability management reports) externally on its board of
directors and information.
(4) Our company holds general shareholders’ meetings and shares
agenda to protect shareholders’ rights.

Innovative
Organization

Culture

Innovation-
oriented
Culture

(1) I execute and encourage innovative behaviors in various
methods.
(2) I highly evaluate the practical value of innovative ideas.
(3) I endeavor to reflect innovative ideas at work.

Duan et al. (2020)
Zhang et al. (2020)
Broadstock et al.

(2020)

Relationship-
oriented
Culture

(1) Our company overcomes new organizational changes well due
to high consideration and reliability among members.
(2) When I perform a new task, my colleagues are mutually
cooperative.
(3) I try to make an effort to help new and experienced employees if
a change occurs within the new organization.

Hwa Hsu and Lee
(2012)

Steen et al. (2020)

Job Crafting

(1) I always agonize about how my job is connected with
organizational and company performance.
(2) I think about how my job affects my life.
(3) I think about how my job will contribute to our society.

Tims et al. (2015)
Lee and Lee (2018)

De Beer et al. (2016)

Job Performance
(1) I achieve higher job performance than my colleagues.
(2) I think I successfully perform work assigned to me.
(3) My job performance is highly acknowledged.

Crucke et al. (2022)
Kaštelan Mrak and

Kvasić (2021)

Lastly, job performance means that individual organizational members’ job evaluation
results are affected by organizational ESG management activities. As for the variables defined,
ESG activity recognition consisted of 12 questions, with four questions on environment, society,
and governance, respectively. Innovative organization culture consisted of six questions, with
three on innovation-oriented and relationship-oriented culture, respectively, and three on job
crafting and performance. The questionnaire consisted of 30 questions in total. To enhance
factor analysis validity and reliability, one question on society and governance, and one on
innovation-oriented culture and relationship-oriented culture, respectively, were removed.
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3.3. Demographic Information of the Data

This study conducted an online questionnaire survey through random samples tar-
geting Korean manufacturing company employees with work experience with an ESG
company. The companies surveyed are 13 large companies engaged in manufacturing, in-
cluding seven industries: electronics, automobiles, heavy industry, semiconductors, energy,
chemicals, and food. The questionnaire survey was conducted for two weeks, from 15
March to 31 March 2022. A total of 329 questionnaire response copies were collected, and
an analysis was carried out through the final 237 questionnaire response copies.

Concerning the gender ratio of the respondents, males were 66%, and women were
34%. As for age, those in their 20s, 30s, 40s, and 50s comprised 23.4% (77 people), 46.5%
(153 people), 26.7% (88 people), and 3.3% (11 people), respectively. Concerning careers, the
respondents with less than 10 years, 10 years to less than 20 years, and 20 years to less than
25 years composed 57.2%, 36.5%, and 6.4% each. Regarding position, the employee, section
chief, and senior employee made up 22.8%, assistant department manager, department
manager, and deputy division manager made up 39.9%, division managers made up 13.7%,
and executives made up 3.3%. As for job group, production, HR/general affairs, R&D, mar-
keting, IT/automation, finance/accounting, innovation/innovation, and others comprised
19.5%, 16.4%, 13.4%, 16.1%, 9.4%, 15.2%, 4.6%, and 5.5%, respectively (see Table 2).

Table 2. Demographic information of survey participants.

Classification Frequency Percentage

Gender
Male 217 66.0

Female 112 34.0
Total 329 100.0

Age

25–29 77 23.4
30–39 153 46.5
40–49 88 26.7
50–59 11 3.3
Total 329 100.0

Position

Employee (Staff) 75 22.8
Manager 198 39.9

Division manager 45 13.7
Executive 11 3.3

Total 329 100.0

Career

1 year to less than 10
years 188 57.2

10 years to less than
20 years 120 36.5

20 years to less than
25 years 21 6.4

Total 329 100.0

Job group

Production 64 19.5
HR/General Affairs 54 16.4

R&D 44 13.4
Marketing 53 16.1

IT/Automation 31 9.4
Finance/Accounting 50 15.2
Innovation/Planning 15 4.6

Others 18 5.5
Total 329 100.0

4. Results

4.1. Analysis Results of Reliability and Validity

Table 3 shows that the measurement model’s reliability and convergent validity analy-
sis results were good. Internal consistency reliability was verified based on 0.7 and higher
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composite reliability index of the structural equation measurement model, and securing
convergent validity was verified through factor loading, Cronbach α, and composite relia-
bility index values. In line with the criteria, the factor loading was all good at 0.547–0.905.
Because the t-value was 8.0 and higher, statistical significance was confirmed. The average
Variance Extracted (AVE) value was 0.501–0.710, and Cronbach α was 0.734–0.898, so con-
vergent validity was secured. As a result of an analysis of measurement model fit, χ2(df)
was 788.610, and χ2/degree of freedom was 3.414. Goodness-of-Fit-Index (GFI) was 0.897,
Adjusted Goodness-of-Fit-Index (AGFI) was 0.845, and Normal Fit Index (NFI) was 0.911.
Root Mean Square Error of Approximation (RMSEA) was 0.086, so the measurement model
fit components were statistically significant.

Table 3. Results of reliability and convergent validity test.

Variables Question
Standard Loading

Factor
SE t-Value (p) AVE CR Cronbach α

ESG Activity
Recognition

Environment

1-1 0.791 - -

0.534 0.817 0.812
1-2 0.876 0.071 15.903 ***
1-3 0.616 0.062 11.090 ***
1-4 0.602 0.063 10.822 ***

Society
1-5 0.590 - -

0.501 0.765 0.7341-6 0.624 0.145 8.893 ***
1-7 0.701 0.157 9.982 ***

Governance
1-8 0.547 - -

0.528 0.767 0.7851-9 0.713 0.178 8.711 ***
1-10 0.749 0.178 8.846 ***

Innovative
Organization

Culture

Innovation-oriented
Culture

2-1 0.760 - -
0.613 0.819 0.8432-2 0.889 0.087 15.324 ***

Relationship-oriented
Culture

2-3 0.770 - -
0.690 0.878 0.8982-4 0.876 0.111 15.780 ***

Job Crafting
3-1 0.883

0.673 0.860 0.8553-2 0.811 0.053 18.332 ***
3-3 0.763 0.047 16.630 ***

Job Performance
4-1 0.755 - -

0.710 0.879 0.8764-2 0.860 0.081 15.905 ***
4-3 0.905 0.081 16.539 ***

Measurement model fit: χ2(df) 788.610, χ2/degree of freedom 3.414, RMR 0.024, GFI 0.897, AGFI 0.845, NFI 0.911,
TLI 0.901, CFI 0.898, RMSEA 0.086/*** p < 0.001.

According to the analysis of AVE and CR values between potential variables in this
study, each potential variable’s square root of AVE values was more significant than the
correlation coefficients between potential variables, as shown in Table 4, discriminant
validity was confirmed to be secured.

Table 4. Discriminant validity.

Classification E S G IoC RoC JC JP

Environment € 0.731

Soceity (S) 0.629 0.708

Governance (G) 0.303 0.629 0.727

Innovation-oriented Culture (IoC) 0.116 0.129 0.111 0.783

Relationship-oriented Culture (RoC) 0.296 0.150 0.175 0.506 0.831

Job Crafting (JC) 0.277 0.340 0.230 0.545 0.477 0.820

Job Performance (JP) 0.238 0.185 0.147 0.257 0.299 0.560 0.843

The square root of AVE is shown in bold letters.
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4.2. Analysis Results of Structural Model and Hypothesis

As presented in Table 5, a result of structural model fit analysis, χ2(p) was 836.147, and
χ2/degree of freedom was 3.528. Goodness-of-Fit-Index (GFI) was 0.901, Normal Fit Index
(NFI) was 0.923, Adjusted Goodness-of-Fit-Index (AGFI) was 0.895, Root Mean Square
Residential (RMR) was 0.028, and Root Mean Square Error of Approximation (RMSEA)
was 0.085, so fit component values were significant. Although not affected by samples,
the Comparative Fix Index (CH) indicated that the model’s explanation power was 0.904,
and Tucker–Lewis Index (TLI), judging from the structural model’s explanation power was
0.911. Therefore, the basic model was analyzed to be suitable.

Table 5. Discriminant validity.

Hypothesis (Path) β B SE t-Value Status of Adoption

H1 Environemtn
-> Innovation-oriented Culture −0.503 −0.41 0.154 −2.670 ** Adopted

H2 Soceity
-> Innovation-oriented Culture 0.822 1.156 0.454 2.548 * Adopted

H3 Governance
-> Innovation-oriented Culture −0.012 −0.017 0.261 −0.065 Rejected

H4 Environment
-> Relationship-oriented Culture 0.062 0.052 0.127 0.406 Rejected

H5 Social
-> Relationship-oriented Culture 0.098 0.142 0.368 0.385 Rejected

H6 Governance
-> Relationship-oriented Culture 0.326 0.454 0.231 1.967 * Adopted

H7 Innovation-oriented Culture
-> Job Crafting 0.515 0.527 0.084 6.306 *** Adopted

H8 Relationship-oriented Culture
-> Job Crafting 0.337 0.336 0.077 4.343 *** Adopted

H9 Innovation-oriented Culture
-> Job Performance −0.183 −0.193 0.103 −1.866 Rejected

H10 Relationship-oriented Culture
-> Job Performance 0.115 0.118 0.086 1.379 Rejected

H11 Job crafting
-> Job Performance 0.811 0.834 0.109 7.682 *** Adopted

Structural model fit: χ2(df) 836.147, χ2/degree of freedom 3.528, RMR 0.028, GFI 0.901, AGFI 0.895, NFI 0.923, TLI
0.911, CFI 0.904, RMSEA 0.085/* p < 0.05, ** p < 0.01, *** p < 0.001.

As shown in Table 5, a result of hypotheses verification through a structural equation
model path analysis, five hypotheses out of 11 hypotheses were rejected. Environment
had a negative (−) effect (−2.670, p < 0.01) on innovation-oriented culture Society was
confirmed to have a positive effect (+) (2.548, p < 0.05) on innovation-oriented culture.
“Governance” did not significantly affect innovation-oriented culture, so the hypothesis was
rejected. Environment and society did not significantly affect relationship-oriented culture.
Meanwhile, governance had a positive (+) effect (1.967, p < 0.05) on relationship-oriented
culture. Innovation-oriented culture had a positive (+) effect (6.306, p < 0.001) on job crafting,
so the hypothesis was adopted. Relationship-oriented culture had a positive effect (+) (4.343,
p < 0.001) on job crafting. However, innovation and relationship-oriented culture were
confirmed not to affect job performance significantly. Job crafting was confirmed to have a
positive (+) effect (0.768, p < 0.001) on job performance, so the hypothesis was adopted.
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5. Discussion

Each company presently considers environmental protection and social contribution,
not limited to an economic value such as sales and operating profit, complies with laws and
ethics, improves corporate governance, and enhances sustainability. From this management
philosophy context, companies pursue ESG management. This study examined the effects
of each company member’s ESG activity recognition with the mediation of innovative
organization and job crafting on job performance. Study results drawn based on the
analysis results are shown below:

First, the social factor among ESG activity recognition factors had a positive (+) effect
on innovation-oriented culture. The social factor of ESG includes various meanings such
as human rights, contribution to community, labor and employment, consumer safety
and protection, and social contribution. Innovation-based propulsion for corporate sus-
tainability should be carried out to fulfill the factor. As for innovation-oriented culture,
organizational members connect new ideas with innovative work methods, and compa-
nies agonize social contribution to make sustainable companies through their members’
participation and collaboration. The results can be embodied through sustainability man-
agement report publication and ESG evaluation and can be connected to corporate brand
value and image improvement. As shown in a study by Martinez-Conesa et al. (2017),
this supports an assertion that companies that carry out CSR activities the most actively
grow into those achieving the best performance, and the positive connection improves
through an increase in innovation. Furthermore, it supports that innovation helps assure
corporate sustainability in the business environment in which the importance of intangible
assets increases.

Second, the governance factor among ESG activity recognition factors had a positive (+)
effect on relationship-oriented culture. Meanwhile, the environment and society variables
did not have an effect. The organizational members’ job connection relationship has
a close correlation with governance. Relationship-oriented culture affects relationships
with the other party in transactions but affects job performance depending on enabling
mutual growth through an earnings model, considering how business success strategy and
management strategy are reflected meticulously along with stakeholders. As shown in
a study by Kooij et al. (2017), each party with a transaction relating to meeting end-user
needs insists on its activities from a long-term perspective, thinking of itself as a partner
since its success or failure can depend on the other party.

Third, the components of innovative organization culture, namely innovation-oriented
culture and relationship-oriented culture, directly affect job crafting. The firm’s decision-
making on the new business model is a mutual activity system beyond the firm’s boundary
by creating customer value and monetizing with efficient sales and profit structure (Aouadi
and Marsat 2018). Companies develop a new business model within diverse stakeholders
through relationship-orientated culture and make them reflected in organizational culture.
The corporate members recognize themselves as active actors and can conduct job crafting
themselves. Likewise, as shown in a study by Tims and Bakker (2010), an assertion that
organizational members can carry out their job as crafters is supported if they recognize
active roles in innovative organizational culture.

Lastly, innovative organizational culture did not directly affect job performance but
had a significant effect (+) on the mediation of job crafting. The firm’s ESG management is
operated in a leader-centered top-down mode, and each member’s innovative activities
consist of a structure difficult to be acknowledged as ESG performance (Yoon et al. 2018).
Firms prioritize management strategy and reflect it in their members’ consciousness of
change and organizational culture. The structure is derived from a culture in which
members’ ideas are ignored, and creativity cannot be exerted by an organizational vertical
reporting system and rigid organizational culture. Firms should improve bureaucratic
culture through horizontal organizational culture and position integration, change, and
job-centered task force operation and they should be equipped with job structures in which
their members’ opinions are reflected. As reported in a study by Viswesvaran and Ones
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(2000), the disturbance of redefining a job in a job design mode required for oneself without
the intervention of a manager that is necessary for job crafting makes an environment that
cannot create a performance. An assertion is supported that firms are desirable to create
job performance based on each organizational member’s job creation and collaboration.

6. Conclusions

6.1. Research Implications

As the academic implication, this research showed that job performance should be
achieved through job crafting by meditating on innovative organizational culture for the
corporate ESG activity. Suppose trust is possible in an organization so that new things can
be attempted without fear of criticism or punishment, even in the case of failure. In that
case, the organizational members’ innovative organizational culture enables the members
to perform job crafting that enhances new job requirements or resources by adding new
value to capabilities or technology that individuals have, which can be connected to high job
satisfaction. Firms should steadily explore new technology opportunities, ensure various
research activities and job autonomy, and the decision-making of corporate members
should be linked with bold investments. In this way, a ESG system to support should be
made. Firms also need to support systematic training for the organizational members with
enough field domain knowledge to create future resources so that win-win growth of the
firms and their members can be conducted.

The managerial implications of this study are as follows: First, the social factor must be
accompanied by innovation-oriented culture rather than the environmental and governance
factors among ESG activities. The social factor of ESG strongly demands responsibility
activities on social, environmental, and stakeholder aspects beyond problem consciousness,
propelled by a specific company or group. The social factor works as an essential factor
for the relationship with various stakeholders and the relationship between organizational
workers and their working conditions. To fulfill social performance, members need to be
based on creative and new problem-solving abilities and need to solve social problems
through their positive participation expansion and social value maximization. In this way,
companies grow. It is desirable to sufficiently reflect organizational members’ opinions
after supporting them so that job crafting can be exerted in the working environment with
a need for ESG recognition and the bond of sympathy within enough periods. Based on
organizational members’ participation using the firm’s core capabilities, regular commu-
nication channels with stakeholders and partnerships with diverse communities should
be composed.

Second, it was ascertained that governance consciousness in ESG activities could
affect organizational innovative culture formation relationship factors. As transparency
and ethics of governance are emphasized, an internal organization’s relationship-oriented
culture improves and helps innovative organizational culture formation. Internally, there is
a need to shape organizational culture to immediately reflect many organizational members’
opinions in the strategy establishment and operation system by actively using represen-
tative council by generation for communication between the members and anonymous
communication channels. Companies should endeavor for transparent governance manage-
ment. Punishment against unethical activities, namely bribes, corruption, and unreasonable
activities, should be reinforced. Firms need to fortify monitoring and internal reporting
system against unethical activities internally. Regarding wage and bonus payments, there
is a need to carry out a transparent system and consultation, as well as to construct a culture
in which the details of decision-making related to corporate management should be open
to the press/media immediately, while discussions should be invigorated. The corporate
efforts will play a pivotal role in developing ESG management based on the basic respect
of organizational members.
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6.2. Research Limitations and Future Plans

This study delved into job performance, including innovative organizational culture
and employees’ job crafting on ESG management and activity recognition, recently becom-
ing a hot topic of firms worldwide. This study has significance in that the study proved the
effects of each ESG activity factor. Nonetheless, this study has the following limitations:

First, this study targeted only Korean employees performing ESG activities, so there is
a limitation in the generalization of study results. A further study is needed to conduct
research based on global samples, targeting more countries, whereas a comparative analysis
of differences in ESG activities by country, continent, and corporate characteristics can be
performed. Furthermore, this study targeted the employees of large manufacturing corpo-
rations leading Korea’s ESG activities. Since ESG activities are an essential issue throughout
industries, including small and medium-sized enterprises, service industry companies,
public organizations, and governances, etc., further study needs to be conducted, and
comparative research is necessary by targeting diverse company groups.

Second, this study examined the relationship between innovative organizational cul-
ture and job crafting according to ESG activity recognition. However, strategies for ESG
management amid a rapidly changing global environment are developing fast. Conse-
quently, there is a need to consider various variables affecting organizational employees’
job activities, including attitude and required capabilities. The factors affecting the job
activities of ESG management employees s can be carried out.

Third, this study is an initial study that deals with the perception and attitude of
organizational employees within a company about ESG. Accordingly, the clarity of the
research results may be lowered as many hypotheses have been designed in the process of
dealing with various variables. Therefore, in future studies, research based on a structural
research design that can present clear hypotheses and results through a research model
design concentrated on specific variables is needed.

Lastly, this study was conducted in a cross-sectional method collecting data at a
specific time, so there is a limitation to reflecting corporate ESG activity level at present
that can be shown as time passes. Consequently, there is a need to perform a longitudinal
study that can repeatedly investigate diversities of parameters in addition to innovative
organization culture and change support behaviors over several points in time to seek more
precise answers to the factors affecting job crafting in terms of continuous change of ESG
environment that corporate members recognize.
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Abstract: The impact of the employees’ perceptions of CSR activities on the employee-organization
relationship has been little explored in the literature. This study aims to analyze the impact of
corporate social responsibility (CSR) perceptions (Environment-related CSR; Employee-related CSR,
Customer-related CSR) on organizational citizenship behavior through the mediating role of the
organizational identification of employees in the hotel sector. A questionnaire was applied to a
sample of 214 frontline employees who work in four- and five-star hotels. Using Model 4 of the
PROCESS macro, a mediation model was designed to test the hypotheses. The results indicate that
there is a mediation model that uses the effect of organizational identification in the relationship
between perceptions of CSR and organizational citizenship behavior. This study concludes that an
increase in identification with the organization based on environmental-related activities, employee-
related activities, or customer-related activities impact on OCB. The results of this study represent
contributions to the literature in the CSR field, as well as to the case of human resources managers
who wish to enhance organizational citizenship behavior and identification among hotel staff.

Keywords: CSR perceptions; environment-related CSR; employee-related CSR; customer-related
CSR; organizational identification; organizational citizenship behavior; hotels

1. Introduction

The employee-organization relationship is influenced by employees’ perceptions of
CSR activities (Oh et al. 2021; George et al. 2021), namely, the employees’ perspective on
how impactful the social responsibility activities developed by the company are to its
beneficiaries and society (Bhattacharya et al. 2009; Kim et al. 2010; Park and Levy 2014;
Song et al. 2019).

Companies that develop more CSR practices are considered to be more attractive,
since socially responsible activities contribute to the creation of a favorable image and
reputation, and are thus able to attract the best employees (e.g., Porter and Kramer 2011).
This is particularly true of younger candidates who tend to value environmentally friendly
corporate policies (PwC—PricewaterhouseCoopers 2011). In this sense, the literature
“acknowledges the value-driven role of CSR” (Malik 2015, p. 419); subsequently, companies
tend to launch efforts to become good organizational citizens through various activities and
programs designed to benefit multiple stakeholders (e.g., the environment and community,
employees and customers). Therefore, when employees have a positive perception of the
company’s values and CSR initiatives, they tend to identify more closely with the company,
and are more predisposed to exert extra efforts to achieve organizational objectives.

The literature has shown that CSR activities developed by companies positively in-
fluence employees’ attitudes and behaviors (e.g., Clarkson 1995; Kim et al. 2010), which
especially impacts on organizational citizenship behaviors (e.g., Zhao and Zhou 2019) and
on employees’ sense of identification with the organization (e.g., Park and Levy 2014).
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Organizational citizenship behavior (OCC) is defined as a set of discretionary be-
haviors in the workplace that exceed basic job requirements and are often described as
behaviors that go beyond the call of duty (Smith et al. 1983). For Organ (1988), OCBs are
discretionary behaviors–not directly or explicitly recognized by the formal reward system–
and which, as a whole, promote the effective functioning of the organization (Organ 1988).
Such behaviors include voluntary acts of creativity and innovation designed to improve
the organization’s task or performance (Podsakoff et al. 2000). In other words, it can be
understood as discretionary individual behavior that is advantageous to the organization
(van Dick et al. 2008). Due to its obvious advantages for the organization, OCB has become
an appealing construct, both for academics as well as practitioners, insofar as it focuses
on aspects of work that lead the individual to attempt to go the extra mile in order to
favor the organization. Accordingly, several studies have sought to understand what
makes individuals want to be good organizational citizens (Coyle-Shapiro et al. 2004). One
explanation focuses on the logic of reciprocity, in which employees engage in this type of
behavior in order to reciprocate for the way the organization acts and treats them. Blau’s
(1964) theory, based on the logic of reciprocity, can serve as a theoretical framework to
explain the influence of organizational policies on the behavior of organizational members,
constituting a good starting point to explain this link. The reasons underlying this need
experienced by individuals to give back to the organization are associated with a sense of
identification.

Organizational identification has been considered by the literature to be “a significant
driver of group members’ attitudinal and behavioral support” (Park and Levy 2014, p. 336),
reflecting the quality of employee-organization relationships (Bhattacharya et al. 2009).
Consequently, Ashforth et al. (2008) have posed important research questions, such as:
“How does identification occur?”; more specifically, “How do individuals bring attributes
of the organization’s identity into their own identities?”; and also, “Why does identification
matter?”

Faced with the question of what factors lead to identification with the organization,
the response provided by the literature has been diverse, pointing to “self-enhancement”
and “self-consistency” (Ashforth et al. 2008). Above all, responses reveal that individuals
basically seek to establish bonds with others, in the sense that they feel they belong to
a group (Ashforth and Mael 1989; Ashforth et al. 2008). The answer to the last of the
aforementioned questions seems to be that organizational identification (OI) matters when
one considers individual outcomes: according to the authors, it “helps capture the essence
of who people are and, thus, why they do what they do—it is at the core of why people
join organizations and why they voluntarily leave, why they approach their work the way
they do and why they interact with others the way they do during that work. Identification
matters because it is the process by which people come to define themselves, communicate
that definition to others, and use that definition to navigate their lives, work-wise or other”
(Ashforth et al. 2008, p. 334). However, despite individual outcomes, the literature has
also pointed to an extensive list of relevant positive organizational outcomes, such as job
satisfaction and work adjustment (e.g., Carmeli et al. 2007), as well as the intention to stay
and absenteeism, extra-role behavior, work involvement (e.g., Carmeli et al. 2007; Riketta
2005), and organizational citizenship behaviors (e.g., van Dick et al. 2006; Freire and Pieta
2022). Accordingly, studies indicate that if there is identification with the organization,
workers show more favorable attitudes and behaviors toward the organization and seek to
increase their efforts in order to respond positively to the needs of the organization. Within
this context, one is then able to understand why identification matters for organizations—
it is due to the fact that, when employees “wear the company t-shirt,” they are more
predisposed to making sacrifices and giving more for its sake, thus developing extra-role
efforts toward the organization (Freire and Pieta 2022).

Despite the importance of OI, few studies have explored its mediating role in explain-
ing how employees perceive CSR activities and how they manifest a predisposition to
develop OCBs. Based on these previous considerations, this study aims to explore the
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role of OI as a mediating mechanism in the relationship between perceptions of CSR and
OCB. Accordingly, this study aims to contribute to the ongoing reflection on CSR regarding
the importance of the employee´s perceptions of CSR practices, and how it impacts on
positive behaviors toward the organization. Thus, this study seeks to provide insights into
the mediating mechanisms through which CSR perceptions—based on the environment,
employees, or the customer—influence OCB.

This study begins with a review of the literature on corporate social responsibility
activities and then explores the relationship between perceptions of CSR on OCB and
perceptions of CSR on OI, to anchor the study’s hypotheses. The following section presents
the methods, including the study context, measures used, procedures, and sample. The
following section presents the results obtained in the statistical analysis. The discussion of
the results obtained follows, and finally, the conclusions of the study are presented.

2. Literature Review

2.1. Corporate Social Responsibility Activities

The definition of the CSR concept has evolved over decades of research (e.g., Rodriguez-
Gomez et al. 2020) and is associated with various objectives for companies. These include
promoting its reputation, company image and products/services, as well as value creation
through stakeholders (Fernández-Guadaño and Sarria-Pedroza 2018), or even as a funda-
mental element of the company’s sustainability strategy (Dey et al. 2018). Investment in
socially responsible initiatives can contribute to a closer relationship between employees
and organizations (Sen et al. 2006; Kim et al. 2010) in different ways: when socially responsi-
ble activities contribute to the well-being of employees; when measures are taken to protect
the environment (Su and Swanson 2019); or when companies are actively involved in their
community (Peterson 2004; Helming et al. 2016; Gursoy et al. 2019; Su and Swanson 2019).

Individuals who are more aware of the importance of CSR present more positive asso-
ciations with the organization (Sen et al. 2006; Gaudencio et al. 2020). Seen as a long-term
strategy (Rhou and Singal 2020), the adoption of social responsibility practices is an invest-
ment that promotes stakeholders’ satisfaction, additionally providing greater commitment
to organizations (Gursoy et al. 2019). Social responsibility initiatives are rather diverse,
and include activities such as: collaborating in social projects in the local area; adapting
facilities to accommodate people with disabilities; implementing good team practices in
terms of equality and non-discrimination; developing training programs; and encouraging
customers to consume local products (Suárez-Cebador et al. 2018). Environmental impact
is reflected, for example, in the choice of ecological suppliers and ecological products,
and communicating this practice to the customer. Socially responsible management can
generate countless benefits when well implemented: it guarantees sustainability; provides
a good organizational climate; and adds value to the company’s image and products, as
well as to the brand itself. Though less explored but equally beneficial is the issue of the
impact and perception of these responsible management practices on employees’ behavior
and attitudes, namely in the creation of bonds and their identification with the organization,
as well as on OCB.

2.2. Perceptions of Corporate Social Responsibility and Organizational Citizenship Behavior

Understanding the relationship between the perception of social responsibility and
OCB is an issue that the literature has recently begun to dedicate itself to with greater
determination. In order to analyze this relationship, the theories of social identity (Tajfel
1974) and social exchange (Blau 1964) are particularly relevant as they enable a better
understanding of the influence of the perception of corporate social responsibility practices
on employees’ positive behavior. The results of the study by Jones (2010) revealed that
employees reciprocate through organizational citizenship behavior when they perceive
socially responsible business practices. Using Blau’s (1964) theory of social exchange,
more specifically the notion of reciprocity, one can consider that organizational members
may perceive that social responsibility is also in their interest, as the main stakeholders of
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organizations, seeking to repay the organization’s investments in practices of this nature
(Glavas 2016). This exchange is sustained by reciprocity: when organizations guarantee
good working conditions and benefits for their employees, the latter, in turn, reciprocate
through extra efforts (Story and Neves 2015; Glavas 2016). Similarly, Hansen et al. (2011)
also use social exchange theory (Blau 1964) to explain why employees engage in discre-
tionary behavior when they wish to “repay” their organization for its benevolence toward
them, or in exchange for the organization’s commitment or positive relationship with them.
According to this theory, when employees perceive that their organization adopts socially
responsible practices, they are more likely to exert extra effort in performing their duties
and are less likely to consider leaving the company (Hansen et al. 2011).

Perceptions of social responsibility and organizational citizenship behavior are more
pronounced in employees with high levels of moral identity (Rupp et al. 2013). From this
perspective, employees who share the same ethical values adopted by the organization
generally show more organizational citizenship behaviors (Baker et al. 2006). For example,
the perceptions of organizational support in relation to the environment are significantly
related to the attitudes and behaviors of employees, namely through behaviors that go be-
yond what is stipulated in favor of sustainability (Lamm et al. 2015). Noteworthy is another
form of response to social responsibility initiatives by employees; that is, discretionary CSR
actions, such as community donations, which do not provide direct benefits to employees;
however, they, as members of the community (and of society in general), tend to reciprocate
these activities in the form of positive organizational behaviors (Kim et al. 2017). That is,
when employees perceive that their organization invests in social responsibility practices,
either intrinsically or extrinsically (when seeking to obtain some benefit), they tend to
exercise extra effort in their work (Story and Neves 2015).

Thus, when employees perceive the organization to be socially responsible, they will
tend to reciprocate and develop OCBs. As such, hypothesis 1 was elaborated on:

Hypothesis 1 (H1). Frontline employees’ perceptions regarding social responsibility practices
(H1a: Environment-related CSR; H1b: Employee-related CSR; H1c: Customer-related CSR) will be
positively related to OCB.

2.3. Perceptions of Corporate Social Responsibility and Organizational Identification

Organizational identification is a concept that is commonly defined and based on a
relationship that the individual establishes with the organization. Studies have resorted
to Tajfel’s theory of social identity (1974); this is grounded in the importance of belonging
to certain social groups, and the emotional and evaluative meaning of that belonging.
According to Ashforth and Mael (1989), the concept of organizational identity is based
on this notion of belonging, but extends to the existence of a “oneness with” or “unity”
to an organization, whereby the experience of the organization’s successes and failures
are experienced as if they were the individual’s own. Or simply stated: organizational
identification is a kind of “psychological attachment” that occurs “when members adopt
the defining characteristics of the organization as defining characteristics of themselves”
(Dutton et al. 1994, p. 242). From this perspective, when organizational identification is
strong, it means that there is an incorporation of what is “distinctive, central, and enduring”
in the organization (Dutton et al. 1994, p. 242). Therefore, people tend to truly identify with
the organization when their identity as an organizational member is more important than
other identities, and concept of self possesses many of the same characteristics that define
the organization as a social group (Dutton et al. 1994).

OI has been defined in different ways in the literature, thus pointing to broader or
narrower conceptualizations (e.g., Edwards 2005; Dutton et al. 1994; Dutton et al. 2010;
Ashforth and Mael 1989; Ashforth et al. 2008). For example, in a broader perspective,
Ashforth and Mael (1989, p. 21) define the concept as “the perception of oneness or
belongingness to some human aggregate”. In this same broad approach, Dutton et al. (1994,
p. 239) define it as the moment when “a person’s self-concept contains the same attributes
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as those in the perceived organizational identity”. This theoretical reference in the literature
is important insofar as it allows one to understand why certain members of organizations
show a greater sense of identification than others.

Similarly, the model proposed by Rousseau (1998) also enables an understanding
of why people identify with the organization and proposes two types of identification:
situational and deep structure. The first, situational identification, is more likely to occur
when individuals and the organization have common interests, and the results of actions
can be shared by both. This type of identification is expected to end as soon as the task
is completed and can be formed rather quickly. In this context, it is related to the success
of temporary jobs, and may prove relevant to new forms of work. When situational
identification occurs, the individual’s interaction with the organization may become deeper
over time, giving rise to deep structure identification. The identification of deep structure
occurs when what is experienced by the individual in the organization is significant. This
then leads to the formation of mental models, which are capable of exerting influence
on the way individuals come to see themselves. As organizations are subjected to many
alterations, the second form of identification may encounter barriers due to the constant
changes in values, objectives, and incentive systems present in contemporary organizations
(Rousseau 1998).

Individuals’ identification is also influenced by others’ perceptions of the organization
(Dutton et al. 1994). The model presented by the previous authors focuses on two key im-
ages, namely those of perceived organizational identity and the interpreted organizational
image obtained from external members. According to the authors, these images “shape the
strength of members’ identification with the organization, serving as important cognitive
reference points that connect or disconnect a member of the organization” (Dutton et al.
1994, p. 258). The first is related to the members’ evaluation of the organization’s character
(“members’ beliefs about the organization’s distinctive, central, and enduring attributes”),
while the second concerns members’ beliefs as to how outsiders evaluate the organization.
An example of this assumption is when employees have a sense of how customers (external
stakeholders) perceive their organization (Glavas and Godwin 2013).

From these ties that members establish with the organization they are a part of, several
relevant consequences can ensue, both for individuals as well as the organizations involved
(Ashforth and Mael 1989). In this sense, organizations must pay special attention to the
factors that can affect and determine them. For this purpose, the literature has explored
various antecedents of the organizational identification construct. Ashforth and Mael (1989)
consider that attributes such as personal interaction, similarity, preferences, proximity,
shared goals and a common history increase the tendency for an individual to identify with
the organization. Added to this background are its unique characteristics, more specifically
what differentiates it from the others; its prestige; and the salience of other organizations
(Ashforth and Mael 1989). Other antecedents of identification studied include leadership
(Ehrhart 2004; Walumbwa et al. 2011), perceived organizational support (Sluss et al. 2008;
Subba 2019), and social responsibility (He and Brown 2013).

Regarding the last antecedent mentioned, Farooq et al. (2014) used Tajfel’s theory of
social identity (1974) to explain that social responsibility measures promote organizational
identification, both in the case of internal stakeholders and external parties (e.g., community
and customers), as well as good deeds on the part of employees, due to the measures
implemented. Identification with the organization can be strengthened by the importance
employees have attributed to social responsibility activities (Glavas and Godwin 2013). In
this context, this study aims to examine how employees perceive CSR practices and how
these practices (centered on the environment, customers, or employees) influence their
identification with the organization.

Based on this, we formulated the second hypothesis:
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Hypothesis 2 (H2). Frontline employees’ perceptions regarding social responsibility practices
(H2a: Environment-related CSR; H2b: Employee-related CSR; H2c: Customer-related CSR) will be
positively related to OI.

Employees are increasingly looking for organizations whose concerns are not restricted
to the business itself. Namely, they wish to be part of companies whose concerns go
beyond what is required, thus seeking companies that establish ties and good relationships
with other stakeholders and the environment (Su and Swanson 2019). The truth is that
social responsibility practices contribute to an organization’s positive image, improving its
reputation and prestige and, eventually, distinguishing it from other organizations (Ehrhart
2004; Carmeli et al. 2007; Doh et al. 2011; Park and Levy 2014), in this case in the hotel
sector. From this perspective, organizations in the tourism sector that show responsible
behavior ultimately benefit their reputation, thus improving their image with external
stakeholders, as well as creating a favorable climate of trust and cooperation within the
company (Camilleri 2016). Accordingly, social responsibility policies and practices are
expected to serve as an example for the model of behavior valued by the organization and,
consequently, influence the manifestation of identification and subsequent organizational
citizenship behaviors.

As stakeholders, employees form perceptions regarding internal social responsibil-
ity practices (or initiatives related to social responsibility aimed at the environment, the
employees and customers) (De Roeck and Maon 2018). Employees’ perceptions of the
company’s social responsibility practices positively influence their attitudes and behaviors,
namely organizational citizenship behavior (Rupp et al. 2006, Slack et al. 2014). Thus,
according to the norm of reciprocity, if the organization exhibits social responsibility prac-
tices and if these practices benefit the environment, the individual or the customers; the
employees will, in turn, feel a greater sense of identification with the organization and
reciprocate through behaviors that are beneficial to the organization, such as OCB. As such,
the third hypothesis was formulated:

Hypothesis 3 (H3). Frontline employees’ perceptions regarding social responsibility practices
(H3a: Environment-related CSR; H3b: Employee-related CSR; H3c: Costumer-related CSR) will be
positively related to organizational citizenship behaviors through the mediating role of organizational
identification.

3. Method

This section presents the research method. Accordingly, the context, measures, proce-
dure, and sample are presented as follows.

3.1. Research Context

Considered as one of the main industries of the 21st century (Aynalem et al. 2016),
the hotel sector is gaining a real awareness of the significance of sustainability and, more
specifically, the importance given to employees and their perception of this type of practice
(Holcomb and Smith 2015). Despite existing studies, most research on this topic has focused
on the company and customers’ perspectives (Kim et al. 2018). The analysis of employees’
perceptions of social responsibility activities is extremely pertinent for the management
of the hotel industry since its employees, who are in direct contact with customers, play a
decisive role in the success of these organizations (Kim et al. 2018).

The tourism sector is characterized by a high level of turnover, poorly paid work, job
insecurity, seasonality, unpromising professional careers, and few development opportuni-
ties, among other aspects (Chytiri et al. 2018). In this context, typical features of the sector
are the often-irregular working hours, which are usually poorly paid. In addition, these are
subject to pressures inherent to the functions performed which, in many circumstances, can
lead to burnout (Mansour and Tremblay 2016). Due to the unstable, transitory, and low-

127



Adm. Sci. 2022, 12, 120

skilled working conditions, there is a high turnover of staff, which represents unavoidable
costs for these organizations (DiPietro and Bufquin 2018).

Investment in socially responsible initiatives by hotels can also be associated with
the adoption of environmentally and socially responsible practices in the workplace
(Su and Swanson 2019), such as: adapting facilities to accommodate people with disabilities;
implementing good practices in terms of equal opportunities and non-discrimination; devel-
oping training programs; encouraging customers to consume local products
(Suárez-Cebador et al. 2018) and restricting their use of natural resources, like water
and electricity (Molina-Azorín et al. 2009); or even establishing a relationship with the
local inhabitants (Gursoy et al. 2019), such as collaboration in social projects within the
community (Rhou and Singal 2020).

3.2. Measures

In order to measure CSR perceptions, 22 items from Park and Levy (2014) were used,
more specifically to assess employees’ perceptions of socially responsible practices in
the hotel industry. The original authors divided the scale into three dimensions: CSR-
Environment and Community (eleven items), CSR-collaborators (six items), and CSR-
Customers (five items). Some examples of the items are: “My hotel encourages guests to
reduce their environmental impact through programs and initiatives” (CSR-Environment
and Community), “My hotel encourages guests to reduce their environmental impact
through programs and initiatives” (CSR-employees). “My hotel treats our employees
fairly and respectfully,” and “Customer satisfaction is very important to my hotel” (CSR-
Customers). For each item, respondents were asked to indicate the degree of agreement
using a Likert-scale consisting of five levels of agreement (where 1 corresponds to “Strongly
Disagree” and 5 to “Strongly Agree”).

In order to measure organizational identification, the 6-item organizational identifi-
cation scale by Mael and Ashforth (1992) was used. Bearing in mind that organizational
identification is the perception of unity or belonging to the organization (Mael and Ash-
forth 1992), this scale aims to assess the degree to which respondents identify with the
organization they are a part of. Some of the items considered are: “When someone criticizes
the hotel, I feel it as a personal insult,” “I am really interested in what others think about
the hotel,” “The success of this hotel is my success.” Using the study carried out by Lu et al.
(2016) as a reference, some items were adapted, due to the context in which the study was
carried out, so that the term “organization” was replaced by the term “hotel”.

In order to measure organizational citizenship behavior (OCB) in relation to the
organization, 5 items of the scale devised by Ma et al. (2013) were used. This organizational
dimension of the scale describes the citizenship behaviors adopted by employees regarding
the organization. Some examples are: ‘I will give advance notice if I cannot come to
work,’ and “I protect our hotel’s property.” A 5-point Likert-scale was used to assess the
respondent’s level of agreement regarding organizational citizenship behaviors, based on
the following response possibilities: 1, ‘Strongly Disagree’; 2, ‘Disagree’; 3, ‘Do not agree or
disagree’; 4, ‘Agree’ and 5, ‘Strongly Agree’.

3.3. Procedures

In order to test the questionnaire after translating the scales into Portuguese and
adapting it to the context of the study, the questionnaire application phase was preceded
by a pre-test with 17 employees of three-star hotels. At this stage, whenever possible,
we sought to directly question respondents about any doubts, criticisms, or suggestions
to be introduced in the data collection instrument. Overall, the questionnaire proved
to be well structured and understandable. Regarding the size of the questionnaire, it
was considered unnecessary to reduce the number of items, especially since the average
response time was around 10 min. After this stage, the final questionnaire pertaining to this
study was applied. As the scale refers to the perception of social responsibility depending
on the respondent’s interaction with the organization’s customers, the questionnaires were
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answered by employees of the hotel sector who are in direct contact with customers. Prior
to the application of the questionnaire, a formal collaboration request was prepared and
sent via email to each of the hotels. Due to the difficulty in obtaining authorization from
the Board, face-to-face contact was required so as to ensure a high number of responses.
At this stage of delivery and collection of the analysis instrument, one had to access the
site to obtain the answers and renew/remind respondents of the request to fill in the
questionnaires.

The choice of providing a hard copy of the questionnaire ensued from the difficulty in
contacting responsible staff via e-mail and obtaining answers, as well as the suggestion by
some hotels that indicated a preference for this methodology. Despite this option, one also
had to create a digital version of the questionnaire, disclosing the answer link in requests
placed via e-mail. In total, six questionnaires were completed online, and the rest were
returned on paper.

The introductory part of the questionnaire presented the study objective, and respon-
dents were clearly informed as to the guarantees of confidentiality and anonymity of their
answers. In this way, we sought to reinforce that this was a scientific study that had been
authorized by the hotel’s management, and we further appealed to the participants’ sincere
responses. Informed consent was obtained from the study participants. The email address
and contact information were provided in the case of further queries about the study.
After collecting data, a previous inspection allowed for the exclusion of some incomplete
questionnaires, which would not be subjected to statistical treatment.

3.4. Sample

Questionnaires were obtained from 214 employees of the hotel sector. The study was
applied to employees of four-star and five-star hotels in the North of Portugal. For the
collection and calculation of the sample, the National Tourism Register (RNT) was used.
The application of the questionnaires took place in the first three months of 2020. The
implementation of social responsibility practices is considered to be increasingly relevant in
this sector, namely with regard to the issue of compliance with sustainability requirements,
so that hotels can be classified as four- and five-star accommodations. Questionnaires were
received from four-star (n = 169, 79%) and five-star hotels (n = 45, 21%), from respondents
aged over 17 and under 60, corresponding to an average of 32 years of age (Table 1).
Concerning the gender of the respondents involved: of these 114 (53.5%) were female
and 99 (46.5%) were male. Regarding the professional activity performed, 119 (55.6%)
worked in the reception area, 68 (31.8%) in bars and restaurants, 9 (4.2%) worked in the
cleaning and maintenance of facilities, 8 (3.7%) were involved in sports and recreational
activities, 7 (3.3%) performed functions such as accommodation technician, operational
management, group coordination, and head of the contracting department. In relation to
the work schedule, 6.5% work part-time and 93.5% have full-time jobs. As for academic
qualifications, participants are ranked as follows: 1 (0.5%) completed the 1st cycle of
basic education, 1 (0.5%) completed the 2nd cycle of basic education, 13 (6.1%) completed
the 3rd cycle of basic education, 79 (36.9%) completed secondary education, 12 (5.6%)
possess a Bachelor’s degree, 87 (40.7%) have an Honors’ degree, and 20 (9.3%) have a
Master’s/Postgraduate degree.

Regarding seniority in the organization reported by the respondents, the answers
indicated that about 50% of them had worked in the organization for less than 1 year, and
the rest had worked for longer; of these, 6.6% had been with the organization for more than
10 years.

129



Adm. Sci. 2022, 12, 120

Table 1. Sample characterization.

N (%)

Gender

Female 114 (53.5%)
Male 99 (46.5%)

Age

17–30 151 (74%)
31–40 34 (16.7%)
41–50 13 (6.4%)
51–60 6 (2.9%)

Academic qualifications

1st cycle of basic education 1 (0.5%)
2nd cycle of basic education 1 (0.5%)
3rd cycle of basic education 13 (6.1%)
Secondary education 79 (36.9%)
Bachelor’s degree 12 (5.6%)
Honors’ degree 87 (40.7%)
Master’s/Postgraduate degree 20 (9.3%)

Professional activity

Reception area 119 (55.6%)
Bars and restaurants 68 (31.8%)
Cleaning and maintenance 9 (4.2%)
Sports and recreational activities 8 (3.7%)
Accommodation technician, operational
management, etc. 7 (3.3%)

Work schedule

Part-time 14 (6.5)
Full-time 200 (93.5)

Seniority in the organization

<1 year 97 (45.5)
1–5 years 82 (38.5)
5–10 years 20 (9.4)
>10 years 14 (6.6)

4. Results

The scales that made up the questionnaire were submitted to an exploratory factor
analysis of the principal components in order to use the resulting factor scores in subse-
quent statistical analyses. In this phase of the analysis, two of its main assumptions were
considered; namely, the value obtained in the KMO test (Kaiser-Meyer-Olkin) and Bartlett
sphericity test, both of which evaluate the feasibility of carrying out factor analysis. Accord-
ing to recommendations in the literature, for each scale, items with loadings greater than
0.50 were selected for each factor (Howell 1992). Components with internal consistency
coefficients greater than 0.70 were the only ones considered from the selected components
(Nunnally 1978).

Based on these assumptions, exploratory factor analysis was then undertaken, as can
be seen in Table 2. The highest scores correspond to a higher level of perception of corpo-
rate responsibility practices (environment/community, employees, and hotel customers),
organizational identification, and organizational citizenship behaviors.
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Table 2. Exploratory factor analysis.

Variables Items Factor Loading

Environment-
related

CSR

“My hotel reports the hotel’s environmental
performance.” 0.866

“My hotel incorporates environmental concerns in its
business decisions.” 0.840

“My hotel buys products and services locally, which
minimizes environmental impact.” 0.831

“My hotel actively tries to reduce the environmental
impact of its activities.” 0.821

“My hotel encourages guests to reduce their
environmental impact through programs and
initiatives.”

0.818

“My hotel helps to improve the quality of life of the
local community.” 0.790

“My hotel encourages employees to become involved
with community organizations.” 0.769

“My hotel financially supports the environmental
initiatives of other organizations.” 0.760

“My hotel incorporates community interests in its
business decisions.” 0.740

“My hotel actively works with national/international
organizations that promote responsible business.” 0.720

“My hotel financially supports local charities through
donations, wind sponsorships, and/or provides goods
and services.”

0.660

Explained variance (%) 61.7
Cronbach’s Alpha 0.937

Employee-related
CSR

“My hotel’s policies promote a good work-life balance
for employees.” 0.867

“My hotel incorporates employees’ interests in its
business decisions.” 0.845

“My hotel encourages employees to develop their
skills and careers,” 0.830

“My hotel offers a safe and healthy working
environment for all employees,” 0.823

“My hotel treats our employees fairly and
respectfully.” 0.798

“My hotel offers fair and reasonable wages.” 0.721
Explained variance (%) 66.5

Cronbach’s Alpha 0.895

Customer-related
CSR

“One of my hotel’s main principles is to offer
high-quality services and products to our customers.” 0.840

“My hotel incorporates customer interests in its
business decisions.” 0.834

“My hotel is sensitive to our customers’ complaints.” 0.829
“My hotel respects consumer rights beyond legal
requirements.” 0.774

“Customer satisfaction is very important to my hotel.” 0.753
Explained variance (%) 65.09

Cronbach’s Alpha 0.863
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Table 2. Cont.

Variables Items Factor Loading

Organizational
Identification

“I am genuinely interested in what others think about
the hotel.” 0.796

“The success of this hotel is my success.”. 0.765
“When someone praises my hotel, I feel it to be a
personal compliment.” 0.743

“If a media story criticized the hotel, I would be
embarrassed.” 0.733

“When I talk about this hotel, I say “us” more often
than “them.” 0.709

“When someone criticizes the hotel, I feel it to be a
personal insult.” 0.683

Explained variance (%) 54.60
Cronbach’s Alpha 0.822

Organizational
citizenship
behaviors—

Organization

“I say good things about our hotel when talking to
outsiders.” 0.712

“I protect our hotel’s property.” 0.705
“I actively promote the hotel’s products and services.” 0.688
“I follow informal rules in order to maintain order in
the hotel.” 0.574

“I will give advance notice if I cannot come to work.” 0.561
Explained variance (%) 32.88

Cronbach’s Alpha 0.950

All the scale items had loadings greater than 0.50, so none were excluded from the
analysis (Nunnally 1978); the internal consistency values for all the scales and the explained
variance were also above what is recommended in the literature (Nunnally 1978).

The correlational matrix (Table 3) presents the mean values, standard deviation, and
correlation coefficients of the study variables. The average values indicate that employees
consider social responsibility practices to be directed mainly at the hotel’s customers.
Practices which target the protection of the environment, or working conditions, are less
valued if one considers the mean value. The results of the correlations indicate that
organizational identification is positively correlated with the Environment-related CSR
variable (r = 0.303; p < 0.001), Employee-related CSR variable (r = 0.260; p < 0.001), and
Customer-related CSR (r = 0.269; p < 0.001). The results also indicate that OCB is positively
correlated with the Environment-related CSR variable (r = 0.307; p < 0.001), Employee-
related CSR variable (r = 0.205; p < 0.001), Customer-related CSR variable (r = 0.227;
p < 0.001) and OI (r = 0.513; p < 0.001). This suggests that, when employees in the hotel
sector perceive CSR practices, they will tend to develop a sense of greater identification
with the organization they work for and are, subsequently, likely to develop organizational
citizenship behaviors. These results will be explored in the next step, which deals with the
estimation of subsequent regression models.

Table 3. Means, standard deviations and correlations of construct-related variables.

Variable Mean STD.DEV. 1 2 3 4 5

Environment-related CSR 3.405 0.874 (0.937)

Employee-related CSR 3.673 0.847 0.589 *** (0.895)

Customer-related CSR 4.428 0.595 0.581 *** 0.591 *** (0.863)

OI 3.972 0.710 0.303 *** 0.260 *** 0.269 *** (0.822)

OCB 4.330 0.435 0.307 *** 0.205 *** 0.227 *** 0.513 *** (0.950)

Note: N = 214 *** Significant at p < 0.001 (2-tailed). Cronbach alpha (appear along the diagonal in italics).
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In order to test the hypotheses formulated and consider the effects of mediation, a boot-
strapping method was performed using model 4 of the Process Macro (Hayes 2017), thus
allowing for the analysis of the direct and imdirect effects of a single mediator. The purpose
of this analysis is to verify if OI mediated the relationship between perceptions of CSR
(Environment-related CSR; Employee-related CSR; Customer-related CSR) and OCB. Firstly,
regression testing for mediation was conducted to verify whether OI mediated the relation-
ship between Environment-related CSR and OCB. The regression of Environment-related
CSR (X) on OCB (Y) was significant (β = 0.1926, t(214) = 3.2660; p < 0.01), thus confirming
H1a (Table 4). The results of the regression analysis also indicated that Environment-related
CSR (as an independent variable) was a significant predictor of OI (β = 0.2214, t(214) =
3.3331; p < 0.01), thus confirming H2a. Results of the regression analysis showed that, when
controlling for OI (mediator), Environment-related CSR was significant as a predictor of
OCB (β = 0.5077, t(214) = 8.3492; p < 0.001). The mediator, OI, accounted for approximately
57% of the total effect on OCB. Based on 5000 bootstrap samples, the results of the indirect
effect showed a significant indirect relationship between Environment-related CSR and
OCB (a*b = 0.1124, Bootstrap CI95 = 0.0406 and 0.2019), thus allowing one to confirm the
mediation effect of OI on the relationship between the perception of CSR based on the
environment and OCB (confirming H3a). In sum, the mediation analysis revealed that OI
partially explains the effect of Environment-related CSR on OCB; in addition, Environment-
related CSR influences OCB, regardless of the proposed mediation mechanism (β = 0.1926,
p < 0.01). Given that the direct effect is smaller than the total effect (Baron and Kenny 1986),
one can infer that there is complementary partial mediation (Zhao et al. 2010).

Table 4. Regression Coefficients, Standard Errors, and Model Summary Information (Mediation
Model_Environment-related CSR).

Variable/Effect β SE t-Value CI 95% (LL-UL)

Environment-related
CSR→OCB 0.1926 0.0590 3.2660 ** 0.0763–0.3089

Employee-related CSR→OI 0.2214 0.0664 3.3331 ** 0.0904–0.3524

Environment-related
CSR→OI→OCB 0.5077 0.0608 8.3492 *** 0.3878–0.6276

Direct effect 0.1926 0.0590 3.2660 ** 0.0763–0.3089

Indirect effect 0.1124 0.0406 0.0406–0.2019

Total effect 0.3050 0.0665 4.5891 *** 0.1740–0.4361
Notes: Based on a bootstrap test (5.000 re-samples). When the bootstrap of 95% CI (LL: lower levels; UL: upper
level (JS)s) contains zero for one of the values. it indicates that the effect was not significant. β = Regression
Coefficients; SE = Standard Error; CI = Confidence Interval; ** p < 0.01; *** p < 0.001.

Secondly, regression testing for mediation was conducted to verify whether OI medi-
ated the relationship between the perception of CSR based on employees’ practices and
OCB. The regression of Employee-related CSR (X) on OCB (Y) was significant (β = 0.1180,
t(214) = 1.9963; p < 0.05), thus confirming H1b (Table 5). The results of the regression
analysis showed that Employee-related CSR (as an independent variable) was a significant
predictor of OI (β = 0.1602, t(214) = 2.3831; p < 0.05), thus confirming H2b. While controlling
for OI (mediator), Employee-related CSR was significant as a predictor of OCB (β = 0.5329,
t(214) = 8.7363; p < 0.001). The mediator, OI, accounted for approximately 30% of the total
effect on OCB. The results of the indirect effect pointed to a significant indirect relationship
between Employee-related CSR and OCB (a*b = 0.0854, Bootstrap CI95 = 0.0012 and 0.1835),
thus confirming H3b, i.e., the mediation effect of OI on the relationship between the per-
ception of CSR focusing on the employee and OCB. Based on the same assumptions for the
mediation mechanism (Baron and Kenny 1986; Zhao et al. 2010), the analysis showed that
OI partially mediates the effect of Employee-related CSR on OCB (β = 0.1180, p < 0.05).
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Table 5. Regression Coefficients, Standard Errors, and Model Summary Information (Mediation
Model_Employee-related CSR).

Variable/Effect β SE t-Value CI 95% (LL-UL)

Employee-related CSR→OCB 0.1180 0.0591 1.9963 * 0.0014–0.2345

Employee-related CSR→OI 0.1602 0.0672 2.3831 * 0.0277–0.2927

Employee-related
CSR→OI→OCB 0.5329 0.0610 8.7363 *** 0.4126–0.6531

Direct effect 0.1180 0.0591 1.9963 * 0.0014–0.2345

Indirect effect 0.0854 0.0461 0.0012–0.1835

Total effect 0.2033 0.0683 2.9777 ** 0.0687–0.3380
Notes: Based on a bootstrap test (5.000 re-samples). When the bootstrap of 95% CI (LL: lower levels; UL: upper
level (JS)s) contains zero for one of the values. it indicates that the effect was not significant. β = Regression
Coefficients; SE = Standard Error; CI = Confidence Interval; * p < 0.05; ** p < 0.01; *** p < 0.001.

In order to test the mediating role of OI in the relationship between hotel employees’
perceptions of internal social responsibility practices regarding customers and OCB, a
third model was estimated (Table 6). Results obtained indicated that the regression of
Customer-related CSR (X) on OCB (Y) was significant (β = 0.1328, t(214) = 2.2346; p < 0.05),
thus confirming H1c. The results showed that Customer-related CSR was a significant
predictor of OI (β = 0.1775, t(214) = 2.6346; p < 0.05) (confirming H2c). Controlling for OI
(as a mediator), Customer-related CSR was significant as a predictor of OCB (β = 0.5281,
t(214)= 8.6539; p < 0.001). The mediator, OI, accounted for approximately 31% of the total
effect on OCB. The results of the indirect effect pointed to a significant indirect relationship
between Customer-related CSR and OCB (a*b = 0.0938, Bootstrap CI95 = 0.0002 and 0.1814),
thus confirming H3c. Results indicated that OI partially mediates the relationship between
the perception of CSR based on the customer and OCB (β = 0.1328, p < 0.05).

Table 6. Regression Coefficients, Standard Errors, and Model Summary Information (Mediation
Model_Customer-related CSR).

Variable/Effect β SE t-Value CI 95% (LL-UL)

Customer-related CSR→OCB 0.1328 0.0594 20.2346 * 0.0156–0.2501

Customer-related CSR→OI 0.1775 0.0674 20.6346 ** 0.0447–0.3104

Customer-related
CSR→OI→OCB 0.5281 0.0610 80.6539 *** 0.4078–0.6485

Direct effect 0.1328 0.0594 20.2346 * 0.0156–0.2501

Indirect effect 0.0938 0.0460 0.0002–0.1814

Total effect 0.2266 0.0683 30.3172 ** 0.0919–0.3613
Notes: Based on a bootstrap test (5.000 re-samples). When the bootstrap of 95% CI (LL: lower levels; UL: upper
level (JS)s) contains zero for one of the values. it indicates that the effect was not significant. β = Regression
Coefficients; SE = Standard Error; CI = Confidence Interval; * p < 0.05; ** p < 0.01; *** p < 0.001.

5. Discussion

In this study, we explored how employees perceive the socially responsible activities
of their organizations, how these perceptions influence their level of organizational identi-
fication and, consequently, how they behave as good organizational citizens. In order to
analyze these relationships, a model was tested, which uses the mediating role of OI in the
relationship between CSR perceptions and OCB.

The answers obtained in this research constitute theoretical and empirical contributors
to the analysis of the quality of employee-organization relationships (Bhattacharya et al.
2009; Lee et al. 2012). Accordingly, and in order to further our knowledge on this topic,
which was mainly explored in the hotel sector (e.g., Camilleri 2016; Gursoy et al. 2019)
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with frontline employees (e.g., Park and Levy 2014; Freire and Gonçalves 2021), this study
concludes that frontline employees’ perceptions regarding internal social responsibility
practices (based on the environment, employees and customer) influenced OCB, and that
this relationship was mediated by OI.

The results of this study indicated that, despite the fact that frontline employees
consider hotel CSR practices to be directed mainly at the hotel’s customers, the truth is
that all the dimensions (environment, employees, and customers) contribute to the staff’s
identification with the organization (confirming H1a, b and c and H2a, b and c). As such,
OI contributes to the development of OCB (confirming H3a, b and c).

This study expands on the existing literature (e.g., Park and Levy 2014; Oh et al.
2021; George et al. 2021) and seeks to contribute to the study of CSR as a company ac-
tivity aimed at various stakeholders, including employees and customers, as well as the
environment and the community (Postel and Sobel 2019). Considering the purpose of
CSR–that companies repay society responsibly for what they receive from it–then, in line
with this logic, and as internal stakeholders, employees “are essential for the existence and
sustainability of the business” (George et al. 2021, p. 1094). The results indicated that hotel
CSR practices directed at employees, the environment, or the customers, contribute to their
“wearing the organizational t-shirt.” In this sense, hotels must improve their CSR-related
practices and communication with employees if they are to enhance the quality of the
employee-organization relationship.

The results of this study pointed out that CSR practices are created in the hotel sector
to address the interests of clients, the environment, and employees. Employees’ CSR
perceptions influence the staff’s level of organizational identification, ultimately resulting
in citizenship behavior. These results reveal employees’ altruistic values (Chen and Choi
2008) because, when they feel they identify with the organization’s CSR practices, they tend
to reveal a predisposition toward defending the organization’s interests and go further in
the performance of their duties.

In sum, and in line with other studies in the literature, the results of this research
indicate that managers are likely to “go green” (Park and Levy 2014). However, the results
obtained in this study showed that organizations should implement CSR practices for their
employees due to their role as “primary internal stakeholders” (Bhattacharya et al. 2009;
Park and Levy 2014; George et al. 2021). In this sense, those in management must improve
communication, and implement ways of listening to employees, if they wish to understand
what staff expect in terms of participation and social intervention, what they consider to
be a priority, and which stakeholders should be involved. In this regard, De Roeck and
Maon (2018) emphasize the idea that company leaders should consider their employees
to be a link between internal CSR activity and the external environment. As such, staff
members should be involved in the sustainability strategies designed by the company and,
in this sense, the training of employees must be provided to ensure they will become the
company’s “ambassadors” abroad. Furthermore, CSR activities contribute to the creation
of a positive organizational image, which has been considered to be a determining aspect
of employees’ pride and willingness to belong to the organization (De Roeck and Delobbe
2012). In addition, employees should also contribute to the definition of a communication
policy and digital marketing strategy for the CSR activities developed by the company.

We believe to have contributed to the advancement of knowledge in this field, mainly
by presenting empirical evidence regarding the mediation mechanism between the per-
ceptions of CSR and OI in the hospitality sector. However, future studies should seek
to include other sectors, namely education or even industry and services. Despite these
contributions, we have found some limitations in the study. First of all, the sample may
not fully represent the opinion of frontline hotel employees. Secondly, the procedures
followed in the application of the questionnaires (on paper and/or in digital format) may
have somehow influenced the effect of the social desirability of the responses obtained.
Future studies should thus seek to implement different forms of the application of the
questionnaires to counter this potential effect. Moreover, future analyses should seek to
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include other variables in the model in order to extend it and, for example, detect variables
that may have an additional mediating effect on the relationship between the perceptions
of CSR and OCB.

6. Conclusions

In short, the empirical evidence presented in this study shows that an increase in
identification with the organization based on environmental-related activities, employee-
related activities, or customer-related activities, impact on OCB. As such, employees in the
hospitality sectors studied perceived socially responsible practices which, subsequently
contributed to the enhancement of their “attachment” to the organization. In this context,
they are more predisposed to going the extra mile in favor of the organization. To this end,
organizations should focus their intervention on CSR practices if they wish to potentiate a
sense of attachment to the organization, as well as the enhancement of citizenship behaviors.
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Abstract: Despite the growing attention which green human resource management (GHRM) has
been gaining, the field is still remarkably young, and conceptual clarity is yet to be attained. A
bibliometric review of GHRM from 2010 to 2020 was conducted on the Web of Science and analyzed
using the VOSviewer software package, version 1.6.16 developed by Van Eck and Waltman (Leiden,
The Netherlands). The results show the exponential growth of this topic, although there seems
to be no consensus regarding its definition, conceptualization and measurement. Concerning its
conceptual development, GHRM seems to currently fit the second stage of development (evaluation
and augmentation) of Reichers and Schneider’s three-stage model of the evolution of constructs.
Future research seems to point in the direction of establishing the barriers separating GHRM from
other human resource management topics, defining green practices and determining the antecedents
and consequences of GHRM.

Keywords: green human resource management; bibliometric analysis; sustainability; green practices;
corporate social responsibility

1. Introduction

The economic growth of the last two centuries has represented prosperity and longevity
for humanity. However, the impact of various industrial practices, reflected in pollution
and the accumulation of waste and residues, is increasingly evident (IPCC 2018; Jackson
et al. 2011). Climate change represents a new set of challenges, altering competitive and
regulatory spheres, indirectly through global policy efforts to curb carbon emissions, and
directly as a means of combating the unravelling consequences of extreme weather events
(IPCC 2018). By invoking unprecedented changes in socio-economic systems, climate
change makes it urgent for society to prepare and adapt in the face of new contingencies
(Winn et al. 2011). With increasing regulatory and public pressure, more and more business
entities are proactively implementing practices and strategic changes, such as investing
in low-CO2 technologies and renewable energy, in order to transition to environmental
sustainability (González-Benito and González-Benito 2006; IPCC 2018).

The multidisciplinarity required to reduce organizational environmental footprints
challenges the vision that this theme is restricted to environmental sciences, causing new
fields of study to emerge in the areas of social research and management (Shrivastava
and Berger 2010). In this sense, several related topics have been increasingly emphasized:
corporate social responsibility (CSR), environmental management (EM), business ethics,
socially responsible consumption and sustainability strategies, among others (Schuler et al.
2017; Shrivastava and Berger 2010).

One topic increasingly referred to in the literature in addressing environmental chal-
lenges is green human resource management (GHRM) (Ari et al. 2020; Renwick et al. 2016;
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Singh et al. 2020). The first work that interconnects human resource management (HRM)
and environmental management (EM) concerns the book by Wehrmeyer (1996), entitled:
“Greening People: Human Resources and Environmental Management”. The author first
characterizes this type of HRM as “green”, which later became established in the literature
as GHRM. GHRM is sometimes used interchangeably with sustainable human resource
management (Gholami et al. 2016). Nevertheless, sustainable HRM (Kramar 2014) is a
broader concept in its approach, referring to the Triple Bottom Line (Correia 2019): the
simultaneous consideration of people, planet and profit. GHRM focuses, in turn, on the
ecological dimension of organizational activities (Ren et al. 2018). Ren et al. (2018) define
GHRM as “phenomena relevant to understanding relationships between organizational
activities that impact the natural environment and the design, evolution, implementation
and influence of HRM systems” (p. 10).

HRM can thus be conceptualized as the organizational tool that integrates human
beings into environmental sustainability through a set of practices which are focused on
human resources and are transversal to the different functions of an organization (Martínez-
del-Río et al. 2012; Renwick et al. 2013). This is implicit throughout the employee life cycle,
from hiring to exit (Benn et al. 2015; Jabbour et al. 2010; Zibarras and Coan 2015). Green
practices often referred to by the literature are, according to Benevene and Buonomo (2020),
training and development, performance management and appraisal, reward systems and
recruitment and selection. Green teams are also a frequent green practice (Jabbour 2013).

Regarding the theoretical foundations of GHRM, the abilities, motivation and oppor-
tunities (AMO) model (Harrell-Cook et al. 2001) predominates as a guiding compass for
these practices. Performance therefore results from the interaction of employees’ ability to
perform tasks (competencies), willingness to perform (motivation) and opportunities to
act on environmental sustainability (opportunities) (Renwick et al. 2013). Additionally, the
resource-based theory is a widely used theoretical framework when integrating HRM with
other organizational areas, such as green supply chains (GSC) (Jabbour and Jabbour 2016).

GHRM contributes to reducing energy and natural resource consumption (Opatha and
Arulrajah 2014), reducing travel (Opatha and Arulrajah 2014), building a sustainable work
environment (Opatha and Arulrajah 2014), reducing CO2 emissions (Mehta and Chugan
2015) and promoting a sustainable culture and lifestyle in society (Jabbour and Jabbour
2016; Milliman 2013). In addition to reducing environmental impacts, GHRM contributes to
employee development, wellbeing, health and satisfaction (Ari et al. 2020; Ehnert 2009) by
enhancing employees’ creativity and capacity for change (Shipton et al. 2012) and attracting
and retaining skilled employees due to the sustainable image of the organization in the
community (Jabbour and Jabbour 2016; Renwick et al. 2013, 2016).

Considering the growing attention and relevance GHRM has been attaining, this
study aims to map the literature through a bibliometric analysis that provides a reflection
on the evolution of GHRM during the period 2010–2020. Bibliometric analysis refers to
the use of statistical tools that allow for a quantitative analysis of scientific production
(Ellegaard and Wallin 2015). By focusing on different aspects of interest that contribute to
the characterization of a field of study, such as publications, journals, countries, languages
and organizations, they introduce a quantitative rigor to the subjective assessment of the
literature (Ellegaard and Wallin 2015; Zupic and Čater 2015). With the current digital
age, new metrics have been developed (download statistics, page ranks . . . ) that allow
for analyzing scientific production in a multitude of ways (Ellegaard and Wallin 2015).
These bibliometric methods have the potential to introduce a systematic, transparent and
reproducible review process, improving the quality of reviews. They are a useful tool in
literature reviews by guiding the researcher to the most influential works and mapping
the research field, buffering the subjective bias. They also allow researchers to base their
findings on aggregated bibliographic data produced by other scientists, whether that be
through citation, collaboration or writing (Zupic and Čater 2015). The analysis of this
aggregate data allows researchers to explore the field’s structure, the social networks and
the main topics (Zupic and Čater 2015).
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The bibliometric analysis will be supported in this work by the visualization of sim-
ilarities (VOS) mapping technique of the VOSviewer software package. Thus, the main
objectives of this study are: (1) to identify literature streams; (2) to map the topics studied;
(3) to observe and analyze the temporal evolution of the construct; and (4) to identify the
stage of development of the construct as a useful tool for the professional community and
not just an academic tool for bibliometricians.

The next section of this paper is the method where the steps required to collect and
analyze the data are discussed. Then, the results section is divided into the data collected
from the keyword search and from the bibliometric maps, describing the results obtained
from both methods. Finally, the conclusion section reinforces the objectives of the paper, the
main findings as well as the limitations of the study, and suggests future research directions
on GHRM.

2. Method

To meet the stated objectives, a sample of publications from the Web of Science (WOS)
produced between 2010 and 2020 was used. The WOS was selected because it brings
together the journals with the highest impact in the social sciences (Crossan and Guatto
1996), namely in the SSCI (Social Sciences Citation Index) and the ESCI (Emerging Sources
Citation Index).

The first step consisted of a descriptive survey of all publications of the last decade
(2010–2020) of the WOS, through a keyword search with the term “green human resource*
management”. This was the keyword with the highest number of associated publications,
by comparison with the keywords “GHRM”, “green HRM” or “green hr”, i.e., the sample
of these last three keywords was already included in the chosen keyword “green human
resource* management” sample. The choice of the selected time period (2010–2020) was
reinforced by the fact that the first article in WOS with the selected keyword dates back
to 2011 (Jackson et al. 2011). The search was restricted to SSCI and ESCI, since the former
belongs to the WOS Core Collections and the latter gathers journals under final evaluation
to integrate them. The search engine criterion was “TOPIC”, allowing for recognizing
the keyword in the (1) title, (2) abstract, (3) author’s keywords and (4) “keyword plus”,
a tool that expands the search engine by including articles in the WOS with a significant
frequency of the term being in the titles of the bibliographic references.

Then, in the second step, the sample was analyzed using VOSviewer. The visualization
of bibliometric networks, often referred to as the “mapping of science”, constitutes an ad-
vanced tool in the analysis of bibliometric networks. Visualization software packages, such
as VOSviewer, represent an advance in the analysis of these networks by allowing a large
volume of data to be processed (Van Eck and Waltman 2014). The spatial representation of
bibliometric networks includes different types of analysis, from keyword co-occurrence
networks to co-citation and co-authorship networks (Van Eck and Waltman 2010, 2014). The
VOSviewer maps are considered distance bibliometric maps, that is, the distance between
two items reflects the strength of their relationship: a small distance indicates a strong
relationship and vice versa (Van Eck and Waltman 2010). In this way, the identification of
groups of related items is facilitated (Van Eck and Waltman 2010).

Similarly, to the procedure adopted by Bellucci et al. (2020), the bibliometric maps used
in this study were from the keyword co-occurrence network, which depicts the proximity of
the keywords in the sample, as well as bibliographic coupling, representing the relationship
between the publications in the sample based on the bibliographic references they share.
While the first is aimed at mapping potential lines of research in GHRM, the second is
intended to identify the main topics that build them. As we will see later in the results, the
two maps complement each other, allowing us to perform a joint analysis.

The analysis of the keyword co-occurrence network determines the frequency with
which terms are repeated in the sample. This analysis results in a map illustrating the
interrelationships between the conceptual structures of the sample under study (Zupic
and Čater 2015). The size of the circle and the links are proportional to the frequency
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in the sample and the strength of the keywords’ relationship with others, respectively.
More central terms show more links with different clusters. The bibliographic coupling of
publications measures the similarity between two articles from the references they share
(Kessler 1963). The smaller the distance between two items, the more references they share
and, therefore, the more content they share (Li and Hale 2015). The size of the spheres
is proportional to the citations received in WOS. Thus, the intention is to identify the
intellectual structure of GHRM. Finally, to achieve the last objective of this paper—identify
the development stage of the GHRM construct—the three-stage model of the evolution of
constructs, developed by Reichers and Schneider (1990), was adopted as a framework. In
line with this model, constructs, from their introduction to their acceptance into mainstream
literature, evolve according to a predictable and developmental sequence that follows three
main phases: (1) introduction and elaboration; (2) evaluation and augmentation; and
(3) consolidation and accommodation (Reichers and Schneider (1990)). In the discussion
section, the three stages of the model are described, as is the one that fits into the current
stage of development of the GHRM field.

The step-by-step method of the current paper is described in Figure 1.

Figure 1. Workflow of this Bibliometric Review.
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3. Results

The results are divided into two sections: firstly, a characterization of the keyword
search sample is presented, and secondly, the VOSviewer bibliometric maps are highlighted.

3.1. Keyword Search

The keyword search conducted on 19 January 2021 resulted in a total of 143 publica-
tions. Of the 143 publications, 127 (88.81%) are empirical articles, 14 (9.79%) are literature
reviews, one is (0.69%) a correction article and one (0.69%) an editorial.

3.1.1. Evolution of the Number of Publications

Figure 2 depicts the evolution of the number of publications per year between 2010
and 2020. The highest volume of publications occurred in the year 2020 (N = 68), which
represents 47.55% of the sample.

Figure 2. Evolution of the Number of Publications per Year.

3.1.2. Evolution of the Number of Citations

The 143 publications present a total of 3445 citations (see Figure 3). Of note is the
evolution curve, which depicts an almost non-existent scientific dialogue at the beginning
of the decade, transitioning to a marked growth from approximately 2017.

Figure 3. Evolution of the Number of Citations per Year.

3.1.3. Authors Affiliation

The scientific production related to GHRM is mainly represented by China, Malaysia
and England (Table 1). Please note that the table only includes the ten most active authors’
affiliations.

Table 1. Authors affiliation.

Countries/Regions Record Count % of 143

China 30 20.979%
Malaysia 24 16.783%
England 22 15.385%
France 20 13.986%
Brazil 18 12.587%
India 17 11.888%

Pakistan 17 11.888%
Australia 13 9.091%

Italy 10 6.993%
USA 9 6.294%
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3.1.4. Most Cited Publications

According to WoS criteria “Highly cited papers”, these are the most-cited publications
(Table 2).

Table 2. Highly cited publications.

Title Authors Year Journal * Number of Citations Subject Area

1. Green Human Resource Management: A Review and
Research Agenda. Renwick et al. 2013 IJMR 331 Business & Economics.

2. The Impact of Human Resource Management on
Environmental Performance: An Employee-Level Study. Paillé et al. 2014 JBE 178 Psychology Business &

Economics.

3. Green Human Resource Management and Green
Supply Chain Management: linking two emerging
agendas.

Jabbour and Jabbour 2016 JCP 158
Science & Technology;

Engineering; Environmental
Sciences & Ecology.

4. Effects of Green HRM Practices on Employee
Workplace Green Behavior: The Role of Psychological
Green Climate and Employee Green Values.

Dumont et al. 2017 HRM 107 Psychology Business &
Economics.

5. Green human resource management practices: scale
development and validity. Tang et al. 2018 APJHR 82 Business & Economics.

6. Green human resource management research in
emergence: A review and future directions. Ren et al. 2018 APJM 67 Business & Economics.

7. The effect of green human resource management on
hotel employees’ eco-friendly behavior and
environmental performance.

Kim et al. 2019 IJHM 82 Social Sciences.

8. Role of big data analytics in developing sustainable
capabilities. Singh and El-Kassar 2019 JCP 71

Science & Technology;
Engineering; Environmental

Sciences & Ecology.

9. Greening the hospitality industry: How do green
human resource management practices influence
organizational citizenship behavior in hotels? A
mixed-methods study.

Pham et al. 2019b TM 64

Environmental Sciences &
Ecology Social

Sciences—Other Topics
Business & Economics

10. Who is in charge? A review and a research agenda on
the ‘human side’ of the circular economy. Jabbour et al. 2019 JCL 56

Science &
Technology—Other Topics;

Engineering; Environmental
Sciences & Ecology.

11. Green human resource management and the enablers
of green organisational culture: Enhancing a firm’s
environmental performance for sustainable
development.

Roscoe et al. 2019 BSE 47
Business & Economics;

Environmental Sciences &
Ecology

12. Promoting employee’s proenvironmental behavior
through green human resource management practices Saeed et al. 2019 CRSOM 41

Business & Economics;
Environmental Sciences &

Ecology

13. Green innovation and environmental performance:
The role of green transformational leadership and green
human resource management.

Singh et al. 2020 TFSC 53 Business & Economics;
Public Administration

14. Green human resource management and
environmental cooperation: An
ability-motivation-opportunity and contingency
perspective.

Yu et al. 2020 IJPE 20
Engineering Operations;
Research & Management

Science

15. Leveraging Green Human Resource Practices to
Enable Environmental and Organizational Performance:
Evidence from the Qatari Oil and Gas Industry.

Obeidat et al. 2020 JBE 14
Business & Economics;
Social Sciences—Other

Topics.

16. The role of green human resource management in
driving hotel’s environmental performance: Interaction
and mediation analysis.

Pham et al. 2020 IJHM 11 Social Sciences.

* International Journal of Management Reviews, Journal of Business Ethics, Journal of Cleaner Production,
Human Resources Management, Asia Pacific Journal of Human Resources, Asia Pacific Journal of Management,
International Journal of Hospitality Management, Tourism Management, Business Strategy and the Environment,
Corporate Social Responsibility and the Environment, Technological Forecasting and Social Change, International
Journal of Production Economics.

3.2. Bibliometric Maps

Next, the VOSviewer bibliometric maps resulting from the bibliographic reference
coupling analysis (see Figure 4 and Tables A1–A4 in Appendix A) and the keyword co-
occurrence network analysis (see Figure 5 and Table A5 in Appendix B) are presented. The
143 papers published between 2010 and 2020 were subjected to this analysis.
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Figure 4. Bibliographic coupling.

Figure 5. Keyword co-occurrence network.
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Both maps were submitted to chronological processing between 2010 and 2020 (see
Figures 6 and 7). The color gradation identifies the average date of co-occurrence of the
keywords for the former, and for the latter, it identifies the year of publication.

Figure 6. Bibliographic coupling with temporal analysis.

Figure 7. Keyword co-occurrence network with temporal analysis.
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3.2.1. Bibliographic Coupling

Four distinct clusters emerged in this analysis (yellow, blue, green, red), as shown in
Figure 4. These represent publications which are strongly linked through the references
they share, thus suggesting different streams of literature (Bellucci et al. 2020). All papers
present links to each other, with the exception of the correction article by Guerci et al. (2016).
Note that some links are not visible as they are rather weak.

3.2.2. Co-Occurrence of Keywords

Of the 683 keywords identified, 57 are presented, resulting from the standard VOSViewer
criterion that selects keywords repeated at least five times in the sample (see Figure 5).
Note that this analysis included keywords plus an option provided by VOSViewer, which
includes terms that occur frequently in the title of the bibliographical references of the
sample. This selection was based on the fact that the resulting bibliometric map is richer in
information, thus allowing for a more complete analysis of the sample.

3.3. Cluster Analysis

The map of the keyword analysis reflects the map of the bibliographic linkage of
references. More specifically, the clusters of the keywords (see Figure 5) correspond to
the clusters of the bibliographic linkage of references (see Figure 4). For instance, the
keyword “Brazil” in the blue cluster is associated with the articles in the blue cluster of the
bibliographic reference coupling map. As we will see below, the four colored clusters (blue,
yellow, green and red) represent four distinct research lines.

The identification and analysis of the clusters (see Figures 4 and 5) was performed,
similarly to the procedure adopted by Bellucci et al. (2020), with the selection of the
15 most cited articles in each cluster of the bibliographic coupling of references for analysis.
Tables A1–A4 (in Appendix A) present the selected articles of each cluster, and Table A5
(in Appendix B) describes the frequency of occurrence of the keywords per cluster. By the
reading and the analyses of the 15 most cited articles in each cluster, and by correlating the
main themes founded on those articles with the most prominent keywords in each cluster,
it was possible to identify the literature streams that characterize the clusters.

3.3.1. Blue Cluster: Implementation of GHRM as a Facet of Environmental Management

This cluster gathers 32 articles. The keywords “companies”, “environmental man-
agement”, “implementation”, “green management”, “strategy”, “sustainable operations”,
“industry” and “organizations” are highlighted: the cluster highlights the implementa-
tion of environmental sustainability in HRM in light of environmental management (EM),
(Jabbour et al. 2012; Teixeira et al. 2016). EM entails a tool in the pursuit of environmental
goals that advocate sustainable development. One of the first empirical contributions
reveals that when EM is an emerging goal, HRM practices tend to incorporate this environ-
mental goal (Jabbour et al. 2012), such as training (“green training”), (Jabbour 2015; Nejati
et al. 2017; Teixeira et al. 2016) or practices concerning GSC (Teixeira et al. 2016). Of note is
the highlighting of the keyword “Brazil”, since authors, such as Jabbour, have Brazilian
companies as the sample of their studies.

Importantly, the cluster includes articles that bring EM closer to employees, high-
lighting their influence on environmental change. Pinzone et al. (2016) view EM as an
organizational change which is dependent on employee support. The authors support the
effectiveness of green practices to foster voluntary green behaviors. On the other hand,
Obeidat et al. (2020) support the mediating role of GHRM in the relationship between
management support, internal environmental orientation and environmental performance.
With the intention of expanding the relationship of GHRM with other stakeholders, Guerci
et al. (2016) conclude that green practices act as mediators in the relationship between
environmental pressures and environmental performance.

Finally, the proximity of this cluster to the green cluster, which is also connected to
EM, is highlighted, as we shall see below.
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3.3.2. Red Cluster: Consequences for Employees

This cluster, composed of 50 articles, is dedicated to the study of HRM consequences
for employees, mainly in the workplace. The attitudinal approach is represented by
the terms “organizational citizenship behavior”, “commitment”, “knowledge”, “pro-
environmental behavior”, “motivation”, “employee green behavior” and “empowerment”.

The analysis of the impact of green practices on employees is often carried out by
performance outcomes. As an example, Kim et al. (2019) highlight that GHRM increases
employees’ organizational commitment in the hospitality industry, their green behavior
and their environmental performance. Focusing on this industry as well, Pham et al. (2019b)
observe that GHRM directly influences environmental organizational citizenship behaviors
(OCB), i.e., behaviors not required by the organization or not listed as a job requirement
and which impact environmental performance.

This cluster also contains multiple articles focusing on GHRM without exploring
the environmental performance aspect. For example, the study by Saeed et al. (2019)
suggests that green practices increase employees’ pro-environmental behaviors through
pro-environmental psychological capital. Two terms with high co-occurrence are notably
“environmental sustainability” and “corporate social responsibility”. The former is high-
lighted in the sample as the ultimate goal of GHRM (Chaudhary 2020), while the latter is
related to GHRM in the sense that this HRM model “motivates employees to participate in
an important aspect of CSR, green activities and initiatives” (Shen et al. 2018, p. 595).

3.3.3. Green Cluster: Consequences for Organizations

This cluster groups 26 articles associating organizational-level GHRM outcomes above
all, mirrored in the map of keywords by the high occurrence of terms such as “sustainabil-
ity”, “environmental performance”, “impact”, “financial performance”, “firm performance”
and “innovation” (see Table A5 in Appendix B). The focus on the consequences of GHRM is
particularly dedicated to organizational environmental performance; however, the financial
facet is not neglected (Yong et al. 2020). It is relevant to point out that this cluster is also
associated with EM, reflected by the proximity of “environmental performance” and “envi-
ronmental management” to the blue cluster (see Figure 5). The keyword “sustainability” is
also operationalized as an organizational outcome (Mousa and Othman 2020).

The empirical approach to GHRM implies measuring its implementation through
green practices. Gupta (2018), after identifying the most important green practices through
a literature review and consultation with experts, contributed to the field with an organiza-
tional environmental performance measurement grid.

From the articles analyzed (see Tables A1–A4 in Appendix A), it was found that there
are also publications in this cluster focusing on the employees’ attitudinal sphere (“atti-
tudes”). Yong et al. (2019c), for example, suggest that green intellectual capital (GIC) and
green relational capital (CRV) influence HRM. According to Chen (2008), green intellec-
tual capital agglomerates the “totality of knowledge, skills, relationships and intangible
assets related to environmental protection and green innovation” (p. 277), while green rela-
tional capital is the “totality of interactive relationships with customers, suppliers, network
members and partners in corporate environmental management and green innovation”
(p. 278).

Lastly, the state of the art according to Amrutha and Geetha (2020), which contributes
to future directions of research on green practices, stands out. The authors explore a
theoretical model that proposes a mediating role of green workplace behaviors in the
relationship between HRM and social sustainability.

3.3.4. Yellow Cluster: Reviews, Models and Measurement

Bringing together 35 articles, this cluster is marked by bringing together reviews,
models and measures of GHRM. Note the overlap of the blue cluster’s “of-the-art” term
and proximity to the green cluster, as both also include literature reviews. Of the 15 articles
targeted for analysis, there are four literature reviews of GHRM (Ahmad 2015; Jackson
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et al. 2011; Ren et al. 2018; Renwick et al. 2013) and one literature review of green employee
empowerment in GHRM (Tariq et al. 2016). It is also worth mentioning the measurement
of GHRM in the work of Tang et al. (2018), in which they contributed to the development
and validation of a GHRM measurement instrument.

EM is also relevant in this cluster (see Table A5 in Appendix B), reflected in the
proximity and overlap of the keyword “environmental management” in the blue cluster
with this one. This is the least represented cluster in the map of keywords (see Figure 5).
This is probably due to the fact that its content includes keywords from the other clusters.
In other words, literature reviews, by recognizing different perspectives and literature
streams, represent a more comprehensive view of the literature field, neutralizing the
tendency in the reviews, models and measurement cluster to emphasize certain keywords
associated with specific literature streams.

3.3.5. Evolution over Time

From the chronological bibliometric maps presented in Figures 6 and 7, it can be
concluded that most of the keywords are present in more recent publications. The keywords
circling 2016 and 2018 approximately are “Brazil”, “environmental management” and
“implementation”. These keywords predominate in the blue cluster, resulting from works
by Jabbour (2013, 2015), Jabbour and Jabbour (2016), Nejati et al. (2017) and Teixeira
et al. (2016). These works connect GHRM to CFV, green product development and the
environmental maturity of companies.

In older publications, we observed some references to the yellow cluster, such as the
works of Jackson et al. (2011), Renwick et al. (2013, 2016) and Paillé et al. (2014). The
bibliographic coupling map allows us to see that the blue and yellow clusters are less recent
compared to the red and green clusters. Note that the latter two explore the consequences
of GHRM on environmental performance and employees. A temporal transition centered
on the organizational system to a more employee-focused approach can also be observed.
The most represented keywords between 2019 and 2020 are “responsibility”, “attitudes”,
“motivation”, “impact”, “workplace”, “employee green behavior” and “pro-environmental
behavior”. It should also be noted that environmental training, despite being a highlighted
term in the blue cluster, continues to be represented in more recent publications.

4. Discussion

By performing bibliometric mapping of the keyword search sample of publications,
this study explored the evolution of GHRM during the 2010s, focusing mainly on the
investigation of literature streams and the most recurring topics.

Then, the main contributions of the keyword search and VOSviewer are discussed,
and finally, the stage of evolution of GHRM will be characterized.

The keyword search allowed the recent boom of the construct to be ascertained, namely
from 2018 onwards (see Figures 2 and 3). GHRM is a topic attracting increasing attention
from researchers from various scientific domains (e.g., management, environmental engi-
neering and psychology). The fact that it is often described as a strategic element of EM
applied to HRM leads to the conclusion that this is already a consolidated aspect in the
definition of the construct. Despite this, there is still no consensual definition of GHRM
(Benevene and Buonomo 2020; Ren et al. 2018). While, on one hand, there are proposals
to redefine the construct suggesting a more holistic consideration that takes into account
other facets of sustainability, such as the circular economy, on the other hand, a definition
that focuses on the ecological dimension is proposed (Ren et al. 2018).

Regarding the results of the analyses carried out in VOSviewer, we highlight the fact
that the map for the bibliographic coupling of references represents an almost perfect
circular figure. This suggests that GHRM is a multidisciplinary research area and does not
yet present totally clear and differentiated literature streams. Nevertheless, four groups of
items related to each other emerged from the analyses, according to the similarity criterion
assumed by the software (Van Eck and Waltman 2010, 2014). It was possible to identify a
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differentiating theme in each of the four clusters: blue (implementation of GHRM as a facet
of EM), red (consequences on employees), green (consequences at the organizational level)
and yellow (reviews, models and measures). It should be noted, however, that all clusters
present some publications that deviate from their main topic. As an example, the article by
Moktadir et al. (2019), exploring the antecedents of GHRM, belongs to the green cluster
and is mostly devoted to the organizational-level consequences of GHRM. This may be
justified by the fact that there is still no representativeness of the study of antecedents in the
GHRM literature; conversely, the exploration of GHRM consequences at the organizational
and individual levels predominates (Benevene and Buonomo 2020). Although all clusters
show some overlap, the yellow cluster is particularly ambiguous. While, on one hand, it
brings together literature reviews (Jackson et al. 2011; Ren et al. 2018; Renwick et al. 2013;
Tariq et al. 2016) and theoretical developments (Renwick et al. 2016), on the other hand, it
also includes quantitative or qualitative empirical studies. These focus on the validation
of HRM measurement scales (Tang et al. 2018) on the assessment of implemented green
practices (Masri and Jaaron 2017) and on green behaviors in the workplace (Rayner and
Morgan 2018) or outside the workplace (Bombiak and Marciniuk-Kluska 2018).

The temporal evolution maps reveal that the publications referring to the red and
green clusters are the most recent ones, compared to the blue and yellow clusters. Although
the map of keywords does not reveal a very clear temporal transition, it does show that
the latest articles tend to focus on the attitudinal dimension, while the “older” terms (e.g.,
implementation, EM, sustainable operations) represent the initial conception of GHRM,
which is more restricted to its implementation in organizations as an environmental man-
agement system or tool. Furthermore, it is important to note that by the middle of the
decade, authors such as Jabbour, Renwick and Teixeira dominated the literature on GHRM,
viewing it as a tool to achieve environmental sustainability. Thus, the efforts made were
mainly focused on the analysis and understanding of the benefits of GHRM practices in
relation to environmental performance. Contrastingly, authors who have recently stood out
belong to a line of research that recognizes GHRM as an end in itself, capable of promoting
attitudinal and behavioral changes, which also impact the performance of organizations.
Authors such as Yusliza, Pham, Singh and Dumont represent this line of research. Another
relevant aspect is the fact that most empirical studies are conducted in emerging economies,
such as Malaysia and India. GHRM thus seems to acquire a more evident role in these
contexts, since the large-scale industrial sector predominant in these countries requires a
huge demand for natural resources and generates high CO2 emissions. The implementation
of GHRM will contribute to natural resource conservation, a reduction in greenhouse gas
emissions and protection of the ecosystem (Yong et al. 2019a).

Ren et al.’s (2018) GHRM definition, which reinforces HRM as a relevant phenomenon
to understand the relationships between the environmental impact of organizational activi-
ties and HRM systems, has, in our view, contributed to the delimitation of boundaries of
the construct vis-à-vis other HRM specialties. These include Sustainable HRM, which refers
to the triple bottom line approach and moves away from the environmental dimension
(Ahmad 2015).

The delimitation of boundaries in relation to other HRM specialties, such as Sustainable
HRM, seems to be a relevant path for future research. In this sense, it can be seen that
the lack of a consensual definition of the construct is mirrored in the plurality of HRM
measures. For example, we observe authors who resort to strategic HRM measurement
instruments (Paillé et al. 2014). Let us note, in this scope, the contribution of the scale by
Tang et al. (2018), focused on the ecological component of HRM practices. However, it will
be important in the future to validate the instrument outside the Chinese context.

From our analysis, we could observe that there is no consensual definition within each
cluster, but there is a strong tendency to integrate GA into the definition. It is prevalent
for clusters to use the definition of Renwick et al. (2013), particularly in the red cluster
(Dumont et al. 2017; Kim et al. 2019; Pham et al. 2019b, 2020; Saeed et al. 2019; Singh
et al. 2020). However, in the yellow (Roscoe et al. 2019; Tang et al. 2018), blue (Obeidat
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et al. 2020; Yu et al. 2020), and green clusters (Longoni et al. 2018), this definition is also
used. Based on our study we could not conclude that GHRM practices are exclusively
associated with a particular cluster. For example, green recruitment and selection practices
are present in the yellow cluster (Masri and Jaaron 2017; Tang et al. 2018; Ren et al. 2018;
Renwick et al. 2016; Roscoe et al. 2019), blue cluster (Guerci et al. 2016; Nejati et al. 2017),
green cluster (Yong et al. 2020; Yusliza et al. 2017, 2019) and red cluster (Saeed et al. 2019;
Singh et al. 2020). Other practices, such as green training and development, performance
appraisal, reward and compensation, and employee empowerment, are also present in
the different clusters. Rather than the green practices associated with specific clusters, we
emphasize what appears to be the main differentiator of these clusters: the study of the
influence of organizational antecedents and consequents on green practices and GHRM
implementation. Concerning the methods used, empirical articles are mainly distributed
across the blue, red and green clusters, with quantitative studies prevailing over qualitative
studies. Mixed-method papers such as Paillé et al. (2014) from the yellow cluster, Pham
et al. (2019b) from the red cluster and Yu et al. (2020) from the blue cluster make use of
data from questionnaires and also from interviews. Regarding review articles, based on
our literature review, only one bibliometric analysis paper on GHRM was found (Khan and
Muktar 2020), and it also uses VOSviewer bibliometric maps.

In agreement with our findings, Benevene and Buonomo (2020) state that most stud-
ies are published from 2018 onwards, and they report a geographical trend, namely, an
increasing number of publications in emerging countries over time. An interesting aspect
highlighted by other papers is the fact that the number of articles addressing GHRM over
time, as well as their geographical distribution, have been strongly influenced by regu-
lations on sustainability and green standards across organizations (Amrutha and Geetha
2020; Benevene and Buonomo 2020). Comparing our results with Yong et al.’s (2019a)
work, which identifies the streams of the GHRM literature from a sample of publications
from 2007 to 2019, we observe that the themes identified in the present analysis are not far
from their classification: (1) Reviews, models and concepts; (2) Implementation of GHRM;
(3) Determinants of GHRM adoption (at the organizational level); (4) Consequences of
GHRM adoption (at the organizational level); and (5) Outcomes of GHRM adoption (at the
individual level). The yellow cluster (Reviews, models and measurement) coincides with
theme 1 (Reviews, models and concepts), the red cluster (Consequences for employees)
with theme 5 (Outcomes of GHRM adoption at the individual level), the green cluster
(Consequences for organizations) with theme 4 (Consequences of GHRM adoption at the
organizational level) and the blue cluster with theme 2 (Implementation of Green HRM).
That leaves, of course, theme 3 (Determinants of GHRM adoption at the organizational
level) without a cluster fit. This theme includes the articles presented in the blue cluster
(Obeidat et al. 2020; Teixeira et al. 2016) and the green cluster (Yusliza et al. 2017). It is
worth noting that the authors analyzed a sample of 70 articles, published in a distinct time
span of the present review, which naturally limits our analysis when comparing the two
results. Our findings also converge with Khan and Muktar’s (2020) review that focused
on the period 2008–2020 and used the Scopus database. This convergence is reflected in
the focus of empirical studies on emerging economies and on the industrial sector, and it
can be seen in the transition from the emphasis on environmental performance resulting
from an EM at the organizational level, to an approach that returns importance to the
agents of organizations, the employees, reflected in the emergence of studies focused on
attitudinal variables.

According to the objectives proposed for this work, based on the literature reviewed
and analyzed, and using Reichers and Schneider’s (1990) model as a framework, it can be
concluded that the GHRM construct is currently at the second stage of development, i.e.,
the assessment and augmentation stage. While it is true that there are studies focused on its
antecedents and consequents, a condition of the first stage of development—introduction
and elaboration—by contrast, there are already literature reviews, such as those by Ben-
evene and Buonomo (2020), Ren et al. (2018) and Yong et al. (2019a), focused on the
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research gaps, both in terms of GHRM’s definition and conceptualization, and in terms of
its measurement. These authors also suggest future research agendas in order to advance
the topic at the level of the theoretical and research field. As the concept does not present
an unambiguous definition and there is ambiguity in the distinction between GHRM and
other HRM specialties, the contributions and suggestions of various authors, in an attempt
to clarify, delimit, distinguish and link the construct to others that are close to it, are very
relevant contributions to the development of the GHRM literature. Thus, the current debate
on what GHRM is and how it is conceptualized and assessed, in our view, justifies the
characterization of the construct at the assessment and augmentation stage. The increasing
research focus on the topic of GHRM suggests that the next stage of development of the
construct—consolidation and accommodation (Reichers and Schneider 1990)—may be
reached in the medium term. In this phase, a clear prevalence of a reduced number of
definitions and a predominant way of operationalizing GHRM, as well as the establishment
of construct boundaries and the recognition of associated antecedents and consequents,
will be observed. The emergence of meta-analyses that portray the results and compare
contradictions between works are also expected.

5. Conclusions and Future Directions

The bibliometric analysis of the literature produced between 2010 and 2020 highlights
the importance of GHRM today as an expanding field, particularly from the second half
of the decade. The purpose of GHRM is to actively participate in the creation of greener
societal paths and respond to environmental and ecological issues from the organiza-
tional context. This HRM specialty refers to one of the most important challenges faced
by humanity.

By mapping the existing literature streams—implementation of GHRM as a strand
of EM, consequences at the organizational level and consequences at the employee level—
tracing their contributions and development in the last decade, and identifying the construct
development stage, this paper has met its objectives. In short, the results obtained suggest
that the implementation of green practices in organizations will be reflected in lower levels
of environmental pollution and contamination. Despite the emphasis on the repercussions
of GHRM at work, it goes beyond the labor sphere, since green environmental values are
transferable from context to context, i.e., green behaviors applied at work are reflected
in personal life and vice versa. The fact that the evolution of the construct has been
going beyond a concept focused only on EM demonstrates the consideration of employees
endowed with unique strategic value and their decisive role in organizational sustainability.
The resource-based view (Barney 1991) is a theoretical contribution that points in this
direction (Yusliza et al. 2017).

Despite the contributions of this work, it is also important to highlight some limitations
and the attempts to overcome them. By using only one database, the WOS, we limited
access to the universe of publications on GHRM, and therefore, the information that we
extrapolated may contain some biases. However, in the category of bibliometric reviews,
we found the work of Khan and Muktar (2020), which used the Scopus database, revealed
results which are convergent with ours, a fact that suggests the reliability of the results
obtained. In addition, we consider that the present bibliometric review extends the work
of Khan and Muktar (2020), insofar as it crosses two similarity maps that allow the lines
of research in GHRM to be mapped and the topics that build them to be identified, as it
also aims to identify the stage of evolution of the construct. The last limitation refers to
the fact that only the 15 most cited articles of each cluster obtained through VOSviewer
were analyzed, resulting in a total of 60 articles compared to the 143 of the sample obtained.
Although Bellucci et al. (2020) defend the credibility of this method, we feel we should
mention this limitation.

Despite the growing interest of the scientific community in studying the topic of
GHRM, we found that a high research potential remains. Thus, based on the discussion of
the results, we suggest some recommendations for future work. It is important to achieve a
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more consensual definition of GHRM (Ari et al. 2020) and to develop a more universal and
unambiguous language for the construct. Thus, emphasis is placed on the need to study
the relationship of GHRM with other related concepts, accessing the different approaches
that have been proposed so that commonalities and differentiating aspects of the various
constructs can be more accurately observed. We recall something which was already
mentioned by Renwick et al. (2013), who produced one of the first systematic reviews of
the construct. They highlight GHRM as an approach that allows for going beyond the strict
conception of the economic side and includes the wellbeing of the various stakeholders at
the heart of HRM. By delimiting boundaries with other HRM specialties, the definition,
conceptualization and measurement of GHRM will be more approachable. On the other
hand, it is relevant to highlight that the need for further studies on the contextualization of
GHRM is important, as it is not only influenced by the most obvious organizational actors,
such as leaders and employees, but by multiple stakeholders, such as teams, municipalities,
regulators and legislators, which exert pressures and constraints on the implementation of
GHRM (Ren et al. 2018). We also highlight the need to delve deeper into the antecedents of
GHRM, in particular the antecedents at the employee level (Obeidat et al. 2020). The study
of GHRM in developed countries should also receive attention, as they are less represented
by current studies focusing on emerging economies.

Pursuit of the analysis of the relationship between GHRM and other organizational
features, such as GSC and environmental certification systems, is also an important way
forward. In organizational practices, the existence of complex performance agendas and
objectives that transcend HRM objectives must be assumed. In this sense, understanding
how GHRM relates and responds to the different aspects of the organization will allow us
to study the impact of this specific way of managing human resources in real organizational
circumstances. Finally, we highlight the fact that artificial intelligence and big data have
come to dominate the way we work, and the benefit of the intersection of these areas
constitutes an interesting direction in the study of GHRM.
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Appendix A

Table A1. Publications from the bibliographic coupling analysis—yellow cluster.

Yellow Cluster Authors and Date Title Citation Frequency TBF

Renwick et al. (2013) Green Human Resource Management: A Review and Research
Agenda. 331 678

Jackson et al. (2011) State-of-the-art and future directions for green human resource
management: Introduction to the special issue. 182 380

Paillé et al. (2014) Impact of Human Resource Management on Environmental
Performance: An Employee-Level Study. 178 1083

Tang et al. (2018) Green human resource management practices: scale
development and validity. 82 1180
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Table A1. Cont.

Yellow Cluster Authors and Date Title Citation Frequency TBF

Renwick et al. (2016) Contemporary developments in Green (environmental) HRM
scholarship. 79 586

Masri and Jaaron (2017) Assessing green human resources management practices in
Palestinian manufacturing context: An empirical study. 73 1525

Ahmad (2015) Green Human Resource Management: Policies and practices. 72 891

Ren et al. (2018) Green human resource management research in emergence: A
review and future directions. 67 1229

Haddock-Millar et al.
(2016)

Green human resource management: a comparative qualitative
case study of a United States multinational corporation. 51 773

Roscoe et al. (2019)
Green human resource management and the enablers of green
organisational culture: Enhancing a firm’s environmental
performance for sustainable development.

43 860

Bombiak and
Marciniuk-Kluska (2018)

Green Human Resource Management as a Tool for the
Sustainable Development of Enterprises: Polish Young
Company Experience.

34 994

Guerci et al. (2016) Corrigendum. 34 310

Tariq et al. (2016) Green employee empowerment: a systematic literature review
on state-of-art in green human resource management. 33 609

Mishra (2017)
Green human resource management: a framework for
sustainable organizational development in an emerging
developing economy.

25 1256

Rayner and Morgan (2018) An empirical study of ‘green’ workplace behaviours: ability,
motivation and opportunity. 22 664

TBF-total binding force.

Table A2. Publications from the bibliographic coupling analysis—blue cluster.

Blue Cluster Authors and Date Title Citation Frequency TBF

Jabbour and Jabbour
(2016)

Green Human Resource Management and Green Supply Chain
Management: linking two emerging agendas. 159 1145

Jabbour (2013) Environmental training in organisations: From a literature
review to a framework for future research. 125 791

Jabbour et al. (2015) Green product development and performance of Brazilian firms:
measuring the role of human and technical aspects. 107 837

Teixeira et al. (2016) Green training and green supply chain management: evidence
from Brazilian firms. 89 628

Guerci et al. (2016) Translating stakeholder pressures into environmental
performance—the mediating role of green HRM practices. 70 960

Zaid et al. (2018)
The impact of green human resource management and green
supply chain management practices on sustainable
performance: An empirical study.

69 1412

Jabbour (2015)
Environmental training and environmental management
maturity of Brazilian companies with ISO 14001: empirical
evidence.

68 812

Singh and El-Kassar (2019) Role of big data analytics in developing sustainable capabilities. 68 370

Nejati et al. (2017)

Envisioning the invisible: Understanding the synergy between
green human resource management and green supply chain
management in manufacturing firms in Iran in light of the
moderating effect of employees’ resistance to change.

55 1063

Pinzone et al. (2016) Progressing in the change journey towards sustainability in
healthcare: the role of ‘Green’ HRM. 64 1105

Bhardwaj (2016) Role of green policy on sustainable supply chain management. 40 20

Yu et al. (2020)
Green human resource management and environmental
cooperation: An ability-motivation-opportunity and
contingency perspective.

19 1142

Jabbour et al. (2012) Environmental development in Brazilian companies: The role of
human resource management. 17 456
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Table A2. Cont.

Blue Cluster Authors and Date Title Citation Frequency TBF

Raut et al. (2019)
Examining the performance-oriented indicators for
implementing green management practices in the Indian agro
sector.

16 310

Obeidat et al. (2020)
Leveraging “Green” Human Resource Practices to Enable
Environmental and Organizational Performance: Evidence from
the Qatari Oil and Gas Industry.

14 1214

TBF-total binding force.

Table A3. Publications from the bibliographic coupling analysis—green cluster.

Green Cluster Authors and Date Title Citation Frequency TBF

Gupta (2018) Assessing organizations performance on the basis of GHRM
practices using BWM and Fuzzy TOPSIS. 49 1408

Longoni et al. (2018)
Deploying Environmental Management Across Functions: The
Relationship Between Green Human Resource Management
and Green Supply Chain Management.

44 1055

Yusliza et al. (2017) Deciphering the implementation of green human resource
management in an emerging economy. 26 1135

Yong et al. (2019c) Nexus between green intellectual capital and green human
resource management. 25 857

Yusliza et al. (2019) Top management commitment, corporate social responsibility
and green human resource management. 24 1443

Yong et al. (2020)
Pathways towards sustainability in manufacturing
organizations: Empirical evidence on the role of green human
resource management.

21 1434

Mousa and Othman (2020)
The impact of green human resource management practices on
sustainable performance in healthcare organisations: A
conceptual framework.

18 1633

Amrutha and Geetha
(2020)

A systematic review on green human resource management:
Implications for social sustainability. 15 1878

Al Kerdawy (2019)

The Role of Corporate Support for Employee Volunteering in
Strengthening the Impact of Green Human Resource
Management Practices on Corporate Social Responsibility in the
Egyptian Firms.

10 754

Ogbeibu et al. (2020)
Technological turbulence and greening of team creativity,
product innovation, and human resource management:
Implications for sustainability.

10 1013

Yong et al. (2019a) Green human resource management: A systematic review from
2007 to 2019. 7 1500

Pham et al. (2019a) Green human resource management: a comprehensive review
and future research agenda. 7 1659

Moktadir et al. (2019) Antecedents for greening the workforce: implications for green
human resource management. 6 869

Raut et al. (2020) Analysing green human resource management indicators of
automotive service sector. 5 1107

Yong et al. (2019b)
Exploratory cases on the interplay between green human
resource management and advanced green manufacturing in
light of the Ability-Motivation-Opportunity theory.

4 989

TBF-total binding force.

Table A4. Publications from the bibliographic coupling analysis—red cluster.

Red Cluster Authors and Date Title Citation Frequency TBF

Dumont et al. (2017)
Effects of Green HRM Practices on Employee Workplace Green
Behavior: The Role of Psychological Green Climate and Employee
Green Values.

108 796

Kim et al. (2019)
The effect of green human resource management on hotel
employees’ eco-friendly behavior and environmental
performance.

82 626
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Table A4. Cont.

Red Cluster Authors and Date Title Citation Frequency TBF

Pham et al. (2019b)
Greening the hospitality industry: how do green human resource
management practices influence organizational citizenship
behavior in hotels? A mixed-methods study.

62 1172

Singh et al. (2020)
Green innovation and environmental performance: The role of
green transformational leadership and green human resource
management.

53 768

Saeed et al. (2019) Promoting employee’s proenvironmental behavior through green
human resource management practices. 41 953

Shen et al. (2018) Employees’ Perceptions of Green HRM and Non-Green Employee
Work Outcomes: The Social Identity and Stakeholder Perspectives. 31 592

Pinzone et al. (2016) Effects of ‘green’ training on pro-environmental behaviors and job
satisfaction: Evidence from the Italian healthcare sector. 26 940

Jia et al. (2018) The Continuous Mediating Effects of GHRM on Employees’ Green
Passion via Transformational Leadership and Green Creativity. 16 641

Chaudhary (2020) Green Human Resource Management and Employee Green
Behavior: An Empirical Analysis. 14 658

Gilal et al. (2019)
Promoting environmental performance through green human
resource management practices in higher education institutions: A
moderated mediation model.

13 923

Pham et al. (2020) The role of green human resource management in driving hotel’s
environmental performance: Interaction and mediation analysis. 12 1223

Pham et al. (2019c) Greening Human Resource Management and Employee
Commitment Towards the Environment: An Interaction Model. 11 1047

Hameed et al. (2020) Do green HRM practices influence employees’ environmental
performance? 9 1177

Chaudhary (2019) Green human resource management and job pursuit intention:
Examining the underlying processes. 8 629

Anwar et al. (2020)
Green Human Resource Management for organisational
citizenship behaviour towards the environment and
environmental performance on a university campus.

8 1195

TBF-total binding force.

Appendix B

Table A5. Keywords from the keyword co-occurrence analysis.

Yellow Cluster Blue Cluster Green Cluster Red Cluster

Keyword Frequency Keyword Frequency Keyword Frequency Keyword Frequency

Employees 25 companies 44 sustainability 66 performance 67
environmental
management 22 environmental-management 42 environmental

performance 33 organizational
citizenship behavior 21

Perspective 11 framework 28 impact 33 commitment 19

Context 8 of-the-art 24 supply chain management 30 corporate
social-responsibility 19

System 7 environmental management 22 financial performance 15 mediating role 18
behaviors 6 sustainable development 20 competitive advantage 14 knowledge 12

organizations 17 firm performance 11 environmental
sustainability 11

behavior 16 innovation 10 Model 10
implementation 10 responsibility 9 Systems 10

Brazil 9 manufacturing firms 8 Workplace 9

determinants 8 Malaysia 7 pro-environmental
behavior 8

green supply chain
management 8 corporate social

responsibility 6 Strategies 8

green training 8 advantage 5 Work 8
industry 8 attitudes 5 motivation 7

sustainable human resource
management 6 corporate 5 employee green

behavior 6

green management 6 future 5 Empowerment 6
strategy 5 hrm practices 5 hotels 5

sustainable operations 5 partial least-squares 5
pls-sem 5
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