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Abstract

Though there is a growing interest among academicians and practitioners in respect of green
aspects of Human Resource Management (HRM) there is a gap in the theoretical as well as
empirical knowledge about environmental related job performance of an employee in an
organization. A systematic review of literature reveals that less attention has been paid in
valuing, developing, measuring and making use of employee green performance of job by the
organizations even though this phenomenon exists in practice. The objectives of this paper are:
to introduce a key concept called ‘employee green performance of job, to define it nominally,
and to identify key dimensions of the concept for the purpose of measuring it in reality based on
systematic review of literature. Our attempt resulted in identifying three key dimensions and
eleven elements which will be useful for developing an instrument to measure the concept.
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Introduction

Nowadays, environmental issues (climate change, global warming, environmental pollution,
energy crisis etc.) are getting more concern all over the world. This situation demands the
contributions of all individuals as well as organizations to face these issues and challenges in a
sustainable manner. In order to respond these issues and challenges in a systematic manner,
organizations take certain initiatives such as Environmental Management System (EMS),
Cleaner Product (CP), designing and implementing environmental strategies and programs. The
ultimate aim of all these initiatives is to reduce the negative environmental impact of the
organizations. On the other hand it improves the positive environmental impact or performance
of organizations. Environmental performance of an organization or sustainable environmental
performance of an organization is a key indicator which reflects the overall outcomes of
Corporate Environmental Management (CEM) and its initiatives. In an organizational context,
these phenomena require major changes in employees’ behaviour (actions and activities), their
jobs levels and measuring performance of jobs. It is obvious that current measures and criteria of
employee job performance are inadequate to cater the emerging and changing requirements of
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CEM and environmental pressures to the organizations. Hence, we argue that there is a good
reason to generate a new concept called ‘employee green performance of job’ in the context of
Green HRM and CEM.

Traditionally, job performance has been broadly studied and has become an established field of
research especially in the area of human resource management, production management as well
as industrial and organizational psychology (Mardhatillah and Rahman, 2011). Job performance
IS very important for organizations because it is considered as central to individual, teams as well
as organizational effectiveness. Job performance is also a critical factor for both sustainability of
the organizations and the well being of the employees (llgen and Pulakos, 1999). In considering
the importance of job performance for an organization, improving employee’s job performance
is a must for every organization. Similarly, employee green performance of job is also an
important and emerging phenomenon in the context of CEM and Green HRM.

Many scholars (Garavan et al., 2010; Boiral and Paille, 2012; Daily et al., 2009; Ramus and
Killmer, 2007; Ramus, 2002) have discussed about the individual and employee level
contributions in CEM. They stressed the importance of employee initiatives for improving the
environmental practices and performance of the organizations. Strong environmental
performance of an organization tends to help that organization to attract, motivate and retain
skilled employees (Fernandez et al., 2003) as well. In the CEM context, employees of the
organizations view social and environmental issues as part of their daily routines. Employees
extend their job function boundaries to include social and environmental activities to manage the
environmental impacts of the organization successfully (Valente, 2012).

In recent years, number of scholars have contributed to the understanding of green human
resource management (Renwick et al., 2013; Jabbour, 2011; Jackson et al., 2011; Opatha, 2013,
Opatha and Arulrajah, 2014 and 2016; Arulrajah, Opatha and Nawaratne, 2015). Today, a
number of experts demand the organizations to incorporate environmental management aspects
into the employee job analysis and description because that much necessity has raised to
response from the individual job levels of the organizations to reduce the negative environmental
impacts of the organizations (Zoogah, 2011; Rangarajan and Rahm, 2011; Jabbour, 2011;
Jabbour et al., 2010a; Wehrmeyer, 1996).

Environmental management scholars (Renwick et al., 2013; Jackson et al., 2011; Wagner, 2011;
Zoogah, 2011; Rangarajan and Rahm, 2011; Jabbour, 2011; Jabbour et al., 2010; Strandberg,
2009; Daily and Huang, 2001; Wehrmeyer, 1996) have linked corporate environmental
management requirements into the employee recruitment and selection criteria of HRM in the
organizations. Researchers in this area argued that corporate environmental management
initiatives and activities of the organizations (e.g. EMS) can only be effectively implemented if
the organizations have the right people with the right skills and competencies. Several writers
(Kaur, 2011; Renwick et al., 2013; Jackson et al., 2011; Zoogah, 2011; Rangarajan and Rahm,
2011; Jabbour, 2011; Jabbour et al., 2010a; Sharma et al., 2009; Strandberg, 2009; Wehrmeyer,
1996) accentuated the importance of integrating environmental management aspects into the
employee performance evaluation system of the organizations.
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Different authors at different points of time have emphasized the critical importance of employee
training for the proper implementation of EMS in the organizations and the role that
environmental training can play in facilitating the process of environmental management
activities of the organization (Renwick et al., 2013; Daily et al., 2012; Jackson et al., 2011;
Wagner, 2011; Zoogah, 2011; Massoud et al., 2011; Rangarajan and Rahm, 2011; Jabbour, 2011;
Jabbour et al., 2010a; Jabbour et al., 2010b; Strandberg, 2009; Sharma et al., 2009; Jabbour and
Santos, 2008a; Jabbour and Santos, 2008b; Renwick et al., 2008; Perron et al., 2006; Zutshi and
Sohal, 2004; Daily and Huang, 2001; Madsen and Ulhui, 2001; Wehrmeyer, 1996).

Scholars in CEM and Green HRM (Kaur, 2011; Renwick et al., 2013; Jackson et al., 2011;
Zoogah, 2011; Rangarajan and Rahm, 2011, Jabbour, 2011; Jabbour et al., 2010a; Strandberg,
2009; Daily and Huang, 2001; Wehrmeyer, 1996) stressed the importance of integrating
environmental management aspects into the employee reward and incentive management system
of the organizations.

According to the Orlitzky et al., (2011) one area of weakness in the literature is the lack of
research connecting individuals to corporate sustainability. They also pointed out that research
that is focused on the nexus of corporate sustainability and individual employees is beginning to
emerge. Though there is an increasing recognition of individual employee contribution to the
corporate environmental performance and accentuation of the importance of incorporating
corporate environmental management aspects into the job analysis and description, employee
recruitment and selection, employee training and development, employee performance
evaluation and employee reward and incentive management system of the organizations, a gap
exists in measuring employee environmental related job performance separately or within job
performance evaluation system being followed by the organizations. We have termed the
environmental related job performance by an employee as ‘employee green performance of job’.
The relationship between the employee green performance of job and organization’s
environmental performance is shown in Figure 1.

In developing a better alignment between the both concepts reliable and valid measurements for the
both are needed. The valid, reliable and generally accepted measurement criteria already exist for
measuring organization’s environmental performance but not for employee green performance of
job. The measurement for employee green performance of job remains an open question. A
construct that can be used to measure employee green performance of job needs to be developed
in order to provide an alignment between individual employee green performance of job and
organization’s environmental performance.

Figure 1: Link between Employee Green Performance of Job and Organization’s Environmental
Performance
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At the same time, no or little research has focused on employee green performance of jobs at the
individual level within organizations. We believe that this is a serious omission due to the fact
that environmental performance at the organizational level cannot occur without contributions by
individuals. In this context, we argue that the relationship between the individual employees’
green performance and their perception of the organization’s environmental performance will
lead to an individual employees’ assessment of the alignment between the two and that the
rationalization of this assessment underpins their behaviour towards green performance of jobs.

The concept of ‘employee green performance of job’ in CEM and Green HRM remains largely
unexplored. Hence, the objectives of this review are to introduce a key concept called ‘employee
green performance of job, to define it nominally, and to identify key dimensions of the concept
for the purpose of measuring it in reality based on systematic review of literature. Measuring the
concept becomes essential when conducting empirical studies in future.

The extensive literature based introduction of this paper has outlined the objective of this review.
The rest of our review is organized into five major sections: the first section describes the
methodology for this review. The second section presents green aspects of jobs in the context of
CEM and Green HRM. The third section explores the operational meaning of job performance
and employee green performance of job. The fourth section provides the reasons for measuring
employee green performance of job. The final section identifies and summarizes the dimensions
of employee green performance of job and provides conclusions with a direction for future
empirical studies on the same topic.

Methodology

As this paper introduces the concept called employee green performance of job and proposes key
dimensions towards developing an instrument to measure the construct, this paper uses Tranfield
et al., (2003) for reviewing literature with an archival method, which enables the reviewers to
structure research and build a reliable knowledge base in this field. The analysis of the review
process includes classifying the literature to derive the concept of employee green performance
of job and its key dimensions for measuring by using collected publications from the relevant
books, journal articles, edited works, and other research papers. This review considers the works
on green aspects of jobs and Green HRM appeared directly or indirectly in the literature.

Green Aspects of Jobs

In the Green HRM context, jobs can be grouped into two categories. They are green jobs and
other jobs. Green jobs are the jobs which are directly related to the environmental issues of the
company (e.g. environmental manager). Other jobs are having higher potential to contribute to
the environmental performance of the organization however, they are not directly related to the
environmental management function of the organizations. Really all jobs are not purely related to
the environmental issues of the company or green jobs, but contributions of all jobs are required
for ensuring the environmental performance of the organization. Green jobs reduce the negative
environmental impact of enterprises and economic sectors, ultimately to levels that are
sustainable (International Labour Organization-1LO, 2008).

In 2008, United Nations Environment Programme (UNEP) defines green jobs as:
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“positions in agriculture, manufacturing, R&D, administrative, and service activities aimed at
alleviating the myriad environmental threats faced by humanity. Specifically, but not
exclusively, this includes jobs that help to protect and restore ecosystems and biodiversity,
reduce energy consumption, decarbonize the economy, and minimize or altogether avoid the
generation of all forms of waste and pollution. A successful strategy to green the economy
involves environmental and social full-cost pricing of energy and materials inputs, in order to
discourage unsustainable patterns of production and consumption. A green economy is an
economy that values both nature and people and creates decent and adequately paid jobs

(p.7)".

According to Collins et al., (2010), growing awareness around energy use and reducing carbon
footprints necessitate that things have to be done differently and that there are not only
challenges, but also opportunities for more green products and more green jobs. According to
this definition for green jobs, almost it covers the most of jobs in an organization. At the same
time, this definition indicates that all jobs in an organization have potential to save as green jobs
to a certain extent. European Centre for the Development of VVocational Training (2010) stresses:

“Every job can potentially become greener. Understanding the environmental impact of a job,
and its possible contribution to greener economies, needs to be mainstreamed into education and
training systems (p.2) .

Thomas et al., (2010) stated that green jobs must include all fields of employment; professional
and vocational. Therefore, we can conclude that each job in an organization has potential to
generate green performance. That potential green performance can be called as ‘employee green
performance of job’.

At present and even forever, in performing any job, the job holder is required to think about its
negative impact on environment and how to reduce it and also its positive impact on the
environment and how to improve it. This phenomenon and concept of green job jointly lead us to
develop a concept of ‘employee green performance of job’. However, many jobs which are green
in principle are not green in practice because of the environmental damage caused by
inappropriate practices. The notion of a green job is thus not absolute, but there are ‘shades’ of
green and the notion will evolve over time (ILO, 2008).

Job Performance and Employee Green Performance of Job

Job Performance

According to Hersey and Blanchard (1993), job performance measures the level of achievement
of business and social objectives and responsibilities from the perspective of the judging party.
Job performance means all the behaviour at work that can make some contribution to
organizational goals (Babin and Boles, 1996).

In measuring employee job performance, quantity (how much-compared to other people who do
the same or similar kind of work that you do, how much work would you say you do?) and
quality (how well- compared to other people who do the same or similar kind of work that you
do, how well would you do your job?) of an employee’s job are the major dimensions based on
the respondents self-report of his/her performance compared to others who do similar work
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(Cheng and Kalleberg, 1996). Accordingly, quantity of work and quality of work are two major
dimensions of job performance. In the literature (Yousef, 2000), employees’ individual job
performance was studied through dimension such as ‘quality of performance’ and ‘productivity
or quantity of performance’. Karatepe et al., (2006) showed that trait, competitiveness, self-
efficacy and effort are significant predictors of frontline employee job performance.

Sohi (1996) defined performance as behavior evaluated in terms of its contributions to the goals
and objectives of the organization. According to Sohi, job performance can be divided into
efficiency, production and effectiveness. Efficiency is usually used to evaluate the outcome of an
employee’s work behaviors, production is generally used to determine the cost of efficiency, and
effectiveness stands for the value of efficiency and production. During the past, researchers have
made progress in clarifying and extending the performance concept because individual
performance is a core concept within work and organizational psychology (Campbell, 1990).

An organization’s performance directly depends on the individuals it employs (Arulrajah and
Opatha, 2012). The construct of employee job performance has two dimensions. First one refers
to ‘task performance’ (or technical job performance) that is the behaviour associated with
maintaining and servicing an organization’s technical core and second dimension is about
‘contextual performance’ (or interpersonal job performance) that is a function of one’s
interpersonal skill and knowledge that supports the broader social environment in which the technical
core must function (Motowidlo and Van Scotter, 1994).

McCarthy and Goffin (2001), used five aspects to assess task performance of employees rated by
supervisors of employees. They are: (1) effectiveness in displaying job knowledge and skill, (2)
effectiveness in verbal and written communication, (3) effectiveness in taking charge when
required, (4) degree to which they set high standards and strive to meet them, and (5) quickness
in learning.

In measuring job performance of executive and non-executive employees, a three dimensional
measure (traits, behaviours and results) was used by Opatha (2002) in Sri Lankan context which
consists of 13 aspects. They are job knowledge, cooperation, dependability, interpersonal
relations and communication skills under the dimension of traits; planning work, organizing
work, punctuality, attendance and speed covering the dimension of behaviours; and efficiency
achievements, completion of work on schedule and quality of work under the dimension of
results. An employee’s job performance is the extent to which duties and responsibilities have
been carried out. It has two major criteria such as quantity of work and quality of work (Opatha,
2015).

According to the above reviewed literature evidences about job performance, it is specifically
notable that job performance has two main dimensions. They are: (1) quantity of job
performance and (2) quality of job performance. These two dimensions have several sub-
dimensions or elements based on the characteristics of jobs, work setting and nature of the
organizations. Based on above understating of job performance, now an attempt is made to
define employee green performance of job nominally. In other words, we attempt to give a
particular identity or status to the concept of employee green performance of job that we
proposed.
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Employee Green Performance of Job

Employee green performance of job is defined as the extent to which a particular employee has
engaged in behaviours (actions and activities) and produced results in respect of greening during
a particular period of time. This is really about the environmental related job performance by an
employee in an organization within a specific period of time. Every employee is responsible for
environmental performance of an organization. Each employee can reduce negative
environmental impact of his or her job and also can improve positive environmental impact of
his or her job. Hence, the quantitative and qualitative contributions of an employee to reduce the
negative environmental effects of the organization as well as to improve the positive
environmental effects of the organization within a given period of time can be considered as
employee green performance of job. This interpretation reflects an adequate meaning of
employee green performance of job in an organizational context. In fact, the two authors of this
paper namely Opatha and Arulrajah briefly introduced the concept of employee green
performance in 2014. However, it was not an exclusive, comprehensive, and distinct introduction
(Please refer to Opatha and Arulrajah, 2014).

Understanding the meaning and dimensions of job performance, and defining the meaning of
employee green performance of job are insufficient to identify and propose the dimensions of
employee green performance of jobs. In addition to this, further literature exploration is needed
in respect of two more aspects. First, we have to explore why organizations have to measure (the
need for measuring) employee green performance of job as well as whose green performance
should be measured and second, we have to discover that what green or environmental
performance components of jobs must be captured by the organizations in measuring employee
green performance of job. Hence, we extent our systematic review process towards the first
aspect in the next section of this paper and second aspect after that.

The Need for Measuring Employee Green Performance of Job

In general, there is a necessity to explore the green performance of jobs in the context of Green
HRM and CEM because, individual level green performance of each job is critical in reducing
overall negative environmental impact of the organization. Green performance of individuals in
the workplace is a key input in reducing overall negative environmental impact of the
organization and improving overall positive environmental impact of the organization. Green
performance of each job is a base for collective and team green performance of the organization.

The environmental HRM functional model of Wehrmeyer (1996) indicates that staff appraisals
should take account of environmental issues as well as environmental critical incidents, accepted
environmental responsibilities and the success of communicating environmental concerns and
policy of the organizations. In implementing environmental or Green HRM in the organizations
Revill (2000) also explained the necessity of adoption of environmental performance appraisals
in the organizations. Environmental initiatives or improvements should be a part of employees’
performance appraisal, as it could be a major motivating factor for employees (Denton, 1999).

The environmental performance of an organization is the responsibility of all employees of that

organization (Berry and Rondinelli, 1998). They indicate this as one of the basic principles
required for corporate environmental performance and it should be promulgated at all levels of
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the organization. According to Daily et al., (2007), to guide managers in maximizing employee
efforts to successfully implement, improve and sustain CEM initiatives (e.g. EMS) of the
organizations, measuring employee green performance of job is required. In a survey conducted
by Buck Consultants (a global HR consulting firm) in 2009, it was found that ‘companies that
had appointed individuals to lead organizational green efforts have a much higher prevalence of
employees actively involved in their green practices than companies that had not. Findings also
demonstrate that corporate operations and HR departments are most often responsible for green
programs’ (The Greening of HR Survey Results, 2009).

Environmental management scholars and experts (Denton, 1999; Daily and Huang, 2001,
Chinander, 2001; Daily et al., 2002; Rothenberg, 2003; Govindarajulu and Daily, 2004)
expressed that many organizations are experiencing significant human resource challenges in
implementing environmental initiatives. Thus, we argue that it may be due to not measuring
green performance of jobs at individual level. In this context, Daily et al., (2009) are also
supportive to our argument because they stated that “employees may be unclear as to their role
in environmental improvements and unsure of the rewards associated with them (p.244)”.
Chinander (2001) also confirmed our attribution. Chinander (2001) found that although
management adopted extensive steps to measure air, water, and solid waste emissions, they did
not evaluate employees based on environmental performance. Further more, according to
Denton’s survey (1999), regarding environmentally concerned industries in worldwide, it was
found that reward practices of organizations (e.g. bonuses, incentives or salaries) were rarely
linked to environmental performance of organizations. Thus, although organizations may do
expanding environmental initiatives and efforts, rewards for these initiatives and efforts appeared
to be lacking. These evidences further validate our argument that there is a strong need for
calculating and measuring the employee green performance of jobs in the context of Green
HRM.

Organizations need to decide if environmental initiatives or improvements should be a part of
employees’ performance appraisal, as it could be a major motivating factor for employees
(Denton, 1999). Organizations rarely provide incentives, bonuses or salaries that are directly tied
to how far and how well environmental goals are met. If their employees’ job performance
appraisals rarely include an environmental category most of their employees do not become
motivated to make or to participate in green decisions (Denton, 1999).

Neto and Jabbour (2010) indicate that one of the greatest challenges in the consolidation of CEM
programmes (e.g. Cleaner Production program) is to ensure the engagement of employees in this
process. Hence, we assert that if organizations develop appropriate systems to measure the
employee green performance of job, then this greatest challenge can be transformed as a greatest
opportunity in successfully managing organizational environmental performance.

According to Lucas (2010), performance evaluation schemes of employees should comprise an
environmental component. Environmental strategy is linked more powerfully to environmental
performance through the development of performance measures. The environmental
performance of organizations, business units, facilities, teams, managers, and all other employees
must be measured and must be part of the way they are evaluated for success (Epstein and Roy,
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2000). The importance of the involvement of all employees of an organization in CEM initiatives
and activities has been considered as a key factor in the literature (Handfield et al., 2001).

The success of CEM initiatives of organizations heavily depends on the active involvement of
the organization’s individual employees at all levels (Hart, 1995; Russo and Fouts, 1997; Sharma
and Vredenburg, 1998; Klassen and Whybark, 1999; Buysse and Verbeke, 2003). According to
McCloskey and Maddock (1994), the organization and its whole workforce are encouraged to
work towards an environmental ethic, and environmental responsibility is part of every
employee’s function. Staff performance and review will include evaluation of, and reward for,
the employee’s contribution to successful environmental and commercial performance of the
company.

The reviewed literature has revealed two key findings at this point: First, there are strong
justifications and evidences for why organizations have to measure (the need for measuring)
employee green performance of job (e.g.Wehrmeyer, 1996; Denton, 1999; Revill, 2000; Daily
and Huang, 2001; Chinander, 2001; Daily et al., 2002; Rothenberg, 2003; Govindarajulu and
Daily, 2004; Daily et al., 2007; Daily et al., 2009). Hence, recognizing the concept of ‘employee
green performance of job’ at individual level, and developing a systematic and organized
approach to measuring it will improve the environmental performance of the organizations.
Second, the reviewed literature also revealed that every employee and job should involve in
CEM/green works and initiatives to help the organization to succeed in organizational
environmental performance (McCloskey and Maddock, 1994; May and Flannery, 1995; Berry
and Rondinelli, 1998; Denton, 1999; Epstein and Roy, 2000; Handfield et al., 2001). Therefore,
the measuring of employee green performance of job includes all employees of an organization
irrespective to their categories and types of jobs, and levels of management. As we stated earlier,
the next section of our review focuses on what green or environmental performance components
of a job to be captured by the organizations in measuring employee green performance of job.
This is about the dimensions of employee green performance of a job.

Dimensions of Employee Green Performance of Job

In searching to explore the scope and depth of employee green performance of jobs, we have
identified three categories or dimensions of employee green performance of jobs. They are: (1)
efficient use of input resources effectively by employees when they perform their day to day job
tasks, duties and responsibilities, (2) innovative environmental initiatives of employees, and (3)
employee contribution to the environmental management initiatives of the organization.

(1) Efficient Use of Input Resources Effectively

An efficient use of input resources effectively can be considered as one of the key dimensions of
employee green performance of job for an organization. This dimension consists of mainly three
key performance elements: reducing existing levels of input resources usage, sharing
environmentally friendly actions and behaviour, and protection of corporate environmental
image.

(a2) Reducing the Existing Levels of Input Resources Usage

Employees contribute to improve environmental performance of company by reducing their
existing level of input resource usage in the workplace in the form of waste and pollution.
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Truly effective environmental protection requires the prevention of pollution rather than the
control of wastes at the end of the pipeline. Pollution prevention is the use of materials,
processes or practices that minimize or eliminate the creation of pollutants or wastes at the
source (Berry and Rondinelli, 1998). These aspects are impossible without the efforts of
employee in an organization.

Several authors have produced evidence that more effective environmental management can
allow organizations to make better use of resources (Graedel and Allenby, 2001; King and
Lenox, 2001). According to Berry and Rondinelli (1998), pollution prevention is a powerful
business strategy because it encourages the efficient use of raw materials and reduces the
costs of waste. How employees are practicing in their day to day job should be monitored
and measured. They also empathized that performance indicators must be developed for each
area to focus management and employees on ways of reducing adverse environmental
impacts of energy generation and distribution. Employees are the source of innovation and
creativity of an organization. They have potential attitudes, ability and motivation to reduce
waste, input resources and pollution while simultaneously improving overall performance.

There are employees who act beyond job description, formal policies and reward systems of
the organization in progressing sustainability initiatives of the companies (Daily et al., 2009).
These employees’ green performance of jobs should be considered by the organization
because they are contributing to the environmental performance of organizations in terms of
efficient use of input resources effectively.

According to Rothenberg (2003), there are a number of resources that employees can
contribute to environmental improvements and performance of the organization, such as time
and attention etc. How employees are using organizational resources (all inputs) efficiently
and effectively will determine the green performance of their jobs as well as organization’s
environmental performance.

According to Garavan et al., (2010), employees who have a high level of environmental
awareness and environmental concern may feel a stronger moral obligation to perform
environmentally friendly actions and initiatives voluntarily in the organizations. At the same
time the moral obligation of employee towards environment is necessary to utilize the natural
environmental resources which are used by an organization in an efficient and effective
manner.

A study conducted by Melnyk et al., (2003) in order to assess the impact of EMS on
corporate and environmental performance found that the impact of environmental activities
on corporate performance is strongly affected by the presence of a formally certified
environmental management system. The reason is the resource based view of the
organization (Wernerfeldt, 1984; Russo and Fouts, 1997) supporting the idea that the CEM
initiatives (e.g. environmental management system) provide the organization with detailed
information for critical functions and resource usages. These systems and functions are
necessary for the organization and its workforce to reduce pollution, wastage, materials,
other input resources and energy usage etc. and ultimately these lead to improve overall
performance.
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Kitazawa and Sarkis (2000) emphasize the significance of employee efforts in managing
continuous source reduction programs in three industrial 1ISO 14000 certificated companies.
In accordance with Denton (1999), the economic savings made by Dow Chemical’s energy
conservation and Waste Reduction Always Pays Programs (WRAP) have in large part taken
place because of employee activities and involvement.

(b) Sharing Environmentally Friendly Actions and Behaviours

In some organizations, individual employees may show some sort of environmentally
friendly behavioural patterns such as sharing knowledge to save energy or prevent pollution
in the workplace, suggesting solutions aimed at reducing waste, representing the organization
at environmental conferences/workshops and collaborating with the environmental
department/teams to implement green initiatives. In practice, these behaviours may appear
minor and ordinary. However, promoting these types of employee behviours can have a
significant impact and contributes to improving environmental performance of the
organizations (Ramus, 2001; Ramus and Killmer, 2007; Boiral, 2005).

Environmental management system provides a tool for employees and managers to take
environmental impacts into consideration when performing daily job functions (Ramus and
Steger, 2000; Ramus, 2002). Boiral (2009) argued that complex environmental issues of the
organizations cannot be handled through formal systems of the organization alone. Those
issues require employee voluntary involvement in sharing tacit knowledge and helping to
implement the solutions.

Daily et al., (2009) also believed that individuals/employees with a deep sense of
environmental concern will likely insert their environmentally friendly actions in the
workplace. They also argued that individuals who engage in environmentally friendly
behaviours out of a moral sense of obligation may perform similar behaviours and actions as
employees in the workplace.

Employees who reduce waste, energy and other natural resource consumptions through their
self-understanding and/or learn from his/her managers, supervisors and/or the environment in
which they live can be considered as a key aspect of employee green performance of job.
According to Ramus (2002), employees need supervisory support (daily behaviors aimed at
encouraging environmental actions) in order to focus their creative energy on organization
environmental problem solving.

According to Mischel (1973) and Shamir et al., (1993), employees frequently find
themselves in situations where they have to perform some extra-role behaviour in order to
reduce bad impact to environment but they are not formally required for an employee’s job.
This aspect was reiterated by the Ramus and Killmer (2007) “employees often find
themselves in situations without clear goals or certainty about the organizational rewards
associated with the optional behaviour of promoting environmentally beneficial changes
(p.555) ”. This optional extra-role behaviour of the employee which is contributing to the
CEM must be considered when measuring employee green performance of jobs. In
accordance with Boiral and Paille (2012, p.433), Ramus and Killmer’s model (2007) also
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suggests that “employee eco-initiatives can be predicted and measured from a behavioural
perspective. Even though, the nature of these extra-role eco-initiatives and the appropriate
measurement method remain unclear”. Therefore, the level of sharing environmentally
friendly actions and behaviour in the workplace with peers can be considered as an element
of this dimension.

(c) Protection of Corporate Environmental Image of the Organization

An environmentally friendly company will represent a better image and will be able to attract
not only more customers but also a more able and dedicated workforce (Dechant and Altman,
1994; Quazi, 2001). Thus, protecting the corporate environmental image can be considered
as one of the key responsibilities of the employees. Communicating environmental
performance is important to corporate image and stakeholder support. Employees have
potential to play an active role in protecting corporate environmental image of the
organization (Berry and Rondinelli, 1998). Employees are frequently regarded as
ambassadors underpinning their organization’s corporate identity and image, and they are
often expected to uphold and display their organization’s social and ethical values (Morsing,
2006).

Therefore we argue that in assessing employee green performance of job, the level of
contribution of employees in protecting corporate environmental image must be considered
as an element. The above three elements from the literature form a sub-dimension called as
‘efficient use of input resources effectively’. Figure 2 shows diagrammatic representation of
these three elements which can be applied in conceptualizing employee green performance of
job.

Figure 2: Elements of the Dimension of Efficient Use of Input Resources Effectively

Sharing
environmentally
friendly actions and
behaviour in the
workplace with peers

Reducing existing
levels of input
resources usage

Protecting corporate
environmental image

In summary the literature suggests reducing existing levels of input resources usage, sharing
environmentally friendly actions and behaviour and protection of corporate environmental image
of the organization as key elements of employee green performance of job which build a
dimension called ‘efficient use of input resources effectively’.

(2) Innovative Environmental Initiatives of Employee

The employee contribution in the form of creativity and innovation is another key dimension of
employee green performance of job. According to the literature, there is a clear evidence for this
dimension to include in assessing employee green performance of job. Innovative environmental
initiatives (Ramus, 2002) which are really useful to improve the organization environmental
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performance can take the form of developing environmentally friendly systems, processes,
practices, products and services. This dimension consists of mainly two key performance
elements: creativity in solving environmental problems and level of innovation in environmental
initiations. In this context, creativity means the idea-creating sense but innovation means action-
producing sense in relation to solving environmental problems or in environmental initiations.

(a) Employee Creativity in Solving Environmental Problems

According to Beard and Hartmann (1997), employee creativity is an important environmental
problem-solving resource for organizations. Fernandez et al., (2003) accentuated that eco-
initiatives should take place from creative ideas jointly developed by all the employees.
Moreover, they indicate that systems and approaches need to be developed to involve
employees by giving them autonomy to develop creative solutions to solve problems and to
make the best use of their competencies.

Ramus and Steger (2000) define eco-initiatives as the creative suggestions from individuals
or teams of employees that have the potential to improve an organization’s environmental
performance and hence contribute to corporate greening. If this phenomenon is not measured
or rewarded by considering as employee green performance of job, then it is very difficult to
promote and sustain eco-initiatives in the organizations. For example, organizations can use
number of new ideas, solutions, practices, and suggestions developed or generated by the
employee to reduce negative impact on the environment and to improve positive impact on
the environment in a given period of time. Thus, we insist that in assessing employee green
performance of job, the level of employee creativity in solving environmental problems must
be considered as an element.

(b) Employee Innovation in Environmental Initiations

Innovation, or the lack of it, is also an issue in the implementation of CEM programs
(Tinsley, 2002). Eco-initiatives may lead to pollution reductions, waste reductions, the
development of new energy or resource-saving products and services, the greening of supply
or distribution networks, and the design of products for reuse and recycle etc. (Ramus and
Steger, 2000). These initiatives have considerable inputs for organization’s business
performance, as well as in determining the success of organization’s environmental
management activities and objectives (Kolluru, 1994; Ruiz-Quintanilla et al., 1996).
Research revealed that eco-initiatives of employees can substantially affect business
performance, as well as determining the success of organizations’ efforts to implement
environmental management objectives (Kolluru, 1994; Ruiz-Quintanilla et al., 1996).
Employees of an organization should be able to make changes to improve the environment
without much more management interference (Govindarajulu and Daily, 2004). Thus, in
order to encourage environmental management related innovations among the employees we
should include it as a criterion in measuring employee green performance of job.

Implementation of CEM initiatives requires a high level of technical and management skills
among employees due to the facts that the company will develop innovation-focused
environmental initiatives and programmes that have a significant impact on the sustainable
competitive advantage of the organizations (Callenbach et al., 1993). For example, in the
Xerox Corporation, which has reward and recognition programmes, employees achieved high
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levels of innovation in waste reduction, reuse and recycling (Fernandez et al., 2003). Another
key example was Walmart’s continuous recognition of associates and their stories of
innovative achievement. In 2011, they recognized an associate who brought to management
attention the value of taking the lights out of break room vending machines. This action saves
$1 million per year to the company (www.triplepundit.com, 2012). Employee environmental
innovations exist in many organizations today (Ramus, 2002). These are the eco-initiatives
originated by individual employees and teams that improve the environmental performance
of the organizations. Ramus (2002) also stressed that environmental management initiatives
must occur at all levels within organizations, resulting in creative ideas from managers,
office personnel, blue-collar workers, or other types of employees. For example,
organizations can use number of new ideas, solutions, practices, and suggestions
implemented successfully and the amount of money or resource saved due to that
implemented innovation in a given period of time.

The above literature evidences indicate that there is a necessity to incorporate innovative
environmental initiatives of employee as a dimension in measuring employee green
performance of job in an organization which will sustain the contribution of individual to the
overall environmental performance of the organization. The above elements from the
literature form a sub-dimension called as ‘innovative environmental initiatives of employee’
(Figure 3) which can be applied in conceptualizing employee green performance of job.

Figure 3: Elements of the Dimension of Innovative Environmental Initiatives of
Employee

Level of innovation in environmental
initiations (real contribution in reducing
the organization’s environmental
impacts through innovation)

Creativity in solving
environmental problems
(idea-creating sense)

In summary, the literature suggests that the level of employee creativity in solving environmental
problems, and the level of employee innovation in environmental initiations are the two key
elements of the dimension of innovative environmental initiatives of employee which is the
second key dimension of employee green performance of job.

(3) Employee Contribution to the CEM Initiatives

The employee contribution to the CEM initiative is the third key dimension of employee green
performance of job in an organization. This dimension includes six key performance elements.
The elements of this dimension are: the level of employee achievement of specific environmental
performance targets/goals (quantity), the level of quality in achieving environmental
performance objective, goals and targets by the employees, the level of supportive job behaviour
of employee towards in achieving specific environmental performance targets, the level of
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employee contribution to implement CEM initiatives, the level of employee contribution to
improve CEM initiatives, and the level of employee contribution to sustain CEM initiatives.

(@) The Level of Employee Achievement of Specific Environmental Performance
Targets/Goals (Quantity)

Environmental Management Systems provide a tool for employees and managers to take

environmental impacts into consideration when performing daily job functions (Ramus

2002). This situation leads to generate green performance from each job. Thus, in an

organization which is practicing environmental management there is a possibility or

existence of green performance of job.

Many organizations now consider the CEM initiatives of the organizations as a viable way to
create a sustainable competitive advantage (Franklin, 2008; Sharma and Vredenburg, 1998).
There is no explicit written policy indicating that employees are responsible for
environmental performance but it is clear to employees that company expects contribution
and commitment from them in achieving environmental goals of the organization (Ramus,
2002).

Some organizations in USA (e.g. Browning-Ferris Industries, Coors Brewing and Huntsman
Chemical) have linked employees and managers’ performance-related bonuses to their
meeting environmental targets (e.g. reducing amount of waste etc.). A manager/employee
does not get any bonus when his/her individual environmental goals are not met
(Wehrmeyer, 1997). In some organizations (e.g. Coors Brewing in USA) employees receive
increases in the organization’s profit-sharing plan when their environmental initiatives,
activities and efforts cut overall costs (Wehrmeyer, 1997).

Another example in the US context, the director of environment, health and safety of
Huntsman Chemical, receives one half of the incentive pay from the company’s profits and
the other half is linked to specific environmental goals (Wehrmeyer, 1997). According to
Rothenberg (2003), organizations are expecting employee participation and contribution as a
means to achieve environmental goals.

Another example is that managers can request employees to bring precise green ideas which
are related to their individual jobs to their performance evaluation discussions. These ideas
can be brainstormed together to include them into the objectives/targets for the forthcoming
year performance evaluation while considering organization’s environmental policies.
Attaining these objectives/targets can be considered as their environmental performance
(Mandip, 2012).

Many organizations (e.g. Xerox and Wal-Mart) have recognized environmental policies,
objectives, goals and targets for their employees, whose environmental position is assessed as
one of the criteria of organizational evaluation programmes of individual performance (Neto
and Jabbour, 2010). Wee and Quazi (2005) stress the importance of the involvement of
employees in defining specific environmental objectives of the organization and through
which to achieve a cooperative environmental policy and vision of the organization. As a
result of these evidences we stress that the level of employee achievement of specific
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environmental performance targets/goals must be considered as one of the elements of the
dimension of employee contribution to the CEM initiatives.

(b) The Level of Quality in Achieving Environmental Performance Objective, Goals
and Targets by the Employees

In measuring employee green performance of job, quality of job performance is a key
phenomenon. Even though there is lack of direct literature to underpin this facet from the
CEM context but three are adequate evidences from the general job performance literature
(e.g. Cheng and Kalleberg, 1996; Yousef, 2000). In achieving environmental performance
objective, goals and targets by the employees, organization must check whether those
achievements are taking place without violating relevant organization’s environmental
policy, rules, regulations, ethics and procedures or not. For example, in a manufacturing
organization, employees may dump the waste without knowing management and may try to
show zero waste in a particular manufacturing facility. Hence, quality in achieving
environmental performance objective, goals and targets by the employees must be considered
as a key element in measuring employee green performance of job.

(c) The Level of Supportive Job Behaviour of Employee Towards in Achieving Specific
Environmental Performance Targets

According to Epstein (1996), to have environmental targets for improving organization
environmental performance is a very important aspect in CEM. Organizations can set the
targets after measuring the environmental impacts of the organization. In this context, we
suggest that after quantifications of environmental impacts, environmental performance
improvement targets must be set systematically by using top down approach. It means, first
we must set the environmental performance targets at overall company level, business units
level, department level and individual job level as far as possible by using existing base line
data and systems. Meanwhile an organization can use the bottom up approaches also in order
to align (e.g. environmental initiatives of employee, active member of green team of the
organization, employees having personal environmental plan-PEP and etc.) employees
initiatives, actions, and behaviours towards achieving environmental performance targets of
the organization because this alignment is also very important in inculcating environmental
performance culture within the organizations.

Undoubtedly in any organization, it seems obvious that any new management program’s (e.g.
EMS) success may depend on how employees respond (Govindarajulu and Daily, 2004).
Supportive behaviour and positive attitudes of the employees within the organization can act
as a determining factor for successful integration, coordination and maintenance of CEM
activities and actions of the organizations (Zutshi and Sohal, 2005). The effective delivery of
corporate social and environmental responsibility initiatives of an organization is heavily
dependent upon employee responsiveness and support (Collier and Esteban, 2007).

According to the Daily et al., (2007, p.99), “while individual contributions to the

environmental efforts of an organization are important, working in teams is necessary for the
implementation of an effective environmental management system .
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In some organizations environmental management initiatives, activities and actions are
largely driven and supported by the employees themselves. This indicates the employee role
in the environmental management efforts of the organizations (Dahlmann et al., 2008). As a
result, we emphasize that the level of supportive job behaviour of employee towards
achieving specific environmental performance targets must be considered as one of elements
under the dimension of employee contribution to the CEM initiatives.

Apart from these, organizations have to fulfill the environmental related laws (national as
well as global) and standards (e.g. ISO 14001: EMS, 1SO 50001: energy management, clearer
production, chemical leasing, OHSAS: 18001). These laws and standards require
certifications, organizational level initiatives and renewal. Therefore, organizations are
required to perform a lot of tasks, duties and responsibilities to implement, improve and
sustain those initiatives dynamically which are mainly related to CEM. These CEM
initiatives are really some sort of dynamic and cyclical operations, organizations have to
respond immediately to show their readiness in reducing negative environmental impact of
the organizations. The levels of employee contribution to implement, improve, and sustain
CEM initiatives are three key aspects in CEM. Hence, in measuring employee green
performance of job actually, organizations must include employees’ contributions in terms of
implementation, improvement and sustainability of CEM initiatives.

(d) The Level of Employee Contribution to Implement CEM Initiatives

Employees contribute to implement (put into practice and implant permanently) the CEM
initiatives of the organization (e.g. environmental management system, energy management
system and cleaner production). Employees can contribute more effectively when
management moves the decision power down to the employees, allowing them the freedom
and power to make suggestions and implement good environmental practices (Wever and
Vorhauer, 1993). Hutchinson (1996) stated that the successful implementation of corporate
environmental policies and initiatives depends on environmental responsibility being shared
with employees and managers at all levels of the organization. Researchers have suggested
that an employee and process focus is essential in integrating management systems and
implementing a sustainability program (Pojasek, 2007).

In successfully implementing EMS in the organizations, maximizing employee efforts is one
of the key aspects in CEM (Daily et al., 2007). An employee is a key factor that acts as a
prerequisite to succeed in any system implementation including CEM initiatives (Yee et al.,
2010).

Even though CEM initiatives (e.g. ISO 14001) were created to help organizations, there are
some factors that may prevent a company from successfully implementing those initiatives,
out of which the irritation from employees who may oppose the increase in their
responsibilities of jobs or lack of commitment of workers is a key factor (Poksinska et al.,
2003; Chavan, 2005; Psomas et al., 2011). Therefore these kinds of instance necessitate the
recognition and measurement of employee green performance of job to get the commitments
of employees. Hence, we insist that the level of employee contribution to implement CEM
initiatives must be considered as an element of the dimension of employee contribution to the
CEM initiatives.
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(e) The Level of Employee Contribution to Improve CEM Initiatives

Not only the employee contribution during the implementation but also their contribution for
the improvement must be considered by the organizations in measuring employee green
performance of job.

Implementation of CEM initiatives is not enough to the success of environmental
performance of the organization. After the successful implementation, the continuous
improvement is also needed. In this context, inclusion of the employee contribution to the
improvement of what is implemented, must also be accounted in measuring the real green
performance of employees.

Continual improvement is a must for sustainable business and is driven by conformance and
performance systems. These systems present an opportunity not commonly seized to propel
employee behavior and involvement (Eyceoz, 2009). Therefore, in measuring employee
green performance of job this review has considered the level of employee contribution to
improve the CEM initiatives. Thus, we insist that the level of employee contribution to
improve CEM initiatives must be considered as an element of the dimension of employee
contribution to the CEM initiatives.

() The Level of Employee Contribution to Sustain CEM Initiatives

The direct impact of human resource on the implementation and maintenance of
environmental business practices and indispensability of employees for the reduction of
environmental impacts were also reported by Kitazawa and Sarkis in 2000.

A study conducted by the Jabbour (2011, p.104) in 94 Brazilian organizations with ISO
14001 certification found that “the little formalization of the inclusion of environmental
issues in traditional human resource practices, which can later badly affect the good
performance observed..” in CEM initiatives of the organizations. This indicates that
systematic formalization is very important to sustain the performance achieved by the
organizations during implementation of CEM activities and actions.

Creating and sustaining a pro-environment organization requires that organization to hire
employees who are willing to engage in environmental management activities of the
organization (Renwick et al., 2013). This fact emphasizes the importance of employee
contribution in implementing, improving and sustaining environmental management
initiatives of the organization. Hence, we insist that the level of employee contribution to
sustain CEM initiatives must be considered as an element of the dimension of employee
contribution to the CEM initiatives.

These elements derived from the literature form a sub-dimension called ‘employee

contribution to the CEM initiative’ (Figure 4) which can be applied in operationalizing
employee green performance of job.
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Figure 4: Elements of the Dimension of Employee Contribution to the CEM Initiatives
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In summary, the literature suggests that level of employee achievement of specific environmental
performance targets/goals (quantity), the level of quality in achieving environmental
performance objective, goals and targets by the employees, the level of supportive job behaviour
of employee towards in achieving specific environmental performance targets, the level of
employee contribution to implement CEM initiatives, the level of employee contribution to
improve CEM initiatives, and the level of employee contribution to sustain CEM initiatives are
the six key elements of the dimension of employee contribution to the CEM initiatives.

Conclusion

Every employee is responsible for environmental performance of an organization. Each
employee can reduce the negative environmental impact and also can improve the positive
environmental impact of the organization. We define the environmental related job performance
by an employee as ‘employee green performance of job’. It is the extent of engagement by a
particular employee in taking actions, doing activities, and producing results in respect of
greening during a certain period of time. Hence, the contributions of an employee to reduce the
negative environmental impact of the organization as well as to improve the positive
environmental impact of the organization within a given period of time are considered under the
concept. The concept of employee green performance of job is applicable and measurable to all
employees in their works or job context in an organization.

Our review attempt revealed that the concept of employee green performance of job has certain
key dimensions and elements under each key dimension. Three key dimensions were identified
(Figure 5), and they include: (1) efficient use of input resources effectively by employees when
they perform their day to day job tasks, duties and responsibilities, (2) innovative environmental
initiatives of employees and (3) employee contribution to the CEM initiatives.
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Figure 5: Three Key Dimensions of Employee Green Performance of Job

Efficient use of input resources effectively

Employee

: : —— green
Innovative environmental initiatives of employee performance

of job

Employee contribution to the CEM initiatives

The identified three key dimensions and the eleven elements under the key dimensions could be
utilized to develop an instrument to measure the concept of employee green performance of job.
Hopefully this paper has a significant value for future empirical studies that involve this concept.
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