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Chapter 1

Introduction

The word ‘Green HR’ is widely used to refer to the contribution

of people management policies and practices towards fulfilling

the broader environmental responsibilities of an organization.

There are two vital components in green HR, i.e., (a)

environmentally friendly HR practices; and (b) preservation of

knowledge capital. In organizational context, green HR implies

reduction in the carbon footprints through less printing of paper,

usage of techniques like video conferencing/ interviews, cost

reduction without losing top/key people talents (knowledge

capital), etc. It is true that more and more employees prefer to

work in eco-friendly workplaces in organizations with a sound

reputation of participating in green initiatives and environmental

responsibility. In HR perspective, this implies that companies

which adopt a green strategy have the potential to improve

‘employee engagement’ with emphasis on social and networking

experiences and thus, promote and safeguard talent quality of

human resources.

Awareness of Green HRM:

The Emerging Concept



Becoming a green business organization involves continuous

initiatives and efforts to improve efficiency at workplace and

facilitating more transactions through online portals. Main

emphasis is on “three R’s” of waste hierarchy, i.e., ‘Reduce’,

‘Reuse’, and ‘Recycle’. For the purpose of eliminating the

carbon footprint, an organization need to reduce the rate of

consumption and waste, re-use what it has, and re-cycle

everything it has in work routines.

A pro-environment organization also requires recruiting

employees who are aware of and willing to get involved in

environmental management activities.

Features of Green Initiatives

For any organization to stay green in its business activities,

following measures are necessary.

(i) measures for prevention of pollution and implementing environmental norms,
rules and regulations;

(ii) conservation of natural resources including energy and water;

(iii) reduction of all types of wastes in company operations (including controlling
chemicals & hazardous materials);

(iv) strong emphasis on environmental education, continuous training of employees
as well as customers and strengthening of networking and web-based systems;

(v) administering fair treatment of human resources used to manufacture, use and
sell products;

(vi) auditing of resource utilisation and eliminating all the paper processes through
automation;

(vii) recognizing the increasing global environmental concerns and the development
of international environmental standard;

(viii) creating the need for business operations to include formal environmental
strategies and programmes;



(ix) usage of the collaborative approach in their environmental or green management
initiatives driven by laws, rules and regulations;

(x) shifting emphasis from pollution control to pollution prevention for sustainable
development; and

(xi) implementation of corporate level green management initiatives with a high degree of
techno-management skills among employees to develop innovation-focused

‘environmental programmes’.

Synthesizing Thoughts from Literature Review

Many researchers opine that specific training programmes to

increase the employees’ environmental awareness and

development of new technical and management competencies

have major roles in fostering environmental innovations

(Renwick et al., 2008). The environmental management system

(EMS) can effectively function only, if the organizations possess

the right people with the right skills and competencies (Daily

and Huang, 2001).

In the past, literatures have given considerable attention to the

link of HR practices and organizational outcomes such as

productivity, flexibility, and financial performance (Ichniowski

et al., 1997; Mendelson and Pillai, 1999; Collins and Clark,

2003), but in today’s context, the understanding needs to be

extended to include innovation performance (Laursen and Foss,

2003) and environmental management initiatives (Renwick et al.,

2008). The strategic HR practices can be favourable to

environmental management initiatives only when organizations’

are allowed to discover and utilize knowledge and expertise

within the organization (Scarbrough, 2003). Collins and Clark

(2003)opined that HR must be must be aligned with the business



strategic goals, the primary means by which organizations can

influence and shape the skills, attitudes and behaviour of

individuals to do their work and thus achieve organizational

goals. This significantly implies that although a firm has access

to the knowledge, skills and expertise of employees, it may need

to possess sound capabilities in managing knowledge and

human capital tools in order to ensure effective utilization of the

human capital within the framework of environmental

management system.

The economic and financial outcomes need to be accompanied

by ecological footprints with more focus on social and

environmental aspects. The new strategic issue – ‘green

management’ which emerged in 1990s and became popular

worldwide in 2000s is the process whereby organizations

manage the environment by developing environmental

management strategies (Lee, 2009).

Green Team and Employee Engagement

Forming a green team at work place to develop an awareness of

environmentalism among the employees is a motivational step

to make a difference in work environment. Such a green team

may help to save energy and time, keeping the trash out of

landfills, opting for reusable dishes, sharing books/literature in a

library and brainstorm and develop environment friendly

creative/innovative ideas.



A green team provides an opportunity for employees to work

together effectively, develop leadership and team skills.

The functional orientation of green teams may include multiple

activities like:

 purchasing and using energy efficient appliances for office activities;

 encouraging usage of more energy efficient bulbs; and keeping office room
temperatures at 68 degrees during winter season and 55 degrees at night;

 ensuring employees to be comfortable at work place and using air conditioning
with discretion;

 periodically recycling of cans, bottles, newspapers, and magazines;

 limiting the use of disposable products at company supplied lunches and events;

 turning lights off in conference rooms, libraries/reading rooms, and in the rooms
which are not in use.

 advising the employees on ‘how they can use less paper’ (for example, printing
on both sides of paper for internal organizational documents);

 asking vendors supplying company lunches not to deliver lunches in individual
boxes; and

 encouraging car pools for employees and maximum usage of public
transportation, etc.

The green team at work is a demonstrative mechanism for

corporate social responsibility and optimizing business

sustainability. Green teams have the potential to allow

organizations to develop and adopt greener operating practices

through their cross functional staff and facilitate discussions on

sustainable operating practices. Engaging the employees at

every level of the company hierarchy is necessary for the

success of sustainability efforts.

To create measurable financial gains too, efforts to promote

green initiatives holds great potential; and the most successful



companies at the global level have formed green teams of

working personnel, which are identifying and implementing

smart, healthy and green activities. In some of the core areas, the

green teams can have substantial positive impact. For instance, a

direct link between waste reduction and cutting costs can be

experienced in business activities. Second, the customers’ needs

are fulfilled, as they seek products that are smart, healthy and

green and enable surfacing of creative ideas for increasing the

revenues. Another benefit is improved healthy behaviour by

employees/green associates that can lead to lower health care

costs and increased employee productivity. Green teams add

considerable value to HR function as HR directors can make

initiatives for the design and development of company-wide

green teams.

Green HR initiatives include evolving a talent management

system by eliminating time-consuming, paper-intensive

manpower recruiting tasks and replacing them with eco-friendly

efficient HR solutions.

HR scorecard approach can be adapted to foster green HR

practices. This includes:

(i) defining the business strategy precisely for the organization;

(ii) outlining the company's value chain and identifying the strategically required
resources;

(iii) identifying the required workforce with relevant competencies and behaviours;

(iv) identifying the appropriate system policies and activities for organizational
management;



(v) designing the HR scorecard measurement and periodically assessing the
measurement system.

Towards evolving high performing systems: Across the world,

there is a growing emphasis on a paradigm shift from an

industrial-based financial system to a talent based economy. In

the emerging green economy, business acitivities are to focus on

consumer and employee expectations, future environmental

changes and “green” issues. The phase of organizational growth

necessitates promotion of environmentally conscious business

activities. The main environmental focus of many businesses has

to be on reducing wastes and optimizing resources. Such a focus

enables businesses to become green by reducing their carbon

footprint. Green HR has to be instilled in the mind-sets of every

employee and they are to be engaged in activities like the use of

online and video interviews, minimizing travel requirements,

minimizing the quantum of use of printed materials in

performance management, salary reviews, etc.

Employee training in environmental management is widely

considered as a key green HRM intervention to increase

employee awareness of the environmental impact of their

organization's business activities. Well-trained and

environmentally aware frontline employees can be ideally

placed to identify and reduce wastes. A key to the effectiveness

of training is developing an environmental knowledge base. As

Rothenberg (2003) opined, most environmental projects

combine more than one category of knowledge. For example,

managers in China (Fryxell and Lo 2003, p. 57) have a ‘strong



disposition’ towards taking environmental action; and that

environmental knowledge and values are considered as

predictors of personal environmental behaviours. Controlling

environmental impact is now seen to be a responsibility of all

employees; and taking their tacit knowledge of environmental

management is significant to identify sources of pollution,

management of emergency situations, and developing

preventative solutions (Boiral 2002).

In Canada, a case study of smelting plants of oil and copper

refineries indicate the importance of workers' tacit knowledge as

being particularly useful in identifying pollution sources,

managing emergency situations and developing preventive

solutions (Boiral 2002). Similarly, a study of worker

participation in environmental management initiatives in the

NUMMI automobile plant in the US found that environmental

initiatives makes an important contribution to improving

environmental performance as ‘employees possess knowledge

and skills that managers lack’ (Rothenberg 2003). The study

also gives an insight into ‘how worker knowledge is combined

with managerial and technical knowledge to improve

environmental management’. Two main aspects of worker

participation in environmental projects, namely, a suggestion

programme and problem-solving circles have been found to play

a key role; and shop-floor employees involvement in

environmental management projects at the implementation

stage rather than in the initiation stage have been found to be

highly beneficial.



Commitment from top/senior management to environmental

management systems provides a strong encouragement to the

success of environmental management. As Denton (1999)

opined, ‘Good EI planning and activities are the key to pollution

management. A management initiative without employee

involvement is useless.’ There is a need to win the ‘hearts and

minds’ of employees to the environmental cause; and it is

necessary to increase employee feelings of psychological

empowerment to enhance their willingness to make suggestions

for environmental improvements (Kitazawa and Sarkis 2000). A

positive association between the level of employee

empowerment in EM and environmental performance is

reported to be prevalent as per a survey data from 232

Australian manufacturing firms (Simpson and Samson 2008).

Organizational Cultures: Effective outcomes are ensured not

merely by making changes to production processes, products or

raw material, but also by changing the corporate culture such

that organizations have deeply embedded values which support

long-term sustainability (Kitazawa and Sarkis 2000; Stone 2000).

As Madsen & Ulhoi (2001) observed, an organizational culture

that supports environmental management is one that encourages

employees to make suggestions for and the freedom to engage in,

activities that improve the environment. The employees must be

well informed about environmental issues that affect their

workplace. Fernandez et al. (2003) argue that ‘environmental

initiatives’ form a core element of an advanced environmental



approach because it supports a work culture ‘based on

ecological values’.

Trade unions also, generally, have a long history of action on

environmental issues; and extend their sphere of influence in the

workplace. In Britain, for instance, the unions take a key role in

negotiating a ‘Sustainable Workplace Framework Agreement’ with

employers to strengthen workplace employee engagement in

environmental management. Recent developments in the UK

include environmental education programmes for union members,

joint management and union training programmes in environmental

management and the development of workplace environmental

representatives, the so-called ‘union green representatives’

(TUC 2009). Currently, the TUC is campaigning promoting

sustainable work practices, carrying out audits, consulting on

environmental management policies and receiving training.

Ethics and Green HR

As Winstanley and Woodall (1996) opined, there are a number

of ethical issues about standards of HR practice; and these

include (a) Increased job insecurity – arising from

‘flexible’ work practices; (b) short-term and temporary

conditions of employment; (c) fear of job loss due to

outsourcing and off-shoring; (d) increased stress; and (e) a

widening imbalance of power between management and

workforce. It is essential to analyse the ethical dimension of

HRM practice as the current global operation of business creates

extensive interactions of values and practice. It is widely felt



that HRM holds the moral ‘stewardship’ of organisations

(Winstanley and Woodall, 2000). In the process of generating

an ethical and moral climate in organisations in general, HRM

has a specific role to play. In recruitment and selection, it has to

be ensured, that all assessment measures are fair and just. In

personnel promotion and development, equal opportunities and

equal access has to be ensured and for all employees, a safe

working environment is the priority. Organizational norms and

procedures are not to be unduly stressful, and adequate care to

the needs of employees’ work–life balance is to be ensured.

Green HR practices also emphasize the need to deal effectively

with all forms of bullying and harassment. In the aspect of

outsourcing or offshoring, contractors, consultants and

franchisees need to be fair and honest in their transactions with

employees, clients, customers, etc. HR professionals have the

responsibility to add value to the organisations and contribute to

the ethical success of organisations. The main objective has to

be to work for strengthening the competencies on a continuous

basis. The responsibility of HR professionals also include

promoting and fostering fairness and justice for all employees

and exhibiting dynamic individual leadership as a role model for

maintaining highest standards of ethical conduct . It is also

important to maintain trust with stakeholders, protect their

interests and maintain professional integrity; and potential

conflicts of interests are to be avoided.

In promoting and sustaining green HRM environment in

organizations, there are a number of codes of ethical practices to



choose from. The International Labour Organization (ILO) has

prepared a ‘Declaration of Fundamental Principles and Rights at

Work’ (1998) which focuses on eliminating forced labour, child

labour, and ensuring freedom of association and the right to

work free from discrimination. The Organisation for Economic

Co-operation and Development (OECD) provides useful

guidelines for the Multinational Corporations on standards of

behaviour in employment and industrial relations, environmental

impact, combating bribery, consumer interests, science and

technology, competition and taxation, etc. The effectiveness of

such codes depends extensively on the goodness of the

personnel in organizations who try to apply them in work place.

Conclusion

Some of the successful companies, attractive to investors,

known for best practices in green HRM are noteworthy. These

include Coca-Cola, PG&G, Sun Run, Cliff Bar, Apple, etc.

These companies create investor value by selling more and

winning cost leadership with less risk through adoption of best

practices for going smart, healthy and green.
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