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Abstract: 

There cannot be any advances on environmental sustainability in an organization if performance is not 

proritized and monitored adequately. Green Performance Management (GPM) implies developing 

environmental management policies, setting up incentives and establising mechanisms of monitoring 

employee performance on how they implement and manage green key performance areas (KPAs) in 

their daily activities towards achieving the vision of a green workplace. The objectives of the study was 

to find out; (a) how can environmental behaviour performance be measured or evaluated in the 

workplace? and (b) what type of employee performance environmental assessment tool is used at the 

workplace. The study employed a mixed-methods approach, 66 survey questionnaires and 07 interviews 

were administered and conducted in gathering data. Quantitative data was analyzed by using SPSS 

and Qualitative data analyzed using NVivo software. Results revealed that Green Performance 

management had a significantly positive influence on employee workplace green behaviors. The study 

recommends that to realize environmental efficiency, organizations should include green key 

performance areas (KPAs) on employee job descriptions and these KPA’s should be measured during 

performance appraisals and incentives awarded to those employees who perform well in these areas. 
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Introduction 

There is a growing consensus that achieving environmental sustainability within organizations requires 

more than just policy declarations; it demands the implementation of effective performance 

measurements and employee engagement strategies that align with environmental objectives. Green 

Performance Management (GPM) serves as a strategic tool that helps organizations convert their 

sustainability vision into operational benchmarks. This process involves establishing key environmental 

performance areas (KPAs), incorporating them into job descriptions, and linking performance outcomes 

to reward and recognition systems. Essentially, the GPM operationalizes sustainability by embedding it 

into employee roles and accountability frameworks (Renwick et al., 2013; Nisar et al., 2021).  

Green Human Resource Management (GHRM), with GPM as a central component, has emerged as a 

crucial mechanism for fostering pro-environmental behavior among employees. GHRM aligns HR 

functions, such as recruitment, training, reward systems, and performance evaluation, with 

environmental objectives. GPM facilitates the regular monitoring and reinforcement of green behaviors, 

making environmental performance both visible and actionable (Jabbour et al., 2019; Shahzad et al., 

2023). In municipal settings, where public institutions must balance service delivery with environmental 

mandates, the strategic implementation of GPM can significantly influence organizational culture and 

employee values regarding sustainability.  

Recent research underscores the importance of employee behavior in achieving environmental goals. 

Studies indicate that employees who perceive their contributions as being measured and valued through 

green metrics are more likely to engage in eco-friendly practices (Renwick et al., 2019; Renwick et al., 

2013). This behavioral reinforcement loop, driven by performance appraisals, feedback mechanisms, 

and incentives, has proven particularly effective in resource-intensive public organizations that aim to 

reduce their environmental impact. Despite this potential, there is a notable lack of empirical research 

on the application of GPM in the public sector, particularly in metropolitan municipalities. Most GHRM 

studies focus on private sector entities or high-tech environments in developed countries (Shahzad et 

al., 2023; Nisar et al., 2021). There is limited evidence on how green performance metrics are designed, 

measured, and incentivized within public service institutions, particularly metropolitan municipalities in 

Africa, where bureaucratic inertia, resource constraints, and managerial fragmentation are the prevalent 

challenges. 

Furthermore, existing research often neglects the specificity of the tools used to assess green employee 

behavior. While organizations may set sustainability targets, they frequently lack clear assessment 

instruments or systems to monitor individual contributions (Chaudhary, 2020). This limitation weakens 

accountability structures and undermines the cultural shifts necessary for sustainability to take root. In 

the context of a metropolitan municipality, which ranks among the top greenhouse gas emitters in the 
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country, the role of HR in driving green transformation is both urgent and strategic. Metropolitan 

municipalities face increasing pressure to adopt environmental governance frameworks that transcend 

compliance, necessitating proactive engagement of internal actors, particularly employees. Therefore, 

integrating performance indicators into HRM practices could serve as a catalyst for organizational 

change. 

This study seeks to fill existing gaps by examining how Green Performance Management affects 

employees’ green behavior within a metropolitan municipality. It also delves into the various assessment 

tools used to evaluate such behaviors in public-sector workplaces. By focusing on metropolitan 

municipalities, this study contributes to the relatively underexplored field of public sector Green Human 

Resource Management (GHRM) in developing regions, offering practical insights for policy formulation 

and implementation. This study aims to analyze the impact of green performance management on 

employee green behavior in a metropolitan municipality and identify the tools and methods used to 

assess environmental performance. 

Literature Review 

This section will present theoretical literature as well as the empirical literature review. 

Theoretical Literature 

Goal Setting Theory  

This theory was developed by Latham & Locke in (1979), it highlights four main mechanisms that 

connect goals to performance outcomes: 1. Focusing on directing attention to priorities; 2. Stimulation 

of efforts; 3. Challenging people to bring knowledge & skills to work their chances of success; 4. The 

more challenging the goal, the more people will draw on their full repertoire of skills. The theory supports 

the argument of Performance Management (PM) on setting and agreeing to objectives against which 

performance can be measured and managed (Armstrong & Taylor, 2014). 

Social Cognitive Theory 

The theory was propounded by Bandura (1986). The main crux of the theory was self-efficacy. The belief 

by individuals or employees that they either can or cannot achieve a goal is a determining factor of 

performance. Therefore, there is a need to strengthen the self-belief of employees; this is another critical 

focus of performance management (Armstrong & Taylor, 2014). Performance management aims to 

develop employees’ capacity to meet and exceed expectations while achieving their full potential and 

benefit their organizations. PM also aims to assist employees to contribute to the realization of the 

organizational goals by aligning individual objectives with those of the organization. It also helps provide 

individuals with positive and constructive feedback while recognizing their career achievements. It can 
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also be used to generate ratings that inform rewards decisions in an organization (Armstrong & Taylor, 

2014). 

The AMO Theory 

The AMO theory stands for ability-motivation opportunity; the theory proponents were (Applebaum et 

al., 2000). The theory is usually applied to explain an organization’s performance using HRM practices. 

It assumes that 1) employees have the required abilities and skills to perform and do their jobs 

effectively, 2) employees are motivated to put extra effort into performing their tasks, 3) employees are 

provided with an opportunity to use their skills and are encouraged to express themselves. It also 

assumes that the HR practices partake in developing employees’ behaviour or culture in the organization 

(Lepak, Liao, Chung & Harden, 2006). Primarily, it is believed that employees’ performance improves 

when they have the capacity, when they are adequately motivated with the right incentives and if the 

organization gives them the right tools and work environment to work in (Boselie, 2010; Boxall & Purcell, 

2003). Lepak et al., (2006), also argues that neither of these factors exists in exclusivity. This means 

that neither ability, nor opportunity can single-handedly influence employee behaviour performance, but 

with at least one or more of the factors (Siemsen, Roth & Balasubramanian, 2008). The theory has 

evolved over the years, scholars have argued and proved that AMO not only influences organizational 

HRM practices but also influences employees’ subjective perceptions of the HR practices (Boxall & 

Macky, 2009; Ehrnrroth & Bjorkman, 2012). There are several GHRM studies that have considered the 

HRM practices as a joint strategy that is used to work together to influence employees behaviors thereby 

improving the organization's environmental performance (Bos-Nehles et al., 2013; Jiang et al., 2012; 

Renwick et al., 2013 Mohtar & Rajiani, 2016; Jia, Liu, Chin & Hu, 2018; Pinzone et al., 2019). In terms 

of application, AMO has been widely accepted model used to explain performance, but only a handful 

had tested the model empirically (Marin-Garcia & Tomas, 2016; Keller, Cafferkey & Townsend, 2019). 

This limitation has been attributed to comprehensive tests mainly through the qualitative methodology, 

which tests global variables only (Currie, Burgess, & Hayton, 2015). In contrast to the limitation, there 

are also inherent benefits to the AMO model, Bos-Nehles et al. (2013) and Kellner et al. (2016), which 

was able to prove that context plays an important role as far as the AMO theory is concerned. Bos-

Nehles et al. (2013) study proved that (A) ability has a direct influence on employee performance, but 

(M & O) motivation and opportunity do not have a direct effect. The result is also in congruence with 

Keller et al., (2016) and McDermott, Conway, Cafferkey, Bosak & Flood, (2019) study, that alluded that 

all performance is usually because of contextual dynamics. 
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Empirical Literature Review 

Green Employee Behavior (GEB) 

Employee behavior can be described as the reaction of employees to specific issues or situations in the 

work environment (Steen & Schott, 2019). Although there may be several elements that can determine 

an employee’s behavior, it is most times, mostly dependent on the existing internal or external 

organizational culture (Steen & Schott, 2019). Employee behaviors can also be regarded as 

organizational behaviors. Organizational behavior (OB) research is targeted at individual behaviors 

within an organization. Harris & Helen (2012) posited that to achieve a sustainable environment, 

behavioral change must be present, in which all members of an organization are required to exhibit a 

positive behaviour change. Green employees’ behaviour is environmental sustainability behaviors 

expected from employees of organizations. These types of behaviors uphold the ethos of safeguarding 

the environment. Green employees’ behaviors have been defined by Ones & Dilchert (2012a), as any 

measurable contributory behaviour that adds to the environmental goal of the organization. This implies 

that green behaviors exhibited by the employees are what makes up an organization’s environmental 

reputation or culture (Ones & Dilchert, 2012b; Andersson, Jackson & Russell, 2013). Green behaviors 

have been categorized into voluntary green behaviors or required green behaviors (Norton et al., 2015). 

Green Performance Management (GPM) 

Green performance management (GPM) is a derivative of GHRM. The main objective of GHRM is to 

maintain an organization’s environmental performance. It is to sustain green behaviors, attitudes and 

green culture in the organization’s operational process, which hopefully translates into reduced 

environmental damage. Environmental performance can be described as a means of evaluating the 

success of a firm involved in the implementation of environmental objectives or goals or reduces the 

damaging effects on the environment and its operational processes (Wong, Tan, Ng, & Fong, 2013). 

Green performance management can be defined as a way of measuring all GHRM practices. Moreover, 

there are several approaches these can be actualized. These include adopting an organization-wide 

performance indicator on resource supplies and acquisitions, regular measurement of usages and 

wastages, and monitoring and controlling emissions. The setting of environmental targets and 

implementation of environmental management policies and conducting regular employee audits in the 

organization (Milliman & Clair, 2017). The function of measuring employee green performance is a 

crucial function of ensuring HRM remains green. There cannot be any real progress on environmental 

sustainability in an organization if performances are not monitored adequately. Performance evaluation 

can either be done separately or as a part of the organization's scheduled performance evaluation 

process. The criteria to be used for measurement must align with the organization's criteria for 

performance in the environment. Scholars such as Arulrajah, Opatha & Nawaratne (2015) advocated 
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for putting in place an environmental management information system (EMIS) (Bhateria, 2024), in 

(Milliman & Clair, 2017) and periodical environmental audits (Mazzi, Toniolo, Catto, DeLorenzi & 

Scipioni, (2017) in (Milliman & Clair, 2017). 

Methods and Data 

Sampling 

The targeted population size was 80 employees. Probability, simple random sampling was employed to 

select a sample of 66 respondents to participate in the quantitative study. Krecjie and Morgan (1970) 

sample size determination guide was used to guide the correct sample number. The qualitative sample 

was selected using the purposive sampling technique; seven (7) interview participants were finally 

selected. In selecting participants for the interview, the researcher targeted HR managers and policy 

decision-makers in the organization. 

Data Collection 

The data collection procedure utilized in this study required the researcher to approach the HR 

employees, HR managers, as well as green or environmental champions at the municipality. 

Quantitative data was collected through self-administered survey questionnaires and qualitative data 

was collected through semi-structured one-on-one interviews using an interview guide as a data 

collection instrument. 

Data Analysis 

Data analysis involves both quantitative data analysis and qualitative data analysis. The primary data 

collected through the questionnaire instrument was analysed using both descriptive and inferential 

statistical analysis. The type of analysis used was multiple regression analysis and exploratory/ 

confirmatory factor analysis. Both statistical analyses were done using the statistical package for the 

social sciences (SPSS) version 26. The qualitative data analysis was done using NVivo 12 software. 

NVivo employs thematic analysis technique for analysing qualitative data. The six-step thematic analysis 

was employed to pinpoint, look for patterns and to examine recurring themes in the collected data 

(Nowell, Norris, White & Moules, 2017). 

Reliability and Validity 

The internal consistency and construct validity for this study was assessed through the Cronbach’s alpha 

coefficient. It measures reliability and validity between two variables (Sekaran & Bougie, 2016). The 

Cronbach alpha coefficient measured for the various constructs for this study varied from 0.822, which 

was the lowest to 0.963, the highest. The closer the Cronbach’s alpha coefficient to 1, the more reliable 
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it is. Regarding qualitative data, the research employed Lincoln & Guba’s (1985) four steps: credibility, 

transferability, dependability/consistency and confirmability/neutrality. 

Results 

Results from the Qualitative study 

The section presents the report of the qualitative data collected via in-depth interviews. Seven HR 

managers and policy decision-makers of the municipality were interviewed. The interview aimed to 

gather data for two main areas, on green behaviour and performance management. The questions were 

aimed to find out; (a) how can environmental behaviour performance be measured or evaluated in the 

workplace? and (b) what type of employee performance environmental assessment tool is used at the 

workplace? 

 

Figure 1: Measuring & evaluating environmental behaviour performance at the workplace 

In figure 1. above, participants affirmed that environmental performance was not among their key 

performance areas or performance indicators in their job descriptions; they, however, they are looking 

forward to the future where it can be included as part of their key performance areas. The perspectives 

on this question included the following: “they stated that they would appreciate having a regular 

introspection and monitoring of operations of green environmental activities in their jobs. They 

emphasized their support to have green behaviours targets and key performance indicators 

(KPIs)included in their job descriptions, they also stated at the time that they were not aware of any KPIs 

or KPAs used in evaluating environmental sustainability and or benefits of the program to the 

organization” as this was not clearly stated in the organization. The findings indicate there is no present 
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environmental sustainability indicator in the performance appraisal used at the Metro municipality.  The 

interview participants stated that there was clearly a need to have KPAs on green behaviour included in 

employee performance appraisals before any green behaviour initiatives can be useful at the 

municipality. 

 

Figure 2: Type of employee performance environmental assessment tool is used at the workplace 

In figure 2. above, when asked regarding the current performance management tool; the participants 

gave the following responses: “electronic performance management tool currently used by the 

municipality does not have KPAs on environmental sustainability”. They stated that currently; a 

“Management by objective (MBO) PM tool is used by the organization and it needs to be reviewed 

toward measuring green behaviors”. The current performance management tool does not measure 

environmental sustainability, and performances are designed around job descriptions (key performance 

areas KPAs), KPAs are pieces of evidence of the action. There are bi-annual performance reviews 

between the supervisor and employee where the assessment of performance is done and agreed upon. 

The municipality operates management by objective (MBO) performance management system. The 

MBO does not currently consider green workplace behaviors. Although, the managers said that they will 

support the PM process where green KPAs or green KPIs are included. 

Results from Quantitative Study 

The table below (table 1) shows the results of the influence of environmentally sustainable key 

performance areas on employees’ green behaviour. Spearman’s ranking correlation was used to 

analyse the influence of Green Performance Management on Green Workplace Behaviour (GWB). The 

results are outlined on table.1, below: 
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**. Correlation is significant at the 0.01 level (2-tailed). 

Table 1, above, the correlation between green performance management and green workplace 

behaviour shows a moderate and positively significant relationship. (P<0.05, r = .463). The result 

indicates that green performance management will positively influence green workplace behaviour of 

employees. So, if employees know they will be evaluated on certain green performance areas, it will 

have an influence on employee’s behaviour. 

Item GPM component Item factor loadings 

GPM 1 .816 

GPM 2 .805 

GPM3 .781 

GPM 4 .753 

GPM 5 .708 

GPM 6 .686 

GPM 7 .651 

GPM 8 .616 

GPM 9 .593 

GPM 10 .592 

Cronbach’s alpha  No. of items 

.953 10 

Table 2: Extracted factor loadings for Green Performance Management (GPM) 

  GWB GR GTRA GPM GCR MS 

GPM Correlation 

Coefficient 

.463** .524** .567** 1.000 .174 .551** 

Sig. (2-tailed) .000 .000 .000 . .163 .000 

N 66 66 66 66 66 66 

Table 1: Correlation between GPM and GWB 
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The table above (Table 2) shows the extracted factor loadings for the Green Performance Management 

(GPM) component. It displays the factor loadings for each of the 10 GPM items, ranging from .592 (GPM 

10) to .816 (GPM 1). The internal consistency of the GPM scale, evaluated across these 10 items, is 

exceptionally high, as indicated by a Cronbach’s alpha of .953. 

Item GWB 

component 

Item factor loadings 

GWB 1 .663 

GWB 2 .657 

GWB 3 .617 

GWB 4 .616 

GWB 5 .599 

Cronbach’s 

alpha 

No. of items 

.822 5 

Table 3: Extracted factor loadings for Green Workplace Behaviours (GWB) 

Table 2 & 3 above; Exploratory factor analysis was used to reduce data dimension and exclude missing 

data. Redundant questions and responses that impact on constructs were removed. The EFA helped 

ensure the process of linearity. The principal component analysis (PCA) was used in determining the 

values or factors to be extracted. With the PCA, various sets of constructs were identified using the 

factor extraction (Hadi, Abdullah & Sentosa, 2016). Cronbach’s alpha values are used to measure 

internal consistency and reliability. Cronbach alpha implies how well the answers satisfy the question. 

The more the result is closer to 1, the more reliable it is. Table 2&3 above shows the Cronbach alpha 

for the following variables: GPM- 0.953 and GWB- 0.822. The above results show the factors are very 

reliable and are internally consistent. 

Discussion 

The result indicated that green performance management and green workplace behaviour has a 

moderate and positively significant relationship at (P<0.05, r = .463), this means green performance 

management will positively influence green workplace behaviour of the HR employees at the 

municipality. In other words, if the employees of the municipality were aware of being evaluated on some 

green practices (environmental sustainability), their behaviors may change towards achieving that target 

or goal. For the qualitative data analysis that was done on the data collected through the interview 

session, the results from the analysis highlighted the following themes:  
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• Monitoring & evaluation – “having regular introspection and monitoring of operations of 

green environmental activities is recommended” 

• Green PM metrics – “need to include green behaviors target and key performance indicators 

(KPIs)” in the appraisal used at the municipality.  

• Inadequate awareness – majority of participants were “not aware of any KPIs or KPAs used 

in evaluating environmental sustainability.” This means the organization needs to create 

more awareness on issues of environmental sustainability and green workplace. 

• Benefits & disbenefits should be made available and information communicated to all 

employees – “to determine the benefits of the program to the organization”. 

In summary, findings revealed that the municipality has no green performance management structure in 

place. So, there is a need to attach green performance indicators to the existing performance 

management system and a need to have a green performance appraisal that sets environmental 

performance goals for the employees. Considering the above, it is necessary to have in place a green 

performance management system to monitor all green practices, as this may influence environmental 

behaviour among employees in the organization. Green performance management was probably the 

main reason why environmental management scholars such as (Arulrajah et al., 2015; Saeed et al., 

2018; Mazzi et al., 2017) advocated for an environmental management information system (EMIS) and 

regular reviews of the environmental sustainability practices in organizations. Having in place an 

environmental management information system will make the monitoring and evaluation easier for 

organizations or institutions alike. The EMIS should not just be based on reporting environmental 

refractions, but it must include evaluating the performances of all employees (Ahmad, 2015; Milliman & 

Clair, 2017). Metrics can be used for setting green targets and goals, initiating recognition, determining 

compensation and influence of employee career progressions (Jackson et al., 2011). Ahmad (2015) & 

Renwick et al. (2008, 2013) also supported the findings, with their agreement that there is need to 

integrate green indicators into performance appraisals or evaluate all employees’ job performance with 

green-related criteria. 

Conclusion 

Recommendations 

Due to the dynamic evolution of environmental sustainability issues and problems across organizations, 

there is a need for more in-depth knowledge that will aid the management of these environmental issues. 

Standard performance measures can allay these difficulties. These measures can be set up by policies 

that will enable organizations to create and set targets and benchmarks on an annual basis. There are 

several ways to measure the green performance of organizations. They include survey, award scheme, 
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Investors criteria, benchmarking, sustainability indexes, external communication tools, accreditation 

processes, standards and codes, sustainability indicators, metrics for sustainability performance and 

non-quantifiable sustainability initiatives (Székely & Knirsch, 2005). The results from the data analysis 

on green performance management indicated the absence of a measuring framework for green 

behaviours at the municipality. The findings showed there is currently nothing that evaluates or 

measures green behaviour at the municipality. Therefore, it is recommended that the municipality 

management introduce a green management system (environmental management information system 

– EMIS) that processes, measures, evaluates and reports all environmental sustainability infractions 

across the municipality and according to external environmental legislations. There should be the 

creation of green criteria, key performance areas, the setting of green targets for all units. Organizations 

or institutions also need to create awareness by publicizing the environmental policies, this way all 

employees will also feel a sense of responsibility towards the organizational environmental objectives 

for an adequate evaluation (Pinzone et al., 2016; Wehrmeyer, 1996). The above-listed suggestions 

should be included in each employee’s performance appraisal that needs to be reviewed regularly and 

tied to their rewards. With adherence to all of the above recommendations, green culture and behaviour 

may be adopted by all employees.  

Implications for Future Research 

The attainment of environmental sustainability in a public sector organization requires rigorous and 

consistent pro-environmental behaviour and commitment from the management and employees. This 

research revealed that despite the awareness and threat of environmental degradation and climate 

change on the environment. There is still a dearth of behavioral change strategies from the management 

to the employees and organization. The study proposes an environmental behaviour change strategy 

for employees using GHRM principles. Future studies can also investigate the best digital performance 

management tools, that organizations can employ for effective green performance management. 
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