
Journal of Xi’an Shiyou University, Natural Science Edition                                  ISSN: 1673-064X 
 
 

http://xisdxjxsu.asia                  VOLUME 19 ISSUE 12 DECEMBER 2023                      411-426   

Investigating the Role of HRM in Improving 
Sustainable Employability in the Healthcare 

Sector of Saudi Arabia 

Hanan Al Saleh* 

1 Ministry of Education, Riyadh, Saudi Arabia  
 

Copyright©2022 by authors, all rights reserved. Authors agree that this article remains permanently open access under 
the terms of the Creative Commons Attribution License 4.0 International License 

Abstract  

 

Objectives: Organizations are facing the problem of finding a skilled workforce due to the diversity of operations and emerging technologies in the 

healthcare sector. This has led to the need to improve sustainable employability practices for healthcare workers during their entire professional 

careers. The main issue is whether existing human resource management (HRM) practices contribute to the employability of healthcare workers. This 

study aims to investigate the extent to which the implementation and use of HRM practices can increase employees’ welfare, motivation, and 

employability.  

Methods: A descriptive analytical research approach was adopted to examine the impact of HRM practices on the sustainable employability. A total 

of 279 healthcare providers (HCPs) in Saudi Arabia participated in this study by completing the survey.  

Findings: The results revealed a diversity of HRM practices were implemented and used to improve the motivation, health-promoting culture, and 

employability of healthcare workers. The number of HRM practices and healthcare workers’ use and involvement in the design and implementation 

of HRM policies were the predictors of the perceived utility of these practices in terms of increasing motivation, welfare, and employability of the 

workers. The use and implementation of HRM policies also increased the satisfaction of healthcare workers with their employability and organizational 

performance. The implications for HCPs in Saudi Arabia to improve sustainable employability practices among healthcare workers are provided. 

Novelty: We highlight the critical role of participation and engagement of employees with the design and implementation of HRM practices for 

enhancing the impact of HRM practices on the organizational objectives of employees’ well-being, motivation and job satisfaction which subsequently 

are instrumental for sustainable employability in Saudi healthcare sector. Therefore, this study suggests to the policy-makers and practitioners in the 

government and HCPs for increasing the perceived utility of HRM practices through high level engagement of staff with HRM practices at all 

organizational levels in order for meeting the target of sustainable employability within Saudi Vision 2030. 
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1. Introduction 

A sustainable workforce is considered a fundamental element in promoting organizational 
performance. The technological age gave birth to many dilemmas in the developed world, one of which 
is related to the dwindling availability of young employees with the right set of skills [1]. The issue of 
young workers with the desired expertise and knowledge is worse in developing countries in Asia [2][3][4] 
and the Middle East [5][6]. Many industrialized nations have already started to take measures to cope 
with the dilemma of staff shortages; for example, the official retirement age of workers has been 
increased to retain the skilled workforce [7][8]. As a result of these developments, not only are 
employees' professional careers extended, but employers have also focused on factors causing 
sustainable employability, such as health, motivation, family care, and satisfaction [9]. HRM 
interventions (policies and practices) are planned and implemented by several organizations for the 
development of a sustainable workforce, and empirically show the effectiveness of such interventions 
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for sustaining workers in the workplace [10][11][12]. There is limited data in the literature showing the 
nature and relative impacts of the HR practices adopted by organizations on the sustainability and 
employability of the workforce [13]. 

Therefore, this study aims to fill in this research gap by investigating the HR policies and interventions 
used by employers to produce a sustainable workforce and the relative impact of HR practices on 
sustainable employability. This study emphasizes HR practices that are not related to the traditional 
concept of HR practices, intending to recruit the right people at the right time for organizational 
productivity rather than aiming to discover the HR practices and policies that are intended to contribute 
to the long-term career development and employability of the people within the organization. Hence, 
this study holds great importance in unfolding HR practices to achieve the long-term strategic objectives 
of organizational productivity. A study describe [14] how health-care, family care, motivation, and career 
development opportunities represent the important pillars of sustainable employability, and HR 
practices target these characteristics to promote a sustainable workforce. The present study contributes 
to both research and practice by increasing knowledge and awareness of the effectiveness of HRM 
practices. 

1.1. The present study objective 

This study intends to determine the extent to which HRM practices are implemented by healthcare 
providers in Saudi Arabia to increase the employability, well-being, and motivation of healthcare 
workers. Unlike the previous studies, which focused only on older employees for HRM practices; our 
study involves all healthcare workers, regardless of their age. Many scholars have pointed out that HRM 
practices implemented by organizations might not be used as intended or remain unnoticed, thereby 
not causing the desired impact on the employees’ health, motivation, and employability [41][42][43]. 
Several authors espoused the notion that HRM practices are instrumental for creating a better 
organizational culture, employees’ well-being, and employees’ retention which adds a critical value to 
the organizational performance through enhancement of employees’ job satisfaction, however, the 
health-care sector in Saudi Arabia is still devoid of studies which can provide an empirical proof on the 
role of HRM practices on the employees’ employability, elevation of morale and job satisfaction of 
organizational citizens (employees) [63][64]. Organizations are placing tremendous importance on the 
employability of their human capital through exercising the up-to-date HRM practices in order to 
maintain the sustained growth and productivity, nevertheless, there is no defined set of HRM practices 
for achieving the sustainable employability in a particular organizational setting [64]. This warrants the 
investigation in different settings to explore the best set of HRM practices which are effective in 
motivating the employees, job satisfaction and better engagement of employees with the HRM practices 
befitting to the nature and requirements of the work. 

Therefore, our study also aims to determine the best HRM practices which can create a sustainable 
impact on the employability of employees in the healthcare environment in developing country like 
Saudi Arabia. Previous studies have indicated the failure of some HRM practices such as flexible working 
conditions and the design of new roles, to produce the desired outcomes on employees’ engagement in 
the organizational environment due to a mere availability rather than the usage of such practices by 
employees [65][66][67]. This clearly construes to the participation in and engagement of employees with 
the design and implementation phases of HRM practices for increasing sustainable employability.  
Hence, our study also aimed to assess employees’ participation in the design and implementation stages 
of HRM practices. We focused on employees’ participation as it is reported to be positively associated 
with job satisfaction, employees’ commitments, and work motivation. We assessed the impact of 
various aspects of HRM practices on improving the five key employee outcomes: perceived effectiveness 
of HRM practices with the improvement of sustainable employability [68], sickness-related absence [69], 
organizational productivity [70] in the last eighteen months; and satisfaction with the existing HRM 
practices [71]. These employees’ outcomes are selected due to their relevance to sustainable 
employability, organizational survival, and competitiveness [32][40][39]. 

The health culture was included in our study, which represents the intrinsic value placed by employees 
on the HRM’s health and safety policies. This variable was included as previous literature has shown an 
influence of the health culture on employees’ burnout, sickness-related absence, and job satisfaction 
[39][44]. Another reason for involving health culture is that the positive perception of employees about 
the health culture might extract biased data from employees showing the implementation and value of 
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HRM practices [40]. Therefore, health-promoting culture is used as a control variable to offset the 
statistical overlap between HRM policies and employees’ outcomes resulting from the positive image of 
employers in the eyes of workers. Our study, therefore, aims to evaluate the influence of the 
implemented HRM practices on improving organizational outcomes regardless of the status of the 
health culture within organizations. Of note, our study for the evaluation of implemented HRM practices 
was conducted from the perspective of healthcare providers (employers) in Saudi Arabia intending to 
refine the existing HRM policies and practices for improving employability (skills and knowledge as 
proxies of employability), well-being, and motivation of healthcare workers. The outcomes of our study 
are expected to increase sustainable employability in the healthcare sector to fulfill the Saudi Vision 
2030, which aspires to uplift the performance and productivity of the Saudi healthcare system [27][45]. 

 
 
2. Literature Review 
Previously, HR practices used to focus on preparing employees to undertake their organizational 

responsibilities and duties on a short-term basis. However, recently, the focus of HR practices has shifted 
from the short-term approach towards exploiting the human capital within organizations to the long-
term strategy for training and investing in the employees’ talent development [15][16]. The Brundt land 
Commission of the United Nations used the term "sustainability" to refer to the preservation of natural 
resources globally due to the increasing population of the world [17]. In recent decades, the term 
"sustainability" has gained momentum in the industrialized world to refer to the utilization of manpower 
and economic resources effectively and efficiently to meet long-term strategic business objectives. 
Organizations are, whether required by law or voluntarily, joining the ever-expanding group of 
businesses that include sustainability in their business operations to create a positive influence on the 
social and natural environment [15][17]. Organizations, in the last decade, have extended the term 
"sustainability" to the HRM practices for developing a sustainable workforce [18][19]. 

The sustainability of the workforce is defined as the ability of the workers to provide services to 
organizations in the long run. The Social and Economic Council has revealed that three key elements are 
essential for creating sustainable workforces: employability, health, and motivation. Employability refers 
to a worker's ability to perform job-related duties in current and future organizational settings. This 
increases the chances of workers finding a job in the market with a relevant employer. Motivation refers 
to the intrinsic and extrinsic forces which drive the behaviour of workers to continue their work [20][21]. 
On the other hand stressed is the critical role of intrinsic motivation for self-regulation and promoting 
the continuity of work in employees [22]. According to WHO [23], health represents "the state of 
complete physical, mental, and social well-being and not merely as the absence of disease or infirmity". 
Many studies have argued that health, along with motivation and employability, constitutes important 
variables affecting the participation of employees in the job market [24][25]. 

HR practices are used to focus on the workforce with experience and considerable time spent in 
organizations. Various strategies such as career development, promotions, and incentives were given to 
older employees to retain them in the organizations. However, such strategies are considered to be part 
of traditional HRM practices in the bureaucratic and hierarchical structures of organizations. Because of 
technological advancements and a scarcity of skilled labor, evolving and emerging HRM practices have 
repositioned themselves to serve the target workforce, regardless of age, gender, or experience in 
existing organizations. Skills and training are valued for all workers, thereby integrating the concept of 
sustainable employability into the HRM strategic framework [13] [11]. The relevance of sustainable 
employability in the context of the current framework of HRM practices is also promoted by the 
increasing emphasis on corporate social responsibility. Different studies in the Middle East [26][27], and 
Europe [28][29][30] have reported that the well-being, happiness, motivation, and competence of 
employees, regardless of age and gender, are predictors of the intention to stay in organizations [31][32]. 

 A study revealed that employability can be positively affected by three key HRM practices: 
employees’ training, mobility, and career development. A study found that HRM practices supporting 
employability are related to improving the work motivation of employees in the workplace [33]. Career 
development, mobility, managerial positions, and promotional opportunities are also positively 
associated with the work motivation of employees in the educational environment [34]. As far as 
employees’ health and well-being are concerned, career development opportunities, training, job 
security, information sharing, sickness-related absence, and decentralized job design were shown to be 
strongly linked to the employees’ health and well-being [35][36][37]. 
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The major body of literature in HRM management is focused on the examination of the influence of 
HRM practices on improving organizational performance. Many studies have shown empirically that 
performance is linked to employees’ ability to be engaged with the organizational business vision [19] 
[12]. This creates the necessity of sustaining skilled workers for the long run, to meet the desired 
objectives. Nevertheless, the current literature does not sufficiently address the role of HRM policies in 
sustainable employability [38][39]. To date, only a limited number of studies have addressed the 
relationship between sustainable employability and HRM policies. For example, A study showed the 
relevance of HRM practices to sustainable employability. However, the study was conducted in the 
Netherlands, and the results could not be generalized to organizations working in different socio-cultural 
contexts. HRM practices and frameworks were designed to meet the needs of the social-cultural 
environment in which the operations of organizations are conducted. He also highlighted the need to 
investigate sustainable employability concerning HRM practices in organizations working in different 
social environments. To the best knowledge of the authors of this study, there is a scarcity of studies 
examining the impact of HRM practices in the healthcare environment on the sustainability of the 
workforce [40]. Many scholars have suggested the need for research to examine the relationship 
between HR practices and sustainable employability [29][30] which highlights the gap for researchers to 
determine the level of support provided by HR practices to sustain the employability of workers. 

3. Materials and Methods 

3.1. Research design 

We have adopted the descriptive analytical research design, which is consistent with the objective 
of this study to examine the impact of the HRM practices on sustainable employability. Descriptive 
research design is useful in situations in which researchers aim to describe the population’ 
characteristics, to measure and compare the associations between different variables within the sample, 
and to analyse the impacts of impacts of independent variables on the dependent variables [72]. The 
‘descriptive’ component of our research design helped us to determine the relationship between the 
characteristics of sample (e.g., job satisfaction, absenteeism) and job-related characteristics (e.g., HRM 
practices; productivity), while the ‘analytical’ component assisted us in determining the impacts of HRM 
practices on the sustainable employability. Therefore, the descriptive analytical research design fits into 
the addressing the research problem under investigation. 

Data was collected using the questionnaire from the managers in HCPs in Saudi Arabia. 
Questionnaire was developed based on insights from the previous literature in line with aim and 
objectives of this study. The Descriptive statistics was applied to the collected data in order to examine 
the impact of independent variable such as HMR practices on the dependent variables such as utility, 
job satisfaction, absenteeism as indicated in the objectives of the study. 

3.1. Data sources 

We have followed the three-point criteria to be fulfilled for selection of the HCPs as participants in 
this study. The first criterion was that the HRM practices must be clearly defined by HCPs either on their 
websites or their administrative manuals. The second criterion was that HCPs must be owned by Saudi 
nationals, or run directly by Saudi government. This is to ensure the consistency of HRM practices in 
accordance with organizational culture. This excludes the impact of foreign culture on HRM practices I 
the case of international HCPs. The third criterion was that the management of HCPs must have at least 
5-year past experience in the field of HRM practices.  

Based on these criteria, the 542 public and private healthcare providers (HCPs) in Saudi Arabia were 
extracted from the database managed by the Ministry of Health. The authorities of the HCPs were 
contacted via email for participation in this study. The questionnaire was attached as an electronic copy 
to the email sent to potential participants. Within three months, 290 HCPs responded to the 
questionnaire; however, 14 questionnaires were not filled out as some key sections were left blank. 
Therefore, 276 organizations that returned the questionnaire completed in all aspects constituted the 
sample for our study. Based on the size, the sample was stratified into healthcare providers (HCPs) of 
small size (1–25 employees), HCPs of medium size (26–50 employees), and HCPs of large size (51–90 
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employees). The questionnaire was filled in by HR managers (30%) and the director/owner of the 
organization (70%). As far as the managerial positions of the respondents were concerned, 20% were 
health and safety consultants; 15% had the executive secretary position, 55% held management 
positions such as directors and departmental managers, and 10% had administrative level positions in 
the administration sections of the hospitals. 

3.2. Survey 

The survey contained 52 questions covering themes of the perceived effectiveness of HRM practices; 
perceived satisfaction with HRM practices; employees’ turnover, sickness-related absence, employees’ 
participation level in the development and implementation of HRM practices, and work productivity. 
The details of the construct used in our study are described as follows: 

3.3. Availability and use of HRM practices 

This construct was measured by 20 questions involving HRM practices relating to the motivation, skills, 
knowledge, and well-being of healthcare workers. The questions relating to availability and use were 
developed from three questionnaires validated by [46][47][48]. Examples of HRM practices covered are: 
"recreational facilities; health facilities including health awareness programs; design of the work to the 
needs of the employees from a convenience perspective, adjustment of the work to the family or social 
life of the worker," and "team-building; training to execute the tasks effectively." Factor analysis was 
performed to determine the loading of factors on each other. The factor loadings were found to be in 
the range of 0.29–0.62, which indicated the accurate measurement of available and used HRM practices 
in the organizations. The reliability of the 20 dichotomous items in the construct was found to be 0.85, 
which indicated a good level of reliability, as reliability greater than 0.72 is considered to be good [49]. 

All 20 questions related to the availability and use of HRM practices were designed in a multiple-
choice format, which measured responses on a five-item scale: 1) almost none (0-10% of employees); 2) 
less than half (11-40%); 3) roughly half (41-60%); 4) more than half (61-90%); 5) nearly all (91-100%). 
Apart from those 20 questions, participants were asked some questions about the suggestions to 
improve existing HRM practices. 

3.4. Level of employees’ participation 

The level of employees’ participation was measured by the five statements, which were derived from 
the five-item scale developed by Heller [50]. The responses to each statement were measured using the 
five-point Likert Scale with the following options: 1) strongly agree; 2) agree; 3) neutral; 4) disagree; 5) 
strongly disagree. The five statements presented to participants in this construct included: ‘health 
workers receive sufficient information regarding the HRM practices aiming to improve sustainable 
employability," "health workers are allowed to participate in the development and implementation 
stages of HRM practices," "views of health workers are considered while planning and developing the 
HRM practices," "health workers hold the power to decide the contents of HRM practices," and "health 
workers can suggest potential HRM practices for improving employability." The internal constancy of 
the construct was determined by Cronbach’s Alpha, which was 0.83. This indicates that the reliability of 
the construct was reasonably high. 

3.5. Perceived utility of HRM practices 

The perceived utility of the HRM practices was measured by a three-item instrument validated by the 
ESENER Management Questionnaire [51], which included the following three items: ‘Do you think that 
HRM practices are useful in terms of a) improving the health of your workers, b) employees’ skills and 
knowledge (employability), and c) work motivation of your health workers. The Likert scale with five 
options (strongly agree, agree, neutral, disagree, strongly disagree) was used to measure responses from 
participants. The value of Cronbach’s alpha was 0.87. 

3.6. Satisfaction with employability 
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The satisfaction with employment caused by current HRM practices was measured by the four-item 
instrument developed by [52], which involved questions related to 1) skills and knowledge of employees; 
2) willingness to develop further skills; 3) flexible working conditions, and 4) commitment. The responses 
were measured against options ranging from strongly disagree to strongly agreed on the Likert Scale. 
The value of Cronbach’s alpha was 0.78. 

3.7. Organizational performance 

Organizational performance was measured using the five-item instrument validated by Oeij [52] for 
service-oriented organizations, which focused on gathering information about organizational 
performance driven by the quality of work executed by workers in the last 18 months, the financial gains 
of organizations from the employees’ work in the last 18 months, and customers’ satisfaction with the 
employees’ work. The answers were collected against the options ranging from strongly disagree to 
strongly agree on the Likert Scale. The value of Cronbach’s alpha was 0.88. 

3.8. Sickness-related absence 

The sickness-related absence was measured using a single question from the Work Survey conducted 
by Oeij [52]. The participants were asked to provide an estimated or exact percentage of sickness-related 
absences in the organization in 2017. 

3.9. Organizational size 

As previous studies have shown, larger organizations tend to develop and implement more HRM 
practices to enhance organizational performance [40][53]. Therefore, the size of the HCPs was included 
in our study to assess the development and execution of HRM practices. 

3.10. Statistical analyses 

SPSS (version 25) was used to apply descriptive statistics and correlations to the data. Moreover, we 
used multiple regression and analysis of variance to show whether the independent variables of interest 
could explain the amount of significance in the dependent variable. 

4. Results 

The data showed that 32% of the HCPs participating in our study were small, and 38% of the HCPs 
were medium-sized, with employees in the range of 26–50. 30% of the HCPs were large. These data 
showed that participating HCPs were evenly distributed across the sample: HCPs of small size (1-25 
employees), HCPs of medium size (26–50 employees), and HCPs of large size (51-90 employees). The 
HCPs revealed that they have developed and implemented 12 of the 20 HRM practices. The proportions 
of the HRM practices implemented were in the range of 21% for the promotion of healthy eating habits 
and 92% for the development of Islamic work ethics. 39% of HCPs indicated that more than 90% of their 
workers made use of the implemented HRM practices, while 52% of HCPs reported that less than half of 
their workers used the implemented HRM practices. 9% of HCPs showed that workers using HRM 
practices were less than 10%. The most commonly used HRM practice was Islamic work ethics, followed 
by the training of workers. Islamic work ethics and training were taken up by 92% and more than 83% 
of healthcare workers at HCPs in Saudi Arabia, respectively. The percentages of all implemented and 
used HRM practices can be found in Appendix 1. The correlations between variables and descriptive 
statistics are shown in Table 1. The HCPs participating in this study were found to have a health-
promoting culture. The association between workers’ involvement and implementing HRM practices 
was moderate. Similarly, the utility of HRM practices in enhancing employee satisfaction with 
employability, organizational performance over the last 18 months, and reducing sickness-related 
absence, was revealed by our study. 
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Table1: Descriptive statistics, correlations, reliabilities. 

Factors HPC IHMP WI PU SE OP SA UHP 
Health-promoting 

culture (HPC) 1.00        

Implemented 
HRM practices 

(IHMP) 
0.29*** 0.89       

Workers’ 
involvement (WI) 0.23** 0.13* 1.00      

Perceived utility 
(PU) 0.59*** 0.31*** 0.45*** 0.47*** 1.00    

Satisfaction with 
employability (SE) 0.39*** 0.11* 0.41*** 0.31*** 0.58*** 1.00   

Organizational 
performance (OP) 0.12 0.19*** 0.21** 0.15** 0.29*** 0.23*** 1.00  

Sickness-related 
absence (SA) -0.03 -0.07 -0.12 0.05 -0.03 -0.07 -0.11  

Use of HRM 
practices (UHP) 0.21** 0.15* 0.19** 0.12** 0.23*** 0.11* 0.17** 1.00 

Mean 5.36 13.23 2.56 3.76 5.02 4.04 3.56 4.98 
SD 0.68 3.66 1.02 0.99 0.86 0.65 0.65 8.34 

Cronbach’s alpha 0.88 0.81 - 0.88 0.81 -.84 0.74 - 

*p< 0.05; **p<0.01; ***p< 0.001 
 
The results relating to the difference between the size of HCPs and the extent to which the health-

promoting culture, the number of HRM practices implemented by HCPs, the use of the HRM practices 
by healthcare workers, and employees’ involvement in designing and implementing HRM practices, are 
presented in Table 2. The data in Table 2 show that small-sized HCPs were more active in promoting the 
health culture (M = 5.15) compared to medium-sized (M = 3.85) and large-sized HCPs (M = 4.15); F (2, 
276) = 5.56, p < 0.01. Organizations' practices 10.23), F (2, 276) = 19.23, p < 0.01. As far as the use of 
HRM practices was concerned, the majority of healthcare workers in small-sized HCPs used the available 
HRM practices (M=4.56) compared to medium-sized (M = 2.49) and large-sized HCPs (M = 2.38); 
F(2,276)= 23.26; p< 0.01. The involvement of healthcare workers in the decision-making process was 
found to be higher (M = 5.89) in small-sized HCPs than in medium-sized (M = 3.67) and large-sized HCPs 
(M = 2.98); F (2, 276) = 15.56; p < 0.001. 

Table 2: Health-promoting culture and HRM practices by size of the healthcare providers 

Size of HCPs Health-promoting 
culture 

Implemented 
HRM policies 

Use of HRM 
practices by 

HCWs 

HCWs’ 
involvement 

Small (1-9 
employees) 5.15 (0.69) 10.23 4.56 5.89 

Medium (10-99 
employees) 3.85 (0.73) 11.34 2.49 3.67 

Large (100 or 
more 

employees) 
4.15 (0.69) 13.16 2.38 2.98 

F (2, 279) = 5.56** 19.23*** 23.26*** 15.56*** 
Total 4.23 (0.71) 13.56 (4.49) 2.86 (0.99) 4.38 (0.81) 

Note: Means with standard deviations in brackets.  
*p < 0.05; **p < 0.01; ***p <0.001 
The findings showed the impact of the size of the HCPs on the various worker outcomes, including the 
perceived utility of HRM practices, the satisfaction of healthcare workers with employability, the change 
in organizational performance, and sickness-related absence (Table 3). The data in Table 3 showed that 
small-sized organizations put higher emphasis on the satisfaction of workers with employability (M = 
7.87), F (2, 276) = 13.56, p < 0.001, and the perceived utility of HRM practices (M = 4.87), F (2, 276) = 
10.56, p < 0.001) than large-sized organizations (M= 4.78; and M=3.85, respectively). The size of the HCPs 
could not significantly influence changes in organizational performance in the last 18 months or sickness-
related absenteeism. small-sized HCPs were more active in promoting the health culture (M = 5.15) 
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compared to medium-sized (M = 3.85) and large-sized HCPs. This is because of the fact small-sized HCPs 
are mor concerned about the employees’ satisfaction and retention, and customers’ satisfaction for 
increasing their profile in the views of their people and customers. Heilmann et al [73] found that small 
sized companies implemented more HRM practices compared to medium companies to gain more 
productivity in the business operations, increasing satisfaction of customers, which is in line with 
outcomes reported by our study. 

 

 Table 3: Health-promoting culture and HRM practices by size of the healthcare providers 

Size of HCPs 
Perceived 

utility of HRM 
practices 

Satisfaction with 
employability 

Organizational 
performance 

HCWs’ sickness-
related 

absenteeism 
Small (1-9 

employees) 4.87 (0.71) 7.87 (0.75) 5.27 (0.59) 4.33 (2.56) 

Medium (10-99 
employees) 3.91 (0.63) 5.36 (0.58) 5.12 (0.61) 4.33 (3.26) 

Large (100 or 
more employees) 3.78 (0.57) 4.67 (0.52) 4.76 (0.65) 4.29 (2.59) 

F (2, 279) = 10.56*** 13.56*** 1.23 3.67 
Total 4.23 (0.71) 13.56 (4.49) 2.86 (0.99) 4.38 (0.81) 

The impact of the HRM practices on the workers’ outcomes, including perceived utility, satisfaction 
with healthcare workers’ employability, the shift in organizational performance in the last 18 months, 
and sickness-related absenteeism, was measured using the hierarchical multiple regression analysis. 
Step 1 and Step 2 of the analysis measured the relationship of the foregoing variables with organizational 
size and the health-promoting culture. Step3 measured the relationship of the aforementioned variables 
with the number of HRM practices implemented by HCPs, the use of available HRM practices by 
healthcare workers, and the employees’ involvement in the decision-making process for the design and 
implementation of HRM practices. The data obtained from steps 2 and 3 are presented in Table 4. 

Table 4: Health-promoting culture and HRM practices by size of the healthcare providers 

 
Perceived 

utility of HRM 
practices 

Satisfaction 
with 

employability 

Organizational 
performance 

HCWs’ sickness-
related 

absenteeism 
Step 1: Health-

promoting culture 0.46*** 0.27*** 0.46*** 0.25* 

Total R2 0.32 0.21 0.34 0.19 
F (6, 276) 15.38*** 12.32*** 10.12** 7.99* 

Step 3 Implemented 
HRM policies 0.26*** 0.29*** 0.18** 0.01 

Use of HRM policies 0.26** 0.16*** 0.32** - 0.36** 
Involvement of 

HCWs 0.19** 0.36*** 0.41*** 0.03 

Total R2 0.38 0.27 0.29 0.03 
F (6, 276) 15.67*** 14.23*** 11.11*** 3.71*** 

Note: Total R2 involves the effect of HCPs’ size in step1. Means with standard deviations in brackets. 
 *p < 0.05; **p < 0.01; ***p < 0.001 

The results of the step 2 regression analysis revealed that HRM practices carried out by HCPs with a 
strong health-promoting culture were perceived to be more useful than HRM practices carried out by 
HCPs with a weak health-promoting culture (β=0.46, p< 0.001). Step 3's regression analysis revealed that 
perceived utility of HRM practices was higher among HCPs who used more HRM practices (β = 0.26, p 
<0.001). Similarly, the perceived utility of available HRM practices also led to the increased use of HRM 
practices (β = 0.26, p < 0.01), and enhanced employees’ involvement at the design and execution of 
these practices (β = 0.19, p < 0.01). The perceived utility of HRM practices was also reported to be 
effective in increasing healthcare workers' involvement in implementing these practices (β = 0.17, p 
0.01). There is a 39% variance in the perceived utility of HRM practices for sustaining the employability 
of healthcare workers in Saudi Arabia. Many other studies, in line with our study, highlighted the 
perception of staff about utility of HRM practices in enhancing the greater level of staff engagement 
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with HRM practices within the organizational contexts [74][75]. Ultimately organizations are rewarded 
in the form of higher productivity and performance as a result of higher level of staff’s involvement and 
engagement with HRM practices [76].  

The regression analysis in step2 showed that the satisfaction level with the health-promoting culture 
at HCPs participating in our study was a strong indicator of the satisfaction level with the worker’s 
employability (β = 0.27, p < 0.001). Similarly, in step3, the satisfaction with workers’ employability was 
improved when the participating HCPs reported a higher number of HRM practices (β = 0.29, p < 0.001), 
the increased frequency of the usage of HRM practices (β = 0.16, p < 0.01), and a higher number of 
employees involved in designing and implementing HRM practices (β = 0.36, p < 0.001). The size of the 
HCPs was an important factor explaining the considerable proportion of variance (32%) with regard to 
employability satisfaction. The higher satisfaction of employees was due to the positive perception of 
staff about the organizational behavior towards their well-being, which subsequently increases then 
higher level of staff-engagement with the HRM practices [76]. Several other studies have showed the 
strong relationship between the health-promoting-culture within organizations and employees’ 
satisfaction [77][78], which was consistent with outcomes of this study.  

Step 2 regression analysis revealed a strong relationship between the shift in organizational 
performance over the last 18 months and the health-promoting culture (β=0.46, p< 0.001).The increased 
number of HRM practices implemented by HCPs (β = 0.18, p < 0.01), greater use of such practices by 
healthcare workers (β = 0.32, p < 0.01), and a higher level of healthcare workers’ involvement in 
implementing HRM practices (β = 0.41, p < 0.001) contributed to a significant rise in organizational 
performance in the last 18 months. Organizational size explains a 16% variance in organizational 
productivity. Similar outcomes were reported by other studies in healthcare sector. For example, Jose 
et al [74] reported the employment engagement with HRM practices resulted in the higher 
organizational performance. Shantz et al [75] showed the employee participation in HRM practices in 
increasing the organizational productivity and performance. 

The regression analysis performed in step 2 revealed that there was no strong relationship between 
health-promoting culture and sickness-related absenteeism (β = 0.25, p < 0.05). Sickness-related 
absenteeism was found to be higher in organizations where healthcare workers used available HRM 
practices to a lesser extent ((β =-0.36, p < 0.001), indicating that the use of available HRM practices is 
critical in reducing sickness-related absenteeism among healthcare workers. The organizational size 
explained the 21% variance in sickness-related absenteeism among healthcare workers at HCPs in Saudi 
Arabia. Hence, it is fundamentally important for Saudi HCPs to increase the level of use of HRM practices 
on behalf of staff, so that sickness-related absences can be reduced, which is only possible through 
engaging them with the existing or newly added practices in the organizational culture [77]. 

In line with findings of this study, Ogbonnaya et al [79] reported the impact of HRM practices on the 
employee outcomes and organizational performance in the public health-care sector, and showed that 
the use of the HRM practices-related to the well-being resulted in the reduction of staff absenteeism, 
which in return helped the organizations to achieve their goals of organizational performance and 
productivity. Some other studies showed the reduction in long terms and short-term absenteeism by 
employees as a result of the use of HRM practices oriented towards staff well-being [81][81]. These data 
corroborate with the findings of this study. 

5. Discussion 

The results of this study revealed that HCPs devised and implemented a variety of HRM practices to 
improve the employability of healthcare workers in Saudi Arabia. The HCPs regarded existing HRM 
practices as effective in enhancing sustainable employability, which they have implemented at the 
organizational level. In addition, employees participated in the design of the HRM practices, and showed 
motivation to use them. The empirical evidence showing a broad range of HRM practices bears witness 
to the utility and effectiveness of these practices in increasing organizational performance. The 
participation of employees in using HRM practices was also reported, which indicated a greater level of 
satisfaction among healthcare workers at the examined HCPs. The outcomes of this study demonstrated 
the role of implemented HRM practices in improving the sustainable employability, motivation, and 
welfare of the employees from the employers’ perspective. These data corroborated the outcomes 
reported by previous studies reporting the role of HRM practices in increasing employees’ motivation 
and welfare [43]. Some studies showed that employees’ satisfaction with the development of HRM 



Journal of Xi’an Shiyou University, Natural Science Edition                                  ISSN: 1673-064X 
 

http://xisdxjxsu.asia                  VOLUME 19 ISSUE 12 DECEMBER 2023                      411-426   

practices can increase the frequency of the more refined and customized HRM practices within 
organizations, which is in line with the results of this study. In line with the participation of healthcare 
workers in implementing and using the HRM practices as shown in this study, many scholars have shown 
that employees would only participate in the implementation of HRM practices if they are designed to 
satisfy the needs and expectations of employees. 

The main contribution of this study lies in reporting the utility of two important HRM practices, 
including the usage of practices by healthcare workers and participation in implementing the practices. 
The level of participation of employees in the planning, design, and implementation is a predictor of the 
utility and efficacy of the HRM practices, which is consistent with the results of this study [54][41]. 
Several earlier studies have indicated the importance of the use of HRM practices as a measure of 
employability, which is confirmed by this study [42][43]. 

Our study found that all worker-related outcomes, such as increased stratification with HRM practices, 
higher involvement in the implementation of the practices, motivation, higher welfare as indicated by 
decreased absence, and productivity, were related to the usage of the practices. Furthermore, we 
showed a fairly strong relationship between the employability of healthcare workers and their level of 
involvement in designing and implementing HRM policies. The participation of employees at the design 
stage of HRM policies was found to be a predictor of the satisfaction of healthcare workers with their 
employability. These results were confirmed by previous research reporting on the association between 
job satisfaction and employees’ participation [55]. 

Our study contained a heterogeneous sample comprising HCPs from both the public and private 
healthcare sectors in Saudi Arabia, which increased the generalizability of the outcomes to both public 
and private sector-based HCPs. We observed that large-sized HCPs were more proactive in designing 
and implementing HRM practises than medium-sized and small-sized HCPs. This might be due to 
increased capability in terms of management and experience in handling large manpower and greater 
financial standing compared to the small-sized HCPS to support the development and implementation 
of HRM practices. Many other studies vindicated our results by showing organizational size is an 
important predictor of the design and implementation of HRM practices designed and implemented by 
public sector organizations compared to private sector firms [56][57][58]. 

Nevertheless, our results showed that small-sized HCPs showed a stronger health-promoting culture, 
higher levels of employee participation, and greater use of implemented HRM practices compared to 
large-sized HCPs. As far as implementation of HRM practices was concerned, small HCPs were found to 
show an increased utility of HRM practices in promoting sustainable employability and more satisfaction 
with existing employability compared to large-sized HCPs. Intriguingly, small-sized HCPs seem to be 
more successful in designing and implementing useful and effective HRM practices, despite the 
availability of limited manpower and financial resources. This can be explained by the probability of 
direct contact between the management of smaller organizations with their employees, which helps 
them to determine and incorporate employees’ needs into the HRM practices, rather than exhausting 
their resources in designing unnecessary HRM policies. The HRM policy approach, which is customized 
and tailored to the employees' expectations, appears to be more useful in enhancing sustainable 
employability than the sub-optimized approach of developing a broad range of HRM policies as adopted 
by large-sized HCPs [59][60]. In addition, public HCPs stimulated more participation and satisfaction with 
employability by triggering a higher level of motivation to use HRM policies. 

These results are comparable to data reported by earlier studies showing that organizational variables 
affect the implementation and use of HRM policies. For example, De Vries found that larger public 
organizations showed greater satisfaction with the employability of workers compared to small and 
private organizations [61]. Another study carried out by Fleischman [53] showed that the satisfaction of 
older employees with employability was higher in the public sector, and larger organizations compared 
to small organizations. They further showed the number of HRM practices by larger organizations for 
increasing employability practices was higher than in private organizations, and the average stay of 
workers within organizations was positively correlated to the employability practices implemented by 
the organizational management. 

Despite several strengths of this research, including the contribution to the analysis of sustainable 
employability for both public and private sector HCPs from the employer’s perspective in Saudi Arabia, 
there are some limitations to this study. The first limitation is related to the dataset originating from 
only employers' satisfaction with workers’ employability and other employees’ outcomes. Against this 
backdrop, the correlations determined in our research might have been inflated by the analytical tool 
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called the common variance method [62]. Future studies can offset this limitation by collecting data 
from both HRM files and the perceptions of employers. There is a possibility that employers would have 
expressed more positive views about their investment in HRM practices, which can be ruled out by 
involving employees along with employers to obtain a true picture of the role of implemented and used 
HRM practices in introducing sustainable employability practices within HCPs. Therefore, future studies 
can include both employers and employees to obtain balanced views about the relationship between 
the implemented HRM practices and sustainable employability. 

The practical implications of the data presented in this study involve the implementation of a variety 
of HRM practices or a few customized HRM policies, as per employees’ needs for increasing healthcare 
workers’ motivation, welfare, and employability. We suggest the latter approach might have a more 
beneficial impact on sustainable employability than the former. However, it must be kept in mind that 
larger HCPs contain a heterogeneous population of healthcare workers with diverging needs, which can 
only be satisfied through adopting the approach of designing and implementing a broad range of HRM 
policies. The findings also emphasize the importance of increasing employees’ participation in the design 
and implementation stages of HRM policies, so that the expectations and needs of workers can be 
introduced into the practices. In addition, the involvement of employees in design and participation is 
more likely to increase their awareness of the advantages and availability of the HRM policies and 
increase acceptance and adoption of the practices among healthcare workers. 

6. Conclusions 

To conclude, the investment of HCPs in sustainable employability practices can be highly lucrative for 
organizational performance. Employees’ productivity improves by lowering sickness-related absences. 
The implementation of HRM practices can support a health-promoting culture, and employees’ 
motivation and employability (skills and knowledge). To achieve these organizational outcomes, it is 
paramount for employers to encourage employees to make use of HRM practices and to participate in 
the design and implementation of the practices. Based on the results of our study, we highly recommend 
the inclusion of both young and older healthcare workers in sustainable employability programs, rather 
than putting a focus on only the older workforce. Young people are prone to quitting organizations due 
to issues with their skills, knowledge, and health-promoting culture. The health-promoting culture is 
highly important for healthcare workers due to increasing incidences of hospital-acquired infections 
among healthcare workers, which must be part of future HRM policies aiming to improve sustainable 
employability practices. 
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Appendix 1: Percentage of healthcare providers implementing HRM policies and their use by healthcare workers. 

  Use of HRM practices by healthcare workers 

Implemented HRM policies  
Almost none  

(1-10%) 

Less than half  

(11-40%) 

Approxi- 

mately 

half  

(41-60%) 

More than half 

(61-90%) 

Almost all (91-

100%) 

Promotion of Islamic work 

ethics 
92% - - - - - 

Training opportunities 83% 27% 30% 15% 9% 19% 

Infection control measures 

among HCPs 
79% 25% 32% 22% 28% 24% 
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Internship opportunities 75% - - - - - 

Provision of healthy working 

environment 
75% - - - - - 

Balance of work and family 73% 32% 17% 29% 23% 15% 

Smoking reduction measures 70% - - - - - 

Consultation with managers 

for career development 
68% 5% 14% 17% 25% 51% 

Rewards for older employees 61% 32% 25% 23% 11% 15% 

Rewards for first-year 

employees in their firstyear of 

work 

58%  - - - - 

Support for overweight 

workers 
54% 1% 11% 25% 4% 35% 

Job rotation 49% 21% 45% 15% 12% 7% 

Task allocation-based 

employees’ interests 
45% 27% 41% 2% 17% 25% 

Team-building for customer 

satisfaction 
44% 24% 33% 10% 14% 10% 

Performance-based rewards 41% 35% 39% 21% 9% 12% 

Discouragement of exclusion 39% 15% 27% 21% 17% 22% 

Information-sharing between 

employees and management 

27% 

 
61% 35% 3% 9% 13% 

Promotion of healthyeating 

habits 
21% 41% 25% 5% 18% 11% 
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