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Keywords: Researchers establish that the current challenges of human resources management to attract and retain talent are
Humf‘n resource management based on fostering and increasing the participation of relationships with employees and sustainably managing
Sustainability the organization and teams. The objective of this article is to evaluate the effect that sustainable human resource
Social capital . . . . . .

Lovalt management has on social capital, and employee retention and loyalty programs. The information required to
Re}t,em};on carry out the empirical analysis was obtained from an online survey to Spanish universities. Data processing was

conducted by using the PLS-SEM technique. The results obtained show that social sustainability actions influence
the social capital perceived by employees significantly and that social capital influences their loyalty and
retention significantly. However, we found that social sustainability actions influence employee loyalty and
retention significantly and positively only when it mediates between social capital. This research contributes to
the management of organizations and suggests human capital managers to have a greater relational management
of human resources in the connection, involvement and transparency of their social sustainability actions in
order to achieve greater loyalty and retention ratios, better performance of the organization and, in general, a
greater benefit for society.

Higher education
Mediating effect

1. Introduction

Nowadays among the challenges faced by human resource manage-
ment are developing sustainability strategies and employee participa-
tion as a key element that allows them to develop capacities so that
nobody is left behind (PwC and WEF, 2021). The consulting firm KPMG
(2021) establishes that the challenges of managing labor relations to
attract and retain talent are based on fostering and increasing the
participation of employee relations and sustainably managing the or-
ganization and teams. Faced with this concern, many human resource
(HR) managers are evolving from a traditional human capital manage-
ment structure based on knowledge, skills and experience in the short
term towards greater knowledge management supported by long-term
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relationship systems (Hite & McDonald, 2020).

Sustainability is considered a key element that can generate a long-
term competitive advantage, which is reflected by an increase in both
business and financial performance (Cachon-Rodriguez et al., 2021), by
satisfying humanitys current needs, without compromising or harming
their future needs (Baumgartner & Rauter, 2017; WCED, 1987). Many
organizations have focused on developing the economic and environ-
mental sustainability of an organization dimension, however, sustain-
ability is an element that goes beyond economic and financial
performance, and future environmental impacts, since in its social
dimension (Staniskiene & Stankeviciute, 2018), it affects employees’
relationships, attitudes and behaviour (Carroll et al., 2020). Sustainable
HR Management can be defined as the adoption of HR Management
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strategies and practices that enable the achievement of financial, social
andecological goals, with an impact inside and outside of the organi-
zation and over a long-term time horizon while controlling for unin-
tended side effects and negative feedback (Ehnert et al., 2016; Macke &
Genari, 2019). From the point of view of HR, employees are generally
treated as the main asset of an organization (Lins et al., 2017). The
perspective of the sustainable management of HR becomes relevant
considering that employees not only participate in the direct processes
of the organization, but also condition the setting of objectives of the
organizations and organize the process of their achievement
(Staniskiene & Stankeviciute, 2018). Many companies are implementing
sustainability management systems to gain competitive advantage, but
for the implementation and evaluation to be successful, managers have
to involve HR (Daily & Huang, 2001).

Despite the fact that employees are stakeholders relevant to business
success, the social employee sustainability approach has received less
Social Sustainability of Human Resources (SHRM) is an element that
allows an organization to face challenges in the labor market such as
attracting and retaining talent, supporting work-life balance of em-
ployees, building trust in employees, promoting the development of
lifelong learning, population management active aging, fostering a
better quality of life for employees and the community (Ehnert et al.,
2016). Consequently, the relationship between social sustainability and
HR management is indicated as an innovative and emerging approach
and a relevant gap that must be evaluated and filled.

Social capital is understood as a set of organizational resources that
encourage people’s involvement in community networks with their
associated social norms (Kawachi et al., 2008), emphasizing mutual
knowledge and recognition formed by a mutual exchange between
people with direct relationships, which improves the performance of
organizations (Ahn & Park, 2018). Some approaches suggest that social
sustainability and social capital are indistinctly associated (Dal Mas,
2019), other approaches have indicated that social capital is an ante-
cedent of sustainability (Akhtar et al., 2015), while for other authors,
social capital is a result of social actions that allows for a long-term
survival of the organization (Ahn & Park, 2018). Moreover, there are
authors who indicate that it is necessary to evaluate the impact of social
capital and evaluate the intervention systems aimed at promoting it
(Ment et al., 2019).

Employee loyalty, is defined as an attitudinal and behavioral ele-
mentelement (Cachon-Rodriguez et al., 2021), retention as intention to
continue (Book et al., 2019), are both relational variables of a long-term
relationship, whose absence leads to a series of undesirable results for
the organization and its employees, such as decreased productivity,
profitability and employee satisfaction (Carroll et al., 2020). The rela-
tionship between social capital and employees’loyalty and retention is
suggested (Ahn & Park, 2018; Kim et al., 2019). However, these studies
do not reflect whether social capital can mediate the influence of SHRM
on employees” loyalty and retention, since those organizations that
develop sustainability actions can produce higher expectations in the
social capital perceived by employees, which can lead to different loy-
alty and retention behaviours. Social capital perceived by employees can
lead to different loyalty and different retention behaviors.

To fill these gaps, this research aims: first, to evaluate the positive
effects of the influence of SHRM on three key variables for the level of
employee involvement: social capital, loyalty and retention which they
feel towards the organization. Second, to analyse the effect of social
capital on employee loyalty and retention. Third, to examine the
mediating effect (indirect) of social capital on the influence of SHRM on
employee loyalty and retention in the organization. Specifically, this
research evaluates: How can HR management cultivate networks of
sustainable relationships with its employees that allow them to improve
their performance? In other words, how do relationships and sustain-
ability influence the success of HR practices as employee loyalty and
retention? The answer to these questions allows us to evaluate the
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effectiveness of implementing policies aimed at managing social capital
as a trigger for SHRM.

This study represents an original contribution to the field of orga-
nizational management and HR by analysing the effect of SHRM and
social capital actions on the loyalty and retention of higher education
employees. Furthermore, this contribution becomes more significant by
evaluating whether social capital can indirectly mediate the relationship
between sustainability and employee loyalty and retention, thus filling a
previous gap in the current literature and providing information to
managers in the implementation of their policies.

The paper is organized as follows. First, the theoretical framework
and hypotheses are defined. The methodology used and the results ob-
tained are presented below. The work ends with the discussion of the
results, implications, limitations, and future lines of research.

2. Theoretical framework and hypotheses
2.1. SHRM and social capital

The relationship between sustainability and HR management is
based on two assumptions: the role of HR management in the develop-
ment of organizational sustainability and the sustainability of HR
management processes (Kramar, 2014; Macke & Genari, 2019). Sus-
tainable HR management is related to what companies in their envi-
ronment must do to have access to lasting HR (Ehnert, 2009). As a set of
long-term activities aimed at the recruitment, selection, development,
hiring and retention of socially responsible employees (Thom & Zaugg,
2004). From a strategic HR management as a set of long-term HR stra-
tegies and practices aimed at enabling the achievement of the organi-
zation’s objectives (Ehnert, 2009), and as a design option for the
employment relationship and as a contribution to sustainable corporate
development (Osranek & Zink, 2014). Sustainable HRM can be defined
as the adoption of HRM strategies with an impact inside and outside of
the organization, and over a long-term time horizon while controlling
for unintended side effects and negative feedback (Ehnert et al., 2016).

Although there is some unanimity regarding the concept of SHRM
(Ehnert, 2009; Osranek & Zink, 2014), it seems that no consensus has
been reached regarding its evaluation methods (Gould et al., 2017;
Staniskiené & Stankeviciute, 2018). Lehtonen (2004) evaluates SHRM
by addressing the capabilities approach and the social capital approach).
Singh et al. (2009) offer twelve groups of indices for measuring sus-
tainability. Parris and Kates (2003) concluded that there were no uni-
versally accepted indicator sets to measure sustainability for three main
reasons: the ambiguity of sustainability; the plurality of purposes in the
characterization and measurement of sustainability; and confusion of
terminology, data, and measurement methods. Other authors affirm that
the relationship between sustainability and human resources is a fairly
new approach and that it is still in the exploratory phase (Aust et al.,
2020). Zaid et al. (2018) have suggested that recruitment, selection,
training, evaluation, pay, compensation, rewards, and employees are a
powerful tool for aligning employees with organizational strategies that
lead to long-term social sustainability performance. To establish a
methodology for the social sustainability of human resources, in this
paper, we adopt a social sustainability approach from the perspective of
employees in SHRM, included in previous studies and reports such as the
Global Reporting Initiative (GRI), as a set of long-term actions on social
problems related to the employment relationship, such as the employees’
participation, employees’ cooperation, equal opportunity, employee
development, health and safety. In this way, SHRM not only seeks a
positive impact on employees’ attitudes and behaviour that enables to
increase their motivation and sense of belonging, but it also allows
managers to create a space that enables them to evaluate and respond to
employees needs and problems, which in turn contributes to higher
employees’satisfaction and sustainable organizational performance.

Social capital has been analysed from a macro and micro level. At the
macro level, it deals with social capital as an attribute of a social unit or
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public good and individual interests are considered secondary, and at
the micro level, it analyses individual results from individual, network,
group or organizational analyses (Leana and Van Buren, 1999). From an
organizational point of view, social capital is a resource that reflects the
nature of social relationships within the organization and that benefits
both the organization and its members (Bolino et al., 2002). Employee
social capital has been found to contribute to greater employee
involvement in the organization (Blanco-Gonzalez et al., 2020; Meng
etal., 2019). Previous studies have evaluated that participatory methods
improve the efficiency of work teams as well as their commitment to the
organization (Heavey & Murphy, 2012; Kozlowski & Ilgen, 2006).
Participatory methods that focus on employee relations (for example,
social capital) foster positive outcomes such as: better organizational
management and cooperation, a greater likelihood that proposed
changes will actually happen, and help ensure a feeling among em-
ployees (Meng et al., 2019). In summary, human resource assessment
and planning with a participatory approach aimed at improving social
capital is more likely to be more successful in retaining and long-term
relationships with employees.

According to Nahapiet and Ghoshal (1998), social capital is a
multidimensional construct, consisting of three dimensions: structural,
cognitive and relational. The structural dimension refers is the set of
links generated, which includes network links, network configuration
and appropriability of the organization (Bolino et al., 2002). The
cognitive dimension is the set of resources that provide codes and lan-
guages shared among the organizations members. It involves a shared
vision, objectives and values between the organizations individuals,
which allows for greater integration and shared action by its members
(Coleman, 1988; Leana & Pil, 2006). Finally, the relational dimension
constitutes a behavioural element and focuses on the characteristics and
quality of the relationships (not the quantity, which would be part of the
structural dimension) between the organization members, which are
formed as a result of their interactions (Bolino et al., 2002), it describes
levels of trust, shared norms, shared obligations and a feeling of mutual
identification (Nahapiet & Ghoshal, 1998).

This research focuses on the relational dimension of social capital
(Leana & Pil, 2006; Nahapiet & Ghoshal, 1998), since this dimension can
be stimulated from the structural and cognitive dimensions, and it be-
comes the most appropriate and inclusive to determine whether an or-
ganization adjusts to its employees’ behaviours. The relational
dimension of social capital can be applied at different levels derived
from both formal and informal networks (Bolino et al., 2002). In this
regard, authors such as Ahn and Park (2018) refer to the relational di-
mensions as the wealth generated by the relationship between em-
ployees, which is measured by two variables, identification and trust.

According to the Theory of social identification, identification is the
feeling of an individual to a group (Tajfel & Turner, 1986). Organiza-
tional identification is a form of social identification that occurs when a
member’s beliefs about the organization become a self-definition of
himself (McShane & Cunningham, 2012). It involves a voluntary, active
and selective relationship between the stakeholder and the organization,
aimed at satisfying one or more of his personal definition needs (Bhat-
tacharya & Sen, 2003). Significant ties and bonds of the employees with
the organization are generated through this relationship, which help the
employees to achieve their objectives from the organization (Cachon--
Rodriguez et al., 2021). Trust is a key element for establishing long-term
relationships (Morgan & Hunt, 1994), which in situations of job insta-
bility, employees may feel vulnerable or unprotected and it can reduce
uncertainty (Cachon-Rodriguez et al., 2019).

Several previous studies suggest that social capital is a result of
SHRM. Leana III and Van Buren (1999) stated that when the organiza-
tion defines objectives linked to society in the long term, such as sus-
tainability, its employees conceive it as more integrated, which
reinforces thand trust they have towards it. Ahn and Park (2018)
concluded that employees’identification with the organization is greater
when social demands are met by organizations over time. Degli Antoni
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and Portale (2010) point out that the development of social actions and
non-profit cooperatives promote the creation of a cooperative social
network, generalized trust and relational skills among employees, that
is, social capital. Lins et al. (2017) found that under these contexts,
companies that had developed social actions obtained higher profit-
ability and commitments by their employees, so investments in
long-term social actions generate social capital that cushions the nega-
tive impact derived from a crisis. Other research also suggests that HR
managers give importance to the fact that social actions are perceived by
employees (Degli Antoni & Portale, 2010), generating social capital,
trust and cooperation (Russo & Perrini, 2010), employee satisfaction
and commitment in situations of job instability (Pedro et al., 2017).
Story et al. (2016) found that internal sustainable practices, such as the
development of professional opportunities, family conciliation policies,
training and development, were directly related to greater organiza-
tional attractiveness, which is in turn a resource aimed for planning
programs with greater trust and identification (ie., greater social capital)
in the long term with employees (Ahn & Park, 2018). This evidence
suggests that the development of sustainable social actions positively
influences employees” perceptions within an organizational relations
planning system. Therefore, we can establish that:

H1. : SHRM directly and positively influences the social capital
perceived by employees.

2.2. SHRM and loyalty

The concept of employee loyalty is a term used in the internal mar-
keting theory (Foreman & Money, 1995). According to this theory,
employees can be considered “internal customers”, where greater loy-
alty employees have a perform better, have fewer intentions to leave the
organization and are considered an asset to the organization (Welch,
2011; Whelan & Fink, 2016). Employee loyalty is composed of an atti-
tudinal element and a behavioural element (Cachén-Rodriguez et al.,
2021). For Ali et al. (2016), loyalty is made up of attitudinal and
behavioural components,where stakeholders are very likely to become
good advocates, recommending the organization to others. Wolter et al.
(2017) define loyalty as a behaviour related to continuous behavioural
actions towards the object of interest, and loyalty as an attitude repre-
sents a predisposition to engage in behaviours based on favourable
evaluations of the object of loyalty. Thus, loyalty is related to an atti-
tudinal element of behavioural intention and to the retention behaviour
performed by the stakeholder with the organization (Blanco-Gonzalez
et al., 2020).

Employee loyalty, dedication and involvement with the work must
be measured because people who are not loyal to their work miss more
days of work and produce lower business performance (Cachon-Ro-
driguez et al., 2021). In fact, there is a great deal of advice on how to
increase employee loyalty due to its importance to organizational re-
sults, but there is little quantitative data on the effect of sustainability
and social capital on employee loyalty (Kim et al., 2019; Swanson et al.,
2020). Previous studies have suggested that employee loyalty evaluation
and planning methods can incorporate strategic elements: leadership,
reputation, ethics, safety, stakeholders; and operational elements:
awards and recognition, work-life balance, performance management,
tools and technology, opportunities for advancement or satisfaction
(Kennedy & Daim, 2010; Macke & Genari, 2019; Staniskiene &
Stankeviciute, 2018).

Different research has shown that in addition to monetary compen-
sation, sustainable social and environmental programs developed by
organizations contribute to greater employee loyalty. Becker (2002)
stated that the level of commitment of an organization influences its
employees’loyalty. Ineson et al. (2013) analysed the factors that exert a
greater influence on employee loyalty, and found that social benefits
predominated over monetary benefits. Han and Hyun (2019) stated that
the sustainability actions carried out inside and outside the organization
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increased the perception of mental health, emotional well-being and
employee loyalty. Chen et al. (2018) found that the management of an
organization supported by sustainability improves employee loyalty.
Kim and Park (2011) or Story et al. (2016) showed that those organi-
zations that developed appropriate sustainable actions resulted in being
more appealing to attract and retain employees. Whelan and Fink (2016)
stated that those organizations that invest in sustainability programmes
positively impact employee productivity, reduce the average employee
turnover and the attrition rate. Therefore, we can establish that:

H2. :SHRM directly and positively influences employee loyalty.
2.3. SHRM and employee retention

Employee retention refers to the practices used by the organization
to prevent workers from leaving the organization (Book et al., 2019).
Employee retention is a predominant HR approach in many organiza-
tions due to the significant costs related to employee replacement
(Rigoni & Nelson, 2016) and organizational performance. Employee
retention involves retaining those employees that have good skills and
perform well in the organization in the long term so as to maintain a
competitive advantage (Book et al., 2019). The planning of human re-
sources implies that a company has to establish methods on how to
develop human capital, how to measure it, how to increase its produc-
tivity and how to maintain it, that is, retain it (Kennedy & Daim, 2010;
Mattox & Jinkerson, 2005). Kaliprasad (2006) suggested that the
retention methods used depend significantly on four key interrelated
processes that can be used for an effective human resource planning
system: the motivational process; the process of interaction; the vision
process; and the learning process. Employee retention helps in their
engagement, secondly, it provides a direction that substantially in-
creases the value of that employee for the company (Kennedy & Daim,
2010). According to Kaliprasad (2006) the main components that
employee retention methods must incorporate are orientation and
integration of employees; career planning and development; employee
relations and motivation; performance management; Formation and
development; transfers and promotions; compensation and benefit
programs.

Mattox and Jinkerson (2005) suggested that organizations that
develop actions related to SHRM experience an improvement in the
attitudes of the organization’s employees related to retention. Poe
(2003) showed that social and non-monetary recognition is just as
important as the salary to retain employees. McShane and Cunningham
(2012) state that a companys social actions serve to formalize and
involve employees. Nawaz et al. (2012) found a correlation between
supervisors’ support for social actions and perceived retention. Wang,
Fu, et al. (2017) show that employees can see the organization not as a
simple place to work, but as an institution that shares their social per-
ceptions, generating greater identification and, as a result, greater
retention of its employees (Lee & Chen, 2018). Rodrigo et al. (2019)
argue that when organizations manage to align social actions with an
organization strategy, they improve employees organizational commit-
ment. Rodrigo et al. (2019) argue that when organizations manage to
align social actions with an organization strategy, they improve
employees’ organizational commitment. Thus, employees not only
consider the organization as their first job option, but they also do not
actively seek another job and do not respond to offers, and if they need
something, they look for it in the organization. Therefore, we can
establish that:

H3. :SHRM directly and positively influences employee retention.
2.4. Social capital and employee loyalty
From a HR management approach supported by relationships, there

are several investigations that associate social capital with employee
loyalty planning. Kim et al. (2019) studied that social capital exerts a
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positive effect on the members of a community, especially when it comes
to satisfaction. Yao et al. (2015) found that social capital is positively
related to team learning and knowledge exchange in the community.
Different aspects related to social capital such as social interactions,
trust or a shared vision in business innovation are related to the loyalty
perceived by employees (Hom & Xiao, 2011; Parzefall & Kuppelwieser,
2012). Hau et al. (2013) suggest that reciprocity, enjoyment and social
capital contribute significantly to improving the tacit and explicit in-
tentions to share employees knowledge, and these have positive effects
on their behavioural intentions, for example, the acquisition of its
products or services, or recommending them to family and friends
(Cachon-Rodriguez et al., 2021). These behavioural elements are the
result of tacit or attitudinal elements (Wang, Singh, et al., 2017) that
increase when employees feel identified and trust the organization
(Schlesinger et al., 2014), which are elements linked to social capital. In
summary, when employees perceive a high level of identification and
trust (social capital) they contribute to improving their long-term re-
lationships with the organization, they demand its services, make rec-
ommendations, suggestions and even donations, that is their loyalty.
Therefore, we can establish that:

HA4. : Social capital directly and positively influences employee loyalty.
2.5. Social capital and employee retention

Regarding the relationship between social capital and employee
retention, there are several investigations that have suggested that HR
management aspects such as job retention depend on relational net-
works between employees. Hom and Xiao (2011) proved that
relationship-supported work contacts increase the propensity of em-
ployees to stay in the organization. Faraz and Usha (2018) based on a
relational HR management such as mentoring programmes, strategic
leadership, and the use of social networks, stated that they have great
potential to promote skills that in turn result in a greater intention to
stay in the organization. Munir et al. (2018) showed that different as-
pects such as recognition and the relationship of coworkers, aspects
related to social capital, have a positive relationship with employee
retention. Akpey-Mensah (2020) suggested the development of social
capital as an element of HR management, so that it can ensure greater
commitment of staff. Therefore, we can establish that:

H5. : Social capital directly and positively influences employee retention.

2.6. The mediating role of social capital between retention and employee
loyalty

Different studies have stated that the influence of SHRM on employee
loyalty and retention were closely related to social capital aspects such
as transparency, social adaptation, social interactions, social identifi-
cation, or shared motivations by employees (Blanco-Gonzalez et al.,
2020; Kim, 2018). In fact, an organization with low levels of social
capital could lose support from their employees due to its actions and
therefore, not survive (Hau et al., 2013; Liu, 2017). Whelan and Fink
(2016) indicate that sustainability actions improve employee retention
and loyalty, when HR management is supported by generating a culture
and a shared commitment (associated with social capital) among its
employees. Kim et al., (2016) argue that shared cultural elements or
altruism (associated with social sustainability) create relationship net-
works (social capital) that represent key elements in the intention of
continuing to interact or to be linked with an organization. Liu (2017)
found that job performance could increase with the development of
contacts in social interactions between employees (social capital), which
in turn serve to improve or mediate the perceptions of social actions
developed with the organization. Swanson et al. (2020) consider that to
obtain less turnover and greater employee loyalty, it is essential to
promote a work environment of shared relationships as a mechanism
that enables to improve perceptions of the actions and behaviours
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carried out by the organization. With this evidence, we can suggest that
when the organization encourages a relationship network between its
employees, so that they feel identified and committed to the organiza-
tion (social capital), they perceive the impact of SHRM actions more
intensely than in those organizations that simply build sustainability
programmes. In this regard, management based on social capital is
necessary to increase employee loyalty and retention rather than the
simple effect of the sustainability action. Therefore, we can establish
that:

H6. : Social capital mediates the effect of SHRM on employee loyalty.
H7. : Social capital mediates the effect of SHRM on employee retention.

2.7. Proposed research model

Based on the literature review explained previously, Fig. 1 shows the
model to be tested in this research. The model shows that SHRM has a
direct effect on social capital (H1), loyalty (H2) and job retention (H3);
social capital has a direct effect on employee loyalty (H4) and retention
(H5); social capital mediates the relationship between SHRM and
employee loyalty (H6); and between SHRM and employee retention
(H7).

3. Methodology
3.1. Area of study

The research scenario was developed in Spanish public universities,
since sustainability and human capital actions must be integrated into
the field of teaching and research and besides, they are a key element in
the creation and development of their strategic management (Martin--
Miguel et al., 2020). In addition, the public nature of the university
determines the necessary evaluation the efficiency in the management of
HR and the development of policies adapted to the context. University
SSRHM and social capital management strategies can include two ap-
proaches, on the one hand, the effect that the university activity for the
development of society can have on employees, and on the other hand,
the management of HR in such a way that they ensure the survival and
development of the institution (Cachon-Rodriguez et al., 2021).
Furthermore, Spanish public universities operate under a strong
competitive environment and their long-term survival depends on
adequate management of social actions and social relationships between
employees (Blanco-Gonzalez et al., 2021).

3.2. Data collection

An online questionnaire was sent to professors in the business areas
of 47 Spanish public universities to collect data. Finally, 529 valid

Employee
Loyalty

Employee
Retention

— Direct effect

—==-p» Mediating effect

Fig. 1. Proposed model and hypotheses.
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responses were obtained between March and June 2021. Table 1 shows
the descriptive results of the first part of the questionnaire.

The second part of the questionnaire focused on measuring the
perceptions of the proposed variables, through adapted items from
previous studies (Table 2). Likert scales (0—10) were used for all the
items (reflective-type A), where O refers to totally disagree and 10 refers
to totally agree.

3.3. Data analysis

To carry out the data processing, SmartPLS version 3.3.3 (Ringle
et al., 2015) was used to perform the PLS-SEM analysis and evaluate the
research model. PLS-SEM is a comprehensive multivariate approach to
statistical analysis that can simultaneously examine each of the re-
lationships between variables in a conceptual model, including the
measurement and structural components of direct and indirect effects
(Hair, Risher, et al., 2019). Compared to other methods such as CB-SEM
or AMOS (based on covariances), it is a multivariate analysis method
that is mainly designed for exploratory studies and has as its main
purpose the prediction of dependent variables by estimating path
models. These reasons justify your choice. Data processing using
PLS-SEM involves analysing, first, the reliability and validity of the
measurement model (Chin, 1998). After that, and in the second place,
we will evaluate the structural model for testing the hypotheses.

4. Results
4.1. Evaluation of the measurement model

The values of the loadings of the individual indicators and Cron-
bach’s Alpha (CA) require values above 0.7 (Hair, Risher, et al., 2019).
For the composite reliability (CR), values higher than 0.6 (Bagozzi & Yi,
1988) or 0.7 (Dibbern & Chin, 2010) are recommended. Values higher
than 0.6 are considered adequate for the rho_A statistic (Henseler et al.,
2015). Finally, AVE values higher than 0.5 are recommended (Chin,
2010). Table 3 shows that all the indicators meet these criteria, there are
no reliability and validity problems.

Regarding the discriminant validity, HTMT ratio values lower than
0.90 are recommended (Gold et al., 2001). The results shown in Table 4
indicate that there are no discriminant validity problems.

4.2. Evaluation of the structural model. Hypothesis testing

Once the measurement instrument has been analysed, the second
step to test the hypotheses is to evaluate the structural model. For this,
the collinearity of the structural model must be analysed through the
variance inflation factor (VIF) and statistical significance of the effects of
the path coefficients. Values with a VIF higher than 3.3 suggest the ex-
istence of possible multicollinearity problems (Diamantopoulos &
Siguaw, 2006; Hair, Risher, et al., 2019). Table 5 shows some VIF values

Table 1
Profile of Respondents.

Characteristics Frequency Percentage (%)
Gender

Male 289 54.6
Female 240 45.4
Age

26-36 168 31.8
37-47 110 20.8
48-58 162 30.6
Above 58 89 16.8
Professional category

Associate/Visiting 185 35.0
Lecturer 140 26.5
Professor 204 38.5
Total 529 -
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Table 2 Table 5
Items used. Structural VIF and hypothesis testing.
Construct Relationship VIF beta t-value  VAF Supported
SHRM (Osranek & Zink, 2014; Staniskiené & Stankevicitté, 2018) H1: SHRM-> Social Capital ~ 1.000  0.670""  18.531 N/A Yes
SHR1 My university encourages the employees to share the work-related H2: SHRM-> Loyalty 1.816  0.008 0.164 N/A No
problems managers H3: SHRM-> Retention 1.816  0.071 1.401 N/A No
SHR2 My university encourages the employees to provide suggestions H4: Social Capital 1.817 0.783"" 19.393 N/A Yes
concerning the improvement of processes at the organization ->Loyalty
SHR3 More experienced employees share their working experience with H5: Social Capital 1.817  0.792"" 18531 N/A Yes
colleagues ->Retention
SHR4 My university ensures equal personal development opportunities for H6: SHRM -> Social N/A 0.525"" 12350 98.3%  Yes
employees Capital ->Loyalty
SHR5 My university provides good conditions for rest for its employees H7: SHRM -> Social N/A 05317 14779 882%  Yes
SHR6 My university cooperates with other organisations for the purpose of Capital -> Retention

employee development
Social Capital. Identification. (Blanco et al., 2020;Mael & Ashforth, 1992;Nahapiet
& Ghoshal, 1998)

IDE1 1 feel proud when someone speaks well of my university

IDE2 I consider the success of my university as my own

IDE2 I feel that I am part of my university

Social Capital. Trust. (Blanco et al., 2020;Nahapiet & Ghoshal, 1998;Serkan, 2018)
HON1 My university fulfils its promises

HON2 My university makes promises that I can trust

BEN1 My university gives beneficial advice and recommendations to its

stakeholders (students, teachers and researchers, administrative staff,
society as a whole, etc.)

BEN2 My university is concerned about the present and future interests and
benefits of its stakeholders (students, teachers and researchers,
administrative staff, society as a whole, etc.)

CcoM1 My university meets its students’ needs

COM2 My university shows the capacity required to carry out its work

Loyalty (Cachén-Rodriguez et al., 2019; Nguyen, 2016)

LOY1 If I had to take other courses, conferences or studies of professional
improvement, I would definitely consider my university as the first
option

LOY2 If someone asks me for advice, I will recommend my university

LOY3 I would encourage family and friends to study at my university

Retention (Book et al., 2019; Osranek & Zink, 2014)

RET1 I plan to work in my present job for as long as possible

RET2 I plan to stay in this job for at least two to three years

RET3 I would hate to quit this job

Table 3

Reliability and convergent validity tests.
Construct Items loadings CA CR rho A AVE
SHRM SHR1 0.915 0.759 0.892 0.774 0.905

SHR2 0.879
SHR3 0.877
SHR4 0.873
SHR5 0.869
SHR6 0.877
LOY1 0.900
Loyalty LOY2 0.964 0.938 0.959 0.942 0.804
LOY3 0.969
RET1 0.919

Retention RET2 0.932 0.917 0.948 0.922 0.895
RET3 0.917

Social Capital IDE1 0.795
IDE2 0.781
IDE3 0.854
HON 0.930 0.908 0.928 0.904 0.805
BEN 0.862

COM 0.836

Table 4

Discriminant validity.
Construct Social Capital Loyalty Retention
Social Capital N/A
Loyalty 0.848 N/A
Retention 0.856 0.653 N/A
SHRM 0.795 0.627 0.717

N/A: Not applicable

*p < 0.05; * * p < 0.01; * ** p < 0.001 (based on t (4999), one-tailed test)
R?: 0.456 (social capital); 0.583 (loyalty); 0.756 (retention)

sz 0.302 (social capital); 0.525 (loyalty); 0.641 (retention)

N/A: Not applicable

below the indicated thresholds, thus ruling out problems related to this
indicator.

Regarding the significance of the main effects, the results of 5000
subsamples shown in Table 5 and Fig. 2 indicate that SHRM positively
and significantly influences on social capital (H1; p = 0.670; p < 0.000).
SHRM did not reveal a positive and significant effect on employee loy-
alty (H2: p = 0.008; p > 0.5) or on employee retention (H3: p = 0.071;
p > 0.5). The direct effect of social capital has a positive and significant
influence on employee loyalty (H4: p=0.783; p < 0.000) and on
employee retention (H5: p = 0.792; p < 0.000).

Evaluating the indirect effects requires two steps: determining the
significance of the indirect effect (step 1) and evaluating the magnitude
of the indirect effect or mediation (step 2) (Carrion et al., 2017). The
results of Table 5 and Fig. 2 show that both the social capital mediating
effect between social sustainability and employee loyalty (H6:
B = 0.525; p < 0.000) and the social capital mediating effect between
social sustainability and employee retention (H7: p = 0.531; p < 0.000),
are significant in both cases (step 1). Regarding the magnitude of the
effect (step 2), the results show that the mediation is complete, since the
direct effect of sustainability on loyalty and on employee retention is not
significant (H2 and H3 p > 0.5), while the indirect effect of social capital
on the SHRM-loyalty relationship (H6 p < 0.001) and on the
SHRM-retention relationship (H7: p < 0.000) are significant, indicating
that there is only an indirect effect through the mediator. Some authors
suggest confirming this statement through the variance accountant for
(VAF), thus values higher than 80% would indicate complete mediation
(Carrion et al., 2017; Hair et al., 2017). The results in Table 5 confirm
that we have a complete mediation.

Once the significance of the proposed hypotheses has been analyzed
and to confirm the evaluation of the structural model, the coefficient R?

Employee
Loyalty

H4:0.783™"
H2:0.008

Capital

H5:0.792""

H7:0.5317" TTT=SSE Employee
Retention

— Direct effect

===p Mediating effect

Fig. 2. Results of proposel model.
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is presented. This coefficient represents a measure of predictive power
and indicates the amount of variance of a construct that is explained by
the predictor variables of said endogenous construct in the model (Hair,
Risher, et al., 2019). R? values greater than 0.33 are considered mod-
erate and greater than 0.67 are considered substantial (Chin, 1998). As
can be seen in Table 5, these values of 0.456 (social capital); 0.583
(loyalty); and 0.756 (retention) show a moderate and substantial effect
respectively. Finally, together with the size of the R? as a criterion of
predictive relevance, the value of the Stone-Geisser (QZ) is re-reported,
which supposes a criterion to evaluate the predictive relevance of the
dependent construct. Q2 values greater than zero indicate that the model
has predictive capacity. As can be seen in Table 5, values of 0.302 (social
capital); 0.525 (loyalty); and 0.641 (retention) are reflected, this in-
dicates that the model has predictive capacity.

5. Discussion and future lines
5.1. Discussion of results

The aim of this paper has been to evaluate the direct effects of SHRM
on social capital, employee loyalty and retention, as well as the direct
effect of social capital on employee loyalty and retention. In addition,
we have evaluated the indirect effect of social capital on the influence of
SHRM on employee loyalty and retention. The results will allow man-
agers to have an essential information for the correct implementation of
HR management policies.

The results show, first, the positive and significant effect of SHRM on
social capital (Hypothesis 1). These results highlight the importance of
SHRM on employee perceptions regarding social relationships in an
organization. Previous studies have suggested a positive relationship
between sustainability and social capital in other types of contexts (Kim,
2018; Osranek & Zink, 2014), indicating that the results obtained are
consistent with previous studies. This has shown that programs aimed at
obtaining greater cooperation, involvement, transparent promotion and
equality processes within an organization, the possibility of opting for
social benefits, must be known by its employees, since they contribute to
greater social capital, which is essential to achieve a competitive
advantage that allows for its long-term existence (Macke & Genari,
2019). Therefore, the search for social capital is one of the main moti-
vations in planning sustainable HR actions (Osranek & Zink, 2014),
beyond economic returns (Kim et al., 2019). This is relevant to carry out
a human capital management process supported by sustainability.
However, we still do not know what happens at macro level and what
effects other dimensions of sustainability, opinion leaders or the media
can have on the social capital perceived by employees.

Secondly, the results also reveal that SHRM does not have a signifi-
cant effect on employee loyalty (Hypothesis 2) or retention (Hypothesis
3), which is inconsistent with what is suggested in the findings of pre-
vious studies on other types of organizations ( Kim & Park, 2011; Lee &
Chen, 2018; Story et al., 2016; Whelan & Fink, 2016). The lack of sig-
nificance of the results may be due to the fact that employees are not
involved in the management and decision-making of social sustain-
ability activities. In addition, this study was developed in public in-
stitutions of higher education, where different studies suggest that
sustainability actions are in the initial phase of their strategic pro-
grammes and that their employees do not perceive them or do not have
sufficiently attractive knowledge (Cachon-Rodriguez et al., 2021),
requiring a greater longitudinal study of these actions, and confirming
when these actions become effective employee loyalty.

However, thirdly, the results reflect that social capital has a positive
and significant effect on employee loyalty (Hypothesis 4) and retention
(Hypothesis 5). This has confirmed what is suggested in other studies
which argue that among the critical factors of employee loyalty and
retention programs include relational elements such as shared knowl-
edge (Afrasiabi et al., 2022). Thus, social capital is a resource in the
ability to generate loyalty and retention of an organizations internal
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members (Cachon-Rodriguez et al., 2021; Kim et al., 2019; Osranek &
Zink, 2014), since it generates greater identification and trust in em-
ployees. This shows that the results are consistent with previous studies.

Finally, we find that social capital exerts a full mediating effect on
the influence of SHRM on employee loyalty (Hypothesis 6) and retention
(Hypothesis 7). This is an original contribution and highlights the
importance of social capital for employee loyalty and retention. This
result represents an extension in human capital management, in a way
that social sustainability programs do not always have a significant ef-
fect on employee loyalty and retention. Therefore, employees will be
more committed with the organization in the long term when social
sustainability actions are accepted by all employees, that is, social
capital generates trust and shared identification among employees, so
true loyalty and retention of employees will be produced. Therefore,
only sustainability actions present in the management of social capital
will become relevant to employees, in such a way that they will speak
positively about the organization, recommend it to family and friends
and plan to stay in the organization.

5.2. Management implications

The results have significant implications for those responsible for
managing organizations and for employee commitment and evaluate
how the relationships between the model variables have different im-
pacts. Our results evaluate to the importance of sustainability and social
capital actions in long-term relationships with employees. Therefore,
managers have to plan actions aimed at increasing employ-
ees’knowledge and involvement in actions and programmes for sus-
tainable HR management, such as the development of programs and
indicators, financing models, control mechanisms, plans for equal or
improvement of working conditions (Osranek & Zink, 2014), which
would improve social capital. Thus, for the evaluation and planning of a
sustainable human resources policy, reports such as the Global Report-
ing Initiative (GRI) can be applied, which include indicators of employee
participation, employee cooperation, equal opportunities, the develop-
2018). In this way, employees will positively perceive these actions and
their effect in relation to organizational performance. This will increase
the level of social capital and employees will feel more committed, they
will recommend the organization and want to stay in it, which in turn
will contribute not only to higher performance and long-term survival of
the organization, but also to a greater benefit for all employees and
society in general. Organizations should make effort to improve
employee lives and solve important global issues (Cachon-Rodriguez
et al., 2021). Thus, employees are attracted to organizations that care
about social issues and work to solve them. For example, employees
could be involved in the companies’ social actions programs, improving
the perception of the social welfare caring and reinforcing the social
capital (Blanco-Gonzalez et al., 2020). Managers can use loyalty pro-
grams associated with monetary and social benefits. Manager could
implement an environment based on trust and credibility, where em-
ployees can perceive that organizations really care about them. In this
line, managers could improve their communication strategies, providing
more information and training employees (for example using a survival
analysis method) to improve their retention and loyalty (Mattox &
Jinkerson, 2005). The intervention mapping method has been described
as a useful participatory method for developing communication, a
shared understanding of work tasks, involving work teams in relevant
decision-making procedures and processes, cooperation, ultimately
strengthening the social capital (Meng et al., 2019). Therefore, a positive
sustainable social management of HR improves relations in the organi-
zations and entails a subsequent loyalty employee and retention that
contributes to improving organizational performance. Considering that
the cost of hiring and losing personnel are substantial, managers should
promote evaluation programs supported by training, planning and
career development; relationships and motivation that increase the
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income and loyalty of employees. The costs of hiring and losing
personnel are substantial (Mattox & Jinkerson, 2005), managers must
promote the profitability of the organization through evaluation pro-
grammes supported by training, planning and career development; re-
lationships and motivation that increase employee retention and loyalty
(Kennedy & Daim, 2010). Considering the global market competitive-
ness, enterprises managers must understand the relevance of managing
the evaluation and planning of the relations with their employees to
receive positive assesments and be successful in the medium-long term.

5.3. Limitations and future lines

A limitation would be determined by the level of segmentation of the
sample, since it is made up of professor from public universities. If we
had evaluated the sustainability dimensions separately or other orga-
nizations, the results could have been different. Therefore, future
research could, on the one hand, compare these same effects between
each of the sustainability dimensions and its relationship with em-
ployee’s loyalty and retention separately and, on the other hand, a
greater heterogeneity of stakeholders or unobserved organizations could
be considered: customers, employees, managers, size of the organization
or sector, etc.
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