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THE TRANSFER AND DIFFUSION OF HUMAN RESOURCE (HR) POLICIES AND 

PRACTICES OF EUROPEAN MULTINATIONAL COMPANIES (MNCs) TO THEIR 

NIGERIAN SUBSIDIARIES 

 

                                                       J. F AKHILE 

                                                       ABSTRACT 

 

Human resource (HR) practices diffusion within multinational companies (MNCs) is 

an imperative area of research for strategic international human resource 

management (SIHRM). The existing literature noted that there are critical factors that 

affect the transfer and diffusion process of human resource practices. This research seeks 

to address certain shortcomings in existing SIHRM literature, in particular the lack of work on 

human resource policies and practices adopted by multinationals operating in developing 

sub-Saharan African (SSA) countries. This research extends the focus of SIHRM literature 

beyond MNCs parent companies into the subsidiary’s context in developing SSA country. 

This work builds from broader analytical frameworks to examine and interpret the dynamic 

underlying process of human resource practices diffused. More precisely, drawing upon 

SIHRM literature and institutional theory to provide a comprehensive understanding of the 

transfer and diffusion of human resource practices. 

 

The empirical data was collected from international human resource managers (IHR), local 

management staff in the Nigerian subsidiaries including human resource managers, senior 

managers and line managers. The research involved forty-two semi-structured interviews, 

supplemented by company documents, from two European companies operating in the 

Nigerian oil and gas sector. This work used thematic analysis to evaluate and interpret the 

data. 

 

Analysis of the interviewers account showed that both company and country factors shape 

the adoption and diffusion of human resource practices in the Nigerian subsidiaries. The 

findings indicate that the strategic importance of each human resource practice is a driving 

force behind the transfer process. The two European MNCs utilised exportive and integrative 

SIHRM orientation to disperse a wide range of HR practices from the parent companies. 

Furthermore, the findings indicate that employment regulations and trade union effects alone 

do not influence MNCs’ choice of practices diffused in the Nigerian subsidiaries. Socio-

cultural factors such as values and beliefs affect the workforce's personal actions and 

perceptions, and these are key factors to consider when transferring HR practices. The 
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findings of this work thus make a valuable contribution to SIHRM literature and institutional 

theory literature with a focus on HRM in MNCs operations. 
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CHAPTER ONE: INTRODUCTION  

 

African countries have steadily attracted foreign direct investment (FDI) from big 

multinational companies (MNCs) due to potential opportunities such as entering large 

markets, reducing labour costs and the availability of a vast pool of workforce. The United 

Nations Committee on Trade and Development (UNCTAD) report shows increased 

investment in the whole of Africa. The fast-growing sectors include oil and  

gas, telecommunications, financial services, and IT-based services. Africa governments 

from countries such as Kenya, Morocco, Nigeria, Rwanda and South Africa have 

encouraged multinational companies to establish their businesses for economic growth. 

Foreign investments from multinational companies are an integral part of development for 

most Africa countries as these investments lead to technological advancement, assist 

human capital formation and promote social condition which is essential for sustainable 

development (UNCTAD, 2017). The diagram below shows FDI inflow into the top five African 

host economies, including Nigeria as one of the top receivers. 

 

 

 

 

Figure 1: foreign direct investment in Africa 

 

Source: Adapted from Adapted from (World Investment Report, 2016 and KPMG Report, 

2017) 

Multinational companies compete internationally and to successfully run their businesses in 

sub-Saharan African countries; they export their core management practices. According to 

Clark and Lengnick-Hall (2012) and Jackson, Schuler and Jiang (2014), the effective 

management of human resource leads to MNCs obtaining competitive advantages. In this 

sense, researchers concentrate on the transfer and diffusion of HR practices and the 



 2 

challenges faced by MNCs when diffusing their core management practices. Strategic 

international human resource management (SIHRM) experts suggest that MNCs are met 

with difficulties during the transfer of practices because human resource practices are 

context-specific and are deeply rooted in the host institutional context (Clark and Lengnick-

Hall, 2012). In this respect, the diversity and uniqueness of African countries’ offers 

researchers the opportunity to explore MNCs management practices and how each 

institutional setting affects the configuration of human resource practices. Tsui (2007) 

suggests that HRM researchers should focus on context-specific factors that have critical 

impact on MNC practices. That is, strategic IHRM and international business (IB) 

researchers must consider each context when discussing MNC HRM practices. 

 

Consequently, some studies explain that national cultures, even in developing countries 

such as Nigeria, affect the range of management practices including HRM practices (Debrah 

and Budhwar, 2009; Horwitz, 2014; Azolukwam and Perkins, 2009). A considerable amount 

of the discussions within international human resource management (IHRM) literature focus 

on the convergence versus divergence debate with regards to HRM practices (Tayfur, 2013; 

Kaufman, 2016). The discussion continues as advocates of the universal paradigm argue 

that there are no differences, by stating that management practices converge into the 

dominant American model (Almond and Tregaskis, in Beardwell and Thompson, 2014). 

Similarly, Tayfur (2013) argue that in order for firms to achieve a competitive advantage, 

they should gradually and cautiously converge their HRM system to US HRM model for the 

most efficient management practices possible. As the American style of HRM is universally 

acceptable and relevant, it allows firms to manage their workers better, which contributes to 

efficiency and competitiveness. So, broadly speaking, some authors often assume 

convergence towards the American high-road high performance work system (HPWS) 

model without taking into account contextual difference such as regulations, they face 

criticism by non-US researchers for exercising an overly universalist perspective alone, 

thereby isolating cultural-bound perspective (Kaufman, 2016).  

 

However, some research argues that there are differences in each context and industry, 

because of institutional arrangements, level of economic development, macro-micro 

competitive conditions, and corporate governance regimes impact on the nature of HRM 

practices transfer (Gamble, 2010; Brewster, Mayrhofer and Cooke, 2015; Kaufman, 2016). 

The contextual paradigm focuses on state and society (macro) as influential factors in HRM 

practices diffusion, and this approach reflects macro-oriented European HRM, where the 

focus is on a combination of employment/industrial relations, institutional 

complementarity/political economy, and comparative cultural management (Ignjatovic and 
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Svetlik, 2003; Brookes, Brewster and Wood, 2017, Brewster and  Hegewisch, 2017). The 

European HRM approach focuses on identifying heterogeneity in different contexts and 

between related HRM clusters. Gooderham and Nordhaug (2011) claim that the European 

model requires more strict control, more focus on the consultative process involving 

cooperation with various actors as mutual partners and highlighting the role of employee 

wellbeing. 

 

The existing literature on IHRM suggests that MNCs’ practices are deeply rooted in their 

institutional environment (Cantwell, Dunning and Lundan, 2010). At the same time, some 

researcher Edwards, Marginson and Ferner (2013) and Ayentimi, Burgess and Brown 

(2018b) argued that parent company HRM practices could not be readily transferred to host 

countries without some adjustments. Nevertheless, they contended, that national institutions 

are not hostile to home country HRM policies and practices but that these have to be 

adapted to the demands and structures of the host country socio-economic context. In their 

view, national institutional regulations, key labour market institutions such as trade unions, 

collective bargaining arrangements, and industrial relations require a specific style of HRM 

system and practices. These scholars implied that national institutions encourage the 

implementation of some HRM systems and practices and at the same time inhibit others 

(Chiang, Lemanski and Birtch., 2017). In this respect, MNCs and their subsidiaries HRM 

practices reflect a complex interaction between national institutions that impose specific 

rules and the parent company which attempts to implement home-country rooted HRM 

policies and practices (Novitskaya and Brewster, 2016). 

 

In this study, the researcher argued that HRM practices in MNCs could not be separated 

from its institutional context. Consequently, MNCs subsidiaries HRM system should be 

broad enough to take into account the influence of such environmental factors. In line with 

this argument, this study examines the influence of institutional features and company-level 

influence such as business and HRM strategy on MNCs subsidiaries HRM policies and 

practice within a developing context. MNCs’ ability to transfer and disseminate their HR 

policies and practices across their global branches has received considerable attention from 

observers owing to their position in motivating businesses and their staff to improve overall 

efficiency (Ahlvik, Smale and Sumelius, 2016; Novitskaya and Brewster, 2016; Paauwe and 

Farndale, 2017). Although a vast number of studies have been conducted over the past 

three decades on HRM role in HR practice transfer, there are more work to be done. In 

particular, providing knowledge on context-specific human resource management practices 

with a focus on developing countries, thus, ensuring local awareness of HRM in each 

context. 
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The researcher looks at a promising area that needs more attention to IHRM practices. For 

instance, the dearth of research on HRM practices transfers in developing countries raises 

the question of whether MNCs export its management practices into host countries in Africa 

or mostly seeks to adapt its HR practices to local practices, leading to new variations of 

HRM practices. For example, Kostova and Roth (2002) found that firms in countries like the 

United Kingdom, the Netherlands, France and Spain operate according to different 

institutional principles and exhibit dissimilarities in the adoption of organisational practices. 

Applying institutional theory to the case of MNCs and their subsidiaries HRM practices 

shows the different institutional complexity that these companies face, and it provides an 

opportunity for further advancement of the theory, by looking at other countries from a 

developing context. 

 

The research applies institutional theory as a framework for understanding the transfer and 

diffusion of five HR practices including recruitment and selection, training and development, 

performance management and compensation and benefits, and internal communication and 

employee voice in the context of two European MNCs operating in Nigeria. Clark and 

Lengnick-Hall (2012) conceptual development model of successful transfer of organisational 

practices guide the research. The research focuses on the application of institutional theory 

to look at the adoption of these HR practices by MNCs subsidiaries. The current research 

demonstrates that MNCs subsidiaries are active participants in the implementation, 

integration and ultimately internalisation of HR practices which depends on the expected 

benefits (Bjorkman and Lervik, 2007; Bos-Nehles, Bondarouk and Labrenz, 2017). In this 

light, the overall aim of the research is to investigate the transfer and diffusion process of 

HRM practices by analysing institutional features and the role of various actors across 

different levels in the implementation of certain HR practices. More specifically, to achieve 

this aim, the research objectives are; 

 

I.    To investigate the process of transfer and diffusion of HR policies and practices from the 

western headquarters to their Nigerian subsidiaries. 

II.    To understand the nature of HR policies and practices used to manage the workforce in 

the context of Nigeria oil and gas sector. 

III.    To analyse the factors that might influence HR practices due to institutional features. 

IV.    To examine the role played by HR and line managers in the implementation and 

configuration of HR policies and practices. 
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MNCs have foreign subsidiaries across the globe but most MNCs desire to achieve global 

integration of its human resource management function across the various countries in 

which they operate; as such, implementing high-value HRM policies and practices used at 

its parent headquarters, to its foreign subsidiaries (Edwards, Sanchez-Mangas, Jalette, 

Lavelle and Minbaeva, 2016; Jiang and Yahiaoui, 2019). Global HRM integration describes 

MNCs pursuit for consistency of its HR philosophy, policies and practices across all units of 

operations (Taylor, 2006). One way to achieve integration is by transferring HRM practices 

and capitalising on the firms’ capabilities. Transfer and diffusion, here, refers to the process 

whereby an MNC gradually disseminates its HRM practices to the host subsidiaries (Adams 

et al., 2017, p. 3).  However, organisational actors across various levels must consider an 

array of contextual issues such as continuously changing legal framework, labour laws, vast 

divergence in labour market characteristic, widespread corruption, bureaucracy, institutional 

difference, and cultural variance which are known factors that influence HR practices 

implementation (Rosenzweig and Nohria, 1994).  

 

However, this study intends to understand MNCs’ HR practices approach toward their 

foreign subsidiaries, on how they conform to local regulations and norms to obtain a full 

operational advantage within their host context or choose to fully implement high-value HR 

practices which are consistent with the parent company’s strategy. This study differs from 

earlier works on the subject in that it explores the changes that have occurred during the 

gradual dissemination of certain HRM practices, which may or may not need adjustment in 

the host context. This chapter is structured as follow, the background of the study context, 

within this is the nature of HRM in Nigeria, and the importance of oil and gas MNCs. The 

research gap is identified through reviewing existing literature in international human 

resource management (IHRM) and its relevance to developing countries. Subsequently, a 

presentation of the research rationale and the contribution toward knowledge and chosen 

research methodology. In conclusion, the literature review search method and the structure 

of the thesis. 

1.1 The study context: human resource management practices in 

Nigeria  

 

The federal republic of Nigeria is a developing country, situated in West Africa, and it is the 

most populated country in Africa. Nigeria is a diverse society with an estimate of over 250 

ethnic groups and more than 400 languages. Nigeria economic and political context is 

relatively young and has undergone significant changes. Over the past years, there has 
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been increased FDI in Africa, particularly Nigeria has benefited from these investments. The 

country is rich in natural mineral resources, as well as human resources, attracting foreign 

investment interest globally as a result of privatisation and liberation of economic activity 

(Okpara and Wynn, 2008). There is an increase in industrial and service-based activity 

which emphasises the essence of ‘human capital’ as a success factor, and there is a need 

for capabilities and local competence development in the country. 

 

In Nigeria, the existing literature on HRM points to the interplay between formal and informal 

factors, that is context specific challenges shape HRM practices across firms (Adeleye, 

2011; Okpara and Wynn, 2008). Existing literature suggest that HRM practices such as 

reward, performance appraisal, and employee relations among other practices in Nigerian 

organisations are similar to HRM practices from developed countries such as the US and the 

UK (Okpara and Wynn, 2008).  

 

However, HRM practices in Nigeria are affected by unique contextual challenges such as 

political and economic uncertainty, government regulations, socio-cultural issues such as 

nepotism, and ethnicity and relative skills shortage in some areas. It can be argued that the 

existing literature on HRM practices in Nigeria have predominantly focused on cultural 

effects (Anakwe, 2002 and Azolukwam and Perkins, 2009), without analysing the effects 

from institutional features and mainly changes on employment regulations. The knowledge 

of HRM in Nigeria and contextual factors that could influence these HRM policies and 

practices are essential to address, for businesses to succeed. Consequently, the local 

institutional elements such as labour regulation, trade unions, culture, norms, values, and 

economic situation, business ideology cannot be separated from business practices, 

because the human capital pool is a valuable resource for business. In this light, the 

difference between HRM in Nigeria and other countries could be as a result of the distinctive 

institutional context. That said, the degree of institutional difference and how it influences the 

variations of HRM practices found in Nigeria have not been addressed in past research as 

such this study  seeks to fill this gap in the literature by drawing from the new institutional 

theory (Powell and DiMaggio, 1991) and other related concepts (Oliver, 1991; Scott, 2008). 

 

There is limited empirical research conducted in the sub-Saharan African (SSA) context, 

which highlights the role of host or environmental effects in driving MNCs to alter their HRM 

policies and practices. There is evidence from the literature which shows that institutional 

characteristics exert relatively intense pressure on HRM practices (Rosenzweig and Nohria, 

1994; Thite, 2011). The reason for selecting Nigeria as the study context is due to its long 

history from an old to a modern and emerging society, and its unique change to a market-
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driven economy over the last two decades. The changes that have occurred in the strategies 

used in managing people in Nigeria have evolved, because of the development in the 

country’s institutional systems and different stages of economic development. These 

institutional features can either be key constraint or support to MNCs’ management 

practices.  

 

However, there are more critical questions to answer concerning how each institutional 

feature exert influence on HR practices. This study carefully investigates specific institutional 

factors and how each element impacts on MNCs HR practices. The implications of 

government policy changes and other elements on organisational performance and 

compliance.  The knowledge of HRM in Nigeria is still growing; as such, there is still a need 

for further investigation due to the uniqueness of the Nigerian institutional and cultural 

context. The study contributes to IHRM knowledge and literature through the lens of 

institutional theory (Powell and DiMaggio,1991; Oliver,1991; Tempel and Walgenbach, 

2012) to evaluate and explore how the differences in institutional configurations between 

developed economies (parent company) and developing economies (subsidiary) may create 

opportunities or constraints in the transfer of HRM practices; resulting to the diffusion of a 

different set of HRM practices.  

1.2.  Nigeria oil and gas industry and the importance of HRM practices  

 

Nigeria is a developing country rich in natural resources such as crude oil. The discovery of 

oil in Nigeria in 1907 has led to numerous foreign direct investments over the years. Nigeria 

oil products have served as an essential alternative to the Middle East in times of crisis, with 

an estimated reserve at 37.2 billion barrels and production estimated at 2.28 million barrel a 

day. The country is ranked 13th largest in the world and the largest oil producers in Africa. 

Globally, Nigeria exports its products to European countries and India with diversified mix oil 

products. Hence, the oil industry is one of the leading industries in Nigeria as it contributes 

77.5 per cent of the nation’s total revenue, while all other sectors generated only 22.5% 

between 1986-2012 (Jones, Ihendinihu and Nwaiwu, 2015). Nigeria’s oil and gas sector 

export as of 2017 rose to $38billion, and a significant 8.68 per cent contribution to GDP of 

Nigeria. After a prolonged economic recession, Nigeria is recovering at a slow pace with an 

estimated growth at 1.9 per cent. However, at the moment Nigeria economic prospect 

continues to depend upon the fortunes of the oil and gas market, that is for government 

revenues (Babatunde, 2010).  
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The Nigerian National Petroleum Corporation (NNPC) regulates the conduct of petroleum 

operations in Nigeria.  NNPC has vast ownership and control on all oil and gas resources 

through the Ministry of Petroleum Resources (MPR). The ministry focuses on the needs of 

the industry which provides a platform for the stakeholders to discuss industry issues, 

challenges, and growth. In Nigeria’s oil and gas sector, NNPC as the steward of the industry 

plays a critical role in overseeing the governance of host communities, states, local oil 

companies, and foreign-owned oil companies. In the past the interest of some stakeholders 

has overshadowed the needs of others, the conflicting interests are because of the 

dynamics of the various stakeholders; such issues have led to the call for policy and 

employment regulation reforms. The government and NNCP policies reforms in the oil 

industry are tailored to deliver value to the broad range of its investors and stakeholders, 

one that benefits all parties and local human resource as well (Chindo, Naibbib and 

Abdullahi., 2014).  

 

As part of analysing the transfer of HRM practices, this study examines contextual issues 

that influence these HRM practices, factors such as the weak economy, changing 

employment regulations, and socio-political uncertainty are known institutional setup leading 

to the variations of HRM practices found in Nigeria. Given the growing demand for high 

performance in today’s workplace, the role of HRM has become vital in improving the quality 

of employees’ performance, experience and development.  Employees could benefit from 

business strategies and decision that strengthen human capital development and addresses 

specific contextual issues. Specific outcomes within the organisation attribute to HRM 

practices, for example, performance management is linked to employee commitment, which 

indicates how employees are applying their skills and capabilities toward the achievement of 

set goals. Additionally, specific disciplinary measures and disciplinary structure which sought 

out non-compliance employees to company regulations. These essential HRM practices and 

outcomes are usually driving forces for corporate philosophy, policy, practices, and rules and 

at the same time adherence to sectoral laws, codes of conducts, and policies. 

 

The Nigeria oil and gas industry provides a suitable setting for investigating the impact of 

HRM practices transfer and its outcomes on human capital development. The oil and gas 

industry represent one of the advanced commercialised sectors in Nigeria; revenue and 

profits generated are for its stakeholders, both investors and the Nigeria government. The 

advancement of the oil and gas industry over the years has provided some organisations 

with the opportunity to exploit internal and regulatory gaps with regards to employment 

practices (Chindo et al., 2014). Nigeria is quite a mildly regulated context with regards to the 

ease of firing staff, minimum wage rates and working time regulations. In specific relation to 
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the Nigerian labour law, there is no limitation on the use of temporary workers for regular 

duties, neither is there a defined maximum time for being in a temporary position. 

Entitlement such as severance pay is open to managerial judgement and depending on the 

industry with regards redundancies. There is no minimum wage in the private sectors, and 

no set incentive attached to overtime again, such benefits are subject to managerial 

arrangements. Although the 2005 Trade Union Act permits for registered trade unions to 

operate and provide workers with the right to freedom of association with unions, there is no 

specification for collective bargaining, while in some sectors there is the prohibition of joining 

unions (Anakwe, 2002). There are only three trade unions, registered in the oil and gas 

sector.  

 

1.2.1 Evidence from two European MNCs subsidiaries 

 

In Nigeria, there are 18 foreign oil companies, with a few influential players such as Agip, 

Chevron/Texaco, Exxon/Mobil, Elf, and Shell that produce an estimated 99 per cent of the 

crude oil (Nigerian Investment Promotion Commission Report of 2018), for example, Shell, 

an European country MNC has been operating in Nigeria since the 1950s. Top European oil 

and gas companies operating in Nigeria include Anglo-Dutch Shell, French Total and Italian 

Eni. With these European MNCs operating in the country, Nigeria is among the highest 

source of crude oil suppliers to the European Union (EU) within SSA countries, for example, 

import from Nigeria account for 8 per cent in 2015 (Eurostat report, 2017; see Figure). These 

European MNCs tap into many recent discoveries of oil and gas made in Nigeria and other 

Africa countries, showing a strong energy export-import relationship between SSA countries 

and Europe. The destinations for European oil and gas import are diverse including France, 

Germany, Italy, United Kingdom (UK), Netherlands, Portugal and Spain.  
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Figure 2: Import of oil to European countries from Nigeria and other countries 

 

 

  

Source: Adapted from Eurostat Energy Balances (2017) 

 

Given the strong business relationship that exists between SSA countries and Europe, at 

this point, two European MNCs from Italy and the Netherlands represent a perfect 

background to examine the transfer and diffusion of HRM practices from a mature context to 

a developing context. These MNCs subsidiaries were chosen for this research mainly 

because of their contribution to the development in the Nigeria economy due to foreign direct 

investment. The studies on this subject area have been predominantly focused on a certain 

number of home and host countries, mostly from developed Capitalist economies (Tempel et 

al., 2006). However, the selection of countries within different developed economies to 

evaluate the transferability of HRM practices as well as its underlying processes into 

developing host country environments provides new knowledge on the subject area. The 

extent of regulations, institutional differences and the business relationship between the 

home and host country represent essential criteria for selecting the parent MNCs and their 

subsidiaries host context for the study.  Based on the assumption that multinational 

companies from profoundly regulated countries are less inclined to adopt local HRM 

practices but are more inclined to export their own HRM practices to a permissive host 

context (Novitskaya and Brewster, 2016).  With such assumption, the present study 

examines MNCs subsidiaries in Nigeria contributing to the understanding of the relationship 

that exists between MNCs and their home and host countries’ environments, and factors that 

influence their HRM practices. 
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1.3 Research avenue and identification of research gaps 

 

HRM practices are critical in aligning employer-employee interests (Gooderham, Parry and 

Ringdal, 2006), and specific HRM practices such as training and compensation typically 

contribute toward MNCs operating costs. IHRM systems and practices have been the focus 

of a significant body of research. However, this body of research has four critical gaps. First, 

the theoretical and empirical literature on the transfer of HR practices is mostly from 

developed and emerging countries MNCs (Tayeb, 1998; Kostova, 1999; Gamble, 2003; 

Edwards and Ferner, 2004; Gamble, 2010; Lemanski, 2014). While, there have been studies 

on MNCs operating in developing countries (Al-Husan, Brennan and James, 2009; Budhwar 

and Debrah, 2009), these researchers do not represent the diverse nature and differences in 

HRM practices mostly in Africa and globally.  

 

Second, given the level of difficulty in the fundamental process of transferring HRM practices 

and functions beyond the parent company context, there is a need for more empirical 

knowledge of the diffusion of human resource practices (Gamble, 2010). This research takes 

a step towards closing this void and strengthening our understanding of this issue by 

empirically exploring the' how' and why inter-unit HRM practices are transferred (Smale, 

2008; Al-Husan et al., 2014). 

 

Third, while similarities and variations in HRM practices have received some attention 

(Mellahi et al., 2013; Mellahi, Frynas, and Collings, 2016), national difference effects may 

have been mis-described through the lack of understanding and explanation of the relative 

variance between company-level and country-level factors. That is, addressing the 

underlying difference between MNCs strategic intention as factors and the national 

institutional factors. The accounts of variations in HRM practices within MNCs resulting from 

country-level factors may be underplaying the role of organisational actors (agency) in 

bringing about variation at the MNC’s level due to strategic intentions. Consequently, there is 

a little existing research on the role of the subsidiary actors (agency) concerning the 

implementation of HRM practices (Stiles and Trevor, 2006; Al-Husan et al., 2014). 

 

Fourth, traditional research on HRM practices transfer has practically been focused on 

cultural and strategy related theory to explain the growing variations in HRM practices, but 

this study applies institutional theory to explain the country level factors and strategic 

orientation concept to explain MNC-level factors. Most studies on national traits in HRM 

practices look only at single practice and the presence of broad types of practices used by 
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MNCs subsidiaries (Chiang and Birtch, 2010; Vo and Stanton, 2011). These studies do not 

explicitly consider how subsidiaries implement various HRM practices. In this study, these 

gaps are addressed by focusing on the transfer and diffusion of various integrated HRM 

practices and each practice innovative components. Also, from the literature, while 

‘calculative’ and ‘collective’ HR practices such as, individual performance appraisal and 

individualised reward systems and employee voice in some European countries and the US 

are common (Poutsma, Lighart, Veersma, 2006; Tuselmann, Allen, McDonald, 2015), their 

diffusion within, for example, SSA countries like Nigeria is limited (Okpara and Wynn, 2008). 

In this respect, there is a dearth of studies on SSA countries that explain the extent of 

alterations on these HRM practices, and whether it’s an outcome of strategic intention and 

culture or institutions. Furthermore, within countries, it has been observed that there are 

significant variations in MNCs adoption of various HRM practices (Yahiaoui, 2015), suggests 

that explanations of the adoption of HRM practices must take into account not only national-

level but also MNC-level factors. To avoid mixing up the influence of national-level factors 

and MNC-level factors, and this requires a multilevel research approach (Chiang et al., 

2017). 

 

The motivation of the researcher to explore these HRM activities derives from the economic 

and strategic impact of these processes. Studies have shown that sub-Saharan African 

countries are also deeply dedicated to creating new opportunities for financial growth as well 

as developing human capital (Adeleye, 2011). In Nigeria policy changes tackle the need for 

higher growth, job creation, and investment opportunities for MNCs. Interestingly, 

emphasising the importance of institutional and cultural effects on HRM practices is another 

significant motivation for this study. 

 

The knowledge and practice of HRM in some developing countries, in particular, SSA has 

not been well researched and understood. Nigeria is one of those countries, Adeleye (2011) 

argues that African countries economic activities are essential to the international market, 

but the conceptualisation of HRM practices diffusion is weak. Given the increased economic 

activities, high level of complexity and diversity in Africa, scholars have pointed to the 

significant potential of impactful research on HRM practices in MNCs and their subsidiaries 

operating in the region (Horwitz, 2014). To understand the process that shapes specific 

HRM practices within MNCs subsidiaries. The researcher focuses on acquiring inside 

knowledge of how HR managers and line managers comply with the various factors that 

influence value-added HRM practices (Rupidara and McGraw, 2011) as previous research 

calls for more clarification on management perception of the added value of HRM practices 

that ensure companies competitiveness. This study aims to fill these gaps by elaborating on 
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how the MNCs planned corporate HR strategy on foreign subsidiaries operating in the 

Nigeria oil industry fits in with the Nigerian institutional context. 

1.4 Research contribution and originality  

  

The literature review provides evidence that research on MNCs predominantly focuses on 

developed and emerging countries, but the shift into context-specific analysis means this 

study adds a new perspective to host countries effect, to complement and extend our 

understanding of diffusion, adaptation, localisation, and integration of HR practices within 

MNCs subsidiaries in the Nigeria oil and gas industry. The outcome of this study contributes 

to knowledge regarding theory, literature and practice, in the field of international HRM and 

the approaches used in the following ways.  

 

First, the study contributes to our understanding of the contextual fact of HRM, by examining 

HR system and practices at the MNCs subsidiaries level. The research focuses on obtaining 

in-depth insight into the operational process and knowledge of institutional factors that may 

have influenced the implementation of certain HR practices. Organisational actors (agency) 

role, regulations, oil industry governance policies, norms, values, beliefs as well as local and 

parent company HRM practices are the main issues addressed. 

   

Second, this study contributes to the literature by providing a realistic account of HRM in the 

workplace, through gaining first-hand knowledge from HR, senior, and line managers and 

the organisations’ employees, based on their perception of the organisation’s HRM system. 

The finding from this study will have practical implications not only for multinationals that 

intend to do business in Sub-Saharan African countries (Nigeria) but also for other 

stakeholders and human capital development.  

 

Third, this study expands the literature of SIHRM by incorporating the perspective of 

institutional theory into the study of HRM in MNCs. The study utilised empirical evidence 

from the Nigerian subsidiaries to recognise context-specific factors that have influence on 

the diffusion of HR practices. According to Budhwar and Debrah (2009), HRM practices 

research on developing countries focuses solely on cultural factors and these studies have 

failed to recognise the uniqueness of African countries’ institutional arrangements. This 

research draws on this claim and discusses the complexities of transferring European 

MNCs’ management practices to their Nigerian subsidiaries. This study draws from a wide 



 14 

range of institutional theory literature to understand its applicability to a developing country 

context. 

 

Lastly, this study focuses on the ‘how’ and ‘why’ question in contextual HRM research as 

understanding the dimension of developing host country’s macro-institutional condition 

through an exploratory qualitative design provides new viewpoint to IHRM studies. Previous 

empirical research on institutional and HRM concentrated more on evaluating results, 

ignoring various participants’ insight. As a consequence, calls were made to include the 

views of different organisational actors’ managing human resource, creating knowledge of 

how organisational HR strategies and practices come into effect (Oliver, 1991; Scott, 2001; 

Kostova and Roth, 2002).This study adopts an in-depth qualitative case study methodology, 

which considers the views of different organisational actors (managers) to explore the 

process that shapes HRM practices in the oil and gas sectors in Nigeria. 

 

In this respect, the current research intends to contribute to knowledge by looking at the 

existing literature on MNC transfer and diffusion of HRM practices, institutional theory, and 

actor’s role in the implementation of HRM.  

1.5 Research methodology 

 

The research is exploratory, and the researcher seeks to understand the underlying process 

of the transfer of HR practices by MNCs from European countries. The literature review 

focus on strategic IHRM concepts (Taylor et al., 1996) and Institutional theory which favours 

the use of pluralistic research method, as firms are deeply rooted in an institutional context 

in diverse ways (Scott, 2001, p.82). The study considers interpretive paradigm to be 

particularly suitable for the study of institutional arrangements and change, as the focus is 

on how organisational actors experience institutions, and on the justification and meaning 

which the actors apply to the established HRM practices (Gephart and Richardson, 2008). 

The critical point, here is that despite being constrained by certain conditions, organisational 

actors to some degree are also interpretive decision-making individuals. The research uses 

abductive reasoning, and its strength is the willingness to draw from existing literature as 

well as a careful empirical reflection not through abstracted assumptions (Dubois and 

Gadde, 2002).  

 

The field of IHRM is in continuous development and is involved in discovering new issues 

and generating answers to these issues. In this respect, the study employs in-depth 
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qualitative case-studies (Stake, 1995 and Yin, 2013) aimed at understanding the underlying 

process and mechanism involved in the transfer process of HR practices as well as 

influencing factors. Data comes from two different sources, key data were gathered from 

forty-two, in-depth interviews and research site visits made it possible for the researcher to 

obtain additional data from company records on the five main HRM policies and practices. 

 

This research took four years (2015-2019), the first stage was the pilot study, and the 

researcher established contacts with four participating companies and research participants. 

Data was collected and analysed to determine HR strategies, policies and practices used by 

the MNCs and contextual factors which shape these HR practices. The second stage 

involved a more comprehensive data collection, from two MNCs and more research 

participants. At this point the interview questions were redesigned after the pilot study; the 

focus was on drawing out rich descriptive information about context specific HRM issues 

(Doz, 2011). As such, the interview process focused on a broader range of questions from 

the company’s business and HR strategy, characteristics of HRM practices transferred, the 

role of HR and line managers in shaping HRM practices, to institutional factors that shape 

the HRM practices as well. To fully understand the transfer and diffusion of HRM practices 

within the Nigeria context, the researcher applied strategic international HRM concept 

(Taylor et al., 1996; Kim, Park and Prescott, 2003) and institutional theory (Scott, 2001 and 

2008) and (Powell and DiMaggio, 1983) conceptualisation of isomorphic change. 

 

This research draws on Clark and Lengnick-Hall (2012) argument that ‘HRM configuration’ is 

not only about HR system design issues but also about adaptation, modification, and 

reconfiguration of the HRM system to fit in with a business strategy. The researcher focused 

on this argument to investigate HRM practices implementation and adaptation as well as the 

variations of HRM practices. As part of stating the research method, it is essential to present 

the research process. The table below provides a guide on how this research project was 

carried out; the table summaries a very demanding and complex research project. 
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Table 1: Profiling the research process 

 

Source: Adapted from (Babbie, 2012, p.112-113) 

1.6 Literature search  

 

The researcher reviewed literature to discover the research gap, the focus was on empirical 

and conceptual studies, sourced from published and unpublished materials such as thesis 

reports, research papers, and books in the field of international human resource 

management (IHRM), international business (IB) and institutional theory. Also, relevant 

articles in academic journals, which includes but not limited to,  

The Human Resource Management Journals,  

The International Journal of Human Resource Management,  

Journal of World Business,  

Human Resource Management Review,  

European Journal of Industrial Relations,  
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European Management Journal,  

International Journal of Business Review,  

Academy of Management Review,  

Journal of International Business Studies,  

Strategic Management Journal,  

Personnel review,  

Asia Pacific Journal of Human Resource,  

Human Relations, Organisational Studies,  

Journal of Business Research.   

 

The source of the reviewed literature search was from academic databases such as 

EBSCO, ProQuest, ABI, and Scopus. The search filtered and focused only on articles and 

books containing key search words such as ‘transfer’ and other interchangeable words such 

as ‘diffusion’, adoption, and adaptation’, ‘integration’ of ‘human resource management’, 

‘policies and practices’ and ‘MNCs’. Other key terms include ‘global human resource 

functions’, ‘strategic IHRM’, ‘HRM and strategy’, developed countries MNCs, emerging and 

developing countries MNCs. Also, specific focus on countries such as ‘Nigeria’ ‘UK’ ‘Japan’ 

‘US’, ‘Netherland’, ‘Italy’, ‘China’ and ‘India’ was used in conjunction with their synonyms and 

other combinations. Because the focus is on the HRM practices, the researcher excluded 

other studies about other management practices such as marketing and accounting but 

included studies on knowledge transfer.  

1.7 The structure of the thesis 

 

Chapter one is the introductory chapter, which consists of the study context, research 

avenue and gap, research aim and objectives. The remainder of the thesis comprises of six 

more chapters.  

 

Chapter two focuses on the review of international HRM literature relating to the transfer and 

diffusion of HRM policies and practices. As part of the theoretical perspective chosen for this 

study, the review focus on some concepts of the institutional theory.  Using theories 

conceptualised in developed western economies provides new grounds to explore its 

applicability. Through a critical review of the literature on the impact of institutions and the 

strategic choice which shapes organisational HRM policies and practices, four research 

questions emerged for this empirical investigation.  
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Chapter three presents the methodological approach of the study and design for empirical 

research. The chapter provides the rationale for using a qualitative case study approach to 

analyse the shaping of subsidiaries HRM policies and practices. The chapter discusses the 

importance of case study methodology and the method of data collection and analysis. Also, 

the chapter explains the criteria for the selection of cases, research participants, and ethical 

consideration. 

 

Chapter four presents the data analysis process, and it justifies using thematic analysis 

method to analyse the empirical data corpus. The focus of this chapter is the fieldwork, and 

also, this chapter demonstrates a step-by-step guide on how the entire data corpus was 

coded and analysed. Chapter five presents the empirical finding of the research. This 

chapter gives a detailed background of the two case companies, the subsidiary 

management structure and HR department functional areas. The chapter is structured 

around the four research questions, stated in chapter two. The preceding sections centre on 

research questions, which focuses on the MNCs SIHRM approaches — followed by the 

nature of HRM practices transferred. This part provides in detail analysis and findings on the 

five HRM practices investigated. The next section focuses on cross-case analysis on the 

sources of influence at the company-level and country-level. Also, how HR and line 

managers strategically respond to the different sources of institutional forces as they re-

configure their subsidiaries HRM system. 

 

Chapter six provides a theoretical discussion of the findings, this chapter again, is structured 

around the four research questions, providing a detailed interpretation of the research 

findings against the existing literature on transfer and diffusion of HR practices.     

 

Chapter seven summarises the research findings relating to the research aim, objectives, 

and questions and discusses the research contributions to the theoretical advancement. 

Further discussion was on the research limitations and the avenue for future study on HRM 

practices transfer and diffusion.  
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CHAPTER TWO: LITERATURE REVIEW  

2.1 Introduction 

 

This chapter focuses on critical issues within the existing literature concerning the transfer 

and diffusion of HRM policies and practices within MNCs and their subsidiaries. Edwards, 

Colling and Ferner (2007, p. 201) argue that ‘the extent and impact of such transfer have the 

potential to influence the performance of MNCs, while it can also lead to change in the host 

institutional systems as unique practices become established’. Focusing on this statement, 

the literature review looks at influential theories and research conducted on HRM practices 

transfer and diffusion and provides the theoretical research framework. The literature review 

addresses different arguments concerning HRM practices transfer in MNCs subsidiaries 

through a discussion from different influential organisational perspectives. For instance, a 

particular perspective suggests that transfer is driven by whether or not managers perceive 

a clear competitive advantage from engaging in it — another perspective views transfer as 

conditioned by national differences in the institutional systems (Ferner, Almond and Colling, 

2005; Edwards et al., 2007).  

 

In this study, the focus is on investigating the interplay between MNCs operations and their 

institutional environment, as such the literature review focuses on two main areas, strategic 

IHRM literature and institutional theory. Taylor et al. (1996) argued that discrepancy in the 

transferability of HR practices arises from institutional and cultural differences. Nevertheless, 

the issue of the related significance of institutional explanations of certain HRM practices 

remains unanswered. The combination of these two theories is rare that is, strategic IHRM 

and institutional theory; however, studies have begun to emerge in the field of IHRM, and 

this study draws on (Clark and Lengnick-Hall, 2012) model which calls for an integrated 

approach, one that views transfer of HRM practices from different perspectives. Clark and 

Lengnick-Hall (2012) theoretical model is used in this study to explore the strategic 

importance of HRM in MNCs subsidiaries in Nigeria as well as institutional factors which 

shape the process of transfer and diffusion of HR practices. 

 

A related purpose of this study is to contribute to theoretical discussions of whether firms 

should be seen as dominated by their host institutional environments or whether MNCs and 

their subsidiaries should be viewed as having significant autonomy, that is, even though the 

institutional environment has some degree of influence, it does not determine MNCs choices 

of HRM practices (Oliver, 1991). This study makes a case for the strategic importance of 
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HRM as well as institutional environment influence, as prior work has failed to consider both 

firm-level and national-level influence on HR practices. In response to this concern, the 

study incorporates an agency perspective which helps to explain MNCs’ strategic responses 

to institutional pressures (Oliver,1991). 

 

In this respect, this study examines further the complexity of the institutional environment of 

MNCs subsidiaries and actors’ responses to this complexity. This study conceptualises 

MNCs and their institutional environment as joint systems of shared meaning, and actors 

shared logics or ideologies to respond to the institutional system. Institutional theory has 

many alternatives, defining the concepts institutions, isomorphism, the organisational field, 

legitimacy, and agency strategic responses for the current research help reveal the 

institutional perspective used. 

2.2 Defining the HRM practices 

 

In defining the HRM concept, it seems relevant to discuss the interrelationship which exists 

among human resource philosophies, policies, practices, as a system. In the business 

sense, HRM is about resourcing, developing and managing individuals. Boxall and Purcell 

(2016, p. 7) identify HRM as "the method by which management constructs the workforce 

and tries to create the human performance that the organisation needs." HRM values lead to 

the perceptions of stakeholders on how staff are perceived and should be managed in the 

firm (Armstrong and Brown, 2019). Further focus is on policy, understanding management 

systems, operational effectiveness, and how people should be manged within the 

organisational context (Boxall and Purcell, 2016).  This idea is significant because it stresses 

the strategic position, importance and value of human resource in the company sense 

(Lengnick-Hall et al., 2009). 

 

On the one hand, policies are guidelines set aside by the organisation on how to manage 

employees related issues; thus, these policies are highly influenced by the HRM philosophy. 

The HRM policies in any company reflect an employee-focused program which impacts on 

the various HRM practices developed for the workforce management (Schuler, 1992; Boxall 

and Purcell, 2016). For instance, many large Japanese MNCs have been known to have a 

philosophy of ‘lifetime employment’ thereby formulating certain policies that reflect 

employment security within the organisation thus retaining their staff on a long-term basis 

(Gamble, 2010).  
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Practices, on the other hand, are less formal than policies, but they are influenced by 

policies and can be assumed as the actual decisions made by some organisational actors; 

thus; practices reflect the actual policies implemented. Kostova (1999, p.309) defined HRM 

activity as “a specific way to perform organisational functions that develop under the impact 

of the past, individuals, desires and activities of an organisation that have become 

institutionalised within an organisation.” Additionally, Caldwell (2002) argues that HRM 

activities may be seen as a long-term process introduced by the company to control the 

actions of workers. 

 

2.2.1 HRM practices diffusion within MNCs 

 

This research explores HRM approaches, policies and practices implemented by MNCs to 

handle their international units. Previous works investigating the country of origin impact 

compared various HRM practices between the parent company and its foreign subsidiaries. 

Edwards et al. (2013) claimed that the MNCs adopt different HRM strategies depending on 

the parent company country of origin and national institutional factors from the host 

environment. Earlier research varies concerning how and which particular HR practices are 

transferred; these studies acknowledge evidence of both standardisation and differentiation 

like practices across countries. The evidence of variation in HR practices across and within 

countries, cannot be fully explained by adaptation to local institutional forces only but instead 

can also be viewed as the outcome of how different national institutions promote the 

adoption of certain HR practices (Edwards et al., 2016). Likewise, other IHRM scholars have 

identified variation across individual HRM practices in MNCs (Poutsma, Ligthart and 

Veersma, 2006; Gooderham et al., 2018) as such there is a need to examine each HRM 

practice individually. Similarly, Smale (2008) suggests that future investigation should focus 

on the characteristic or sub-dimension of individual HRM practice. Smale (2008) found out 

that, the characteristics of each HRM practice, specifically the know-what which includes the 

recruitment methods, the know-how, that is, the use of various recruitment processes and 

the know-why, relating to attracting skilled people from a particular talent pool can influence 

transfer and diffusion process. In comparison, Poutsma et al. (2006) stated that American-

owned MNCs operating in European countries and some European MNCs follow 

performance-oriented human resource policies with wide variance. 

 

Also, Fey, Pavlovskaya and Tang (2004) study compared MNCs’ HRM practices across 

three different countries; the findings revealed that their HRM practices varied across the 

three countries. Again, there is evidence of a wide variation of HRM practices among 
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European subsidiaries of US MNCs in the adoption and implementation of parent company 

practices or European practices, for instance, employee voice and involvement practice vary 

due to country difference, sector and firm-specific factors (Marginson et al., 1995; Tempel et 

al., 2006). Simply put, the current study focuses on key HR approaches. Although the 

practices examined in this study do not constitute a comprehensive set of HRM methods, 

the preferred practices offer critical perspectives into the control of workers within the 

organisational context. 

 

Many scholars such as (Martin and Beaumont, 2001; Ferner, Edwards and Tempel, 2012; 

Smale, Bjorkman and Sumelius, 2013) have presented evidence to suggest that certain 

basic HRM strategies and practices are more likely to be feasible for implementation, while 

some are more prone to be adapted. In other terms, HRM processes, including incentives, 

benefit and employee evaluation, tend to be more integrated than other human resource 

practices, so local actors have less impact on these activities (Almond et al., 2005; Edwards 

et al., 2013). Lu and Bjorkman (1997) observed that the most aligned HRM practices of 

MNCs were the pay method, performance evaluation and promotion. Likewise, the study 

conducted by Ferner, Edwards and Tempel (2011) indicates that parent company monitor 

their foreign subsidiaries performance management system that is, the performance 

evaluation process, discretionary compensation, whereas talent resourcing, workforce 

engagement and industrial relations activities are usually constrained by local conditions. 

Also, Edwards et al. (2016) observed that MNCs parent companies wishes to disseminate 

their key HR practices to all affiliates, individualistic practices such as individualised pay-for-

performance system. Focusing on these human resource practices also strengthens our 

perception of country of origin influence (Edwards et al., 2013) and illustrates the degree of 

variability. 

 

Existing knowledge of HRM practices literature indicates researcher mostly focus on one 

human resource practice. For example, scholars such as (see Chiang and Birtch, 2010; Vo 

and Stanton, 2011; Mellahi et al., 2016) have advocated for performance management 

practices because these practices enhance the efficiency of firms’ employees. Authors 

including Sayim, (2010) and Chiang and Birtch, (2012) concentrated on the diffusion and 

importance of compensation and benefits practices that are used to control and inspire 

workers to do more. Research has also concentrated on e-HRM, and the effect of 

information technology on the transformation of HRM (Burbach and Royle, 2014). Emerging 

research area for HRM practices now focuses on talent management initiatives (Beamond, 

Farndale, and Hartel, 2016), arguing that the dissemination of HR practices should view 

employees as human capital investment. All these scholars have a unique perspective on 
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the diffusion of HRM and its contribution to MNCs competitiveness. Nevertheless, all of 

these human resource activities are subject to the host country national institutional context.  

 

Gamble (2010) and Clark and Legnick-Hall (2012) recognise in their studies that the spread 

of specific human resource practices, such as equal employment opportunities, seniority pay 

and employment relationships, are constrained by national disparities. These authors further 

observed that HR practices, such as employee voice and collective bargaining agreements, 

are highly sensitive and are subject to national laws and cultural norms. Consequently, the 

dissemination of parent company practices must comply with local conditions in order to 

avoid challenges and penalties (Ferner et al., 2005). Likewise, Myloni, Harzing, and Mirza 

(2007) observed in their analyses that HR practices imported from the parent company were 

subject to local review and those not following local requirements and expectations were not 

successfully enforced. For example, Fu (2012) stated that some HRM practices that are 

more clear but less relevant to a particular sector such as equal opportunity policies and 

coordination strategies could be easier to implement than those HR practices that are more 

tacit and separate from the country of origin such as workplace relationships.         

 

In the MNCs context, transfers and diffusions of HRM practices is an on-going process due 

to various changes, for example, a new subsidiary established, or acquisition may require a 

restructuring of the management team that may lead to the need for specific variations of HR 

practices (Al-Husan et al., 2014). To a certain degree, contextual changes mean more 

investigation on the nature and sub-characteristic of each specific HRM practice to provide 

understanding into the conditions under which certain HR practices can be more 

straightforward or more challenging to transfer and diffuse within MNCs subsidiaries. Also, 

several studies have shown that the transfer and adoption of single practice do not deliver 

the same improvement of results as a bundle of HRM practices (Huselid, 1995; Stavrou, 

Brewster and Charalambousa., 2010). For example, Ichniowski, Shaw and Prennushi (1995) 

found that the adoption of a single practice did not change or improve productivity. Also, 

while cross-national variation on specific HRM practices has received some attention, 

specific national effects may not have been represented through a failure to consider each 

country-level factor. The theme discussed in this section contributes to the need for more 

understanding of the variations of HRM practices and their sub-characteristics as a result of 

the transfer and adaptation of practices within MNCs subsidiaries. However, such gaps in 

the literature require more investigation to understand why each specific HRM practice and 

their characteristics might not be transferrable without adjustment. This leads to one of the 

research questions, which explores the nature of HR policies and practices transferred, 

diffused and adopted. 
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In this regard, further work is needed, including undertaking research that integrates different 

approaches and considering less explored dimensions of the transfer and diffusion process 

(Chiang et al., 2017). For the former, continued theory development appears vital to 

understand the transfer and diffusion of HRM practices. As such, this study considers 

integrating theories that have previously been used independently to examine dimensions 

and gaps related to transfer and diffusion. Strategic researchers have mainly explored the 

strategic importance of transfer, arguing that HR practices, when aligned with the parent 

company’s overall strategy and values, lead to competitive advantages. It only addresses 

company-level influence for transferring HR practices, that is the underlying reason for 

implementing certain HRM practices. Institutional researchers have investigated how the 

MNCs institutional environment influence the ‘legitimacy’ (Edwards, Edwards, Ferner, 

Marginson, and Tregaskis., 2010) of practices transfer that is, the ease of transfer and 

diffusion of certain HRM practices (Edwards, Sanchez-Mangas, Belanger, and McDonnell., 

2015). Consequently, institutional theory only helps to explain country-level factors that 

influence the adoption of specific HR practices in a given context. In this respect, to fully 

assess the transfer and diffusion of HRM practices from different angles and more than one 

level of analysis, the parent strategic objectives/orientation helps to analyse the 

organisational level factor, and the institutional environment helps to analyse national-level 

factors. In general, this study assesses the importance of the transfer and diffusion of HRM 

practices at the individual, organisational and national levels.  

 

Besides, institutional theory, other organisational theories can be used to assess national-

level factors on HR practice transfer such as cultural theories, some studies in the IHRM 

literature attribute the observed country differences to cultural factors (Aycan, 2005). 

Similarly, studies have argued that culture is an essential predictor of variation in HRM 

practices in a different national context (Jackson and Schuler, 1995; Wright and Van de 

Voorde, 2009). There are some problems with the cultural approach, outlined by (Hofstede, 

2001; House, Hanges, Javidan and Dorfman, 2002; Aycan, 2005). That said, one major 

problem identified is that these cultural models rarely offer a convincing description of the 

sources of these national effects. Furthermore, cultural theories do not account for changes 

in the institutional context, the influence from labour union and actor (agency) decision-

making processes in the transfer and diffusion of HRM practices. 

 

Following such an argument, this study draws from the strategic international human 

resource management (SIHRM) view, and institutional perspective, these two’ modes of 

theorising’ represent two different paths to the set of research questions, each path 
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highlighting a specific dimension of the reality of international HRM system and choice of 

HRM practices within a developing context. By integrating these two modes of theorisation, 

the research framework leads to some critical questions worth exploring which provide more 

understanding to underlying processes in the transfer and diffusion of HR practices as well 

as the variations in the individual HR practices investigated. The use of these criterion allows 

a complete and systematic analysis of the literature. Next, the literature review focuses on 

strategic IHRM models, which provides insights into the strategic importance of HRM 

practices and the different approaches used by MNCs to manage their foreign affiliates. 

2.3 The strategic approach to IHRM in MNCs  

The deliberate attempt to build international HR policies and practices on precise resources 

is a common concept within IHRM in MNCs and across their numerous units globally. Some 

analysis has been based on the notion that, when spread across all units, firm-specific 

resources such as HR competencies will improve the competitive edge of MNCs. One of the 

important instances of this strategy in the area of IHRM is Taylor and the claims of his peers 

that MNC's IHRM programme should be designed on specific organisational skills that are 

crucial to gaining competitive advantage in a global environment (Taylor,1996, p. 960). The 

authors argue that the dissemination of core competencies in MNCs will include both 

specific processes such as HR forecasting and training programmes and intangibles 

resources such as common thought, knowledge and expertise. Taylor (2006, p.350) 

concluded that the conversion of the IHRM programme will allow MNCs to create their own 

culture and nurture workers who are used to the way the MNCs operate. Given the strategic 

importance of IHRM to MNCs, this research probes deep into company level factors that 

influence a wide variety of cross-national HRM guidelines and practices. Nevertheless, the 

literature on IHRM and Strategic International Human Resources Management (SIHRM) is 

vast and complex with conflicting concerns as to how MNCs handle their global workforce. 

With an increasing need for effective people management approaches, strategic scholars 

have over the years developed a different integrated framework to address this issue, and 

some of these frameworks are selectively examined in this research. The table below 

displays the various models developed since the early 1990s and are deeply rooted in 

existing literature. 

Table 2: Different IHRM models 

Year Title  Authors  

1990 Two step contingency model for developing 

effective IHRM practices  

Von Glinow, M. A. and Milliman, J 
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1991 Four fits SIHRM Milliman, J., Von Glinow, M. A. and 

Nathan, M. 

1993 An integrated framework of strategic international 

HRM 

Schuler, R.S., Dowling, P. and De 

Cieri, H.D  

1996 Toward an integrated model of strategic 

international human resource    

Taylor, S., Beechler, S. and Napier, N  

2002 The integrated framework of factors determining 

cross-national HRM practices 

Budhwar, P.S. and Sparrow, P. R 

2003 The global HRM model  Sparrow, P. 

2007 The thematic framework on IHRM in MNCs  Schuler, S. and Tarique, I 

2013 A conceptual framework for SIHRM for emerging 

MNCs  

Zheng, C 

Source; developed for this study 

One significant contribution to this area is the work of Schuler et al. (1993) they provided an 

integrated contingency framework for evaluating MNCs strategic IHRM strategy and 

orientation. MNCs IHRM system is a set of distinct activities, functions and processes 

designed to attract, develop, and maintain human resources to achieve competitive 

advantage both at home and overseas (Schuler et al., 1993). The authors concluded that an 

important issue is a pressure between the needs for global coordination (integration) and 

local responsiveness (differentiation) (Quintanilla and Ferner, 2003). In response to these 

dual pressures, Schuler et al. (1993) proposed that MNC at the parent company level should 

create relevant set HR policies and practices (e.g. staffing, training and development, 

appraisal and compensation) that can be matched and adapted with the subsidiary’s 

competitive strategy and the local culture and legal system. The authors further suggested 

that HR policies and practices should be created in such a way that they can be modified to 

fit changing conditions. These authors identified two sets of factors that influence MNCs 

SIHRM functions, policies and practices, thus influencing the achievement of MNC goals 

and competitiveness. The exogenous aspect Schuler (2000, p.252) influences involve 

industry and country/national features, and the endogenous factors comprises MNC's 

competitive strategy, MNCs international orientation, and foreign operational experience. 

These factors placed IHRM in the strategic sense of how MNCs promote a multi-domestic 

solution that is compatible with the need for regional cooperation and integration and the 

transfer of HRM activities across all subsidiaries. 

 

The breakdown of this framework elements starts with the organisational structure of an 

MNC, considering both interunit linkages (integration) and internal operations 
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(differentiation). Interunit linkages are the connections between foreign subsidiaries of a 

parent company that operate in different contexts; in other words, the intra-organisational 

network (Schuler et al.,1993). These linkages involve both differentiating and integrating 

different parts of the organisation. However, for the Internal operations, the focus is on how 

the local units operate, independent of other units. Internal operations can be shaped by 

institutional pressures originating from local laws, cultures, norms, and values (DiMaggio 

and Powell 1991), and at the same time be influenced by the parent company’s strategic 

orientation (Kostova 1999).  

 

On the basis of Schuler et al. (1993) review of the SIHRM model, (Taylor et al.,1996) also 

examined the factors that influence MNC's strategic IHRM approaches by categorising them 

into three different area of focus: corporate SIHRM, subsidiaries HRM and employee group’s 

HRM (Taylor et al., 1996: 965), as displayed in the integrated framework below. 

 

Figure 3:SIHRM orientation 

 

 

Source: (Taylor et al, 1996) 

 

 

Taylor et al., (1996) model is one of the first academic works to link international business 

strategy to strategic international HRM model (Porter, 1986; Bartlett and Ghoshal, 1998). 

The author focused on two appropriate strategies, the global and multi-domestic strategy. A 

multi-domestic strategy indicates that an MNC manages its overseas affiliates as an 

independent unit. This strategy led to a decentralised form of control between parent MNCs 
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and their subsidiaries, and their only ties are financial resources (Porter, 1986). On this 

basis, to maintain control, Tarique et al., (2016) argue that home country employees hold 

key authority positions following a hierarchical reporting structure. Thus, it could be argued 

that the HR system has a high degree of local adaptation, and the workforce is made up of 

host country nationals (HCN) (Adler and Ghadar, 1990; Dowling, Festing and Engle., 2017). 

Nevertheless, MNCs following global strategy manage their subsidiaries as interdependent 

units. As this strategy requires a high degree of integration, as a result, demands a high 

degree of control and coordination of its global activities across all units (Gupta and 

Govindarajan, 1991; Bartlett, Ghoshal and Beamish., 2010). In contrast, Ahlvik, Smale and 

Sumelius (2016) argue that consistent with viewing the MNC as a differentiated system 

(Ghoshal and Bartlett, 2000), it is understandable to believe that, regardless of MNC 

strategy, that is, global or multi-domestic, corporate strategic intentions concerning the 

transfer and diffusion of HRM practices to their overseas subsidiaries will not always be 

alike. 

 

A critical factor that shapes the ability of firms to engage in the transfer process is the 

development and mobility of competent staff in key positions in MNCs, particularly those in 

senior positions. Taylor et al., (1996) highlight the role played by top management ‘as key 

decision-makers in MNCs corporate level, whose perceptions determine the overall 

international strategy taken by a firm and the general approach toward the implementation of 

international strategy’ (p. 969). Similarly, Taylor (2006) argued that the IHRM system in 

MNCs is centred around senior managerial staff, who build a managerial cadre that can 

network across units and diffuse expertise regarding the use of organisational 

competencies. Also, Nohria and Ghoshal (1997) argue that these competencies constitute 

resources that some companies have and which some cannot imitate, meaning that by 

leveraging such resources on an international level is an important source of competitive 

advantage. An alternative view suggests that, In MNCs, top management perception of HRM 

competencies reflects their belief and values articulated from their professional and personal 

communication with regards to the management of people within the organisation.  

 

Taylor et al. (1996) SIHRM model also focus on a specific group of staff members within the 

affiliate. Some employees might hold specific knowledge and experiences that are extremely 

important for MNCs operations (Taylor et al., 1996, p. 978). In this regard, an international 

HR professional may decide to design HR practice for certain senior-level employees 

differently. Again, this raises a question on how many companies desire to develop global 

senior managers that not only possess technical but have contextual knowledge. Similarly, 

Janssen (2001) argues that MNCs may want to control employees who are most critical to 
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their performance because these employees have the core competencies related to 

operations and these competencies need to be transferred to all units. An underlying 

assumption that Taylor and his colleagues made regarding MNCs subsidiaries employees is 

that ‘not all employee groups are created equal’ (Taylor et al., 1996, p. 978). They further 

argue that some groups of employees are more significant in achieving the strategic role of 

the affiliate’s and promote MNCs competitiveness. It could be argued that the limited 

experience of the subsidiary and the strategic role of specific employee group all indicate the 

need for more control and integration of HR function leading to transfer. The majority of 

works in subsidiary-headquarter relationship point toward formal HRM control, which may 

lead the subsidiary to implement HRM practices to a higher degree as intended by corporate 

HR, thus increasing alignment (Ahlvik et al., 2016). 

 

According to Taylor et al. (1996, p.973), SIHRM orientation of the parent company provides 

the basis in which MNCs subsidiaries manage their HR functions. Based on two primary 

dimensions: (1) degree of similarity of HRM policies and practice in the parent company and 

their foreign affiliate, and (2) degree of autonomy given to foreign affiliates managers in the 

shaping of subsidiary HRM system. Subsequently, the similarity in the HRM system between 

the parent company and its foreign subsidiaries will increase for the affiliate’s employees 

that hold the knowledge critical for achieving competitiveness.  

 

Authors assume that to develop an effective HRM programme and processes, best practices 

from the MNCs subsidiaries should be exchanged. The claim is that the motivation to 

disseminate HR practices of the parent company is not only to improve inter-unit uniformity 

and performance, but also to leverage core competencies and expertise of the parent 

company to gain sustainable competitive benefits (Taylor, 2006). It all relies on key factors 

such as the SIHRM focus of the MNC parent company (Schuler et al., 1993), and the 

features of each employee HRM practices (Ferner et al., 2004; Smale, 2008; Ferner and 

Almond, 2013). Strategic IHRM orientations is believed to be a crucial factor deciding the 

degree of diffusion of HR practices from the MNC parent company to its international 

affiliates. In order to advance the integrative conceptual paradigm, three conventional 

contemporary strategic IHRM orientations were established (Taylor et al., 1996, p. 966). 

That is, “the overall theory or approach taken by the MNC's top management in 

implementing the IHRM framework, in particular the HRM structures used by MNCs to 

manage people in their foreign subsidiaries: exportive, adaptive and integrative orientations” 

(Taylor et al., 1996, p. 966). It can be argued that these orientations determine the 

company’s overall international HR approach used to manage the tension between 
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integration and differentiation of HRM practices. These three orientations explain MNC’s 

choice of HRM practices and system in their foreign subsidiaries and are explored critically. 

 

2.3.1 Adaptive, exportive, and integrative HRM practices  

 

Adaptive strategic IHRM orientations focus on local responsiveness at the expense of ease 

of transferring practices to all units across the firm. Each affiliate is somewhat autonomous, 

and practices are constructed by the affiliate, reflecting the local environment. The adaptive 

strategic orientation is adopted by MNCs parent company because they believe that the host 

country has ‘best practices’ which appear to be more efficient and productive. Thus, 

differentiation is encouraged with almost no transfer of HRM philosophy, policies and 

practices either from the parent firm to its affiliates or between affiliates, promoting changes 

and adaptation. With the adaptive strategy, a high degree of autonomy is given to the 

subsidiary, but the practice could have a low degree of similarity with headquarters and 

other subsidiaries. This orientation has high outward uniformity characteristics with the local 

environment and low internal compatibility with other units (Taylor et al, 1996, p. 966). 

 

MNCs adopting this approach may lack coherence within its units. For example, different 

performance criteria can be used in the employees’ appraisal in various affiliates, because 

each affiliate HR department determines their context-specific HR practices. An alternative 

argument is that duplication of specific HR practice elements may exist with no consideration 

to economies of scale or alliance in terms of learning from one another. Janssens (2001) 

found out MNCs subsidiaries spend resources formulating HR practices without consulting 

headquarters or other units HR managers if they already have the same practices. 

 

On the one hand, exportive orientation exists at the opposite extreme of the adaptive 

approach. In this case, the MNC’s home company’s HRM practices are forced upon the 

foreign subsidiaries, where a high degree of compliance is required. This approach requires 

a high degree of transfer of the home country HR practices to their global dispensed units, 

that is a complete replication of the headquarters HRM system. The argument is that this 

orientation leads to a high degree of similarity between the MNC and its subsidiaries. 

However, the parent company exert a high degree of control with little or no autonomy given 

to the subsidiaries (Horwitz, 2014). An alternative argument is that adopting this approach 

may lead to an ethnocentric orientation from headquarters where practices are imposed. 

Also, there are associated weaknesses with this orientation include inflexibility and the 

possible absence of fit with local conditions, in different host contexts. 
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On the other hand, the integrative strategic IHRM orientation ensures the use of reasonable 

control by headquarters (Taylor et al., 1996). It can be argued that this approach shows the 

complex nature of HR decision-making processes in the international sphere and the broad 

scope of their responsibility. Wright and Ulrich (2017) argue that the integrative orientation 

has the features of both the adaptive and exportive strategy enabling the parent company 

HR practices to be transferred and adapted to the HR practices to the local context. Its main 

advantage is that the transfer of HR practices can go in any direction, that is from parent to 

affiliates or reversed (Thory, 2008), making all units similar; however, its disadvantage is that 

such practices may not work well in all national contexts. It is evident that the strategic 

orientation reflects the various roles played by both the parent company and their foreign 

subsidiaries in designing the structure of the strategic IHRM systems. Osland and Osland 

(2005) argue that the integrative approach allows the subsidiary input and adaptation by 

promoting shared decision-making process between the parent company and its foreign 

subsidiaries.  

 

Breaking down the three SIHRM orientations of an adaptive, exportive or integrative 

approach, Wright and Ulrich (2017) argued that these approaches represent varied strategic 

choices for international human resource (IHR) managers, reflecting an overall approach 

towards IHRM in MNCs and its units. Nevertheless, international HR managers can have the 

option to choose a mix of the three approaches, given that international human resource 

function and practices consist of various tasks and these practices are planned around 

different groups of employees. In this respect, MNCs choices of HR practices may differ 

depending on the different tasks and employee groups (Janssens, 2001). In order words, 

IHR managers can decide to design HR practices differently for senior-level managers and 

at the same time, aim to achieve consistency by exporting such practices to all units. Taylor 

et al. (1996) model offer different alternatives when considering an international HRM 

system. The theme discussed in this section leads to another research question which 

explores the IHRM approach MNCs’ headquarters follow when transferring HRM policies 

and practices to their subsidiaries operating in Nigeria oil and gas sector. 

 

However, Taylor et al. (1996) model’s main flaw is that it tends to assume that all MNC’s 

subsidiaries are the same. Although there are limitations in the application of Taylor et al. 

(1996) framework to other contexts, the concern of managerial philosophy in balancing the 

exportive, adaptive and integrative SIHRM orientation is arguable, of strategic importance 

and is relevant to European MNCs operating in SSA countries. MNCs face a unique 

challenge, and such complexities present diverse implications for SIHRM and its application 
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to study the transfer of HRM practices. For instance, IHRM research focuses on differences 

in culture, and institutional arrangement (Dowling, Festing and Engle, 2017), the implication 

for applying the SIHRM models only become too complex in explaining cross-national 

variations. That said, strategic IHRM scholars while examining firm-level factors that 

influence HRM practices, need to include questions of how variation of HRM practices are 

created and integrated across countries by examining national institutional arrangements 

and their influence on each HR practices.  

 

Although strategic IHRM scholars such as (Schuler et al.,1993; Taylor et al.,1996) 

recognised external influences on MNCs’ HRM practices. Delery and Roumpi., (2017) 

argued that there are challenges and limitations when applying the SIHRM integrative 

models to the study of IHRM, as these models do not provide an in-depth explanation of how 

institutional factors influences MNCs choice of HR practices and how MNCs deal with these 

external influences. Recognising such challenges or limitations, some scholars have 

encouraged a combined approach, identifying the explanatory power of other theoretical 

perspectives, which complement or build upon the SIHRM view on the strategic importance 

of HRM (Chiang et al., 2017). Nevertheless, one theoretical indication for this argument is 

the need for more understanding of the variations as a result of the creation and integration 

of HRM practices. 

 

Tempel and Walgenbach, (2012) explain that new institutionalist discussion on institutional 

multiplicity (Kostova et al., 2008) and the integration of actors (agency) strategic responses 

(Oliver,1991) is relevant in MNCs setting. The integration of these perspectives with SIHRM 

models is essential to describing MNC’s competitive advantages and particularly in 

understanding how actors within the MNC make strategic decisions toward a sustainable 

competitive advantage. The existing strategic IHRM literature strongly suggests the strategic 

importance of HRM practices and its integration across all MNC’s units but overlooks actor’s 

capability in dealing with HRM practices transfer. The next section draws on the 

institutionalist discussion on isomorphic pressure, legitimacy, and agency concepts. 
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2.4 Institutional theory perspective  

 

The institutional theory for the past three decades has been applied to study organisational 

activities and the diffusion of management practices such as HR practices within MNCs and 

other organisations (Edwards et al., 2016; Wilkinson and Wood, 2017). The ideological 

perspectives within the institutional-based view of cross-national management differ. 

However, they commonly agree that the firm’s strategies, policies, and choice of 

management practices conform to institutional pressures (Oliver, 1991, p.146). At a more 

general level, the concept of institutions concerns the common understanding and patterns 

of actions concerning rules, regulations, policies, norms, and values that are shared by a 

given society.  

 

However, the application of the institutional theory has also led to criticism and division 

among the various frameworks and analytical perspectives. Within the institutional approach, 

there are two different strands of schools. Ferner et al. (2005) differentiated the new 

institutionalism and comparative institutionalism, on the one hand, (Morgan and Kristensen, 

2006) further analysed institutional approaches, they identified the difference between 

organisational institutionalism and comparative institutionalism. New institutional theorist 

generally focuses on the ‘explanation of organisational similarity based on institutional 

conditions’ and arrangements (Tempel and Walgenbach 2007; Lawrence and Suddaby 

2006, p. 215). Nonetheless, some authors argue that the focus should be ‘on development 

leading to institutional divergence’ (Beckert, 2010, p. 150). New institutionalism argument is 

developed from the work of (DiMaggio and Powell,1983) called the ‘iron cage revisited’. 

Comparative institutionalism, most relevant contributions are Hall and Soskice (2001) 

Varieties of Capitalism and Whitley (2000) National Business Systems, as opposed to new 

institutionalism, these authors argue that this school thought seeks to explain differences in 

HRM practices by analysing different institutional settings. Although new institutionalism 

explains why organisations become similar over time, one can argue that it explains the 

difference in HRM practices transfer, by analysing agency and each factor that influence and 

shape each HRM practices in each setting (Tempel and Walgenbach 2012). Hence, the 

focus on organisational institutionalism (DiMaggio and Powell. 1983; Oliver,1991; Scott, 

2008) in this study. 

 

The relevance of new institutionalism to HRM processes is based on the belief that 

organisational behaviour represents a country’s institutional arrangements (Liu, 2004; 

Najeeb, 2014). On this basis, scholars such as (Rosenzweig and Singh, 1991; Kostova, 
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1999; Ferner Edwards and Tempel., 2011) concluded that MNCs could be met with certain 

uncertainty as a consequence of difference in the institutional environment of the foreign 

subsidiaries. Likewise, in the process of disseminating HRM practices (Cooke, 2014), 

observed that the national institutions can impede or endorse MNCs HRM practices, 

because they set the rules (North, 1990, p. 3). 

 

In this respect, the majority of new institutional studies on HRM practices transfer in MNCs 

focus primarily on how the host country and parent company institutions exert pressures on 

MNCs and their subsidiary HRM practices (Kostova and Roth, 2002; Ayentimi et al., 2016). 

Most of these studies implicitly argue that the parent company managers accept the decision 

to adapt HR practices because it is necessary, given dissimilarities between home and host 

context (Yahiaoui, 2015) as such they neglect the strategic role that subsidiary managers 

play in adapting HR practices. It is further argued that these studies suffer from a narrow 

application of new institutional argument as they focus on the concept of isomorphism and 

legitimacy only, failing to draw on the current developments (Phillips, Tracey and Karra, 

2009; Tempel and Walgenbach, 2012).  

 

In this research, it is argued that the inclusion of agency discussion (Oliver, 1991; Tempel 

and Walgenbach, 2012) is vital. Although authors such as Kostova and Roth (2002) have 

cautiously analysed agency, they did not consider the potentials of subsidiary actors’ 

influence as a bridge between two institutional settings (Campbell, 2004). The strategic role 

of agency owing to the institutional distance has become an important strand in studies 

discussing HRM in MNCs. As such this study tries to explain how organisational actors that 

are shaped by institutional prescriptions (Scott, 2008) can identify alternative ideas and bring 

about change or options for MNCs and their subsidiaries (Oliver, 1991; Tempel and 

Walgenbach, 2012). An alternative argument is that the subsidiary plays a strategic role, 

which means the parent-subsidiary relationship is one of mutual dependence (Taylor et al., 

1996) rather than a one-way dependency (Ambos, Andersson and Birkinshaw, 2010). In this 

case, subsidiary managers (agency) can act as boundary spanners between parent and the 

subsidiary during transfer as well as implementers of HRM practices (Vora and Kostova, 

2007; Dowling et al., 2017, p.119). Actors (agency) explains how managers manoeuvre their 

settings be it global, national and local institutions and influencing situations, in other words, 

actors use their mental programming (interests, models and routines) to make decisions 

concerning which HRM practices to transfer and diffuse. The following sections will now 

review some theoretical ideas within organisational institutionalism.  
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2.4.1 The old and new institutionalism   

 

Institutional theorist belief that firms are completely embedded in the wider institutional 

context (DiMaggio and Powell, 1991). In this context, the national institutional framework is a 

source of authority they can reward firms as well as constraints or prohibit firms’ practices 

(Meyer and Rowan, 1977). The current institutional literature has always differentiated 

between “old institutionalism” and “new institutionalism”. 

       

Relatively, Hotho and Pedersen (2012, p.2) “suggest that, in to order better understand 

institutions, it is important to equate new and old organisational institutionalism, the different 

institutional strategies vary substantially in terms of their conceptualisation of institutions, 

their degrees of interpretation and, finally, their perceptions of how institutions respond to 

international business and organisational practices.”  

 

Likewise, Greenwood and Hinings (1996, p.1022) drawing on the seminar analysis of 

(DiMaggio and Powell, 1991, p.13) differentiated between old and new institutionalism, 

offering a detailed distinction in several respects. According to the scholars, "old 

institutionalism" reflects on how structural powers control social behaviour, this case 

explores how power, relationships, economic value structures and informal processes 

impact on organisational behaviour. On the other side, “new institutionalism” involves 

cognitive processes that build authority and grant legitimacy to organisations (Scott, 2008). 

 

On the one side, old institutionalism stresses the distinctive characteristics of specific 

organisations; diverse practices are adopted by organisations and regulated by the interplay 

between internal expectations and the external environment. While changes can arise, 

organisational procedures stay the same because the values inherent in systems go beyond 

technical requirements. This indicates that while autonomy and desires are granted some 

significance, old institutionalism facilitates stability of organisations. On this basis, it could be 

argued that the overlap around many concepts that is, a mixture of issues relating to old and 

new institutionalism known as neo-institutional theory (Suddaby, 2010). For this study, 

process emphasis is essential as the objective is on both the distinctive characteristics of 

institutionalism that affect the organisational propagation of HR activities. In this context, 

there is a concern here in strength, in the completion of principles and also in the numerous 

institutional characteristics that compel organisations. 

 

 



 36 

2.4. 2 Defining the pillars of institutions 

 

In order to examine the impact of institutions and their features on organisations, the 

discussion begins with a definition of the term institutions. Scott (2001, p.14) describes 

‘Institutions’ as multifaceted, strong social structure, made up of symbolic elements, social 

activities, and material resource. Institutions are understood to be patterns of social structure 

(Scott, 2013) that is, forms of social action or the mechanisms that allow for specific patterns 

(Greenwood, Oliver, Sahlin, and Suddaby, 2008), which ‘gives sense to social life’ (Scott, 

2013, p. 56). North (1990, p.4) describes the institution as ‘form of formal rules and informal 

norms and their enforcement characteristics’. That is, institutions consist of formal written 

rules as well as unwritten codes of conduct that underlies and supplement formal rules. 

North (1990) definition emphasises formal institutions such as written regulation, policies, 

law and political and economic rules. 

 

On the other hand, informal institutions include codes of conducts, norms, values, customs, 

and behaviour which originate from society. Also, a significant distinction between formal 

and informal institution is that the former is planned and well written. The latter are unwritten, 

and if the institutional environment is in turmoil, this can cause changes in social norms, 

values, and judgement (North, 1990 and Bitektine and Haack, 2015). The comprehensive 

definitions of institutions provided above are necessary to capture the variety of viewpoints 

expressed across the literature. However, when proposing institutional features, this study 

adopts more specific definitions. 

      

     In particular, the focus is on understanding institutions features, that is ‘social structures 

that have attained a high degree of resilience and comprises of regulative, normative, 

cultural-cognitive, features’ (Scott, 2001, p.48). 

 

This definition from Scott (2001) stresses the importance of three different and 

interdependence social structures, that is, regulatory, normative, and cultural-cognitive 

elements, which represent the cornerstone of institutional features that shape and direct 

behaviours in any given society (DiMaggio and Powell, 1991; Scott, 2013). These three 

elements’ place different bases of order and conformity within a specific context, altering 

firms’ mechanisms and logic’ (Scott, 2001).  

 

On the one hand, the regulative element of the institutional feature consists of more 

formalised, explicit, well planned and well-written rules and laws, as well as unwritten codes 
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of conducts with a clear directive that encourages specific behaviour (Scott, 2013). Since 

regulatory institutions reflect the rules and laws of the state, any behaviour that violates 

these rules and regulations are legally sanctioned. It can be argued that this element uses 

some coercive force in order to gain compliance. Similarly, Institutional constrain and 

regularised behaviour are obtained through this pillar (Kostova et al., 2008). On the other 

hand, the normative pillar relates to shared values, norms, beliefs, and assumptions held by 

a given society. These shared social prescription influences the behaviours of individuals 

and the organisations’ structures as well.  

 

It is argued that this prescriptive element defines what is right and appropriate in a given 

society (Rupidara and McGraw, 2011). In the same way, DiMaggio and Powell (1983, p. 

152) presented the normative and coercive dimension of institutionalisation as a mechanism 

that shapes organisational behaviour. The culture-cognitive pillar is assumed to provide a 

broader foundation of the institutional forms, the infrastructure on which not only belief, but 

norms and rules rest. In this respect, a cultural-cognitive feature refers to ‘shared 

conceptions that constitute the nature of social reality and the framework through which 

meaning is made’ (Scott, 2008, p. 57). It reflects the intellectual plan and shared beliefs 

concerning what is ‘taken for granted’ (Scott and Davis, 2007, p. 260). The cultural-cognitive 

features are assumed to be more challenging to recognise and identify because its features 

are commonly more rooted in society (Scott, 2008).  

 

Scott’s three pillars of institutions were used in the context of HRM practices transfer (Paik, 

Chow and Vance, 2011) to analyse the implementation of different practices. Studies using 

this concept analyse how the regulative, normative, and cultural-cognitive forces influence 

different decisions. For instance, Huang and Gamble (2011) study used Scott’s concepts to 

examine constraints on MNCs practices, and they found out that HRM practices were 

implemented in compliance with the laws in the foreign-owned firms. On that basis, the 

authors further indicated that a norm such as respect for authority could act as a constraint 

on HRM practices like employee participation impacting upon satisfaction levels in both 

foreign-owned and state-owned retailer companies. Relatively, one predominant concept of 

new institutionalism perspective involves studies of institutional isomorphism or change via 

similarity (Powell and DiMaggio, 1991) and this conceptualisation is explored in the next 

sections. 
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2.4.3 New institutionalism: interpretation of organisational field 

isomorphism and legitimacy 

 

Recent institutional theorist including Ferner and Quintanilla (1998, p. 712) studied the 

relationship between companies and their institutional context and how these linking shapes 

the company's internal processes, practices and employees’ attitudes. The institutional 

context involves several other organisations which provide firms with guiding values and 

structure. New institutional theorist Powell and DiMaggio (1991) argued that organisational 

fields define the socially acceptable system, behaviours and practices that organisations 

should adopt. Thinking of organisational field as a context Powell and DiMaggio (1983, 

p.148) offered a definition of the term, “as various forms of organisations, including 

regulatory agencies, rival organisations, major suppliers and customers working in the same 

area”. That is, MNCs exist in an organisational field that affect their core ideas values, 

perceptions and aspirations. At the same time the organisational field provides laws that 

influence the firm’s operations. In the review, however, the attention is on how the 

organisational field impacts the acceptance of HRM practices in MNC subsidiaries (Kostova 

et al., 2008). 

 

DiMaggio and Powell (1983) introduced the concept of isomorphism, arguing that 

organisations are gradually converging in form and method as operational fields become 

more formal. In this sense, DiMaggio and Powell (1991, p.27) propose that companies 

converging on related practices and activities ultimately become identical. The emergence of 

transition towards homogeneity is discussed through the concept of isomorphic shift by the 

authors, defining three important influences. The authors suggested three strategies for 

defining the factors influencing organisational change, including isomorphic coercion, 

normative strains and mimetic process. These factors will affect the behaviour of MNCs, and 

the type of practices the organisations embrace as they operate in a given field. The 

emphasis here is on organisations understanding and adapting to isomorphic forces 

imposing limits on business practises, forcing one entity in a system to mimic other units 

under the same set of structural constraints (DiMaggio and Powell, 1983).  

 

On the one hand, coercive isomorphism explains the process behind regulatory pressure 

and control. More specifically, ‘it stems from both formal and informal pressures exerted on 

organisations by other organisations upon which they are dependent and by cultural 

expectations in the society within which organisations function’ (DiMaggio and Powell 1983, 

p. 150). Coercive isomorphism stems from state influence, which is often conveyed through 
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the regulations, laws, and often accreditation processes from other agencies and for 

compliance requirements. Again, these coercive pressures can be from external and or 

internal sources that are embedded in the regulatory processes, which manifest in different 

forms and require a different degree of enforcement (Paauwe and Boselie, 2003, p.63). On 

the other hand, the normative institutional pressure is related to socialisation processes 

embedded in professional values and networks (DiMaggio and Powell 1983; Djelic, 2004; 

Maman 2006). In this case, isomorphism eventually becomes normatively institutionalised 

when field professionals collectively gain control over the conditions of their membership 

(Greenwood, Suddaby and Hinings., 2002). Such normative ideas and values are diffused 

either through credentialing institutions (Honig and Karlsson, 2004) or by professional 

networks (Heugens and Lander, 2009). 

 

Likewise, mimetic pressures stem from the adoption of features that are already popular 

amongst contemporaries (DiMaggio, 1991) and also the imitation of practices is an outcome 

of uncertainty. As such, it is crucial to consider the organisational field for the presence of 

these forces as well as the extent; these forces influence the adoption of HRM practices at a 

certain point. To advance theorisation and for better understanding of these three forces and 

how an environment can induce organisational conformity through pressure to appear 

legitimate (Suchman, 1995) this study analysis these isomorphic forces (DiMaggio and 

Powell 1991). Even though institutional and agency theorist recognises the notions of field, 

isomorphic pressure and legitimacy, the issue here is how social structures influence 

organisational behaviour and the adoption of certain HRM practices by MNCs. 

Institutionalists stress the constraining effect of institutions on MNCs, pointing out how they 

produce stability in MNCs structures, strategies and practices (Scott and Meyer 1991; 

Najeeb, 2014; Edwards et al., 2015; Farndale et al., 2017; Cooke, Wood, Wang and Veen., 

2018; Edwards, Schnyder, Fortwengel., 2019).  

 

2.4.4 The standard of employment regulations and trade union   

DiMaggio and Powell (1991, p.63) stress the integration of organisation in a given field and 

advocate for homogeneity and not differentiation owing to coercive isomorphism’s underlying 

effect. Heugens and Lander (2009, p. 61) see the idea that social forces affect the behaviour 

of MNCs and decision-making processes. New Institutionalist recognises that organisations 

are isomorphic in their sense and this includes different types of powers and agents and that 

institutions constraints organisational practices (DiMaggio and Powell, 1991, p. 28). In other 

words, the environment should not be seen merely as a source of contingencies that MNCs 
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must logically adapt to, but rather as a socially constructed context that influences the 

decision-making process of MNCs (Scott, 2001). It is clear that the effect of these 

institutional forces on HRM is unique to the environment and results in the complexity of 

HRM growth in a specific context (Budhwar, Pereira, Mellahi and Singh., 2018). 

Consequently, there is a growing view that MNCs HRM practices are alike and institutional 

theory has been used to justify this correlation between MNCs located in the same context 

(Edwards et al., 2015). This is especially evident in the research of (Mellahi, 2007), which 

argued for the role employment regulation plays in determining HRM practices.  Mellahi 

(2007) states that each country employment regulation varies, and it is built on a complex 

system to protect the interests of the workforce. Many researchers have further suggested 

that there are formal and informal structures in each country's employment law (Ferner, 

1997; Godard, 2002; Botero et al., 2004; van Essen et al., 2012). 

 

An essential desire to transfer and diffuse certain HR practices is to achieve legitimacy and 

sustainable competitive advantage. However, not all MNCs can freely adopt certain HR 

practices. Mellahi (2007) distinguish between hard interventions through employment 

regulation and laws and soft intervention through normative approaches. Employment law 

regulates the individual employment contract as well as how employees should be 

managed. Employment regulation and law can restrict MNCs operations; in this case, the 

implementation of certain HRM practices. 

 

However, other regulatory bodies such as labour unions influence the negotiation, adoption, 

and enforcement of collective agreements and industrial action by employees and 

employers and such source of pressure can further restrict the adoption of certain HRM 

practices (Geary, Ayuzzoli and Lengler., 2016). In other words, where the law supports 

collectively negotiated processes, such processes may influence the choice of specific HR 

practices. While some reports have centred on cultural limitations on HR activities in Nigeria, 

no analysis has directly applied labour policy or workplace relations rule on the 

dissemination of HR practises in Nigeria (Botero et al., 2004). The point is that in less 

developed countries such as Nigeria, the regulatory agencies are less advanced but still 

have effect on organisational practices. 

 

Nevertheless, in developing SSA countries, some of these countries have a weak and 

permissive legislature and institutional actors such as, the trade union may lack supervisory 

power to enact labour regulations on organisational practices, and behaviour which is 

generally found in countries with stronger labour union (Surroca, Tribo and Zahra., 2013). 
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Thus, due to the view that institutional forces impact on MNCs’ strategies and choice of 

management style (DiMaggio and Powell, 1991; Oliver, 1991, p.146) the ‘passive and 

conforming’ nature of MNCs will lead to the transfer and diffusion of parent country HRM 

practices and at the same time the adaptation of these practices, again causing variations of 

HRM practices. Nevertheless, employment regulations, weak or substantial impact on HRM 

practices and activities in the Nigerian context. The standard of Nigerian employment 

regulation has influenced the way MNCs operate in the country and the nature of HRM 

practices used to manage the workforce. Evidence from the existing body of literature shows 

that the mildly regulated employment system in Nigeria has led to ease of firing and hiring 

and the increased use of temporary workforce (Anakwe,2002). 

 

2.4.5 The degree of normative pressure   

 

Another pressure identified by (DiMaggio and Powell,1983; Scott, 2008) as creating 

isomorphic pressure is norms. Normative institutional forces may influence MNCs and their 

subsidiaries in each context. Normative constraints exist in MNCs due to professionalism 

within specific organisational fields. DiMaggio and Powell (1983) describe ‘professionalism 

as being interpreted by members within a particular occupation, collectively representing the 

appropriate ways in which to act’ (p.152). Professionalism creates a pool of employees who 

have a similar orientation and regulations that guide their behaviour. This argument is based 

on the assumption that individuals within the same organisational field and profession show 

norms and cognitive behaviours that correlate with their occupation. As a result, Rupidara 

and McGraw (2011) argued that professional networks which comprise of HR specialist from 

different MNCs, including competitor that operators in the same field, have a similar 

influence on the diffused HRM practices.  

 

Consequently, within a particular profession, there is the likely hood that organisations will 

exhibit homogenous traits and features, to appear legitimate (Suchman,1995). Normative 

isomorphic pressure is transferred through the fitting norms from professional networks, 

training standard and formal education (DiMaggio and Powell, 1983). Rupidara and McGraw 

(2011) suggest that HR professional who operates within vague or uncertain conditions have 

a greater desire to look to their professional network, to create a standard with the best 

process. This is further critical, given the substantial homogeneity that exists among 

professions in the same field and has a more significant influence on the context and forces 

on HRM policies and practices to become similar (Rowley and Harry, 2011).  



 42 

There could be significant normative stresses in Nigerian oil and gas industries as the 

industry is well-established and closely monitored. In most Nigerian oil and gas companies, 

both HR specialist and other human resource consultants with a varied professional context 

conduct the HR function, and this may result in overlapping values, standards and approved 

ideas. Many of these professionals can challenge the status quo and place their principles 

and standards on the industry, creating differing degrees of normative pressures about how 

to handle the oil industry's workforce. However, as the process through which institutions 

impose pressure differs through nation and sector, recognising the essence of normative 

pressure on HRM activities for Nigeria's oil and gas industry is crucial. 

 

2.4. 7 Degree of environmental uncertainty  

 

DiMaggio and Powell (1983, p.151) suggest that there is a constraining institutional process 

that leads companies to follow similar practices. One established institutional mechanism is 

a mimetic method and differs from another isomorphic mechanism, with participants 

responding to uncertainty about the effects of social rules and structure. Likewise, Boon et 

al., (2009, p.494) observed that mimic isomorphic tension results from intellectual 

uncertainty and instability, that is, MNCs patterns of response to uncertainty with a given 

context. To date, the existing literature has shown that institutional mechanism varies in how 

it impacts organisations.   

 

Admittedly, the general assumption is that different combinations of these elements shape 

MNCs and the organisational fields, which varies among one another as well as over time. A 

critical analytical task in this research is to determine which factors are critical in the Nigeria 

context and the degree to which each mechanism works to strengthen the current social 

order or undermine one another. For the latter, one could argue that the undermining of 

institutional pressures always leads to significant organisational change in certain 

circumstances (Friedland and Alford, 1991). Within MNCs and their subsidiaries, different 

institutional features influence their operations, such as coercive rules, normative, and as a 

result of a cognitive mindset, that is the taken-for-granted rules. These distinct features can 

be argued to be at odds with one another depending on the situation, and sometimes have a 

different effect on different organisations in a given field. Hence, the level of analysis in 

institutional research is the organisational field or societal industry (DiMaggio and Powell, 

1991).  

 



 43 

One way or the other, the organisation conforms to these institutional arrangements 

discussed in the previous sections. According to Lawrence and Suddaby (2008), a primary 

concern is that scholars who use institutional theory pay less attention to institutional 

opposition. Over the years, studies have concentrated on the compliance of organisations to 

institutional constraints. Nevertheless, when looking at firms’ resilience to institutional forces, 

we can understand their concerns and methods used to cope with institutional pressures. It 

could be suggested that researchers need to look at the differences and similarities in 

management practices in each institutional environment. Through discussing these 

variations between organisational processes, more insights can be gained into institutional 

dynamics and how companies respond to them. Furthermore, this study explores different 

HRM practices within the institutional context of Nigeria and the relationship between these 

organisations and the host institutions. The theme discussed in this section leads to another 

research question. That is, how does the Nigeria context affect the transfer and diffusion of 

MNCs’ HRM practices and which sources of institutional factors influence these HR 

practices? The next section discusses agency and strategic responses concept, which is 

another powerful concept of the new institutionalist perspective. 

 

2.4.8 Actors’ degrees of agency and strategic responses 

 

Early contributions to institutional theory, advocated that the organisational field where 

MNCs and their subsidiaries operate are open to regulatory and taken-for-granted normative 

and cultural influences that impact on the choice of HRM practices they adopt. These 

national institutions believe that these laws, values and norms are the acceptable, correct, 

and proper way to do things in a given society. Institutional demand and pressures affect 

how MNCs behave and their choice of HRM practices. DiMaggio and Powell (1983) and 

Boon et al., (2009) indicated that the way one organisation reacts to these institutional 

pressures may not be the same for other organisations. In short, there are, strategic options 

available for MNCs’ actors in response to different institutional pressures (Oliver, 1991; Boon 

et al., 2009).  

 

In terms of understanding ‘actors’ strategic choice’, the old institutionalism implies that 

control, power and interest are critical factors for firm’s success. The new institutionalism 

argues for conformity to isomorphic pressure. The combination of the two into neo-

institutionalism gives an opportunity to consider how the company implements a pragmatic 

approach to institutional pressure to meet its purpose. DiMaggio (1988) builds on 

(Eisenstadt,1980) to clarify how organisational actors respond to change given pressures 
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from the institutional context by reintroducing the concept of actors’ agency. Early 

institutionalist research calls for studies that examine national institutional consequences 

beyond the context of restrictions and how actors respond to these constraints (Greenwood 

and Suddaby, 2006). The re-establishment of actor’s agency views in institutional theory 

provides the researcher with the opportunity to examine and interpret modification 

endogenously (Battilana, 2006). 

 

The argument on the structure-agency is part of institutional theory's wider scope. This 

theoretical discussion, however, has a confounding question; that is, if organisational agents 

are deeply rooted in an institutional environment and are required to comply with legislative, 

normative and cognitive mechanisms (Scott, 2001) how they can influence these institutions 

and bring about change. That is, how can human agents freely change or influence social 

structures when they are restricted by these social structures. From the rational perspective, 

actors can follow reasonable actions and self-interest even though the institutional 

environment limits their acts. To answer this question, the debate shifts to the 

conceptualisation of agency within the institutional field, that the actors themselves are part 

of it. One unique premise in the institutional entrepreneurship literature is the debate 

concerning “the paradox of embedded agency” (DiMaggio and Powell, 1991; Beckert, 2010; 

Seo and Creed, 2002; Battilana, 2006; Greenwood and Suddaby, 2006). 

 

Battilana, Leca and Boxenbaum. (2009) points explains how actors as an embedded 

agency, that is, top managers inside MNCs, are capable of reacting to institutional pressures 

and challenging practices (Sanders and Tuschke, 2007, p. 33), also triggering shifts in the 

institutional setting (Oliver, 1991; Battilana et al., 2009). Battilana et al. (2009, p. 67) indicate 

that the idea of institutional entrepreneurship challenges the notion that organisational actors 

irrationally obey and replicate bureaucratic patterns. Applying the concept of institutional 

entrepreneurship encourages researchers to examine the degrees of actors’ agency 

irrespective of how institutionally embedded human agency may be. Researcher focusing on 

institutional entrepreneurs seem to see them as agents pursuing the interest and ambitions 

of the organisation by acting strategically (Greenwood and Suddaby, 2006). This assumption 

is compatible with DiMaggio’s (1988, p.14) observation of emerging institutions, and he 

acknowledged that actors with resources when given the opportunity would act on their own 

interest to promote what they value. For example, Fenton-O'Creevy and Wood (2007) in 

their research indicated that where top managers add strategic importance to HRM 

practices, there is a possibility of successfully overcoming systemic demands by 

implementing the specific HRM practices they desire. In comparison, local managers could 

act strategically by resisting internal corporate coercion to adopt the parent company HRM 
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practices such as individualistic performance evaluation practices to improve employee 

performance (Edwards et al., 2007; Osterman, 2011; Horwitz, 2017).  

        

Nevertheless, this idea of institutional entrepreneurs has specific criticisms concerning the 

portrayal of organisational actors “as a specific' group' of unnecessarily logical and 

disembodied agents (Meyer, 2006, p. 732) that behave as' heroes,' that is, a human agency 

of unlimited power.” In response to these critiques, it could be suggested that different 

institutional researchers draw on a different existing concept of agency, as such, this study 

turns to other authors assumptions about agency role.  

 

A similar purpose of this study is to add to the theoretical discussion of whether MNCs 

should be deemed to be controlled by their national institutions or whether they have 

substantial flexibility, such as having the option of adopting the required HRM practices. That 

is, while the host institutions are powerful and controlling, these institutions do not decide the 

HRM practices the MNCs’ subsidiaries implements (Oliver, 1991). This assumption of 

managers having a strategic choice over institutional constraints provides the scope to 

debate managerial roles in an institutional context. In brief, this thesis sought to explain the 

position of subsidiary managers in the process of disseminating HRM practices. This 

contribution is crucial because according to (Wright and van de Voorde, 2009) it gives 

researchers the opportunity to justify the variability in HRM practices and also to explain the 

degree of divergence owing to country level and company level factors.  

 

To address this issue, this research analysed the agency's viewpoint, which explores the 

typology of strategic choices made by organisational actors (Oliver, 1991).The degree of 

actors agency or actors strategic response model is a combined concept of both the old and 

new institutionalist approach which views actors as active agents of MNCs acting in the best 

interest of the MNCs. Based on Zucker's (1987) research, Oliver (1991) sought to provide a 

way to bring these two viewpoints together in her study of changing institutions. The point 

here is that actors do not rely entirely on an institutional environment, but these actors are 

still consciously influencing their environments by selective perception, understanding, and 

practices.   

 

Firms response to institutional pressures is said to be a strategic choice (Ferner et al., 

2011). Specifically, this study draws on (Oliver, 1991) strategic response typology to study 

MNCs actors’ behaviour and how they adopt a variety of strategic responses to institutional 

pressures. The rationale for including strategic responses to this study is because most 

IHRM literature still fails to explain how MNCs management team respond to different 
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institutional pressures towards conformity in order to protect their investments. Also, the 

literature overlooks the fact that conformity to institutionalised regulation and policies can 

conflict with MNCs efficiency criteria embedded in their HRM practices. In other words, 

DiMaggio and Powell (1991) institutional theories do not explain the approaches used by 

MNCs to respond to institutional pressures. 

 

Institutional scholars promote the importance of conformity with institutional prescription and 

the integrity of adhering to national laws, and standards for exposure to vital resources and 

such practices ensure the firms’ existence. Oliver (1991), however, suggests that companies 

might ignore or oppose local institutions where they feel that doing so is strategically 

important. The human agency plays an important role in defining cognition, moral and 

regulative structures. This shows the strength of corporate players’ powerful alliance in 

making strategic choices. Paauwe (2004) suggests that in any organisation, the decision-

making agent should combine external and internal contingency considerations, and all 

depends on the variety of factors that influence the MNC's HRM activities. Nevertheless, 

despite new institutionalist views on transfer in MNCs (Boon et al., 2009), research suffers 

from neglect of ‘old institutionalist’ assumptions about power, alliances, interests, and 

counter-value arrangements. Studies also underestimated human actors’ ability to shape 

organisations to meet their demands and control the dissemination of HRM activities. 

 

Oliver (1991) identified certain situations which motive MNCs to comply or resist 

institutionalised demands to attain stability and legitimacy. These situations include; 

demands which are legally coercive or voluntary, environmental uncertainty or turmoil, 

compliance based on self-interest which leads to an economic gain or social 

recommendation, and conflicting pressures which may hinder the firm’s goal. Based on 

these circumstances, Oliver (1991) developed the strategic response typology, which MNCs 

can enact in response to institutional pressures. These responses can be passive or reactive 

depending on the situations to safeguard their goals and investment.   

 

Oliver (1991) study identified different strategic approaches organisational actors can use in 

response to institutional pressures. On the one hand, acquiescence, a strategy taken by a 

company to conform to institutionalised pressure. It may be in an alternative form, like 

unconscious adherence to rules or values to conscious compliance to norms, values or 

institutionalised obligation. Organisations, when faced with multiple and conflicting pressures 

from both home and host country institutional environment, can respond to this different logic 

by compromise. This strategy implies that firms might try to reduce the extent of conformity 

by bargaining with the institutional constituents (Oliver, 1991), to attain legitimacy or 
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efficiency (Scott.2008). Bargaining with government or stakeholders suggests an active 

response to institutional pressures, and this strategy reflects micro-political power (Ferner, 

2000). 

 

On the other hand, organisations use avoidance strategy in an attempt to prevent the 

necessity to conform to the imposed institutionalised pressures. The organisations may 

adopt avoidance tactic to do so, using three tactics such as concealment, buffer, and 

escape. Scott (2008) argues that organisations are likely to apply avoidance response when 

confronted with external regulatory demands which conflict with their business objectives 

and workforce competence. In contrast, defiance is adopted by firms which openly admit to 

nonconformity to institutionalised pressures, it is active resistance to imposed processes, as 

such firms can use tactics like dismissal, challenge and attack.  

 

In Scott (2008) view, organisations adopt defiance when the objectives and interests of the 

MNCs conflict with the imposing authority. However, manipulation strategy is adopted by 

firms which actively respond to institutional pressures, where the intention or goal is to bring 

about changes. According to Oliver (1991, p.157), manipulation tactic is adopted for ‘the 

purpose and opportunistic attempt to co-opt influence or control institutional pressure and 

evaluation’. In other words, organisations are not passive but rather active agents when it 

comes to transferring of organisational practices, as they can manipulate and negotiate their 

way in any institutional environment (Kostova et al., 2008). However, (Paauwe, 2004) 

criticises Oliver’s typology, arguing that the framework unfavourably viewed institutional 

pressure, as organisations can either comply or avoid these pressures when responding to 

institutional features. Concerning the transfer of HRM practices, Edwards et al. (2007) in 

their study of US owned engineering company in Europe, show how managers were able to 

prevent the transfer of a standardised appraisal system as well as forced ranking. One 

general argument that can be drawn is that agency matters (Bouquet and Birkinshaw., 

2008). In the sense that actors do somewhat influence the process of HRM practice diffusion 

as well as the variations found through their motivation to take actions and the way they 

invest themselves in negotiations with headquarters (Dorrenbacher and Geppert, 2009). The 

theme discussed in this section leads to another research question. That is, how do HR and 

line managers respond to institutional pressures, as they configure the subsidiary’s HRM 

system? 
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2.5 Criticism in the application of new institutional theory  

 

The discussion on institutional features so far has provided useful insights into how different 

factors influence certain HRM practices. However, the application of these concepts has 

some criticisms, for example, the studies that have applied these concepts mostly focus on 

the Western context where 'the rules of the game’ are well established (Oliver, 1991). In 

support of this view, most European countries have highly regulated employment systems; 

as such, organisations must comply with specific rigid employment laws. For example, 

Gooderham and Nordhaug (2011) argues that in Europe, the national institutional systems 

play a vital role in the structuring and the degree of utilisation of certain organisational 

practices like flexible employment practices. Also, Gooderham and Nordhaug, Ringdal 

(2006) argue that influential social actors such as labour unions exert their influence to resist 

or reduce the degree to which organisations adopt certain employment practices. However, 

in developing SSA countries, there is still a dearth of research into the nature of HRM 

practices and national institutional arrangements that influence HR practices. Adams et al. 

(2017) argue that the nature of Africa countries’ institutional arrangements is not 

homogenous but diverse and complex, some African countries’ regulatory, political and 

economic systems are highly structured and regulated, while others are passive and 

underdeveloped. 

 

In the same way, there are considerable differences in certain HRM practices and 

management systems among different SSA countries (Ayentimi et al., 2018). Horwitz (2014) 

argues that the general assumption that African countries are homogenous tends to confuse 

the realities of diversities that exist in the continent. Given the wide cross-national variation 

and diffusion of several 'innovative' and 'new' HRM practices and the level of 'complexity' 

and 'diversity' in African countries, it is crucial to clearly understand whether the adoption of 

certain HRM practices are of firms-level factors or necessitated by institutional 

arrangements. In the context of HRM in MNCs literature, it is a challenge for strategic HRM 

to advance due to lack of understanding, especially in a host context where the formal and 

informal institutional arrangements are dynamic with on-going changes. To this end, this 

study contributes to the knowledge gaps in international management literature on HRM 

practices developments in Africa, by providing country- level and subsidiary-level evidence. 

The Nigeria oil and gas sector represents an essential non-traditional context in SSA 

countries within international management and business literature because the country even 

though it has witnessed economic downturn continues to attract FDI inflows. This study adds 
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a new perspective to host countries’ institutional arrangements to complement the 

understanding of HR management theory.   

 

Also, another critique of the new institutional theory is concerning the depth of application in 

management research, most studies have only focused on the regulatory/coercive aspect of 

institutional pressure, neglecting other features such as the normative and more particularly 

cognitive/mimetic process. Mizruchi and Fein (1999) note that while extensive studies are 

applying (DiMaggio and Powell, 1983) organisational theory, they have failed to incorporate 

all three dimensions. Mizruchi and Fein (1999, P. 664) argue that organisational 'researchers 

are positing a particular process that results in a behavioural outcome, but they measure 

only the outcome while assuming the process'.  These researchers focus on only one 

isomorphic force, which 'leads to failure to consider an alternative process that might be 

operative'. Such selective representation rises concerns as to the depth of knowledge and 

understanding because it provides a limited picture of isomorphic forces. There is a need to 

apply all three institutional features to understand the adoption and diffusion of HRM 

practices. Studying all three institutional arrangements can help us to understand whether 

specific institutional feature exerts more influence, or a combination of different features 

exert more pressure on HRM practices. Nevertheless, many have questioned the idea that 

homogenising pressures exerted similar influences on all MNCs operating in the same 

organisational field. Also, there have been some debates about the various sources of 

institutional pressures, most notably, concerning HRM, the question is, how do the different 

features of institutions influence HRM practices. Some researchers have asked questions 

regarding the development of institutional practices and how they come into play within a 

given context. 

 

So far, several institutional researchers studying MNCs and their global operations have 

treated institutional features as constraints on organisational behaviour. In this situation, 

institutional features may hinder the implementation of HRM practices and MNCs are 

required to comply with the institutional field. Conceptualised this way, the institutional 

features of regulatory, normative and cultural cognition only pose challenges to MNCs cross 

broader operations owing to the institutional distance between the two countries (Kostova et 

al., 2008). In the context of institutional theory, the relationship between MNCs’ HRM 

practices and institutional field, neglects the idea that strategic opportunities could arise due 

to the institutional distance.  Clark and Lengnick-Hall (2012, p.3821) suggested the strategic 

opportunity concept, and this assumption challenges the idea that new HRM practices when 

uniquely combined to manage the workforce can be beneficial to both the parent company 

and host company context.  This argument emphasises negotiation between all parties to 
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create a new set of value-added HR practices for the host subsidiary. This research 

acknowledges the notion of strategic opportunity, seeing beyond constraint in the 

institutional field. By combining both the ideas of old and new institutionalism, this study 

takes a comprehensive and realistic evaluation of the institutional field MNCs operates, and 

how it influences a variety of HRM practices. 

2.6 A combined approach to the transfer of HRM practices  

 

Scholars researching the transfer and diffusion of HRM practices agreed that the process is 

complicated as such there is a need for an integrated approach if we must understand the 

complicated process (Rupidara and McGraw, 2011; Clark and Lengnick-Hall, 2012). The 

concept of transfer and diffusion of HRM practices has been analysed from different 

theoretical perspectives separately. In other words, the different internal and external factors 

that could influence the dissemination of HRM practices need to be examined in a holistic 

way. In this way, this study emphasises a combined and duality approach toward the study 

of HRM practices transfer. This research extends the conceptual framework of Clark and 

Lengnick-Hall (2012), as the authors studied both strategic IHRM theory that acknowledges 

the strategic importance of HRM in MNCs and the institutional theory perspective that 

reflects on social structure impact on MNCs behaviours. These two perspectives explain 

both the internal and external factors and the complexity of the transfer process and 

changes to HRM practices that lead to the variation (Taylor et al., 1996; Farndale and 

Pauwee, 2007; Jackson, Schuler and Jiang., 2014). 
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Figure 4:Clark and Lengnick-Hall (2012) model of MNC practice transfer and subsidiary HR configuration 

 

 

 Source: adapted from (Clark and Lengnick-Hall, 2012) 

 

Clark and Lengnick-Hall (2012) model of MNC practice transfer and subsidiary HR 

configuration has many constructs but remain simple when compared to the complex 

phenomena of transfer. The model encompasses different factors that determine the transfer 

of HR practices from the parent company to a subsidiary. 

       

       Kostova (1999, p. 309) defines organisational practices (HR practices) as “the particular 

ways of conducting organisational functions that have evolved under the influence of 

organisational history, people, interest, and actions that have become institutionalised in the 

organisation.”  

 

The model theorises the successful transfer and subsidiary HR configuration using a 

multilevel approach, based on institutional and resource-based theory. The model looks at 

the levels of influence which are the firm-level and social context or 'country-level effects' but 

some studies apply the concept of national culture. Clark and Lengnick-Hall (2012) applied 

institutional features rather than cultural characteristics. The model consists of the 

regulatory, normative and cognitive components, and these features 'reflect the institutional 

pressure of the home country as well as organisational philosophy and strategies, which, in 

turn, will affect the configuration of subsidiary HR practices' (Clark and Lengnick-Hall, 2012, 
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p. 3824). The differences between the two countries’ institutional settings will alter the 

MNCs’ choices on which HR practices to transfer to their foreign subsidiaries because the 

institutional distance between the two countries will influence the degree of strategic 

opportunities available in the environment, as well as the fit of the HR practices. 

 

The authors further Break down the different components of integrative approaches (Schuler 

et al., 1993; Taylor et al., 1996). Generally, integrative approaches such as Schuler et al. 

(1993) propose a systematic approach that incorporates both internal and external factors 

that have been influential in the development of relevant HRM policies and practices that 

contribute to MNCs achieving competitive advantages. However, both Schuler et al., (1993) 

and Taylor et al., (1996) overlooked the interaction between home and host country 

institutional influence on HRM practices.  

 

The real value of applying Clark and Lengnick-Hall (2012) model is the emphasis on 

strategic opportunities and institutional features that the subsidiary faces during the process 

of HR practices transfer, on the basis that the latter is crucial to the former. This process of 

HR practices transfer is relevant to the subsidiary, as HR practices are matched and 

adapted based on the available strategic opportunities in the local institutional setting. Clark 

and Lengnick-Hall appear to be suggesting that HR practices transfer can be adapted to fit 

into the host context, as such, creating new sets of HR practices that are dependent on the 

host country context. It is further suggested that HR practices transfer may require not only 

adaptation but also managers strategic involvement that believe in the value and benefits of 

the practices. Another valuable part of this model is the assumption that organisations are 

best understood as a cluster of interconnected structure and practices and that integrated 

practices are vital rather than individual practices and are related to an outcome such as 

performance leading to competitive advantage. Of course, this is critical to the contribution of 

HR policies and practices in sustaining competitive advantage. The influence of the 

institutional environment on HR practices transfer is from different sources which are 

apparent in the figure 4 above. Each component based on (Powell and DiMaggio, 1991; 

Scott, 2008) argument has a specific effect on its own, as well as when combined. For 

instance, some studies have only focused on regulatory pressure on HR practices transfer 

disregarding other features as well as organisational actors involved in the process. On this 

basis, both normative and cognitive processes have been observed to have some degree of 

influence on HR practices. However, it is essential to remember (Clark and Lengnick-Hall, 

2012) model only shows institutional influence on HR practices, that is the national level 

influence but acknowledges firm-level influence on HRM practices.  
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While acknowledging the limitations of Taylor et al. (1996) model, Clark and Lengnick-Hall 

(2012) acknowledged that it would be a difficult task for one model to present a 

comprehensive view of HRM practices transfer. Building on such argument this study 

combines both SIHRM theory and institutional theory to provide a comprehensive process of 

transfer and diffusion of HRM practices. The models discussed in this work so far distinctly 

identify what is most relevant to MNCs HRM practices transfer, that is, strategic importance 

of HRM and institutional features that shape the process. Nevertheless, the applicability of 

these models across different institutional settings is questionable, in the sense that the 

factors which influence HRM practices differ across countries (Kaufman, 2016). Also, the 

models discussed were developed contextually within the American and European business 

and societal context. Therefore, the argument here, is the suitability of these models to SSA 

context, and at the same time it could be argued that it provides a new context to explore the 

issues and theories of (Taylor et al., 1996; Clark and Lengnick-Hall, 2012) models. 

 

MNCs parent company might focus on one or more HR practices that they desire to transfer 

to their overseas subsidiaries as part of their core competencies which often is a source of 

sustainable competitive advantage. These HR practices represent the MNC’s knowledge 

and values, which must be exploited to realise sustainable competitiveness (Zander and 

Kogut, 1995; Grant, 1996). According to Liu (2004), the core HR practices in MNCs are 

staffing and selection, training and development, compensation, performance management, 

and employee relations. Some studies have focused on examining these HR practices 

individually (Edward et al., 2016) or as an integrated system (Cogin and Williamson, 2014). 

 

This study examines a set of HRM practices mentioned above, and how both MNCs 

strategic choices and institutional forces can influence these practices at the subsidiary 

level. For instance, Edwards et al., (2007) study found evidence of reverse transfer 

concerning international HR policy creation. The study shows the importance of subsidiary 

managers in bringing about changes in policy by bargaining their way to a more significant 

formal policy. MNC’s HRM practices are subject to modification due to various forces that 

influence the implementation process. Similarly, Horwitz (2017) work examined emerging 

market MNCs, in particular, South African MNCs and their operations in countries like UK, 

Singapore, and Australia. The findings revealed that South Africa restaurant groups such as 

Nandos, operating in Singapore and the United Kingdom draw on home country and host 

country practices, by altering or amending their existing practices, due to the legislature 

which directly impacts on one or more HRM practices. For individual HRM practice such as 

performance management, (Horwitz, 2017) study explains that both the MNC’s parent 

country and host country influence or shape the characteristics of HRM practices found in 
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the subsidiaries. As such, it appears that HRM practices are not adopted as the parent 

company intends it, either some or extensive alteration occurs, thus reflecting the 

requirement for sensitivity towards local environments (Nishii and Wright, 2008; Gamble, 

2010; Chung, Sparrow and Bozkurt., 2014; Edwards et al., 2016).  

 

In the transfer process, corporate HR is seen as proactive; while, line managers are 

traditionally regarded as passive executors rather than as responsible HRM actors (Rimi and 

Yusoff, 2014) in the implementation of HRM practices (Guest and Bos-Nehles, 2013). One 

can argue that this traditional view ignores the proactive roles of line managers, that goes 

past simple enactment, in the process of implementing HRM practices. For instance, (Bos-

Nehles, Bondarouk and Labrenz., 2017) maintain that line manager plays an essential role 

in the successful implementation of certain HRM practices, as well as the shortfall of other 

practices during the process of internalisation and integration, of the transferred HRM 

practices. Similarly, Makhecha, Srinivasan, Prabhu and Mukherji (2016) differentiate 

between various factors that enable and disable the implementation of HRM practices at the 

subsidiary level. These authors work revealed that both HR and line managers adjust HR 

practices due to structural and interpretive enablers and implement different practices 

because of external and internal disablers. That is, line managers might modify HR practices 

to fit in with the subsidiary’s needs, goals and arrangements (Makhecha et al., 2016). Even 

though corporate HR desires to standardise HR practices for internal consistency and ease 

of control, on the other hand, line managers might favour HR practices that fit in with the 

subsidiary context which are more effective. In contrast, the current views of line managers’ 

role in HRM practice implementation have negative implications in the sense that they 

change the consistent application of HR practices by creating ‘slippage’ (Boxall and Purcell, 

2008) or undesirable variation (Nishii and Wright, 2008).  

 

It should be noted that HR practices within MNCs do not always follow a top-down transfer, 

that is from the parent company to subsidiary because the transfer can go either way as 

mentioned earlier. Also, the implementation of HRM practices can lead to different 

scenarios. The argument is that the implemented HR practices are likely to be internalised 

and integrated into the subsidiary (Almond, 2011; Ahlvik and Bjorkman, 2015). One crucial 

area to explore in the transfer and diffusion process of HR practices in MNCs subsidiaries 

are the dimensions (Bjorkman and Lervik, 2007; Ahlvik and Bjorkman, 2015) suggested; 

implementation, integration, and internalisation as these authors believed that such 

dimensions may improve our understanding of why there are differences in HR practices.  

Likewise, Kostova and Roth (2002) first propose these dimensions because they are 

necessary when investigating the transfer process of HRM practices.  
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Over the years IHRM scholars have viewed the implementation of HR practices as the 

adoption of formal practices (Bjorkman, Ehrnrooth, Smale and John., 2011) and the intended 

actions (Kostova and Roth, 2002). Nevertheless, Bos-Nehles, Bondarouk and Labrenz., 

(2017) argue that at the subsidiary level, HRM practices can come into existence either by 

the transfer process or by subsidiary HR designing the practices themselves. Likewise, 

Farndale, Scullion and Sparrow., (2010) differentiated between two processes which can 

determine the nature of HRM practices at the subsidiary level, and this concerns the 

headquarters-subsidiary relationships. According to the authors, the higher the degree of 

dependency on headquarters, the more likely hood of transfer as parent company can 

determine subsidiary HR practices. A subsidiary that operates independently from the parent 

company can design HRM practices as well as shape their HRM practices rather than being 

mere executors of corporate HR policies and practices (Renwick, 2003).  

 

Again, it can be argued that distinguishing between global integration (standardisation) and 

local responsiveness (localisation) by (Schuler et al., 1993; Pudelko and Harzing, 2007) is 

important to understand MNCs HRM practices.  For the former, to integrate global 

operations tightly, MNCs strive to standardise their HRM practices by transferring them from 

the parent company to foreign subsidiaries. With such ambition, HRM practices in different 

units are likely to resemble parent company practices (Taylor et al., 1996) than local 

practices in any given setting. In contrast, MNC that adopt differentiation strategy is less 

likely to transfer practices (Taylor et al., 1996; Janssens, 2001) that is, HRM practices are 

more likely to be designed and implemented locally. However, the implementation of HRM 

practices can manifest in various scenarios (Bos-Nehles et al., 2017) other than 

internalisation and integration. The debate is that the translation of intended HRM practices 

to actual HRM practices enacted is more than the simple application of rules, but it also 

includes a psychological dimension of value and added meaning (Kostova, 1999). Even 

though the literature has overlooked other scenarios, this study contributes to the 

understanding of the transfer and implementation process by analysing other possible 

scenarios, HR managers and line managers can use when implementing HR practices.  

 

As such, the argument here is that subsidiary HR managers, as well as line managers, play 

a crucial role in the application of HR practices as they can influence the transfer process, 

thus impacting on the effectiveness of HR practices implementation. Such argument leads to 

a specific situation, for example, a prevalent influence MNCs face is differences in 

institutional settings which includes regulatory and employment laws, but some IHRM 

scholars assume that once the managerial team decides to transfer HR practices, the 
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transfer process and implementation of the practice will be unchallenged (Klimkeit and 

Reihlen, 2016, p.851). Such argument overlooks the fact that line managers influence the 

implementation of HR practices, and that how they implement the transferred HRM practices 

depend on their perceptions of the subsidiary’s context (Khilji and Wang, 2006; Bos-Nehles 

et al., 2017). The perceived value of intended HR practices will impact on how line 

managers implement them and eventually determine their effectiveness. Similarly, Kostova 

and Roth (2002) viewed, such scenario as internalisation, in other words, the degree to 

which subsidiary managerial team assigns symbolic meaning and value to the HRM 

practices, so that it becomes part of the organisational culture (Kostova, 1999). 

 

In contrast, at the subsidiary level, HR practices transferred can be Ignored as well (Bos-

Nehles et al., 2017). In this scenario, subsidiary line managers disregard and do not 

implement HR practices that are transferred by the parent company and pushed forward by 

subsidiary HR managers (Sikora and Ferris, 2014). For instance, an appraisal guideline put 

forward by HR department is ignored by line managers as they fail to appraise subordinates 

within their team (Kostova, 1999; Martin and Beaumont, 2001). On the one hand, HR 

practices transferred by the parent company could merely be imitated by subsidiary 

managers. In this case, managers only adopt HR practices because it is a formal rule to 

adopt HR practices. One could argue that such adoption is a false acceptance in which 

subsidiary HR managers or line managers ceremonially adopt HR practices (Kostova and 

Roth, 2002), without recognising it as valuable (Bos-Nehles et al., 2017). 

 

On the other hand, integration of HRM practices is an added scenario of implementation 

(Bjorkman and Lervik, 2007). IHRM researchers studying the transfer of HRM practices 

argue that it is of strategic importance to integrate HRM practices. That is a planned 

situation where practices are connected and aligned with existing HRM practices, in other 

words, an internal or horizontal fit, as well as with the competitive strategy that is external or 

vertical fit (Bos-Nehles et al., 2017). In this case, the focus is not only on implementing the 

practices, but also aligning it with other practices and the corporate strategy as well. The 

argument is that managers could likely perceive a vertical fit as useful, that is an alignment 

with the competitive strategy (Rupidara and McGraw, 2011). Marchington, Rubery and 

Grimshaw (2011) noted that there is high support for HRM practices across the different 

levels within the organisation as long as the practices are in line with the organisational 

goals. For instance, the alignment of compensation schemes with goal setting appraisal 

systems, that is horizontal fit can lead to reciprocal effects. The argument here is that the 

combined effect of both compensation and appraisal practices are more likely to have a 

more significant impact than when implemented in isolation (Boxall and Macky, 2009). 
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Nevertheless, Marchington et al. (2011, p.331) observed that “a problem in achieving 

integration is that so much depends on the line managers that are responsible for delivering 

HRM in practice.” It becomes clear that managers responsible for implementing HR 

practices play a crucial role in aligning practices together as well as the corporate strategy. 

The argument presented here highlights the identified gap by offering new insight into how 

HR and line managers engage in the transfer process of HR practices. On this basis, this 

study seeks to understand the variations in HR practices found in the Nigerian context as a 

result of the institutional influence. That is, the difference between the intended and actual 

practices implemented. 

 

2.6 .1 Mechanisms of global integration of HR practices  

 

It has become clear that to fully comprehend and understand the transfer and diffusion of 

HRM practices in the Nigerian subsidiaries, one must analyse the underlying transfer 

process, and the mechanism by which MNCs achieve global integration of their HR practices 

(Kim, Park and Prescott., 2003; Liu, 2004; Taylor, 2006). HRM practices transfer process is 

dynamic, involving an integrated approach encompassing comprehensive control and 

coordination mechanism (Kim, Park, and Prescott, 2003; Dowling et al., 2017). Previous 

studies suggest that the transfer process and integration mechanisms are ways MNCs use 

in achieving consistency of HRM practices (Smale, Bjorkman and Sumelius, 2013). In this 

sense, Belizon, Morley and Gunnigle., (2016) argue that research on HRM practices 

strategies has been nourishing an emerging area of research which focuses on the global 

integration of HRM with more attention paid to the mechanism that promotes the whole 

process. studies looking into the HRM integration mechanism attempt to account for 

systematic analysis into different integration process MNCs applies which allows them to 

achieve global HRM integration (Smale, 2008; Belizon et al., 2016). As this analysis focus 

on different stream of research looking the transfer of HRM practices, the researcher 

examine how different integration mechanisms are used across various HRM practices 

within MNCs and their global dispensed units (Kim et al., 2003; Liu, 2004; Edwards, 

Marginson and Ferner., 2013; Smale et al., 2013).   

 

Harzing and Sorge (2003) studied in depth the control mechanism used by MNCs and 

grouped these control mechanisms into different combinations. Likewise, Kim et al. (2003) 

research established four ways of classifying integration mode: centralization, formalisation, 
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information-based and people-based process. The table below demonstrates the 

combination of these authors classification of HRM integration mechanism.  

  

Table 3:HRM integration mechanism 

 

This research tries to understand the differential use of these integration methods through 

multiple HR processes. Considering how global HRM integration occurs is vital for MNCs, 

given that these processes ensure control and coordination of HR activities. However, Kim 

et al. (2003) suggested that the control and coordination of HR activities are different 

processes. In the case of control, the process defines how MNCs regulate HR activities 

intending to achieve the parent company’s HR objectives. The HR activities coordination 

process attempts to create a viable alignment between the parent company and its 

subsidiaries. 

 

MNCs integrate all of their globally dispersed units through a “centralised decision-making 

authority” (Kim et al., 2003, p.330). The centralisation-based mechanism is characterised as 

the decision-making process. Mainly at the headquarters of MNCs are central executives 

who agree on corporate activities. HRM practices formulation, transfer, and all significant 

people management decisions are made at central corporate HR. Ferner et al. (2011) study 

presented evidence promoting the centralisation method, in this case, HR procedures are 

structured at the parent company headquarters. This mechanism differs from the 

decentralisation strategy which gives local branches autonomy and control to formulate and 

structure HRM activities. Sometimes, the decision-making authority simply does not follow a 

centralised or decentralised approach according to (Kim et al., 2003 and Belizon et al., 

2016). Instead, the parent company could sometimes set guidelines for the subsidiary to 

follow, and this approach allows them to develop HR initiatives based on local needs. 
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On the other hand, People-based integration refers to the use of an international team, that 

is the deployment of expatriates from the parent company to their foreign units, this 

mechanism has been widely used by MNCs, mostly from developed countries such as 

Japan and the USA (Gamble, 2010). It could be argued that the use of expatriates is a 

common practice in MNCs, expatriates are significant assets and are used to transfer 

knowledge, control and monitor foreign subsidiaries. Expatriates over the years have played 

a vital role when it comes to transferring and implementing the MNC’s shared values, norms 

and ideology, playing the role of boundary spanner, role model and coach, sharing the 

organisation’s core competencies, and as agent of socialisation (Bjorkman and Lu, 2001; 

Chang, Smale and Tsang., 2013; Dowling et al., 2017). Recent studies from (Ferner et al., 

2011; Belizon et al., 2016) show that over half of MNCs operating in the UK and Spain have 

built an international HRM committee where HR managers across all units work together to 

formulate and disseminate HR-related initiatives on a global scale.  

 

In contrast, formalisation-based integration mechanism is characterised by the use of 

codified and standardised work process to coordinate global operations. MNCs using this 

mode of integration formulate HRM policies, practices and guidelines which are based on 

the MNC’s global standard and transfers them across all units. However, an organisation 

using this mode of integration has the tendencies of having a high degree of standardised 

work system accompanied by a high degree of bureaucracy (Ferner, 2000; Kim et al., 2003).  

 

The fourth mechanism is the information-based approach, that is the inflow, and outflow of 

information through an impersonal communication system such as intranet database, 

electronic mail and electronic data interchange (Kim et al., 2003, p. 330). The integration of 

HR practices with information technology has ensured current information flow within MNCs 

and its global units (Kim et al., 2003). Accordingly, the use of centralisation mechanism 

works well with formalisation-based mechanism and information-based mechanisms in the 

sense that a centralisation approach is likely to be functional with the use of appropriate 

mechanisms to ensure effective control and coordination of the MNCs’ HR activities.  

 

Despite the potential importance of global HRM integration to business activities within 

MNCs, evidence exists that institutional features may always influence the nature of HRM 

practices within MNC’s subsidiary. The question is which mechanism facilitates or inhibits 

transfer and diffusion of HRM practices, and the effectiveness of these mechanisms cannot 

be examined independent of the context in which the MNCs operate (Chiang et al., 2017). 

Studies on HRM practices transfer and diffusion have neglected to examine which social 
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factors are likely to influence the choice and effectiveness of various mechanisms of transfer 

and diffusion of HRM. 

2.7 Summary and research questions 

 

Several factors greatly influence the transfer and diffusion of HRM practices within MNCs 

and their foreign subsidiaries. The literature review has confirmed the legislature, societal 

norms, institutional framework, political, economic, educational infrastructural, and the 

business system as significant factors within the host country might influence the 

characteristics of HR policies and practices transferred (Kostova et al., 2008; Scott, 2008). In 

some instances, European MNCs operating in a different context could face challenges from 

changing legislation, strong local norms, uncertain market conditions and insufficient 

competent workforce. These challenges and complications may be a driving force for 

European MNCs to transfer certain types of HRM practices as a result of several 

uncertainties with the host context. 

 

Nevertheless, headquarters international orientation, organisational structure, and 

management experience may lead the foreign subsidiaries to adopt parent country HRM 

practices as well. However, the degree of difference between the parent and host country 

institutional features may lead to the MNC adopting local HRM practices, particularly for 

more context-specific practices.  In this respect, the uncertain and complex host country 

context, as well as the difference between developed and developing country management 

style may require specific strategy and consideration of critical factors that may influence the 

transfer and diffusion of HR practices. In the literature, it is evident that actors-agency play a 

vital role in the implementation as well as the likely scenarios in the implementation process 

of the transfer and diffusion of HRM practices from parent MNCs. As well as considering 

various mechanisms that might facilitate or inhibit the process. In addition, the literature 

suggests that HR managers and other decision-makers influence the configuration of HR 

system as they often filter their interpretation of the HR practices being transferred and 

diffused based on their own ‘bounded’ understandings of what is rational, fair, and 

appropriate for the MNC’s subsidiary (Rupidara and McGraw, 2011).  

 

Each concept reviewed is rich and offers this study the opportunity to explore the ‘why’ and 

‘how’ each human resource practice transferred and diffused are similar within the same 

MNC. Also, it allows the researcher to examine the variation across the two cases in the 

Nigeria oil and gas industry.  The following questions are asked on the basis of the literature 
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review on the transfer and diffusion of HR policies and practices to Nigerian subsidiaries of 

European MNCs. 

 

RQ1: Which IHRM approach do MNCs headquarters follow when transferring HRM policies 

and practices to their subsidiaries operating in Nigeria oil and gas sector, considering the 

strategic importance of HRM practices?  

 

RQ2: Which HR policies and practices are transferred, diffused, and adapted or 

implemented as intended?  

 

RQ2a; How do MNCs deploy different international integration mechanisms across individual 

HRM practices and whether their use might vary in different HRM practices?  

 

RQ3: How does the Nigeria context affect the transfer and diffusion of MNCs HRM practices 

and what sources of institutional factors influence these HR practices?  

 

RQ 4: How do HR and line managers respond to institutional pressures, as they configure 

the subsidiary HRM system?  
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CHAPTER THREE- RESEARCH METHODOLOGY 

 

The previous chapter emphasises the central insight of this research. Instead of a 

systematic chart of the literature, the researcher chooses to examine selectively how 

different researchers have perceived the underlying process of transfer and diffusion of HRM 

practices as well as the different theoretical ideas and empirical enquiries that have informed 

some of these perceptions. Specifically, the researcher explored different levels of factors 

that influence the transfer process. Company-level factors include the strategic importance 

of HRM, organisational core competencies, top management belief, and specific employee 

group.  Social and institutional-level factors include employment regulations and law, 

normative value and uncertainty as well as cognitive mindset relative to actors’ thinking 

skills. Differentiating between company-level factors and institutional-level factors is vital on 

the basis that such analysis can provide a better understanding of the role played by 

managerial agency in resisting and conforming to local institutional pressures. The 

incorporation of managerial agency helps to understand whether the similarities, as well as 

the variations found in certain HR practices, are influenced by firm-level factors or 

necessitated by institutional arrangements.  

 

The focus is on providing understanding and explanation by interpreting the experience and 

knowledge of local managers involved in the dissemination of HR practices. This is focused 

on the research questions raised at the end of Chapter 2, which helped the researcher 

devise a research methodology to address and add to knowledge. The discussion in this 

chapter continues with the research paradigm, explaining and justifying adopting an 

interpretivist paradigm. Following this, rationale is provided for adopting a comprehensive 

qualitative case study design, utilising semi-structured interviews as the primary method of 

data collection. Additionally, attention is drawn to different ethical issues that, during the 

research process, served as limitations. The chapter's review continues with the analysis 

paradigm, explaining an interpretive method. 

3.1 Research philosophy  

 

In all research, what constitutes as a valid research and its appropriate methods for 

knowledge development has some underlying philosophical assumptions. Research 

philosophy is the overall view that represents the researcher’s worldview, which defines the 

process of research inquiry, data collection, analysis and interpretation of research data 

(Guba and Lincoln, 1998; Creswell, 2007). Similarly, Creswell (2013, p.16) “describes 
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philosophy as the use of abstract ideas and belief that informs the individual research 

process.” Consequently, the components of philosophical assumptions are the ontology, 

epistemology and methodology. A research inquiry encompasses ontology, i.e. the way the 

researcher views the truth and reality. Epistemology has to do with the process in which the 

researcher comes to know the truth and reality. Methodology relates to the method used in 

conducting the research. Ontology is concerned with articulating the nature and structure of 

the world, that is the existence of reality (Bryman and Bell, 2015). There are two general 

positions – objectivism and constructionism; objectivism believes that there is an 

independent reality and constructionism holds that reality is the product of social processes 

(Neuman and Kreuger., 2003).  

3.2 Research paradigm  

 

In simple terms, the research paradigm encompasses three main dimensions, namely 

ontological, epistemological and methodology, that is the research framework which guides 

an inquiry (Guba and Lincoln,1994; Denzin and Lincoln, 2011). This thesis applies Bodgan 

and Biklen (1998, p. 22) interpretation of a research paradigm as "a loose collection of 

logically linked theories, principles or ideas orienting thought and research”. Such ideas and 

values are theoretically connected making up the way we perceive and see the world. This 

has great influence in the way we approach our research subject. The argument is that each 

researcher has a way of thinking and their assumptions inspires them to study an event of 

their choice. Alternatively, one might argue that research paradigm contains the acceptable 

framework for any research. With the interpretive framework, the focus is on knowledge 

claims (Creswell, 2003) that is the three key areas of research, epistemology or ontology 

and research methodologies. However, when it comes to the research paradigm, several 

theoretical paradigms guide research inquiries, namely; positivist, constructivist, 

interpretivist, transformative, critical, and pragmatism, to mention a few (Carson, Gilmore, 

Perry and Gronhaug., 2001; Prasad, 2002). The study further examines the ideology behind 

two different paradigms which are positivism and interpretivism. 

 

The positivist paradigm explores social reality through observation, and views scientific 

reasoning and experiment as the best means of understanding human behaviour and 

acquiring actual knowledge. The interpretive paradigm assumes that reality consists of 

people’s subjective experiences of the world; so, the construction of reality is through social 

means, interpretivists attempt to derive their constructs from the field by an in-depth 

investigation of the aspects of interest (Stake, 1995). Rynes and Gephart (2004) argue that 

interpretivists believe that knowledge and meaning are actions of individual interpretation. 
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Consequently, there is no objective knowledge which is independent of human reasoning, 

that is knowledge is constructed rather than discovered. 

 

Ontological, positivists hold that reality is objectively presented and at the same time is 

measurable using properties which are independent of the researcher. That is, knowledge is 

objective and quantifiable (Henning, Van Rensburg and Smit., 2005). In other words, the 

positivist position holds that scientific knowledge consists of facts while it considers reality as 

independent of social construction. In contrast, the interpretive paradigm is built on 

observation and interpretation, this means that to 'observe' involves collecting information 

about issues and to 'interpret' is to make sense of the information gathered by drawing 

inferences between the information and the underlying abstract model (Stake, 1995).  

Besides, Collis and Hussey (2014, p.57), argue that 'social reality is not objective, but highly 

subjective in nature because individuals’ perceptions of reality shape it’. In other words, the 

HRM researcher adopting interpretive orientation focuses on subjective meaning; the goal is 

to understand the constitution of different realities.  

 

Going by the interpretive ontology, the researcher argues that the people’s knowledge, 

understanding, interactions and interpretation of the phenomenon are meaningful properties 

of social reality. This study’s research questions were designed to analyse such properties. 

To analyse these ontological properties, the researcher discussed interactively with the HR, 

senior, and line managers, by asking them questions, and gaining access to their 

articulations and understandings of transfer and diffusion of HR practices. 

 

‘The fundamental concern of epistemology is what counts as genuine knowledge’ that is in 

the world where knowledge exists out there, how can individuals trust the source of 

knowledge and its meaning (Braun and Clarke, 2013, p. 28). As an illustration, consider the 

positivist position and the interpretivist position how legitimate knowledge is developed. A 

positivist researcher on the one hand attempts to uncover the reality, that is the knowledge 

that exists independent of their practice. From this perspective, knowledge is obtained or 

established through a scientific method such as an experiment where the researcher is 

separate from that which is observed. However, in the social world, the social researcher 

does not use the scientific approaches of positivism; instead, they adopt a post-positivism 

stance. This means that, the researcher holds that their intervention can influence research 

and in turn, the researcher can influence the process of the research.  An interpretivist 

researcher argues that the world and what we know of it is socially constructed. In this case, 

to acquire Knowledge, individuals have to construct their understandings from experience 

based on what they are told, not through discovery (Stake, 1995, p. 100).  
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The positivist approach is not suitable for this study as abductive reasoning (Blaikie, 2010) is 

used for this research where the investigation focuses on understanding the social world of 

organisational actors from different levels of the Nigeria subsidiaries, not testing theories or 

drawing hypothesis. Blaikie (2010) argues that interpretive abductive reasoning for theory 

advancement begins with the researcher capturing the social world of actors' (HR and line 

managers). The researcher then uses the social actors' account of their experiences to 

develop social descriptions that provide the basis for new or revised theories advancement 

(Fisher and Aguinis, 2017). Although there are several epistemological positions, in this 

study, the researcher’s position of what is the acceptable knowledge is expressed through 

interpretivist position. An alternative position could be the post-positivist view but exploring a 

phenomenon such as HRM practices transfer in a new context (Nigeria) is too complicated 

for determining and measuring casual effect. 

 

3.2.1 Justification for the interpretivist research paradigm  

 

Going by the assumption that every research is positioned with a theoretical paradigm, this 

study utilises interpretive research paradigm. Interestingly, Geppert and Richardson., (2008) 

argue that interpretive research is both analytical and value-laden, and when studying the 

social world, the researcher must consider the contextual realities. In this study, the 

researcher seeks to understand how MNCs’ subsidiaries that are operating in the Nigerian 

oil and gas sector transfer and diffuse HR practices. That is, there is a need to understand 

the subject matter based on contextual forces that influence managerial decisions.  

 

Furthermore, the interpretive model accepts that information is acquired by human actors’ 

construct. As such, the researcher examines the role played by human as social actors to 

gain in-depth knowledge and the reality of HRM practices used to manage the workforce in 

the Nigerian context. In this case, the emphasis is on actor’s agency, that is the roles 

organisational actors play in the diffusion of HR practices and how they view their 

responsibilities that can be interpreted in a way that it reflects their experience and 

knowledge. Similarly, Welch et al., (2011) argue that interpretive research accepts a rational 

process where contextual reality is interpreted and communicated by social actors based on 

the perception of their daily social roles. The researcher seeks the subjective rational views 

of social actors involved in the process of transfer of HR practices which provides 

understanding to the underlying processes. 
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Thornhill, Saunders and Lewis. (2012, p.140) argue that different interpretive approaches 

exist, and this plays different roles in our interpretation of events, but the fundamental goal is 

to address the questions of meaning and understanding. Let us step back and examine the 

notion of subjective realities, and what does it mean to the interpretive researcher?  The 

interpretivist researcher believes that the social world is complex and that there are multiple 

interpretations of reality.  In this case, to understand and provide meaning to the 

dissemination of HR practices from the European parent company to their Nigerian 

subsidiaries, we must understand the nature of HRM practices from the viewpoint of 

organisational actors. This means asking questions about the experience of social actors 

involved in the transfer process. Collecting interview data from different organisations’ actors 

is relevant because arguably, these actors experience HR practices differently. This 

research seeks to understand how social structure such as the regulatory, normative and 

cultural-cognitive (Scott, 2008) process influences managerial decision concerning HR 

practices. The justification for choosing an interpretivist perspective is that HR practices 

used to manage the workforce are complex and are often unique in each context (Kostova 

and Roth, 2002) and employee group (Taylor et al., 1996). The focus is on providing 

meaning and understanding concerning the nature of HR practices in the Nigerian 

subsidiaries as well as why there are variations of HR practices in a different context.  

Simply put, the interpretivist approach is suitable for this research field because it allows the 

researcher to explore complex organisational issues in a developing context, which involve 

human behaviour and experience. In short, the interpretative method is ideal for this 

research field because it helps the researcher to address complicated organisational 

problems in a changing setting involving human actions and practice. 

 

The interpretive paradigm is suitable for a qualitative case study method, which focuses on 

socially constructed activities (Geppert and Richardson, 2008) since ‘most contemporary 

qualitative researchers hold that knowledge is constructed rather than discovered' (Stake, 

1995, p. 99). In other words, applying interpretive philosophy to this study enabled the 

researcher to ask questions which provide understanding to the reasons and decision 

behind transfer, diffusion and adaptation of HRM practices leading to a variation of HR 

practices. Furthermore, interpretivist researcher searches for patterns of meaning, rather 

than causal effect relationship. Multiple or contradictory meanings are described in detail 

and examined for contextual meaning and managerial implications.  

 

Also, the emerging research in developing countries like Nigeria concerning HRM in MNCs 

is best suited with a qualitative interpretive approach that can provide an in-depth 
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understanding of critical factors that influence actor’s decision-making process regarding 

HRM practices (Geppert and Richardson, 2008). Understanding critical factors directly from 

the actors involved in the process reduces the distance between the researcher and 

organisational actors.  This approach is believed to provide a practical understanding of prior 

theory and also enables researchers to build new theories. With IHRM research, the social 

aspect is vital for the introduction of new practices as such interpretive research is ideally 

suited for research in this context. Exploratory research into the Nigerian context may 

require researchers to be subjective rather than being objective since data collection does 

not happen at the same time as the event. 

 

Therefore, based on interpretive sense-making, the researcher attempts to grasp the full 

insight of contextual influence. The focus here is on interpreting the narratives given by 

these managers, probing into their particular intended meanings, and understanding the 

uniqueness of the HRM practices within their respective organisations and the context (Doz, 

2011, p. 584). This study seeks to provide meaningful understanding from both company-

level and national-level influences on the transfer and diffusion of HR practices. 

 

3.3 Research strategy 

 

Each segment reflects on the rationale of the analysis approach selected. Denscombe 

(2014, p.3) described the research strategy “as an action plan in which the researcher 

establishes a plan to achieve specific objectives”. Such objectives include the analysis of the 

research questions, targets, and concerns. The research strategy also logically aligns the 

research question to data collection processes, the cases studied, interpretation and 

conclusions (Yin, 2014). The literature on research strategy identified several strategies 

used by researcher, however (Robson, 2002 and Yin, 2014) suggested that there are three 

main strategies namely experiment, surveys and case study. In this section, the researcher 

provides the justification for utilising case study strategy.  

 

The case study strategy works well with the interpretivist paradigm and (Stake,1995) draw 

on the constructivist paradigm. The interpretivist approach builds on the social world of the 

participant and the notion of multiple reality. This argument is compatible with the case study 

approach, as much emphasis is on the context of research and social actors. That is, 

promoting the idea of collaboration between the researcher and the research respondents 

which allows the respondents to share their experience from a different perspective 

concerning the research issue. Interpretive research enables researchers to work with a 
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small number of cases and respondents. For example, Yin (2014, p. 164) suggested that 

inexperienced researchers start with a clear and less complicated case study since 

managing and analysing multiple cases is more time consuming and difficult. 

 

3.3.1 Case Study 

 

The case study as a research strategy used for business research is well developed and 

comprehensive. Robson (2002, p. 178) defined the case study approach as “a research 

technique requiring logical analysis of a specific contemporary trend in its real-life context 

utilising various sources of evidence.” There are, however, certain myths about the case 

study approach, as some scholars claim that the technique is not as comprehensive and 

unbiased as an experiment. Feigin, Orum and Sjoberg (1991) pointed out that rigour is a 

primary concern, irrespective of the intent, unit of research or nature. Notwithstanding the 

doubt about the case study strategy, the approach offers researchers a step by step guide. 

Over the years, case study approach has been a valuable technique for exploratory studies. 

Eisenhardt (1989) argue that the case study approach provided structure like other research 

strategies such as surveys and experiments. There are advantages to the case study 

strategy, as this strategy underlines the significance of context (Yin, 2014, p.14). Context is 

vital for HRM researcher as one cannot study an organisational phenomenon without the 

context that shapes their practices. 

 

Researchers can consider the case study strategy to answer specific research questions 

according to (Yin, 2014) when the focus of the research is to provide answers to the “how” 

and “why” questions. in this case, the researcher focuses on how contextual institutional 

factors affect the social actors’ decision concerning the transfer and implementation of HRM 

practices. Also, the researcher will try to answer questions relating to the variation found in 

HR practices. The case study strategy is believed to enable the researcher to uncover 

certain contextual factors unique to the Nigerian oil and gas industry. Furthermore, this study 

focuses on organisational actors’ agency and how they strategically make decisions 

concerning HR practices for the different employee groups within the Nigerian subsidiaries. 

In the case study research, the importance of context cannot be overemphasised because 

the context and the cases are bounded together (Robson, 2002; Yin, 2014). The researcher 

knows that the case study strategy is suitable for this exploratory research because the 

transfer of HR practices cannot be examined without taking a closer look into the parent 

company context and the Nigerian context. In all management research, including this 

research, context is significant.   
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Aligning the research questions with the number of cases to be studied should be 

considered during the planning phase. The nature of the research questions can determine 

the number of cases required for the study. In this context, a case study’s characteristics 

involve “a small number of individual cases (Cargan, 2008, p. 204) or creation of 

comprehensive, extensive information of a specific’ event’ or a small number of similar 

cases” (Robson, 2002, p.89). Some advantages are associated with case study strategy; an 

avenue through which specific responses are identified and presented, particularly those 

related to the respondents' mindset. The case study strategy provides an avenue for real-life 

organisational practices to be investigated while maintaining the nature of events in their 

natural setting, providing meaning to complicated phenomena like the transfer of HR 

practices. A case study strategy is flexible as a researcher can change the design at any 

given point, and this does affect the research aim, objects and outcomes. 

 

The suitability of a case study strategy for this research cannot be denied, but the strategy is 

not without criticisms. For example, Tellis (1997) suggested that employing a case study 

strategy means that the findings of the research cannot be generalised to the broader 

context. As mentioned earlier, some researchers have raised the issues of lack of rigour and 

a high degree of bias because of the subjective nature. However, case study advocates 

discuss specific steps to follow in case-study research (Stake, 1995; Merriam, 1998; Yin, 

2014). These authors suggest a rather simple process approach for case-study analysis 

outlining field practise, case-study queries, and a final writing document. The purpose of the 

case study strategy is to assist researchers in carrying out their studies rigorously. Stake 

(1995) recommended a set of necessary steps to complete the case study process, 

including identifying and specifying research questions, data collection, case study definition, 

data analysis and interpretation and these steps will be explored in the next sections.  

 

3.3.2 Determining and defining research questions 

 

The first step involves determining the research question to be studied. The idea is 

developing and defining clear research questions or theoretical proposition to guide data 

collection and data analysis. It can be argued that in a qualitative case study, researchers 

seek to understand the case. That is addressing the 'how' and 'why' question is to provide 

the answer to the case study, thereby highlighting the uniqueness and complexity of MNCs’ 

subsidiaries, and how these affiliates interact with their host context (Stake, 1995, p.16).  
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3.3.3 Case study research design  

 

Designing case study research is a crucial step as it involves a logical sequence which links 

empirical data collected with the initial research questions and ultimately, to the conclusion 

(Stake, 1995). This process involves the unit of analysis and the measure used in 

interpreting the finding.  Hence, researchers are advised to select the design which provides 

them with all-out instruments to answer the research questions and at the same time, 

consider the limitation of each design to avoid all potential pitfalls during implementation. In 

this study, the first task was defining the research questions, which are mostly the 'how' and 

'why' questions. The research questions were based on a comprehensive literature analysis 

to understand the existing body of research literature within the research area. The research 

questions were positioned within the context of literature. The case is defined as the 

researcher’s focus is on two MNCs operating in the oil and gas industry in Nigeria. 

 

3.3.4 Data gathering 

 

Collection of a large amount of data could be facilitated logically using a case study strategy. 

The researcher focused on two significant MNCs’ subsidiaries, and these companies 

provided sufficient breadth and depth of data to be collected to enable the researcher to 

address the research questions. This study investigates the transferability of HR practices 

from MNCs’ parent company to their Nigerian subsidiaries. Selecting two companies 

enabled the researcher to gather detailed data concerning the transfer and diffusion process 

of HR practices.  

 

Table 4:Cases investigated 

European 

MNCs 

Parent  

company 

Sector 

 

Subsidiary  

age 

Number of 

employees  

Pilot 

interviews 

Second  

Interviews 

O&G-N-

Co 

Netherland Oil and 

gas  

62 years of 

operation  

24,500 4 21 

O&G-IT-

Co 

Italy Oil and 

gas 

57 years of 

operations  

12,890 4 21 

 

Source; Developed for this study 
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All the cases have been coded ‘O&G’ oil and gas sector, ‘N’ for the Netherlands and ‘IT’ for 

Italy and this was done to ensure confidentiality and easy reading.   

 

The researcher focused on the interactions between the social actors involved in HRM 

practice implementation and the MNCs’ subsidiaries context. The research questions 

informed the selection of research participants, suggesting `'where one goes to get answers, 

with whom one talks, what one observes' (Miles and Huberman, 1994, p. 43).  

 

3.3.5 Case study description 

 

In the case of description, researchers can adopt several methods, that is from descriptive to 

exploratory. In the case of the former, researchers can provide comprehensive information 

about the situation using clear cases. This process ensures that the case provides objective 

information. In contrast, the latter method illustrates an expert’s account who is 

knowledgeable in that field to simplify the incomprehensible. In this exploratory case study, 

the researcher started with the research questions and not propositions. The research 

questions were developed after the literature review focusing on different themes. The 

themes reflect the area of evidence that needed to be gathered and compared against the 

existing body of knowledge. Focusing on themes enabled the researcher to describe the 

case study based on multiple perspectives of evidence. 

 

3.3.6 Data analysis and interpretation 

 

Stake (1995, p.72) and Creswell, (2003) argue that qualitative analysing data is challenging, 

and that qualitative researcher should endeavour to make sense and interpret the cases in 

terms of the meaning the respondents attach to their experience and stories. The way the 

researcher interprets and present the research finding must articulate their understanding 

and the meaning they attach to the phenomenon, reflecting the participants’ authentic 

experience. Likewise, Hammersley and Atkinson (1983) suggested that interpretive 

researchers must be involved in the data collection process, which enables them to interpret 

the data, taking into account the context that the event occurred. When analysing qualitative 

case study data, the interpretive researcher should consider prior knowledge but in an 

unbiased way. In this study the data were analysed using prior knowledge drawing from the 

abductive sense-making approach (Kovacs and Spens, 2005) and also the researcher used 

(Braun and Clarke,2013) six stages of thematic data analysis and interpretation which will be 
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discussed in later sections. The analysis and interpretation address the research aim, 

objectives and questions which the researcher believed to be the most significant aspect of 

the case study. 

 

3.3.7 The rationale for the case study strategy  

 

The rationale for using the case study strategy is described on the basis of relevance of the 

empirical context; the research questions, case selection, data collection and data analysis 

and interpretation. Academic researchers, Robson (1993) and Zikmund (2000) suggest that 

researchers should apply the research strategy most suitable for their study as it would be 

more relevant for knowledge development.  In this sense, the case study strategy is suited 

for this research because it examines a real-life phenomenon in depth within a given 

institutional context. Contrary to experiments in which the researcher monitors and control 

environmental conditions. In the case study research, the environment is part of the 

research process (Stake, 2005; Yin, 2014). This research aims to investigate the 

transferability of HRM practices and the embeddedness of MNCs subsidiaries in the 

Nigerian institutional context. There is much emphasis on contextual factors and influences 

which cannot be controlled or manipulated by the researcher. That is, the investigation 

occurs in a life situation which is beyond the control of the researcher.  

 

The literature review and research gaps identified led to the formulation of research 

questions, and these research questions focus on "how" and "why" concerning the research 

field. This research used the existing theory and theoretical framework based on the 

literature review to narrow down the research relevance and research questions (Ridder, 

2017. This process allowed the researcher to understand the phenomenon. The case study 

strategy is suitable for this research because it allows flexibility and versatility as the 

researcher was able to modify the research questions during the research. Unlike, other 

strategies such as survey and experiment, the case study strategy can be used to avoid 

developing hypotheses or propositions regarding the direct correlation and causality. The 

researcher was free to explore the existing gap by asking “how” and “why” questions, using 

the case study strategy. This study purses the research gap relating to HRM in the Nigerian 

context, the underlying process of HR practices transfer, the variation found in HR practices 

and the limited evidence of the activities of European MNCs in a developing country like 

Nigeria. In this changing environment, study questions are structured to examine these 

issues. 
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A critical issue to any research is what to study; in the case of management research, most 

studies focus on organisations. This research builds on the existing literature by focusing on 

organisational issues, and as such, the case study strategy is suitable. The qualitative case 

study approach allows the research to choose purposeful cases that are of interest to the 

researcher (Stake, 2005). Unlike survey and experimental studies that encourage random 

sampling with sample representation to the broader population. The cases chosen for this 

research are of interest to the researcher because the researcher believes that the two 

European countries MNCs and their Nigerian subsidiaries can contribute to theoretical 

advancement concerning IHRM literature (Eisenhardt and Graebner, 2007). The underlying 

logic for using the case study strategy is that the cases offer information into important 

phenomena. Eisenhardt and Graebner (2007) suggested that researchers should choose 

cases that can provide theoretical knowledge. The cases used in this study reflect theory 

into practices and this is one area where the IHRM literature is lacking regarding 

organisational practices in developing countries. The case study method was not restricted 

to a random selection of events, but both the chosen cases offered a different option and a 

related option with an alternative explanation (Ridder, 2017).The two European MNCs and 

their subsidiaries chosen for this study are analysed on a case-by-case basis and across 

both cases to establish similarities and differences, offering an in-depth description of the 

phenomena.  

  

Furthermore, Stake (1995, p. 3-4) suggested that a case study method can be intrinsic, 

instrumental and collective. Stake (1995) suggests that a researcher can have a genuine 

interest in the case and uses an intrinsic approach when the intention is to understand the 

case better. Instrumental approach is used not only to understand a particular situation but 

to provide insight into an issue and contribute to theory advancement. In this case, the case 

plays a supportive role in facilitating the researcher’s understanding of the contexts by 

scrutinising the case (Stake, 1995).  According to Stake (1995), 'a collective case study may 

be designed with more concerns for representation' with the use of small sample cases. 

Collective case studies are similar to multiple case studies (Yin, 2014). The researcher uses 

the instrumental approach, as the purpose of conducting this research is to understand 

MNCs’ subsidiaries HRM practices in the context of Nigeria and to contribute to the existing 

body of knowledge in the field of IHRM. 

 

The design of single and collective cases can be either holistic or embedded. According to 

Yin (2014), a researcher can employ a holistic approach as the focal point of the research is 

a single unit of analysis with some selected cases to examine the issue. In contrast, if the 

organisation and other sub-units are examined, then an embedded approach would be 
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applicable (Yin, 2014). However, Stake (1995) argues that a holistic case study design has 

specific defining characteristics such as having contextuality which is well developed, the 

case is a bounded system, the researcher seeks to understand the case more than how it 

differs from others, that is noncomparative. On this basis, the holistic design is considered to 

be suitable for this study going by Stake's argument. For these reasons: first, theoretical and 

empirical literature exists in the area of IHRM operating at the organisational level and 

national level. Therefore, this approach is applicable for this research to add knowledge to 

the existing literature. Second, the focus of the literature review reflects the study's aim and 

objectives. 

 

The research used Stake (1995) case study method because of it underpinning 

philosophical assumption, which is based on the interpretive stance and not (Yin, 2014) 

approach which was developed based on a post-positivist stance. In the literature, most 

IHRM scholars argued that case study is the most appropriate way to investigate the 

transfer, diffusion and implementation of HRM practices transferred within MNCs’ 

subsidiaries (Edwards et al., 2007; Festing, Knappert, Dowling, and Engle., 2012) and how 

company-level and country-level factors influence the process. Many studies use case 

studies strategy to understand the emerging trends among subsidiaries operating in the 

same institutional environment (Gamble, 2010; Chang et al., 2014; Yahiaoui, 2015). 

 

With respect to case study data collection, the main source of data was qualitative data. The 

use of the case study strategy allows the researcher to collect data from different sources, 

that is data source based on triangulation (Stake, 2005). In this study, the researcher utilised 

multiple sources of data comprising semi-structured interviews, company report, archival 

evidence, and follow-up interviews (Ridder, 2017). In this qualitative case study research, 

the data were examined looking for an in-case trend to explain each company HRM 

practices, the process of HR practices transfer and actor’s role during HR practices 

implementation. The cross-case study examined trends that revealed contextual factors and 

company-level factors that shape the HRM practices contributing to the variations found in 

HR practices. When evaluating qualitative data, the study used an iterative method that 

moves back and forth existing knowledge and the empirical data, as well as examining 

related research strengthens and theoretical arguments. Going by the argument of Bingham 

and Eisenhardt (2011, p. 1448), this study merged the idea of “theory elaboration (Lee, 

1999) and theory generation” (Eisenhardt 1989). 

 

Following the stand taken by Stake (1995), the focus of this study is on context-specific, 

interpretive, naturalistic and holistic inquire. Such an approach resonates with this study, 
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which helps the researcher to make connections and associations within the context of 

MNCs operating in the oil and gas sector, that is, building knowledge and understandings 

concerning HR practices. Arguably, this research contributes to knowledge by using case 

study strategy and the interpretive sense-making (Stake, 2005) approach by focusing on the 

contextualisation of HRM practices in the Nigerian oil and gas sector (Welch et al., 2011). 

 

3.4 Establishing rigour in qualitative case study research 

 

Evaluating the research findings is critical, as it indicates the findings are valid, and the 

procedures are rigorous (Denzin and Lincoln, 2000; Shenton, 2004). The researcher 

acknowledges the importance of establishing ‘trustworthiness’ in qualitative research. 

Trustworthiness, as a concept, was promoted by Lincoln and Guba (1985), which is 

considered to be the ideal framework for evaluating qualitative research. Arguably, most 

researchers from natural science expect qualitative research design to apply the same 

principles of validity, reliability, and generalisability. However, this is not the case in 

qualitative research because there are different evaluative criteria for assessing qualitative 

research. The alternative criteria for evaluating rigour in qualitative interpretive studies are 

termed as confirmability, transferability, dependability, and transferability, these are vital for 

making any claim to research rigour (Gasson, 2004). In this exploratory case study, at each 

phase of the research, the researcher subjected the findings to both personal and outside 

view, based on these criteria, this provides clarity and understanding on how issues of 

quality and rigour are upheld in this interpretive, qualitative case study research.  

 

Patton (2002, p.544) argued that the post-positivist qualitative researcher logically judges 

the quality of its research with the criteria of inquiry from the traditional scientific research 

criteria. The author further argues that these criteria focus on; ‘objectivity of the inquirer 

(attempts to reduce bias), validity of the data, systematic rigor of the fieldwork, triangulation 

(regularity of findings across methods and data sources), reliability of coding and pattern 

analysis, correspondence of findings to reality, generalisability (external validity), strength of 

evidence supporting causal hypotheses, and contribution/testing theory’ (Patton, 2002, 

p.544).  

 

In contrast, Lincoln and Guba (2000) pointed out that interpretive qualitative case study 

‘should rather establish rigour through alternative criteria based on trustworthiness’. 

Similarly, Gasson (2004) further argued that these standards of rigour and trustworthiness of 

the research procedures are derived from similar criteria that are equal to the quantitative 
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research criteria, termed as ‘parallel criteria’, that run parallel to validity and reliability. Thus, 

Gasson (2004) argued that credibility in qualitative research correspond to internal validity in 

positivist quantitative approach, dependability, relate with reliability, transferability, which is a 

form of external validity, and confirmability relates to concern of research findings 

presentation. This process enables the researcher to adequately describe the research 

finding in this report, which includes assumptions and methods, especially methods 

regarding data analysis.  Arguably, qualitative research findings lead to different types of 

knowledge claims, as opposed to the results from research using quantitative methods. For 

instance, qualitative research is idiographic and emic (Stake, 2010); the focus is on 

individuals and the meaning these individuals assign to the phenomenon under investigation 

as opposed to nomothetic research, where the focus is on standard methods of attaining 

knowledge from large groups of individuals, establishing principles and dimensions. 

 

3.4.1 Credibility 

 

Credibility concerns the truthfulness of the research findings here; the researcher aims to 

answer the questions about the findings if it is coherent, and credible to the participant as 

well as the reader. Credibility involves researching believably and persuasively (Lincoln and 

Guba, 1985). In this study, the researcher endeavours to provide sufficient and elaborate 

description of cases as this impact on the quality of evidence on the transfer and diffusion of 

HR practices. 

 

In qualitative research, credibility is essential and can be attained by the researcher through 

long-time engagement with participants and persistent field observation, researcher’s 

reflexivity, and participants’ research data validation, and peer debriefing/data analysis 

(Lincoln and Guba, 1985; Shenton, 2004). During this research, the researcher spent three 

years discussing the research issues with the participants. The researcher achieved 

credibility through ‘thick description’ of data source and a fit between the data and the 

emerging analysis (Welch, 2011). Full descriptions of data go beyond research paradigms, 

and it involves detailed, rich descriptions not only of participants’ experiences of phenomena 

but also of the contexts in which those experiences occur. The ‘depths’ of the descriptions 

relate to the multiple layers of organisational and institutional influence on the HRM practices 

and the embeddedness in the context in which the experiences took place. Also, the 

researcher uses an iterative approach to data analysis up to the point of data and theoretical 

saturation (Gasson, 2004; Corbin and Strauss, 2008 and Mason, 2010). Again, the 

researcher used peer debriefing to enhance the credibility of the research by involving three 



 77 

different colleagues in coding part of the research transcribed data. All three colleagues 

developed similar themes and interpretation with the researcher. Credibility is ensured by 

sharing the transcription with research participants, allowing them to make comments for 

further clarification of issues discussed, hence provide some modifications for vigorous 

interpretation (Stake, 1995). 

 

Research rigour and credibility were further achieved through data triangulation, gathering 

valuable information from different sources (Casey and Murphy, 2009). In this study, data 

triangulation was achieved by the researcher, by analysing documents from the two case 

companies including paper report and company’s websites, the Nigerian employment laws 

and regulations and regulatory reform documents concerning the oil and gas sector — such 

processes allowed for a more in-depth understanding of the nature of HRM practices in 

European MNCs’ subsidiaries. 

 

3.4.2 Transferability 

 

As an interpretive researcher, the notion of ‘universal laws’ in reality is rejected, the focus 

here is on understanding socially constructed norms that are specific to a given context. 

Therefore, claims for transferability between contexts and cases can be made through 

identifying similarities and differences in factors that are part of the theoretical framework, 

that is constant among different cases and can relate to another context, for which the same 

theory is applied (Gasson, 2004). Given the usual small sample size of qualitative research, 

generalisability cannot be achieved in the usual scientific method; thus, the researcher 

argues that the findings of this research can be generalised to another context. However, in 

this interpretive research, the aim here is to deliberately select specific cases that assist the 

researcher to extend an emerging theory (Eisenhardt, 1989) through an in-depth 

understanding of the phenomenon. The research adopts the discourse of transferable 

outcomes, rather than that of generalisable results, which was achieved through sufficient 

information of the research context, processes, participants, and researcher/participant 

relationships, which enables the reader to judge the quality of research findings. 

 

This research aims to add to the existing knowledge concerning the transfer and diffusion of 

HRM practices within MNCs, and this was realised through the idea of “theory 

elaboration (lee, 1999) and theory generation” (Eisenhardt 1989) as mentioned earlier. 

Likewise, Smaling (2003) suggested that qualitative researchers can contribute to 

knowledge through case-to-case analytical generalisation, that is a generalisation based on 
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a similar case or as (Yin, 2014) suggested replication logic. It is not the intention of the 

researcher to generalise this research finding. However, the use of two cases allowed the 

researcher to understand the uniqueness and contextuality that exist in both cases hence 

explaining the similarities and variation of HR practices within the same context. This 

process of analysing more than one case study can enable the researcher to replicate the 

finding of one case into another to provide better meaning or represent different realities and 

viewpoints about the subject area.  

 

This research aims to add to the existing knowledge concerning the transfer and diffusion of 

HRM practices within MNCs and realised through the idea of “theory elaboration (lee, 1999) 

and theory generation” (Eisenhardt 1989) as mentioned earlier. Likewise, Smaling (2003) 

suggested that qualitative researcher can contribution knowledge through case-to-case 

analytical generalisation, that is generalisation based on a similar case or as (Yin, 2014) 

suggested replication logic. It is not the intention of the researcher to generalise this study 

findings but the use of two cases allowed the researcher to understand the uniqueness and 

contextuality that exist in both cases hence explaining the similarities and variation of HR 

practices with the same context. This process of analysing more than one case study can 

allow the researcher to replicate the finding of one case into another in order to provide a 

better interpretation and meaning or represent different realities and perspectives about the 

subject.   

 

 3.4.3 Dependability 

 

Dependability deals with issues relating to the research process and data analysis 

techniques (Ritchie and Lewis, 2003; Rolfe, 2004).  Dependability consists of the evaluation 

of the research findings, data interpretation techniques, and drawing up conclusions in the 

study in order to determine that the data gathered from various sources are traceable. 

Gasson (2004) suggested that the process through which research result is derived should 

be explicit, and repeatable and applicable by other researchers, but the researcher’s position 

is maintained in the process, by minimum subjectivity. Dependability was achieved in this 

qualitative research through careful tracking of the research design and keeping of an audit 

trail, and this reflects a careful process in data collection and analysis technique such as 

coding, defining themes, and analytic memos. Fellow research colleagues then examined 

the transcribed data which was stored in NVivo 12 computer database, and colleagues in 

the same field of study, ensuring that the research process is trustworthy (Miles and 

Huberman, 2014).  
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3.4.4 Confirmability 

 

When assessing the trustworthiness of qualitative research, confirmability is important as it 

assesses the research findings, whether the evidence provided derives from the data source 

and reflects the research participant's understanding (Baxter and Eyles, 1997; Baxter and 

Jack, 2008). Logically, structured representation results, observations and definitions are 

critical to establishing rigour in qualitative case study analysis (Tobin and Begley, 2004, p. 

392). Gasson (2004, p. 93) argued that while qualitative researchers are permitted to 

subjectively report their findings, they must also be sensitive to the participants experience 

based on reflexive self-awareness. Most of the techniques the researcher used to achieve 

efficiency and rigor still applies to confirmability, by establishing an audit trail (Anfara, Brown 

and Mangione, 2002) and through reflexivity control. According to Patton (2002), reflexivity 

provides an opportunity for the participant to consider how their own life perceptions and 

understandings influence the research process. During the process of this study, the critical 

decision-making process concerning data gathering and analysis and interpretation was 

discussed and supervised closely by the supervisors who were part of the auditing process 

throughout the research period. The data coding and themes generation was done using an 

inter-rater check (Ary et al., 2010) conducted by the researcher and the research 

supervisors. Also, this study acknowledges the notion of validity and reliability, according to 

(Stake,1995; Yin, 2014), the use of two-case studies design can enhance external validity, 

which refers to the ability to generalise a study’s findings to a more general concept and 

social context (analytical generalisation). Likewise, going by Yin (2014) four standards for 

evaluating the quality of case study research: construct validity, external and internal validity 

and reliability, the research findings and data analysis, and interpretation process can relate 

to (Yin, 2014) construct.  

3.4 Data collection 

 

As mentioned earlier, in qualitative case study research, a wide variety of data collection 

methods can be utilised by the researcher; such as interviews, observation, focus groups, 

documentary sources, archival evidence, and physical artefacts (Stake, 2005). Denzin 

(2017) advocated for the use of various sources of data and many research participants in 

qualitative case study research. In addition, Stake (1995) argues that researchers can use 

triangulation to identify similarities as well as the difference in the research findings. In this 

study, data source triangulation is used to identify both similarities and differences in both 
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companies’ HRM system and practices. The multiple data source includes individual 

interviews, documentation, both physical artefacts and archival records and observation of 

company divisional sites visits. Key individuals within MNCs and their subsidiaries presented 

the most abundant source of data, and for this reason, comprised the principal source. 

 

3.5.1 The purpose of semi-structured interviews 

 

When conducting case study research, most research use a purposefully or analytically 

selected case (Stake 1995, Patton 1990; Silverman, 2013). That is, cases are not randomly 

selected, but each case is carefully selected as they can provide theoretical understanding 

in practices (Patton, 1990; Ridder, 2017). Each case company and the research participants 

had knowledgeable experience of the research subject as they are involved in the transfer 

and dissemination of HR practices in the Nigerian subsidiaries.  

 

Semi-structured interviews were used as the primary method for data collection. The 

researcher considered using this method because it believed to have several benefits. 

Kallio et al. (2016) argued that semi-structured interviews are suitable for exploratory case 

study research that focus on drawing out the experience, meaning, opinions and realities of 

the research participants concerning the research subject. Furthermore, Galletta (2012) 

noted that with the semi-structured interviews researchers has the flexibility to probe for 

more in-depth information if they are not satisfied with the answer, that is, there is room for 

follow up questions. Another added advantage of semi-structured is that researchers can 

use known terminology, languages and phrases interchangeability without altering the 

meaning of the queries. In short terms, researchers admit that not every expression has the 

same meaning for each participant. However, researchers have the ability to use terms that 

best describes the meaning of the questions. Nevertheless, Denzin (2017) suggested that 

researchers should use terminologies with similar meaning to communicate the questions as 

such practices aid understanding.  In this study, all interviews were conducted in English, 

which was an added advantage of using the semi-structured interview. By questioning 

people in a common language, it simplified the procedure coherently. Because of the 

disparity in acceptable communication style, the use of English as a common language in 

Nigeria was a means of communication. 

 

In this study, the researcher used ‘semi-structured’ interview to understand the common 

language of social actors because there is value in the use of language as data (Kallio, 

Pietila, Johnson and Kangasniemi., 2016). On this basis, a face-to-face interview was 
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appropriate to discuss the participants’ experience of HRM practices and gather the in-depth 

meaning and understanding of the case and context (Gillham, 2000). For this research, the 

purpose of the semi-structured interview is to generate rich contextual data and to 

understand the language used by participants which were considered essential in gaining 

insight into their perceptions and values.  The purpose of the interview was to use 

discussion as well as questioning the social actors to provide insight into the themes. Also, 

the researcher was interested in finding out how the research participants communicate and 

discuss the various influencing factors, and how and why HRM practices are adopted, 

adapted or abandoned by managers. The ‘interview’ process can be viewed as an organised 

verbal exchange (Ritchie and Lewis, 2003). The effectiveness of any interview process 

heavily relies upon the communication skills of the interviewer. The interviewer needs to be 

able to structure the interview questions.  During an interview, the interviewer must listen 

attentively, pause, probe or prompt properly (Ritchie and Lewis, 2003, p.141); as well as 

encourage the interviewee to talk freely. 

 

Gatekeepers, as research liaisons were used at each site, these individuals were asked to 

identify and recruit potential candidates for interview (Gummesson, 2000). The researcher 

obtained consents from the research participants at each of the company site before 

commencing the interview. The researcher identified that only the managerial team is 

involved in the process of transfer and diffusion of subsidiaries’ HR practices. The 

information needed for this study was sourced from professionals which included the vice 

president international HR, HR directors and managers, senior and line managers. In other 

words, only top management individuals and line managers working in MNCs’ subsidiaries 

can provide the necessary information required to understand the underlying process of 

transfer and the nature of HRM practices in the Nigerian subsidiaries. 

 

The researcher organised the interviews around each case, starting with the HR 

professionals then heads of department and line managers. The researcher interviewed 42 

individuals about their perspectives on the diffusion and implementation of HR practices; for 

a more extensive list of the research interview participants, see Appendix B. The interviews 

typically took place in the offices of the participants or meeting rooms.  The researcher used 

field notes to assist in the recording of the responses to the interview questions. 

 

When developing the semi-structured interview guide, it was quite challenging to find a 

systematic framework from the management research literature. The researcher adopted the 

framework developed by Kallio et al. (2016) for a semi-structured interview format as the 
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primary source of rigour data collection. The process diagram below illustrates measures 

suggested by (Kallio et al., 2016) to create and use semi-structured interview guide. 

 

 

 

 

Diagrammatic representation of the stages undertaken to develop a semi-structure interview 

guide (adapted from Kallio et al., 2016) 

 

Stage one revolves on “identifying the condition for semi-structured interview criteria" (Kallio 

et al., 2016). Turner (2010) argues that researchers must evaluate their chosen data 

collection method. It raises the question of rigour in any given research if the data collection 

method is suitable to answer the research questions (Kallio et al., 2016). Since there are 

different sources of data collection, how can researchers determine which approach is better 

for the research project? Turner (2010) suggested that researchers need to understand the 

role of prior knowledge and how it can be incorporated into the research interview. In this 

research, the researcher critically evaluated existing research conducted in the subject area, 

by critically assessing the research methodology and the gap in the literature they tried to 

address. By doing so, the researcher was able to narrow the research gap and the best data 

sources to use to empirically address the gaps in the literature. Given that this research is an 

exploratory study, it was decided that the semi-structured interview method would be better 

used to investigate the research participant knowledge. The actor’s knowledge and opinions 

about the strategic importance of HRM practices and factors that shape managerial decision 

to implement specific practices are better discussed by interview conversation.  
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Turner (2010) suggests that in creating a semi-structured interview guide, prior knowledge 

plays a critical role. In order to create an extensive semi-structured interview guide, the 

researcher critically reviewed the literature on the subject area. A recent suggestion by 

Kallio et al. (2016) complements the claim that researchers should use the existing 

knowledge as a reference to the semi-structured interview process. For this study, the 

current information regarding the subject was used to formulate the interview questions. 

With the aid of prior knowledge, five separate interview parts have been created to address 

study concerns. 

 

It was valuable to use Kallio et al. (2016) approach, as the researcher recognised the role of 

existing knowledge in the creation of the research interview guide, which acted as a 

resource for data collection. Interview questions directly helped the researcher resolve the 

study gap (Kvale, 2007; Whiting 2008, Krauss et al., 2009). Denzin (2017) noted that 

creating and mis-designing the research data source may lead to false findings from the 

research. Thus, the researcher, after designing the initial semi-structured interview guide, 

has to test the tool during the pilot study to fully grasp abstract concepts, research 

participants opinion and realities and the adaptability of the data collection tool. The 

researcher tested the proposed interview questions during the pilot study, and some of the 

questions were later modified for further clarification. The adjustment of the interview 

questions was appropriate because some of the relevant questions were not addressed. In 

addition, during the data analysis and evaluation of the pilot study findings, the researcher 

also identified a number of other topics that needed to be explored for a more detailed 

comprehension of the research subject. After the pilot study, extensive discussion with the 

supervisory research team clarified the meaning of each data analysed and what it means to 

existing knowledge and the future requirement for the main data collection process by 

reviewing each interview question. After evaluating interview questions, a thorough semi-

structured interview guide was created. The following sections provide a full description of 

the semi-structured interview framework for this study. 

 

The questions created for part A draw in-depth from the research framework, these 

collections of questions addressed issues concerning the overall business strategy, HR 

strategy of the MNCs and HR strategy of the Nigerian subsidiaries. Questions were 

developed concerning resource allocation, HR functions and decision-making processes and 

each case company managerial structure. Furthermore, in part B, the structuring of the 
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interview questions focused on getting a detailed description from the research participants 

concerning the process of transferring HRM practices. The questions were designed to 

assess the degree of HR practices similarities and difference between the parent companies 

and the Nigerian subsidiaries. The questions also focused on the integration mechanisms of 

HRM practices, communication process between the MNCs and the Nigerian subsidiaries 

(Kim et al., 2003; Belizon et al., 2016). The questions created for part C focused on HR 

policies and practices transfer and implementation process and the roles played by the 

different organisational actors at managerial levels.  

 

In part D, the question was designed to address national-level institutional factors that might 

influence and shape the HR practices used in the Nigerian subsidiaries to manage the 

workforce. These questions were influenced by the literature review based on the 

institutional perspective. The questions had elements of the regulatory, normative, cultural-

cognitive and mimetic mechanisms. The questions designed for part E focused on 

addressing a wide range of issues concerning HR practices which include; recruitment and 

selection; compensation and benefits; training and development, performance management; 

internal communication and employee voice. In fact, questions were asked about the 

division of HR roles within the multiple management levels and participation of department 

heads and line managers with HR operations. Again, questions were designed to provide 

information regarding each organisational actors’ role in resisting or conforming to 

institutional pressure as they carry out HR activities (Oliver,1991; Taylor et al.,1996; Ferner 

et al., 2011). The questions were designed to provide useful information on differences and 

discrepancies in HR policies and practices in the sense of the Nigerian subsidiaries. The 

structuring of the interview questions parts mentioned above only define the interview 

process for specific interview questions and instructions, see Appendix A. 

 

3.5.2 Documents 

 

Stake (1995) and Gephart and Richardson (2008) has discussed in some detail the 

significance of using documents as a source of data in case study research. For example, a 

company record can explain some of the points made during interview discussions. Another 

added advantage of using documents as a source of data that is it can provide contextual 

background information concerning the case company. In this study, the researcher 

collected and analysed a variety of documents concerning HR practices transfer and 

implementation. Documentation aided the researcher to gather background information 

about the MNCs and their Nigerian subsidiaries as well as background information about the 
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involved managers. Managers at different levels of the two-case companies provided the 

researcher with documents as supporting evidence concerning the subject area. These 

documents were recorded and reviewed during the data analysis and interpretation stage. 

The document reports addressed a variety of issues, procedures, and current HR activities 

that have been introduced. Archival documents, in this case, were organisational records, 

lists of names, evaluation tools, company brochure, and survey data all relating to HRM. 

 

3.5.3 Observation of company context 

 

These data included observations of each company’s environment, which the researcher 

gathered as the scheduling of all interview meeting took place at each company’s site. It also 

includes information collected from the two companies’ Web sites (Symon and Cassell, 

2012). A review of these data contributed to the researcher’s understanding of the 

contextual factors influencing HR practices. This section examines the sources of data 

collected for this research, which comprise of a semi-structured interview, documentation, 

and field notes from observation during the visit to the companies. There are three primary 

methods of collecting qualitative research data as summarised in the table below. 

 

Table 5: Data collection methods 

 Details  Data types  Study 

application  

Limitations 

Interviews  In depth 

interviews 

Semi structured 

designed to 

understand 

participants’ 

perception and 

experience of the 

phenomenon  

One to one interview 

using semi-structured 

questions 

Used for 

analysis 

Interviewees 

anonymity 

Documentation Important 

documents 

relating to the 

companies, sector 

and area of study 

Old company reports, 

surveys, policies 

handbook, emails 

concerning HR 

policies and practices 

issues, meeting 

minutes relating to 

Used for 

analysis 

Confidential 

documents 
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HR practices, issues, 

web site and 

newsletters    

Observation  Companies site 

visits  

Field notes  This was not 

used in the 

analysis  

Companies 

anonymity 

 

Source: developed for the study 

3.6 Data analysis; thematic analysis 

 

The study adopted the “pattern-based thematic analysis” (TA) model defined by Braun and 

Clarke (2013) and this approach is suitable for this research because it is consistent with 

interpretative paradigm. Advocates for thematic analysis such as Braun and Clarke (2013) 

and King (2004) presented a comprehensive form of interpreting qualitative case study 

findings. 

 

Braun and Clarke (2013, p. 175) identified “the thematic analysis form as a tool for finding 

themes and trends of significance across a dataset related to the research question.” 

Likewise, King (2004, p.256) stated that “the thematic analysis framework is a particular way 

to thematically evaluate qualitative data where the researcher creates a set of codes 

(template) describing themes found in the textual data.” 

 

It could be claimed that this data analysis process begins with data collection itself, then 

compilation of all data sources, even documentation checked. However, with the King (2004) 

thematic data analysis method, there are several benefits as the analyst promotes the use of 

prior knowledge to interpret qualitative data through an iterative process. That is, the 

researcher iterates between data and existing knowledge. Thematic analysis is suitable for 

this research, which seeks to understand the fundamental process of transferring and 

disseminating HR practices, impact of contextual factors as well as the role of social actors. 

 

However, in this study, the researcher combined both (King, 2004; Braun and Clarke, 2013) 

approaches to thematic analysis. The former was used for developing prior codes and 

themes based on the conceptual research framework, which assisted in formulating 

interview questions. The latter was for developing themes and patterns of meaning from the 

empirical database. Though some of the themes in this study were pre-defined when 

analysing the data, the researcher allowed the code to emerge from the data, which was 
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later allocated to their respective themes and sub-themes (themes that are data-driven). At 

the time, in analysing the data, the researcher’s interest and the quest for knowledge was 

driven by prior knowledge, that is the analysis 'is guided by existing theory and theoretical 

concepts as well as the researcher’s viewpoint (Braun and Clarke, 2013, p.175).  

 

Thematic analysis procedure involves thematic analysis of qualitative text data corpus, 

through coding of text data from interview transcripts. By using thematic analysis, the focus 

was on capturing themes from the data set that relates to the research question, as such, in 

this case, the codes were not assigned randomly instead they were coded line by line. This 

process was carried out through the entire data corpus, to identify patterned responses or 

meaning from the data set. Using the idea of both template and thematic analysis 

approaches, the researcher focused on evaluating the interviewees’ responses. As such, the 

qualitative thematic analysis approach goes beyond merely counting of words or extracting 

objective content as the positivist researcher will argue, from any text data. It allows the 

researcher to scrutinise the meanings, patterns and themes that may arise from text data, 

thus giving the opportunity to understand social reality in a subjective manner (Denzin and 

Lincoln, 1998).   

 

According to King (2004), using a template in thematic analysis can follow inductive 

reasoning (data-driven), grounded in the investigation of meaning, starting from coding, 

patterns identification, and then developing of themes. The researcher draws inferences 

based on these patterns and themes to find similarities and difference in the data. In doing 

so, the researcher attempts to generate or extend theory, and this approach works well with 

(Stake, 1995) description. However, Braun and Clark (2006) argued that researchers should 

use their judgement to determine what counts as prevalence. In this study, the prevalence 

was determined at the level of the data set; for example, the focus was on how each theme 

was articulated by different participants across the entire data set. This process was then 

repeated to determine overall themes and related sub-themes within each theme concerning 

the research questions. Thematic analysis has its limitations as identified by (Boyatzis, 

1998). The table below highlights the limitations and measures taken by the researcher to 

avoid drawbacks. 
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Table 6: Limitation of thematic analysis approach 

Limitation  Actions taken by the researcher  

Projection error  

Ego defence mechanism, where data analysis 

process is influenced by the researcher’s 

values, characteristic and emotion     

Data coding was done multiple times in NVivo, 

the researcher did not force data to match 

existing themes or sub-theme in the data set or 

extract. 

Mood and style error  

The analysis process is influenced by the 

researcher’s lack of judgement in terms of the 

unit of analysis or unit of coding due to fatigue 

or confusion  

Coding was done multiple times in NVivo, after 

each coding period, the researcher had regular 

meetings with supervisors to discuss the coding 

process and meanings. The data were given to 

another doctoral student to code and develop 

themes.  

  

Source: (Boyatzia, 1998, p. 13-14) 

 

Though the research was influenced by the prior theoretical framework, which guided the 

research question and interview guide, it did not limit the emergence of new codes or 

themes from the data corpus. Besides, during data analysis, the researcher was not 

restricted to the boundaries of the theoretical framework. The idea of theory in this study 

enabled the researcher to understand the phenomenon. Both theory and empirical data 

guided the researcher in interpreting the interplay between MNCs and their embeddedness 

in the institutional environment as well as the role played by actors during the transfer, 

diffusion and implementation of HR practices.  Going back and forth the theory and the 

empirical data, allowed the researcher to understand the phenomenon clearly during 

analysis (Dubois and Gadde, 2002). The researcher noted meaningful segments of data and 

documented patterns and themes. The themes were created inductively (themes that are 

data-driven) such process leads to plausible explanations, that is new insight and 

interpretation of the phenomenon (Patton, 1990, Kovacs and Spens,2005). This process 

endorsed a detailed development of knowledge from the data because the context of the 

study is an under-researched area in IHRM. Such a detailed description of the data set is 

relevant for knowledge contribution (Braun and Clarke, 2013).  

 

3.6.1 Doing the analysis 

 

The researcher implemented the six phases of Braun and Clarke (2013) data analysis 

process, starting with data transcription. The raw data collected from each interview after 

transcribing was about 7 to10 pages of word document, for authenticity, all interviews were 
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verbatim transcribed. The data transcription process was done in Microsoft word and later 

uploaded unto NVivo, each case as a single word document for coding, and development of 

themes. During analysis Computer-Aided Qualitative Data Analysis Software (CAQDAS) 

NVivo 12 was used (Sinkovics and Alfoldi, 2012). According to Bazeley (2009), the use of 

computer software for data analysis allows for more complex and detailed data coding, 

leading to an in-depth analysis of text data corpus. In turn, the knowledgeable use of NVivo 

provided the opportunity to establish a chain of evidence (Yin 2014) an audit trail for the 

trustworthiness of the research process (Anfara et al., 2002; Sinkovics and Alfoldi, 2012). 

Besides, using abductive reasoning (Kovacs and Spens, 2005), allowed me to be more 

focused in a progressive way, I was able to ‘pursue wild hunches back and forth’ the 

theoretical framework and empirical data (Richards and Richards 1991, p. 308) without 

having to waste time to reverse the complicated process. In doing so, the researcher was 

able to fully understand the theoretical properties of the codes, pattern identification, and 

themes for accurate analysis and interpretation of the findings (Braun and Clarke, 2013).  

 

3.6.2 Phase one; familiarisation and data coding  

 

The first step in any qualitative analysis is reading and re-reading the transcripts. By re-

reading the data transcripts, the researcher become very familiar with the entire data corpus, 

that is, all the interviews and other data sources, before proceeding to the next stage. At this 

stage, the researcher makes useful notes and jotted down early impressions of the dataset 

(Braun and Clarke, 2013).  

 

3.6.3 Phase two; Generation of initial codes 

 

In this phase, the researcher organised data in a meaningful and systematic way. The initial 

coding process assisted in reducing lots of data into small pieces of meaning. There are 

different ways to code, but the researcher’s perspective and research questions determined 

the method. Doing a more inductive analysis, meant coding line-by-line using open coding 

and codes are modified continuously through the data corpus, but in this study, the 

researcher had initial ideas about codes (pre-set codes). Nevertheless, new codes were 

generated, and existing ones were modified in some sections (Braun and Clarke, 2013).  
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3.6.4 Phase three; searching for themes  

 

A theme is a pattern that captures a significant or meaningful picture of the data relating to 

the research question (Braun and Clarke, 2013, p.224). In this case, the researcher 

searches for a broader meaning, that is a central organising concept. In analysing data, 

there were significant overlap between the coding stage and preliminary themes identifying 

phase as such codes need to be examined clearly in order to ensure that it fits in with the 

theme. Most codes are associated with one theme, although some specific codes fit into one 

or more themes. The quest here was to identify or examine the underlying ideas, 

assumptions, and conceptualisations – and ideologies - from different codes toward 

developing each theme. 

 

3.6.5 Phase four; reviewing themes  

 

During this phase, the researcher reviewed, modified and further developed the preliminary 

themes that have been identified in the three previous steps. At this point, the researcher 

asked questions relating to the existing themes (do they make sense?) and gathering data 

together, that is relevant to each theme. At this phase, the data were reviewed to consider if 

they fit in with each theme. The overlapping data were reviewed leading to a separate theme 

thus, creating themes within themes (subthemes). Subthemes are themes that ‘capture and 

develop a notable specific aspect of a central organising theme’ (Braun and Clarke, 2013, p. 

231). 

 

3.6.6 Phase five; defining themes  

 

The final modification of the themes, and the aim is to ‘identify the ‘essence’ of what each 

theme is about.’ (Braun and Clarke, 2006, p.92). Again, the researcher asked questions 

about theme and its meaning. If subthemes exist, how do they interact and relate to the 

central theme? At this stage, the researcher explains the relationship that exists among 

themes. Together these themes form a meaningful and coherent explanation of the research 

questions and the study aim and objectives. 
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3.6.7 Phase six: producing the report 

 

This stage includes presenting the qualitative data extract, which can be presented 

illustratively or analytically. 'In the illustrative approach, the analytic narrative provides a 

detailed description and interpretation of the theme and data quotation inserted throughout' 

(Braun and Clarke, 2013, p.252). In this case, the description of the theme is meaningful and 

coherent that it can make sense without the data extract, and this process is applied in this 

study. While in the analytical approach, the analysis and interpretation do not make sense 

without the data extract.  

 

In this study, the analysis of the case studies focuses on individual cases first, then cross-

case analysis and write up process, which compares data across the chosen subsidiaries, 

the aim is to find similarities and differences in HR practices from the two case studies 

(Stake, 1995). This process aimed to increase the authenticity of the research finding 

produced, thus providing an understanding of the underlying research issues. Again, at each 

phase of data analysis, the researcher and supervisory team discussed their perspectives 

and interpretations using a constant comparative approach to look for other ways of 

organising and improving our understanding of the data, which might reveal more insight of 

the research findings. 

 

3.7 Establishing ethics in the research process 

 

Ethical practices are essential parts of the research design, which focuses on the issues of 

negotiating physical access to the chosen companies’ sites, participants safety, companies 

and respondent’s data protection and consent, confidentiality and anonymity of the 

companies and participants (Miles and Huberman, 1994 and Zikmund, 2000). In the process 

of conducting this research, I ensure that it was carried out ethically.  As such, the research 

was conducted following the rule set by the University of Bedfordshire ethics committee.  

Ethical approval was obtained from the university’s ethics committee before data was 

collected. The research participants were assured of data protection and non-disclosure of 

the companies and individuals. The terms of ethical approval also focused on access 

negotiation, data collection procedures, and the health and safety of the participants.  

 

Negotiating for access was quite challenging, but the use of gatekeepers proved to be very 

useful, they served as a bridge between the researcher and the participants' companies. 
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Direct contact with companies and HR managers resulted in rejection or worse no reply. 

Cold calling in the Nigerian context was even worse, because researchers were dismissed. 

However, Nigeria being a collective and paternalistic country was an advantage for the 

researcher because talking to the prospective participant through close network proof to help 

gain acceptance for interviews. 

 

According to Burgess (1984) and Gummesson (2000), gatekeepers are individuals who 

provide easy access for the researcher into organisations. Buchanan, Boddy and McCalman 

(1988, p.56) stated that the willingness of gatekeepers is essential, as they ‘take risks that 

are beyond the control of the researcher and which are difficult to predict or avoid’. 

Gummesson (2000) argues that for personal and professional reasons, gatekeepers can 

prevent researchers from accessing some parts of the case company and key informants 

who can provide valuable information. For instance, Cole (2004) describes how the power 

relations between her and the gatekeeper influenced how informants were introduced to her 

and how some meetings were much more straightforward to organise than others. Besides, 

Lee (1993) argues that gatekeepers can offer access, but only if the researcher agrees to 

the terms stated by the gatekeepers and produces a report for the company’s use. Most of 

these arguments applied to this research.   

 

Gatekeepers were used to gain access to the companies and its employees, with the 

assistance of the gatekeepers,’ research consent and approval was negotiated and gained 

officially. Part of the university ethics is that research process, including gaining access, 

must be negotiated openly, even with the use of gatekeepers (Shenton and Hayter, 2004). 

However, the use of gatekeeper to gain access to data has its challenges because there are 

rules to be followed and some of these rules have their limitations, such as limited access to 

some confidential company documents, and non-disclosure of company name and 

information. When performing the interviews, each research participant was issued consent 

forms for signing and the research information sheet was emailed as required. Each 

interview was a maximum of ninety minutes with regular breaks intervals. As part of the data 

collection process, each interview transcript was returned for review to each respondent and 

follow-up interviews for clarity with some respondents. Miles and Huberman (1994) 

proposed that in any research proceeding, researchers should remain faithful to all relevant 

ethical standards. Such as, informing all research participants that it is voluntary to 

participate in the research. Also, providing potential participants with adequate information 

about the research, avoiding physical or emotional harm and maintaining confidentiality at all 

times. During this study, the researcher adhered to these guidelines. 
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The chosen companies and employees were contacted through official channels with the 

help of gatekeepers, all interviews were conducted at the convenience of the participants, 

within the company’s building. Three participants chose different locations for their 

interviews, and they believed that the location was more suitable and private. The consent 

form for signing proved to be a strategy which enhanced participants’ confidence, and as a 

result, they were more relaxed during the interview proceedings. At this point, it is essential 

to state that all the names of the participants and companies were kept anonymous. The 

data gathered for this research was kept securely in a password protected university laptop 

which had NVivo 11 software, which was not accessible to anyone else. 

3.8 Research ethical challenges in the Nigeria context  

 

During gaining entry into companies for data collection, there were many challenges 

encountered within the Nigeria context. I believe that it is important to discuss these 

challenges as such information would be useful to future researchers, and maybe 

universities can address these challenges faced by researchers.  Reflecting on the 

challenges, I remembered an employee from one of the companies I believe would be a 

good case study said to me ‘madam this na man know man world, whom do you know in this 

company’. I knew that gaining access to certain private companies for data collection will be 

difficult because of the high degree of nepotism in the society.  In Nigeria, it has become an 

acceptable practice in the country, that one must have an influential person to support his or 

her quest.  

      

One of the first challenges encountered was the lack of response to emails and letters sent 

to companies, asking for research participation. In three months, I kept resending emails and 

letters and made many phone calls to these companies, but there was no single response. I 

decided to visit these companies’ sites, set-up appointment with each company’s public 

relations managers. However, meetings with each company public relations officer did not 

produce any promising outcome. For example, one of the company’s public relations office 

said he did not know me as such, hence, I cannot be trusted. The alternative was the use of 

gatekeepers, which in turn negotiated and enabled me to gain research access. 

 

The second major challenge encountered was getting most of the top managers to keep 

appointments and scheduling. Again, this is a Nigerian behaviour, the lack of timekeeping 

and not showing up for appointments, and they had no idea how it affected the other person. 

For example, I travelled from Lagos to Abuja twice for a single interview, only to be informed 

that the manager was out of town, and the secretary stated he did not say when he would be 
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back. In another instance, I was left in an office waiting for hours, because the site manager 

had other engagements. Another challenge faced in the Nigeria context was the idea that I 

had to part with expensive gifts because some of the potential participants believed they 

were doing me a favour. In the Nigeria context, expensive gifts are used to gain entry, and 

failure to do so means no access or no interview. For example, an interview was scheduled 

with one of the company’s manager before the commencement of the interview, the 

manager asked for the gift I brought from the UK. I smiled and said there was no gift, and 

the manager instantly declined the interview, saying is a ‘give and take world’. The most 

uncomfortable problem I faced was the sexual comments and passes made by some of the 

managers.  Managing these situations are quite challenging and unethical for researchers. I 

believe that research ethics mostly focus on the manner the research is conducted. 

Nonetheless, researchers are left to deal with some emotional issues while conducting their 

research.  

3.9 Summary 

 

This chapter has outlined the research methodology, in this case, a qualitative case study 

approach, with semi-structured interviews as the primary method for collecting data. 

Besides, the justification for the applied research philosophy and strategy were outlined. The 

chosen research methodology satisfies the research aim and objective, leading to data 

collection, which is satisfactory for completing the study. The next chapter focuses on the 

data analysis and result writing process. 

 

 

 

 

 

 

 

 

 

 

 

 

 



 95 

CHAPTER FOUR: DATA ANALYSIS AND INTERPRETATION 

 

This chapter represents a significant part of this thesis in reporting data analysis process 

and interpretation based on two case studies of participating companies. Interviews were 

conducted in Nigeria to answer the research questions. In other words, the research aimed 

to explore the national institutional arrangements and oil and gas MNCs interplay in the 

transfer and diffusion of HRM practices. Two theories were used to guide the researcher in 

data collection. These are strategic international HRM theory and institutional theory. 

Following the interpretive perspective and applying institutional theory to organisational 

studies allowed the researcher to uncover conformity and resistance to institutional 

pressures and social actors’ rationale for creating differing strategic responses. The present 

analysis is based on two European MNCs operating in the Nigerian oil and gas sector. The 

researcher collected data concerning specific HRM practices that are used to manage the 

Nigerian workforce. The data collected are analysed based on topics focusing on the parent 

companies regulated HRM practices and local HRM practices in the Nigerian context, that is 

themes of standardisation, localisation and adaptation. This chapter attempts to clarify how 

the researcher used a combined process of thematic analysis (King, 2004 and Braun and 

Clarke, 2013) to analyse and interpret the findings. 

 

The fieldwork was carried out in its local context, a year later, after the pilot study. From 

August to September 2017, forty-two (42) interviews were held with two multinational 

companies’ subsidiaries based in Nigeria. The analysis explores 42 qualitative interviews 

which investigates social actors’ role in the transfer and implementation of HR practices and 

also documents from the two companies. A multiple respondent approach was adopted. 

Specific criteria were followed in selecting participants, to ensure the research was 

successful and that adequate information was obtained. All research participants were 

selected because of their profession, personal experience, position in the organisation, and 

years of experience in handling issues relating to workforce and human resource 

management.  

 

Familiarising with the data enabled the researcher to understand it, which leads to labelling. 

One major part of data collection and analysis is labelling, in this case, the research 

participants wished to remain anonymous, as such, the transcripts of the interviews from the 

research participants were saved in a format that concealed their identity (King, 2012). The 

labelling process proceeded like this, O&G-N-P1, O&G-N-P2…  O&G-N-P21 and O&G-IT-

P1, O&G-IT-P2…. O&G-IT-P21, were P represent the participants, O&G-N and O&G-IT 
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represents the two case companies. For a detailed profile of the research participants, see 

Appendix A. Having read and reread the entire corpus of data, the researcher begins to 

generate the data-driven codes. For verification and confirmability purpose all transcribed 

interviews were sent back to all participants through email to read and confirm the 

information they provided and reflect on it, for further clarification. A total of 42 transcripts 

were sent out for both case studies, and over 11 weeks, all participants responded to the 

emails confirming the information they provided.  

The figure below represents each stage of analysis, as mentioned in the methodology 

chapter. 

 

Figure 5: Stages of data analysis 

 

 

Figure 1. Diagrammatic representation of the stages undertaken to analyse the data 

(adapted from Braun and Clarke 2013). 

4.1 Using pre-determined codebook 

 

During the analysis of the data corpus, the focus is on searching for meaningful patterns that 

lead to codes, then themes to find evidence by focusing on four main pre-determined 

themes (King, 2004). The first of these themes focused on the IHRM management process 

and the strategic importance of HRM in Nigerian subsidiaries. In doing so, the focus was on 

company-level factors that influence the transfer and diffusion of HR practices including; HR 
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decision making policy, top management mind-set and philosophy, the changes or 

adaptation that occur during the transfer process and the reason behind it. The second 

theme focused on the characteristics of HRM policies and practices, in terms of their 

functional aspect, which enables the employees in the MNC’s subsidiaries to complete the 

functional task. The third theme focused on more comprehensive range of institutional 

factors that influence and shape multinational companies and their subsidiaries’ HRM 

strategies, policies, and practices. The fourth theme focused on the role played by HR 

managers and line managers in the implementation of HR policies and practices, and how 

they respond to institutional pressures. Assessing the degree of implementation, as intended 

or adapted, or abandoned.  The table below represents the theoretical areas covered by the 

research. 

 

Table 7: Pre-defined codebook 

Theory-driven codes Purpose 

 MNC business strategy 

 MNC global IHRM strategy 

 Strategic importance of HRM 

 HR function  

 Integrated HR system    

 Subsidiary coordination 

 Ownership structure  

To address the research objective and 

questions, by identifying the strategic 

importance of HRM and the international 

strategy adopted by MNCs when 

transferring their HR policies and practices 

 Subsidiary HRM policies and 

practices 

 Recruitment and selection 

 Training and development 

 Performance management  

 Reward management  

 Internal communication and 

employee voice  

 Outcome of transfer; adoption, 

adaptation of HR practices 

 Abandon HR practices 

To identify the characteristic of HRM policies 

and practices found in the Nigeria 

subsidiaries. 

 

 



 98 

 Regulatory pressure:  

 Employment laws 

 Trade union 

key components of institutional pressures 

that influence the   shaping of MNCs HRM 

policies and practices configuration 

 Normative pressure   

 Professional Association 

 

 Cultural-cognitive 

 Shared cognition 

 

 MNCs strategic opportunity approach 

toward institutional distance. 

 Acquiescence (compliance). 

To address part of the research objectives 

and questions which focus on actors’ 

strategic response to institutional pressures   

 

Source: Developed for this study  

 

At the beginning of data collection, a tentative list of codes (template) was created based on 

the review of existing knowledge (King, 2004). The gaps in the literature inspired the 

researcher to formulate the relevant research aim, objectives and questions for this project, 

which contributed to the collection of data (Ridder, 2017). In this context, the existing 

knowledge is used to create the initial codebook used in the analysis as a means of 

organising text data for further understanding. A key step in creating a functional structure 

for analysis is evaluating the applicability of the codes to raw data (Braun and Clarke, 2013). 

To interpret the raw data correctly, the researcher built a codebook that was used iteratively. 

This specific pre-defined code book was developed based on existing knowledge to assist 

the researcher in developing interview questions for the case study data collection and 

elaborate on existing knowledge (Lee, 1999; Ridder, 2017). 

 

When analysing the raw data, the researcher relied on identifying useful comments, 

extracting the data needed and categorising the extracted data according to themes and 

trends that accurately represent and address research interview questions (Braun and 

Clarke, 2013). Table 8 below provides an example of how the research identified and 

extracted useful data based on the template in the thematic coding while examining the raw 

data (King, 2004). The example below entails a careful examination of the raw data and 

assigning of codes to paragraphs or parts of texts that are relevant to the concepts as they 

unfold, concerning the research questions. In this study, the critical factor of the code 

depends on ‘whether it captures something important concerning the overall 
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research’ (Braun and Clarke, 2006, p.82). In order to make full sense of the data, I used the 

generated prior codebook in line with previous research on IHRM (Taylor et al., 1996; 

Janssens, 2001; Ferner et al, 2011; Yahiaoui, 2015; Belizon et al., 2016; Edwards et al., 

2016) - as illustrated in Table 8, to answer the research questions. Using some of the topics 

in prior codebook as an example, the focus was on understanding the underlying process of 

transfer and diffusion of HRM practices. The illustration shows how predetermined codes 

relate to the interviewee’s response concerning the research questions.  

 

Table 8: Profiling the relationship between theoretical driven codes and the raw data 

Theoretical driven codes  Data extract 

HR practices  

 

“There is still the immediate need for the Nigerian branch to 

pursue these HRM approaches transferred from the headquarters 

as we need to be in sync with the organisational goals in terms of 

executing HR policies and practices. At the same time, it is rather 

challenging to accord to the instructions from head office. When 

there are different sets of rules and practices to follow. I mean for 

example, because of the difficulty in resourcing the right talent in 

Nigeria, it's hard to follow the head office's criteria on such 

practices.” (O&G-N-P7) 

Integrated HR system    

 

“As a global company with centralised management styles, we try 

to align each subsidiary HR practice with that of head office and 

others. Of course, every country has got some degree of 

differences as I have experienced in carrying out my duties, as an 

international manager. However, there are standardised policies 

across all our units that cannot be changed, and each subsidiary 

has to adopt these policies because they reflect the 

organisational culture and we cannot afford to compromise on 

standard.” (O&G-IT-P3) 

Subsidiary coordination “We have guidelines and code of conduct to maintain consistency 

across all subsidiaries for effective integration, our HR policies, 

and strategic HR planning process provide the support needed to 

coordinate our operations globally.” (O&G-IT-P5) 

Employment law   “When it comes to our human resource activities, you must 

understand that the practices are generated from our main office. 

All human resource practices in Nigeria are closely related, but 

there are elements of the practices, that are different. The truth is 

that the real differences are because of the Nigerian employment 

laws. The Nigerian culture and the way the laws are written are 
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very strict. Issues deemed to be violating the rule in our offices 

are simply seen as contradictory to the law in Nigeria. Such 

variations are taken into account when formulating policies, but 

we still have vital practices in all branches.” (O&G-N-P17) 

Compensation and benefits “However, in the area of compensation, our head office makes 

most of the decisions due to operational cost, we carry out our 

planned role as required by head office, by implementing the set 

policy but our pay systems are modified to some extent to fit in 

the Nigeria oil sector.” (O&G-N-P3) 

 

Source: researcher developed for this study 

 

The raw data from the oil and gas MNCs subsidiaries were analysed following the thematic 

coding process and was compared to the predetermined codes template shown above as an 

example. The underlined section of data extract illustrates the data-driven coding process 

carried out in NVivo 12. Such examples show the connection of the hybrid thematic analysis 

process, that is, predetermined codes (King ,2004) and inductive code (Braun and Clarke, 

2013). When coding the data, the researcher focused on the underlying reasons, for 

instance, factors that led to variations in HR practices, as such discussion is novel in IHRM. 

The analysis is presented as a continuing, step-by-step procedure, and the research 

analysis was an iterative and reflexive process.  

  

While theoretically derived themes allow researchers to replicate and extend existing studies 

(Boyatzis, 1998; Kovacs and Spens, 2005), in this research, the focus is also on drawing 

from naturalistic occurring themes evident in the data corpus. Consequently, the researcher 

utilises the two together – approaching the data with specific preconceived categories 

derived from theories, and also remained open to new ideas that emerged from research 

data. In this case, it is essential to approach the dataset with knowledge of previous findings 

in the area under study to avoid ‘reinventing the wheel’. While coding the data, there was no 

set limitation on how many codes led to a set of themes. With the help of NVivo 12, the 

researcher was able to keep track of the coding structure.  

4.2 Examining the full dataset inductively  

 

Braun and Clarke (2013) describe coding as a process of identifying an aspect of the data 

that relates to the research questions that is, a summative and noticeable portion of the data 

expressed by the participants concerning the questions asked. Applied to this research, 
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when coding the transcribed data, the focus was on ‘linking the data to the research ideas 

and from the research ideas to all the data about the ideas’ (Richard and Morse, 2007, 

p.137). At this stage of data analysis, using Braun and Clarke (2013) approach assisted in 

developing the initial codes from the data. More specifically, it is worth noting that for O&G-

N-Co, 146 codes were developed and for O&G-IT-Co 141 were developed respectively. For 

a complete list of the codes generated for the two case study companies see Appendix C. 

Table 8 and 9 below shows a selection of initial codes developed during the coding process, 

using training and development as an example for O&G-IT-Co and performance 

management as an example for O&G-N-Co. The examples provided below show different 

HR practices; it does not represent a similar topic but shed light on the adoption and 

implementation of parent company practices. The underlined sections of the data show how 

codes were generated, which relates to the data and the research questions. 

 

Table 9: codes development process O&G-IT-Co 

Representative data extract  Codes  

"I collaborate with different departments, as an HR business 

partner. My job is to provide guidance on human resources 

concerns. I advise leaders and department heads on all human 

capital development issues. There are expectations in this 

company when it comes to human resource management, just 

like any other organisational function, HR has its reform 

programmes. These HR improvement programmes are 

designed to provide options for all of our departments. Some of 

these approaches tackle particular business concerns such as 

training staff, managing turnover, developing expertise, 

gathering information about organisations and resolving 

conflicts. Like our learning and development practices, the 

company had to change the way things are done. One 

significant influence that made us implement new training 

initiatives was technological changes in the oil sectors. We 

definitely needed to improve all aspects of our business. In 

order to change our training programmes, we needed to start 

from somewhere, for us, it was the way we used technology. 

More specifically, the learning and development team 

introduced our learning technology idea for all departments. 

You see, changing the experience of the employee was the 

goal to help them perform their job better. 

training and development 

practices 

human capital development  

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: developed for this study 
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Table 10: Coding process O&G-N-Co 

Representative data extract Codes 

“I would say that employee performance is one area that 

management cannot compromise. We strictly follow this policy 

and plans because it is one of our most important practices of 

human resources.  I would agree that we have introduced new 

approaches on the performance management programme, and I 

am one of the compliance officers for HR policies and practices. 

So, I had to make sure things were done in the right way. We 

change the old performance system, and the new practices were 

set up to help the employees improve on all aspects. The new 

performance management method has evolved from the old 

tradition of discipline and control system. The core principles of 

the new system are established with the focus on performance 

goals setting and improving workers experience.” 

 

“I think foreign oil companies, in general, see things which other 

companies are doing and adopt the practices, saying ‘OK, we 

will do the same because they are doing it’ without thinking of 

the impact it  has on its workers or why they chose that way or 

how it is going to be implemented, or, you know, is this the best 

thing for us? For example, the implementation of the 

performance-related pay scheme which raised concerns for us, 

local managers and we had to find an alternative solution to the 

problem” 

Performance management 

system 

 

 

 

implementation of new 

performance management 

practices   

 

 

HR practice adoption 

 

 

 

 

Performance-related pay 

Managers strategic response  

 

 

Source: developed for this study 

 

The diagram below visually demonstrates how codes(nodes) were generated in NVivo 

during data analysis. In the two diagrams, the researcher conducted an inductive analysis by 

engaging in a detailed reading of the semi-structured interviews from the two case 

companies, to gain a holistic understanding of the information provided (Braun and Clarke, 

2006). The texts were read line by line thoroughly and codes were assigned to paragraphs 

or segments of texts relevant to the research questions. For figure 6 below, the diagram 

provides example of codes relating to local factors that influence one of the Nigerian 

subsidiaries’ HRM practices. Figure 7 shows the initial inductive codes generated from one 

of the Nigerian subsidiaries, which illustrates the HRM practices used to manage the 
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workforce. These diagrams represent different research questions asked during the 

interviews, and they do not represent the entire codes but sections of the different research 

questions.  

 

 

 

Figure 6: Coding in NVivo during data analysis for O&G-IT-Co 

 

 

Source: Developed for this study 
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Figure 7: Coding in NVivo during data analysis for O&G-N-Co 

 

Source: Developed for this study 

 

The codes were created inductively, that is data-driven codes which lead to the 

interpretation of the research phenomenon within the context of the study (Kovacs and 

Spens, 2005). While analysing the data, the researcher focused on understanding the 

factors that influence HR practices transfer, diffusion and implementation within the Nigerian 

subsidiaries and also how local managers respond to these factors.  

4.3 Developing of themes 

 

At this point, the use of NVivo 12 software was quite beneficial and suitable for this research. 

Richards and Richards (1991) and Sinkovics and Alfodi (2012) advocated that researchers 

use should data analysis software because it helps to ensure consistency and transparency 

in the data analysis process. With the help of the software similar ideas were easily captured 

and retrieved, ideas that had the same meaning. Going by the description of Braun and 
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Clarke (2006, p. 82) a theme “captures something significant about the study goals and 

questions and reflects some form of patterned answer or context within the data set.” Codes 

with similar ideas were reviewed and overlap were re-coded. With the use of the software, 

the qualitative data was under continuous examination, that is the emergence and 

development of the theme were constantly reviewed to enhance theory elaboration (Lee, 

1999; Ridder, 2017). With the use of NVivo software, the qualitative evidence (data) were 

under continuous analysis, that is the emergence and development of the themes were 

continuously checked in order to improve the theoretical understanding and meaning. After 

coding the remarkable features of the data, the researcher reviewed the codes and grouped 

them into possible themes. This process leads to generating themes and subthemes, that is, 

subsets of a theme which involves gathering codes that share particular unifying 

components that reflect and describe a consistent and meaningful pattern in the data.  

 

The researcher focused on re-arranging the entire data corpus to a more manageable size 

of relevant ideas. Part of this process led to the re-arrangement and restructuring of codes 

into different themes and sub-themes. Systematically analysing the data, assisted in 

developing meaningful sets of data for each case study company. For example, centralised 

decision-making process by the parent company; the use of parent company policies and 

guidelines by the Nigerian subsidiaries; the nature of HR practices which signifies 

standardisation, adaptation and localisation; issues depicting contextual influence such as 

employment regulation, trade unions, favouritism, tribalism and employee mindset. In the 

data, some codes gathering was noticed around the transfer of HR practices, for example, 

standardisation and adaptation of HR practices. The researcher identified the codes that 

focused on experiences of standardisation, adaptation and integration that is, responses to 

and ways of managing transferred practices (Schuler et al., 1993; Farndale et al., 2010; 

Bjorkman et al., 2011; Edwards et al., 2016). The researcher then constructed one theme 

using all the codes relating to the participants’ experiences of standardisation and adaptation 

of HR practices and also another theme explaining the experience of integration of HR 

practices see the table above. This process of identifying similar unifying codes continued 

throughout the entire data corpus by examining each set of code gathering in more detail. 

 

The two European MNCs’ organisational actors (managers) were asked to explain the 

dissemination process of human resource practices at the subsidiary level. The primary 

objective was to understand the nature of HR activities at the affiliate level and to recognise 

similarities and differences with the HR practices at the parent companies. To determine 

whether local changes have arisen during the implementation process. The cases analysed 

showed that the two European MNCs subsidiaries had different levels of human resource 
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practices standardisation and local adaptation. Table 11 below illustrates the similarities and 

differences between the two Nigerian companies of European MNCs. The two European 

MNCs’ subsidiaries follow the parent companies’ employment policies and directives. 

Nevertheless, some noticeable local adaptation has been established in O&G-N-Co as more 

steps have been taken to improve the convergence of local activities (Taylor et al., 1996; 

Rupidara and McGraw, 2011; Clark and Lengnick-Hall, 2012). Similarities and difference 

were also found in the two European MNCs in terms of recruitment sources and selection 

sources. Basically, the table demonstrates how different codes (nodes) with a similar 

meaning of experience are incorporated into the main themes.  
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Table 11: Profiling the connections between codes and themes in the data and showing Similarities and differences  

 

Theme Title  Theme 

type  

MNC MNC                  Representative data extract  

O&G-N-Co O&G-IT-Co O&G-N-Co O&G-IT-Co 

Similarities: Transfer 

of parent company 

HR policies and 

practices  

Main theme  Global policies and practices 

formulated at HQ 

Global policies 

and practices 

formulated at HQ 

‘Business strategies and 

objective are developed at 

the HQ, and for HR, we use 

these objectives to plan 

staffing forecast.’ (O&G-N-

P2) 

‘In fact, sometimes I think we are too 

regulated, there are strict operational 

policies and procedures, corporate 

HR at HQ use all these guiding 

principles to control us.’ (O&G-IT-P2) 

Difference: The 

degree of adaptation 

Main theme  Autonomy given to adapt Strict company 

standard with 

clear guidelines 

‘We have our part to play 

here in Nigeria, we have 

adapted some part of our 

hiring practices to 

accommodate local needs.’ 

(O&G-N-P6) 

‘Our HR policies are founded on a 

global standard, and we are expected 

to follow the rules or else, we get 

disciplined or even terminated.’ 

(O&G-IT-P8)  

Difference: The 

localisation of HR 

practices   

Main theme  Applicant are sourced from 

referral (interpersonal 

relationship with local 

traditional leaders and 

government officials  

No local practices 

adopted  

 'It is no secret, and we 

employ through referral 

scheme from government 

officials and senior people in 

the Nigerian society.' (O&G-

N-P2) 

 

‘It is all about upholding a standard 

across all our units.’(O&G-IT-P1) 
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Recruitment source  Main theme  External and internal hiring, 

applicant referral 

programme, use of personal 

network, graduate trainee 

programme, university 

campus job fair, international 

mobility programme and 

recruitment agencies 

External and 

internal hiring, 

graduate trainee 

scheme, 

international 

mobility 

programme 

recruitment and 

agencies 

“The aim is to fill openings 

with our staff, which is why 

we have a talent pool policy, 

but we also have the job 

posting on the company's 

online site.” (O&G-N-P3) 

 

‘we hire through management 

recommendation for internal vacant 

positions, company employees 

recommended by their line managers, 

which is a common practice to reduce 

cost.’(O&G-IT-10) 

 

Selection process  Main theme  Educational qualification, use 

of competency framework, 

psychometric, aptitude test, 

scenario-based testing,  

series of interviews  

Job-fit assessment test 

Medical examination (Nigeria 

standard requirement) 

Reference check 

Educational 

qualification, 

psychometric, 

aptitude test  

Scenario based 

testing, series of 

interviews,  

medical 

examination 

(Nigeria standard 

requirement) 

Reference check 

‘Series of tests are used for 

selection processes; short-

listed applicants may then go 

through two or three 

interviews.'(O&G-N-P15) 

 

 

‘Depending on the position, we would 

carry out a scenario-based test, and if 

you are successful, the next step will 

be a series of interviews.’ (O&G-IT-

21) 
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A further illustration is provided, which shows how the coding process connects to the 

discovering of themes and how data relates across different participants (Braun and Clarke, 

2006). The table below is an example, which shows the process of connecting the codes 

and identifying themes across the three sets of data, directly relating to the transfer and 

diffusion of HRM practices in O&G-N-Co.  

 

Table 12: The process of connecting the codes and identifying themes in O&G-N-Co 

International HR manager Local HR manager  Senior department 

manager 

Theme title ‘The idea of disseminating 

these HR practices is to 

coordinate and implement 

effective management 

processes... as part of a 

check and balance system, 

HQ regularly sends auditors 

to ensure that each subsidiary 

complies with the introduced 

HR policies and practices ... 

Also, we try to maintain some 

level of control over our 

subsidiaries, as they have to 

get approval in order to carry 

out any major changes 

concerning all HRM practices. 

The intention is to make sure 

the changes to the new 

practices decided upon by the 

proper channel.  

‘The Nigerian subsidiary 

uses the same human 

resource system with our 

head office, over the 

years with help of 

technology, our HR 

functions have been 

integrated as one 

connected unit... we at the 

head office offer advice 

and guidance to our 

subsidiaries’ HR 

managers on how to 

implement newly 

conveyed practices.’ 

‘The oil industry is very 

competitive; that being 

said, I am proud to say 

that this organisation 

does things differently. 

Even though HQ control 

all HR related issues, 

with the help of local HR 

managers we have been 

able to implement 

precise pay and benefits 

entitlement for our local 

workforce.’ 

Integrated 

and 

coordinated 

HR system  

 

 

Source: Developed for this study 

 

Within this data collection, the researcher demonstrates similarities and differences between 

separate data types, showing places of convergence as the research participants answers 

the research interview questions and areas that showed possible variance in the HR 

practices within the Nigerian context.
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The table shown above was developed based on patterns that emerged from the textual 

data, which was then grouped into meaningful units. This process was repeated throughout 

the remaining meaningful units, which allowed for further interpretation and sense-making of 

the data corpus. During the next stage, themes were reviewed, modified, and further sub-

themes were identified. At this point, all the relevant data relating to each theme and their 

respective sub-themes were gathered together and read to see if the data supported the 

themes. Gathering related themes and sub-themes together assisted in avoiding one main 

pitfall of thematic analysis, which is overlapping of themes (Braun and Clarke, 2006).  Again, 

the use of NVivo made this process quicker and easier, as the researcher was able to keep 

track of the coding processes. NVivo 12 has been used in this thesis to provide a visual 

illustration of the data coding system and themes development. The diagram below is a 

thematic map developed in NVivo 12; the researcher used thematic maps to connect similar 

ideas and themes. For example, the thematic map below enabled the researcher to connect 

different inductively generated contextual factors and at the same time relating it to different 

institutional features (Edwards et al, 2007; Scott, 2008). This process enabled the 

researcher to interpret the data and to see things more clearly, for a more inclusive list (see 

Appendix D). 

 

Figure 8: Concept map for themes development 

 

 

Source: Developed for this study  
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4.4 Presenting the linkage between theory-driven and inductive themes 

              

 In order to ensure suitable categorisation, the researcher reviewed the identified 

themes and subthemes, and this was done throughout the complete data set (Braun 

and Clarke, 2013). These themes have been grouped according to the four main 

predetermined concepts mentioned above, where detailed analysis and writing has been 

performed. Drawing on existing knowledge in the subject area, the researcher iteratively 

developed themes that provide better understanding and meaning to the research questions.  

The tables 13 and 14 below present examples from the two case studies illustrating how 

theory-driven “predetermined premises” (King, 2004) relate to “data-driven (inductive)” 

themes (Braun and Clarke, 2013). In other words, the following data extract illustrates how 

the researcher used hybrid thematic analysis approach to analyse the qualitative case study 

data. The aim here was to derive codes and themes from the theoretical framework, as well 

as codes and themes that originated from the empirical data, that is inductive coding. 

 

The illustrated data extract in table 13 and 14 is focused on sequence of thematic analysis, 

as the far-left column indicates codes guided by the existing knowledge (King, 2004). The 

middle column illustrates inductive empirical driven themes, and the far-right column shows 

representative data extracts (Braun and Clarke, 2013). The combination of these two 

approaches aided the researcher to uncover company level and country-level factors that 

influence the dissemination of HR practices in the Nigerian subsidiaries. Inductively coding 

helped the researcher to extract meaning from the responses, that is, meaning that are not 

stated explicitly in the existing literature. For example, the researcher was able to draw 

contextual influence on HR practises unique to Nigeria's environment. The researcher 

established the reason behind the selective adaptation of HR practices leading to variances. 

There were also strong corporate forces that affect the transfer of HR practices. 

 

Table 13 below illustrates data concerning contextual factors that influence HRM practices 

diffusion in the Nigerian subsidiary of O&G-IT-Co. Table 14 below illustrates data from O&G-

N-Co; these data comprise of different adopted HRM practices by the Nigerian subsidiaries. 

The research participants explained different internal and external factors that facilitate or 

inhabit the diffusion of HRM practices. This phase of the analysis was done iteratively, 

moving back and forth theory and data as the researcher tries to draw out the ‘facts’ of the 

research (Dubois and Gadde, 2002). These facts relate to the case companies’ practical 

HRM activities as experienced by the research informants and interpreted by the researcher. 

Some visible similarities and differences exist between the two European MNCs approaches 
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toward the management of their Nigerian subsidiaries.  The analysis shows that there is the 

presence of standardised parent company practices, some adaptation in practices due to the 

local conditions. For instance, the two Nigerian subsidiaries acknowledged that contextual 

factors influence the choice of HR practices (Osland and Osland, 2005; Gamble, 2010; 

Yahiaoui, 2015). Beside adopting performance management practice, the two Nigerian 

subsidiaries adapted some element of the practice because of contextual factors such as 

collective bargaining. However, the use of parent company HRM practices by the two 

Nigerian subsidiaries point toward the strategic importance (Taylor et al., 1996; Cooke, 

2007; Edwards et al., 2016).
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Table 13: Profiling the relationship between theory-driven predetermined themes and data-driven themes in O&G-IT-Co 

 

O&G-IT-Co Data-driven main themes Representative data extract 

Predetermined theory-

driven code 

Training and 

development  

Strict competency framework 

guideline 

We use head office training guidelines which has competency achievement 

guideline.'(O&G-IT-P8) 

Performance 

management 

Strict managerial directive  

 

 

‘The PM system in this company focuses only on the company’s objectives they ignore 

our personal and career aspirations. Performance management means goal setting, 

matrices, measurement with strict guidelines to follow.’ ' (O&G-IT-P11)  

Recruitment and 

selection 

Contextual facilitators  ‘What we experience is different from what is in the written policy from HQ. I have seen it 

happen over and over again, what these managers do during hiring is not in line with the 

stated policy.’ ' (O&G-IT-P3) 

Institutional influence  Contextual facilitators 

 

 

 

Adaptation of HR practices  

'Over the years, we have experienced changes from the Nigerian employment laws, and 

these changes have an impact on our employment practices. To respond to these 

changes, we made some important decisions and changes based on these new laws. 

Non-compliance with government laws is not an option because there are sanctions from 

the government and they closely monitor our practices.’ ' (O&G-IT-P4) 

‘Sometimes, the new practices are not culturally fit with the Nigeria context. So, we 

modify the practice, but before we implement any new HR practice, we consider the 

Nigeria employment legislature, because our operation in Nigeria is a partnership with 
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the government. Compliance with all their demands, including employment regulation, is 

necessary even when we feel it is not benefiting us, we look at the bigger picture, and 

we focus on our long-term goals.' (O&G-IT-P3) 

Employee cognitive 

process 

Personal level attitudes and 

behaviour toward work system  

 

“I believe our workplace principle is one big issue with the Nigerian people. There is 

whole carefree and giving favour to people from the same community attitude." (O&G-IT-

P19) 

Source: Developed for this study 

 

 

 

Table 14: Profiling the relationship between theory-driven predetermined themes and data-driven themes in O&G-N-Co 

O&G-N-Co Data-driven themes Representative data extract  

Predetermined theory-driven 

code   

Training and development  Contextual facilitators  

 

 

Training infrastructure   

 'Frankly speaking, the Nigerian educational system is lacking in every way. To have 

knowledgeable and capable local staff, we implemented an intensive learning program 

tailored to educate mostly our newly employed graduates. For some of these graduates, 

we focus on practical skills and vital knowledge around their professions, and this 

includes one on one mentoring.’ (O&G-N-P4) 

‘Training and learning centre at our corporate head office provide both managerial staff 

and engineering staff with up-to-date knowledge and we also use our online training 

portal.’   
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Performance management HR practices integration  

 

‘We decided to link employee’s performance to pay, and our performance-related 

scheme is only as effective as the performance management system on which it rests. 

This forms just one part of the reward strategy, but when you look at the whole picture, 

employee performance is linked to merit pay or incentive bonuses. Those that perform 

well get the reward and others do not.’ (O&G-N-P3) 

Compensation and benefits  Contextual facilitators 

 

 

 

 

Loyalty and commitment  

‘The company is responding to the changing nature of business environment; the oil price 

drop has led to changes in our variable pay options.’ (O&G-N-P2) 

'The adoption of variable pay means employees have different options when it comes to 

compensation and benefits. Our employees have different options to choose from, and 

these include share, loan, car allowance, health insurance and bonuses.’ (O&G-N-P19) 

Employee voice  Corporate control 

 

 

Inclusion and involvement 

‘It is simple, this employee voice practices or direct channel as they call it, is 

implemented to stop the employees from joining unions. HQs’ demand no union 

involvement in employees’ issues.’ (O&G-N-P17) 

‘Top managers claim that this practice will help improve communication, but it is 

headquarters’ way of reducing union membership, they think they are smart, by saying 

that they are listening to us and that our unions do not need to be involved in company 

matters.’ (O&G-N-P12) 

Managerial resistance 

 

‘On the surface, management says there are guidelines, we have all read it, but when you 

observe closely, what they are doing it is completely different.’  (O&G-N-P9) 

 

‘What is the point of all these rules and policies, if managers cannot implement them. 

According to the rule, employees are supposed to directly file a complaint to HR, but this 

is not the case because from my knowledge no rules are guiding this practice, at the end 

managers just do what they want.’ (O&G-N-P13) 
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Source: developed for this study  
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In this study, the research questions influenced the process of coding, and development of 

themes and sub-themes, it reflects the crucial parts of the participants’ narrative, which was 

developed from the data corpus using thematic analysis approaches. The researcher re-

examined the data carefully to certify that the analysis reflects the contents of the data and 

informed the research question and that the information provided by the participants were 

reported accordingly.  According to Braun and Clarke (2013), pattern coding once identified, 

serves as a key, which led to themes and sub-themes that incorporates many codes. 

Researchers can replicate this precise account of the steps and processes used in data 

analysis. 

4.5 Summary 

 

This chapter provided evidence on how the researcher applied different methods stated in 

the previous chapter to collect and analyse qualitative case study data. Step by step 

approach to data analysis and interpretation was illustrated, using the ideas from different 

authors such as (King, 2004, Braun and Clarke, 2006 and 2013). Using the thematic 

analysis for interview data and field notes enabled the researcher to adequately describe the 

process of transfer of HRM practices and MNCs subsidiaries configuration of their HRM 

system. With the use of data analysis software NVivo, the researcher was able to achieve 

confirmability, transferability, dependability (authenticity), and transferability, as these factors 

are vital for making any claim to research rigour (Gasson, 2004). To ensure that this 

approach was correct, the researcher enrolled a mentor and two other colleagues to carry 

out a coding process of different interviews, and this helped to clarify coding and themes 

development. Using hybrid thematic analysis approach, King (2004) and Braun and Clarke 

(2013) the researcher was able to go back and forth different phases of the analysis and 

interpretation of the data corpus. In the next chapter, the research findings and analysis are 

written up according to the processes explained in this chapter.    
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CHAPTER FIVE: CASE COMPANIES FINDINGS  

 

This chapter represents a significant part of the thesis; the focus is on reporting the findings 

of the case study company operating in the Nigerian oil and gas industry known as O&G-IT-

Co and O&G-N-Co. The findings were developed from the analysed data corpus, which 

comprised of semi-structured interviews and complemented by company documents 

reviewed and observation notes. As described by the researcher in previous chapters, 

thematic analysis was used to analyse the text data. This process allowed the researcher to 

interpret the findings based on the terms of meaning provided by each participant based on 

their experience and perception of HR strategies, functions, policies, and practices 

implemented in the Nigerian subsidiary. This section is divided into two stages; the first 

stage describes the background of the company, management structure, and role of the HR 

department. The second stage provides the findings based on an explorative analysis of 

HRM practices and influencing factors in Nigerian subsidiaries. 

Stage 1  

  

5.1 Case study1 (O&G-IT-Co): Background  

  

The Parent company is a wholly owned Italian multinational company formed in 1926. The 

company is one of the leading oil and gas companies with operations in over 73 countries 

across African, Middles East, Europe and The Americas, with 33,536 estimated number of 

employees. Globally, O&G-IT-Co, the business operates in four major upstream areas, 

which includes, exploration and production, natural gas and power, refining, marketing and 

chemical. The company has contributed to globalisation by marketing its products from gas, 

electricity and oil products in the European, African and American markets. The primary 

market served by O&G-IT-Co is centred on its mid and downstream activities which include 

the sale of liquefied natural gas (LNG), renewable energy, oil, petrochemical, power 

generation, chemicals, lubricants, and fuel.    

  

In 2014 the company announced changes to its divisional organisational structure. The new 

structure is an integrated mixed operational structure with a strong focus on achieving the 

business objectives. With the new structure, all staff functions are centralised, and this 

structure is aimed at achieving efficiency. The design of this structure allows the company to 

integrate all its business activities and streamline the process of decision making.  
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 ‘The new structure aims to leverage all our resources fully, and it enables us to avoid 

duplications. This structure supports efficiency because it allows us to gain time in 

production, reduce costs on investments, and it allows us to respond rapidly and flexibly to 

the business challenges we face globally.’ (O&G-IT-P1) 

                                                                                                      

5.1.1 The Nigerian subsidiary  

  

O&G-IT-Co, commenced activities in Nigeria in 1962 as a wholly own green-field operator, 

with the offer of partnership in its operation by the federal government of Nigeria. The 

licence is to explore and discover oil products, and their partnership was renewed in 1973. In 

Nigeria, O&G-IT-Co, operates in the land and swamp areas of the Niger Delta with 

concession lying within Bayelsa, Delta, Imo and Rivers states, with its corporate head office 

in the federal capital territory Abuja. The company holds 5% an unincorporated joint venture 

with the Nigerian government, alongside other oil and gas companies.  

  

The company’s concession covers a total area of 5,313sq. Kilometres which comprises of 

four oil blocks. In Nigeria, the company has expanded its exploration activities which focus 

on shallow water and deep-water frontiers. Additional holdings include the existing 

partnership with the Nigerian LNG limited with 10.4 equity participation and a 17 per cent 

participation holding with Brass LNG limited project. In December 2013, the company signed 

an additional contract with Nigerian National Petroleum Corporation (NNPC) to finance and 

jointly develop an oil field project. The highlights of the contract focused on redesigning and 

repositioning NNPC’s brand and image in the international oil market and defining the 

timeline for change and transfer of technical and operational know-how.    

  

At the time of data collection between August 2016 and September 2017, O&G-IT-Co 

employed approximately 2,890 permanent staff and over 10,000 direct contract staff. The 

company also employ another 8,000 third party staff from subcontractors and suppliers 

across the country. After the 2014 restructuring of its board of directors and senior 

management team, the Nigerian subsidiary managerial team was also restructured. In 

Nigeria, the company previously had two divisional head offices one in Lagos and the other 

in Abuja, this has now changed because of the restructuring, the company now operates 

under a single head office located in Abuja. The diagram below illustrates the top 

management structure in the Nigerian subsidiary, highlighting the relationship that exists 

among different divisions in the organisation. All management staff report directly to the 
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Nigerian subsidiary chief executive officer (CEO), showing hierarchical and functional 

structure.  

 

Figure 9: O&G-IT-Co management structure 

 

 

    

 Source: Adapted from a company document  

 

  

The preceding sections provide background information of this company, which relates to its 

firm-level variables such as the size, location, sector, development history, and market 

served, as well as the structure and strategy used. Firm-level variables have an impact on 

the configuration of HR policies and practices over time. 

Sage 2  

  

5.2 The explorative finding of HRM practices in the Nigerian subsidiary 

  

The present analysis and interpretation of the findings is based on 21 qualitative interviews 

and complemented by documents collected from the Nigerian subsidiary. The findings 

discussed here concentrate on the dissemination of generic human resource practices from 
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the parent company. Nevertheless, the data often indicate that certain human resources 

practices have been selectively localised. HR processes mentioned here cover talent 

resourcing approaches, training and development, performance management, 

compensation and benefits, internal communication and employee voice. 

 

The findings indicate that the human resource practices of the Nigerian affiliate are close to 

those of the parent company, with a certain level of adjustment. The characteristics of HR 

practices in the Nigerian subsidiary indicates that O&G-IT-Co follows the exporting strategy 

since European MNCs seek to emulate the HRM structure and procedures of the parent 

company. Certain factors facilitate the standardisation of human resource practices across 

the European MNCs. The Nigerian division, for example, has long existed in the region with 

changes over the years; more structured methods are used to manage staff. The research 

participants said that the rationale for adopting parent company practises is that the HRM 

system at the MNC headquarters is more successful than in local practice (Taylor et al. 

1996; Janssens 2001). Nonetheless, the transfer of human resources practices to the 

Nigerian division through the corporate training centre, the relocation of host country 

nationals and the introduction of global management of human resources were noted. 

 

  

5.2.1 HR role in O&G-IT-Co  

 

The 2014 transformation program had an impact on the HR role and their decision-making 

process, which was changed to a more centralised management function mainly and now 

involved in the strategic decision-making process. The Nigerian subsidiary HR department 

employs 112 employees’ working in different units. The structure of the HR department is 

organised around five main functional areas. The findings indicated that corporate HR at 

headquarters remains very influential in terms of shaping the Nigerian subsidiary HR 

policies, strategies, and practices. The primary form of coordination was the strict rules on 

decision making policy, as most critical decisions are made at the headquarters. The 

Nigerian subsidiary, in terms of HR, has little or no control on central issues such as senior 

managers career development, international mobility, management structure, and talent 

management policy. As such corporate HR formulate and transfer parent company HR 

policies and practices with strict guidelines during implementation (Belizon et al., 2016). 

  

‘In fact, sometimes I think we are too regulated. there are so many operational policies and 

procedures, corporate HR at HQ uses all these guiding principles to control us, (…) frankly 
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speaking this company’s system is too bureaucratic with its prescribed strict policies’. (O&G-

IT-P2) 

  

Another manager added that: 

  

‘We aim at making pragmatic decisions when it comes to managing the employees in this 

subsidiary. We implement various HR initiatives by working very closely with our heads of 

departments’. (O&G-IT-P3)  

  

Consequently, evidence from the analysis revealed that HR in the Nigerian subsidiary play a 

more supportive role in translating and implementing HR policies and practices. ‘Corporate 

HR is responsible for formulating new HR initiatives, and we follow their set guidelines 

during implementation’ (O&G-IT-P1).  In the Nigerian subsidiary, the nature of HRM 

practices follows careful choices of specific elements which are exported from the parent 

company.  

 

5.2.2 Recruitment and selection  

  

Recruitment and selection practices were transferred from headquarters following globally 

set standards and procedures which apply to all foreign subsidiaries. The findings revealed 

that the selection process of candidates focuses mostly on educational qualification; as 

such, all candidates are expected to have university degrees with at least an upper-class 

grade. The Nigerian subsidiary recruitment and selection practices mainly focus on hiring 

persons that are best fit for roles through the implementation of selective hiring, succession 

plans and cost minimisation strategies which were the main themes discovered during the 

analysis. Also, both internal and external labour markets are used for recruitment. The 

Nigerian subsidiary uses the parent company’s established and laid down recruitment and 

selection practices. Some of the interviewees claimed that using the parent company’s 

recruitment and selection practices only, is a deliberate strategy to have the best candidates 

with best fit for roles and to avoid cultural bias. 

  

‘Recruitment and selection are key areas where we source the right and best talent for our 

company. We have strict guidelines, and we only use procedures permitted by the head 

office.’ (O&G-IT-P3) 
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The evidence shows that the company’s corporate culture plays a vital role during the 

selection of candidates. Also, the interviewees mentioned that candidates are assessed 

based on their compatibility with the company’s values and culture. There is a strong 

emphasis on cultural fit as a necessary selection criterion for hiring potential candidates.  

  

‘To be quite honest, we assess mostly external candidates fit with the company’s values, 

and we do our best to draw out information which identifies these competencies and 

criterion’. (O&G-IT-P5) 

 

To achieve the right position for the right candidate, the Nigerian division uses different 

screening approaches to narrow down the large pool of candidates. The recruitment and 

screening phases of recruits involve attracting a large pool of job applicants and choosing 

the best ones. Openings are regularly listed on the firm's website. Nigerian job applicants 

are usually required to take an aptitude test. An unbiased resourcing method is known to 

occur as identifying potential workers by evaluations and a series of screening procedures. 

Such assessments also guarantee that successful candidates are best appropriate for the 

firm’s corporate culture. In brief, recruiting and hiring practices are subject to strict 

instructions from the corporate head office. The HR director describes that: “Each potential 

employee is assessed, and several interviews are administered. This method is required 

because we want the best fit applicant with the right qualifications for the position.” (O&G-IT-

P4) 

 

The findings further revealed that the European MNC has a control standard in place. These 

are control mechanisms put in place to determine the use of only best practices. The 

different tests and interviews used are all formalised parent company procedures. Even 

though tests and interviews are used by other MNCs and local firms for recruitment and 

selection; an interviewee revealed that ‘the type of tests and scenarios-based testing and 

interviews used are explicitly designed for the nature of the job available in the Nigerian 

offshore.’ (O&G-IT-P16) 

  

The findings also revealed that the Nigerian subsidiary adopted casualisation staffing, and 

applicants are hired through recruitment agencies as a means of saving time and costs 

related to tests, interviews and background checks. Hiring through recruitment agencies is 

new in Nigeria and it has it associated problems, although the subsidiary managers are free 

from hiring, there are issues with applicants’ knowledge and skills.  
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The Nigerian subsidiary adopted the parent company’s succession planning practice. The 

HR Managers claimed that the company has a strong workforce to fill the vacant positions 

internally, and their graduate recruitment scheme provided them with new candidates. The 

idea of succession planning is to fill vacant positions with internal candidates. Such workers 

are highly educated and trained, often employed and operate in cross-functional teams. 

These employees understand the challenging nature of the job. According to the HR 

divisional manager: 

 

‘Succession planning is carried out through an audit of the employees’ performance 

evaluation process. This process involves an audit of the existing talent pool within the 

various units. This process involves a step-by-step workforce analysis, starting from 

headcount, tenure in the position, exit analysis and the high potential employees’ availability. 

We also consider the age of the employees.’ (O&G-IT-P4) 

 

Another manager pointed out that: 

  

‘We hire through management recommendation for internal vacant positions. A common 

practice to reduce cost in this company is hiring through management recommendation. We 

prefer to hire someone who already understands our organisational culture that is, 

guaranteed cultural fit with the organisation’s values as the employee has already gone 

through the process of orientation, knowing the individual possesses the right behaviour’. 

(O&G-IT-P11) 

 

Senior managers evaluate each potential employee and preference is given to most 

qualified employees to assume higher positions based on their acquired knowledge of the 

role, the norms and values of the company and business operations. Moreover, exceptional 

employees through succession planning are placed on a career plan. Each employee is 

intermittently evaluated to determine their fit with the required roles and to take on additional 

responsibilities. The adoption of succession planning is a strategic decision to support 

workforce planning, and local managers are entirely in support of this practice.  

  

We are very selective about who we hire. With the nature of our industry, having a talent 

pool is very critical because most times there are vacancies to be filled. Knowing that there 

are candidates to fill up available positions, gives us a sense of direction as this impact on 

productivity.’ (O&G-IT-P8)   

 

Another manager added that; 
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‘No need to bring in external candidates when we have competent employees to fill vacant 

positions. The idea of having this practice allows us to make a decision, in certain 

circumstances in the event where key positions become available and need filling urgently.’ 

(O&G-IT-P10) 

 

The findings show that the application of unique recruiting and hiring procedures is directed 

at maximising performance. The petroleum and gas industries need well-trained and skilled 

workers, as such, the best-fit applicants are employed by strict resourcing methods. 

Nevertheless, the nature of employment contracts has changed over the years. Generally, 

Nigerian workers seek permanent positions, but there is now more short-term contract work. 

Many short-term contract staff have worked in the company for a long time, but management 

does not commit to render them permanent hires with all the added benefits. Findings 

indicate that the root cause of using casual and contract labours is related to cost issues, the 

corporation does not want to pay too many expenses, and short-term contract employees 

are lucrative. The parent company actively tracks the Nigerian subsidiary's operating labour 

costs by implementing uniform rules on recruiting and hiring procedures.  

 

5.2.3 Training and development  

  

The Nigerian subsidiary implemented parent company’s standardised training and 

development program transferred from the head office. At the same time, the Nigerian 

subsidiary works closely with headquarters’ training and development department because 

they provide overall learning coordination across all divisions in Nigeria. The analysis of the 

finding centres around the components of training and development practices in the Nigerian 

subsidiary. This comprises of the parent company’s training and development policy and 

guidelines, training infrastructure and hiring process. The subsidiary training and 

development practices are designed to assist employees to obtain the required 

competencies and skills with a focus on career development and bridging performance 

gaps. 

 

 ‘We are committed to our employees’ development; our newly implemented training 

program is aimed at improving employee’s performance. Line managers are encouraged to 

use their discretion when recommending each employee for training. Such training initiatives 

include cross-functional training through our employee mobility program. The whole idea is 

for our employees to gain a more holistic view of the company and expand their capabilities, 
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which in turn will help them in their career progression, networking knowledge and problem-

solving skills. Like I said earlier, most of the teams are made up of employees from different 

functional departments.’ (O&G-IT-P5) 

  

Another manager noted that: 

  

‘There are different training opportunities which lead to career advancement in the long run. 

Our mentoring and secondment program allow the employees to move between roles as 

long as they are committed to doing the work. There is so much mobility in this company 

attached to training, and such opportunities are available to all employees at different levels. 

Before I started my new position two years ago, I spent two years in one of our other 

subsidiary learning’. (O&G-IT-17) 

 

Training policy, competency guides, training at the parent corporate headquarters, induction 

programs, workshops, conferences and online training programs are all the parent 

company’s standardised training practices transferred to the Nigerian subsidiary. In the 

Nigerian division, there are different training and workforce growth strategies, most of which 

come from the European parent company regulations and directives. When it comes to 

formulating human resource strategy, evidence indicates that the European organisation 

lacks versatility because they tightly control the process. The parent company evaluates 

Nigerian subsidiary training needs and develops training practises that are believed to be the 

same with all other units. The findings indicate that the European parent company is slow to 

change its strict control attitudes. According to respondents, the parent has a strong cultural 

influence, one that lacks versatility. Strong integration is also needed as observed by the 

researcher, as there are formalised directives for implementing human resource practices. 

 

 ‘As far as management is concerned, our head office regulates and control the human 

resource department, and they only trust themselves; they believe that we cannot come up 

with good ideas. But what I see is the need to control everything, they cannot change, they 

have always been like that.’ (O&G-IT-P10). 

 

However, line managers, based on their job requirements, are responsible for selecting the 

individual for special training. 
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Another manager noted that: 

 

‘They do what they term an assessment of competencies, and this test is conducted 

regularly but mostly every six months. A direct boss judges all his team member. The 

knowledge assessment guide includes skills for each task and job function.’(O&G-IT-P21) 

 

The competencies assessment process is aligned to the personal development plan, and 

this plan helps the employee to know their individual training needs. The competency guides 

serve as direction for the desired work attributes and behaviour, and this practice reflects the 

parent company’s corporate culture. The findings revealed that training programs at the 

parent headquarter is a significant part of the training and development practices. ‘Training 

is a significant part of this subsidiary’s performance, and for my role, most of my trainings 

take place at HQ.’ (O&G-IT-P4) 

 

The findings revealed that visits to parent company headquarter by subsidiary employees for 

training, seminars and conference serve as opportunities to share information on corporate 

vision, mission and culture with other employees. This practice was observed as a 

socialisation mechanism to share corporate best practices.  

 

The parent company has a dedicated training facility for all management staff, including 

engineers. The reasoning behind these socialisation activities is to align national, regional 

and corporate business priorities. It is a collective management strategy implemented by the 

parent company, hoping that all workers can have the same interests, attitudes and values 

when coordinating these programmes. This also shows a high degree of centralised process 

where the corporate centre is highly involved with all its subsidiary activities. That is high 

involvement with training practices, such as traditional classroom training centre. 

Nevertheless, using such strategy has been known to influence the organisation cultural and 

employee’s behaviour.     

 

Another manager added that; 

 

‘Most of the overseas training courses depend on the employee’s job specification within the 

department, and I know that most of the newly employed engineers are posted for training 

overseas but not all of them.’ (O&G-IT-P11) 
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In addition to overseas training facilities, the case company has accredited training 

programmes with both local and international educational institutions. Again, this is a talent 

pool approach to recruit and train new university graduates. Another development process 

that was noticeable in O&G-IT-Co was the use of online training policy and practices as an 

integration mechanism. The case company has taken note of the growth in information 

technology to introduce standardised training programmes for all its regional divisions and 

personnel. However, such practices indicate the need for corporate control and coordination 

of human resource practices. Findings indicate that the Nigerian division does not have 

influence over such activities. Virtual training programmes are closely monitored by 

management, with compliance officers overseeing the program. Nonetheless, these 

practices have contextual difficulties. For example, most managers argue that their working 

time is spent completing these training as the cost of having internet at home is high. 

 

‘We have a training platform even if you are onshore or offshore, when you are due for 

training, you have to comply and complete it, and it is the same training platform for all 

employees. Mandatory training is accessible to us in our online training portal.’ (O&G-IT-

P16) 

 

  Another manager added that; 

 

‘Training and development specialist from HQ visit our subsidiary to ensure compliance with 

the company’s standards. The training content is designed at HQ because there are 

specialists who work with corporate HR to develop all training programmes.’ (O&G-IT-P1) 

 

Training and development decisions are made at the corporate headquarters, and this 

includes the Nigerian subsidiary training budget and expenditure. Since the introduction of 

the new training policy, it has become a top priority for HR to provide advice to line 

managers on how to improve their team’s competencies. The new policy reflects the various 

training and development initiatives implemented. Corporate HR is consulted regularly for 

advice; for instance, the Nigerian subsidiary contracted a consultant to conduct training on 

inclusive leadership.  

  

The training programs in the Nigerian subsidiary is fairly standardised; however, localisation 

occurs because of factors such as the weak educational system, advancement in 

technology, and changing infrastructures.  
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‘Concerning the training programs, it is highly standardised and held in HQ but, over the 

years we have expanded rapidly, and more expertise is needed’. (O&G-IT-11) 

  

Transferred training initiatives prove challenging to implement despite the pressure from 

corporate HR. Cross-functional rotation practice was challenging, as the subsidiary struggle 

to achieve the expected outcome. Evidence points towards local managers attitudes as they 

use their discretion to select employees for this initiative.  

  

Mentoring at the Nigerian subsidiary has not been very successful in enacting because it is 

not a formal procedure. Employees and managers are not formally obliged to provide 

mentoring as such, they resist mentoring and sharing their experiences. Such an attitude is 

associated with lack of trust and fear of losing their positions. Tribalism is embedded in the 

Nigerian system, where people favour those from their tribe and distrust others. Such 

behaviour is typical in a competitive work environment. Interviewees’ narrative shows 

evidence of such issue which hinders the implementation of the mentoring initiative.  

  

‘it is hard to trust people in this company because everybody wants to be promoted. I gained 

this knowledge through hard work and working long hours, why should I teach others, 

especially when they are from other tribes.’ (O&G-IT-P8) 

  

5.2.4 Performance management  

 

The findings show that performance management is subject to high formal control. In other 

words, a formalised and unified structure with the global human resource department is 

closely monitoring the operations of the Nigerian affiliate. As a consequence of this 

procedure, there is little room for flexibility or discretion, and the output level is set uniformly 

across multinational operations. The concept behind the new system is directed at achieving 

a global corporate goal, with, for example, the Nigerian subsidiary taking a supporting role in 

achieving company goals. 

 

“The hope is that all country units recognise and relate to the organisational goal. I'd like it to 

be an easy task, but we're all working together in a single strong organisation. There has 

always been the desire to move towards the same goal. We all agree with this plan, and it's 

not about control, it is just about success.” (O&G-IT-P2) 
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The performance management method is one activity of O&G-IT-Co that has experienced a 

total change of management principle and culture. The management believes that the 

changes made would offer the Nigerian division an opportunity to achieve its targets and 

boost the operating level. The same goes for the employees as it is believed they will 

achieve better job performance and career advancement. The newly transferred 

performance management framework is aimed at linking performance management and 

assessment together. The findings indicate that, with the new system, the Nigerian division 

has finally caught up with the West, with the additional focus, such as the two-way feedback 

system in place. The principles of building relationships between management and their 

teams and connecting performance appraisal to succession planning are other additional 

improvements. The practice is tied to the global human resource database to evaluate 

advancement and succession planning and even reward payment, according to managers. 

 

Nonetheless, the new system has a shortcoming, mostly for Nigerian workers, with the 

elimination of career advancement based on long-term service. In other terms, the new 

system integrates ideas of competition among workers, and this does not sit well with 

Nigeria's hierarchical, collective and paternalistic culture. Many workers say that this new 

system renders the office a hostile environment, where every man or woman battles for 

themselves. 

 

The new performance management practice is centred on the adoption of the competency 

approach. The focus is on employees’ attitudes, team working ability, ability to carry-out 

task, ability to think creatively in normal/abnormal, and uncertain conditions, ability to uphold 

company values, and personal development plan. The reviewed employee competency 

practice focuses on the employees’ behaviours and skills required for superior performance. 

It is the managers’ responsibility to ensure that the employees are involved in their 

competency’s development process. The findings indicated that the Nigerian subsidiary 

adopted a competency development indicator as directed by corporate HR. The Nigerian 

subsidiary follows the parent company’s strict guidelines and there is no room for changes. 

Competencies levels are set based on different employees’ level within the organisation. 

The employee’s promotion is tied to performance, giving each employee the chance to take 

responsibility and demonstrate next level competency.  

  

‘It is a combination of different activities that guarantee effective employees’ management. In 

the long run, judging from what corporate HR wants, they want to see how the company’s 

values and culture influence each of our employee’s behaviour during the execution of their 

work.’ (O&G-IT-P5)  
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Based on the new practice, employees are evaluated twice yearly – mid and end of the year. 

Objectives with the key performance indicators are set based on two criteria the operational 

and behavioural objectives. The operational objectives are aligned with the MNC and 

subsidiary strategic directions with a focus on the business needs. Each division has its 

targets for each department which are outlined at the beginning of each quarter. Heads of 

departments and line managers sit with their teams to agree on each employee’s targets. 

‘You have to meet your targets using the company’s competency framework.’ (O&G-IT-P19) 

 

The findings also raise the issue of whether exportive approach to the transfer of HRM such 

as performance will necessarily lead the subsidiary to achieve its objectives, given that local 

managers are not passive recipients of HRM practices. The benefits of performance 

management system have been well documented in the literature (Armstrong and Baron 

2006). However, not all MNCs that transfer, and diffuse certain elements of performance 

management practices have successful implementation. The failure to fully implement the 

intended performance management practice and reap its benefit has been attributed to 

several factors. The findings revealed that the Nigerian subsidiary found it challenging to 

adopt the intended performance management practice because of the collective nature of 

the Nigerian society. Also, some managers lack the skills to implement performance 

appraisal. Tribalistic bias attitudes from managers to their subordinates and pressure to set 

and meet goals (Chiang and Birtch 2012) affect the successful implementation of 

performance management practice.  

 

5.2.5 Compensation and benefits 

  

The Nigerian subsidiary adopted the parent company’s compensation and benefits practice 

to attract and retain skilled and professional employees. The subsidiary endeavours to 

implement the parent company standard practices for internal consistency but some 

elements were changed to fit in with the Nigerian context. There are strict guidelines from 

parent company headquarters when it comes to the implementation of compensation and 

benefits policy and practice. However, O&G-IT-Co adjusted the parent company 

standardised benefits and bonus schemes to fit in with the Nigerian conditions. The benefits 

and bonus practices were redesigned to motivate the Nigerian subsidiary employees. 

  

‘Remuneration package for a global company like this company is very complex, but the 

head office decided to make it simple by redesigning certain aspects based on each 
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country’s rate. the local market rate determines our pay, we also incorporate other 

government requirements, then to make it very attractive we have our variable pay option 

which again is based on the local standard.’ (O&G-IT-P4) 

  

In a similar vein:  

  

‘Our payment set-up is similar to that of the expatriates we have in this subsidiary, although 

there are differences in taxation, pension contribution, and they are paid in dollars’ (…) we 

are being paid based on our local market scale’. (O&G-IT-P7) 

 

Different elements of the compensation and benefits policies of the parent company were 

implemented to reflect the organisational philosophy of promoting high-performing workers. 

With such a mindset, the workforce is encouraged to be competitive, with the 

implementation of benefits incentives such as performance-related pay. This approach also 

incorporates other common features comparable to parent company policies such as flexible 

compensation, incentive pay, merit-based pay and share ownership scheme. The company 

creates variance in the Nigerian pay system by implementing such a pay system, rendering 

them employee highest payers.  However, the finding indicates that the pay system is 

uniquely structured for each group of employees. For example, a standard benefit system 

exists for senior managers, linking their pay directly to individual performance. This idea of 

individualised pay does not resonate well with certain Nigerian people, given that most 

employees agree to the collective wage bargaining rules. The finding suggests that 

individualised performance pay practices changed managers’ behaviour, affecting how they 

perform their duties. Most managers say that there is increased pressure to reach the set 

target, and they feel troubled as they might lose their job if they do not achieve the set 

standard. 

 

The compensation and benefits practices are designed to facilitate the acceptance of the 

parent company’s corporate values and intentions at the subsidiary. The employees are 

encouraged to exhibit acceptable work behaviours through different incentives. The 

managers explained that employee’s salary is performance related. Financial rewards for 

senior managers are linked directly to individual performance. The finding revealed that the 

scarcity of talent in the Nigerian context led the subsidiary in adopting competitive wages 

structure.   
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‘we compare salaries with the market to see where we stand and to ensure that we are 

always competitive. The salary structure for our employees depend on the type of job they 

do.’ (O&G-IT-P12) 

 

The results showed significant impact of regulatory authorities on human resource policies in 

the oil and gas industry, more explicitly pay, and rewards. The industry is the most profitable 

sector in Nigerian, as such employment practices are highly formalised and regulated. In this 

sense, the alternating characteristics found in this practice are equally linked to contextual 

factors, ranging from regulatory to cultural.  

  

5.2.6 Internal communication and Employee voices (IC&EV) 

  

Before the transformation in 2014, communication was fragile in the Nigerian subsidiary and 

constituted mainly of top-down instructions. The changes in company’s structure and 

practices have led to the transfer and diffusion of a reformed internal communication and 

employee voice practices. The finding revealed that practices are formalised with written 

policies and guidelines on how employees can communicate their ideas and suggestions as 

well as dealing with other governmental bodies on employees’ issues. There is the presence 

of a collective bargaining agreement, and the use of grievance procedures by unionised 

employees. However, the management did not listen to the workers’ opinions. At the same 

time, the workers felt management directive concerning strategic goals were unclear. In 

short, the justification for implementing such methods is aimed at increasing communication 

and participation of workers. The change in this practice was due to communication failure, 

resulting in the lack of trust, dissatisfaction and even a lack of morality affecting creative and 

innovative thinking.  

 

‘The changes focus a lot on improving communication at all levels of this organisation. They 

designated this policy for the employees.’ (O&G-IT-P9) 

 

Internal communication is about the employees being involved in issues that affect them in 

the workplace. Some of the communication practices introduced include employee town hall 

practice to communicate changes. 

 

‘Town hall meetings are now done in our different divisions and offshore units. The 

discussions are open to all employees, and we share information with employees relating to 
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the strategic direction of the business. The discussion is open to the employees, and they 

are given the opportunities to ask questions or provide their opinions.’ (O&G-IT-P4) 

 

Apart from town hall meetings, each department holds formal meetings with employees. The 

adoption of town hall meetings and formal meeting was implemented without resistance 

because these practices serve as avenues to explain and disseminate corporate guidelines 

and business. This system facilitates effective communication among all subsidiaries and 

headquarters in critical areas such as communicating corporate announcements, helping 

employees understand corporate strategy and employee engagement. The company’s portal 

and the use of emails has proven to be a more effective channel of communication between 

departments. The traditional face-to-face meetings and video and conference call are also in 

use. ‘Helping the employees understand the company’s strategy is considered a top priority 

for management’ (O&G-IT-P17). Responses from interviewees indicated the use of 

electronic channels such as the company’s central intranet, video conferencing, and e-

newsletter are useful as well as on-going changes within the company are communicated 

through these channels.  

  

‘These face-to-face meetings help clarify existing issues because these meetings involve 

cross-functional departments and all issues are tabled, now I believe that communication 

has improved because the meetings’ minutes are emailed to all the managers involved for 

further discussions. Sending emails is a major part of this company’s communication 

process; all employees are expected to check their emails regularly while they are at work 

and respond promptly’ (O&G-IT-P9). 

  

Another manager added that: 

  

 ‘We are very committed to our employees, and one way of showing it is by involving them in 

the collective decision-making process, this initiative has reformed communication in this 

organisation because management can be trusted.’ (O&G-IT-P11) 

  

The finding revealed that communication in the Nigerian subsidiary is profoundly affected by 

cultural norms and employees’ cognition; there is a high degree of mistrust among Nigerians 

owing to diverse ethnic groups. The lack of trust among employees has impacted on 

knowledge sharing. 
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‘It is demoralising when your team leader presents your idea as their own, I mean the best 

way to protect your idea is to keep it to yourself, this has happened to me in the past. Such 

bad behaviour has hindered information sharing in this company.’ (O&G-IT-P19)  

  

The Nigerian oil and gas sector are highly unionised, and the employees in O&G-IT-Co are 

union members. The employee voice program covers innovative suggestions for change, 

modification and improvement of existing work processes, and settlement of a grievance. 

However, the findings revealed that the employee voice program is aimed at reducing the 

interference of unions as well. 

  

‘We have unions, we have town hall meetings and one to one meeting. But I doubt the 

sincerity of this employees’ voice initiative’, I think it is all about union membership.’ (O&G-

IT-P1) 

 

The Nigerian subsidiary adopted the parent company’s exported practices. Local managers 

stated that the implemented parent company’s standardised practices are best fit for the 

Nigeria context. The evidence from the fieldwork revealed that diffusion of HRM practices 

has changed over the years, indicating a high degree of adaptation to fit in the Nigerian laws 

and norms but with a focus on best-fit HR practices. There is no intention for the company to 

have the Nigerian subsidiary follow any anti-union or union- avoidance practices.  
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Findings of case study two O&G-N-Co 

  

The report, in this section describes the findings of the second case study company, also 

operating in the oil and gas sector known as O&G-N-Co. The structure starts with the 

background information of the case study company. The researcher concisely explains the 

Nigerian subsidiary human resource management role and department function. The next 

section describes thoroughly the dissemination of five different core human resource 

practices as well as contextual factors that may influence such practices setup. 

 

Stage 1  

  

5.3 Case study 2 (O&G-N-Co): Background  

 

  

Formed in 1907 after a merger, under the terms of the merger the new group was 60% 

Dutch-owned and 40% British owned. This company is one of the leading oil and energy 

suppliers and operates globally with subsidiaries that are spread all over the world, from the 

Far East, Africa, Asia, Europe, and to the Americas with its headquarters in The Hague, 

Netherland. O&G-N-Co is a product of the first global economy and has contributed to the 

globalisation of markets by transporting oil and oil products from one country to another and 

across different regions. The company is primarily active in all aspects of the oil, gas, and 

energy industry, from exploration, production to manufacturing, trading, and marketing of its 

oil products, liquefied natural gas (LNG), energy and petrochemical products. In terms of 

staffing, the company employs over 81,000 staff world-wide. Globally, O&G-N-Co has 

gained international growth through several partnerships with different foreign governments. 

 

5.3.1 The Nigeria subsidiary  

  

O&G-N-Co entered the Nigeria market in 1938, after gaining a licence to explore oil, the 

company commenced full oil production in 1958. The wholly owned company operates in 

Nigeria under the umbrella of four independent divisions, which focus on different areas 

known as petroleum development, exploration and production, gas, and oil products. O&G-

N-Co, operates an unincorporated joint venture partnership with the Nigeria government 

controlling 39% of oil and gas production, which can produce an average of one million 
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barrels of crude oil per day. According to World Bank report (2016) O&G-N-Co Nigeria 

subsidiary from its joint venture partnership with the Nigeria government contributed over 

$29 billion, its royalties share, and corporate taxes paid to the Federal Government of which 

was estimated at $2.8 billion collectively.  

  

This company uses a matrix structure at the top of the management structure lies the 

position of the Chairman of the Committee of Managing Directors. The various Managing 

Directors are responsible for different regional operations and global products. The 

company’s matrix structure allows for overlap between the different functional departments 

and divisions. Its top management believes that this structure improves the degree of cross-

functional communication among the workforce leading to innovative thinking. Thus, a dual 

reporting relationship is encouraged between employees, cross-functional teams and 

different divisional managers as well. Projects within the company’s structure comprise of 

cross-functional teams from multiple functional departments such as HR, finance, 

operations, and research and development.   

       

‘This company has always used a matrix structure comfortably, people outside the company 

find this approach as complicated, but we in this company enjoy the ambiguity it provides, 

and the idea of functional input has always been strong. All functions, including human 

resource, are hard-wired back to the functional leader which drives efficiency. This structure 

has worked well for us over the years as we do not lose our close relationship with our 

employees, stakeholders and customers.’ (O&O-N-P2). 

   

As part of O&G-N-Co, management style and structure, there is always at least one 

expatriate present in its foreign subsidiaries at the board level, which provides local 

managers with expertise and experience to draw from and in turn represent the interest of 

headquarters.  

  

At the time of data collection between August 2016 and September 2017, the Nigeria 

subsidiary company employed estimated 4,500 permanent staff and over 20,000 staff 

employed as direct contract workers, providing services on-shore and off-shore across the 

Niger Delta area. There have been changes to the management structure of the O&G-N-Co 

in Nigeria, particularly after the restructuring that took place in 2005 globally. Data collected 

from the subsidiary archival document shows that the Nigeria subsidiary operates a 

divisional structure with two operational divisions in Warri and Port Harcourt, Lagos has its 

business unit, and the Nigeria corporate head office is in Abuja.  
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According to top management staff, change and transformation in the company are on-going 

processes, which have a significant impact on the structure of the company. The diagram 

below illustrates the level of top management structure in the Nigeria subsidiary, and it 

shows the inter-organisational relationship that exists among the different divisional 

functions and directorates at the board level. The direct reporting system is used here as 

senior management coordinate with regional managers before reporting to corporate HQ. 

For the HR department, the general manager HR oversees all HR functions, which includes 

delegation and coordination of its activities.   

 

Figure 10: O&G-N-Co management structure 

 

  

Source: Company document  

 

Edwards et al. (2016) suggest that large multinationals with a significant number of 

employees are more likely to follow parent-country policies and practices. Certain variables 

perceived to influence the transfer of HRM practices include the age of the MNCs and 

subsidiaries. the argument here is the older the subsidiaries the more likely these 

subsidiaries will follow home-country practices. The company size often plays a role 

because more significant organisations can distribute HR investment costs across all 

divisions. The study draws on the body of evidence that firm-level factors such as age, size, 

business activities, position and experience have an effect on human resource policies and 
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practices configuration. National level and company level activities were considered as 

important factors when analysing the diffusion of human resources practises. National level 

and company level activities were considered as important factors when analysing the 

diffusion of human resources practices. 

Sage 2  

 

5.4 The explorative finding of HRM practices 

 

 

The findings of the empirical research are consistently described. The findings here focus on 

the transfer and dissemination of standard HR practices. Additionally, the chapter addresses 

factors affecting HR systems and why and how they become centralised or localised. For 

human resource practices, the findings presented here are both from 21 in-depth interviews 

and from company documents. The case study findings showed the human resources 

practices used to handle the Nigerian workers had similar characteristics to the parent 

company's. The nature of HR practises in the Nigerian subsidiary suggests that O&G-N-Co 

is applying the integrative approach (Taylor et al., 1996). This orientation combines both the 

parent company practices and local practises to create a comprehensive system. The 

findings showed that some provision is made for local variation, but the primary focus is on 

convergence at the MNC level (Taylor, 2006). In addition, the researcher explores the 

possibility that the adoption of certain HRM practices may be affected by the national 

institutional context. 

 

5.4.1 HR role in O&G-N-Co  

 

The findings show that O&G-N-Co changed its management practices and framework in 

2015, thereby adopting new methods for handling human resources. The new management 

team sparked improvements, including adjustments covering all aspects of human resource 

management policies and practises to change attitudes, improve performance, and improve 

efficiency. The goal of the overhaul is to turn the human resources department into a more 

centralised management system, which is to move away from its former decentralised 

system. One of the major changes is making the human resource process more pragmatic 

and, in this situation, adding to the company purpose. As a consequence, this finding 
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describes in some form the basic transfer of human resource approaches and practices that 

can further improve the efficiency and dedication of the workplace. 

 

 

Human Resources Chief Officer added that: 

 

‘In a large company, like (...) we work as a team to develop our strategic plan. What is even 

more difficult is making centralised decisions. It takes multiple teams to develop our strategic 

plan, and HR plays a significant role in this process. HR engages in the whole business 

strategy, particularly in the area of forecasting and working, this business needs an 

adequate workforce, and this requires expertise and HR provides the necessary human 

resources.’ (O&G-N-P1) 

 

The Head of HR was part of the process of transition not only for the human resources 

department, but for the Nigerian subsidiary as a whole. The HR head has a more important 

and autonomous position in the Nigeria division and reports directly to the head office. The 

HR Department's structure in the Nigerian subsidiary has different functions including 

resourcing and talent management, learning and development, compensation management 

and communication. The findings indicate that the communication team has moved to HR 

department as this was top priority for the business. As part of the restructuring of the 

organisation, the human resource department, with the guidance of the HR Director, 

developed a “People Hub”, showing everything relating to the advancement of employees. 

That is an organisational chart concerning employee position and profile. The HR 

department also created the ‘Learning Hub’, an online portal as part of the learning and 

development transformation.  

  

Looking at HR from the global perspective, HR at the European headquarters has the most 

important and fundamental role in shaping HR policies and practises for all units including 

the Nigerian division. In O&G-N-Co, the HR managers play a vital role in translating and 

implementing HR policies, practices and initiatives. As part of the HR role, the focus is on 

managing high-grade employees, managing issues which relate to employees and 

promoting the company’s values and objectives. Notably, the structure of the HR department 

is organised around six primary functions. According to the archive documents, the HR 

department in the Nigeria subsidiary employs over 120 employees. Each area is managed 

by a senior HR manager reporting directly to the general HR manager. In O&G-N-Co, the 

role of HR is strategic and operational as well. The strategic role involves HR professionals 

partnering with other senior managers to ensure that the organisation’s strategy and 
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business needs are met which in turn leads to success, the operational level focuses on 

improving the organisational efficiency and people issues.  

  

'As the HR manager for talent acquisition, I work closely with the general HR manager and 

other senior managers to achieve the business agenda. Part of this company’s need is to 

have an adequate workforce with the right skills set and competencies to carry out our 

various projects and manage our affairs, and my job is centred around achieving this goal.’ 

(O&G-N-P11) 

Another manager added that: 

                                                    

‘It is the responsibility of HR to ensure that the workforce is managed effectively. Day in day 

out we work intelligently to solve different problems by partnering with heads of departments. 

We motivate the people that want to learn and develop their skills, and we create an 

atmosphere that promotes the company’s culture and impacts the employees with the right 

behaviour which I believe lead to effective performance that is beneficial for the company.’ 

(O&G-N-P10) 

                                                                                                                 

The researcher found evidence of a strategic approach toward HRM, which involves HR 

playing the role of a strategic business partner. HR develops a more rational approach which 

focuses on the business objectives and has full support from senior management. O&G-N-

Co HR strategies’ top focus is on improving work quality, improving HR processes, and 

improving talents management programme. 

  

‘We meet twice a year at corporate HQ to set business objectives and share best practice 

ideas, and it is more like a corporate meeting for HR strategies learning and sharing.’ (O&G-

N-P2) 

 Another manager added that: 

    

 ‘Corporate HR wants all subsidiaries to know how things work everywhere, and we promote 

transparency in HR, there is no point saying one thing and doing something else, we want to 

be trusted.’ (O&G-N-P1) 

 

The transition has changed the process of management and produced a more delegated 

style of control. Line managers have been given more HR tasks. Many line managers 

believe that the allocation of human resource roles has risen since the transition project. 
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‘I would say that everything has changed, I think that management realised that HR could 

not do it, but they can only monitor the process, the progress and outcome. Department 

managers are doing more now. At HR, however, we are continuously engaging with 

department managers to improve on our channels of communication. All we can do is make 

line managers know that they have our support, and we advise and provide solutions on how 

to handle any HR-related issue.’(O&G-N-P) 

 

5.4.2 Recruitment and selection 

  

Proof emerged from the study that recruitment and talent management procedures for O&G-

N-Co was diffused from the head office. For O&G-N-Co, the evidence indicates that 

recruiting and selection is based on uniform policies and practises developed by corporate 

HR at the head office. Critical internal factors influence talent resourcing process, one of 

these reasons for O&G-N-Co, is the advancement and use of technology in the oil and gas 

sector. Based on the need for professional, competent and experienced staff, the 

organisation has dedicated broader recruiting and expertise resourcing budgets. The 

company has implemented new talent resourcing practices starting from high-level job 

advertising and career fair seeking to attract high-potential candidates. The findings show 

that the company resourcing strategy looks beyond local and national context as the aim is 

to hire potential employees internationally. In addition to advanced hiring processes, the 

facts showed that the Nigerian subsidiary employed the parent company practice to pick 

potential employees from a series of interviews to scenario-based assessments for both 

managers and engineers.  

 

 ‘We use standard aptitude and psychometric test for the selection of new graduate 

employees depending on the department, and there are other candidate testing procedures 

used. For engineering and IT candidates, we use a problem-solving scenario to assess 

potential employees on their skills and competencies. Depending on their performance 

during the test, they move to the next phase.' (O&G-N-P15) 

  

Selecting applicants through a series of testing is regarded as a fair and transparent 

process. Tests are used as a way of controlling and ensuring that successful applicants are 

the most suitable based on the company's standards, as observed by one manager; 'There 

is a planned process for hiring; you need to be qualified to be hired. The hiring process 

includes a series of testing and interviews, and that is the work culture.' (O&G-N-P4). Not all 

vacant positions are open to the public, the interviewees’ responses indicated that the 
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company’s internal recruitment practice is unique; its main focus is to retain top talent, as the 

oil and gas industry is very competitive.  

  

‘But we also recruit internally, which we have found to reduce cost, part of our HR strategy is 

to retain our top talent, and this practice encourages career progression within the company 

by promoting qualified and experienced candidates internally.’ (O&G-N-P15)  

  

The interviews indicate that O&G-N-Co follow a global approach toward staffing in their 

operations. Consequently, due to the nature of the Nigeria environment, the company 

recruits host country nationals from abroad to fill critical positions. However, recruiting 

Nigerians from abroad is to compliment the poor quality of knowledgeable employees and 

the need for highly skilled employees. Also, the evidence showed that the company has a 

global talent staffing strategy. The HR managers explained how the company's global talent 

strategy is being operationalised and implemented globally, including the Nigeria subsidiary. 

  

'Our recruitment practices follow a talent pool strategy where we first recruit the best people 

and then place them into positions rather than trying to recruit specific people for specific 

positions. We have a system in place, where we recruit capable people through a variety of 

channels. For example, external job posting, direct application through our global 

recruitment web site, on-campus recruitment job fairs, and internship programs.’ (O&G-N-

P11) 

  

Alongside implementing the transferred recruitment and selection practices from the parent 

company, the Nigerian subsidiary uses some locally accepted means to employ more 

individuals. Several managers highlighted the importance of using local recruitment 

practices.  

  

‘It is no secret that we employ through referral methods. As part of working with the Nigerian 

government, we get hiring referral from government officials and traditional leaders in 

Nigerian society.' (O&G-N-P2) 

  

‘As part of this company’s recruitment strategy, we are permitted to use procedures which 

are unique to the Nigeria circumstance to employ new candidates. Local hiring practices are 

allowed, as long as the procedure does not contradict the company’s values and policy. 

However, these candidates are screened, and selected based on their fit with the company’s 

values and having the right attitude and skills set needed.’ (O&G-N-P7) 
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The HR department and some departmental line managers are involved in the whole 

process of selection. Again, it is worth stating that the recruitment and selection process for 

permanent positions are conducted in-house, whereas, recruitment and selection of casual 

and short-term workers are outsourced to local agencies. Nevertheless, the evidence further 

showed that transferred practices are altered to meet local expectations, notably the 

different institutional requirements. In this regard, the evidence shows an incremental 

adjustment, which is aligned with the parent company policies.  

  

However, despite the availability of international management pool, succession planning 

was the most significant selection practice that the European MNC found challenging to 

implement. Expatriates still hold some top management positions at the Nigerian subsidiary, 

which result in conflict among senior management as local employees felt the presence of 

expatriates limited them in pursuing career growth opportunities. 'The top management 

positions are occupied by expatriates from our head office. Filling senior management 

positions with expatriates,’ limits how far we local managers can grow.’ (O&G-N-P5) 

  

The study also supports the methods described in the existing knowledge, including 

psychometric tests and the applicant's credentials being part of the common use techniques 

in recruiting and selection worldwide (see. Geary and Roche 2001; Mohamed et al. 2013). 

The transfer intention was found to be as merely an envisaged best practice transfer rooted 

in the European MNC's strategic advantages. The findings support the literature in one 

aspect, which is the general use of standardised transferred practices. However, the finding 

from this study highlights new insights into the localisation of HR practices as there is 

evidence of practices influenced by the local Nigerian context. The European MNC put high 

importance on the formulation of recruitment and selection practices and coordinate with the 

local managers on institutional influence and cultural norms and values; which has resulted 

in adaptation and integration of locally accepted practices. 

  

5.4.3 Training and development (T&D) 

  

Training and development practices were found to be transferred from the parent 

companies, and standardised practices are used in the Nigerian subsidiary. The training and 

development practices in O&G-N-Co is a structured process that includes training policy, 

different training sites both locally and internationally and online training. The evidence 

shows that the MNC subsidiary in Nigeria carry out training locally. Also, employees travel 

aboard to the parent company headquarters and other advanced subsidiaries for training. 
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'Our headquarter policy regulates training in this subsidiary and this is based on the 

company’s competencies guide. Employees are given opportunities to learn and develop 

based on an international standard.’ (O&G-N-P3) 

  

The training and development approach in O&G-N-Co has changed over the years, 

corporate HR formulate and implement new approaches based on current trends and 

business needs. For all new employees, there is a structured induction training program 

which runs for two weeks, and this programme introduces the employees to the company’s 

culture and values. The company’s learning and development programs are tailored based 

on each employee’s level and the department’s training structure. Related training programs 

and courses are provided to each employee based on their line managers’ assessment 

using the company’s training needs analysis (TNA) structure. It is the responsibility of each 

line manager to identify each employee knowledge and skills gap after appraisal 

evaluations, then organise the relevant training based on the learning advisor 

recommendation.  

  

 ‘We recently reviewed our learning and development program because of the 

advancements in our field of operations, I mean for us to be the best in our industry, we 

must be innovative in our thinking and practices. The newly implemented learning program 

depicts this company’s culture, we believe in creating opportunities for our workforce to be 

creative thinkers because we see them as assets, this is why we have a very robust training 

budget.’ (O&G-N-P9)  

  

Despite the turbulence in Nigeria oil and gas sector, the Nigerian subsidiary keeps 

expanding its businesses through a new partnership with the Nigeria government.  

‘We were recently awarded a new contract by the Nigerian government. Leading to the 

expansion of our facilities and more training of engineers and managers to have the right 

knowledge.’ (O&G-N-P21).  The evidence shows that with the new facilities and equipment, 

the Nigerian subsidiary had to send some employees for overseas training. Normally we 

would have used expatriates on cross-posting to set up these facilities, but things have 

changed, so we had to send some local employees to learn from our existing facilities 

overseas’. (O&G-N-P20). The purpose of overseas training is to address the following issues 

first, training on new equipment and technology. Second, training on advance technical and 

managerial know-how and third, participation in workshops, seminars and conferences 

relating to the oil and gas industry for up-to-date knowledge. The Nigerian subsidiary 

implemented parent company training program for most of their employees’ groups, which 

includes engineering, managerial and technical staff. Employees from these groups are 
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assigned for overseas training, and the company uses cross transfer, cross-functional, and 

overseas training to maintain and improve the employees’ skills.  

 

'I was transferred to Texas; the United States for six months posting to shadow and learn 

from the senior reservoir manager which contributes toward my development plan and I was 

again assigned to HQ for three months management training.’ (O&G-N-P16)  

  

In O&G-N-Co, in order to boost new graduates’ skills and knowledge owing to inadequate 

educational training, the Nigerian subsidiary works in partnership with top universities by 

providing placement program for qualified graduates. For instance, Robert Gordon 

University Aberdeen provides an intensive training program targeted at top graduates to 

improve their technical know-how and managerial skills. According to interviewees’ account 

and archival documents, this program is organised into two groups, the first group focus on 

university graduates studying engineering, chemistry, and IT and the second group on the 

polytechnic graduates to further develop their technical skills for fieldwork. ‘The use of such 

alternative training initiative is to solve talent shortage issues and educational limitations’ 

(O&G-N-P18). 

  

Overall, even though O&G-N-Co uses parent company’s standardised training programs 

recommended by headquarter, HR professionals stated that the decision to use these 

training programs for employee developments are influenced by decisions made locally by 

the Nigerian management team.  

  

‘We are free to choose from any headquarters training program, the HR department in this 

subsidiary has autonomy when it comes to training decisions, over the years we have used 

different training programs because of the uniqueness of the Nigeria subsidiary’. (O&G-N-

P2) 

  

O&G-N-Co in 2017 developed a new global blended learning initiative called ‘leading to 

engage and deliver’ (LEAD), aimed at developing leaders with innovative thinking for 

effective performance and safety at work. This learning program focus on different areas 

such as self-awareness, inclusive leadership, coaching, managing performance, selection, 

resilience, and managing high-performing teams. The learning strategy promotes an 

enduring atmosphere of change that guarantees improved productivity. It indicates that 

taking a new approach to learning and development improves workplace abilities. Such 

practices deployed to the Nigerian subsidiaries are standardised and regulated parent 

company initiatives implemented across all units.   
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O&G-N-Co's talent management approach focuses on developing talent within the company 

instead of seeking a ready-made workforce. This approach is a long-term, capital-intensive, 

employee development process. In this case, O&G-N-Co employs new graduates without 

experience and skills and trains them to master the business tactical knowledge needed. 

The way it works is that, if workers are trained in a highly qualified training programme, they 

are part of the international workforce. The evidence shows an integrated global training 

system which incorporates international mobility.  

  

The finding indicated a nexus between training and international mobility programs, where 

talented employees are sourced, and trained for the leadership position, some become 

expatriates, as they are sent to fill skills gaps globally. ‘High potential employees are 

identified through our training and talent management practices; they are considered for the 

expatriate position, (…) in most cases, they train other employees in their field.’ (O&G-N-

P1)  

 

However, the Nigerian subsidiary mentioned setbacks in their international mobility program, 

owing to Nigeria government restriction on foreign workers, political and security instability. 

The three main reasons for international mobility and expatriates programme are; first to fill 

international positions owing to the lack of skilled locals; second for managerial 

competencies development; third, control and coordination and the transfer of corporate 

culture. The findings from this study show that international mobility and expatriates 

programme are part of a more comprehensive training program, which is aligned with global 

talent management for the high potential workforce.      

  

5.4.4 Performance management (PM) 

  

The performance management practice in O&G-N-Co is standardised parent company’s 

practices transferred to the Nigerian subsidiary. In the case of O&G-N-Co, evidence of 

rigorous procedures for assessing employee performance and development was found. 

Various approaches for evaluating employee performance was transferred and implemented 

in the Nigerian subsidiary, and these approaches centred on the adoption of a corporate-

wide performance management system. Performance management serves as a means for 

achieving corporate and subsidiary goals. The Nigerian subsidiary performance and the 

employees' performance is aligned to the company's business goals. There is some degree 
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of autonomy given to the Nigerian subsidiary as practice adaptation is allowed. ‘We do have 

strategic meetings where the policy direction of the company is formulated.' (O&G-N-P2)  

  

The performance targets for workers are related to key performance metrics known as 

functioning and developmental priorities, which are defined at the outset of the fiscal year 

and are strictly supervised. The Nigerian division strategic scheme is related to the 

company's strategic direction, which typically defines the targets for each branch. 

According to the management of the Nigerian division, structured performance evaluation is 

performed twice a year, and direct line supervisors are responsible for implementing and 

performing each employee's performance assessment. Heads of departments sit with their 

different teams to agree on individual targets. The findings revealed that senior managers 

use performance appraisal information for the decision-making process in various areas 

such as succession planning, promotion, salary increment, retirement, and even termination. 

Performance management practice is also used to discuss employee training and personal 

development plan relating to their job specifications and each company’s requirement. The 

findings further revealed that line managers play an essential role which determines how 

performance appraisal is implemented. 'In this new system, the information gathered by 

managers affects different decisions made, including bonus, pay increase, employee 

promotion, and even termination in the long run’. (O&G-N-P20) 

  

Another manager stated that: 

  

 ‘I think that as a line manager, so much is expected from me, I spend much time observing 

and supporting my team, especially because I am responsible for evaluating them during 

their performance appraisal.’ (O&G-N-P17)  

  

Also, the provision of adequate support and guideline by line managers minimises 

resistance from the employee, which encourages positive attitudes toward performance 

management. With the whole concept of taking HR to the next stage, the organisation 

incorporates an automated performance management programme that automatically aligns 

each employee appraisal data. As a corporate policy performance management practices, it 

is clearly linked to the pay, benefits and promotions practices. For O&G-N-Co, the 

restructured PM system was introduced to the Nigeria subsidiary three years ago. The old 

system focused more on the employees’ performance appraisal, but the new system is a 

more advanced performance management system. Changes were made to the performance 

appraisal system because the old approach focused more on discipline, negative 

performance, and created a negative experience for all parties involved, and therefore was 
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deemed incompetent. 'The employees' performance is measured through SMART goals. 

There are critical components used to measure each employee achievements and 

competencies.' (O&G-N-P21) 

 

Another manager added that: 

  

‘Recently, in this company, there has been much buzz about our performance system. The 

introduction of the PM system led to some major changes in the process. I firmly believe that 

performance management is a critical tool to achieving accountability as well as desired 

result and behaviours across the whole company.' (O&G-N-P21)  

  

The company’s newly implemented PM system is supported by top management, and line 

managers are highly involved in the implementation process. As part of the new changes, 

the performance management policies and practices are formulated and designed to align 

with the company’s strategic plan and business objective. The new features of the PM 

system include a competency framework, and it integrates the organisation’s culture as 

required values and attitudes for all employees. It is believed that integrating the company’s 

corporate culture into individual performance management measures will help both leaders 

and team members to perform as expected. ‘For the past two years, we have been working 

hard on the execution process of this new system introduced by our head office. This new 

approach has all the optics, and I believe this system is more effective as it goes beyond just 

ticking all the right boxes.' (O&G-N-P9) 

  

The transferred performance management practices are based on headquarters 

standardised design but tailored toward each employee’s job specification, and it is tied to 

the employees' promotions. By linking promotion to PM system, the company’s policy on 

seniority-based promotion was changed. ‘Our performance management is based on a 

global standard; we monitor each subsidiary data and use it to evaluate the subsidiary’s 

performance’. (O&G-N-P1)    

  

Another manager added that: 

  

 ‘In the past, the promotion was somehow based on the number of years employed, but 

nothing lasts forever, so it has been removed’. (O&G-N-P14)   
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The evidence shows that the parent company heavily control the Nigerian subsidiary 

performance management activities. The European MNC transferred 360° feedback 

practice. However, the employees find this tool difficult to implement. The findings show that 

the hierarchical levels in the Nigerian subsidiary make it challenging to achieve the desired 

result. The goal is to provide feedback to managers, which allows them to reflect on their 

leadership style. With this practice, managers and subordinate’s performance is assessed in 

terms of work style, teamwork skills, and other factors. The use of this tool is widely applied 

by global companies, as described in the literature (Martin-Rios and Erhardt, 2008; Cooke 

and Huang 2011). Recent improvements to the performance management systems, 

however, have some conceptual difficulties during adoption. For the 360° feedback, the 

Nigerian people consider it difficult because most of the managers claim that the workers are 

more interested in not offending their colleagues with feedback than the benefits associated 

with this practice. 

 

5.4.5 Compensation and benefit system 

       

Some HR practices are sensitive to the local context; one of these HR practices is the 

reward management system. In the case of O&G-N-Co, compensation and employees’ 

benefit practices were transferred to their Nigerian subsidiary. However, there were some 

misfit between the parent company transferred practices and the local context in the 

Nigerian subsidiary as such, there is the adaptation to the compensation and employees’ 

benefit practices to make them more acceptable to the local conditions. According to 

managers, compensation and benefits practices reflect the company’s strategic intentions, 

the dynamic nature of the industry, global standard, the local taxation system, and 

government regulation. 

  

The primary pressure on compensation and benefits practices is the high rate of employee 

mobility and the competitiveness of the oil and gas industry as well as lack of skilled 

workforce in the Nigerian labour market. The findings indicated that maintaining a 

competitive pay system was vital for retaining, motivating the workforce and being proactive 

in the labour market. Such practices are mainly in the Nigerian context, where the workforce 

highly values financial incentives. In order for the Nigerian subsidiary to retain the best 

talents, the company continuously compare their reward system with that of other 

companies in the field. Commonly the salary levels of the private sectors are higher among 

the foreign companies, and these companies compete among themselves. ‘Our benefits 

package is standard, but it is benchmarked against local market rate, it also covers other 
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local needs and regulatory requirements like pension scheme payment which is now highly 

monitored by the Nigerian government.’ (O&G-N-P19) 

   

In O&G-N-Co, the employees' compensation and benefits practices have been integrated 

with the employee performance management system which is similar in all globally dispense 

units but at the same time tailored to suit each host country characteristic. As part of a global 

standard, individual reward package is based on the annual salary contract, job description 

and employees’ level in the company. The company implemented a seniority-based pay 

system, as such employee pay increase is now based on tenure. The findings revealed that 

it is the parent company’s intention for the Nigerian subsidiary compensation and benefits 

system to follow the parent company’s standard, but each market rate and institutional 

system do not permit such desire. In O&G-N-Co, there has been a significant adjustment 

made to parent company’s practices. For example, in O&G-N-Co, the head office has five-

pay grade systems, but because of seniority issues in the Nigeria subsidiary, it was changed 

to ten pay scale. ‘The head office has a different type of pay grade system compared to the 

Nigerian subsidiary. So, the employees' pay is somehow different.’ (O&G-N-7) 

  

Accordingly, each employee pay structure depends on their job description and specification 

within the company. For example, in O&G-N-Co, skilled reservoir engineers are well trained 

and valuable; their entry pay is placed well above the intermediate level of human resource 

professionals. Such employees may be valuable to the competitors, which is why O&G-N-Co 

endeavours to design their pay structure well above the market rate, for the competitor not to 

‘poach’ them or for them not to be tempted to leave the company. One of the fundamental 

policies on compensation is its alignment with promotion, which establishes the standard for 

salary increase. Also, compensation policies are tied to performance, which was transferred 

and adopted by the Nigerian subsidiary, with modification to suit the local employees. The 

findings show a high rate of adoption concerning pay-for-performance practices. However, 

the intended practices for the Nigerian subsidiary were to implement individualised pay-for-

performance.  

  

However, individualised pay-for-performance was challenging to implement in the Nigerian 

subsidiary as the practices faced strong resistance from the entire local workforce. A closer 

examination of the Nigerian subsidiary shows that not all elements of the individualised pay-

for-performance practices were implemented. The local workforce believed that the 

individualised pay-for-performance plan is a movement away from their entitlement. Also, 

local regulation gives employees the right to collective bargaining.  

  



 152 

Due to the resistance from the local employees, the practice was reviewed and later 

modified. The individualised pay-for-performance practices and its elements are still in place 

but only for senior management performance. However, In O&G-N-Co individualised pay-

for-performance practices for senior management is now tied to the subsidiary performance. 

The present pay-for-performance system is now designed as team performance, not 

individualised performance. ‘We justify it and explain why the practices had to be changed. 

Not all the contents of performance pay practices were accepted here because some 

practices go against the regulations and our entitlements.' (O&G-N-P14) 

 

The performance management practice and compensation and benefits practices are 

aligned, and these practices are highly regulated and formalised. The existing knowledge on 

these practices, accounts for both company level and country level influence (Fenton-

O’Creevy et al., 2007; Sayim, 2010; Chiang and Birtch, 2012; Gooderham et al., 2018). In 

the case of O&G-N-Co, research has shown that similar factors affect the implementation 

and dissemination of these practices. Nevertheless, evidence shows that the degree of 

difference in the PM practice in the Nigerian subsidiary is because of the strong influence 

from trade unions, advocating for collective bargaining system especially relating to pay. The 

case for resistance was made possible by trade unions involvement in opposing the 

subjective nature of performance appraisal relating to individual-performance-based pay, 

which led to the changes made. Horwitz (2017) findings suggested similar intension was 

made by South African MNCs to implement performance-based pay and variable pay in their 

foreign subsidiaries. Resistance from regulatory bodies such as trade unions shape the 

configuration of HR practices, it is evident that highly unionised countries and sectors 

influence practice transfer. It is evident that strategic importance is placed on the PM 

system; the company pursue ‘coherent and integrated bundle of practices’ by linking several 

practices together. One explanation of the coherent approach is a high-performance work 

system (Becker and Huselid, 2006; Bjorkman and Lervik, 2007).  

  

Even though the European MNC has managed to adapt its compensation and benefits 

practices, the Nigerian subsidiary still follows the parent company’s global policy. The 

company have implemented individualised pay-for-performance, bonuses and incentives 

pay, profit sharing and shares ownership for senior managers based on the parent 

company’s standard. The finding shows that when it comes to senior management pay 

structure in the Nigerian subsidiary, there is a high degree of similarities to that of the parent 

company, showing a high level of integration (Smale et al., 2013).  
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‘The system is fair for all employees, senior managers in all our other subsidiaries get the 

same incentives and bonuses as those in head office. The reality is that corporate 

management has decided that the pay structure must be in line with the national market 

rate, which is fair’ (O&G-N-P5).  

  

5.4.6 Internal communication and employee voice (IC &EV) 

  

As part of improving communication and employee relations in the Nigerian subsidiary, the 

European MNC transferred and implemented internal communication and employee voice 

practices. This study focused on employee voice in unionised MNC subsidiary. The findings 

from the study show the presence of an employee union, the expression of collective voice 

by union representatives in negotiations with management representatives concerning HRM 

practices. In O&G-N-Co, the finding revealed that internal communication and employee 

voice practices are structured like parent company practices. Most of the changes 

implemented focused on communication strategy, value and purpose, as well as improving 

the electronic channel, enhancing leadership communication, and communicating change 

programme. The focus is to communicate the company’s strategic narrative and promote 

visible leadership and engaging the employees through communication. ‘The company has 

reviewed its communication procedures, as part of HR strategy, and we are to improve the 

internal communication process, through the company’s intranet and communication board 

which all employees have access to.’ (O&G-N-P7) 

  

Employee voice practices also deal with employees’ issues, which might involve trade 

unions members and their representatives. The finding revealed that the oil industry is highly 

unionised. However, In O&G-N-Co, management decided to improve communication, 

through various communication practices. As part of employees’ voice policy, majority-based 

decision-making was implemented which focuses on both individual and collective voice. 

This initiative assists both the organisation and employees on issues relating to 

compensation, benefits, entitlements, improving working conditions, and productivity. 

However, the findings revealed that some employees had mixed opinions about corporate 

intension and how employee voice practice is being used in the organisation, these 

respondents mentioned that the practice is aimed at reducing trade unions’ involvement and 

strict action. 

  

‘Top management claims that this practice will help improve communication, but it is 

headquarters’ way of reducing union membership, they think they are smart, by saying that 
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they are listening to us and that our unions do not need to be involved in company matters.’ 

(O&G-N-P21) 

  

The increasing need to create social and human capital within a global network is of 

strategic importance, and so MNCs will continue to transfer HRM knowledge for 

sustainability. The findings from this study confirm the literature’s finding that employees’ 

engagement initiatives are tailored around change management, grievance, and unions. 

Similarly, Gollan and Xu (2014) and Boxall and Purcell, (2016), provided examples of 

different management styles where some countries’ MNCs have a high degree of union and 

employee voice representation, such as Netherlands and Sweden. Whereas, MNCs 

operating in countries like the US tend to avoid unions and focus directly on the employees. 

The finding revealed that the employee voice initiative is underpinned by a proactive and 

high-performance approach to engaging the employees. Especially with the increase of self-

managing teams and cross-functional projects, the need for communication is imperative. 

Similarly, Freeman, Boxall and Haynes (2007) work shows more American style HRM with a 

focus on employees’ voice and individualised voice arrangement, aimed at cutting out trade 

unions interference.  

 

The findings revealed that Nigerian managers and employees are very reluctant to share 

specific information and knowledge. One explanation for such behaviour is mistrust among 

different ethnic groups in Nigeria. Such cultural perception hinders the flow of knowledge 

sharing. Similarly, Bjorkman, Fey and Park., (2007) found out that lack of information flow 

and knowledge sharing is due to lack of trust.  
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5.5 HRM Practices at the Nigerian subsidiaries; similarities and 

differences 

 

Ridder (2017) promoted the use of case study to contribute to the development of 

Knowledge. In this sense, the within-case analysis positions the transfer of several human 

resource practices within a context that offers contextualised interpretation (Welch et al., 

2011; Ridder, 2016). In the next sections, the researcher conducts a cross-case analysis of 

the two case studies to expand on emerging HR practices trends in the Nigerian oil and gas 

sector involving two European MNCs. The emphasis here is to provide the findings on 

similarities and differences in the adoption, adaptation and localisation of human resource 

practices.     

 

Looking closer at these new interventions in human resource practices, it was evident that 

the two European MNCs subsidiaries adopted valued-added innovative practices intending 

to achieve effectiveness, productivity and competitiveness. For example, evidence existed 

that the two case companies adopted and adapted new compensations, benefits and 

performance management practices intending to transform the Nigerian subsidiaries. This 

transition was found to be an expected incremental change, with Nigerian subsidiaries 

existing for more than four decades, there was a need for improvement. Senior management 

agreed that the workplace practices had to change toward value-added innovative human 

resource practices. As such it was evident that the Nigerian subsidiaries adopted and 

adapted compensation and benefits practices to attract and retain talented individual with 

new practices like ownership shares scheme, merit-based salaries, incentives pay, and 

flexible pay. In addition, the emphasis on employee performance changes from performance 

appraisal to an entire management practice that includes the adoption of two-way feedback 

system, personal development plan, succession planning, promotion, and competency-

based performance appraisal. Such practices were adopted by addressing contextual 

needs, thereby creating individual and collective bound that foster commitment to the firms.  

 

There was evidence that the two case companies adopted practices aimed at building trust 

and improving communication through the implementation of internal communication and 

employee voice practices. This example shows that companies aim to build its human 

resource and managerial efficiency.  Such practices provided evidence that there are 

similarities in the use of information-based and people-based mechanism to transfer human 

resource knowledge. Likewise, the underlying objective of using people-based mechanism 

such as international mobility practices, networking, overseas training, cross-functional 
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teamwork is to share the core HRM knowledge of the firms. These practises were evidence 

of value-added, innovative human resource practises designed to promote efficiency and 

competitiveness of the workforce. The similarity in human resource practices found among 

Nigerian subsidiaries often contribute to the homogeneity between Nigerian subsidiaries and 

parent companies. 

 

However, speaking from the number of HR practices found in the Nigerian subsidiaries, 

there were identical practices, but differences can be filtered out across all five integrated 

HRM practices investigated. In some human resources activities, such as hiring procedures, 

the evidence showed variations. Adapting talent hiring practises are due to national social 

and cultural consequences that contributed to localisation of HR practices and the 

integrative orientation. For example, O&G-N-Co adapted and implemented local hiring 

practises such as referral and personal network hiring initiative and the host community 

recruitment scheme are all accepted local practices. 

 

When it comes to recruitment and selection practices, it would be exaggerated to say that 

the Nigerian subsidiaries adopted the parent company’s transferred practices, and there is 

some degree of similarities and difference between the two European MNCs. Training and 

development practices had similarities, and also differences but the nature of training and 

development practices adopted in the Nigerian subsidiaries indicated some influence from 

the Nigerian educational system and the nature of the industry concerning the skills 

required. The performance management practices in the Nigerian subsidiaries are all related 

to the practices of the parent companies. As seen in the findings section of each case 

company, the parent companies’ performance management practices were adapted.  

 

The table below provides a comprehensive list of human resource practices used to handle 

Nigerian workers in case studies companies. As mentioned earlier, the evidence concerning 

the dissemination of human resource practices show similarities and differences.    
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Table 15: The Nigerian subsidiaries HR practices 

 O&G-IT-Co O&G-N-Co 

HR function The Nigerian subsidiary has a functional human resource 

team with more than 112 staff. 

The Nigerian subsidiary has a human resources department of 

over 120 staff. 

 

There are evidence of regulated and standard HR policies 

and practices with certain degree of adaptation.  

Evidence of regulated and standard HR policies and practices 

exist with some degree of adaptation and localisation. 

Some HR responsibility devolved to line managers Some HR responsibility devolved to line managers. 

Recruitment and 

selection (R&S) 

Staffing categorisation Full-time employees including expatriates 

Direct contract  

Third-party contract  

Casual worker-outsourced    

Domestic staff, security, drivers are all outsourced 

Full-time employees including expatriates 

Direct contract  

Third-party contract  

Casual worker-outsourced    

Domestic staff, security, drivers are all outsourced. 

Description of R&S process 

Strategic workforce planning, Web site for job posting 

Graduate recruitment program, Experienced internal 

recruitment, International mobility, use of assessment 

centre, use of agencies, shared service centre recruitment 

database, newspaper job posting  

   

Selection 

 

Description of R&S process 

Strategic workforce planning, Web site for job posting 

University campus job-fair, Graduate recruitment program 

Experienced internal recruitment, International mobility  

Use of assessment centre, Referral program 

Use of agencies, Host communities’ recruitment program 

Recruitment through personal network  

Shared service centre recruitment database 

Social media platforms, Newspaper job posting  
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Shortlist candidates, use of competency framework.  

Assessing cognitive qualities cultural fit (Nigeria standard 

due to diverse culture), psychometric/ aptitude test  

Scenario-based testing, series of interviews  

Job-fit assessment test, medical examination (Nigeria 

standard requirement) 

Reference checks 

   

Selection 

 

Shortlist candidates, assessing cognitive qualities cultural fit 

(Nigeria standard due to diverse culture), psychometric/ aptitude 

test, scenario-based testing, series of interviews, job-fit 

assessment test, medical examination (Nigeria standard 

requirement), reference checks 

Training and 

development  

 

Formal induction, online training, in-house training 

program, on-the-job training, training needs analysis forms, 

cross transfer and oversees training, cross-functional 

training, secondment social training program (through, 

workshop, seminars, and conferences), mandatory training 

program, succession planning for potential managers 

 

Development program 

Coaching, shadowing, mentoring program  

promotion based on competencies 

internal transfer, personal development plan 

 

Formal induction, online training, in-house training program, 

external training program (through universities and training 

centres), on-the-job training, training needs analysis forms, cross 

transfer and oversees training, cross-functional training, 

secondment social training program (through, workshop, 

seminars, and conferences), mandatory training program, 

succession planning for potential managers 

 

Development program 

Coaching, shadowing, mentoring program, 

internal transfer, personal development plan 

Performance 

management (PM) 

Standardised system with some adaptation 

Formal performance appraisal once a year 

Competency based approach and target setting 

KPIs measures, scorecard 

Clear feedback 

Individualised pay-for-performance senior managers only 

Standardised system with some adaptation 

Formal performance appraisal twice a year 

SMART goal setting criteria (O&G-N-Co only) 

Balanced goal setting   

360-degree feedback 

Individualised pay-for-performance senior managers only 
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Team-based pay-for-performance  Team-based pay-for-performance 

 

Use of PM information 

Strategic workforce planning  

Employees promotion  

Training and development recommendation needs 

Semi-annual performance development plans yearly  

Subsidiary overall performance 

Improved organisational culture  

 

Use of PM information 

Strategic workforce planning  

Bonus sharing 

Training and development planning 

Personal development plan 

Promotion linked to performance  

Subsidiary overall performance 

Improved organisational culture  

Improve other organisational processes 

Compensation and 

benefits 

Parent company standardised practices with some 

adaptation to the Nigerian context 

A combination of both standard and local features 

Description of compensation process   

Base pay, Merit based pay,  

Variable pay (Group/team Pay-for-performance) 

Senior management individualised pay-for-performance 

linked to Nigeria subsidiary performance, Long-term 

incentive pay (based on subsidiary performance) 

Income tax, Pension system (well defined contribution 

system)  

 

Description of compensation process   

Base pay  

Variable pay (Group/team Pay-for-performance) 

Senior management individualised pay-for-performance linked to 

Nigeria subsidiary performance, Short-term incentive 

(departmental performance), Long-term incentive pay (based on 

subsidiary performance), Income tax, Pension system (well 

defined contribution system)  

 

Fringe benefit including Fringe benefit including 

Bonuses, Housing allowance, Health plan, company car, 

transport /petrol, home leave allowance/flight, educational 
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Bonuses, Housing allowance, Health plan, company car, 

transport /petrol, educational allowance/training, 

Relocation, Meal allowance, Paid overtime 

allowance/training, Relocation, Meal allowance, Paid overtime, 

Tax assistance, Hazardous danger pay for offshore employees 

only 

Internal 

communication and 

employee voice  

Parent company global standard practices Parent company global standard practices 

Intranet portal, mails, Face-to-face meeting, open door 

policy, attitude surveys, grievance processes, internal 

tribunal, joint consultation committee, self-managed teams, 

one-to-one meeting, town hall meetings, trade union 

membership 

Intranet portal, emails, face-to-face meeting open door policy, 

employee engagement survey, grievance processes, internal 

tribunal, joint consultation committee, self-managed teams, one-

to-one meetings, trade union membership 
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Factors influencing the Nigerian subsidiary HR policies and practices 

 

5.6 Company-level factors 

 

There are significant, and certain similarities that exist between the two case companies’ 

concerning firm-level influence. The analysis of company-level factors revealed that the two 

European MNCs acknowledged the strategic importance of HRM practices. The European MNCs 

investigated recognised the strategic importance of HRM and showed higher ability to transfer and 

adopt HRM practices. The analysis centred on precise determinate of the strategic importance of 

HRM such as MNCs’ HRM core competencies, top management belief, international strategy and 

ownership structure. 

 

5.6.1 MNCs HR core competencies  

  

In this study, it is evident that the transfer and diffusion of the parent company HRM practices are 

influenced mainly by European MNCs wanting to transfer their core competencies, which are 

highly firm-specific. For example, the findings revealed that senior managers from corporate HR in 

O&G-N-Co and O&G-IT-Co, believe that the headquarters’ HRM practices can assist the Nigerian 

subsidiaries to perform effectively as such they engage in the transfer of HR practices.  

 

‘Our HR practices are developed based on research and consultation from HR experts. We want 

all our subsidiaries to perform effectively, and we believe that the knowledge we get from HR 

experts can help them manage the subsidiaries effectively. I mean there is no hidden agenda 

behind the transfer of headquarters’ practices, other than we want them to perform 

effectively’ (O&G-N-P1). 

 

The findings from the two case companies revealed that top management perception in terms of 

their ability to use informed knowledge and interpretation of contextual factors impact on their 

decisions concerning HRM practices. Top management from the two case companies investigated 

decided to transfer their parent company’s core HRM competencies. The European MNCs’ core 

HRM policies and practices are based on their home context peculiarities and core competencies 

(Farndale and Paauwe, 2005). The findings revealed that it is top management belief that the 

parent company’s core competencies concerning HR strategies, policies, and practices can be 

useful to their Nigerian subsidiaries (Taylor et al., 1996). Also, the Nigerian subsidiaries’ HR 

managers, work in partnership with corporate HR to identify superior practices, which are then 
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diffused and implemented in the Nigerian subsidiaries. For example, in O&G-N-Co, all senior 

managers have the same pay structure, which comprises of base pay, variable pay, individualised 

pay-for-performance, and bonuses based on the subsidiary’s overall performance. For O&G-IT-Co, 

executive and senior managers at the parent company and the Nigerian subsidiary have similar 

individual performance-related pay structure based on goal setting and KPIs measures for their 

performance appraisal. The example above has reason to suggest convergence of human 

resource strategies and practices within the same MNCs as this indicates similar practices. In this 

case, the adoption of core human resource managerial knowledge is believed to affect the 

subsidiary performance and competitiveness. However, there is a high adoption of value-added 

innovative HRM practices between the two case companies, which could be due to high-level 

uncertainty, competition and technological change in the oil market. These industrial effects can 

also drive homogenisation.  That is, MNCs operating in the oil and gas section respond to change 

by adopting new practices as the old way of doing things does not work. 

  

‘You ask me why transfer, I say why not, we have the knowledge and we know that based on 

experience that transferring these practices to our subsidiaries have proven to be beneficial and 

productive. Besides, our senior managers at the subsidiaries are motivated to use these practices.’ 

(O&G-IT-P1) 

 

5.6.2 Corporate management beliefs  

Certain contingency factors may influence the choice of practices on a broad level. Considering the 

reasons for the diffusion of human resource practices, corporate management beliefs can also be 

considered. Top management believes that certain HR practices are of strategic importance in 

realising the firm's goal can lead to transfer. It was evident in the two case companies as the 

parent companies regulated and formalised practices were diffused to the Nigerian subsidiaries. 

‘In this sense, it is corporate HR ideas to have the same system because those at the head office 

believe that having the same HR system and function will assist us achieve our target and 

organisational goals. Yet I know it's all about control and power.’ (O&G-IT-P2) 

In a similar vein, another manager added: 

‘Corporate HR recognises and promotes common HR practices and guiding principles that they 

agree will aid in the area of organisational management and effective operations.’ 

More evidence appeared to suggest that the rapid acceptance of value-added human resources 

could have been due to the fact that the European MNCs and their head offices were situated in 

areas where human resource activities have a high value. Top management belief in HRM 
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practices, however, often influences the degree of autonomy granted to Nigerian subsidiaries. In 

this situation, Nigerian subsidiaries had little or no influence about human resource activities. 

‘It is challenging and capital-intensive to develop human resource management strategies and 

procedures for a global company. That's why we plan such projects at a corporate centre where 

we use advisors and sector experts. But we consult with our other units for their input before any 

final decisions are taken.’ (O&G-N-P3) 

In a similar vein, another manager added:  

‘The key strategic decision is taken in Milan, where we have our HR centre of excellence. I would 

say that we do not have the authority to take such a decision. There is a clear decision-making 

process in place.’ (O&G-IT-P2). 

 

However, top management consideration for employees and the need to reduce the adverse 

effects of the changes were reflected in a gradual diffusion of HRM practices. Improved 

communications are all attributes of the company’s corporate culture. ‘We have a way of managing 

the people, and reforms happen all the time, so we introduced a new management style.’ (O&G-IT-

P2) 

 

5.6.3 MNCs ownership structure and industry characteristic  

 

Existing literature showed that foreign ownership frequently affects adoption and dissemination of 

human resource activities. That is the parent company transfer intention is because these 

practices are deemed successful and effective in the country of origin. The parent companies are 

of European heritage and there is a high intensity to transfer human resource activities in the two 

research cases to seek out the competitive advantage for international operations. Although, the 

findings only focus on the European case studies companies, the evidence shows the human 

resource practices applied in the Nigerian subsidiaries are unique in the Nigerian context.  

 

The findings show that as foreign-owned subsidiaries, there was the impact of state-of-the-art 

value-added human resource practices from the home context. For instance, the two MNCs 

investigated were of European origin, and their human resource practices were influenced by the 

Anglo-Saxon HRM approach (Poutsma et al., 2006; Venn,2009). This was clear in O&G-N-Co, as 

the parent company operates a partnership that is partly owned by the British and the Dutch. With 

the Anglo-Saxon HRM approach Poutsma et al. (2006, p.516) suggested that European 

companies following this approach adopt “calculative performance-oriented” human resource 

practices. The findings show that the MNCs transferred practices that are similar to the home 
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context. Human resource practices relating to performance management such as goal/objective 

setting based on job parameter and individualised pay for performance. Nevertheless, there was 

no strong evidence to suggest that the value-added human resource activity observed in Nigerian 

subsidiaries was the product of country-of-origin or foreign ownership. Human resource practices 

adopted in the Nigerian subsidiaries are similar to high-standard practices seen in the European 

setting, reflecting integration or convergence of practices. 

 

5.7 Contextual factors influencing the Nigerian subsidiaries HR practices  

  

In the Nigerian context, governing agencies regulate employment practices and these agencies 

are legally authorised to do so. Findings from the two case study organisations refer to these 

governing bodies as having an impact on human resource policies and practices adopted by the 

Nigerian subsidiaries. Managers from the two case companies narrated the impact these 

institutional features have on the enactment of human resource practices.  

 

5.7.1 Employment legislature 

  

Employment legislature from the Nigerian government can be described as a formal pressure 

exerted on the European MNCs’ subsidiaries operating in Nigeria with regards to their HRM 

system and practices. The amended Labour Act of 2014 and the National Labour Commission 

(NLC) are the central governing bodies on employment relations in Nigeria. These bodies regulate 

individual employment agreements, contracts and job description, health and safety at workplace, 

remuneration and benefits package and collective bargaining, holiday pay and working hours, and 

tax-payment, foreign worker taxation and company’s ownership structure. However, key 

participants described the Nigeria legal system as very slow, and no company wishes to have 

employment cases, so compliance is top priority.  

 

Employment regulations imposed by the Nigeria government in many accounts influence the 

choice of HRM practices. Both O&G-N-Co and O&-G-IT-Co, operate un-incorporation joint venture 

partnerships with the Nigeria government, there is a high degree of influence from the government 

on employment practices and other general management activities which are believed to impact on 

the configuration of HR system. 'We consider the Nigeria employment legislature because our 

operation in Nigeria is a partnership with the government. Compliance with all their demands, 

including employment regulation is a must.'(O&G-N-P3). Governing bodies review each company’s 

employment practices and policies through a regular audit; their representatives are responsible 

for enforcing conformity to institutionalised employment practices. ‘the government association 

conduct reviews periodically.'  
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In Nigeria with each new government comes new changes to employment regulations. ‘The 

government made some amendments to the employment law, but this is expected from every new 

government.' (O&G-IT-P4). Some of the changes made by the Nigerian government affect the 

diffusion of certain HRM practices. 'Changes are not major but are significant, as we do notice the 

changes and how they affect our practices. For example, amendments were made on employees’ 

contract when the government made changes on public holidays.' (O&G-IT-P12). The Nigerian 

subsidiaries made some amendments to their compensation and benefits packages. In this case, 

compliance is vital because trade unions are heavily involved in wages negotiation.  

 

‘The government added extra public holidays, and this affected our employees’ pay, and one thing 

is for sure our workers expect their overtime and bonus in terms of holiday pay to be in their pay 

package. Failure to do so results in unions involvement.' (O&G-N-P2) 

 

However, there are some government employment regulations that remain the same, with a closer 

monitoring system placed by governing bodies. One of these regulations are the restrictions placed 

on foreign workers, that is, the quota system policy (QSP). As part of employment regulations, the 

government restricts the employment of foreign workers. The Nigerian subsidiaries’ managers 

noted that extra tax on the employment of foreign workers impact on their operational cost and 

budgets.  

 

‘As an expatriate, in my opinion, the Nigeria government restriction on foreign workers is unfair. 

Companies employing foreign workers should not be made to pay extra tax for each foreign worker 

they employ. Such laws impact on effective transfer of employees.’ (O&G-IT-P5). 

 

Managers from the two European MNCs expressed their frustrations with employment quota 

imposed by the Nigerian government. The findings indicated that the two case companies’ staffing 

decision concerning the hiring process was influenced by government laws, such as the quota 

system. The Nigerian employment regulation affects recruitment and selection practices such as 

the international mobility programme.  

 

‘Our international mobility program allows us to transfer our employees to work in different 

locations. In Nigeria, we are always checking the number of expatriates we have in the country due 

to the restrictive quota system on foreign workers.' (O&G-N-P2). 

 

Along with the restriction on staffing practices, managers from the two case companies mentioned 

restriction on working hours. These restrictions are based on new rules, which restricts employees’ 

working hours, ‘due to the working hours' restriction imposed by the government, we pay a lot of 
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overtime and benefits to our offshore workers’ (O&G-N-P9). Female employees are also restricted 

from working night shifts, ‘according to the Nigeria government rules women are not allowed to 

work nights, we have measures in place to ensure that we comply with this law’ (O&O-IT-

P13). Employment requirement, foreign worker restriction, and working hours and time restrictions 

were identified as the most critical factors influencing multinational oil companies’ decision making 

with regards to HRM practices.  

 

5.7.2 Trade Unions 

 

The 1973 Nigeria Trade Union Act, revised in 1999, grants workers the freedom to enter and form 

trade unions and engage in collective bargaining. There are two main trade unions in the oil and 

gas industry, recognised as Nigeria's Petroleum and Natural Gas Senior Staff Association 

(PENGASSAN) and the Nigerian Petroleum and Natural Gas Workers Union (NUPENG). Such 

unions serve oil and gas workers in different employment arbitration procedures. 

 

The Nigerian subsidiaries of the European MNCs resisted the practice of individual performance 

targets. Most MNCs tend to have similar HRM practices, and in the case of the two European 

MNCs, they both adopted casualisation staffing policy, the employment of short-term casual 

workers from third parties without a direct contract. Trade unions representing oil and gas workers 

put forward a proposal to reduce the number of casual workers and hire more permanent workers. 

They argue that the idea of hiring casual workers was becoming a significant trend in the industry, 

and it affects the local workforce development and job security. Based on the employment terms, 

casual workers can be hired and fired without any proper reason. Some managers support the 

argument of unions. ‘I see the unions’ fight for the oil workers as genuine, I do not agree with this 

idea of casual workers, we all work hard, and they should get equal pay, benefits, and job security 

as well’ (O&G-IT-P10). The influence of trade unions has affected the choice of HRM practices 

adoption. The existence of collective bargaining and trade unions in the Nigerian oil and gas sector 

influence MNCs’ decisions to adopt certain HRM practices. ‘For now, they aim to achieve a 

collective agreement on the reduction of causal workers in this sector, and I do agree with their 

fight because casual workers have little or no rights’ (O&G-N-P8).  

 

 5.7.3 Industrial and professional associations 

 

The industrial associations were analysed, and the finding indicated that through industrial 

associations, set of norms and standard behaviour is shared by companies operating in the same 

industry. These industrial associations are created to represent similar businesses within a specific 

context, and they mobilise companies within their context to take action on everyday issues. 
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According to the interviews data, both companies’ employees mentioned that industrial 

associations provide oil companies with insight into emerging trends, best practices, gaps in 

employees’ skills and technological gap within the sector and the context. According to the 

Nigerian subsidiaries’ managers, they participate in activities and services organised by oil, gas 

and energy associations, activities such as conferences, training programs, seminars, workshops 

and short courses, and publications.  

  

‘Our industrial association have been quite useful to us in the past years, to be honest, this 

provides us with the right amount of information regarding best practices in this sector, in my own 

opinion they inspire us to change some of our organisational practices (O&G-N-P3).  

  

They share ideas through conference and publications and inspire change and development 

through research identifying trends in the industry. ‘I see the role of these industrial associations as 

supportive, they push the idea of best practices, promoting their values and how we can meet up 

with the developed countries in terms of technology, they provide training opportunities and 

advise’ (O&G-IT-12).  

  

Evidence from the two case companies clearly shows that industrial associations such as the 

Nigerian Gas Association (NGA) exert normative pressure on companies promoting alignment of 

HRM practices to meet up with emerging trends. ‘Certainly, there are demands from the NGA to 

restructure our HRM practices, since they are members of the International Gas Union… they 

believe we do not measure up to developed countries.’ (O&G-N-P2)  

 

Professional associations serve as an avenue for intra-professional discussion, promoting shared 

values and norms relating to the profession. The professional association for HR in the Nigeria oil 

and gas sector is relatively new, the purpose of the association is to focus on providing a forum for 

the exchange of expertise and information in the field of HRM, with a focus on enhancing the 

professional growth of its members. The association organises activities such as presentations, 

conferences, training, seminars and publications, they also partner with international firms for more 

expertise. From the two case companies investigated, 20 HR managers were interviewed; all ten 

managers from O&G-N-Co and seven managers from O&G-IT-Co mentioned that they were 

members of the Nigerian Human Resource Management Association (NHRMA). ‘Most of us are 

members of the association (NHRMA), I have attended most of their workshops, and conferences, 

I believe that networking is important for growth and development.' (O&G-N-P9). It was interesting 

to find out that all 20 HR professional interviewed are members of international HR associations 

such as Chartered institute of personnel and development (CIPD) and Society of Human Resource 

Management (SHRM) with a subscription for publication and newsletter. ‘The added value of 
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joining the professional association is great. In my view, it allows me to get in touch with other 

professionals to discuss challenges and opportunities.' (O&G-IT-P6)  

  

5.7.4 Educational system  

  

Poor infrastructure and poor management in the Nigeria educational system and vocational 

training institutes contribute to the lack of well qualified, skilled and talented workforce, with up-to-

date knowledge and managerial skills. Such short coming has had an impact on the two case 

study companies investigated. Quotes coded under this theme were limited, but participants 

mentioned how the Nigerian educational system had influenced HR practices such as training and 

development and HR budget in general. The findings revealed that the educational system in 

Nigeria poses a significant constraint on the effective delivery of HRM practices. Narratives in the 

two case companies indicated that senior managers were frustrated with the number of specific 

skills shortages in the oil and gas sector, and this has resulted to the hiring of expatriates to fill 

vacant positions. ‘We lack locals with practical skills and understanding of the technology we use 

in this company; the kind of knowledge we need is not easy to come by’ (O&G-N-18). Although 

there are abundant people to fill vacant positions, they lack the technical know-how to carry out the 

job requirement. ‘I do not see the point of hiring someone with no idea on what to do at work, these 

so-called graduates have no clue, as to what we do, I mean it is a waste of time hiring them, in my 

opinion, we should use more experts’ (O&-IT-P16). Challenges identified within the educational 

system were lack of government investment in the educational sector which included lack of 

research funding, libraries, poor management which results in poor teaching and learning.   

  

Also, the managers expressed their disappointment with the widespread emphasis on academic 

qualifications in Nigeria. The findings revealed that substantial importance is placed on employee 

qualification, and this has shifted the focus away from practical skills, which in turn has impacted 

on employee competencies and knowledge. 

  

 ‘This idea of educational qualification has become a custom in Nigeria. With people acquiring 

three to four degrees but lack the practical experience because they believe it is what the 

companies want, which is somehow true, for example, this company mostly employ only graduates 

even for technical positions’ (O&G-N-P17).  

                                                                                                                   

5.7.5 Host nationals’ attitudes toward work 

 

The conversation with interviewees provided evidence pointing toward cultural-cognitive pressure 

impacting on HRM system configuration. More specifically, evidence was provided on how Nigeria 
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national culture influenced employee behaviour and attitude. The nature of Nigerian culture 

influences employees’ behaviour and attitude at work. These characteristics are embedded in their 

thinking and mental model, which in turn is believed to influence and shape how they perform their 

duties and personalise HRM practices adopted by the Nigerian subsidiary.   

Managers from O&G-N-Co and O&G-IT-Co expressed their experience of HRM practices and 

understanding of Nigerian people’s attitudes toward work and work ethics. The local employee 

embodiment of certain HR practices influences their attitudes toward work and the way they 

perform their duties. For example, some managers mentioned that the company’s compensation 

and benefits system is designed to influence the Nigeria workforce behaviour because evidence 

shows that financial incentives highly motivate Nigerians.  

  

‘Our employees are rewarded well above the economic value as a way of enforcing the right 

behaviour of commitment to their job. This is one way to control workers’ behaviour and change 

their work attitude In Nigeria.’ (O&G-N-P19) 

  

In O&G-IT-Co, the attitudes of the employees toward work forced management to change their 

reward, promotion, and performance appraisal practices, according to managers, over the years 

Nigerians’ work ethics are weak and the drive to achieve beyond expectation was inferior. ‘I think 

Nigerians work ethics lack drive, some of them think like those in the public sector, they show up 

late for work and expect their colleagues to cover for them. All this bad behaviour reflects on their 

performance evaluation, and they are forced to change, or risk being fired’ (O&G-IT-

P17). Managers from both companies acknowledged that employee attitudes, values, beliefs 

toward work influenced the way they implemented training and development practice for new 

employees. For example, in O&G-IT-Co, newcomers to the organisation received psychosocial 

mentoring, coaching and sponsorship from team leaders, line managers and peers, the idea is to 

influence their work behaviour from the beginning.  

  

In O&G-N-Co, during induction week employees are constantly reminded of workplace rules, 

values and norms. Again, according to one manager, ‘this idea is to change the Nigerian people’s 

work mentality, to put aside their tribalistic attitude and work with others. (O&G-N-P20)  

 

Another cultural influence in Nigeria is their tribalistic attitude, management of the two Nigerian 

subsidiaries understand these attitudes exist, and such attitudes have impacted on team working. 

Nepotism, cronyism and favouritism also exist in the two European subsidiaries. The only 

difference is the rate of prevalence and degree of variation from one subsidiary to another. 'It exists 

in this organisation, that is the influence of relations and cronies on employment practices' (O&G-

IT-P17). These individuals influence the employment of their kin and tribal members even during 

performance appraisal.  



 170 

 

Group mentally influence employee embodiment of HR practices, and this also translates to how 

they perform their duties. The paternalistic and collective nature of the Nigerian cultural context 

makes it challenging as this led to selective patronage by favouring some employees for 

promotion, overseas training and development programme, succession position and performance 

evaluation. Again, embedded in the Nigerian cultural and institutional characteristics is respect for 

seniority, which influences the workplace attitudes and behaviour, for example, performance 

management and compensation and benefits practices. Nigerians prefer not to discuss the 

negative feedback on their performance as this may lead to losing face when they discuss it. 

Similarities were found in the two European MNCs subsidiaries as employees perceived that direct 

line managers influence their performance targets. The collective nature of the Nigeria context has 

profoundly influenced employees’ evaluation as the focus is on cooperation and exhibition of team 

spirit. The participants’ narratives in terms of Nigerians’ work attitudes, values and beliefs, prove 

how the taken-for-granted employees’ personnel level behaviour influences the enactment and 

embodiment of HR practice implemented.  

5.8 Actors' strategic response to institutional pressure 

 

Consistent with Oliver (1991) typology, local managers’ responses to institutional pressures are 

driven by the motives to improve business effectiveness. The findings revealed varied experiences 

from managers as they diffuse and enact HR policies and practices. There are similarities and 

differences between the two MNCs investigated. The findings revealed that both O&G-N-Co and 

O&G-IT-Co have HR business partners whom are embedded in each functional business area to 

support heads of department and line managers in relations to HRM practices issues. The Nigerian 

subsidiaries’ HR managers and line managers have shared responsibilities, working as cross-

functional teams as they implement HR practices. The delegation of responsibilities to line 

managers show that HR plays a more supportive and strategic role, leaving line managers to 

operationalise HR policies and practices.  

  

‘We partner with HR managers to implement HR initiatives, I am responsible for updating my 

team’s training needs analysis, and performance review. I also work closely with some of my team 

members whom I directly mentor, our mentoring initiatives are designed to enhance 

performance’ (O&G-N-P13).    

 

Similarly, HR managers at O&G-IT-Co, work closely with line managers to ensure that HR 

activities and initiatives are carried out as planned and in line with the business strategy. 
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‘We have our overall business and HR strategy, for us to achieve our goals, we partner with each 

business unit to provide support, we deliver value by helping managers and their teams achieve 

their goals. We forecast and plan with each functional department and line managers to ensure 

they have the leadership skills and human resources to achieve our overall business goals.' (O&G-

IT-P6) 

                               

HR managers and line managers assume their roles by working together during the recruitment of 

applicants. Making collective decisions in the hiring process is part of the job. These managers 

have to deal with both cultural and institutional challenges as they diffuse HR practices. In O&G-N-

Co, managers decided to integrate locally accepted practices during recruitment and selection. 

O&G-N-Co, comply with local pressure by integrating applicant referral and personal network 

recruitment practices in the Nigerian subsidiary. In Nigeria, business associates influence the 

hiring process by lobbying for their kin and cronies to be employed. O&G-N-Co made a strategic 

decision to accept this practice as a process of recruiting applicants. Such practice highlights how 

the local cultural norms, values and belief in Nigeria society influence and shape HR practices 

such as recruitment and selection. However, O&G-IT-Co resisted pressures from prominent 

societal people to hire their kin, managers also mentioned that the company do not use referral 

scheme because it is a biased practice.  

  

‘If we must do business in Nigeria, we must consider complying with their demands. We have 

countless requests from our business associates and host communities demanding we employ 

their relatives. Critical decisions on whom to employ, our departmental managers help us to 

evaluate these candidates.’ (O&G-N-P11)  

 

The Nigerian subsidiaries’ HR managers and line managers have several institutional challenges 

as they implement HR practices. These managers use different approaches to manage institutional 

influence. Evidence shows that different sources of institutional pressures influence the behaviour 

and decision-making process of HR managers and line managers. Subsidiaries managers decision 

on the choice of HRM practices are heavily shaped by government employment laws, normative 

shared values and beliefs at the national level. Managers ought to comply with it, to be legitimate 

with the host context and for effectiveness. 

  

Nigerian government enforce employment laws on MNCs’ employment practices, and as part of 

the regulation, companies have to comply with these rules. For O&G-N-Co and O&G-IT-Co, 

managers claim they comply with all government employment regulations. ‘When it comes to 

employment regulation, our legal team are involved in the process to ensure that we fully comply 

with government rules because government regulatory bodies in Nigeria can penalise us 

heavily’ (O&G-N-P8). Local laws in Nigeria strongly influence oil and gas employment practices. In 
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general, the Nigeria context is permissive to business, but compliance with its rules and 

regulations is vital. ‘We completely conform to all legislative changes rolled out by the new 

government. We have adjusted all employees contract to meet with government requirement 

relating to employment laws’ (O&G-IT-P4). For example, oil and gas MNCs are not supposed to 

exceed a certain the number of expatriates in their subsidiaries due to restriction (quota) rate cap. 

With the pressure to boost employment of locals, oil and gas companies are required to adhere to 

prudent employment measures set by the regulatory authorities.  

 

Though both companies operate globally with international mobility programmes for experts, they 

have to follow guidelines set by national regulators. ‘The government constrain our practices with 

this employment quota restriction because we need our experts in most projects, but we find a way 

to comply with their laws, (…) now we train more locals’ (O&G-IT-P3). The MNCs investigated, 

claim that they were relaxed, as they use a proactive approach to align their HR policies and 

practices to the employment regulation. Despite the two Nigerian subsidiaries managers stating 

that they are compliant with employment legislation, some HR practices remain merely symbolic 

compliance. 

  

5.8.1 Strategic responses; ceremonial compliance, and compromise   

  

Managers' compliance with institutionalised pressures in some cases is habit-like status. The 

Nigeria government employment legislatures are completely considered when redesigning the 

HRM practices transferred from head office, according to managers' in O&G-IT-Co. According to 

the HR manager at O&G-IT-Co, ‘the Nigerian government regulation is top priority in our agenda. 

We strive to comply with their demands, but we have developed several strategies of dealing with 

each situation.' (O&G-IT-P9). The developed strategies by managers to respond to the Nigerian 

government requirements, in this case, seem like rhetoric commitment (Oliver, 1991). In O&G-IT-

Co, HR managers and line managers are not passive recipients to institutional pressures, because 

the finding revealed that these managers think creatively, take advantage of opportunities that 

arise from the Nigeria environment regulations and reconfigure HR practices that are influenced by 

institutional pressures.  

  

Likewise, the managerial team at O&G-N-Co stated that they comply with government regulations, 

but there were some commitment issues. With regards to the working hours, the law states that the 

employer should define working hours and any extra hours worked should also be paid as 

overtime (employment Act, 1990 revised,2014). However, from the interviewees' narratives, the 

finding showed this was not the case. ‘Sometimes, we work way over the stated working hours, but 

we don’t get our overtime pay. Even when we complain about it to payroll and human resource, 
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they say it’s the system’ (O&G-N-16). This suggests that compliance with specific regulation were 

only at the surface level. 

It is evident that management masks this process with passive ceremonial compliance 

(Oliver,1991) by stating that they conform to government laws. For instance, the Nigerian 

government training regulation state that all employees should be provided with mandatory 

training. However, from some interviewee’s narratives, the finding shows that casual employees 

working offshore do not get the necessary training. ‘These causal employees provide some 

random training certificate, and they are hired. The problem is they do not have any knowledge of 

the task they are given, so I have to teach them how to carry out their tasks regularly. They do not 

have any training (O&G-N-P21). Compliance to government laws which states that employers 

should provide mandatory training to all employees is vital. However, contrary to what some 

managers said, casual workers get little or no training at all. Such findings provide evidence of 

ceremonial compliance because of the lack of sustainable training programs for casual workers.   

 

5.8.2 Resistance and compliance to institutional factors  

 

This study examined the human resource practices of two European MNCs operating within the 

Nigerian institutional context. Emphasis was placed on the role of actor’s in the adoption and 

enactment of human resource practices.  The evidence shows a high degree of compliance than 

resistance to institutional pressure. There is much focus on conformity to coercive powers from the 

two case firms, which includes employment laws, trade unions impact. For these Nigerian 

subsidiaries, conformity to coercive forces was to gain legitimacy as such, and they only adopt 

regulated HRM practices. These firms were further legitimised by implementing the Corporate 

Social Responsibility (CSR) initiative with host committees and adopting the required standard in 

the Nigerian oil and gas sector. Nevertheless, there was a significant resistance to the uncertainty 

that was elevated on the oil and gas market.  

 

To minimise uncertainty, the companies adopted value-added innovative human resource 

practices to increase productivity and competitiveness. Also, in the Nigerian context, there was 

significant conformity to normative standards. O&G-N-Co and O&G-IT-Co have acquired further 

government project contributing to economic gains by compliance to normative pressure 

associated with the industry and the Nigerian people. The two case companies did not actively 

resist normative pressure but used positive strategies to increase acceptance in a reactive 

manner. Considering that there is no framework for cultural cognitive standards, there is a higher 

degree of opposition to specific cultural norms such as inequality, nepotism and indifference at the 

workplace in the Nigerian context. 

 



 174 

5.9 Summary   

  

In this study, it is essential to understand how companies coordinate their operations and their 

inter-relationships with host organisations. The findings of the two case study companies were 

discussed on a case-by-case basis, recognising similarities and differences in the design of the 

HRM methods used to handle the workplace and the factors that affect the implementation of 

these practices. At the company level, managers believed in the strategic importance of HRM 

practices as such value-added HRM practices are implemented in the Nigerian subsidiaries to 

achieve employee efficiency and subsidiaries competitiveness. 

 

The parent company introduced new HRM in O&G-N-Co and incorporated local practices, granting 

the Nigerian division the flexibility to adjust HRM practises. In O&G-IT-Co, the parent company 

implemented strict guidelines on the adoption of HRM practices with little room for practices 

adjustment. Nevertheless, the MNCs had different approaches to the HRM practices O&G-IT-Co 

applied export and O&G-N-Co used integrative approach. There are also significant similarities 

and differences in the findings from these case studies. Many aspects of Nigeria institutions 

actively influenced the two MNCs subsidiaries HRM approaches and practices. 
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CHAPTER SIX: DISCUSSION  

 

The research focuses on European MNCs subsidiaries in Nigeria and how the local environment 

impact on HRM activities. Empirical findings for O&G-N-Co and O&G-IT-Co are discussed through 

strategic IHRM's conceptual framework and neo-institutional theory. The theoretical framework for 

this study incorporates the integrative strategic IHRM model of (Taylor et al., 1996) and the neo-

institutional theory (Powell and DiMaggio, 1991; Oliver, 1991; Scott, 2008). The former highlights 

the strategic importance of HRM practices and how MNCs manage their workforce based on the 

corporate SIHRM orientation. In addition, the empirical findings on the transfer and dissemination 

of value-added innovative HRM practises within the context of MNCs are discussed against the 

existing literature. The gap in existing knowledge on the topic area was used to develop the 

research questions. The researcher developed four main research questions, enabling contextual 

interpretation of the findings. These questions are centred around companies and countries level 

factors that influence five sets of HRM practices. This chapter builds on the study’s findings and 

seeks to discuss how far HRM practices can be transferred from parent companies to their 

Nigerian affiliates using O&G-N-Co and O&G-IT-Co as case studies. This discussion, therefore, is 

organised around the findings of the four research questions as a whole. 

 

RQ1: Which IHRM approach do MNCs’ headquarters follow when transferring HRM policies and 

practices to their subsidiaries operating in Nigeria oil and gas sector, considering the strategic 

importance of HRM practices?  

  

RQ2: Which policies and practices are transferred, diffused, and adapted or implemented as 

intended?  

  

RQ2a; How do MNCs deploy different international integration mechanisms across individual HRM 

practice and whether their use might vary in different HRM practices?  

  

RQ3: How does the Nigeria context affect the transfer and diffusion of MNCs HRM practices and 

what sources of institutional factors influence these HR practices?  

  

RQ 4: How do HR and line managers respond to institutional pressures, as they configure the 

subsidiary HRM system?  

 

RQ1: Which IHRM approach do MNCs headquarters follow when transferring HRM policies and 

practices to their subsidiaries operating in Nigeria oil and gas sector, considering the strategic 

importance of HRM practices? 
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The researcher’s first interest in the literature review is centred on the IHRM strategy, and strategic 

orientation MNCs adopt when transferring their human resource activities and practices to their 

foreign subsidiaries. It has been noted that in academic literature, in the area of strategic IHRM 

there are variations of strategic orientation MNCs can follow to diffuse their HRM practices. 

However, the choice to follow a specific IHRM approach or strategic orientation is determined by 

different company level factors based on the strategic importance of HRM practices. As a 

consequence, the researcher was required to analyse various factors at the company level that 

determines the strategic orientation of MNCs. 

The argument here consists of various factors at the organisational level, such as the top 

management mindset and a corporate culture that focuses on the adoption of value-added 

innovative HRM practices. The highly innovation-oriented strategic mindset of international HR 

managers and local managers has contributed to the continuous improvement of people 

management practices. Top management at O&G-N-Co and O&G-IT-Co have recognised that the 

human resource department has a critical role to play in creating and sustaining effective 

performance and competitiveness through managing the employees with value-added HRM 

practices. As such, they develop new HRM practices and change the way the employees are 

managed through the adoption of successful, established HRM practices.   Janssens (2001) 

argued that top management’s beliefs about the perceived competence of their HRM practices and 

its context-specific or generalisability apply to management at the subsidiary level. In this case, the 

recognised competence of the local HR managers in the Nigerian subsidiary influences how the 

subsidiaries accept exported HRM practices. The findings revealed that top management 

perception in terms of their ability to use informed knowledge, develop and interpret contextual 

ideas, and their awareness, impact on their decisions concerning HRM practices. The power and 

knowledge of the subsidiary HR managers also influence and determine how the parent company 

approves local differentiation of HRM practices. These Nigerian HR managers use their experience 

and local knowledge to balance the adoption of both parent company standardised HR practices 

and local HR practices.   

Although strategic IHRM orientation is stated in most IHRM studies reviewed, it has received little 

attention except studies drawing on the work of (Taylor et al., 1996). The authors offered a clear 

argument as to how it shapes the transfer of HRM practices and the different available SIHRM 

orientations options. Research on MNCs’ IHRM practices has given more attention to MNCs’ IHRM 

business strategy, organisational structure and expatriates experiences (Schuler et al., 1993, 

Tarique, Briscoe and Schuler, 2016). This is consistent with Janssens (2001), who argued for the 

importance of understanding MNCs IHRM strategic orientation as a primary deciding factor for the 

design of subsidiary HRM policies and practices. However, Taylor et al. (1996) acknowledged that 

senior management belief and MNC’s core HRM competencies are an essential addition for 

determining subsidiary HRM practices. The selected strategic orientation can affect the nature of 
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the HRM practices implemented in MNCs subsidiaries, which in turn may affect the overall 

efficiency and competitiveness of foreign subsidiaries. Strategic orientation choices have a 

profound impact on the variety of human resource strategies and practices used to organise the 

workplace, representing management mentality, beliefs, and corporate culture. The strategic 

importance of HRM practices fosters the diffusion of value-added innovative HRM practices, 

implying better employee performance and dedication.  

Many researchers stress the importance of MNC’s strategic orientation choices to establish a 

collection of best practices, as it reflects the parent company’s reaction to the host environment to 

improve performance (Edwards et al., 2012; Chung, Sparrow and Bozkurt, 2014: Yahiaoui, 2015). 

The choice of MNCs strategic orientation also reflects the management style, including the degree 

of autonomy given to the subsidiary to adapt HRM practice or follow the strict rule laid down by the 

parent company. Edwards et al. (2012) defined MNCs’ strategic orientation as the general 

assumption made by top management for the HRM architecture that following either centralised or 

localised human resource practices. However, Gamble (2010) described the HRM system of 

Japanese MNC in China as complicated to be clearly categorised as standardised or localised. 

The point is that more consideration is being poured into the subsidiary HRM system, which 

involves a dynamic process of transfer and adoption of practices. 

Thus, strategic orientation is mentioned in several of the studies as a vital determination of HRM 

system and practices but generally discussed alongside other key strategy. Reviewing the different 

strategic orientation choices in more depth (Taylor et al., 1996), the exportive strategy focuses on 

exporting common HRM practices that the parent company finds to be effective. This approach 

relies on an internally consistent HRM framework across all MNCs and their subsidiaries. O&G-IT-

Co’s primary focus was to have an integrated HRM system and practices, as stated by the 

interviewees, which is one of the main reasons why the parent company transfers all HRM 

practices to the Nigerian subsidiary. Another potential explanation for stating that O&G-IT-Co 

follow exportive strategic orientation is that the characteristic of HRM practises implemented in 

Nigeria is similar to that of the parent company as the managers pointed out that the Nigerian 

subsidiary HRM system resembles the practices of the head office. 

Another option available for MNCs is the integrative orientation (Taylor et al., 1996). The features 

of this approach indicate that MNCs allow HRM practices at the subsidiary level to be adapted 

either following local practices or global best HR practices. There is proof that O&G-N-Co is using 

an integrative HRM approach. Janssens (2001) stated that the integrative SIHRM-orientation 

approach seeks to use the right HRM practices that are best-fit for the subsidiary. In O&G-N-Co, 

the findings showed that the HRM activities contained in the Nigerian subsidiary blend imported 

standards, local practices and global best practices. The findings here demonstrate that O&G-N-

Co’s general approach is one that acknowledges the need and value of local distinction. The 
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integrative strategy incorporates the elements of the parent company’s HRM programme and 

those of its foreign affiliates as apparent in O&G-N-Co.  

Taylor et al. (1996) integrative orientation is similar to the hybrid HRM practices approach 

(Yahiaoui, 2015). The hybridisation of HRM practices has been mentioned in other studies as 

strategic orientation MNCs can follow when transferring HRM practices (Elger and Smith, 2005; 

Chung et al., 2014; Yahiaoui, 2015). This approach suggests that the HRM system and procedures 

of the MNC affiliates have the unique characteristics of the parent company and the host country, 

creating new practices that vary from the practices of the host country and the home country. 

According to Yahiaoui (2015), the hybrid HRM method has the features of both distinct local 

processes and identical parent company methods, reflecting the degree of transition and change 

over time. An integrative orientation allows MNCs foreign subsidiaries to contribute and adjust 

HRM practices. The integrative strategy, therefore, encourages joint decision-making responsibility 

between the parent company and the overseas subsidiaries. 

The findings revealed that certain HRM practices that were transferred to the Nigerian subsidiaries 

were contextualised to suit the Nigerian environment. Brannen (2004) argues that ‘re-

contextualisation’ happens no doubt when MNCs transfer HRM practices through cross-cultural 

communication and language. Brannen (2004, p.604) describes re-contextualisation as ‘the 

process by which a company’s HRM practices take on distinct meanings in new cultural contexts.’ 

The findings show that local HR managers and line managers exercise agency and alter the 

imported HR practices by assigning new meanings to the practices, and such meanings can 

continue to evolve because of the changes in the Nigerian context. The evidence shows that the 

parent company exported and diffused HRM practices through several forms. These forms include 

an international training centre at the parent company, the transfer of parent company employees 

to the Nigerian subsidiary, the use of international consulting companies. However, the findings 

show that certain transferred HRM practices had to be recontextualised and given a new meaning 

in the Nigerian subsidiaries of the two European MNCs. The subsidiaries managers and 

employees at different levels sometimes do not accept exported HRM practices, despite the best 

efforts of corporate HR, and this leads to adaptation. For example, the parent companies exported 

HRM practices such as individualised pay-for-performance, merit pay system, 360-degree 

feedback, and employee voice practices have been observed to be challenging to implement in the 

Nigerian subsidiary. One explanation for resistance toward these HR practices within the Nigerian 

context is the notion of paternalism and seniority (Akinyemi, 2014), and this has been commonly 

identified as crucial to Nigerian HRM. This idea reflects cultural-cognitive values of the Nigerian 

people, which emphasises respect for senior, cooperation toward family, clan, tribe and cronies.  

 

This managerial team and employees’ resistance to exported HRM practices is an example of an 

existing power dynamics and issue with having autonomy of decision-making that headquarters 
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may or may not realise. Janssens (2001) argues that power dynamics within MNCs and their 

foreign subsidiaries is a challenge for IHR professionals as it deals with the process of decision-

making concerning HRM approach. The subsidiary managers will be more likely to accept the 

parent company’s decision concerning HRM practices diffusion if the headquarters shows that they 

understand the local condition. Kim and Mauborgne (1993) suggested that for effective 

implementation of exported HRM practices, two-way communication and local managerial 

participation in the change process is necessary. Exportive HRM practices create an 

organisational change; resistance to change can be lightened by cooperation and careful 

consideration of the host context during the change process. In the Nigerian subsidiaries, the 

evidence indicated that the parent company imposed certain HRM practices that are narrow-

minded, the local managers resisted such practices because of lack of understanding and fit with 

the Nigerian context.  

 

Nevertheless, the findings revealed that the Nigerian subsidiaries’ HRM system and practices are 

similar to that of the parent company (Festing et al., 2012). One possible explanation for this 

resemblance to the parent companies HRM system and practices is the degree of precise control 

and corporate intentions exerted on the Nigerian subsidiaries. Chung et al. (2014) argued that a 

high degree of control leads to a high degree of transfer of HRM practices (Chung et al., 2014).  

 

In the two European MNCs, there is clear evidence that distinguishes the MNCs’ strategic 

orientation toward their Nigerian subsidiaries. Taylor et al. (1996) model of adaptive, exportive and 

integrative orientations provide an understanding toward MNCs’ IHRM approaches. However, 

these approaches may be too constricting for MNCs and their foreign subsidiaries. This theoretical 

model is less familiar to MNCs than earlier thought, as evidence shows that in reality, European 

MNCs does merely follow just one clearly described approach by (Taylor et al., 1996). As MNCs 

desire to develop a global mindset, global leader and global transfer of knowledge, it may seem 

logical that the MNCs would integrate some of their HRM practices. In the case of global HRM 

integration, the exportive approach is not always possible because it only results in the adaptation 

of HRM practices in a different context. However, the integrative approach already offers some 

allowance for local adaptation of HRM practices.  

 

The findings further revealed that senior management in Nigeria believes that integrating local 

practices or adapting its standardised parent company practices can enhance its Nigeria 

subsidiary’s competitive advantage. Again, senior management still believes that the Nigeria 

subsidiary should have complete autonomy in specific areas such as the local workforce 

management and trade unions’ involvement. The attitudes, cognition, and mindset of senior 

management in one of the European subsidiaries has evolved into more geocentric orientation, 

nationality or cultural traits does not determine competency (Heenan and Perlmutter, 1979, p. 201-
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21). Such attitudes of senior management illustrate the importance, challenges, and complexity of 

managing global firms (Taylor, 2006; Dowling et al., 2017).  

  

Cooke (2007) argued that in the process of achieving integration MNCs’ HR practices are shaped 

by intricate patterns which involve a process of highly selective transfer, adoption, and local 

adaptation leading to a new variation of HR practice. This process of HRM diffusion does not imply 

that MNCs adapt their practices entirely to local condition; instead, the evidence from this study 

shows that the MNCs substantially adapt to the host context acknowledging the institutional rules 

and norms.  The HR practices found in the Nigerian subsidiary have gone through the complex 

processes of transfer, adoption, and adaptation, and these processes are possible because top 

managers at the parent headquarters believe that the combination of HRM system is best for the 

host-context (Gamble, 2010).  

 

The findings from the two European companies revealed that both corporate HR and the Nigerian 

subsidiaries’ HR managers work together toward developing competitive HRM strategies (Boxall 

and Purcell, 2016). Such findings provide support for collaborative strategic decision-making 

between senior management at the corporate and subsidiary levels. This process shows the 

development of dynamic capabilities on the part of the subsidiaries’ HR representative to enact 

corporate HR intentions and understand the rationale behind the decisions made by corporate HR, 

in terms of the transfer of HR practice. Such competencies are not only vital for the implementation 

of more high-level HRM practices, but also in terms of reducing resistance from the subsidiary’s 

employees. Again, subsidiary HR experts can use this mutual understanding of the strategic 

context as a source for articulating the need for contextual desires and encourage corporate HR, to 

modify the degree of HR practice transfer. This highlights the importance of shared cognition and 

understanding between the parent companies and the Nigerian subsidiaries.  Perhaps such 

approaches highlight a hybrid approach toward HRM practices that focus on adaptation and 

integration (Taylor et al., 1996). In this case, MNCs exports some aspects of the HRM system and 

practices, while others might be adaptive or integrative. In the two European MNCs, one of the 

Nigerian subsidiaries applies the exportive approach, and the other applies the integrative 

approach but, in practice, these HR practices have some aspects of a hybrid approach.   

 

Given the strategic importance of HRM to MNCs, the evidence shows that the Nigerian 

subsidiaries’ HR managing Director is allowed to take part in the decision-making process 

concerning the firm’s business strategy. Taylor et al. (1996) argued that the integrating of IHRM 

with the organisational strategy in MNCs might affect the roles of top management. The evidence 

clearly shows that the European MNCs and their Nigerian subsidiaries work toward achieving an 

international goal that is, having a global HRM perspective. The findings indicate that corporate HR 

and local HR practitioners have global thinking, as the employees are globally trained, and HR 
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initiatives tend to have a global focus. For example, the evidence indicates that the IHR managers 

at parent company’s headquarters are responsible for international assignments and international 

mobility programme, and these IHR managers collaborate with the local HR managers in the 

Nigerian subsidiaries to ensure effective implementation of the HR practices. 

 

The findings show that the collaboration of IHR managers and local managers has led to some 

aspects of HRM practices to be exportive while others are integrative. Exported HRM practices are 

most common in the Nigerian subsidiaries, but, in reality, these HRM practices have some aspects 

of mixture element, because evidence shows that not all elements of exported, HR practices are 

implemented as intended by the parent company. Local factors influence the integrative approach, 

and the Nigerian subsidiaries’ HR professionals deeply understand these local factors. For 

example, the finding indicated that the Nigerian subsidiary’s managers found it challenging to 

implement some HR practices such as performance appraisal, 360-degree feedback and 

employee voice practices.  Aside from this, the Nigerian subsidiaries’ managers have to manage a 

culturally diverse workforce. The evidence indicated that cultural diversity profoundly influences the 

enactment of HR practices. 

 

Moreover, the findings revealed that managers’ behaviour and attitudes profoundly affect how they 

enact HR practices and how they deal with different employees. The evidence shows that the 

chosen MNCs SIHRM orientation have different external and internal challenges. More specifically, 

this study found out that the attitude of senior management and cultural diversity, which is reflected 

through institutional features are significant challenges that influence the implementation of the 

transferred HRM practices. HR managers play a significant role to prevent and solve these issues. 

The existing literature support the hybridisation of the HRM, especially theories of institutionalism 

(Yahiaoui, 2015; DiMaggio and Powell, 1983). The MNCs and their local subsidiaries in this study 

are part of the socio-cultural environment in Nigeria, and the context shapes social behaviour 

based on taken-for-granted patterns of interaction (DiMaggio and Powell, 1983).  

 

The next is research question 2: Which HR policies and practices are transferred, diffused, and 

adapted or implemented as intended?  

 

Unlike previously identified strategic IHRM orientations, findings from this study show that MNCs 

adopt sophisticated strategies to manage its foreign subsidiaries. This approach represents a 

blend of HRM implementation and adaptation strategies that highlight the characteristics of best-fit 

practices. As part of research questions, this discussion reflects on implementation and alteration 

of human resource practices; and further investigates influences that may clarify variability in 

human resource practices. In the case of O&G-N-Co and O&G-IT-Co, the European parent 

companies transferred their human resource practices to their Nigerian subsidiaries showing a 
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high degree of similarities. Nonetheless, for O&G-N-Co, the Nigerian subsidiary introduced local 

HRM practices that are typical to domestic companies.  

  

Despite efforts to incorporate internationally aligned HRM policies and practices within the MNCs 

subsidiaries, a range of HR activities has been modified in Nigerian subsidiaries. Studies have 

indicated that the alteration of HRM practices across the workplace globally might be due to 

institutional difference (Gamble, 2010). However, Edwards et al. (2019) indicated that national 

institutional arrangement does not necessarily constraint MNCs’ HRM practices but influence 

MNCs choice of practices. Contrary to other studies, this study found out that both company level 

and country-level factors influence the adoption and adaptation of human resource practices. The 

interviews at O&G-N-Co and O&G-IT-Co provided an overview of human resource practices and 

some of these practices varied across the two subsidiaries. Most of the studies focus on individual 

human resource practices and the degree of standardisation versus localisation (Ferner et al., 

2004). There is, though, a considerable variation between the human resource practices of the two 

case companies. These variations were noted in the literature, for example, (Poutsma et al., 2006; 

Edwards et al., 2016) highlighted variations across individual human resource practices and 

processes. The overall extent of variations across the human resource practices was explored 

separately. Looking closer at the two case companies human resource practices, it could be 

suggested that the activities are often seen as essential to a coherent, high-performance method 

of operation (Boxall and Macky, 2009). 

  

Given the importance of the parent companies human resource practices, interviewees at the two 

case companies indicated that the practices were somewhat standardised. Implementing value-

added human resource practices is of great importance for the two case companies. According to 

Farndale, Scullion, and Sparrow., (2010), assertion that human resource practices are of 

strategical importance for MNCs’ successful performance and as such prefer to standardise most 

of their practices across all units. In order to describe the variation in each human resource 

practices disseminated in the Nigerian subsidiaries; the study addresses the practices separately. 

 

Recruitment and selection: There are no full standardisation because there is a certain degree of 

adaptation. One explanation for adaptation of hiring practice is the cross-national difference in 

employment regulations. Also, industrial characteristics play a significant role in the hiring process, 

because of the nature of competencies, skills and knowledge needed from the workforce. The 

findings revealed that there is institutional and cultural influence in some hiring processes — the 

evidence points toward employment law; trade unions and management beliefs and values. 

 

The study found out that corporate HR is part of the hiring process of senior managers in the 

Nigerian subsidiaries. One reason for such practice is the need to hire experts and people with 
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managerial competencies (Collings, Morley, and Gunnigle., 2008). The findings further unearth the 

reality that global firms such as one of the case companies transfer host country nationals (HCN’s) 

from headquarters in senior positions due to country-specific challenges. In the case of Nigeria, 

control of resources and political uncertainty has led to the kidnapping of foreign workers, as such 

Nigerians in senior positions or highly skilled engineers are recruited aboard and transferred to the 

Nigerian subsidiary. However, evidence shows that in one of the Nigerian subsidiaries parent 

country nationals are used to fill senior managers positions.  For the general manager position, 

host country national occupies such positions due to regulatory pressure because of their 

unincorporated joint venture partnership. This finding is similar to Collings et al. (2008) findings as 

European MNCs tend to use parent country nationals in senior management positions.  

 

Furthermore, the main findings revealed some degree of difference in staffing approaches used by 

European MNCs’ subsidiaries. The findings show that one of the case company staffing strategy 

focus on adopting an integrative approach by implementing both parent company’s HR recruitment 

and selection policies and practices and local practices. The adoption of standardised practices 

means that corporate HR can coordinate and monitor their overseas subsidiaries’ staffing activities 

(Maekelae, Bjorkman, and Ehrnrooth, 2009; Dowling et al., 2017). The other Nigerian subsidiary 

implements the parent company’s exported hiring and staffing practices, with focus on global HRM 

integration. Scullion, Collings and Vaiman (2016) argued that MNCs with global perspective tend to 

adopt collaborative staffing strategies that focus on MNCs’ international business strategies due to 

the complex needs of global staffing.  

 

Training and development: The evidence indicated that the European MNCs transferred 

numerous training and development practices. Similarities were found in the two case companies 

training and development practices, both companies implemented their parent company’s standard 

policy and practice, because of the high degree of interference from headquarters. Training is 

highly crucial, mainly because of reasons such as the nature of the industry, educational gaps in 

practical knowledge and skillset not only for engineering staff but also for managerial and technical 

staff.  

  

The findings revealed that the MNCs investigated implemented well-structured training and 

development programs that lead to career progress, through in-house training centres and 

partnership with universities. Dowling et al. (2017) noted that the development and creation of an 

in-house training centre and use of universities are dominating training and development practices 

within MNCs. These training programs include mandatory induction and mandatory technical 

training for engineers, and there is a direct link between training and eligibility for promotion. 

Nevertheless, there was a considerable difference in the learning programmes adopted by the two 

case firms. The interviews with O&G-N-Co indicated that the company is a learning organisation 
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and as such implements and transferring explorative learning initiatives. Learning is a core aspect 

of the case companies, and developmental programmes are designed according to different 

employee groups and job specification. The interviews revealed that a great deal of emphasis was 

placed on the issue of learning and development, especially concerning managers and engineers 

overseas learning initiatives, to enhance both technical and managerial skills and support a more 

extensive institutional reform process. 

 

The findings from this study show that the two European MNCs’ subsidiaries adopted extensive 

training and international mobility programs, with the focus on sourcing talented employees for the 

leadership position, expatriates’ positions, most of which are sent to fill positions globally. The 

focus appeared to be more on global talent management and expatriate’s development (Harzing, 

2001; McNulty and De Cieri, 2016). Findings show that international mobility and expatriate 

development focus on three main reasons; first to fill international positions owing to lack of skilled 

locals; second for managerial competencies development and; third control, coordination and the 

transfer of corporate culture. The findings from this study show that the training and development 

practices do not resemble local HR practices; however, the local institutions highly influence the 

two European MNCs’ subsidiaries training practice.   

 

Performance management: The two European MNCs transferred standardise performance 

management practices. Chiang and Birtch (2010) argue that performance management within 

firms has moved toward a unilateral management style with a more significant focus on 

performance relating to pay and career development. Ferner and Almond (2013) found that 

performance management practices such as 360-degree feedback, performance appraisal, 

performance-related pay and even peer review and forced rankings, which were all distinct and 

implemented individually may have converged. The findings from this study confirm such finding 

and provide new interpretation concerning the implementation of performance management 

practices in European MNCs’ subsidiaries operating in Nigeria. The findings show a considerable 

difference in the implementation of individual performance management practices. However, with 

the desire to have integrated HRM systems within MNCs and their foreign subsidiaries, more 

MNCs are adopting the US style of performance management system (Edward et al., 2019). 

However, the findings from this study show that the performance management system still reflects 

the local host country’s employees’ needs, but there are significant changes in the adoption of 

variable pay and shares arrangements in the Nigerian subsidiaries.  

 

The findings indicated that case companies PM practice is based on parent company’s standard, 

but moderately adapted to suit the Nigeria context, so no full standardisation, but for senior 

managers, performance management practice fully reflects the parent company’s standards. The 

evidence indicated that the implementation of the parent company’s performance management 
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system for senior managers is to realise international integration, learning and development 

through KPIs. It is striking to know that international operational integration influences the 

characteristic of performance management practices in the European subsidiaries in Nigeria.  For 

managers, the performance management system is vital for boosting employee competencies and 

capability, increase managerial networking and create an organisational culture and learning. 

These factors influence PM practices and result in the implementation of a new variation of 

practices.  

 

Furusawa (2014) study shows that MNCs can implement and integrate standardised performance 

appraisal system for senior managers globally. The implication for having integration in IHRM 

system is that multinational firms, according to (Furusawa, 2014) can achieve multi-directional, and 

trans-functional personnel transfers. However, MNCs are focusing on a specific group of 

employees, such as senior managers or only managerial staff (Taylor et al., 1996). This finding 

suggests that researchers need to pay more considerable attention to the managerial structures 

and systems, as these structures reflect the interpretation of global HR strategies into policies and 

practices within MNCs and their foreign subsidiaries.  The findings also suggest that PM practices 

in the case companies reflect international HR mechanisms of control, socialisation and diffusion 

through organisational philosophy and learning (Ferner and Almond, 2013). 

 

Nevertheless, the two case companies PM practices are constrained by institutional features such 

as the prevalence of collective bargaining even when there are rarely any regulatory obstacles 

from the Nigerian employment laws. Difference exists in the performance management practices 

implemented in the Nigerian subsidiaries, showing national distinctiveness but appears to be very 

subtle (Ferner et al. 2011).  

 

Compensation and benefits: O&G-N-Co’s senior management agreed to establish a new pay 

and benefits system by modifying essential elements in the practices. In other terms, the 

organisation decided to add to its internal reward systems, and this was achieved internationally. 

This has enabled the company, according to the interviewees’ account, to pay and inspire the 

employees through the use of organisational resources. O&G-IT-Co made changes to the 

compensation management system by connecting employees’ salaries to performance 

management practices. In the case of O&G-IT-Co, the shift in the pay system has made top 

executives encourage their immediate subordinates to perform better as their incentives are 

associated with the overall performance of the Nigerian subsidiary.  

 

European MNCs and American companies in European countries are known to relate their 

employee pay to performance, and these practices have been recorded in most studies (Poutsma 

et al., 2006; Edwards et al., 2016; Gooderham et al., 2018). However, the link between the pay 
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system and individual or group performance is an emerging trend in developing countries such as 

Nigeria. It may be argued that these firms adopting such practices are more oriented toward 

employee performance, and this is comparable to European MNCs in (Poutsma et al., 2006) study 

of European firms. According to Poutsma et a. (2006), there is a high degree of variation in the 

human resource practices of European firms as some companies adopt collective practices that 

concentrate on team and group or calculative that are more individualistic HRM practices. Tayfur 

(2013), however, claimed that Firms adhere to the American style of HRM by relying on 

performance and using incentives to manipulate employee behaviour. 

 

More precisely, the findings from this study show that the patterns of pay and profit depend on the 

group of employees (Taylor et al., 1996). That is, there are several workers levels differ within the 

company and also influence the business competitive advantage. For the Nigerian subsidiary’s 

director and senior managers, their compensation is correlated with the subsidiaries performance 

and is close to the pay structure of the parent companies. The alignment of pay and performance 

practices appears to make it easier for employees to change their behaviour and become more 

efficient, as noted in the literature. Compensation and benefits practices for both cases companies 

are similar because most of the elements are transferred from their respective European parent 

company. There are some differences, though, between the two case companies’ human resource 

management practices. The finding shows that the choice of human resource practices adopted by 

the two Nigerian subsidiaries is influenced by both company level factors and country level factors. 

 

The findings show influence from social partners or other institutional arrangements which impact 

on the compensation and benefits practices. There was evidence of regulatory influence and 

collective bargaining on employee pay system. In the Nigerian oil and gas sector, there is a 

collective bargaining side-agreement, concerning employees pay negotiation. However, the 

introduction of variable pay and pay-for-performance practices by the European MNCs was a 

significant conflict to sectoral collective bargaining. Nevertheless, following agreement on this with 

the unions, the companies agreed to implement ‘wage matrix’ which links pay to performance; and 

this varies depending on the employees’ group. Almond et al. (2005) noted that institutional 

partners such as work council influence the processes of HR practices implementation but not 

necessarily the outcome.  Striking evidence of a host country influence on HR practices is the 

deep-rooted notion of collectivism. However, it is also likely that the strategic importance of HRM 

has played its part in shaping the company’s approach toward compensation and benefits 

practices, whereby the MNCs align HR practices with the business strategy. However, despite the 

diminishing power of unions in Nigeria and globally, collective bargaining in the oil and gas sector 

remains institutionally robust. Regulation for collective agreements is still in place in Nigeria, but 

only a few industries observe it.   
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Internal communication and employee voice practices; was considered necessary to articulate 

appropriately to influence change and improve employee performance positively. These practices 

were implemented to facilitate communication and knowledge sharing among the employees. The 

findings show that the two European MNCs subsidiaries in Nigerian implemented collaborative 

employee voice practices, that is cooperative practices (Poutsma et al., 2006) aimed at improving 

and influencing the employee behaviour and workplace culture. The concept behind this approach 

is to improve the employer-employee partnership by adopting both a direct and an indirect voice 

practice (Bryson, 2004). The findings of this study offer Nigeria’s first realistic image of employee 

voice processes used in European MNCs subsidiaries. The current literature on the voice practices 

of employees of MNCs addressed the number of different elements implemented by organisations, 

including union, non-union, collective and individual voice practices for employees. While the two 

case companies work with trade unions, some procedures within organisations are open to 

negotiation and others are subject to administrative privileges. For example, operational practices 

are open to union influence, but non-negotiable area is organisational strategic process. Wood and 

Fenton-O’Creevy (2005, p. 42) observed that management and union preferred joint activities that 

formed ties between employer and employee. In the Nigerian subsidiaries, the findings indicated 

that employee voice practices and internal communication practices are implemented to improve 

work commitment, trust and knowledge sharing at all levels within the firms.  

 

However, in the existing literature, researchers notice the decrease of trade unions and work 

council participation (Bryson, 2004). For a developing country like Nigeria, some industries do not 

even recognise union representative and employees are not allowed to participate in union 

activities. In the Nigerian context, however, firms explore other options such as work ownership 

(see. Bryson, Charlwood, and Forth, 2006) direct voice consultation (Bryson et al., 2014). In the 

case of the O&G-N-Co and O&G-IT-Co, both union and non-union voice practices such as regular 

meetings and one on one consultation focus on employees’ issues and problem-solving. 

Depending on the rules governing trade union and collective bargaining, MNCs may decide to 

pursue a coordinated or mutual approach to employee voice and internal communication 

processes (Brewster et al., 2007; Dundon et al., 2006; Lavelle, Gunigle, and McDonnell, 2010). 

 

Marginson et al. (2007) noted a vital variation of employee voice in MNCs operating in the UK, and 

such findings relate to the evidence from this study. In this study, several factors influence the 

adoption of internal communication and employee voice and this include country of origin, industry 

and employment regulation. However, these influencing factors all had varying impacts on the 

adoption of these practices; for example, country of origin effects from the parent companies are 

most noticeable in the indirect voice approach. Trade unions involvement and collective 

representation in Nigeria is part of employment regulations, and it was observed to be very obvious 

and quite active in the Nigerian oil and gas industry. Gollan and Xu (2014) and Boxall and Purcell, 
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(2016) highlighted that the use of different voice channels in firms indicate the different 

management styles and philosophy. In some European countries, MNCs have a high degree of 

union and employee voice representation, such as the Netherlands, Sweden, the UK and 

Germany. Whereas, MNCs operating in countries like the US tend to avoid unions and focus 

directly on each employee voice. However, the adoption and shift toward indirect voice channel in 

Nigerian oil and gas companies is a potentially worrying concern given that the country has a very 

lenient employment regulation; such practices can lead to a total decline in union representation.  

 

RQ2a; How do MNCs deploy different international integration mechanisms across individual HRM 

practice and whether their use might vary in different HRM practices? 

 

In the case of O&G-N-Co, the parent company use different approaches to integrate and diffuse 

human resource practices to the Nigerian subsidiary. According to the interviewees, the parent 

company has shifted from a dispersed management structure to a centralised framework. The 

purpose behind this change is to promote a shared vision for the accomplishment of business 

objectives. With this centralised management system, there is a high degree of transfer and 

diffusion of parent company human resource policies and practices (Ferner et al., 2011). O&G-IT-

Co's research findings indicate the dissemination of structured human resource policies by the 

parent company to the Nigerian affiliate. To coordinate HRM operations across all units, a 

structured and formalised human resource management system is used by the two case 

companies (Kim et al., 2003; Smale et al., 2013; Belizon et al., 2016). 

 

The Nigerian subsidiaries depend on headquarters for resources and as such, the parent company 

uses an informal mechanism in the form of expatriates to promote their agenda and share 

knowledge. Expatriates occupy top management positions in the Nigerian subsidiaries, and they 

partake in decision-making meetings. Ferner et al. (2011) argued that the use of expatriates to 

disseminate the parent company HR policies and practices is an on-going process, and expatriates 

act as policy-making agents. However, the finding did not show any relationship between the use 

of expatriates and HRM integration mechanisms. One explanation of such a finding might be that 

expatriates are part of the internal network and also the expatriates in the Nigerian subsidiaries are 

a mixture of parent country nationals, host country nationals and third-country nationals. Harzing 

(2001) argued that the use of expatriates for control and managerial integration might be too 

expensive; as such, there is a decline in the deployment of expatriates.  

 

In terms of the competing pressures for differentiation and integration of HRM system, the findings 

show that the European MNCs’ subsidiaries use all possible means to achieve integration. For 

example, the parent company uses centralised decision-making, standardised policies and code of 

conducts and centralised communication system. A plausible explanation, as pointed out in this 
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study, is that the MNCs want to ensure that subsidiaries implement the parent company’s HRM 

policies and procedures regardless of the context. For corporate HR at the parent headquarters, 

the expectation for HRM practices is that it serves as a means for intra-organisational integration, 

cross-border knowledge flow and management control systems.  

  

RQ3: How does the Nigeria context affect the transfer and diffusion of MNCs’ HRM practices and 

what sources of institutional factors influence these HR practices? One important motivation for 

this study was to distinguish between company-level influence and institutional influences. The 

researcher found evidence that the variation in HRM practice occurred because of different 

sources of institutional pressures, but in this study, these pressures were analysed based on the 

company-level and the host country-level. More specifically, the literature on factors that influence 

MNCs’ decision concerning HRM practices was extended by looking at novel conditions affecting 

the choice of HRM practices. The findings show that host country institutional features had some 

degree of influence on the HRM practices transferred from the parent companies. The findings 

from this study are of significant interest since some IHRM researchers have argued that national 

institutions are likely to explain significant cross-national variations in HRM practices (Edwards and 

Tempel, 2010; Edwards et al., 2013).  

 

The findings from this study indicate a more distinct viewpoint, that societal differences are crucial 

but do not determine HRM practices, and that specific institutional features alone are not enough 

to explain the differences found in the implemented HRM practices. The findings from this study 

show that the Nigerian institutional arrangements can help explain the unique variance in each 

HRM practice implemented. The findings also indicate that cultural forces play some role in 

determining the HRM practices, but these influences are through institutional features.  Cultural 

impact in terms of collectivism (Hofstede, 1980) and Paternalism (Aycan, 2005) is associated with 

the institutional configuration of labour regulation and also the influence of labour unions. The 

findings from this study indicate that the combined institutional features influence HRM practices in 

five key areas.  Especially in the areas of hiring, training and development, and compensation and 

benefits management, performance management and internal communication and employee voice 

practices.  

 

Nevertheless, while the Nigerian institutional arrangement influences the human resource 

practices adopted in the Nigerian subsidiaries, the findings show that contextual influence does not 

limit MNCs choice of practice implemented. Campbell (2007) argues that state regulations do not 

necessarily change the behaviour of MNCs and their subsidiaries, but rather the state can monitor 

the practices of MNCs’ subsidiaries and enforce the regulations when necessary. The European 

MNCs were open to Nigeria's local administrative requirements because they recognised the need 

to conform with laws and norms to achieve social recognition, adjusting their human resource 
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activities to local institutions. In fact, according to Poutsma et al. (2006), MNCs managers have 

some absolute discretion to break from the parent company's general policies and practices to 

some degree and adapt to local HR practices which reflects conformity to local conditions. It was 

evident from the two European MNCs subsidiaries in Nigeria as managers recounted that, in some 

scenarios, they had to use their discretion to adapt practises that conflict with local conditions. This 

limited adaptation is what Kostova and Roth (2002) call "institutional duality," since the parent 

company coexists with the local situation. Furthermore, Xing et al. (2016) suggested that, because 

of workplace collective practices adaptation, the variance found in human resource policies may 

arise from businesses reacting to local conditions. In turn, they claim that African countries’ 

institutional conditions lead to changes in human resource procedures; arguably, adaptation is a 

prerequisite. 

 

These examples illustrate how constraining institutional regulations can lead MNCs’ subsidiaries to 

adapt their HRM practices. The findings show there is a considerable amount of regulatory 

influence on each HRM practice. In the Nigerian subsidiaries, the finding indicates that in specific 

HRM practices adoption, there is a significant influence on the practices from the employment 

regulation (Kostova and Roth, 2002).  The evidence shows that Nigerian employment regulation 

influences the adoption of recruitment and selection practices as the quota system influences 

hiring especially the transfer of expatriates. The researcher observes that the quota regulation 

influences the MNCs subsidiaries choice of HRM policies and practices. The evidence is of some 

significance as it indicates that the Nigerian employment regulations influence HRM practices. 

However, an in-depth analysis of the Nigerian employment regulations indicate that it does not 

constrain managerial choice. This finding suggests that company-level strategic choices are of 

significance in HRM practices adoption and managers may set aside the institutional influence and 

adopt HRM practices. Besides, such findings strengthen the argument that national institutions 

influence rather than constrain MNCs and their subsidiaries’ strategic choice (Kostova et al, 2008).  

 

Evidence suggests certain institutional features, such as the perceived normative and cultural 

component, are also significant when implementing human resource practices. The interviewees’ 

account indicates that the influence of local norms, values and cultural knowledge on HRM 

practises varies considerably, depending on the situation and the human resource practices. 

Kamoche (2000) observed that ethnicity has a considerable effect on the hiring and selection 

process in African communities. The author further argued that there is a high rate of favouritism, 

nepotism and paternalistic behaviour in hiring as most managers hire their relatives, ignoring the 

policies in place. Likewise, Kostova, Marano and Tallman (2016) have observed that some 

organisations comply with these local norms and values by designing and adopting practices that 

adhere to local conditions. Concerning the case studies context, the evidence indicated that some 
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local managers share the values and norms regarding the preference of hiring male candidates to 

female candidates. 

 

The findings suggest that even the European subsidiaries in Nigeria still hire employees based on 

their societal connections. Keles, Ozkan and Bezirci (2011) argued that nepotism and favouritism 

might lead firms to employ people with less knowledge and skills, which in turn might affect their 

performance — all of these biased norms and values influence the way local managers implement 

HRM practices. However, regardless of the institutional influence, the Nigerian subsidiaries view 

HRM practices as necessary, as such HRM practices transferred are adopted.  

 

Furthermore, cultural cognitive features Scott (2008) of the host country affected the choice of 

certain HR practices, and there were strong associations between managers’ attitudes and the 

diffusion of HRM practices. For example, knowledge sharing has had apparent setbacks due to 

widespread cultural mistrust among various ethnic groups in Nigeria. However, the adoption of 

seniority-based-pay resonates with local values, among Nigerians, there is strong regard and 

respect placed on seniority and authority. In the context of this study, evidence shows that the 

MNCs draw their HRM practices from both the parent country and host country, and these 

practices assemble their distinct configurations. Key findings revealed that the Nigerian institutional 

features exert a relatively strong influence on HRM practices adoption. These findings suggest that 

all three institutional features are of some importance to the diffusion of HRM practices. These 

findings are significant as it shows that the combination of institutional features exerts a stronger 

and far more reaching influence than just the regulatory feature.  Given that there was evidence of 

all three institutional features in this study. Again, this would suggest that more studies should 

focus on other institutional features other than regulatory features which exerts influence on HRM 

practices. 

 

One important issue which relates to the national institutional environment is the degree of 

acceptance of the HR practices being transferred and what sort of resistance/ conformity was 

indicated by the two Nigerian subsidiaries. The findings indicated a contradictory report concerning 

the degree of resistance and conformity to the transferred HRM policies and practices from the 

parent companies. Some of the managers expressed their positive views concerning some of the 

HR practices transferred. Again, some managers stated that it was not always easy to implement 

the intended transferred HR practices. Nevertheless, the literature explains that the wider the 

institutional distance between the host and home country, the higher the chances of resistance to 

practices transferred. 

 

Consequently, for the case of Nigeria, the national institutional distance between Nigeria and the 

parent countries (The Netherlands and Italy) is not so extensive but considerable; hence, to some 
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degree the success in the transfer of practices. Even though Nigeria is a diverse country with 

different ethnic groups, recent evidence still suggests that ‘many companies adopt western 

practices’ (Cooke, 2007; Okpara and Wynn, 2008; Adeleye, 2011; Anyim, Ikemefuna and Mbah, 

2011). Horwitz (2014) argued that the culture of high-performance influences the adoption of 

Western practices by companies in the African continent. This increased adoption of Western 

practices is strongly influenced by the inward foreign direct investment and increased globalisation 

(Horwitz, 2014; Cooke, 2011). However, Horwitz (2017) argue that institutional distance still 

causes managers and employees to resist the adoption of certain HRM practices. The Nigeria 

institutions based on its colonial history is heavily influenced by western values (Okpara and Wynn, 

2008) and the permissive nature of Nigerian institutions have facilitated the process of transfer of 

HR practices. The findings show that levels of conformity or resistance differ from one subsidiary to 

another depending on the HR practices.  

RQ 4: How do HR and line managers respond to institutional pressures, as they configure the 

subsidiary HRM system? A related motivation for this study is to contribute to the theoretical 

debate concerning actor’s agency in the diffusion of HRM. More specifically, changes within the 

two European MNCs changed the HR functions, which were given a more strategic role in order to 

achieve greater horizontal and vertical integration. This finding is demonstrated in the evidence as 

HR directors/general manager are part of the executive committee/board of directors responsible 

for the decision-making process concerning business strategy. At the same time, a significant 

decision was made to devolve greater HR responsibilities down to line managers.  

The concepts of institutional embeddedness (Boon, Boselie and Hartog, 2009) and human agency 

(Oliver, 1991) help explain the strategic choice of European MNCs’ subsidiaries concerning HRM 

practices adoption. The findings show that proactive agency seems to be the most critical driver of 

the strategic response to institutional pressures, mostly in the Nigerian context that is highly 

influenced by institutional actors. In the Nigeria oil and gas sector, firms face intense pressures 

from regulatory bodies. Edwards et al. (2016) found that larger firms were more active in issues 

associated with trade stability. The findings show that the Nigerian subsidiaries respond actively 

and proactively to deal with regulatory pressures in the form of employment legislature, trade 

unions collective bargaining power — these MNCs use passive ‘acquiescent’, ‘compromise’ and 

active ‘manipulation’ to comply or resist institutional pressures (Oliver,1991). The response to 

these pressures depends on the issues, and incentives the regulatory bodies offer to the MNCs. 

The findings show that in most cases, the Nigerian subsidiaries negotiate with unions and comply 

with changing employment regulations. The finding indicates that there is a strong relationship 

between institutional pressures and firms’ responses through varied approaches.  

 

The findings revealed that both HR managers and line managers in the two European MNCs’ 

subsidiaries play their part in responding to institutional pressure. Scott’s (2008, p.103) noted that 
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organisational ‘actors participate either knowingly or unknowingly, in the implementation of the 

social system they inhabit’. Nishii and Wright (2008) argued that employees, through their attitudes 

and behaviour, could affect the enactment of HR practices because they are end-users. For 

example, in certain scenarios HR managers adopt a policy as intended by headquarters, but while 

enacting the practice, line managers follow the home country’s employment law. The findings 

further revealed that even though HR managers translate HR policies and practices adopted, line 

managers in most cases are responsible for enacting the HR system within the organisation. Line 

managers’ perception and cognition determine the intended versus actual HR practices 

implemented.  However, the findings revealed that HR actors and line managers work in 

partnership with the implementation and completion of HR practices, for example, performance 

appraisal, grievance handling, and training needs analysis and recommendation. 

 

The two European MNCs’ subsidiaries operating in the oil and gas sector comply with regulatory 

requirements which are in line with their business needs and develop strategies to deal with laws 

that affect their interests. These findings reflect Oliver’s (1991) compromise strategy, as managers 

showed rhetoric commitment to follow the employment laws, in practice, for example, to deal with 

the quota on foreign workers employment, they implemented localisation strategy. In some cases, 

compliance strategies represent ‘ritual conformity’. Also, strategic responses to these institutional 

laws and pressures demonstrate HR and line managers’ ability to mobilise and deploy power 

resources (Ferner et al., 2005).  

 

The findings from this study demonstrate an interplay between organisational actors and their 

institutional context, as well as senior management and employees with regards to complying with 

the institutional requirements, for example, trade unions negotiations. The latter is prevalent 

because there is pressure for senior managers to comply with employment relations issues and 

improve on existing HR practices, which results in resistance and negotiation through trade unions 

involvement, for example, changes on performance-related pay and the reduction of casualisation. 

Again, these negotiations with trade unions are what (Oliver, 1991) calls a compromise strategy. 

The findings from this study show management teams using bargaining resources to negotiate 

with the government, which reflects their leading position within the economy.  

 

However, the findings revealed that these MNCs use ‘control’ tactic by influencing the content of 

government rules, by proposing changes through their involvement with the Nigeria oil and gas 

industry association. These strategies reflect what Scott (2008) called ‘collective responses’ and 

(Paauwe, 2004; Boon et al., 2009) active development responses to institutional pressures. The 

use of active responses by MNCs operating in the Nigeria oil and gas industry puts them in a 

position of control. According to Boon et al. (2009) suggestions, organisations which use 

innovative development can balance conflicting institutional pressures, which leads to efficiency. 
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Clark and Lengnick-Hall (2012) proposed ‘strategic opportunities response’ whereby MNCs 

identifies a gap in the home country institutional context, and the contention is that MNCs have the 

opportunity to fill that gap which leads to the creation of values for the local people. The evidence 

shows that the Nigerian subsidiaries use localisation strategy to hire host communities’ individuals, 

some are unskilled; however, with extensive training, these employees develop valued skills. By 

doing so, these MNCs have filled a gap in the institutional context, creating distinctive values. The 

findings from this study indicate that the Nigerian subsidiaries’ management team have different 

choices to follow when responding to institutional pressures depending on a set of rules; 

constituents can be reactive or proactive. In summary, the findings from this study have shown that 

within the context of HR practices configuration, the behaviour, attitudes, and strategic responses 

from organisational actors, in this case, HR and line managers are imperative. 
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CHAPTER SEVEN: CONCLUSION  

 

7.1 Introduction  

 

This chapter presents a general conclusion of the study. The first part presents a suggestion of the 

research aim and objectives, the methods used to achieve the objectives and summary of key 

findings. Based on the study’s key findings, the researcher presents the study contributions to 

theoretical development. The final part of this chapter outlines the critical limitations to the study 

and suggests areas of further research.  

7.2 The research aim and objectives  

 

The overall aim of the research is to investigate the transfer and diffusion process of HRM 

practices by analysing institutional features and the role of various actors across different levels in 

the implementation of specific HR practices. This aim was achieved through the objectives 

presented in the sections below. 

 

7.2.1 Research objective I 

 

To investigate the process of transfer and diffusion of HR policies and practices from the western 

headquarters to their Nigerian subsidiaries.  

 

This objective was achieved by critically examining the SIHRM literature on MNCs’ HRM practices 

to identify and understand the underlying process involved in the transfer of HRM practices. In 

chapter two, the existing literature suggests that the shaping of HRM practices for MNCs’ 

subsidiaries stems from the complex interaction between company-level and country-level factors. 

The present study has combined both strategic IHRM concepts and institutional theory to 

investigate the transfer and diffusion of HR practices from the European parent companies to their 

Nigerian subsidiaries. The combination of these two theoretical perspectives is necessary to 

understand the complicated process of transfer. Gamble (2010) argued that several main 

theoretical viewpoints individually fall short to comprehend the complexity of HR practice transfer. 

Following a case study strategy Stake (1995), a qualitative method was used to collect data from 

two European MNCs’ subsidiaries in Nigeria. Interviewing 42 managerial employees from different 

levels of the Nigerian subsidiaries illustrated the adoption and diffusion of HRM practices. By their 

positions, these managers were best placed to provide information regarding their organisations’ 

process of adopting and diffusing HRM practices. The knowledge of the Nigerian HR managers 
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proved to be of significant value as these managers strategic response impacted on the HRM 

approaches and each HRM practice implemented in the Nigerian subsidiaries. 

 

From the qualitative data analysis, key themes and concepts concerning the transfer, adoption and 

diffusion of HRM practices were identified. The analysis of qualitative data assisted in interpreting 

the process by which European MNCs transfer and diffuse HRM practices to their Nigerian 

subsidiaries. To summarise the research findings, the two case companies at the corporate level 

applied different approaches toward transfer, there is evidence of both exportive and integrative 

approaches (Taylor et al., 1996). This process involves careful choices of value-added innovative 

HRM practices, some practices follow the parent company’s standard, and other practices adapted 

to the local practices. A closer look at the HRM practices transfer process showed that even 

though the parent companies exported their core HRM competencies to their Nigerian subsidiaries, 

the HRM practices found was of a hybrid/integrative sets of practices. The integrative HRM 

approach appears to be an outcome of adaptation over time. The examination of HRM practices in 

the Nigerian subsidiaries points towards the necessity for contextualising some HRM practices 

before transferring them to the subsidiaries (Osland and Osland, 2005). However, it was found that 

not all exported HRM practices conflict with the Nigerian institutional context.  

 

Based on the findings, therefore, this study asserts that the critical components of HRM practices 

are linked to the strategic importance of HRM in the MNCs. Following the exportive and integrative 

approach, the evidence shows that the HR function is more centralised. Overall the findings from 

this study revealed a significant salient point that the strategic importance of HRM and the drive to 

integrate HRM system is of more significant concern. The increasing need to create social and 

human capital within a global network supersedes national institutional influence and difference, 

and so the two European MNCs’ continue to engage in the transfer of HRM knowledge for 

sustainability and competitiveness.  

 

Furthermore, the researcher tried to address the underlying process used to integrate human 

resource practices within the Nigerian subsidiaries of European MNCs. The study found out that 

the European MNCs desire to achieve global HRM integration. Kim et al. (2003) identified four 

main approaches, these are centralisation-based, information-based, people- based and 

formalisation-based mechanisms. Likewise, Liu (2004) argued that MNCs could use formal 

mechanism such as formalised guidelines and code of conducts and informal socialisation 

mechanisms to integrate transferred human resource. Based on the findings, it is evident the two 

case companies incorporated different mechanisms to integrate different human resource 

practices within the Nigerian subsidiaries. In doing so, these integration mechanisms were found to 

be more effective when used together. For example, formalised human resource policies aided the 

adoption and diffusion of individualistic practices (Poutsma et al., 2006) such as performance 
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appraisal, merit rewards, and personalised training. Such practices were diffused and monitored 

through information-based mechanism (Belizon et al, 2013) such as the implementation of human 

resource information system (HRIS). However, with the desire to achieve human resource 

practices integration across all units, the evidence pointed toward the use of centralised human 

resource system and people-based practices such as expatriates transfer, international mobility 

and cross-transfer of knowledge. Within the two case companies, the evidence showed that there 

was some degree of variation between the two cases. While the data collected do not allow this 

study to generalise the findings, the practices adopted in the Nigerian subsidiaries suggest 

discretionary convergence to Westernized human resource practices. 

 

7.2.2 Research objective II  

 

To understand the nature of HR policies and practices used to manage the workforce in the 

context of Nigeria oil and gas sector. 

This objective also addresses part of the research gap concerning the extent of variation found in 

human resource practices. The research took a closer look at two European MNCs subsidiaries’ 

patterns of diffusion of combined human resource practices. In doing so, this sought to address the 

variations of human resource management used at the workplace as organisations aim to achieve 

productivity and competitiveness from its human capital. The researcher found some considerable 

variations in the patterns and characteristics of human resource practices diffused. However, the 

study found out that there are also some company level and country-level factors which are 

associated with the diffusion of human resource practices within the Nigerian subsidiaries.   

While there is clear evidence for the convergence of human resources practices by the two 

European MNCs and their Nigerian subsidiaries, it is evident that different practices are being 

disseminated in order to enable the workforce to achieve the set goals and efficiency. The 

continuity of success contributes to the integration and incorporation of performance-oriented, 

global best practices (Tayfur, 2013) and best-fit practices (Boxall and Purcell, 2016). The study 

showed that the two European companies’ subsidiaries are actively pursuing different human 

resource practices, some with individualistic elements and others with mutual rewards schemes.  

 

For example, the design of the performance management system shows how the parent company 

desires to achieve internal coordination for strategic purpose, by transferring the same elements of 

the performance management system and practice to their Nigerian subsidiaries. However, due to 

societal norms and values, senior management made a strategic decision to adopt performance 

measures based on team performances. Such evidence is prevalent in MNCs operating in Sub-

Saharan African countries. As opposed to Anglo-American MNCs, where employee performance is 
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measured individually, emphasising individualism and anti-collectivist labour regulation, as a 

critical characteristic of USA formal institution (Ferner and Almond, 2013; Edwards et al., 2019). 

 

It was found that HRM practices applied to the Nigerian subsidiaries differ among the different 

employee groups (Taylor et al., 1996). HRM practices for senior managers, executives and 

professional staff were usually designed at headquarters and implemented in subsidiaries with or 

without additional adaptation. In this study, managerial and professional employees training 

programs, and international mobility practices were all diffused from the parent companies and 

were challenged with some limitations to integration.  

 

A lack of infrastructure in the Nigerian educational system made the Nigerian subsidiaries of 

European MCNs to provide additional training programs to counterbalance this weakness. It was 

found that the weak educational system, collectivism and high nepotism in the country provoked—

hiring through personal connections. Additional host country effects influenced compensation 

practices as individual employees had the right to wages negotiation. It was found that the Nigerian 

oil and gas industry shows a high rate of wage differentiation. 

 

 The present investigation provides clear evidence of HRM practices adaptation by contributing to 

the debate on global HRM integration (Taylor, 2006) and the increasing variations of HRM 

practices (Edwards et al., 2016). The increase in adaptation of HRM practices provides MNCs with 

a balanced option between global standardisation versus localisation (Ferner and Almond, 2013). 

In other words, there is a strong presence of differentiation of HR system because of institutional 

constraints, highlighting cross-national variation of HRM practices. These findings suggest the 

usefulness of an institutional approach to management because it facilitates strategic opportunities 

to be exploited during the HRM system configuration (Clark and Lengnick-Hall, 2012).  Although it 

is assumed that these are standard HRM practices in MNCs, the Nigerian subsidiaries specifically 

adopt these HRM practices as part of a planned decision-making process to maintain the 

subsidiaries’ competitiveness. The use of Taylor et al. (1996) exportive and integrative strategic 

guidelines is strictly a strategic decision, and this came out as a stronger influence on HRM 

diffusion. 

 

7.2.3 Research objective III 

To analyse the factors that might influence HR practices due to institutional features.   

The influence on the two subsidiaries of European-based MNCs was from both the company level 

and country level. These factors are relevant as they are associated with the transfer and diffusion 

of human resource practices. This study was able to explain the extent of influences from the 
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company and country-level factors on the diffusion of human resource practices. The factors 

include industrial characteristic, transfer of knowledge in terms of human resource core 

competencies, and MNCs ownership structure. In the Nigerian context, labour laws, trade unions in 

terms of collective bargaining and local standards and values were demonstrated as factors that 

impact on subsidiaries human resource practices. The findings from this research seek to define 

relevant factors at different levels that influence the choice and elements of human resource 

management practices. The findings in general points toward a combined effect, which is quite 

complicated, however, this supports (Kostova, 1999; Kostova and Roth, 2002) argument of 

“institutional duality” that both the parent country and host country institutional context impact on 

MNCs HRM practices. These factors seriously influence the configuration of HRM practices 

diffused, for example, the laws governing collective bargaining is active in the Nigerian oil and gas 

sector, so there is low adoption of individualistic practices. In addition, the strategic importance of 

HRM has been recognised as there was a push to incorporate transferred practices within each 

Nigerian subsidiary. 

This research shows a strong impact by regulatory bodies on the adoption of HRM practices. 

Nonetheless, the findings have also shown that workers cultural-cognitive process, including their 

conduct, beliefs, behaviour and values has a substantial effect on the degree of HRM practices 

internalisation. This finding is critical, as it shows that managers and employees perception plays a 

crucial role in HRM practices adoption and adaptation. Local managers views are deeply rooted in 

their values and belief, which ultimately reflect in their behaviour, in this case, the internalisation of 

HRM practices. The role of MNCs’ subsidiaries managers has helped to explain the pattern and 

process of human resource practices dissemination, and this study is one of the first to address the 

strategic managerial role within the Nigerian context. It supports the argument brought forward by 

Bos-Nehles et al. (2017) that managers play a vital role in the actual implementation of transferred 

HRM practices. 

Among the personal factors that impact on the Nigerian subsidiaries’ HRM practices, this research 

revealed that in Nigeria, the leadership style is very hierarchical, personal seniority issues hinder 

certain HRM practices enactment. Personal level factor influences the hiring, performance 

evaluation, and knowledge sharing process as there has been evidence of tribalistic behaviour and 

favouritism issues among managers and employees. Lack of intercultural communication at the 

personal level influence HRM practices implementation. In addition to the personal factors in 

Nigeria, women are generally discriminated when it comes to career-orientation, which complicates 

the diversity efforts during the implementation of HRM practices. It was also observed that 

employees in Nigeria had personal seniority and distrust issues concerning performance feedback, 

as some felt that their managers were not objective, and younger managers lacked respect for 

elders.  
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7.2.4 Research objective IV 

 

To examine the role played by HR and line managers in the implementation and configuration of 

HR policies and practices. 

 

The findings from this study provide first-hand knowledge of the role international HR managers 

and local managers play in the diffusion of human resource practices. The findings from the 

interviewees’ account revealed managerial strategic choices when dealing with local conditions 

that affect the diffusion of human resource practices in the workplace. Closer conversations with 

the Nigerian subsidiaries’ managers have helped the researcher to explain how these managers 

navigate the conflict between local institutional needs and the pressure from the parent companies 

to adopt their regulated practices. These findings support the long-standing literature that 

advocates for the managerial agency and their strategic reaction not only to local demand but also 

the concurrent pressure from parent companies as they implement human resource practices 

(Oliver, 1991; Kostova and Roth, 2002; Edwards et al., 2007; Ferner et al., 2011). 

 

The evidence found demonstrates the role of actors’ agency. The high degree of difference found 

in the HRM practices adoption and diffusion in the Nigerian subsidiaries is an outcome of the 

managerial agency. Given the strategic importance of HRM, senior managers make strategic 

decisions by initiating, adopting and implementing changes to HRM practices. The evidence shows 

that managerial agency is crucial, as the Nigerian subsidiaries’ HR managers and line managers 

resist coercive pressures from both the local institutions and the parent company concerning HRM 

practices adoption and implementation. The managers challenge the existing policies and bring 

about changes to the HRM practices implemented (Edwards et al., 2007; Battilana, Leca and 

Boxenbaum, 2009). The Nigerian subsidiaries’ managers strategically respond to both company-

level and country-level influence by being proactive and reactive (Fenton-O’Creevy and Wood, 

2007; Oliver, 1991). However, the finding shows that the more autonomous subsidiaries are the 

more they are exposed to host country effects.  

 

The evidence shows how senior local managers find ways to resist regulatory bodies prohibition 

concerning hiring practice, wages changes and employee voice practices. However, at the 

company level, it was found that some HR policies and practices conflict with local managers’ 

interest as the parent company aims to achieve complete control and global HRM integration, by 

issuing guidelines that conflict with local employees believes and values. These managers pursue 

their interest by resisting these policies and practices; for example, individualised pay-for-

performance and variable pay. 
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7.3 This study's significance 

 

This study is important as the researcher addresses issues relating to people management 

practice in the workplace. Multinational companies are well established to disperse significant 

HRM practices which allow their workforce to be efficient and competitive, and these practices are 

discussed in this study. This study explores different factors associated with the diffusion of human 

resource practices of European MNCs within their Nigerian subsidiaries operating in the oil and 

gas sector. It was essential to identify the different factors at the organisation and country-level 

impacting the implementation and dissemination of human resource management practices, as 

this helped us to appreciate the variety in HRM practices used to manage the workforce within the 

Nigerian context. The importance of local conditions, such as the cultural-cognitive process for 

managers, must be taken into account when adopting and disseminating HRM practices. Also, in 

this report, the researcher examines the managerial role in incorporating human resource 

management practices that have significant impacts on workforce effectiveness (Oliver, 1991). 

From a subsidiary level viewpoint and focused on qualitative data, this research strengthens our 

interpretation of the broader literature on the integration and differentiation of HRM approaches 

(Tayfur, 2013; Kaufman, 2016).  

7.4 Research contribution 

 

The thesis is expected to contribute to strategic international human resource management 

(SIHRM) research and literature. This study adds Nigeria to the international debate on the topic 

area, by critically analysing MNCs diffusion of human resource management policies and practices 

within the context. Empirical data are taken from two European multinational companies operating 

in the Nigerian context. This is very valuable because European MNCs are known to transfer 

value-added human resource practices. Research data was used to understand the pattern and 

process of dissemination of human resource practises and possible variations that may arise 

through implementation. The study attempts to establish whether the variability observed is due 

solely to the impact of the Nigerian Institutional climate. Existing research on the dissemination of 

human resource practices mainly investigates the activities of Western, developed, and emerging 

MNCs focusing on the parent company. This research focuses on MNCs subsidiaries and 

examines the different attributes and factors associated with the transferred and diffused human 

resources practises. 

 

The analysis is based on a theoretical framework that views human resource management 

practices as value-added innovation that companies need to adopt in order to be effective and 
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competitive. The international HRM literature notes that MNCs subsidiaries are sometimes 

obligated to follow the parent company practices because they desire to imitate their way of 

managing their employees. In this respect, strategic IHRM literature examining HRM practices in 

MNCs have limited their investigations to broadly explain standardisation and differentiation of 

HRM practices without specifically analysing how variation occurs (Farndale, Brewster, Ligthart 

and Poutsma, 2017). Hence, most recent SIHRM studies (Edwards et al., 2016) have advocated 

for studies that analyse variations in specific practices and nationality, but with caution as there are 

extreme similarities in institutions across countries in the same region. Interaction with the host 

institutional environment can also influence the process of implementing human resources. 

Understanding the factors affecting human resources adoption is important for us to understand 

the variation that occurs during implementation. In this context, this study has taken a step further 

to investigate specific human resource practices and their elements. The researcher also tried to 

compare each individual HRM practice with its combined effects on the workplace. In doing so, this 

study also contributes to institutional literature concerning HRM in MNCs. 

 

In the Nigerian context, this study applied Taylor et al., (1996) strategic IHRM concept and neo-

institutional theory to fully comprehend the diffusion of HR practices. By Combining these theories, 

this study contributes to the SIHRM literature and adds to our understanding of how company-level 

and country-level factors influence MNCs subsidiaries’ HRM practices. This study has viewed the 

transfer and diffusion of HRM practices from different perspectives going beyond existing studies 

(Osland and Osland, 2005; Mamman, Baydoun and Adeoye, 2009; AI-Husan, AI-Hussan and 

Perkins, 2014; Horwitz, 2014) by not just identifying country-level, but how each factor influenced 

the diffusion of HRM practices. It was found that the adoption and diffusion of HRM practices 

varies only partially across the two companies, and institutional constraints cannot fully explain the 

variation that was observed. Rather than dismissing an institutional influence completely, the 

researcher argues that institutions can promote certain practices at the subsidiaries level, but the 

strategic importance of HRM practices within the two European MNCs determines the transfer and 

diffusion of each practice. This finding is novel and different in a way as it shows that the cross-

national transfer of HRM practices is a strategic process. A wider range of concepts were used in 

this research and this added value to the study of human resource practices in the context of 

Nigeria. 
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Table 16: Contribution to theoretical knowledge 

 Description  O&G-N-Co O&G-IT-Co 

Confirmation This research applied Taylor, Beechler and Napier (1996) 

strategic integrative framework to examine MNCs IHRM 

approach. 

The concept and framework are still applicable and can be used 

in many contexts to consider MNC strategic approach to IHRM. 

Integrative orientation  Exportive orientation  

Neo-Institutional literature was used to examine contextual 

factors that might affect the adoption of HR practices.  

Institutional is applicable to the study of IHRM and can add value 

to our understanding of contextual factors that shape 

management practices.  

Key regulations, norms, societal 

culture is relevant and shape HRM 

practices 

Main laws, standards, social culture 

are important and impact on HRM 

practices. 

Extension This study extended the conceptual integrative paradigm of 

Taylor et al., (1996) to analyse the methodology of IHRM MNCs 

and the researcher argued that an added construct of 

Manipulative orientation.  

Manipulation as an added construct, focus strictly on the 

diffusion of local human resource practices that are similar to the 

parent company practices. In this case, MNCs subsidiaries 

transform their HR practices by manipulation both parent 

company practices and local practices to create synergy. That is, 

the diffusion of HR practices which combines only acceptable 

elements to create new HR practices. In this scenario, the 

transfer may be major or minor, but local managers adopt HR 

practices and manipulate its elements to suit the local context. 

Manipulative construct  Manipulative construct   
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Kim et al. (2003) and Liu (2004) concepts were used to narrow 

down the underlying process of HRM transfer and integration.   

Strong use of formal and informal 

mechanism, centralised, formalised 

Socialisation, networking, 

expatriate transfer,   

Knowledge transfer. 

Strong use of formal and informal 

mechanism, centralised, 

formalised, 

Knowledge transfer  

Socialisation, networking, 

expatriate transfer.   

The analyst focused beyond the firm's background and how 

social inclusion affects HRM practices. 

This study examines the factors shaping HRM policies and 

practises in individual companies and their contexts and in 

Nigerian institutional systems (DiMaggio and Powell,1991; Scott, 

2008) 

Socio-cultural aspect remain 

valuable, precisely personal-level 

values and belief and this area 

need more analysis  

 

Strong factors like nepotism, 

favouritism, tribalism and 

paternalistic behaviour are present 

Socio-cultural values remain very 

important but personal values and 

convictions need more analysis. 

 

High influences such as nepotism, 

favouritism, tribalism, and 

paternalistic conduct are present. 

Actors (human) agency strategic response concept was used to 

examine managers response to institutional pressure (Oliver, 

1991; Paauwe, 2009; Boon et al., 2009; Ferner et al., 2011).  

These literatures added value to the understanding of managers 

role in the implementation of HRM practices  

Taking an actor-centric approach 

toward the adoption and adaptation 

of HRM practices 

 

Local managers play significant role 

by being proactive to local 

institutional influences. 

This research used the framework of (Clark and Lengnick-Hall, 

2012) to analyse strategic opportunities and exploitation of the 

workforce in the Nigerian context.  

Using this concept, this research broadened the scope of 

present research into the transfer and dissemination of human 

resource practice to a new context. 

 

The Nigeria subsidiary took 

advantage of the context and 

adopted valued -added Human 

resource practices.  

The Nigerian subsidiary considers 

local conditions as the HRM 

practices created and diffused add 

value to the workforce in the 

workplace. 

Source: Researche
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7.5 Research limitations 

 

The current research had some limitations, which are important to acknowledge and address in 

future studies. One primary area of limitation in this research concerns gaining unlimited access to 

companies during the data collection. In Nigeria, many scholars have reported that gaining access 

to vital companies for information and research data is very challenging, as there is restricted 

access to sample size and disclosure of the needed information. In this study, the research 

participants and case study companies wish to remain anonymous, and information relating to the 

companies (documents, website and other artefacts) to be kept confidential. Revealing such 

information may unveil the identity of the companies and participants; as such, they were not 

mentioned in this research. 

 

The scope of the research is limited to two case companies operating in the same industry within 

the Nigerian context. Exploration of human resource management practises diffusion and 

efficiency difference in Nigeria, and other western African countries will provide more insight into 

how HRM contributes to human capital in the region. Such research will provide an understanding 

of the difference in management practices used to manage the workforce, which drives efficiency 

and competitiveness. Through observing the differences in HRM activities across West African 

countries, HRM researchers will define regional institutional factors that lead to a disparity in HRM 

across countries. In addition, Strategic IHRM literature has argued for the variability in 

management practices (Guest, 2011), across different employee groups (Taylor et al., 1996; 

Guest, 2011). The research could gather data across levels of different employees’ as well as 

across MNCs and domestic firms. This evidence can lead to our interpretation of regional 

management practices in the workplace. 

 

Finally, concerning the generalisation of the study, this research did not include MNCs and their 

affiliates from different countries, regions and industries, for example, banking, telecommunication, 

and manufacturing. It is critical to consider other countries in the same region and other industries 

for generalisation of the research findings (Collings and Clark, 2002; Thite et al., 2011). However, 

the inclusion of other alternatives could have resulted in different interpretations because actors 

from these organisations and countries have different experiences.  
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7.6 Possible Avenue for future research  

  

This research has contributed to the understanding of transfer and diffusion of HR practices in 

MNCs operating in Nigeria. However, the researcher observed several avenues for continued work 

to extend and advance the literature in developing countries. International HRM researchers would 

benefit from empirical research, which focuses on changes, in the MNCs business setting and how 

it influences the transfer and diffusion of HRM practices. Further studies can use longitudinal 

method (De Menezes, Wood and Gelade, 2010; Creswell, 2013), by collecting data over a period, 

such studies would help provide insight into processes of before and after transfer. Also, a 

replicate of this study can be conducted using data from another country’s MNCs to complement 

the findings from this study.  

  

For methodology, exploratory and explanatory qualitative case study research is the dominant 

method used by researchers investigating transfer and diffusion of HRM practices (Thory, 2008; 

Edwards and Tempel, 2010; Chung et al., 2014; Haddock-Millar et al., 2016). Comparatively, few 

quantitative researches have been recorded (Edwards et al., 2015) and quantitative survey 

(Myloni, Harzing, and Mirza, 2007; Chiang and Birtch, 2010; Ahlvik el al, 2016). While qualitative 

studies provide an in-depth understanding of HRM practice transfer issues in MNCs, it does allow 

for generalizable empirical findings. The researcher argues that further theory-driven quantitative 

and mixed-method research is needed to test the existing prediction, such as the effectiveness of 

HR practices transfer and its linkage to the firm’s performance.  

 

This study has shown evidence that national institutions influence HRM practices but do not 

determine the transfer and diffusion of HRM practices. Of course, the findings from this study 

cannot be generalised across all areas of HRM practices, or to all other African countries, and the 

researcher acknowledges these limitations.  In this respect, it will be useful to extend the range of 

countries in future research. A logical extension to this analysis would be to extend it to other 

African countries. This would present the opportunity to consider other African countries in their 

social setting and compare them with foreign MNCs. Another extension would be to examine 

developing, emerging, and transitional market economies applying Western management 

practices, which have received and supported foreign direct investment. In conclusion, this study 

has provided meaning and understanding in the area of International HRM concerning the transfer 

and diffusion of HRM practices to Nigerian subsidiaries. This research adds to original knowledge 

and further research conducted in the area of strategic IHRM in Africa, and particularly Nigeria. 
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Appendix A: Interview process  

  

Research Project: The transfer and diffusion of Human Resource (HR) Practices of two 

multinational companies (MNCs) to their subsidiaries in Nigeria.  
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Introduction  

  

Thank you for partaking in this research, the purpose of this research is to understand and 

interpret the transfer and diffusion of human resource management practices from the parent 

company to its Nigerian subsidiaries.  

  

Ethical concerns 

  

The information gathered from this study is considered confidential, as such, your company’s 

name, your names, and any personal information will not be disclosed. In the process of writing up 

the research thesis, all information regarding the companies and each participant will be coded. 

The data gathered in the process of this research will not be passed to any third party.  

  

Interview questions outline  

  

Introduction-general information about interviewee: 

  

Interviewee’s Gender: Nationality: Current position in the company: Years spent and Academic 

background and qualification. 

  

Please, can you state your job title and educational qualification? 

  

How long have you been working in this organisation? 

Can you please tell me more about your current position and your years of experience in this 

position? 

                                                       Section A 

  

As part of understanding the reason behind the transfer of HRM practices, it is necessary to 

gather information about the multinational company’s business strategy. 

  

Subsidiary business strategy: company’s general information  

  

How would you describe the ownership structure of this company? 

  

How would you describe this company’s mission/vision statement, and what is this company’s 

targeted business area? 
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Can you please describe this company’s management structure? 

  

How would you describe the process of deciding this subsidiary’s business strategies? 

  

How involved is this company’s headquarters in developing the business strategy for the Nigerian 

subsidiary?  

  

How does the subsidiary business strategy in Nigeria fit with the overall corporate business 

strategy in headquarters? 

 

Probing question  

To what extent does the head office strategy affect the business strategy in Nigeria? 

How would you describe the relationship between the Nigerian subsidiary and other subsidiaries 

elsewhere in the world (integration vs differentiation)?  

 

HR strategy and its alignment with the company’s business strategy  

  

Is HR involved in the formulation of corporate strategy? And how does HR contribute to the 

company’s business strategy? 

  

How does HR planning align with this company’s business planning?  

From your experience, how would you describe the HR role in ensuring that the company’s 

business strategies are achieved?  

  

How would you describe HR involvement with other functional departments? 

  

The researcher is interested in the HRM practices and policies that originated from the 

headquarters. The company’s planning process toward subsidiary HRM system, the extent 

of similarities between head office and subsidiary HR practices, particularly, recruitment 

and selection, training and career development, performance management, reward 

management, and internal communication and employee voice, the degree of HR practice 

implementation.   

  

How would you describe your organisation’s HR function, vision and people management 

strategy?        

  

Can you tell me a bit more about this company’s overall strategy, concerning human resource 

management and development? 
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How would you describe the relationship between headquarters and the Nigerian subsidiary? 

 

Can you describe what role this Nigerian subsidiary play in the organisation as a whole? 

Does this Nigerian subsidiary hold power over any of these areas? 

 

1. Resource allocation  

2. Decision making concerning HR functions 

3. Management structure  

 

Probing question 

How dependent is the Nigerian subsidiary on headquarters for resources such as capital 

investment, technology, management expertise, and business or contract lobbying?  

 

How would you describe the decision-making responsibilities of this company? Does HQ delegate 

decision-making responsibility? 

 

If yes, to what extent, who decides on the HR budget? Capital investment? Who decides on hiring 

senior management staff, pay increase?  

 

Would you describe the role, responsibility, presence of expatriate managers in this subsidiary?   

 

Would you describe the decision-making responsibility as centralised, or decentralised, are 

decision-making responsibilities delegated to the Nigeria senior managers? 

 

 Is there a balance in the decision-making process between headquarters and this subsidiary? 

                                                   

                                                     Section B 

 

To what degree do HRM practices of the subsidiary resemble that of the parent company and the 

host country HR practices?  

 

How would you describe this company’s HR policies set-up?  

Who is responsible for formulating HR strategies, policies, and practices, please give examples?  

 

How would you describe the HRM practices in this subsidiary? 

 

Are the practices more like the headquarters HRM practices? 
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 Or would you describe the HRM practices as the same with other local Nigerian companies?  

 

Who monitors the Transfer of HR policies and practices between the headquarters and the 

Nigerian subsidiary?  

  

Probing question  

  

To what extent does this subsidiary rely on headquarters for written policies, guidelines and rules 

and decision-making process?  

 

How would you describe the HR policies and practices in the Nigerian subsidiary? 

Does this subsidiary use the same HR policies and practices as HQ? 

 

 If no, how different are these policies and practices?  

 

How would you describe these HR policies and practices, as global HR policies and practices, do 

these policies and practices apply to all countries and regions?  

 

Again, please feel free to give examples.  

 

Is there a direct relationship between this subsidiary and headquarters? If yes, please describe the 

relationship, if No, why? 

 

Would you describe this subsidiary’s relationship to headquarters, as indirect, or communication is 

through the general manager, regional office or international division?  

 

Please feel free to express your experience. 

 

                                            Section C 

 

This part focuses directly on transferred HR policies and practices. 

 

Are the policies and practices implemented in this subsidiary based on the same standard in all 

units?  

If yes, which HR policies and practices are based on parent company standard? 

Are there guiding principles or instruction for implementation?  
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If any issues arise during or before implementation, how are these issues handled? 

 

Do headquarters interfere? 

 

How would you describe the extent of autonomy given to senior managers in Nigeria to adapt HR 

practices? 

 

 Does the Nigerian subsidiary need headquarters permission before making any changes? 

 

Do managers in this subsidiary have complete autonomy to make the changes?  

 

In your view, is it better to formulate HR practices locally? 

 

Has any HRM practice been formulated locally?  

 

Probing questions  

 

Please, can you give some examples of HRM practices that are more like or from headquarters 

and those HR practices that are same with other local companies? 

 

 How would you describe the communication channels between Headquarters and the Nigerian 

subsidiary? 

  

In terms of communication, how frequent is it with headquarters? 

  

Probing question 

  

Face to face meeting, video conference, emails  

  

From your experience, how do you perceive the extent of similarity between the current subsidiary 

HR practices and the HR practices found in this company’s head office, please give examples for 

each HR practice? 

  

Can you briefly describe your experience during the interpretation and implementation process of 

the transferred practices and policies from HQ? 

  

How would you describe the intended similarity in HRM practices between your corporation’s head 

office and this subsidiary’s HR practices?  
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How similar would you like the current HRM practices for managers and key professionals of this 

subsidiary to be, compared to the HR practices used in corporate head office? 

  

Delving deep into this area, can you describe the gaps in the intended practice, based on the 

similarities and differences found in the implemented HR practices?  

What are some of the key indicators of the similarities and differences? 

 

 Please give examples of each of the HR practices. 

 

                                               Section D 

  

Institutional aspects, HRM policies and practices and role of managers  

 

What are the main factors that influence the nature of the HR policies and does this apply to all 

subsidiaries, or is it unique to the Nigerian subsidiaries?  

 

In your opinion, do you think senior headquarters managers understand the Nigerian culture, 

employment laws, economic and political situation?      

 

How would you describe the level of trust, dependency, joint activities between the Nigerian 

subsidiary and headquarters? 

  

This section focuses on the understanding of the Nigerian and the organisation 

environment, how it influences the implementation of HRM policies and practices.  

 

How would you describe the role of different actors involved in the implementation process of the 

transferred HR policies and practices? 

  

What is the role of the line manager in the implementation process?  

  

Now delving deep into the area of influence, we are going to discuss further the challenges 

or factors that impact on or shape the HR practices transferred from head office.  

  

As this organisation implements HR practices, what are some of the main factors you put into 

consideration, which may enable or constrain, the successful implementation process? 
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How would you describe the different constraints and opportunities in Nigeria, that affect the 

implementation of HRM policies and practices in your organisation? 

  

How does this company’s HR practices fit in with the Nigeria peoples’ employment, legislature, 

values and norms? 

  

Regulatory, institutional mechanism  

 

How does the Nigerian government enforce employment laws and does labour legislature impact 

on the implementation of the transferred HR policies and practices? 

 

Concerning people management practices, how would you describe the influence of the Nigerian 

government employment laws changes? 

 

Does this subsidiary obtain approval from the government before making changes to HR policies 

and practices?  

 

What are the legal issues you keep in mind when implementing HR policies and practices? 

 

How does the Nigerian government monitor and enforce the laws relating to employment 

practices? 

 

What forms of employee representation exist in this subsidiary?  

 

How many trade unions are recognised by this subsidiary? 

What is your opinion of trade unions?  

 

How would you describe the involvement of Trade unions in the implementation of the transferred 

practices and policies? 

 

In this subsidiary do you have any idea of the percentage of employees who are members of trade 

unions/staff associations?  

  

Normative mechanism  

  

It is my understanding that most of the employees in this organisation are professionals; how does 

this affect the HR practices used in managing these professional employees?  
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Do you think the top management’s attitude towards human resources affect the implementation of 

human resource practices in this organisation, and how do they influence these practices? 

  

How would you describe the attitude of the parent company and top management in dealing with 

HRM and employment relations issues in Nigeria? 

  

What is your opinion of the management style of this company? 

  

Based on your experience, how does society (local culture) influence the HR practices found in 

your organisation? 

 

Probing question 

Please give an example of HR policies and practices in your organisation that is influenced by the 

host society norms? 

 

How similar are your company’s HR practices to other companies from the same industry? 

 

In your opinion, how would you describe the effectiveness and competitive advantage of 

implementing similar best practices in your organisation?   

  

Cultural cognitive institutions mechanism 

How would you describe the local factors peculiar to Nigeria, that influence the nature of HRM 

practices adopted and implemented?  

Is there any influence from the Nigerian people culture, values, and norms? If yes, please give an 

example of how it affects the implementation of HR practices.  

 

How would you describe, your values, beliefs and norms and how it affects the decision you make 

when dealing with HR issues?  

From your personal experience, how do Nigerians attitudes and behaviour affect the HRM 

practices used in managing them? 

 

What are the strategies used to deal with institutional pressures? 

  

How does your organisation respond to these constraints during the implementation of the 

transferred HRM policies and practices?  

 

How would you describe the types of strategies employed to deal with challenges with regards to 

HR policies and practices implementation?  
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What is your opinion of the strategies used to deal with Nigerian employment issues?  

 

Are these strategies effective on the local political influence, economic uncertainty, cultural 

traditions and customs, social structure, legal system, strict labour laws in the country, instability of 

the environment, educational systems, and Nigerian people work attitudes? 

What strategies or plans do this company have in place to deal with cultural/ social/ political 

influence on this company’s HR practices?   

In implementing these strategies or plans, to deal with cultural/social/political/ economic situations, 

do you think these HRM policies and practices ought to be adapted to fit in with the Nigerian 

environmental factor? If yes, why? 

What is the purpose of adapting the HRM practices to fit with the Nigerian environmental factors? 

Probing questions  

Is it because of efficiency or legality? 

                                                             Section E 

  

Knowledge about HRM practices  

  

Recruitment and Selection 

  

How would you describe this company’s approach towards recruitment and selection of viable 

talents? 

What are the recruitment procedures used in the company?  

How would you describe the recruitment and selection process in this company, is it same as 

headquarters set processes or the same as that of other local companies?    

Is the process of recruiting and selecting candidates similar across the company’s global 

operations, if No, Why? If yes, How? 

Are line managers involved in the recruitment and selection process? 

Are 

Does the company’s recruitment and selection process follow the Nigerian government 

regulations? 

 How does this company deal with government restriction on employing foreign experts? 

How does this company fill its vacant positions?  

Are the candidates hired from abroad, within the company, only or just from host communities?  

Are there any differences in the process of hiring senior managers, graduates and experienced 

candidates? If yes? How and why? 

 

Probing question 
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How are senior managers hired, from within the company or externally? 

Are the policies and processes of recruitment and selection in Nigeria different from 

headquarters?  

 

If faced with any challenges while implementing recruitment and selection policy and practice, to 

what degree are you free to adapt this HR policy and practice? 

 

Training and development 

  

In your opinion, how would you describe this company’s approach toward training and career 

development in general?  

  

How are the training procedures carried out and decided?  

Is it advised by the central HR department or by individual departments? 

  

Who is responsible for training needs analysis? How often are employees’ training needs 

accessed? Every six months, yearly, or based on recommendation only? 

Where is the training done? Locally or internationally? Within the company’s facilities or externally? 

Who decides the nature of the training procedures? 

What are the most used training techniques, please give examples? 

Is the training for managers different from those of non-managerial positions?  

How would you describe the training procedures for engineering and technical staff?   

Who decides the company’s training and learning budgets?  

Is there a specific budget for managing engineering and technical staff? 

Who decides which employee partake in training and learning programs abroad? 

In your opinion, do you think the management style of this company reflects a commitment to 

learning and career development practices? 

How would you compare the training, learning and development opportunities in this company to 

that of other companies, operating in the same sector? 

Is the training and development program similar to HQ and other subsidiaries programs, or is it 

different? And why? 

  

Delving deep into this area a bit more, what type of training and development policy and practices 

do this subsidiary use? Is it similar to headquarters and all other subsidiaries? 

  

What content of the training and development policy and practice were adapted to suit local 

conditions? 
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If faced with any challenges while implementing training and development policy and practices, to 

what degree are you free to adapt this HR policy and practice? 

  

Performance management  

  

How would you describe the current state of performance management in this company? 

Who is responsible for setting performance measurement criteria?  

Is the measurement criteria and instrument used similar for all employee groups or specific?  

Who is responsible for carrying out the performance appraisal?  

How often are the employees’ performance appraisals carried out? 

What are the key factors that drive the performance appraisal?  

What decisions are influenced by performance evaluation? 

Probing questions  

Is it used for identifying each employee training needs, for the pay increase, promotion, or what are 

the main objectives, please give examples?  

How is performance evaluation carried out and what type of information and data are collected?  

Have there been any significant changes in this company’s performance management system?  

What influenced these changes?  

Who is responsible for making changes in performance management practices? 

How would you interpret this company’s performance management system?  

If faced with any challenges while implementing performance management policy and practice, to 

what degree are you free to adapt this HR policy and practice? 

 

Delving deep into this area a bit more, what element is similar to headquarters or all other 

subsidiaries? 

 What content of the performance management policy and practice were adapted to suit local 

conditions? 

 

Have there been any specific issues due to the changes in the performance management system? 

If Yes, please explain?  

 

  

Compensation and benefits practices 

  

How do you perceive this company’s remuneration package? 

  

How are each employee compensation and benefit determined? Is it based on the job description, 

performance or seniority? 
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How would you describe this company’s pay structure?  

  

Is it based on seniority, if Yes, what is the grading structure? Is it similar to headquarters and other 

subsidiaries globally or unique to the Nigerian context only? 

  

If tied to performance, please explain how and what influenced the decision to link pay to 

performance? 

  

Are there any newly introduced incentives such as (bonuses, commissions and other forms of 

rewards)? 

  

When was this introduced, and what is the reason for the changes?  

  

Do you think the present economic situation in Nigeria, for example, recession, lower oil prices and 

political uncertainty, affect each employee bonuses, and other incentives? 

  

Are there any anticipated changes in the payment system? 

  

Are there any specific guidelines on pension contributions? If yes, please describe in detail? 

  

Are employees given the option to choose how they are paid? For example, fixed pay, variable and 

different fringe benefits? 

  

How involved is the headquarters in decision making regarding pay increase, bonuses and 

company stock sharing, are top managers at headquarters directly or indirectly involved? 

  

How would you describe this company’s payment policy and practices? Would you say it is similar 

to the central head office or identical to other local companies? 

  

Is this company’s policy compliant in terms of redundancy, termination, and death with Nigerian 

law, or is it based on head office guidelines?  

  

How does working patterns affect the pay structure of management staff, engineering and 

technical staff?  

  

How do you claim overtime? Is there a fixed amount on public holiday payment?  
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If faced with any challenges while implementing payment system policy and practice, to what 

degree are you free to adapt this HR policy and practice? 

 

Internal communication and employee voice  

 

How would you describe the communication procedures used in this subsidiary?  

How often is HR involved in the meetings among workgroups or teams meeting? 

What other procedures are used for communication, please give examples? 

Have there been any changes in these communication procedures over the years? If yes, when 

did they change? Why? And to what extent? 

Probing question  

What are the reasons for the changes in these methods?  

Is there any new policy on communication? 

How would you describe the management style in this subsidiary? 

How does management deal with employment-related issues in this subsidiary? 

How often does this subsidiary conduct employee surveys, to address employee issues or gain 

insight into employee opinions?  

What other methods do this subsidiary use to collect employee opinions? Suggestion boxes, 

employee surveys?  

Probing question 

 What is the purpose of the surveys? What is it used for?  

What methods are used by management to consult with employees? 

 

Turning now to employee voice  

How would you describe the policy and procedures used in this subsidiary in term of employee 

engagement? 

Does this subsidiary have employee representative, other than trade unions? If yes, when were 

they introduced? Are meetings conducted regularly?  

Are there joint consultation committees between management and employees?  

Are there regular meetings (at least once a month) between managers, supervisors or team 

leaders?  

Are there regular meetings with employee representatives’ groups? 

Is there one-on-one consultation with each employee?  

Probing questions 

Terms and conditions of employment? Health and safety at work issues? Staffing capacity? Work 

procedures? Grievances? Employee creative contribution? Profit and bonuses? 

Since the introduction of employee representative committee, has union membership increased or 

decreased?  
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If faced with any challenges while implementing employee voice policy and practice, to what 

degree are you free to adapt this HR policy and practice? 
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Appendix B: Research participants’ details 

 

 Participants  

Labelling 

Gender Current job position  Job Tenure Qualifications  

1 O&G-N-P1 Male  Senior Vice president & Chief HR Officer (Expatriate) 20 MBA, B.Eng.,  

2 O&G-N-P2 Male MD/CEO 32 MBA, M.Sc ,B.Eng 

3 O&G-N-P3 Female  HR Service Lead, Policy/Benefit 13 SAP HR cert MCIPD 

4 O&G-N-P4 Male  Lead HR Planning 11 MBA 

5 O&G-N-P5 Male  HR Advisor-Transfers and International Mobility (Expatriate) 8 MBA, B.Sc 

6 O&G-N-P6 Male  HR Account Manager, MD/Country chair and Safety & Environment  12 MCIPD cert., B.Sc. 

7 O&G-N-P7 Male  Employee Relations/Industry Relations Advisor  16 MA, ACIPM, B.Sc. 

8 O&G-N-P8 Male  HR Manager Production/ offshore  12 MBA 

9 O&G-N-P9 Male  HR Advisor Learning, Leader Development 11 MBA, M.Sc. 

10 O&G-N-P10 Female  Lead HR Business Partner (Subsurface, Engineering & Production) 

(Expatriate) 

16 MBA, MA, B.Sc. 

11 O&G-N-P11 Female Senior Manager Talent, Resourcing & Development 8 Ph.D., MBA, MCIPD 

12 O&G-N-P12 Male  HR Manage IT 15 MBA, B.Sc. 

13 O&G-N-P13 Male  Gas and Energy Production Manager  8 M.Sc Eng., B.Eng. 

14 O&G-N-P14 Female  Lead Business Control and Compliance Monitoring (Expatriate) 18 MA, MS.c 

15 O&G-N-P15 Female  Graduate Trainee/Opportunity Development Centre Manager  11 MA, MBA. 

16 O&G-N-P16 Male  Senior Manger Reservoir engineering 20 M.Sc, MA 

17 O&G-N-P17 Male  Lead Manager Electrical Engineering 11 M.Sc Eng., B.Eng. 

18 O&G-N-P18 Male  Health, Safety and Environment manager (Expatriate) 16 M.Sc Eng., B.Eng 

19 O&G-N-P19 Female  Senior Manager Finance  22 MBA, ACCA, M.Sc 
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20 O&G-N-P20 Male  Principal planning/compliance Officer (Expatriate) 18 M.Sc Eng., B.Eng 

21 O&G-N-P21 Male  Production manager upstream 12  

22 O&G-IT-P1 Male  Vice President and Corporate HR Officer (Expatriate) 20 MBA, M.Sc, MA 

23 O&G-IT-P2 Male  HR Services &Information System Data Management Officer 16 PGDip., BS.c 

24 O&G-IT-P3 Female  HR Advisor E&P Division, International Mobility  16 M.Sc., B.Sc. 

25 O&G-IT-P4 Male  HR divisional Manager 20 MBA, M.Sc., B.Sc. 

26 O&G-IT-P5 Male  HR Manager-Africa International Mobility (expatriate) 18 MA, B.Sc. 

27 O&G-IT-P6 Male  Senior HR Business Partner  12 MBA, M.Sc, B.sc 

28 O&G-IT-P7 Female Senior HR Service Officer (expatriate unit) (expatriate)  18 M.Eng, MCIPD, B.Tech. 

29 O&G-IT-P8 Female  Senior Manpower Planning Officer 10 MBA, B.Eng. 

30 O&G-IT-P9 Male  Employee Relations Officer 11 B.Sc 

31 O&G-IT-P10 Male  Senior Recruitment Manager 13 MA, MCIPD, B.Sc. 

32 O&G-IT-P11 Male  HR Advisor Strategic Workforce Planning 12 MBA, MCIPD, M.Sc. 

33 O&G-IT-P12 Male  Deputy Division Manager SAP&SOX Compliance, Division of Joint 

Venture Finance and Control  

15 MBA, B.Sc, 

34 O&G-IT-P13 Male  Exploration Senior Manager 14 MBA, Geosciences Cert. 

35 O&G-IT-P14 Male  General Manager Finance and Control 17 MBA, M.Sc 

36 O&G-IT-P15 Male  Senior Manager Operation (Expatriate)  10 MBA, B.Eng,  

37 O&G-IT-P16 Male  Senior Manager Geosteering & Well Placement Engineer 

(Expatriate) 

16 MBA, B.Eng 

38 O&G-IT-P17 Male  Organisational Change Manager (Expatriate) 8 MBA, B.Eng. 

39 O&G-IT-P18 Male  Specialist Procurement & Strategic Sourcing (Expatriate)  10 M.Sc., B.Sc, 

40 O&G-IT-P19 Male  Lead Manager Electrical Maintenance 15 M.Sc., B.Eng 
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41 O&G-IT-P20 Female  Lead Manager Business Compliance /Head Health, Safety and 

Environmental Control 

18 MBA, M.Sc 

42 O&G-IT-P21 Male  Senior Manager Planning/ Engineering works  25 M.Sc Eng., B.Eng 

 

Source: Research notes and case companies’ documents 
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Appendix C: Initial inductive codes 

 

 

No- 

Initial codes Reference 

O&G-N-Co  

Reference  

O&G-IT-Co 

 

No- 

Initial codes  Reference 

O&G-N-Co 

Reference 

O&G-IT-Co 

1 Adapted practices   31 25 74 International development program 32 36 

2 Knowledge sharing  18 23 75 Skills development linked to university 

training program  

31 27 

3 Corporate culture   27 39 76 Competencies framework 42 29 

4 Human resource system  22 26 77 International mobility   

5 Nigeria employment law 39 31 78 Expatriates in senior management 

position 

25 33 

6 New Practice implementation  28 19 79 Hiring of locals’ initiatives   17 9 

7 Vision and mission   29 22 80 International transfer  27 24 

8 Subsidiary HR planning   21 25 81 Managerial control mechanism  9 15 

9 Professional value  32 28 82 Direct reporting channel to HQ 19 12 

10 Professional network  18 34 83 socialisation programs 13 23 

11 Cultural fit 27 11 84 Written code of conduct  27 34 

12 Employee cognitive attributes  13 5 85 Subsidiary degree of autonomy  39 9 

13 Labour union 26 21 86 Strict standard for HR policies and 

practices  

0 32 

14 Nigeria mentality  38 24 87 HR international strategy  12 21 

15 Recruitment and selection 43 29 88 Local work system  14 7 
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16 Selection criteria for potential 

employee 

31 44 89 Subsidiary retention rate 19 23 

17 Recruitment through personal 

contact 

3 39 90 Training 47 39 

18 Recruitment through corporate 

website 

21 29 91 Line managers recommendation for 

training 

41 49 

19 Outsource recruitment process  31 37 92 Induction weeks training program 27 22 

20 Succession planning  23 16 93 Line managers bias 17 9 

21 Senior managers bonus structure 17 22 94 Career development  32 39 

22  Employee referral practice  13 8 95 Coaching program   19 12 

23 Employment relations in Nigeria  11 19 96 Overseas training for specific skills 34 21 

24 Multiple interviews for selection 18 13 97  Structured training program for new 

graduates  

27 19 

25 Educational system  28 34 98 Specialised training program for newly 

employed experienced worker 

15 23 

26 Management guideline  21 33 99 Mandatory e-learning program 29 25 

27 Adopting new initiatives   19 25 100 Contract staff training  23 37 

28 Understanding the Nigeria 

business environment  

11 17 101 On the job-training  26 19 

29 Corporate HR philosophy  27 19 102 Industrial norms  7 0 

30 Compensation package  31 38 103 Talent management  27 23 

31 Complying with government laws 22 25 104 Organisational core knowledge  17 27 

32 Subsidiary employees bonus 

incentive 

13 8 105 Understanding cultural difference in 

Nigeria  

8 13 
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33 Grade level pay 15 7 106 Flexible working hours for offshore 

workforce 

19 25 

34 HR role within the organisation  31 37 107 Government rule on woman working 

night shifts 

13 6 

35 Line managers interaction with HR  42 36 108 Negotiating with trade union 

representatives 

32 27 

36 Leadership commitment 19 11 109 Building business relationship with 

Nigeria government  

7 0 

37 Collective bargaining  32 18 110 Having insider knowledge about 

cultural values  

5 0 

38 Ethical business conducts  31 22 111 Nigeria management style  19 7 

39 Corporate governance  38 29 112 Controlling nepotism and family 

relationship at work  

17 9 

40 Knowledge sharing  19 22 113 Dealing with bribery and corruption   13 19 

41 Implementation of HR practices  42 31 114 Differentiated gender role   19 7 

42 Organisational structure  23 30 115 Strong normative focus  4 0 

43 Articulated employee behaviour 

and attitude  

36 22 116 Nigeria work attitude  16 11 

44 Strategic opportunities  13 11 117 Work related values 29 38 

45 Cultural intelligence of senior 

managers   

19 15 118 Resistance from local managers and 

employees  

16 7 

46 Penalty for beaching employment 

laws 

7 16 119 Dispute tribunal and trade union 

involvement   

9 17 
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47 Compliance with head-office policy 

standard 

24 33 120 e-HRM linked to performance 19 34 

48 Translation of HR policies and 

practices   

14 21 121 Performance management 38 31 

49 High demand for skills 

specialisation 

32 41 122 Performance appraisal 42 39 

50 Delegation of HR practices 

implementation to line managers  

21 29 123 Feedback for performance   16 29 

51 Managerial commitment  47 32 124 Key performance index (KPIs) 26 19 

52 Shared company values  17 37 125 SMART 11 0 

53 Senior managers mind-set or 

cognition  

12 27 126 Employees survey  15 21 

54 Corporate HR system 36 32 127 Direct supervision  37 24 

55 Corporate social responsibility  17 11 128 Performance-related-pay  31 20 

56 Labour standard  20 16 129 Performance-based promotion 18 26 

57 Health and safety at work  19 23 130 Individual goal setting linked to 

company objective  

24 31 

58 Using scorecard 23 31 131 Integration of local practice to head 

office practices 

19 10 

59 Competency based framework 

linked to performance  

12 7 132 Decision-making authority  23 19 

60 High potential leaders  7 12 133 Organisational structure  13 25 

61 Holiday and sick pay   23 26 134 Matrix structure  7 0 

62 Pension scheme 29 31 135 Corporate HR role  11 17 
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63 Base-pay 24 21 136 Formal and informal control  7 13 

64 Understanding taxation  21 32 137 HR coordination process  11 18 

65 Redundancies package  11 15 138 Decentralised structure  10 3 

66 Short/ fixed term contract 29 22 139 Internal communication 22 27 

67 Diversity policy  12 26 140 Face-to-face meetings 32 39 

68 Discrimination policy  21 19 141 Intranet for communication and 

information sharing 

23 27 

69 Employing ethnic minority   9 13 142 Transferring new knowledge to Nigeria 

subsidiary   

32 41 

70 Indigenous local law 7 13 143 Integrated HR policies and practices  23 34 

71 Casualisation of workforce  13  9 144 Workforce planning  6 13 

72 Economic uncertainty  29 22 145 Career opportunities  17 11 

73 Industry policy  9 5 146 Cross-functional team 5 9 
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Appendix D: NVivo thematic mapping 
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Appendix E: Participant information sheet  

 

Participant information sheet                                                      

 

My name is Janet Francis Akhile. I am a research student studying at the University of 

Bedfordshire business school in the United Kingdom. My research project is about the 

transfer and diffusion of human resource (HR) practices of two multinational 

companies (MNCs) to their subsidiaries in Nigeria. I am interviewing several human 

resource management professionals and departmental managers about their managerial 

experience working in multinational corporations in Nigeria. 

 

This research project aims to investigate the transferability of human resource management 

policies and practices to multinational corporations operating in Nigeria. The scope of this 

research covers the elements in the Nigeria institutional environment such as culture, 

national and legal business system. The focus will be on the impact institutional environment 

has on multinational corporations (MNCs) human resource management policies and 

practices transferred from their home country. Furthermore, this study will examine issues 

relating to particular core human resources practices such as recruitment and selection; 

training and career development; compensation and benefits; performance management; 

and internal communication and employee voice and highlighting on the associated benefits 

of implementing HR transferred from the practices or local HR practices.  

 

If you decide to partake in this study, you will be interviewed for a period of 45 to 60 minutes. 

Taking part in this research is voluntary, the information provided during this research 

project will remain anonymous, and all information given will be confidential. All data 

collected will be stored and protected following the data protection Act of 1998 and will be 

disposed of in a secure technique. There are no known associated risks in taking part in this 

research. The rationale for conducting this research is to address a gap in the international 

human resource management literature relating to Nigeria and the West African region and 

thus providing context-specific understanding and knowledge of managing the organisational 

human resource.  Thank you for reading this information, please do not hesitate to ask any 

question regarding the above information provided for more clarification.  

Kind regards  
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Janet Akhile; akhile@study.beds.ac.uk 

Appendix F: Participant consent form 

PARTICIPANT CONSENT FORM.                                                                            

 

This form is to be completed by the participant.  

 

 

 

 

 

 I confirm that I have read and understood the information sheet about this 

research project.  

 I have had opportunity to ask questions and all queries regarding this 

research.   

 I have received satisfactory answers to all my questions and queries. 

 I have received enough information about this research project. 

 I understand that, I can withdraw from this study at any time. 

 I understand that my research data may be used for a further project in 

anonymous form.  

 I consent to take part in this research project. 

 I consent to being audio/video recorded as part of this research project. 

 

 

 

 

Signature of participant Date 

Print Name  

Signature of researcher Date 

This project is supervised by: Pauline.Loewenberger@beds.ac.uk,  drjtclark@gmail.com,   

mailto:Pauline.Loewenberger@beds.ac.uk
mailto:drjtclark@gmail.com
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Researcher’s contact details (e-mail address) 

janet.akhile@study.beds.ac.uk  

 

 

 

Appendix G: Ethics declaration approval  
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