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Abstract  

Extant literature has called for contextual studies on performance management to maximise its 

effectiveness. Following this call is a study of performance management that considers the practice, its 

system and context. Scholar also presents that performance management researches conducted in less 

developed countries’ context loosely align their studies with a theoretical framework or use none within 

the study.  This exploratory research study built upon Ferreira and Otley's (2009) framework as the 

theoretical underpinning to guide the research to address these problems and achieve its aim.  This 

research aims to investigate performance management within the Nigerian public health sector.  

 

An interpretivist philosophy and abductive reasoning were the methodological choices employed while 

using a case study strategy. Data collected for this research include 40 semi-structured interviews and a 

document review across two Federal Hospitals in Nigeria.  Thematic analysis was adopted to examine 

the data collected for this study using NVivo 11.  

 

The findings identified issues (such as union, godfather, organisational needs) that affect performance 

management.  These issues elaborate the third level (contextual factors and culture) in Ferreira and 

Otley’s framework and pervade the organisational, sectoral and national level.  Again, the findings also 

identified the informal activities (such as mentoring encouragement) used by managers in the study 

context.  The findings further suggested that actors of performance management interpret the 

phenomenon as continuous and integrated and the practice within the context is at multi-level - 

departmental and organisational. The implication of the findings reinforces the significance of including 

the performance management practice, its system and context to fully again in-depth or insight into the 

contextual understanding of PM across different context.    

 

The originality of this study is the conceptualisation of performance management within the Nigeran 

Public Health Sector building upon Ferreira and Otley (2009). The contribution to knowledge includes 

the elaboration of the outer level in Ferreira and Otley’s framework with the identification of the 
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contextual factors challenging performance management within the Nigerian public health sector.  The 

development of knowledge on performance management within the Nigerian public health sector is 

another contribution as there is a dearth in research studies.  Again, the study contributes to the on-going 

debate by scholars on the relevance of understanding performance management within its context in order 

to maximise its effectiveness.  The practical implication for hospitals managers is the awareness of the 

factors affecting performance management, which consequently will maximise its effectiveness within 

the Nigerian public health sector.  

 

Further studies on performance management should investigate and identify contextual factors and how 

these would affect its effectiveness within the different contexts.  
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CHAPTER ONE:  INTRODUCTION 

This study explored performance management within the Nigerian public health sector.  The purpose of 

this exploratory study was to investigate performance management within the Nigerian public health 

sector in order to gain insight into how performance management is interpreted and practised.  The 

anticipation is that the knowledge generated from this study would enhance its service delivery as well 

as provide a foundation for further study within the Nigerian public health sector because of the 

conceptualisation of performance management from an existing influential framework (Ferrira and Otley, 

2009) and the identification of contextual factors that affects performance management within the 

context.  

 

This introductory chapter provides a basis for the entire thesis while also stating the overall purpose of 

the study.  The segments in this chapter are as follows: background of research and context; definition of 

the main terminologies; rationale and significance of the study; research problem; statement of purpose; 

research objectives and questions; an overview of the research design and findings, originality and 

contribution to knowledge.  Also included in this chapter is a detail of the researcher and the assumption 

before the commencement of study; the thesis structure; and the chapter concludes with a summary 

highlighting all that is within the chapter.  

 

1.1 Background of research and context  

There is no universal or general definition of performance management (Andersen, Henriksen and 

Aarseth, 2006; Franco-Santos, Rivera and Bourne, 2014) and has not been appropriately defined 

(Andersen, Henriksen and Aarseth, 2006).    Schleicher et al., (2018 p.2211), recently stated that “our 

review of 36-plus years of research reveals no articulated consensus on what the main components of 

performance management are or the primary variables composing them”.  However, there exists an 

underpinning objective of performance management to optimise organisational output even though there 

is an absence in universal interpretations or the absence of an articulated consensus on what its main 
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components include.  Chapter two - literature review - critically presents alternative definitions of 

performance management from different scholars. 

 

Also, performance management is complex (Ferreira and Otley,  2009).  Its complexity results from the 

multidisciplinary and interdisciplinary perspectives (Chau, Thomas, Clegg and Leung 2012).  The 

multidisciplinary perspective is because knowledge of performance management builds from multiple 

fields of study, such as Human Resource Management (HRM) (Armstrong, 2014) and management 

accounting (Ferreira and Otley, 2009).  The interdisciplinary perspective accounts for the emerging study 

across these field of study.  For Campbell, (2015 p.56) the complexity of performance management is 

because it “incorporates elements of internal and external communication, financial management, 

decentralisation, and other processes”.  The researcher argues that another reason for the complexity of 

performance management is because of the different perceptions guiding these researches.   The 

researcher identifies two predominant perceptions of performance management - employee management 

and management control system.  These perceptions argue differently on how performance management 

emerged.  

 

The employee management perspective argues that performance management emanates from the need to 

ensure the adequate management of employees to ensure optimised productivity.  According to 

Armstrong and Baron, (1998) and Armstrong, (2014), the adverse reaction to the approaches for 

reviewing employee’s performance - merit rating and management by objectives - led to the origination 

of performance management.  Merit rating involves quantification of desired output or outcome from 

which an employee is reviewed or assessed (Armstrong, 1994, 2014; Armstrong and Baron, 1998) while 

definition of management by objectives is “a dynamic system which seeks to integrate the company’s 

needed to clarify and achieve its profit and growth goals with the manager’s need to contribute and 

develop himself.  It is described as a demanding and rewarding style of managing a business” (Humble, 

1970, p.3).  One of the adverse reactions to merit rating was that it is not future-oriented because it focused 

on past outcomes of the employees.  Likewise, management by objectives had its adverse reaction - it 

relied on a manager individually without relating the corporate or organisational goals with other 
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employees while it carried on measuring the employee’s performance through merit rating (Armstrong 

and Baron, 1998; Armstrong, 2014). 

 

On the other hand, the management control system presents a different argument. This perception argues 

the word ‘performance management’ only reflects a change in terminology from ‘management control’, 

which is because of the change in organisational structure and how organisations have operated over the 

previous decade (Otley, 2003).  Anthony (1965 p.17) defines management control as “the process by 

which managers ensure that resources are obtained and used effectively and efficiently in the 

accomplishment of the organisational objectives”.  The central theme of management control involves 

making sure that an organisation achieves its objectives, which subtly aligns with the perception of 

performance management – management of employee to optimise performance which affects the 

organisational objectives.  This aligned perception explains the possible reason why performance 

management arguably emanates from management control.   

 

Some studies stated the perception that guided the research.  For instance, Ferreira and Otley’s (2009) 

and Broadbent and Laughlin's (2009) study highlighted the perception guiding their research as a 

management control system.  Rashidi (2015) did not, but the discussion on the evolution of performance 

management in the paper suggests an alignment with the employee management perception.  However, 

in some other studies, it is difficult to situate the paper into any of these perceptions (management control 

system or employee management perception) or justify the representation of both perceptions.  For 

example, situating Rao, (2007)  into any of these perceptions or justifying the representation of both was 

difficult because the author also did not state the perception that guided the study.    The researcher argues 

that identifying these perceptions further situate the study of performance management as well as 

develops a rich insight into its knowledge since both perceptions have contributed significantly to the 

knowledge of performance management.  Therefore, within this study, these two perceptions were 

considered to further develop knowledge of performance management within the Nigerian public health 

sector.   
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Irrespective of the complexity of performance management, its underlying importance fosters the need 

for further studies because a significant number of organisations seek to improve their output with its 

implementation (Den Hartog, Boselie, and Paauwe 2004).  Over the past decade, there has been an 

increase in performance management’s researches because of its significance within the local and global 

organisation (Fryer, Antony and Ogden, 2009).  It is still actively researched by academia (Budworth and 

Mann, 2011; Buchelt, 2015; Schleicher et al., 2018) across various sectors such as education (Franco-

Santos, Rivera and Bourne, 2014; Franco-Santos and Doherty, 2017), health (Mettler and Rohner, 2009; 

Conrad and Guven Uslu, 2012), sport (O’Boyle and Hassan, 2014; O’Boyle, 2015) and also across 

various geographical locations or context, such as Canada (Goh, Elliott and Richards, 2015), Netherland 

(Verbeeten, 2008), Poland (Buchelt, 2015) and United Kingdom (UK) (Franco-Santos, Rivera and 

Bourne, 2014).   

 

The researcher conducted the study in the context of Nigeria, a developing country located in the western 

region of Africa.  It is commonly referred to as the “Giant of Africa” and has a public sector established 

as a product of colonialism from the late 19th Century by the British (Inyang, 2008).  The health sector 

in Nigeria comprises of privately owned and public or government-owned healthcare facilities.  The 

country operates a federal system of government, which divides the country into three tiers - Federal, 

State and Local. The public health sector is therefore classified to reflect the organisational hierarchy of 

the three-tiers of government in Nigeria, primary, secondary and tertiary health care.  They are funded by 

the local, state and federal government respectively.  Abah (2014) suggests the need to review Human 

Resource Management (HRM) practices within the Nigerian public sector because of the unprofessional 

attitude of the Nigerian public sector workforce.  Performance management is one of the HRM practice 

that focuses on improving the workforce of an organisation in order to maximise its success (Armstrong, 

2009; Harzing and Pinnington, 2011).  However in Varma, Budhwar and DeNisi's, (2008) edited book 

that included studies on performance management from developed and less developed countries’ context, 

there was no representation of any of the Africa countries.   Therefore, an investigation of performance 

management within the Nigerian public health sector would provide new knowledge on performance 

management from an African context.     
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1.2 Definition of key terminologies  

The researcher deems it worthy of defining some of the key terminologies used within the study to avoid 

any misconception of its use.  The terminologies defined include - performance management, 

performance management system and performance appraisal.   All these terminologies have their 

distinctive meaning or definitions within the organisation even though there appears to be some 

interrelatedness.  Performance management entails the process of managing an employee to optimise 

productivity that eventually improves organisational success (Armstrong, 2014).  The designing of a 

system that focuses on enacting this practice in an organisation explains explicitly what performance 

management system is all about.  Hence Harzing and Pinnington (2011) explain the term performance 

management system from a broad theoretical perspective as a system designed to help the organisation 

maximise the potentials of its employees in order to improve the overall output.  Similarly, Broadbent 

and Laughlin (2009 p.283), explain the concern of performance management system is “defining, 

controlling and managing both the achievement of outcomes or ends as well as the means used to achieve 

these result at a societal and organisational rather than individual level”.  The process of managing 

performance includes several activities (Schleicher et al., 2018). One of the activities is the evaluation of 

performance.  Performance appraisal is one of the means an organisation may use to evaluate the 

performance of staff within an organisation (Claus and Briscoe, 2009)  hence Schleicher et al., (2018 

p.2210) described it as a “subset of performance management ”.  Performance appraisal involves 

assessing and rating individual employee formally after or during a review meeting by the manager 

(Armstrong, 2009).   

 

The researcher argues that the study of the practice of performance management is usually in isolation of 

the designing of a performance management system in most studies.  For example, Atkinson's, (2012) 

study of performance management focused mainly on the practice while some other studies focus on the 

designing of the system within the organisation.  For example, Ferreira and Otley (2009).  The researcher 

observed that studies that focused on the practice used the terminology Performance Management (PM), 

while the studies that the focus was on the design of the practice into a system within an organisation 

used Performance Management System (PMS).    Also, conceptual frameworks that underpin PM and 
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PMS emerged from some of these studies.  For example, Atkinson (2012) - PM and Ferreira and Otley, 

(2009) - PMS.   Furthermore, the theories that guide PM and PMS study are different.  Several 

motivational theories - such as goal theory, expectancy theory, reinforcement theory, social learning 

theory and self-efficacy theory - underpin PM studies (Buchner, 2007; Armstrong, 2014) whereas for 

PMS it is organisational theories.  Especially the ones that explain the overall existence of PMS and their 

predicted consequences in the organisation - such as stewardship theory, agency theory, management 

accounting theory (Franco-Santos and Otley, 2018).   

 

This study drew on researches that explore both the practice (PM) as well as the designing of a system 

(PMS) in the investigation of performance management within the Nigerian public health sector.  The 

reference to performance management within this research study considers the practice as well as its 

system in order to develop a rich understanding of the phenomenon within the context of the study. 

Consequently, the literature reviewed included contributions from academics that focused on the 

designing of the system (PMS) as well as the practices (PM).  The researcher did not use of these 

terminologies - PM and PMS - interchangeably within this thesis but highlights that in some instances 

the researcher referred to the studies on the practice (PM) or the designing of a system within the 

organisation (PMS).  In other words, the researcher used PM and PMS when referring to studies that 

focused on the practice and the designing of a system, respectively. 

 

1.3 Rationale and significance of the study  

Den Hartog, Boselie and Paauwe (2004) suggest that since a significant number of organisations are 

seeking to improve their output with the implementation of a performance management system, it 

increases the need to research performance management within the context in which it is being 

implemented or practised.  The knowledge developed from such studies enables academia to understand 

performance management in these various contexts following the different contextual interpretation that 

emanates from each study.  Likewise, the implication of these researches improves practice within these 

contexts.  In 2003, Otley described performance management as a vibrant and stimulating field to study, 
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and there is a need to concentrate more on understanding the dynamics of the practice rather than to 

postulate a level of fundamental or practical understanding from a study that will persist over time.  Over 

a decade after Otley’s (2003) suggestion, scholars such as Budworth and Mann (2011), Haines III and St-

Onge (2012), Goh, Elliot and Richards (2015) and Schleicher et al., (2018) have yet again highlighted 

the need to develop a contextual understanding of performance management.  The need to develop 

contextual understanding, therefore, highlights the significance of this study.  However, the researcher 

argues that this contextual understanding should include the practice, its system and context.  The 

investigation of performance management within the Nigerian public health sector considers all of these. 

One of the implications of the research study is the identification of the contextual factors influencing the 

practice, which would significantly contribute to the further development of knowledge and the 

effectiveness of performance management within the context (Nigerian public health sector).  

 

Knies, Boselie, Gould-Williams and Vandenabeele (2015) requested for researches on performance 

management within the public sector since empirical studies on performance management have focused 

on multinational companies and privately-owned organisations.  Knowledge developed from such studies 

allows scholars to develop their understanding of the practice within the public sector.  Buchelt (2015) 

attributed that the reason why previous researches in performance management have focused mainly 

within the multinational and private organisation is because it is used mostly as a strategic tool to manage 

employee performance to improve organisational success which helps drive towards maintaining a 

competitive advantage and maximising of profit in the long run (Rashidi, 2015).  Within the public sector, 

performance management as a strategic tool also has the potential to improve employee performance 

(Goh, Elliott and Richard 2015), in order to achieve more with less, improve organisational services by 

adding value to services rendered and ensuring that public funds are used appropriately and not wasted.  

The private and multinational organisation in Nigeria use performance as a strategic tool (Mamman, 

Baydoun and Adeoye 2009) although this is not the same in the Nigerian public sector.  Esu and Inyang, 

(2009), on the other hand, assert that the Nigerian public sector generally is devoid of its use and 

concluded that the lack of performance management system in the public sector of Nigeria contributes to 

the inefficiency, ineffectiveness, and its failure to deliver adequate services within the sector.  Their 
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assertion is hypothetical because there were no empirical findings to support their assertion.  Schleicher 

et al. (2018) suggest that understanding performance management within the context provides appropriate 

guidance in the designing of a performance management system.  So far, there are relatively few studies 

on performance management within the Nigerian public health sector. Thus an understanding of the 

perspective is required.  Hence, the need for an in-depth study because “the impact of performance is 

contingent on the sector in which it is adopted” (Hvidman and Andersen, 2014, p.55).  

 

Furthermore, healthcare in many countries is under pressure to improve service quality to patients 

wellbeing and optimise productivity level as well (Veld, Paauwe and Boselie 2010; Adindu 2013).  

Similarly, Adindu and Asuquo (2013) argue that clinical competence is no longer sufficient to manage 

effectively and efficiently, the complex healthcare sector in Nigeria, and recommends the need to improve 

the skills of health care professionals in Nigeria, especially in the area of healthcare management.  Adindu 

and Asuquo’s (2013) conceptual research paper did not indicate that performance management is being 

used in the healthcare sector of Nigeria either privately or publicly as a strategic tool in managing 

employees’ performance neither did the paper suggest its use as a tool to improve healthcare management.  

However, extant studies on performance management suggest it is perceived to be a strategic tool that 

could be used to improve organisational productivity regardless of the field since its primary aim within 

the organisation is to ensure the appropriate use of organisational resources with an ultimate aim of 

improving and maintaining organisational success.  Mettler and Rohner (2009) acknowledged that PM 

within healthcare has the potential to optimise efficient and effective service delivery.   The assertion 

from Mettler and Rohner (2009), therefore, informed the researcher’s need to pursue empirical study on 

performance management within the Nigerian public health sector.  Nevertheless, there was a 

consideration of the gap identified by Claus and Briscoe (2009) about studies on performance 

management within less developed countries. They identified that performance management studies in 

less developed countries context lack sound conceptual or theoretical framework because studies within 

this context have loosely connected their studies to a conceptual framework or used no theoretical 

framework when conducting their study. 
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The rationale and significance of the study introduce the two research problems of this study.  The next 

section (1.4) presents these problems.  

 

1.4 Problem statement  

There are two problems the study examines.  One is the suggestion by extant scholars on performance 

management call for a contextual understanding of the phenomenon (Otley, 2003; Budworth and Mann, 

2011; Haines III. and St-Onge, 2012; Goh, Elliott and Richards, 2015; Schleicher et al., 2018) as this 

would allow its effectiveness within the context.  This call for contextual understanding produces the first 

problem identified since there is a dearth in performance management’s study within the Nigerian public 

health sector.  Secondly, Claus and Briscoe (2009) identified that performance management studies in 

less developed countries context lack sound conceptual or theoretical framework because studies within 

this context have loosely connected their studies to a conceptual framework or used no theoretical 

framework when conducting their study.   

 

1.5 Statement of purpose, research objective and questions 

This research drew on Ferreira and Otley's (2009) framework with the aim, to investigate performance 

management within the Nigerian public health sector.  Ferreira and Otley’s (2009) framework is 

discussed extensively in chapter two, the literature review.  

 

The researcher framed these research objectives in order to achieve the research aim or purpose as well 

as response to the research problems identified within the study’s context in order to make a theoretical 

contribution.  The research objectives are: 

 

• To explore how the various actors involved in performance management within the Nigerian 

public health sector interprets it 

• To explore how the various actors involved in performance management within the Nigerian 

public health sector practice it 
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• To identify factors influencing performance management within the Nigerian public health sector  

• To conceptualise performance management within the Nigerian public health sector building 

upon Ferrier and Otley’s (2009) framework 

 

The first three research objectives develop the contextual understanding on PM following the call from 

extant studies which responded to the first research problem.  The fourth research objective responded to 

the second research problem by building upon Ferreira and Otley’s (2009) framework.  In order to 

accomplish these research objectives, the researcher framed these research questions: 

1. How is performance management interpreted in the Nigerian Public Health Sector? 

2. How is performance managed in the Nigerian Public Health Sector? 

3. What are the issues performance management encounters within the Nigerian Public Health 

Sector?  

 

The research questions respond to the first, second and third research objectives, respectively, while the 

fourth research objective is achieved, drawing on all three research questions.   Figure 1.1 below illustrates 

the relationship between the research objectives and questions. 

 

Figure 1.1 Relationship between research objectives and questions    

  

 Source: Researcher developed this figure for this study.  
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1.6 Overview of research design and findings 

This research adopted an interpretivist philosophy using an abductive logic to explore the phenomenon 

through two Federal Government hospitals in Nigeria.  The research participants in this study consist of 

clinical and non-clinical staff.     

 

The researcher commenced the research process by reviewing literature that was related and relevant to 

the research topic to support the development of knowledge within this study.  The literature review 

process informed the first phase of data collection as questions asked during the semi-structured 

interviews were guided by Ferreira and Otley (2009) and existing literature on performance management.  

Thematic analysis was adopted to analyse the data collected, but the researcher did not confine the 

analysis of the data collected to the literature.  The researcher developed inductive themes which allowed 

the identification of surprising or unexpected findings leading to the second phase of data collection.  The 

findings from the first phase of data collection informed the semi-structured interview questions for the 

second phase of data collection.  Data collected at the second phase was again analysed using a similar 

process.  The researcher collected data in two phases following the adopted research logic (abductive). 

 

Meanwhile, before any data collection, ethical approval was received from the recommended ethical 

committee at the University.  A total of forty semi-structured interviews conducted was taped recorded 

and transcribed verbatim.  Document review as a form of data collection was adopted to complement the 

semi-structured interviews conducted. The researcher collected the document during the first phase of 

data collection and analysed the document adopting thematic analysis.  The findings presented in this 

study developed from this rigorous process, informing the conclusion of this study while the researcher 

continuously reviewed literature all through the study.  Figure 1.2 presents an illustration of the entire 

research process. 
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Figure 1.2 An illustration of the research process 

 

 

 

 

 

 

 

 

 

 

Source:   Developed for this study following the Kovács and Spens, (2005) abductive process 

 

The findings elaborate on the third level or outer layer (contextual factors and culture) in Ferreira and 

Otley’s framework by identifying issues (such as union, godfather, organisational needs) that affect 

performance management.  These issues pervade the organisational, sectoral and national level.  Also, 

the findings identified the informal activities (such as mentoring encouragement) that reflects the study 

context.  Furthermore, the findings suggest that actors of performance management within the study 

context interpret PM as continuous and integrated which aligns with the extant literature, and the practice 

within the context is at multi-level - departmental and organisational. The study’s findings reinforce the 

significance of including the performance management practice, its system and context to fully again in-

depth or insight into the contextual understanding of PM across different context.    

 

1.7 Originality of study and its contribution to knowledge  

The novelty or originality of the study is the conceptualisation of performance management within 

Nigeran Public Health Sector building upon Ferreira and Otley (2009) and its contribution to knowledge 

are listed below: 

Literature review process 

Data collection process 

Data analysis process 

Findings 

Conclusion of study  
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• Elaborates the third level – Culture and Contextual factors – of Ferreira and Otley's (2009)  

framework by identifying factors that influence PMS, which pervade the different social system 

within the context. 

• This research responds to the gap identified by Claus and Briscoe (2009) that performance 

management research in less developed countries lacks sound conceptual or theoretical 

framework because they loosely connect their studies to a conceptual framework or use no 

theoretical framework.  The research responds to this gap identified by building upon Ferreira 

and Otley (2009) framework as the theoretical underpinning to investigate performance 

management within the Nigerian public health sector.   

• The study contributes to the development of knowledge in performance management within the 

Nigerian public health sector as there is a dearth of studies within this context.  

• It contributes to the on-going debate by scholars on the relevance of understanding performance 

management within its context in order to maximise its effectiveness (Otley, 2003; Den Hartog, 

Boselie and Paauwe, 2004; Budworth and Mann, 2011; Haines III. and St-Onge, 2012; Goh, 

Elliott and Richards, 2015; Knies et al., 2015).   

• This study contributes to Schleicher et al., (2018) call to increase the methodological rigour in 

performance management researches with the adoption of an abductive logic and interpretivist 

philosophy.  Therefore, it provides an alternative way to conduct a performance management 

research study. This methodological approach allowed the examination performance 

management within the research context (Nigerian public health sector) from an existing 

knowledge but inductively analysed the data collected leading to the identification of unexpected 

or surprising findings within the context. 

• Finally, the study also offers practical implication. Hospital managers in the Nigerian Public 

Health Sector context are aware or mindful of the factors affecting the performance management 

system.  Consequently, this will maximise its effectiveness within this context. 
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1.8  Assumptions 

The researcher’s assumption before the study is that there is no practice of performance management or 

it is weakly emerging within the sector following the researcher’s personal experiences with the services 

delivery and the attitude of staff working within the sector.    

 

1.9 The Researcher 

The researcher had a background in Human Resource Management and completed a master’s degree 

course at the University of Southampton in that field.  This experience was brought into this study by 

considering how PM may optimise employees working within the public health sector to ensure service 

delivered improves.  The researcher had experienced the nature of services delivered at the UK public 

hospitals while studying in Southampton, and this was no way near the nature of services received in the 

Nigerian public hospitals.  This experiences brought about the recurring question on performance 

management, its interpretation, practice and implementation within the Nigerian public health sector, 

which eventually led to the guiding purpose of this research.  The researcher secured a scholarship from 

the Nigerian Federal Government through one of its agencies Petroleum Trust Development Fund 

(PTDF), to investigate performance management within the Nigerian public health sector empirically as 

a PhD research.  The anticipation is the knowledge generated from this study would enhance its service 

delivery as well as provide a foundation for further study within the Nigerian public health sector through 

the conceptualisation of performance management from an existing influential framework (Ferrira and 

Otley, 2009) and the identification of contextual factors that affects performance management within the 

context.  

 

1.10 Thesis structure 

The thesis comprises of eight chapters. This chapter introduced the thesis. The detail of the other chapter 

within the thesis is as follows: 
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Chapter two presents a review of the literature relevant in the bid to locate this study into the broader 

literature and develop the theoretical understanding that underlies the research.  The argument presented 

in this chapter is the relevance of holistic research of performance management while discussing the 

practice of performance management (PM) and the designing of a system within an organisation (PMS). 

The theoretical underpinning of this research study reflects the practice, system and context.   

 

Chapter three provides a detailed procedure on how the research “An examination of performance 

management in Nigeria’s public health sector through two case studies” was conducted.  The researcher 

discussed the ontological and epistemological stance that guided this research as well as the narration of 

the adopted research philosophy, strategy and techniques with justifications.  

 

Chapter four, five and six present details on how the data collected (Forty semi-structured interviews and 

document review) for this study were analysed using the adopted data analysis technique (thematic 

analysis) and the findings.  

 

Chapter seven discusses the findings of the study with the relevant literature.  The researcher presented a  

range of discussion that response to the research questions listed in section 1.5 of this thesis.  Within this 

chapter, the researcher presents the discussion on the conceptualisation performance management within 

the context.   

 

Chapter eight concludes the research.  It includes a highlight of how the research achieved its overall 

purpose as well as providing how the research answered its research questions.  Again, within this chapter, 

the researcher discussed the contribution of study, limitation and suggestions for further studies.  

 

1.11 Summary  

The chapter introduced the study - An examination of PM within the Nigerian public health sector through 

two case studies and the outline of the entire thesis.  The chapter discussed the overview of performance 

management as well as the background of this study. The key terminologies (PM and PMS) used within 
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this thesis were defined to avoid any misconception.  Discussion on the significance of the study and the 

rationale behind the study followed, leading to the identification of the research problems, purpose 

statement, research objectives and questions.  The researcher presented an overview of the research design 

and findings.  Furthermore, was the outline of the originality of the research and its contribution to 

knowledge.  Also outlined is details of the researcher and the assumption before the commencement of 

the study, then a synopsis of the other chapters contained in this thesis was. Having introduced the study, 

the discussion of the literature reviewed for the theoretical development of this study comes in the next 

chapter.  
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CHAPTER TWO:  LITERATURE REVIEW 

The purpose of this study was to investigate performance management within the Nigerian public health 

sector.  Specifically, the researcher sought to understand how performance management is perceived, 

practised and the contextual factors affecting performance management within the context. The 

knowledge developed from this contributes to the conceptualisation of performance management within 

the context.  Having provided the background for this research as a gateway to the rest of the study in the 

previous chapter (Chapter One),  chapter two discusses the theoretical underpinning that guides this 

research study.  The critical discussion presented within this chapter further situates this research study 

into the broader literature.  

The literature review did not focus on a precise discipline or field of study. Instead, the process was 

guided more by the research topic, which was on-going throughout the entire study.  The critical review 

included studies on performance management that focused on the designing of a system for managing 

employee within an organisation (PMS) as well as the practice (PM).  The review also included studies 

on performance management conducted within the public sector and the health sector.   

 

The researcher reviewed various academic literature from a wide range of sources. The sources include- 

academic journal articles (both conceptual and empirical articles), conference papers, academic reports, 

and books - the literature were searched electronically from EBSCO Host Electronic Journals Service 

(EJS), Discovery, Google Scholar, Scopus and the University of Bedfordshire Library catalogue.  The 

key search words used include performance management”; “performance management in the public 

sector”; “performance management in healthcare” “performance management in developing counties” 

and “performance management in Nigeria”.  Furthermore, the researcher made use of references from 

journal articles (snowballing) to provide further guidance into the various literature reviewed. The articles 

reviewed were majorly from the following listed journals - International Journal of Human Resource 

Management; Human Resource Management Review; Applied Psychology: An International Review; 

Management Accounting Research; International Journal of Productivity and Performance 

Management; International Journal of Management Reviews and British Academy of Management 

Journal.  
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The chapter begins with the review of literature that focused on PM and followed on with literature that 

focused on PMS.   The discussion within these subsections (PM and PMS) focused on the definition as 

well as the understanding within the organisation; the underpinning theories; effect and perception in an 

organisation.  Also included within the subsections (PM and PMS) are studies conducted within the public 

sector as well as the health sector.  Each subsection on PM and PMS concludes with an analysis of the 

research studies that focus PM and PMS, within which the researcher discusses frameworks that underpin 

them respectively.   The next subsection that follows the discussion on PM and PMS is the rationale for 

the theoretical framework that guided this research study.  This chapter ends with a summary of the main 

arguments discussed in the chapter.   

 

2.1 Performance Management – Practice (PM) 

2.1.1 Definition and understanding within the organisation 

This section presents the alternative interpretations and definitions of PM as well as its understanding 

within the organisation.  In the introductory chapter (chapter 1) the argument about the lack of general or 

universal definition of performance management (Andersen, Henriksen and Aarseth, 2006; Franco-

Santos, Rivera and Bourne, 2014), as well as the assertion that the term has not been appropriately defined 

(Andersen, Henriksen and Aarseth, 2006) were presented.  These assertions are still relevant till date 

because of the rich features of performance management and the ever-evolving interpretations by the 

different scholars arising from the diverse study context (Otley, 2003; Buchelt, 2015).  This current debate 

explains why Schleicher et al., (2018 p.2211), state “our review of 36-plus years of research reveals no 

articulated consensus on what the main components of PM are or the primary variables composing them”.     

 

Words such as ‘continuous’ and ‘integrated’ have been used widely by scholars to interpret PM.  Some 

scholars built on the interpretation of others while interpreting or defining PM.  For example, Sahoo and 

Mishra (2012) defined PM as a continuous process of managing employees’ output either individually or 

as a group to achieve organisational goals.  Their definition may have built on Drumm (2005) who defined 

PM as a systematic process of improving individual or group of individuals’ productivity with an overall 

aim of improving organisational performance.  Sahoo and Mishra (2012) may have chosen to use the 
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words ‘continuous’ instead of ‘systematic’ as used by Drumm (2005) because of the need to emphasise 

the importance of continuity in managing employees’ output since the word systematic does not 

emphasise its continuity but only outlines a structured process.  Armstrong, (2006); Rao, (2007); Haines 

III and St-Onge, (2012); Aguinis, (2013); and Rashidi, (2015) are some of the other scholars who also 

defined PM as a continuous process of improving employee output to maximise organisational success.  

  

Another word used is “integrated”.  Lucas, Mathieson and Lupton (2006) interpret PM as the integration 

of how people work, how they are managed and developed to improve performance and finally, how to 

maximise their contributions to the organisation.  Similarly, Den Hartog, Boselie, and Paauwe (2004) had 

earlier also defined PM as an integrated process as well.  They explain it as an integrated process because 

they considered it as more than just a singular practice that involves the management of employees’ 

output.  The researcher argues that the words continuous and integrated are both significant in defining 

or interpreting the meaning of PM but have a different emphasis.  The word “continuous” emphasises the 

protractive feature of performance management, while “integrated” emphasises that several related 

activities are involved in managing employees’ output.  Neither of these words – continuous and 

integrated - is overriding over the other.  The definition or interpretation of PM requires the use of both 

words.  

 

Esu and Inyang (2009 p.98) on the other hand defines PM as “a tool which focuses on managing the 

individual and work environment in such a manner that an individual/team can achieve set organisational 

goals”.  Their definition is quite different because it uses neither “continuous nor integrated” in its 

definition.   However, the phrase “a tool” could signify those two words considering the literal meaning 

of the word.  A tool is used continuously to assist one to carry out certain functions. Likewise, more than 

one tool can be in use to accomplish that task. It may also be that a tool is not being used continuously to 

accomplish a task because several other tools are in use to accomplishing the task.  As such, interpreting 

PM using the term “a tool” does not strongly emphasise the ‘continuous’ and ‘integrated’ word. 
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Nevertheless, some scholars consider PM to be a strategic tool that focuses on managing employee output 

in order to maximise organisational performance (Rashidi, 2015; Esu and Inyang, 2009; Fryer, Antony 

and Ogden, 2009).  This assertion from these scholars (Rashidi, 2015; Esu and Inyang, 2009; Fryer, 

Antony and Ogden, 2009) agrees with Brudan’s (2010) who believes PM at a strategic level, “deals with 

the achievement of organisational objectives” (Brudan, 2010 p.114).  In addition to that, Brudan (2010) 

explains the emergence of PM within the organisation assists in the establishment of monitoring as well 

as the achievement of individual and organisational goals.  This led to the researcher’s definition of PM 

as an integrated, continuous, and strategic tool that could be used to manage employees’ output in order 

to improve their productivity, bearing in mind the ultimate aim of achieving organisational goals (adapted 

from Armstrong, 2006; Esu and Inyang, 2009; Aguinis, 2013).  However, the consideration of PM as an 

essential strategic tool that can help improve and maintain employees’ performance with the ultimate 

intention of improving and adding value to organisation’s service delivery (Sahoo and Mishra, 2012) is 

debatable.   Jakobsen and Mortensen's  (2015) study presents an alternative argument since they examined 

the adoption of PM within an organisation through the lens of rulemaking, which is different from the 

strategic standpoint presented earlier.  Jakobsen and Mortensen's  (2015) study suggested PM as a system 

of rule, and it aims to reduce rules.  The rulemaking lens applied in the study offers a new toolbox for 

which researchers could study PM.  Likewise, the adopted methodology in their study offers a 

longitudinal approach to study PM on a larger scale of the sample, which also indicates a new perspective 

for scholars to explore.  The different approach presented in Jakobsen and Mortensen’s (2015) study 

further emphasises the assertion earlier highlighted - it is difficult to get a universal or an agreeable 

definition of PM by scholars (Andersen, Henriksen and Aarseth, 2006; Franco-Santos, Rivera and 

Bourne, 2014). 

 

Consequently, besides the different contextual interpretation of PM, as a result of the different context of 

study as argued by (Buchelt, 2015),  the researcher argues the different lens - strategic tool or rulemaking 

tool - also account for it.  It is beyond the scope of the study to develop the consideration of PM from the 

lens of the rulemaking tool because the study considers PM as a strategic tool.  The justification for 

highlighting this contrasting approach or lens is because it further displays or exhibits the complexity of 
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the phenomenon, the rulemaking lens was not explored further to remain within the scope of the study.  

The researcher’s field of study (Human Resource Management) and the practical implication of this study 

which is to enhance service delivery guided the interpretation of PM within the study.  Following the 

dearth of study within the context, there is no evidence on how the actors enacting performance 

management in Nigerian public health sector interprets PM or if their interpretation within the research 

context aligns with the existing words - continuous and integrated - scholars have used.  This highlight 

the significance of this study. Thus, the examination of the phenomenon within the context responds to 

this gap and address the first research question.      

 

The implementation of performance management within the organisation involves both formal and 

informal techniques (Nankervis and Compton, 2006; Ferreira and Otley, 2009; Franco-Santos, Rivera 

and Bourne, 2014; Schleicher et al., 2018). There is a call for future research on PM to consider both the 

formal and informal techniques of PM, how they interact and influence one another in order to develop 

additional knowledge (Schleicher et al., 2018).  The formal techniques include planning, implementation, 

review and feedback while the informal techniques include additional contributions of the manager or 

supervisors during the implementation of PM since it is within their responsibility (owning and initiating 

PM) within the organisation (Ferreira and Otley, 2009; Haines III. and St-Onge, 2012; Rashidi, 2015; 

Schleicher et al., 2018).  Consequently, specifying these informal processes are challenging as they are 

tailor-made to individual and specific organisational needs.  The supervisor or manager identifies these 

needs and, in most cases, differ across various organisations.  Some examples of these informal 

techniques used in addition to the formal techniques within the workplace include coordinating, leading, 

coaching, and motivation.  Parnell, Dent, O'Regan and Hughes (2012 p.107) also highlighted “all firm 

performance may be interpreted as a function of controllable factors (e.g. strategies) and a myriad of 

uncontrollable factors”.  It could be the argued that the words ‘formal process’ and ‘controllable’ 

highlights the same techniques involved in performance management while the ‘informal’ or 

‘uncontrollable’ drive towards the same emphasis, which is the various input of managers or supervisors.  

Since PM is implemented by the supervisor or line manager (Haines III. and St-Onge, 2012; Rashidi, 

2015; Schleicher et al., 2018) their involvement and the leadership style significantly influence its 
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outcome as well as the commitment, encouragement and support from the entire organisation’s 

management (Armstrong, 2014).  Armstrong (2014) further explains that, if the existing style of 

management is dictatorial and directive, there is a possibility of not successfully implementing a “caring 

and sharing philosophy of PM” (p.57).  This philosophy of PM only has a chance of survival within an 

organisation where the management style supports or complements it.  It is significant to identify these 

informal techniques as this introduces new knowledge on PM within the Nigerian public health sector, 

bearing in mind that the informal techniques are not specific to a context but is dependent on the need as 

identified by the supervisor or manager within the context of the study.   This response to Schleicher et 

al., (2018) call for future research on PM to consider both the formal and informal techniques of PM, 

how they interact and equally influence one another in order to develop additional knowledge which again 

highlights the significance of the study.  The first and second research questions adressess how the actors 

involved in performance management within the study context interpret and practice.  The implication 

would identify these informal techniques or process and how they interact. 

 

Furthermore, within the organisation, the implementation of PM is said to foster cultural change 

programme (such as increased performance, engagement, commitment and involvement), in addition to 

some essential Human Resource Management (HRM) activities  (such as learning and development, 

human capital management, enhancement of engagement level, talent management and reward) 

(Armstrong, 2014).  In order to foster these HRM activities, there needs to be an alignment between these 

practices – HRM and PM.  Pavlov et al. (2017) highlight the misalignment between these (HRM and PM) 

practices harm organisational performance since there is an interaction of PM practice with multiple 

organisational practices.  In their study, recruitment and rewards were the two essential HRM practices 

identified that interact with PM, and they concluded the initiation or implementation of PM largely relies 

on these two practices for the generation of organisational performance.  However, there is a gap in 

understanding how HRM practices moderate the effect of PM.  This knowledge gap, therefore, explains 

Schleicher et al., (2018) recent call for studies to investigate how other Human Resource (HR) practices 

(such as recruitment and selection)  moderate the effect of PM.  This call is made following their assertion 

that other HR practices tend to moderate the effect of PM, which Pavlov et al., (2017) have also 
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acknowledged in their study.  Within the Nigerian public health context, there is also no evidence of the 

cultural change programme or HRM activities that is being fostered by the implementation of PM as well 

as the HRM practices that may support or inhibit its implementation.  Also, there is a gap in understanding 

how HRM practices inhibit the implementation of PM.  These gap in knowledge yet again highlights the 

significance of the study because an investigation of performance management within the study context 

(Nigeria public health sector) provides insight into these gaps identified. 

 

The next section discusses the underpinning theories of PM to situate further and develop the study.   The 

presentation of theories and their implication comes next (section 2.1.2).  

 

2.1.2 Underpinning theories  

Several motivational theories underpinned the practice of PM – goal theory, expectancy theory, 

reinforcement theory, social learning theory and self-efficacy theory (Buchner, 2007; Armstrong, 2014).  

Amongst them, goal theory is considered as the most prominent because the planning and reviewing of 

performance are usually against set goals (Armstrong, 2014).  This assertion, however, does not moderate 

the significance of the other underpinning theories as they are equally relevant to the practice of 

performance management as much as the goal theory.  Table 2.1 presents a summary of these theories. 
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Table 2.1 Summary of theories underpinning PM 

Theory  Author  Description and relation to PM 

Goal theory Latham and 

Locke 

(1979) 

This theory deals with the need to set ends to motivate individuals 

to pursue the accomplishment of the task.  This theory is evident 

during the planning stage of PM.  The employee’s attention is 

amply directed to the main concern as well as motivates them to 

work.  It also provides a benchmark against the assessment of 

performance.  

Expectancy 

theory 

Vroom 

(1964) 

This theory motives individuals to work or behave in specific ways 

because of the rewards that follow. This reward is either/both 

intrinsic and extrinsic.  In relation to PM, the employee strives to 

attain work success and goal achievement.  

Reinforcement 

theory 

Hull (1951) The reinforcement theory suggests that an individual behaviour 

reinforced following the achievement of goal and reward received.  

The aspect of PM the theory relates to is the feedback process while 

managing employees. The feedback can be positive or 

constructive, with the underlying aim of developing a reinforced 

positive behaviour in the employee in order to ensure that 

productivity does not decrease.   

Social learning 

theory  

Bandura 

(1977) 

This theory blends both the expectancy and reinforcement theory. 

Relating this to PM highlights the continuity to ensure that 

employees are learning from the comment provided and expects an 

improvement in their output. 

Self-efficacy 

theory 

Bandura 

(1982) 

The self-efficacy theory is the self-belief of an individual that 

provides belief in their ability to accomplish a task. One of the aims 

of PM for the individual is to build confidence in their ability hence 

the need to create the chance for the employee to contribute their 

knowledge while carrying out the task. However, it is the 

responsibility of the managers to ensure that the employee 

develops self-efficacy during the PM process.  

Source:  Adapted from Armstrong (2014) 

 

One of the limitations of these theories is that they fail to consider the social environment where the 

enactment of the practice occurs. In other words, these theories did not consider the organisation.  The 

researcher argues the investigating performance management in isolation of the social environment or 

organisation would not provide a holistic knowledge.   A holistic examination of performance 

management needs to consider the organisation, were the enactment of the practice occurs.  The 

investigation of performance management within the Nigerian public health sector considers the social 

environment or organisation.  In section 2.2.2, the researcher discusses how the study considered the 

social environment or context.   In order to develop PM further, the next section presents the discussion 

on the effect and perception of PM within the organisation.  
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2.1.3 Effect and perception in an organisation 

Performance management within an organisation, as argued by Rashidi (2015) may have a positive or 

negative effect.  Nankervis and Compton, (2006) earlier arguably assert in their paper that PM enables 

the provision of individual feedback to the employee. Similarly, the practice also can monitor employee 

performance within the organisation and link employee’s goals with the organisation’s corporate goals 

(Claus and Briscoe 2009).  Table 2.2 summarises the implication of the practice of PM towards the 

employee and manager  

 

Table 2.2 Summary of PM’s implication towards the management and employee  

Management  Employee 

The opportunity to: 

• integrate the individual, team and 

corporate objectives; 

• guide individual and team effort to 

meeting overall business needs; 

• motivate and engage employees; 

• recognise individual contribution;   

• plan individual careers (talent 

management); 

• introduce relevant and effective learning 

and development programmes to meet 

identified needs.   

They will: 

• know what is expected of them; 

• know how they stand; 

• know what they need to do to reach their 

goals; 

• ability to discuss with their manager their 

present job, their development and 

training needs and their future. 

  Source:  Armstrong, (2014 p.12) 

 

On the contrary to this positive reaction to PM is the adverse reactions (Rashidi, 2015).  Armstrong (2014) 

highlighted that the reality of PM faces daunting issues, which makes it more promising than it achieves, 

resulting in the negative implication of PM.  The researcher argues these daunting issues in most cases 

are contextual (that is specific to the context of the implementation of research as the case may be) 

because of the difference in organisational structure and as well as the influence of contextual factors.  

Section 2.2.3 presents further detailed discussion because there was the consideration of the social 

environment within the discussion.   The next two section presents PM in the public sector context and 

the healthcare context, respectively. 

 



26 
 

2.1.4 Performance management in the public sector 

The introduction of PM into the public sector came as a New Public Management (NPM) initiative within 

developed countries (Knies et al. 2015; Franco Santos, Rivera and Bourne 2014; Hvidman and Andersen 

2014; Fryer, Antony and Ogden, 2009).  Its introduction commenced in the 1980s and had remained 

influential within the western or developed world to date, despite its significant criticism (Greener, 2018).  

The introduction of NPM within the developed countries promoted the implementation of Human 

Resource Management (HRM) policies and practices strategically within the public sector (Boxall and 

Purcell, 2016).  It aims to improve efficiency and effectiveness (Franco-Santos, Rivera and Bourne 2014; 

Knies et al. 2015; Fryer, Antony and Ogden, 2009).  Goh, Elliott and Richard (2015) assert PM as a well-

established practice in the public, sector but it highly debatable.  The researcher argues this is not the 

same for the Nigerian context. 

 

In Nigeria, the introduction of NPM in the 1990s was no different from the developed country’s context 

since its introduction was as a result of the evolution of public administration through the 

commercialisation and privatisation of state-owned public enterprises.  The introduction of NPM in 

Nigeria was to make a shift from the traditional way the sector had been organised and managed by 

eradicating and reducing the incessant waste of resources while also improving efficiency and 

effectiveness within the public sector (Philip and Daganda, 2013; Garba and Mamman, 2014).  Philip and 

Daganda, (2013) however, argue the NPM initiatives in Nigeria is still not strictly applied in the 

management of the public sector.  Earlier, Pollitt and Bouckaert (2011) highlighted that the introduction 

and implementation of NPM differ from country to country.   The evidence of this presents itself within 

this context as the researcher argues PM within the Nigerian public sector is not yet considered an NPM 

initiative which explains Esu and Inyang’s (2009) suggestion on the need to implement PMS within the 

Public sector in Nigeria as a tool to optimise the service delivery within the sector.   

  

The underlying logic of PM within the public sector is to introduce the type of management that will 

improve effectiveness as managers in the sector are faced with pressures to act on the quality of services 

delivered and live out the common slogan within the sector – “more with less” (Arnaboldi, Lapsley and 
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Steccolini, 2015).   However, Fryer, Antony and Ogden, (2009) argues about the efficacy of PM in 

improving organisational performance in the public sector. Similarly, is the argument that PM presents 

the challenge that confronts public service managers because of its clumpy use within the public sector, 

resulting in the single most significant pitfalls - staff morale, motivation and behaviour towards work are 

negatively affected (Arnaboldi, Lapsley and Steccolini, 2015).  Nevertheless,   Arnaboldi, Lapsley and 

Steccolini, (2015) still maintain this alternative view that maximising the efficacy of PM within the public 

sector is not impossible attainment.  In order to avoid the pitfall that negatively affects staff morale, 

motivation and behaviour towards work, the organisational context should be considered (Hvidman and 

Andersen, 2014; Goh, Elliott and Richards, 2015) because of the complex setting of the public sector 

(Arnaboldi, Lapsley and Steccolini, 2015).  The discussion on the complex setting of the public sectors 

comes in section 2.2.4 because the discussion considered the social environment – the public sector.  

Greener, (2018) identified troubles PM encounter within the public sector, and Table 2.3 below presents 

a summarised of the troubles PM encounters.  The researcher attributes the troubles PM encounters in the 

public sector to the initial argument presented on theories that underpin PM – (failure to acknowledge the 

social environment where the enactment of the practice resides).  These troubles are as a result of the 

social environment (public sector) where PM resides.  

 

Table 2.3  Troubles with the public sector’s PM 

• Extremely difficult to measure the output 

• Unable to capture the underlying objective of PM because of the difficulty in 

measuring the output 

• Public sector managers spend time influencing its measurement instead of seeking to 

improve the system (gaming of PM) 

• Difficulty in balancing the duration of the practice of PM – short-term or long-term 

• PM is usually initiated in parallel with imposed top-down structural change by 

policymakers 

• Striking an appropriate balance when setting the target (so it is not low or high)  

 

 Source: adapted from Greener (2018 p.2) 
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Arnaboldi, Lapsley and Steccolini, (2015 p.19) “encourage researchers to undertake more nuanced 

research in the most difficult, complex testing areas for researchers and practitioners” because of the 

importance of providing ways in which PM can improve within the sector (Greener, 2018).   In earlier 

studies, there have being the assertion on the efficacy of PM in improving organisational performance in 

the public sector as well as the suggestion that PM in the public organisation did not improve performance 

(Fryer, Antony and Ogden, 2009; Hvidman and Andersen, 2014) This assertion may have evolved 

following the difference in the year of study.  A further discussion that either confirms this assertion or 

argue contrary comes in chapter seven as the researcher discusses the findings of the study with the 

relevant literature.   

 

2.1.5 Performance management in the Health sector 

Following the numerous challenges that confront hospitals and health care organisations in the modern 

era (Buchan and Black, 2011; Decramer et al., 2015; Hewko and Cummings, 2016), and their desire to 

intensify efficiency and effectiveness, brought about the consideration of adopting management practices 

such as PM in hospitals (Townsend and Wilkinson, 2010; Decramer et al., 2015).  The study of the 

phenomenon across a range of health sectors in different context suggests its relevance. For example, UK 

(Conrad and Guven Uslu, 2012), Mauritia (Chittoo and Ramphul, 2008), New Zealand (Northcott and 

France, 2005) and China (Gao and Gurd, 2015).  However, within the Nigerian health sector, there 

appears to be a relatively scare study.  The researcher reached this conclusion during this literature review 

process. Thus, this study provides knowledge of PM within the health sector of Nigeria but specific to 

the public sector.  

 

In the introductory chapter (chapter one), the researcher presents Mettler and Rohner (2009) assertion 

that acknowledged PM within the health care sector could optimise efficient and effective service 

delivery.  Notwithstanding, some factors affect the adoption of PM within the health sector (Mettler and 

Rohner, 2009), for example, the presence of a high proportion of professional employees working in the 

health sector (Pollict 2013; Boxall and Purcell 2016).   The researcher yet again attributes the factors 

(high proportion of professional employees) to the initial argument presented on theories that underpin 
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PM – (failure to acknowledge the social environment where the enactment of the practice resides). These 

factors are as a result of the social environment (healthcare) where PM resides.   There are several studies 

on PM.  The following section highlights some of these studies to develop this chapter further. 

 

2.1.6 Research studies on Performance management (PM)    

In section 1.1 of this thesis, the researcher highlighted that performance management is still actively 

researched by academia (Budworth and Mann, 2011; Buchelt 2015).  This section highlights some of 

these studies (empirical and conceptual) that contributed to the development of this study.  Table 2.4 

summarises conceptual research and table 2.6 summaries the empirical researches on PM.  This summary 

includes the scope of the study and the methodology adopted for the empirical studies.  This section 

further discusses the essence of developing an understanding of PM within the context of study while 

also strengthen the need to consider PMS within that study and not in isolation.  

 

 Table 2.4 Summary of conceptual researches on PM 

 

Author(s) Title Year  Aim of research 

Pollitt The logics of performance 

management 

2013 Analyse the variety of alternative logic of 

PM 

Brudan Rediscovering performance 

management: systems, learning 

and integration 

2010 To explore performance management as 

a discipline and propose an integrated 

performance management model 

Esu and Inyang A case for performance 

management in the public 

sector in Nigeria 

2009 To give a perspective of the public sector 

in Nigeria and present performance 

management system as a strategic tool 

that could enhance the performance in 

the public sector 

Fryer, Antony 

and Ogden 

Performance management in 

the public sector 

2009 To access the state of PM in UK public 

service and give suggestions for further 

studies   

Source:  Adapted for this study  

 

From the conceptual researches outlined in table 2.4 above, it could argue that they have studied PM as 

a strategic tool within the various contexts of their research focusing on the practice within an 

organisation.  Pollitt (2013) states there is a variation in the benefits of PM across different contexts, thus 

suggesting a careful study of the range of local factors that affects PM because they are not a unique fit 
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across contexts.  The focus should consider exploring PM within a particular context because extant 

literature suggests that the process of PM is rarely a straightforward or the same across different context 

(Pollitt, 2013).  This study responds to Pollitt (2013) call to exploring PM within a context since its 

purpose (to investigate performance management within the Nigerian public health sector) aligns with 

this call.  However, the discovery of these factors can only be in consideration with the social environment 

where the enactment of the practice occurs.   Thus, is the notion to consider the organisation but the 

theories that underpin PM pays less emphasises on the social environment as discussed in section 2.1.2.   

 

Fryer, Antony and Ogden (2009) in their study also identified issues that arise with the practice of 

performance management.  They are technical, systems, and involvement issues.  The technical issues 

relate to how performance is measured, while systems issues refer to the bigger picture or strategic focus.  

The involvement issues refer to people issues (the actors involved in the practice of PM within the 

organisation) and their involvement.  This study argues developing contextual knowledge just as Pollitt 

(2013) suggests would elucidate these issues.  There is enough knowledge on these issues which provide 

useful information that would guide the supervisors in charge of managing staff performance while 

carrying out their duties.    In Esu and Inyang (2009) study, they attempted to develop a connection 

between PM and the context, but this was not developed fully.  Within the paper is the assertion that there 

is the initial need to identify the desired performance when considering implementing a performance 

management system in an organisation.  This research develops the assertion to identify the desired 

performance and argues understanding of the interpretation of PM within the context helps define or 

identify the desired performance.   

 

Brudan’s (2010) study presented an integrated performance management model that conceptually depicts 

PM within three levels in an organisation.  They are - strategic, operational and individual level.  The 

strategic performance management focuses on the achievement of organisational objectives while the 

operational, seeks to enhance administrative decisions and individual performance management seeks to 

improve employee skills (Brudan 2010).  Ideally, PM in organisations should demonstrate all of these 

three levels because Aguinis, (2013) states the role of PM within the organisation achieves these purposes:  
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strategic, administrative, informational, developmental, organisational maintenance, and documental 

purpose.   

Strategic purpose – assist top management in linking organisational goal with the employee to 

enable it to achieve its business objective. 

Administrative purpose – provide useful information to make an administrative decision about 

the employee  

Informational purpose – provides the employee with details about his/her work process and the 

supervisors and organisation’s expectancy  

Developmental purpose – provide useful information to assist managers in managing their 

employee   

Organisational maintenance – useful information to enable the management of the organisation 

to ensure it is functional  

 Documental purpose – a collection of information used for various purposes   

 

The researcher argues these purposes situates within the three levels of PM suggested by Brudan, (2010) 

and maps these purposes to the three levels.  Table 2.5 illustrates this argument.   

 

Table 2.5 Different levels of PM within an organisation and its supporting purpose 

Strategic level 

• Strategic purpose 

 

Operational level 

• Administrative purpose  

• Developmental purpose 

• Organisational 

maintenance purpose 

• Documental purpose 

Individual level 

• Informational 

purpose 

 

   Source: Adapted from (Brudan, 2010; Aguinis, 2013) 

 

Interestingly, the implication of some of these purposes at the various levels provides useful information 

for another level because of the connection that runs across all three levels.  For instance, at the 

operational level, the developmental and documental purpose of PM informs the strategic purpose at the 

strategic level.   The operational level deals strictly with the implementation of the practice, which further 
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strengths the argument to consider the practice as well as the implementation within a research study.  

Therefore the investigation of performance management within the Nigerian public health sector provides 

in-depth knowledge on how, or if the organisation is operating in these three levels as well as identify the 

level(s) in which the organisation predominately operate following the assertion that PM should be at all 

three levels within the organisation it is enacted (Brudan, 2010).  The implication of this research will 

provide knowledge of how performance management operates across all three levels, which contribute to 

knowledge on performance management within the Nigerian public health sector context as well as the 

conceptualisation.   Table 2.6 below presents the empirical researches PM  
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Table 2.6 Summary of empirical researches on PM 

Author(s) Title Year  Methodology Summary of research 

Goh, Elliott, and Richards  PM in Canadian Public 

organisation: Findings of 

a multi-case study 

2015 Qualitative  

structure interview  

Sample size:  47 

To gain a deeper understanding of the factors that affect the 

implementation of PM in Canada’s public sector  

Buchelt PM in Polish companies 

internationalising their 

market activities 

2015 Quantitative 

Questionnaire  

Sample size: 140   

To extend the knowledge of PM practices implemented by 

companies developing their international operation 

Decramer, Audenaert, Van 

Waeyenberg, Claeys, Claes, 

Vandevelde, Van Loon and 

Crucke 

Does PM affect nurses’         

well-being? 

2015 Quantitative  

Questionnaire  

Sample size: 200 

To research the impact of employee performance management 

practice on nurses’ well-being in the hospitals. 

Franco-Santos, Rivera and 

Bourne 

PM in UK higher 

education institution: 

The need for a hybrid 

approach 

2014 Mixed  

A structured interview and 

an online questionnaire  

Sample size: 3650 

To critically investigate PM within the UK Higher Education 

Institution in order to understand the interpretation of 

performance management and how the sector  measure 

performance within, 

Haines III and     

St-Onge 

PM effectiveness: 

practices or context   

2012 Quantitative 

Questionnaire 

Sample size: 1556  

To measure issues involved in employee PM 

Atkinson Developing and using a 

performance 

management framework: 

a case study 

2012 Action research using a 

single case study 

To define corporate performance management, provide an 

overview of the Regulation and Quality Improvement 

Authority’s performance management framework (PMF) and 

explain how the framework might be used to enhance 

organisational effectiveness. 

Verbeeten PM practices in public 

sector organisation: 

impact on performance  

2008 Quantitative 

Questionnaire 

Sample size: not stated 

To investigate the effect of performance management practices 

in the Netherlands public sector organisation. 

Andersen, Henriksen and 

Aarseth  

Holistic performance 

management: an 

integrated framework 

2006 Action research using a 

single case study 

To develop an integrated framework for holistic performance 

management  

 

  Source:  Adapted for this study  
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The empirical researches outlined in the table above ( table 2.6) highlights the diverse context where the 

study of PM occurs.  The scope of these studies summarised aligns with Den Hartog, Boselie and Paauwe 

(2004) suggestion that since a significant number of organisations are seeking to improve their output 

with the implementation of the performance management system, it increases the need to research the 

context that implements PM.  The assertion also strengthens the rationale for this study considering the 

purpose of the study, to investigate performance management within a context (Nigerian public health).  

Furthermore, the researcher argues that the implication of these studies in table 2.6 supports the use of 

PM as a strategic tool to manage employees within the organisation.  Taking a closer look at the 

methodological choices of these studies in table 2.6 provided an opening up for an alternative 

methodological consideration on how to approach this study following Schleicher et al., (2018) call.  They 

suggested the need to adopt methodological rigour in the study of PM.  The researcher, therefore, 

considered critical methodological choices as well as avoid the limitation identified about PM studies in 

less developed context – use no theoretical framework or firmly support their study with one (Claus and 

Briscoe, 2009).  Chapter three (research methodology) discusses details of the methodological rigour.  

 

Haines III and St-Onge’s (2012) study suggested the need to consider the organisational context where 

PM is being implemented together with its practices.  Similarly, Goh, Elliott, and Richards’ (2015 p.171) 

study highlights the need to adopt “context-sensitive approach” while studying PM because of the 

influence of contextual factors during the implementation, having “a context perspective and can clearly 

contribute to future theory building in the field” (Goh, Elliott and Richards, 2015 p.171).  The researcher 

argues that the implication of both Haines III and St-Onge (2012) and Goh, Elliott, and Richards (2015) 

suggests that researching on the practice only limits the consideration of the organisational context as 

well as the identification of contextual factors that influences the implementation of PM.  Following on 

the claims of these scholars (Haines III. and St-Onge, 2012; Goh, Elliott and Richards, 2015) emphasises 

the significance of this study because their studies did not consider the practice together with the 

designing of a system or the context.  Furthermore, the implication of these studies (Buchelt 2015; 

Decramer et al., 2015; Franco-Santos, Rivera and Bourne 2014 and Verbeeten 2008) on PM underpins 

the suggestion of Goh, Elliott, and Richards (2015 P.171), which states that “a context perspective can 
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clearly contribute to future theory building in the field”.  The researcher adopted this view as it strengthens 

the relevance of this research, mainly because there is a dearth in the study on PM within the Nigerian 

public health sector.  This study, therefore, contributes to knowledge within the Nigerian public health 

sector as well as a foundation for successive researches to build.   

 

In Andersen, Henriksen and Aarseth’s (2006) study, there was a suggestion on the need to have a holistic 

approach in managing performance since it is not appropriate to focus on one aspect while managing 

performance, but in all involved aspects.   A framework developed from their single case study to 

demonstrate how holistic performance management can be introduced or initiated in an industrial setting.  

Holistic performance management ensures that all concept and tools involved in performance 

management intertwine and supports each other appropriately (Andersen, Henriksen and Aarseth, 2006).  

There is an assertion that ‘holistic performance management: an integrated framework’ is generic and 

applicable to most organisations, although the researcher argues differently.  The framework is restricted 

to a profit-making organisation only because the ‘holistic performance management: an integrated 

framework’ was framed about how “to create structure and coherence among management concepts and 

tools pursued by a company” in an industrial or business setting (p.63).  The phrase ‘industrial or business 

setting’ could presumably suggest the need to make a profit, as there is no business if it has no aim to 

make a profit. 

 

Andersen, Henriksen and Aarseth, (2006) in their study made emphasises on the phrase ‘holistic 

approach’ to PM but failed to define what the holistic approach meant explicitly.  Failure to define what 

the holistic approach means explicitly presents a wide range of interpretation to it, for instance, the notion 

that there is a holistic approach to performance management, which contradicts the call by extant studies 

on the need to develop contextual knowledge in the context where the implementation of PM occurs 

because of the influence of the contextual elements.   Secondly, a wrong notion about the different 

activities or aspect of PM allegedly exists independently in some instance which again contradicts the 

interpretation by the extant studies that define performance management using the word ‘integrated’ 

having acknowledged the different aspects involve in PM and define the significance to integrate these 
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aspects.  The holistic approach in the study explains that within the study, the researcher considered the 

practice, its system and context.  Schleicher et al., (2018 p.2211)  in their paper stated that in PM studies, 

there is “the lack of such a taxonomy to direct”.  The study from Andersen, Henriksen and Aarseth, (2006) 

is arguably an example of studies on PM Schleicher et al., (2018) was trying to describe.  The theoretical 

background guiding ‘holistic performance management: an integrated framework’ (Andersen, Henriksen 

and Aarseth, 2006) drew from Total Quality Management (TQM) which is entirely different from the 

perspectives (management control system and employee management) discussed earlier in chapter one 

while introducing this research study.   Considering this explains Atkinson’s (2012) assertion on the 

difficulty of identifying the boundaries of PM.  Nevertheless, the shared underlying objective to optimise 

organisation productivity exists arguably in Andersen, Henriksen and Aarseth's study, which aligned with 

the essence of PM. 

 

Atkinson’s (2012) study also farmed a framework that underpins the practice of PM.  The framework 

from Atkinson’s (2012) study developed from the plan-do-review-revise cycle.  The essence of the 

‘performance management framework’ (Atkinson, 2012) was to help define corporate performance 

management by exploring the various aspects involved in managing employees’ performance.  Also, its 

implication explains how organisational success is enhanced.  Atkinson (2012) argues that the 

‘performance management framework’ ensures the following within the organisation.  First is appropriate 

prioritisation of goals and allocation of resources then secondly, improved services and outcomes for 

stakeholders. The third is rightly motivating employees by being aware of their individual goals and how 

they contribute to organisational success. Also, early detection and management of potential risks that 

may affect the achievement of organisational objectives are the fourth.  The fifth is early detection and 

rectification of poor performance, while the sixth ensure the achievement of set goals. The seventh is 

having reliable proof for improved decision-making and efficient use of resources.  Furthermore, 

Atkinson’s (2012) ‘performance management framework’ accentuates the words (continuous and 

integrated) extant scholars have used to interpret PM.   Figure 2.1 illustrates the ‘performance 

management framework’. 
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Figure 2.1 Performance Management Framework 

             

Source:  Atkinson (2012 p.49) 

 

Figure 2.1 summarises the definition of performance management because it illustrates the various 

activities involved in managing performance such as planning, measuring performance, review of 

feedback and the actors who implement the practice.  However, it fails to acknowledge the impact of 

organisational structure and culture.  In order words, there is no consideration of the social environment, 

which plays down the identification of contextual factors. Therefore, the researcher considers it worthy 

of highlighting that subsequent research that builds upon this framework should consider the influence of 

the social environment.  The essence for this consideration is because the enactment of PM is influenced 

highly by the social environment as such the practice of PM “has to function flexibly in tune with the 

constant changes in demands and expectations to which the organisation is subject”  (Armstrong, 2014 

p.60).  

 

The framework (figure 2.1) illustrates the interaction amongst the individuals or actors (management and 

employees) involved in PM as ‘leadership and commitment’ and ‘consultation and engagement’ 
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respectively.  The position of these actors in the framework emphasises the significance in the enactment 

of PM.  The researcher argues that the ‘performance management framework’ can be adapted in either a 

profit or non-profit organisation following the rationale from which the author framed the framework - 

to help define corporate performance management by exploring the various aspects involved in managing 

employees’ performance and explains how organisational success is enhanced.   `  

 

Within this section (2.2), the discussions have focused on the practice of PM.  The researcher argues that 

these studies present an incomplete or part of the understanding of the phenomenon (PM) in its totality 

because the social environment was isolated, or the studies discussed failed to consider the designing of 

a system in addition to PM in their studies.  The following section presents studies that considered the 

designing of a system as well as the social environment or organisation.   

 

2.2 Performance Management – designing of a system (PMS) 

2.2.1 Definition and understanding within the organisation  

In the introductory chapter, the researcher highlighted Harzing and Pinnington (2011) interpretation of 

PMS.  They suggested that the term performance management system from a broad theoretical 

perspective as a system designed to help the organisation maximise the potentials of its employees in 

order to improve the overall output.  Broadbent and Laughlin (2009 p.293) had earlier explained 

performance management system “in a generic sense as a control framework which attempts to ensure 

that certain ends are achieved and particular means are used to achieve these ends”.  The researcher argues 

that the word “ends” used by Broadbent and Laughlin (2009) could also be referred to as overall output 

while the ‘means’ focuses on the practice or processes involved in managing employee’s performance.  

This interpretation of PMS from Broadbent and Laughlin (2009) accentuates the management control 

perspective underlying because they have explained the performance management system ‘as a control 

framework’.  Nevertheless, their interpretation of PMS suggests that the development of PMS depends 

on the PM.  Therefore developing an in-depth understanding of PM is eminent, but quite often, there 
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could be a pre-assumed knowledge on PM when designing PMS (Franco-Santos and Otley, 2018).  

Organisational theories guide PMS studies.  The next section discusses these organisational theories.  

 

2.2.2 Underpinning theories  

Studies that focused on the designing of performance management systems (PMS) adopt organisational 

theories, most notably the ones that explain the overall testimonial of the existence of PMS and their 

predicted consequences (Franco-Santos and Otley, 2018).  Three well-known organisational theories are 

usually adopted.  Table 2.7 summarises these theories and how they relate to PMS. 

 

Table 2.7  Summary of organisational theories that provides an overview of PMS 

Theory  Author  Description and relation to PMS 

Contingency theory 

of management 

accounting   

Otley, (1980, 

2016) 

The contingency theory of management argues that it is unlikely 

to have a ‘universal approach’ to the design and use of PMS 

across and within organisations and to maximise its 

effectiveness, there is a need to tailor the control mechanisms to 

fit the precise conditions of their use within its context to ensure 

the delivery of their intended consequences. The theory also 

suggests the influence of factors (or contingencies) on the 

design, use and consequences of control mechanisms, which 

makes it unlikely to provide exact prescriptions for PMS.  

Agency theory  Eisenhardt 

(1989) and 

Jensen and 

Meckling 

(1976)  

Agency theory deals with the explanation of the choices, use 

and consequences of organisational control mechanisms. This 

assumption lies mainly with the model of this theory which is 

seeking to fulfil goal expectation of the owner. Likewise, the 

assumption of employees is self-serving or opportunistic, 

effort-averse and risk-averse.  The implication of this 

assumption results in a goal-alignment problem and increasing 

uncertainty of outcomes.  Using two tightly coupled control 

mechanisms to encourage employees’ commitment to actualise 

the organisation’s goals addresses the goal-alignment problem 

and the increasing uncertainty of outcome. 

Stewardship theory Davis et al. 

(1997) and 

Harmandez 

(2012) 

Stewardship theory explains the choice, use and consequences 

of control mechanisms just like the agency theory, but it is 

contrary to it. The assumption for stewardship theory for the 

organisations is the existence of compound and multifaceted 

goals.  The perception of employees is as stewards rather than 

agents.  This perception develops a mutual sense of enduring 

responsibility for multiple stakeholders.  The implication of this 

suggests the alignment of the goal is not a problem for the 

organisation but learning how to react and manage with 

uncertainty.  Nurturing shared leadership practices within the 

organisation addresses learning how to react and manage with 

uncertainty.  

Source   adapted from Franco-Santos and Otley, (2018 pp.701-702) 
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The focus of agency and stewardship theory from table 2.7 above suggest both theories emphasised on 

organisational performance and the individual driving behaviour.  Franco-Santos, Rivera and Bourne, 

(2014) in their study differentiated these theories using for the vital element – assumptions, focus, time 

horizon and role of information.  They suggested in their study, the need for a hybrid of both theories to 

foster the effectiveness of performance management.   Figure 2.2 summaries the difference between the 

agency and stewardship theories. 

 

Figure 2.2 Agency versus stewardship theory  

 Agency theory  Stewardship theory   

 

Assumptions 

 

• Individuals are self-interested, 

opportunistic  

• There is misalignment between what 

the individual and what the 

institution wants  

• Individuals are extrinsically 

motivated  

 

 

• Individual are service-oriented  

• There is an alignment between what 

the individual and what the 

institution wants. 

• Individuals are intrinsically motivated  

Focus • The organisation tightly controls how 

well the work is done and loosely 

controls who does the work and on 

whom.  

 

• The organisation loosely controls how 

well the work is done but tightly 

controls who does the work and on 

whom.  

Time horizon • Oriented to the delivery of results in 

the short term. 

 

• Oriented to the delivery of results in 

the long term. 

Role of information  • Control/monitor and provide 

incentives  

• Learn and improve performance  

 

Source  Franco-Santos, Rivera and Bourne, (2014 p.22) 

 

One limitation with these theories is the presumption of the absence of contextual factor.  There is no 

acknowledgement or reference to the influence of contextual on the practice; instead, the focus is on the 

individual driving behaviour. This assertion explains why there was no indication of the influence of 

contextual factors in Franco-Santos, Rivera and Bourne's (2014) study because these theories guided the 

study.   However, they acknowledged in their study that there is nothing like one size fit all with 

performance management but from the argument that organisational performance should consider a 

hybrid of stewardship and agency theory to drive individual behaviour while implementing performance 
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management.  Another argument to support the assertion that ‘there is nothing like one size fit all with 

performance management’ is the influence of the contextual factor extant study has suggested.  Therefore, 

theoretical support that acknowledges contextual factors is essential because the implication would help 

with its enactment and the designing of a system within the context of the study.  

 

The contingency theory of accounting is quite different from agency and stewardship theory because this 

theory acknowledges an array of factors or contingencies specific to the context that affects PMS.  The 

development of knowledge within this research study considered the organisational theory, specifically 

the contingency theory of accounting because this gives attention to context.   

 

The following section discusses the outcome or effect and the perception of PMS within an organisation 

and the implication for the study.  

 

2.2.3 Effect and perception in an organisation 

Earlier in this chapter - section 2.1.3, it was stated performance management within an organisation as 

may have a positive or a negative effect (Rashidi, 2015).  One of the positive effects PM has is the capacity 

to monitor employee performance within the organisation and link employee’s goals with the 

organisation’s corporate goals (Claus and Briscoe 2009).   It is difficult to discuss the outcome of PMS 

as it relates to the organisation without highlighting the outcome of the practice (PM) as it relates to the 

management and employee.  This difficulty is because the effect of PMS towards the organisation extends 

from the employee and managers.  Managers’ supervision improves with an easy detection of employees’ 

strengths and areas where they need to improve, as such appropriate help is provided to employees to 

improve any perceived weakness (Rashidi, 2015) which tends to reflect on the overall organisational 

output.  Nankervis and Compton, (2006) arguably assert that the implementation of PM provides 

organisational data used for organisational developmental purposes.  For Parnell, Dent O’Regan and 

Hughes (2012), having the performance management system in place assists the organisation in 

influencing strategy formulation and execution.    
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Table 2.8 presents Aguini’s (2009) summary of the outcome of the performance management system 

towards the organisation. 

 

Table 2.8  Outcome of PMS towards an organisation   

Motivation to perform is increased 

Self- esteem is increased  

Managers gain insight about subordinates 

The definition of job and criteria are clarified  

Self-insight and development are enhanced 

Administrative actions are more fair and appropriate 

Organisational goals are made clear  

Employees become more competent  

Employee misconduct is minimised  

There is better protection from a lawsuit 

There is a better and more timely differentiation between good and poor performers  

Supervisors’ view of performance are communicated more clearly 

Organisational change is facilitated  

Motivation, commitment and intentions to stay in the organisation are enhanced  

Voice behaviour is encouraged  

Employee engagement is enhanced   

Source:  Aguinis, (2013  p.7) 

 

On the contrary to these positive reactions is the adverse reactions (Rashidi, 2015).  In section 2.1.3,  the 

researcher presented Armstrong (2014)  assertion that the reality of PM faces daunting issues, which 

makes it more promising than it achieves, resulting in a negative outcome.  The researcher argues the 

daunting issues in most cases are contextual because of the influence of the study context, for instance, 

organisational culture.   Armstrong (2014) explains organisational culture as the existence of mutual 

belief, norms and values that are particular to that organisation which has formed the action and 

interaction of the individuals.  The individual act based on this influence.  Also, the management style 

(how managers use authority and power) largely influence the organisational culture (Armstrong, 2014).   

The social environment or organisation is where the organisational culture and management style resides.  

Failure to consider the social environment possible will lead to the designing of a system that does not 

align with the social environment.  There are consequences for a poorly design PMS.  The researcher 
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argues that a poorly design PMS produces poorly implementation process.  The implication of poorly 

implemented performance management system from Aguinis’ perspective is in the table below. 

 

Table 2.9 Effect of a poorly implemented performance management system  

Increased turnover 

Use of false or misleading information  

Lowered self-esteem 

Wasted time and money 

Damaged relationship 

Decreased motivation to perform  

Employee job burnout and job dissatisfaction 

Increased risk of litigation 

Unjustified demands on managers’ and employees’ resources  

Varying and unfair standards and ratings 

Emerging biases 

Unclear rating system 

 

Source:  Aguinis, (2013 p.9) 

 

Therefore, there is a need to consider the context in a performance management study.  The following 

two sections discuss PMS within a social environment - the public sector and healthcare.   

 

2.2.4 PMS in the public sector 

This section discussed performance management studies that considered the social system (public sector).  

This section further develops the initial discussion presented in section 2.1.4. Following that the 

investigation of performance management within the context considers the practice, its system and 

context which allows the consideration of the organisation or social environment.   In that section 2.1.4, 

the researcher establishes that the introduction of PM into the public sector came as a result of NPM 

initiative especially within developed countries (Knies et al. 2015; Franco Santos, Rivera and Bourne 

2014; Hvidman and Andersen 2014; Fryer, Antony and Ogden, 2009).  However, this is not the same 

within the context of study as the researcher argues differently following Esu and Inyang’s (2009) 

assertion on the lack of PMS within the Nigerian public sector. 
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 Also, in section 2.1.4 was an outline of issues faced by the practice of PM in the public sector is as a 

result of these pitfalls (staff morale, motivation and behaviour towards work are negatively affected).  In 

order to avoid the pitfalls, organisational context should be considered (Hvidman and Andersen, 2014; 

Goh, Elliott and Richards, 2015) because of the complex setting of the public sector (Arnaboldi, Lapsley 

and Steccolini, 2015).   This complex setting is as a result of the high proportion of professionals, 

especially within the health and educational segment (Pollitt, 2013; Boxall and Purcell, 2016).   These 

job functions require specific skill sets and tools to allow them to carry out their duties, that creates tension 

between the drive for transparency and accountability, and the desire to deliver high - quality services 

without any restrictions within the confines of the public sector’s PM culture (Boxall and Purcell, 2016).    

The professional appears to struggle with regards to their primary responsibility.  Is it to their professional 

bodies or the organisation?  Greener (2013) argues that their primary responsibility is to their professional 

bodies as well as clients and not to the organisation they work.   Another reason for the complexity of the 

public sector is because of the many political influences on the managerial culture experience (Arnaboldi, 

Lapsyley and Steccolini, 2015). 

 

Given that the existing study context includes the public sector where a high proportion of professionals 

resides, this study explored the assertion of the struggle with regards to where lies the primary 

responsibility of the professional working in the Nigerian public health sector and the implication to the 

practice of PM.  In order to avoid the pitfall (staff morale, motivation and behaviour towards work are 

negatively affected) the study considered the organisational context and what contextual factors resides 

within the Nigerian public health sector - if there is a political influence on PM within the sector.  The 

consideration of the complex setting of the public sector responds to Arnaboldi, Lapsley and Steccolini, 

(2015 p.19) conclusion.  They  “encourage researchers to undertake more nuanced research in the most 

difficult, complex testing areas for researchers and practitioners alike” because of the importance of 

providing ways in which PM can improve within the sector (Greener, 2018).   Again, this strengthens the 

significance of this study and its aim which is to investigate performance management within the Nigerian 

public health sector. 

 

PMS face issues within the public sector.  Pollitt (2013) describe these issues as a background factor, task 

factor and the features of the PMS.  Table 2.10 presents these issues that confront PMS in the public 

sector under these three headings.   
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Table 2.10  A summary of the factors that affect PMS in the public sector 

Background factor 

• political 

system 

• organisational 

culture 

• prevalence of 

corruption 

Task factor 

• complexity  

• observability of 

output and 

outcomes 

Features of the PMS 

• previous experience with PM 

• available resources 

• participation of staff in PMS 

design 

• balance between stability and 

change 

• tight or loose coupling to 

incentives/punishments? 

•  who collects and validates the 

data? 

• Is data in public domain? 

Source:   Pollitt (2013 p.359) 

 

However, these factors highlighted were in respect to gaming and cheating in PMS.   Nevertheless, the 

researcher considered this learning because gaming or cheating occurs within the social environment.  A 

more in-depth consideration of gaming and cheating present the assertion that its prevalence within the 

organisation might attribute to the influence of a social cognitive element on the organisation.   The 

researcher also argues that these factors identified by Pollitt (2013) is not restricted to cheating or gaming 

only but can extend.   Some other factors were identified by scholars that challenge the implementation 

of PM within the public sector.  For example the difficulty with staff cooperation because of the 

perception of it as punitive rather than developmental within the public sector (Bevan and Hood, 2006); 

and the political pressures the public sector managers face to implement PM (Hvidman and Andersen, 

2014). These factors can also situate themselves within one of the three main elements in table 2.10. 

 

Greener (2018) presented learning from his study that concerns the introduction and implementation of 

PMS in the public sector.   The implication of these learning reduces gaming and cheating during the 

implementation of PMS in the public sector; targets set can be a long term not restricted to short-term 

feasibility (Greener, 2018).  A summary of concerns that need consideration when introducing and 

implementing PMS in the public sector is in table 2.11.   

 

   

Table 2.11  Concerns when introducing and implementing PMS in the public sector 
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• The actors in charge must be engaged supportively in the process and lead its 

implementation 

• PM should not be politically driven or appeal only to the extrinsic targets but should 

also accommodate the intrinsic target of these professionals legitimately.  

• Measured performance should be linked with reward (or penalty), but the focus 

should be on balancing the extrinsic and intrinsic factors 

• The autonomy of professional judgement should be respected and considered when 

designing the system and not leaving it entirely to the policymakers’ discretion. This 

develops intrinsic factors guiding their work 

Source:  adapted from Greener (2018 pp. 10-11) 

 

The researcher yet again argues that the learning presented might prevent some of the issues PMS 

encounters within the public section.  Dan and Pollitt's (2015) concludes that performance management 

has positive influences in the public sector but require a sustained effort from all the actors involved.   The 

investigation of performance management within the Nigerian Public health sector considered the 

examination of the involvement of these actors through the first and second research objectives: 

To explore how the various actors involved in performance management within the Nigerian 

public sector interpret it  

 To explore how the various actors involved in performance management within the Nigerian  

 public sector practice it    

The following section discusses PMS within the health sector.  

 

2.2.5 PMS in the Health sector 

In section 2.1.5 it was highlighted that due to the numerous challenges that confront health care 

organisations in the modern era (Buchan and Black, 2011; Decramer et al., 2015; Hewko and Cummings, 

2016), as well as their desire to intensify efficiency and effectiveness led to the adoption of management 

practices such as PM in hospitals (Townsend and Wilkinson, 2010; Decramer et al., 2015).    

 

Decramer et al., (2015)  argue hospital outcomes link with the performance management system that is 

in place to manage employees, but there are certain constraints the implementation of PM encounters 

within the health sector (Mettler and Rohner, 2009).  For example, the presence of a high proportion of 
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professional employees working in the health sector (Pollict, 2013; Boxall and Purcell, 2016).   In the 

previous section, the researcher presents the argument that the primary responsibility of these 

professionals is to their professional bodies and clients, not to the organisation they work for (Greener, 

2013).  In addition to the argument on the primary responsibility of these health professionals, the change 

in successive government tenure is another, since there is a focus on imposing top-down measurement of 

performance and how specifically these local health services are organised (Hvidman and Andersen, 

2014; Greener, 2018).  The imposition of a top-down structure does not yield the expected outcome 

because it hinders innovative practice (Hewko and Cummings, 2016).  The actual execution of PM is at 

the bottom level. Therefore there is the need to consider the flow of communication from the bottom to 

the top as well and not only top down.  This flow in communication supports PM.  Another constraint 

faced with PMS in health services particularly at the public level is the need to promote autonomy (Hewko 

and Cummings, 2016).  Managers and employees are under pressure to offer high-quality yet affordable 

services to its users.   

 

The scarcity of performance management studies within the Nigerian public health sectors provides a gap 

in knowledge on how the influence of the health professional bodies and flow in communication influence 

on PMS or if there is an existing performance management system within this study context (Nigerian 

public health sector).  The next section critically reviewed studies that focused on the PMS to further 

develop the theoretical underpinning of the study. 

 

2.2.6 Research studies on PMS 

There has also been a significant amount of studies on PMS by academia.  Some of these studies are 

highlighted in this section to situate the study into the broader literature as well as develop the study 

theoretically. However, the researcher observes that these studies are mainly conceptual.    Frameworks 

underpinning PMS also developed from some of the studies summarised in table 2.13.  The research study 

built on one of the frameworks to investigate performance management within the Nigerian public sector.  

The framework presented a theoretic guide for this research study which addresses the second research 

problem identified by Claus and Briscoe (2009) and enable the researcher to address the first research 
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problem. Within this section and in section 2.3, the researcher, further discusses the theoretical framework 

that underpins this study.  Table 2.12 summarises studies that focused on PMS.   

 

Table 2.12 Summary of conceptual research on PMS   

Author(s) Title Year  Aim of research 

Franco-Santos 

and Otley 

Reviewing and Theorizing 

the unintended consequences 

of performance management 

system  

2018 Develops a topology to explain how and 

why the unintended consequences of 

performance management systems 

occur.   

Rashidi A review of performance 

management system 

2015 To analyse the theoretical framework of 

PMS and its implications   

Broadbent and 

Laughlin 

Performance management 

systems: A conceptual model  

2009 To analyse the underlying factors that 

influence the nature of the performance 

management system 

Ferreira and 

Otley 

The design and use of 

performance management 

systems: An extended 

framework for analysis 

2009 To propose a framework that would 

serve as a research tool for describing the 

structure and operation of performance 

management system holistically   

Source:  Adapted for this study  

 

Ferreira and Otley’s (2009) study presented a conceptual framework on PMS and described it as a useful 

research tool to enable researchers empirically understands the various aspects of the PMS in the 

organisation.  The research study built upon this framework serving as the theoretical guide for this 

research study.  The framework from Ferreira and Otley (2009) developed from relevant literature, 

observations, and experience from the authors.  The framework divides into three levels: the first level is 

the core of PMS; the second level provides a holistic perspective and the third covers the contextual 

factors and culture.   

 

The first eight questions (Q1-Q8) reside at the first level - the core of the performance management 

system.  This level identifies the different aspects of performance management and arguably present the 

practice of performance management.  Schleicher et al. (2018) recently encourage future PM studies to 

focus on aligning the multiple aspects of PMS, as this would predict the effectiveness of the system.  The 

investigation of performance management within this study considers these different aspects by including 

questions interview question that covers them because this would provide in-depth knowledge about the 
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phenomenon.  The second level of the framework is represented by the last four questions (Q9-Q12) 

which provide a holistic perspective within a context. The holistic perspective here refers to how the PMS 

designed diffuses into the organisation context because these questions pervade the eight questions that 

represent the core of PMS.   The researcher argues that the second level addresses the system perspective 

of performance management, while the third level addresses the context or social environment because 

the third level highlights contextual factors and culture.  However, the third level was left unexplored 

because culture and contextual factors vary across the different context of the study and to a significant 

extent are outside the control of the organisation (Ferreira and Otley, 2009).   Figure 2.3 below illustrates 

the framework.   

 

Figure 2.3 The Performance Management Systems Framework 

 

  

Source: Ferreira and Otley, (2009 p.268) 

Within this study - an investigation of performance management within the Nigerian public health sector, 

the third level was included within the study as the context considering how culture and context factors 

influence the practice of performance management with the expectation to elaborate that level of the 

framework drawing on the findings that address the third research question.  Hofstede (1983, 1993) 
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highlighted how cultural constraints affect the meaning and implementation of management practice.  The 

observation is that their national culture partly conditions the thinking of people.  For instance, the 

Nigerian context is very diverse because of the different ethnic groups present (Mamman, Baydoun and 

Adeoye, 2009).      Likewise, “at the societal level, there are significant cultural values, belief and practices 

that influence organisational member” in Nigeria (Mamman, Baydoun and Adeoye, 2009 p.6).  In  

Mamman, Baydoun and Adeoye's (2009) study they asserted that the cultural orientation and values 

impact on PM practices as well as the employee’s attitude to PM although this assertation developed from 

multinational company’s context.  Nevertheless, the researcher considers their assertion (the Nigerian 

cultural orientation and values) in the investigation of PM within this study because in 2004, the Global 

Leadership and Organisational Behaviour Effectiveness (GLOBE) identified Nigeria as a highly humane 

orientation society.  High humane orientation societies value altruism, benevolence, kindness, love and 

generosity and following the findings from the GLOBE study Nigeria measure high against them (House 

et al., 2004).  The researcher presents the argument that the humane orientation in Nigeria result from the 

nitty-gritty African culture present such as shared commitments and community of networks that exist as 

well as notion to protect personal and family relationships (Nzelibe, 1986; Kamoche, 2000; Mamman, 

Baydoun and Adeoye, 2009), which relatively explains the notion nepotism as a feature of HRM within 

the sub-Saharan Africa from  (Kamoche, 2000; Mekonan, 2003).   The aims of taking the consideration 

of the culture in this exploratory study take its cue from Armstrong, (2014) who highlighted the 

importance of taking cultural consideration into account during the developmental and implementation 

phase of PM because of the need to attain a fit between the corporate culture and PM’s process.  The 

limitation, however, is that the validity of such a conceptual framework may stop at the national level or 

organisational level. The consequence of this limitation contributes to the reason why PM scholars are 

promoting the need to study PM contextually.  Following  Hofstede (1993 p. 89) definition of culture as 

“the collective programming of the mind which distinguishes one group or category of people from 

another”,  this study argues that the influence of contextual factors and culture on PM as another reason 

for the various interpretation of PM across the various contexts of study. Therefore, extends Buchelt, 

(2015) assertion who broadly described that as ‘context’.  In other words, this research is redefining the 

broad term ‘context’ to the influence of contextual factors and culture. 
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Furthermore, Ferreira and Otley (2009) argue that the framework enables researchers to have a “speedy 

and comprehensive description of many aspects” (p.276) of the performance management system in place 

within the study context.  This comprehensive description of PMS will enable researchers to understand 

the various aspects contextually, which is very important as it assists researchers to develop knowledge, 

identify and suggest areas or aspects that require further research or study.  However, for this study, it 

was not ‘speedy’ but in-depth following a robust and rigorous methodological approach (more discussion 

on the methodology comes in chapter three).   A speedy, comprehensive description may not give the 

required depth as required, providing methodological rigour to PM studies was one of the calls for future 

studies of PM in Schleicher et al. 's., (2018) paper.  

 

The audience of the Ferreira and Otley’s (2009) framework could either be profit or non-profit 

organisations because the description of the various aspects of a performance management system applies 

to both contexts.  The framework sufficiently facilitates empirical studies to describe the PMS in a context 

where the practice of PM has been established fully as well as a context where the practise is new or 

emerging (Ferreira and Otley, 2009).  The researcher argues that the context of this study reflects a context 

where the practice of PM is new or emerging following the assertion from Esu and Inyang (2009) and 

their call for the implementation of PMS with the Nigerian public sector, which includes the health sector.   

 

The inclusion of reward in their framework (Ferreira and Otley, 2009) as illustrated in figure 2.3 raises 

some controversies because there is a contrary argument, which suggests reward is not inclusive while 

managing performance (Decramer, Smolders, Vanderstraeten and Christiaens, 2012) but its implication 

within the organisation could help in rewarding employees and making organisational decision (Rashidi, 

2015; Armstrong, 2017).  The researcher argues that Ferreira and Otley (2009) may have considered 

reward as part of the activities involved in PMS because the framework was developed to support 

organisation’s enactment of performance management through the designing of a system while Decramer 

et al. (2012) was referring to the practice and process involved in managing performance.  Nevertheless, 

following the usefulness of Ferreira and Otley’s (2009) framework and how it helps researcher study 
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existing or emerging PMS, it was therefore built upon and develop the theoretical underpinning of this 

study because this framework allowed the researcher explore performance management holistically - the 

practice, system and context of the study.  

 

There appears to be a debate about the contextual factor and culture highlighted in Ferreira and Otley’s 

framework.  Broadbent and Laughlin (2009) believe that Ferreira and Otley’s (2009) framework 

addressed the nature of PMS limitedly and related the second level (the last four questions) to address the 

issues with contextual factors and culture.  Broadbent and Laughlin (2009) study present an understanding 

of the nature of the PMS because this was not covered extensively in Ferreira and Otley’s (2009) study.   

However, Ferreira and Otley, (2009) described that argument as a misunderstanding, the second level 

(the last four question) was not under the umbrella of contextual factor and culture but pervaded the 

different aspect (level one) to provide a holistic perspective.   Interesting this debate was within the same 

period given the year of publication from these authors.   It is not within the scope of this study to argue 

over the debt of these authors, but the researcher instead considered their contribution to knowledge which 

significantly developed the study.  The researcher argues Ferreira and Otley’s (2009) framework is 

followed by Broadbent and Laughlin (2009) because Broadbent and Laughlin wanted to present a 

“theoretical framework that can provide a language for analysing any PMS that builds on the PMS 

conceptualisation of Ferreira and Otley (2009)” (p.284).   In other words, Ferreira and Otley’s (2009) 

framework provided an overview and structure of the performance management system in place while 

Broadbent and Laughlin (2009) describe the kind or nature of performance management system that exists 

in an organisation.  The nature of PMS could be transactional or relational following the models of the 

rationality of the context because context is another term for the part or nature of the organisation in 

which PMS is implemented.   With the transactional performance management system, there is a clear or 

specified end and a clear direction on the means used to achieve the end while relational performance 

management system explains that the ends and means are intentionally subject to the discussion among 

the various stakeholders (Broadbent and Laughlin, 2009).  These scholars highlighted that there might be 

elements of transactional features within a rational PMS but there cannot be rational features in a 

transactional PMS.  The relational performance management system with the inclusion of the 
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transactional features could be argued to be preferable since it allows a flexible approach and allows line 

managers or supervisors who are in charge of implementing PM, as well as the employees, have their 

input.  Broadbent and Laughlin's (2009) contribution to knowledge is highly relevant in understanding 

the nature of PMS within the Nigerian public health sector, and further details on this are in chapter seven.   

 

Recently, Franco-Santos and Otley (2018) study describe four unintended consequences of PMS. The 

study developed a conceptual framework of these unintended consequences reflecting two key 

dimensions (goal-alignment and goal-uncertainty) as well as agency and stewardship theory.   An 

illustration of the framework from Franco-Santos and Otley (2018) is in figure 2.4 below.  

 

Figure 2.4 Conceptual framework of the unintended consequences of PMSs 

   

  Source    Franco-Santos and Otley, (2018 p.723) 

The unintended consequence is a result of the nature of PMS that is in existence within the organisation.  

In other words, following the assumed reality of the theory (agency or stewardship) that guides PMS in 

addition to the assumption of goal alignment and uncertainty, one of these four unintended consequences 

of PMS exist.  However, there are instances where the unintended consequences are undesirable, which 

is likely to occur when a PMS “is designed using false assumptions about people’s behaviour and the 

incidence of uncertainty’ (Franco-Santos and Otley, 2018 p.697).  The researcher argues that Franco-

Santos and Otley's, (2018) paper subtly nudges for researches on PM to consider the contextual 
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understanding because the implication will ally the ‘unintended, undesirable consequences of PMS’  

highlighted by Franco-Santos and Otley, (2018).   The false assumption is as a result of  “ignorance, error, 

immediate short-term concerns, fundamental values and ideologies, or self-fulfilling forecast” (Franco-

Santos and Otley, 2018 p.697).  PMS that is designed based on such a false assumption provides the 

espousal of control mechanism that fails to represent the context (Franco-Santos and Otley, 2018).  

Consequently, this brings about the unintended, undesirable consequences of PMS.  

 

Rashidi (2015) suggested the requirement of some prerequisites before implementing a performance 

management system, ignoring these prerequisites may lead to its poor implementation which would bring 

about an adverse or negative result on the employees’ output and organisational productivity.  The first 

prerequisite suggested is knowing the “specific reasons why the organisations need performance 

management” (Rashidi, 2015 P.211).  This study presents this assertion differently by suggesting that the 

first prerequisite for PM study is to develop contextual understanding within the context (the organisation 

that needs performance management).  The specific reasons why the organisation needs performance 

management lies within the contextual understanding and the design a PMS based on the ‘real’ perception 

of the actor’s interpretation of PM within the organisation.   Furthermore, Rashidi (2015) review of PMS 

considered an understanding of the organisational structure as well as ensuring the staff and management 

understand the concept of performance management before implementing as another prerequisite.  The 

scope of this study developed the prerequisite of ensuring staff and management understand the concept 

of PM within the first and second research objectives of this research study: 

To explore how the various actors involved in performance management within the Nigerian 

public sector interpret it  

To explore how the various actors involved in performance management within the Nigerian 

public sector practice it    

Achievement of these research objectives develops knowledge about the understanding of PM within the 

Nigerian public health sector.   Similarly, within this study was the achievement of an understanding of 

the organisational structure (the case studies), the detail is presented in chapter three while describing the 

case.   The “success or failure in performance management depends on organisational philosophies, and 
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the attitude and skills of those responsible for its implementation and administration, together with the 

acceptance, commitment and ownership of appraisers and appraisees” (Nankervis and Compton, 2006 

p.84).   Therefore, there is the need to consider the practice, the actors, the social environment while 

designing PMS. 

 

The overarching argument in section 2.1 and 2.2 is that performance management study should consider 

the practice, its system and the context because the knowledge provides a rich and detailed understanding 

of the phenomenon – performance management, as well as provide an opening for further studies and 

maximise the effectiveness within the context.  The following section (2.3) presents the justification for 

the theoretical framework this study built upon while conducting the study.   

 

2.3 Rationale for the adapted theoretical framework  

This section presents the rationale for building upon Ferreira and Otley’s, (2009) framework in the 

investigation of performance management within the Nigerian public health sector.  The first rationale 

for the adaption of this framework is because it allows the researcher to respond to the two research 

problems the study sought to address.  First, it provided a theoretical guide to develop contextual 

knowledge on PM through an empirical holistic study of performance management and the several 

activities involved in managing employees’ performance within the Nigerian public health sector.  The 

adaptation of this frameworks offers a response to the call to explore the multiple aspects of PM  by 

Schleicher et al., (2018) because the frameworks allow the exploration of performance management 

practice, its system and context in which performance management enact.  Thus, the elaboration of the 

outer level of Ferreira and Otley’s, (2009) framework (culture and contextual factors) bearing in mind 

how these could influence how the actors within the context interpret PM.  Nigeria, like many African 

countries, has deeply rooted cultures and traditions which must be borne in mind when designing any 

organisational structure.  The elaboration of the outer level of Ferreira and Otley’s, (2009) framework 

(culture and contextual factors) is the theoretical contribution of this study.  Secondly, building upon the 

framework as the theoretical underlying of this study responds to the gap identified by Claus and Briscoe, 

(2009) that studies within the less developed context loosely or use no theoretical framework as 
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highlighted in the earlier section within the thesis.  The response to this gap presents itself as one of the 

contributions to knowledge this study offers.   

 

The framework informed the development of the interview questions during the data collection process. 

Further details on how the framework informed the data collection process is in chapter three 

(methodology).    

 

2.4 Summary 

All through this chapter, the researcher focused on situating the study into the broader literature and 

develops the theoretical background for the study.  The study argues that consideration of the practice of 

performance management, its system and context provides a holistic understanding of performance 

management within its context of the study.  Within section 2.1 and 2.2, the research presented the 

discussion of the understanding of PM and PMS within the organisation.  Following the dearth of study 

within this study context (Nigerian public health sector), there is no evidence on how the context interprets 

performance management or if their interpretation aligns with these existing words (continuous and 

integrated) scholars have used.   It is also significant to identify the informal practises as this introduces 

new knowledge on performance management within the Nigerian public health sector, bearing in mind 

that the informal techniques are not specific to a context but is dependent on the need as identified by the 

supervisor or manager within the context of the study.   This response to Schleicher et al., (2018) call for 

future research on performance management to consider both the formal and informal techniques, how 

they interact and equally influence one another in order to develop additional knowledge.  This call again 

highlights the significance of the study because the examination of how the actors involved in 

performance management within the study context interpret and practice it, identifies these informal 

techniques or process and how they interact.  Also, within this chapter, the gap in understanding how 

HRM practices moderate the effect of PM was discussed, which explains Schleicher et al., (2018) recent 

call - to investigate how other Human Resource (HR) practices (such as recruitment and selection)  

moderate the effect of PM.  This call is made following their assertion that other HR practices tend to 

moderate the effect of PM, which Pavlov et al., (2017) have also acknowledged in their study.   Similarly, 
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within the Nigerian public health context, there is also no evidence of the cultural change programme or 

HRM activities that are being fostered by PM as well as the HRM practices that may support or inhibit 

in the implementation of PM. 

 

The underpinning theories the practice of PM and the designing of a system where discussed.  The 

limitation argued by the researcher for the motivational theories (theories that underpin the practice of 

PM) was the absence of the social context (organisation) where the practice occurs.  These motivational 

theories failed to acknowledge the organisation or the social environment.   Similarly, the organisational 

theories that underpin PMS fail to provide a detailed understanding of the contextual factor or contingency 

(contingency theory of accounting) as well as an acknowledgement of the influence of contextual factors 

(agency and stewardship theory).    

 

The theoretical underpinning that guided this research study allowed the researcher to investigate the 

practice of PM, its system and context.  Consequently, leads to the conceptualisation of PM within the 

Nigerian public health sector as well as responded to the gap identified that studies on PM within less 

developed context loosely use a conceptual framework to guide their study or use no theoretical 

framework  (Claus and Briscoe, 2009)   

   

The following section provides complete detail on the research methodology building upon the theoretical 

framework (Ferreira and Otley, 2009) and how that guided the study.  

 

 

 

 

CHAPTER THREE:  RESEARCH METHODOLOGY  

This chapter provides the detailed procedure on how the research “An examination of performance 

management in Nigeria’s public health sector through two case studies” was conducted in order to 
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achieve the research purpose – to investigate performance management within the Nigerian public health 

sector.  This chapter presents a detailed description of the study’s research methodology.  Methodology 

refers to how “we approach problems and seek answers.  In social sciences, the term applies to how 

research is conducted” (Taylor Bogdan and Devault, 2016 p.3).  Another meaning for methodology is a 

widespread tactic to study research topics (Silverman, 2013) with adequate justification on the adopted 

research philosophy, logic, strategy and methods to execute the research as well as the ethical 

consideration  (Bloomberg and Volpe, 2012).   

 

Within this chapter, there is a detailed description of the research context, an examination of the 

ontological and epistemological stance of the research, as well as the adopted research philosophy, 

research strategy, data collection and analysis technique.  Also contained in the chapter is the ethical 

considerations that the study observed and the delimitations of the study.  The chapter concludes with a 

summary of the discussion within the various sections presented within the chapter. 

 

3.1 Research context  

The researcher conducted the study in the context of Nigerian stated in the introductory chapter.  Nigeria 

is a developing country located in the western region of Africa and commonly referred to as the “Giant 

of Africa”.  Specifically, within the Nigeran context, the research focused on the Public Health Sector.  

The establishment of the Public Sector in Nigeria, as stated in the introductory chapter was a product of 

colonialism from the late 19th Century by the British (Inyang, 2008).  The Public Health Sector is own 

and run by the different Tiers of Government in Nigeria – Local, State and Federal. The different Public 

or Government-owned Health Sectors provide different health care services. They are primary, secondary 

and tertiary health care services.  There are also privately owned healthcare providers in Nigeria but the 

focus of this study is the Public or Government-owned healthcare facilities.  

3.2 Research Philosophy   

Extant literature has explained research philosophy as the viewpoint a researcher assumes while 

developing knowledge.  O’Gorman, Lochrie and Watson, (2014) referred to the viewpoint as the 
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philosophical paradigm.  Positivist, Interpretivist, Pragmatic and Realism are examples of philosophies 

or paradigm research adopts to develop knowledge (Robson, 2011; Silverman 2013).  These philosophies 

explain the different ontological and epistemological stance maintained during the research process.   The 

research’s ontological stance explains the nature of reality while the epistemological stance explains the 

researcher’s position during data collection and analysis which can be subjective or objective (O’Gorman, 

Lochrie and Watson, 2014).   

 

Positivist philosophy maintains the ontological stance that the reality of a social world is external.  It can 

be measured and tested.  The epistemology of the researcher towards the research is to maintain an 

independent stance during data collection and analysis, thereby relying solely on statistical inference to 

analyse data. The researcher that adopts this philosophy conducts the research quantitatively (Robson, 

2011; Silverman 2013).  In contrast, interpretivist philosophy maintains the ontological stance that the 

reality of the social world is not external but depends on individual experiences in developing knowledge.  

The epistemology of the research is subjective because of the participation of the researcher during data 

collection and analysis.  Hence, data analysis is not dependant on statistical inference because the data 

analysis cannot include individual experiences.  Other data analysis techniques that include individual 

experiences are used instead to analyse the data and researcher that adopts this philosophy conducts the 

study qualitatively (Robson, 2011; Silverman 2013).  

 

Often, the research could adopt both the positivist philosophy and interpretivist philosophy with the 

argument that the ontological stance of the research supports both nature of reality in the development of 

knowledge giving no importance to any but rather, capitalise on the strengths of both philosophies. This 

philosophy is pragmatic, often called mixed methods (Robson, 2011; Silverman 2013).  Robson (2011 

p.550) explains this philosophy as “an approach which makes practical consequences the test of truth” as 

such there is the argument that the pragmatist philosophy gives truth to life. On the contrary, to all three 

philosophies - positivist, interpretivist and pragmatic - is the argument that some researchers do not 

consider the nature of reality - which is the ontology - but only considers its epistemological stance - the 

stance of the researcher during data collection.  It adopts the suitable data collection and analysis 
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technique that enable the research to achieve the aim, objectives and provide answers to the research 

questions as well. This philosophy is realism (Robson, 2011; Silverman, 2013).   Table 3.1 summarises 

the different research philosophies or paradigms, its supporting assumptions and the scientific method of 

observation.   

 

Table 3.1 Research philosophy, its assumption and scientific method of Observation    

Research 

philosophy  

Assumption The scientific method 

of observation  Ontology Epistemology 

Positivist  The social world is 

external  

The researcher is not 

involved during data 

collection and relies on a 

statistical inference to 

analyse data 

Quantitative  

Interpretivist  The social world is not 

external but depends on 

individual experiences  

The researcher is involved 

during data collection and 

cannot rely on statistical 

inference to analyse data 

Qualitative  

Pragmatic Views the social world as 

external and at the same 

time depending on 

individual experiences to 

form knowledge  

The researcher assumes 

the epistemology of the 

positivist and the 

interpretivist to collect and 

analyse data     

Both Quantitative and 

Qualitative (Mixed 

method) 

Realism Have no belief in 

ontological stance  

The research adopts a 

suitable data collection 

and analysis techniques 

that help the researcher 

respond to the research 

question(s).  

It can be Quantitative 

or Qualitative or Both  

Source  adapted from (Robson, 2011; O’Gorman, Lochrie and Watson, 2014; Silverman, 2014) 

  

Two philosophical paradigm or researcher philosophies stand out within the social sciences research – 

Positivist and interpretivist.  Figure 3.1 below presents the comparisons of these philosophies 

 

 

 

 

 

Figure 3.1  The positivist and interpretivist paradigm compared  

  

Positivist paradigm 

Focus on facts  

Interpretivist paradigm 

Focus on meaning(s) 
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Look for causality and fundamental laws 

Reduce phenomena to the simplest elements 

Formulate hypotheses and test them 

 

Operationalise concepts so they can be  

measured 

Take large samples   

Try to understand what is happening  

Look at the totality of each situation  

Develop an idea through induction from the 

data 

Use multiple methods to establish different 

views of phenomena 

Small sample investigated in depth over 

time 

  

Source O’Gorman, Lochrie and Watson, (2014 p.61) 

 

The rationale for the adopted research philosophy – Interpretivist  

For this study, the researcher did not adopt a positivist philosophy because the ontological stance guiding 

this philosophy suggests reality as external.  The first and second research questions: “How does in the 

Nigerian public health sector interpret performance management?” and “How is performance managed 

in the Nigerian public health sector?” cannot be adequately answered within the positivist philosophy.  

The justification for this assertion is because responding to these questions relies on individual 

experiences which is significant to the development of an in-depth contextual interpretation of 

performance management within the Nigerian public health sector.  The ontological stance of pragmatist 

philosophy was also not adopted because this research is not measuring any of the variables identified.  

The achievement of that is under the positivist philosophy.  Likewise, realism philosophy was not adopted 

because a critical examination of the Nigerian public health sector’s requires interpretation of 

performance management to achieve the purpose of this study.  Also, the research questions listed in 

section 1.5 of this thesis with an emphasis on the first and second question, consider the individuals and 

the social context in creating knowledge.  The ontological stance that underpins this is the interpretivist 

philosophy and was therefore adopted to conduct this research.  The method of observation for this 

research study was qualitative.  

One of the notable limitations of this adopted philosophy is the influence of bias because of the 

epistemological position of the researcher - subjective - during the research (Robson, 2011; Silverman 

2013).  The presence of this limitation raises the concern that involves the researcher’s credibility, 
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competence and trustworthiness towards the study (Patton, 1999, 2015). Another limitation is the 

transparency and replicability of a qualitative study (Aguinis and Solarino, 2019).  Aguinis and Solarino 

(2019) recommended twelve criterions for qualitative studies to implement in order to enhance 

transparency and ensure that there can be exact replication, empirical replication or conceptual replication 

of the qualitative study.  Exact replication occurs when the study uses the same sample and procedure of 

a previous study.  For empirical replication, the new study uses different population sample with the same 

procedure and conceptual replication, the same sample population issue with a different procedure from 

the previous study.  However, Aguinis and Solarino (2019) acknowledged that these criterions might not 

be applied rigidly in all qualitative study.   Table 3.2 below summarises the twelve criteria and the 

requirement from the researcher or author. 

 

Table 3.2 Criterion for qualitative studies to maintain transparency and replicability 

S/N Transparency criterion Authors should… 

1 Kind of qualitative method  …be explicit about what specific kind of qualitative method has 

been implemented (e.g., narrative research, grounded theory, 

ethnography, case study, phenomenological research) 

2 Research setting  … provide details information regarding contextual issues 

regarding the research setting (e.g., power structure, norms, 

heuristics, culture, economic condition) 

3 Position of researcher along 

the insider-outsider 

continuum 

…provide detailed information regarding the researcher’s 

position along the insider-outsider continuum (e.g., the existence 

of a pre-existing relationship with study participants, the 

development of close relationships during data collection 

4 Sampling procedures … be explicit about the sampling procedures (e.g., theoretical 

sample, purposive sample, snowballing sample, stratified sample) 

5 Relative importance of the 

participants/cases 

…be explicit about the contribution that key informants made to 

the study 

6 Documenting interactions 

with participants  

…document interactions with participants (e.g., specify which 

type of interactions led to the development of a theme)  

7 Saturation point …identify the theoretical saturation point and describe the 

judgement calls the researcher made in defining  and measuring it 

8 Unexpected opportunities, 

challenges and other events  

…report what unexpected opportunities, challenges and other 

events occurred during the study, how they were handled (e.g., 

participant dropped out of the study, a new theoretical framework 

was necessary), and implications.  
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9 Management of power 

imbalance 

…report and describe whether power imbalance exists between 

the researcher and the participants and how it was addressed (e.g., 

endorsement from a prestigious institution, self-acquaintance, 

asking sensitive questions) 

10 Data coding and first-order 

codes 

…be clear about the type of coding strategies adopted (e.g., 

structural, in vivo, open/initial, emotional, vs.) 

11 Data analysis and second -or 

higher-order codes 

…how the data were analysed (e.g., focused, axial, theoretical, 

elaborative, longitudinal)  

12 Data disclosure  …make raw materials available (e.g., transcript, video 

recordings) 

Source (Aguinis and Solarino, 2019 p. 1309) 

 Given the concerns mentioned above about qualitative studies, the researcher ensures adequate 

application of rigour to the adopted methods or techniques, for example, using a transcribed version that 

was read by the participant before the commencement of the data analysis process.  Also, the researcher 

outlined clearly the sampling procedure of the research.     Chapter 4 to 6 presents further details on how 

the researcher ensured and maintained credibility, competence and trustworthiness, as well as 

transparency and replicability.  

 

Nevertheless, the study benefited from the adoption of this interpretivist philosophy because the 

performance management was explored in-depth within the Nigerian public health sector and the 

individuals’ interpretations were considered during the data analysis process while developing knowledge 

within this study (Marshall and Rossman, 2011; Flick, 2014).  This adopted philosophy sufficiently 

enabled the researcher to achieve the purpose and objectives written out in section 1.5 of this thesis.   Goh 

et al., (2015) and Mellahi, Frynas and Collings, (2016) are examples of research on PM that adopted the 

interpretivist philosophy in their respective study.    The adopted research philosophy - interpretivist - for 

this study required a research reasoning or logic to guide to the study.  The following section presents the 

research logic  

3.3 Research logic  

Having justified the adopted research philosophy in the previous section, the researcher discusses the 

adopted research logic in this section.  “A crucial pathway for conceptual innovation in the social sciences 
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is the construction of theoretical ideas on the basis of empirical data”  (Timmermans and Tavory, 2012 

P.167), and this follows these three logics - deductive reasoning, inductive reasoning and abductive 

reasoning (Levin-Rozalis, 2004; Kovács and Spens, 2005; Råholm, 2010; Lipscomb, 2012; Timmermans 

and Tavory, 2012).  An empirical study adopts one from these three logics to conduct its research.  The 

reasoning adopted is meant to complement what the research aims to achieve and the underpinning 

theoretical background.  Figure 3.2 below illustrates the deductive reasoning research process. 

 

Figure 3.2  Purely deductive research process   

 

Source: Kovács and Spens, (2005 p.137) 

 

Deductive reasoning relates with research that draws its study from a prior knowledge to develop 

hypothesis – rule - which is then tested within the scope of study usually referred to as a case, to produce 

a conclusion - result (Danermark, 2001; Levin-Rozalis, 2004; Kovács and Spens, 2005; Råholm, 2010; 

Timmermans and Tavory, 2012). Deductive logic supports theory testing and aligns with positivist 

philosophy (Robson, 2011; Silverman, 2014).    

 

Inductive reasoning focuses on theory development and usually adopts an interpretivist philosophy 

(Robson, 2011; Silverman, 2014).  Figure 3.3 below illustrates the inductive process. 

 

Figure 3.3 Purely inductive research process   
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 Source:  Kovács and Spens, (2005 p.137) 

 

Inductive reasoning starts with existing theoretical knowledge from previous research (point 0) to the 

next stage (point 1), which is an observation of the scope of the study - case. However, in some instances 

point 0 is entirely left out (e.g. grounded theory) and point 1 becomes the starting point with an 

observation of the scope of the study, a broken line is used to illustrate the flow of direction from point 0 

to point 1 in figure 3.2 above. The information collected from point 1 produces a result that is used to 

conclude.  The conclusion drawn from the study establishes a theory - rule (Danermark, 2001; Levin-

Rozalis, 2004; Kovács and Spens, 2005; Råholm, 2010; Timmermans and Tavory, 2012).   

 

Abductive reasoning is entirely different to deductive and inductive reasoning (Kovács and Spens, 2005; 

Timmermans and Tavory, 2012) in the sense that it is not limited to or allied with any particular 

methodology (Lipscomb, 2012), unlike deductive and inductive reasoning that is allied with positivist 

philosophy and interpretivist philosophy respectively. Figure 3.4 below illustrates the abductive research 

process.  

 

 

Figure 3.4  The abductive research process   
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Source:  Kovács and Spens, (2005 p.139) 

 

Abduction reasoning process could either start from previous theoretical knowledge (point 0) or a real-

life observation (point 1) if the study adopts grounded theory.  There is a school of thought – rule – that 

guides the study regardless of its starting point. This rule, which is either a combination of point 0 and 1 

or only point 1, is matched with the existing theory.  The starting point 0 requires an extensive literature 

search, but when starting from point 1 (grounded theory) prior theoretical knowledge is not required.  The 

theory matching process (point 2) leads to another real-life observation (point 1) because of the essence 

of abductive reasoning, to discover new or surprising conclusions.  The process between point 1 and 2 in 

researches is iterative (Dubois and Gadde, 2002), new conclusions from this process forms hypothesis or 

theory (point 3) which creates a new insight – case - for further research adopting either or both inductive 

and deductive reasoning (point 4) (Danermark, 2001; Levin-Rozalis, 2004; Kovács and Spens, 2005; 

Råholm, 2010; Timmermans and Tavory, 2012).  Point 4 highlights the significance of the abductive 

logic because it focuses on generating new or surprising knowledge from an existing one. Hence, Kovács 

and Spens (2005 p.138) describe that “taking an abductive approach leads to new insight about existing 

phenomena by examining these from a new perspective”.  This new insight has the potential of advancing 

existing theory or theory elaboration.  Fisher and Aguinis, (2017 p.4) define theory elaboration as “the 

process of conceptualising and executing empirical research using pre-existing conceptual ideas or a 

preliminary model as a basis for developing new theoretical insights by contrasting, specifying, or 

structuring theoretical constructs and relations to account for and explain empirical observation”.    The 
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new or surprising knowledge as a result of theory elaboration reinitiates a new research process following 

any of the other reasoning - inductive or deductive.   Table 3.2 presents a summary of these research 

logics  

 

Table 3.2 Summary of research reasoning  

Inductive Reasoning  Deductive Reasoning  Abductive Reasoning  

Theory development  Theory testing  Theory elaboration  

Case – Result - Rule Rule – Case – Result  Rule – Result – Case 

Tied with qualitative studies  Tied with quantitative studies  Not tied with any scientific 

method of observation.  

 

Source adapted from (Danermark, 2001; Dubois and Gadde, 2002; Levin-Rozalis, 2004; Kovács and 

Spens, 2005; Råholm, 2010; Timmermans and Tavory, 2012; Fisher and Aguinis, 2017). 

 

The rationale for the adopted research logic - Abductive  

Several views in conducting research using abductive reason have emanated from Peirce’s notion of 

abduction in social sciences, which was intimately related to pragmatism (Frankfurt, 1958). This is 

because of the several unclear understanding of the logic with no systematic or coherent account for it, 

nevertheless, the shared objective that abductive reasoning introduces a new idea is still prevalent in 

literature across these several views (Frankfurt, 1958; Kovács and Spens, 2005; Råholm, 2010; 

Timmermans and Tavory, 2012).  This study adopted abductive reasoning following Kovács and Spens, 

(2005) because it provided a useful framework to guide the investigation of performance management 

within the public sector.  The study built upon Ferreira and Otley’s (2009) framework that underpin 

performance management in order to respond to the gap identified by Claus and Briscoe, (2009).  The 

scholar identified that performance management studies in less developed countries context lack sound 

conceptual or theoretical framework because studies within this context have loosely connected their 

studies to a conceptual framework or used no theoretical framework when conducting their study.  

Eisenhardt and Graebner, (2007 p.26) highlight that “sound empirical research begins with a strong 
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grounding in related literature, identifies a research gap, and proposes research questions that address the 

gap”. Similarly, studies that focus on theory elaboration are required to use pre-existing conceptual ideas 

or a preliminary model (Fisher and Aguinis, 2017)  

 

In the literature review chapter, the researcher presented the argument about the richness of performance 

management studies because of its evolving nature and complexity as a result of the different perspectives 

from which it emanates but maintains the underlying objective of enhancing employees’ output.  Within 

this adopted reasoning, the researcher provided new and surprising factors (Kovács and Spens, 2005) that 

influence performance management within the study context.  The identification of these factors 

significantly contributes to knowledge by elaborating the outer level in Ferreira and Otley’s (2009) 

framework as well as knowledge within this study context which provides a gateway to further research 

studies within the Nigerian public health sector since there is a dearth of studies.  Raholm (2010) describes 

abduction as the birth of idea development and a gateway to further research studies to achieve an 

interpretation of the phenomenon in a new way (Dubois and Gadde, 2002) because the examination of 

the phenomenon is from a different standpoint (Kovács and Spens, 2005).  The theory suggestion (stage 

3 in figure 3.4) can be from findings that are either generalisable or peculiar to the context although this 

lies within the researcher ability to identify when presenting the findings (Danermark, 2001).   The 

researcher discusses the nature of the findings when presenting the findings in the later chapter within 

this thesis.  

 

The limitation with an abductive logic is because of the uncertain nature of its result.  Hence it requires 

further testing deductively or inductively (Råholm, 2010).  However, this can be flipped to be its strength 

as well because Raholm (2010) further argues that this logic is the initial phase of empirical study while 

trying to link theory and data to develop a new understanding of a phenomenon.   There is an assertion 

that abductive reasoning greatly assists researchers in order to create and institute the findings and 

conclusion coherently (Levin-Rozalis, 2004).  The researcher welcomed this claim and adopted an 

abductive logic with an interpretivist philosophy because it enabled the researcher to elaborate on the 

outer level of the framework (Ferreira and Otley, 2009) that guided the study.  It is worthy to note that 
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none of the empirical studies on performance management presented in Table 2.6 adopted this research 

logic.  Also, the researcher concludes from the literature review process that adopting this methodological 

choice contributes to a methodological rigour on performance management study by providing a different 

approach to study performance management, which is in response to Schleicher et al., (2018) call for 

methodological rigour in further performance management study.  

 

In addition to the research philosophy and logic, empirical researches are required to adopt a strategy for 

conducting their study. The following section explains the adopted research strategy for this research.  

 

3.4 Research strategy  

The research strategy is the approach in which research is conducted (Robson 2011).  In qualitative 

studies,  it is essential to clarify the adopted strategy and contrasts it with other research strategies 

available (Eisenhardt and Graebner, 2007).  The implication of clarifying the adopted strategy enhances 

the transparency and replicability of a qualitative study (Aguinis and Solarino, 2019).   The survey, case 

study, grounded theory and ethnography are some examples of research strategy a researcher could adopt 

in conducting research (Robson, 2011; Silverman, 2013).   Some of these strategies strictly align with a 

scientific method of observation. For instance, a survey is used with quantitative studies, while the 

grounded theory research strategy is used mostly by qualitative studies.  In some instances, both scientific 

methods of observation can use a research strategy, such as the case study strategy.  

  

Research that focuses on generalising or testing theory would use survey strategy because it involves 

structured data collection techniques from a large sample (Silverman 2013).  Survey strategy will not be 

suitable for this research because the focus of this research is to develop new or surprising meaning and 

not to test or generalise theory.  Again, this research strategy does not recognise the contextual responses 

while analysing data statistically (Piekkari, Welch and Paavilainen, 2008), although the survey strategy 

is less time, cost and labour consuming which would benefit this research it will not allow the researcher 

achieve an in-depth study, explore and understandings of how the Nigerian public health sector interprets 

performance management (Vissak, 2010).   A Grounded theory approach begins its study with the 
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collection of data and analysis of the findings to develop a theory (Robson, 2011; Flick, 2014; Silverman, 

2014).  This approach does not sufficiently provide the researcher with the opportunity to build upon 

Ferrira and Otley’s (2009) frameworks, therefore, was not adopted to conduct the study.  Ethnography, 

as a research strategy requires observation of the field in addition to other research methods to conduct 

the study (Flick, 2014; Silverman, 2014; Patton, 2015).  Within this research context, it was difficult to 

observe because of the different geographical locations of the field of study (Nigeria) and the institution 

where the researcher registered for study (UK).  The time of completion for the study was another 

constraint with this research strategy, and as such, was not adopted.  

 

Case study strategy as described by Yin, (2014 p.237) is a “study that investigates a contemporary 

phenomenon in-depth and in its real-world context” and thus, was adopted as the strategy of enquiry for 

this research because the research would sufficiently achieve its aim, objectives and provide answers to 

the questions in section 1.5 of this thesis.  One of the benefits of this research strategy is that it retains the 

holistic and real-world perspective of the reality of what was being studied (Yin 2014).  Another reason 

for the adopted research strategy is that it promotes an honest curiosity to study performance management 

within the study context and put aside presumptions (Stake, 1995).  Since there is a dearth in the empirical 

study of performance management within the Nigerian public health sector, the researcher achieves a 

robust understanding of how the Nigerian public health sector interprets performance management with 

the adoption of this research strategy  (Eisenhardt, 1989; Eisenhardt and Graebner, 2007; Vissak, 2010; 

Farquhar, 2012) in order to conceptualise.  

 

Despite all the usefulness of the case study strategy, it has the limitation that it incurs the time, cost, and 

labour (Stake, 1995; Vissak 2010).  Furthermore, there is an argument on the failure to generalise findings 

from studies that adopt a case study strategy because it is not a representative of the entire population of 

the research context studied.  Flyvbjerg (2006) and Eisenhardt and Graebner (2007) state that since the 

purpose of using a case study is not to test the theory, the question of its generalisation should not be a 

limitation.  Flyvbjerg (2006) also highlights that the adoption of the case study strategy allows an in-

depth study, which is essential in understanding a phenomenon and development of knowledge.  Again, 
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adopting a case study strategy retains the contextual interpretations during data analysis (Vissak, 2010) 

within the esoteric or contextual findings (Stake 1995).    

 

The rationale for the adopted research strategy – a Case study 

Yin and Stake have contributed significantly to the case study strategy but from different philosophical 

stances.  Boblin, Ireland, Kirkpatreerick and Robertson, (2013) in their paper highlighted the different 

philosophical stance of Yin (2003, 2009; 2014) and Stake (1995; 2005) as postpositivist and constructivist 

respectively.  There exists some shared understanding from these authors on a case study, although they 

are described using different words. For instance, using more than one case study is described by Yin as 

multiple case studies while Stake describes that as a collective case study. Table 3.3 highlights a case 

study strategy from these two authors perspective.  

 

Table 3.3  Summary of Yin’s and stake’s case study approach  

Description  Stake’s approach  Yin’s approach 

Philosophical assumption  Constructivist Postpositivist  

Common terminologies used  Intrinsic, Instrumental and 

collective.  

A single case, Single embedded, 

multiple and multiple embedded 

Use of a conceptual framework Can be used but not required Required 

Use of multiple data collection 

techniques  

This case study approach 

provides multiple perspectives to 

achieve a holistic understanding 

of the phenomenon studied 

This approach is to assist the 

researcher in obtaining converge 

of the findings   

 

Source  adapted from (Stake, 1995, 2005; Boblin et al., 2013; Yin, 2014)   

 

Boblin, Ireland, Kirkpatreerick and Robertson, (2013) explained that some studies apply and cite both 

authors in their research.  The citing of both authors threatens its standing because there is a sense of 

neglect of the different philosophical stance of these authors and an assumption that they both share 

similar philosophical stance.  In consideration of this, the case study approach adopted in this study 

shadowed that of Stake (1995, 2005) because this study shares a similar philosophical stance, i.e. 

interpretivist, with his study.  Goh, Elliott and Richards (2015) and Mellahi Frynas and Collings (2016) 

are examples of studies that adopted the case study strategy while conducting their research on PM.  There 
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is a presumption that Goh et al. (2015) followed Stake, (1995, 2005) as this was included in their citations 

and references, whereas Mellahi et al. (2016) had none of these authors cited and referenced in their 

paper. Neither did the study explicitly state the author’s case study approach the study followed in their 

paper.  

 

3.4.1 Case classification  

Stake (1995, 2000, and 2005) described three categories of case study – intrinsic, instrumental and 

collective.  The scholar explains intrinsic case study as one that helps the researcher understand that case 

and no other case(s). Thus the case is pre-selected, whereas, for instrumental, the case selected helps the 

researcher understand another case(s).  A collective case is a situation where more than one case is 

selected to investigate a phenomenon. However, he highlighted that the essence of these categorisation 

reflects the research interest and not necessarily trying to get a proper fit, which usually is difficult to 

attain.  A case may be an individual, an organisation or a group of people that are in a bounded system 

(Stake, 1995, 2000, 2005). 

 

Within this context, the case is a single intrinsic following the purpose of the study – to investigate 

performance management within the Nigerian public health sector.  The primary focus is to gain an in-

depth understanding of how the phenomenon within a pre-selected context (Nigerian public health sector) 

is interpreted thereby providing a “thick description of what is perceived to be the case’s issues, context 

and interpretation” (Stake, 2005 p.450) of performance management.  This study context has the potential 

of being an instrumental case if the study aimed to explore the phenomenon within the public sector in 

Nigeria and not specific to the health sector only, but this is beyond the scope of this research. The case 

is not described as an instrumental case within the confines of this study rather an intrinsic case. 

 

Stake (2005) suggested that within a single intrinsic case, there are also cases which he refers to as 

‘embedded case’ or ‘mini-cases’.  The researcher selected two government-owned hospitals as the mini-

cases within the single intrinsic case of this study.  Eisenhardt and Graebner (2007 p.27) explain that 

“broader exploration of research questions and theoretical elaboration” is attained when the cases for the 
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research are two or more.  The essence was to ensure “variety, but not necessarily representativeness” 

(Stake, 2005 p.452) as this would allow both a robust understanding of the phenomenon and an in-depth 

study (Eisenhardt, 1989; Eisenhardt and Graebner, 2007; Vissak, 2010; Farquhar, 2012) within the 

research context.  Section 3.4 discusses details on how these embedded or mini-cases were selected as 

well as present a detailed narration of sampling techniques adopted.  The following section presents an 

in-depth case description.  

    

3.4.2 Description of cases 

Case description substantially offers contextual information about the cases of the study (Vissak, 2010).  

However, writing the case description should be after the data collection process because writing this 

before data collection could lead the researcher to support or notice the evidence described in the case 

(Vissak, 2010).  The researcher relied on the responses from participants during the interview in order to 

describe the mini or embedded cases nevertheless described the cases in this methodology chapter for 

clarity and coherence in the presentation of the thesis.  Details of the mini-cases discussed within this 

section developed during the transcription process of the interviews conducted.  Further detail of the 

transcription process is presented subsequently within the later chapter (chapter 4 - 6). 

 

Having stated that the research focused on the public or Government-owned hospital in section 3.1, the 

cases selected are the Federal owned hospital.  The justification for this choice comes within section 3.5 

when the researcher presents the sampling techniques adopted by the study.  At the Federal level, some 

of the hospitals have affiliation with a Nigerian Federal University.  These Federal Hospitals are referred 

to as Teaching Hospitals (TH) while the Federal Hospitals with no University affiliation are called Federal 

Medical Centres (FMC).  There are forty-two Federal Hospitals in total scattered across the six 

geopolitical regions in Nigeria.  Twenty are TH (Federal Ministry of Health, 2018b) while twenty-two is 

FMC (Federal Ministry of Health, 2018a).  There is at least one federal hospital (this can either be a TH 

or FMC) present in every state although, some states have both the TH and FMC in operation.  
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The difference between the Public Hospital at the Federal level is that TH has undergraduate medical 

students, whereas FMC does not.  Another difference is a slightly different job title/role for two job roles 

in TH because of the influence of the University.  However, the operations of both hospitals are similar 

because of the presence of resident training doctors, and both the TH and FMC share a similar 

organisational structure.   Figure 3.5 below summaries the organisational structures of TH and FMC. 

 

Figure 3.5 Organisational structure of TH and FMC   

 

Source: Transcripts of semi-structured interviews from TH and FMC  

 

The Federal Government of Nigeria through the Ministry of Health runs the affairs of both hospitals. 

These hospitals are the leading functional tertiary institutions within its state of location in Nigeria 

because they bear about 80-90% of the health burden in the state.  They provide primary, secondary and 

tertiary care services to the residences of the state and its environs where they reside.  The different types 
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of health care provided by TH and FMC include - paediatrics, internal medicine, surgery, and obstetrics 

& gynaecology.  They each have a facility for over 420 beds which is always fully occupied with patients.  

Their staff strength is about 2300 each, including clinical and non-clinical staff.  Enumeration for staff 

runs on two salary structures, the Consolidated Medical Salary Structure (CoMeSS) for the doctors and 

Consolidated Health Salary Structure (CoHeSS) for the other staff who are not doctors.  There is an 

annual evaluation in both hospitals, and the Annual Performance Evaluation Report (APER) is used to 

evaluate staff performance except for medical doctors.  Doctors are evaluated following their professional 

and academic practices and progression.   

 

The next section presents the narration of the research techniques and instrument used for data collection, 

having highlighted a detailed description of the cases for the study. 

  

3.5 Research techniques and procedures  

In addition to the research philosophy, research logic and strategy that guides empirical research, specific 

technique or techniques are required to select the participants of the study, the data collection process and 

as well as the analysis of the data collected.  This section will be discussing the techniques or procedures 

that the research adopted in conducting this research, highlighting the adopted sampling, data collection 

and data analysis technique.   

  

3.5.1 Sampling Techniques 

Sampling is a fundamental practice of a qualitative approach because the implication of the sampling 

technique adopted questions the trustworthiness of the research (Curtis et al., 2000; Robinson, 2014) as 

well as enhances the transparency and replicability of the qualitative study (Aguinis and Solarino, 2019).  

In order to maintain trustworthiness, transparency and replicability sampling technique adopted need to 

be context-sensitive, rigorous, transparent, coherent and significantly impactful (Yardley, 2000; 

Robinson, 2014; Aguinis and Solarino, 2019).  The researcher considered all these before adopting the 

sampling techniques within this study.  A non-probability sampling technique was adopted because it is 

typical of the adopted method of investigation - qualitative study (Merriam and Tisdell, 2016).  Non-
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probability sampling techniques are often theoretical, and usually, base their principle on selecting a case 

or group cases according to concrete criteria, this is different with statistical sampling, whose selection is 

randomly conceded (Eisenhardt and Graebner, 2007; Merriam and Tisdell, 2016).   Purposeful sampling 

technique is the conventional non-probability techniques and this technique of sampling “is based on the 

assumption that the investigator wants to discover, understand and gain insight and therefore must select 

a sample from which the most can be learned” (Merriam and Tisdell, 2016 p.96).   Table 3.4 presents an 

overview of purposeful sampling and supporting explanations. 

 

Table 3.4 Overview of purposeful sampling strategies  

Purposeful 

sampling strategy  

 

Explanation  

Typical case 

sampling  

Individuals are selected because they represent the norm and are in no way 

atypical, extreme, or very unusual.  

Critical case 

sampling  

The researcher samples those individuals who can “make point quite 

dramatically” (Patton, 2001, P.236). 

Snowball, 

networked or chain 

sampling  

A few participants who possess specific characteristics are selected, and they 

are asked to identify and refer others who are known to have the same or similar 

characteristics.   

Criterion sampling  All participants must meet one or more criteria as predetermined by the 

researcher.  

Extreme or deviant 

case sampling  

Individuals are selected because they represent the extremes. The researcher 

seeks to learn from highly unusual manifestations of the phenomenon of 

interest. 

Maximum variation 

of sampling  

Individuals are selected because they represent the broadest possible range of 

the characteristics being studies. The selection includes “a deliberate hunt for 

negative” (Miles and Huberman, 1994). Diverse variations are included to 

identify patterns. This strategy was first identified by Glaser and Strauss (1967) 

in their presentation of grounded theory.  

Homogenous 

sampling  

In contrast to maximum variation, individuals with only similar experiences 

are selected. 

Stratified purposeful 

sampling  

Sampling, in this way, illustrates subgroups and facilitates comparison among 

them. 

Theoretical or 

theory-base 

sampling  

Selection is ongoing: Sampling begins purposefully. The researcher analyses 

data, and as the theoretical framework emerges, the researcher decides from 

whom to collect more data next. Sampling is thus an evolving process guided 

by emerging theory. This strategy was popularised by Glaser and Strauss 

(1967).  

Intensity sampling  The researcher seeks information-rich cases that manifest the phenomenon 

intensely but not extremely. 

Convenience 

sampling  

This is the least desirable sampling strategy. The tendency is to rely on 

availability.  This can save time and effort but is at the expense of information 

and credibility. It can produce “information-poor” rather than “information-

rich” cases (Patton, 1990, p.183). 

Purposeful random 

sampling  

One of the purposeful sampling procedures mentioned above is used, followed 

by the randomisation procedure. This strategy supposedly adds credibility to 

the study, although the initial sample is based on purposeful selection.  

Source  (Bloomberg and Volpe, 2012 p.248) 
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Purposeful sampling begins with an identification of the selection criteria because this primarily supports 

the choice of people or cases studied, which leads to the identification of information-rich cases (Merriam 

and Tisdell, 2016).   The are several types of purposeful sampling are summarised in the table above.    

 

In the qualitative case study, sampling is done in “two-tier” “unless you plan to interview, observe or 

analyse all the people, activities or documents within the case, you will need to do some sampling within 

the case” (Merriam and Tisdell, 2016 p.99).  The first tier of sampling is the selection of the case study 

and the second is the selection of the participants for the study.  The research adopted the purposeful 

sampling technique to select the cases and purposeful random sampling technique to select research 

participants. 

 

The rationale for the adopted sampling techniques – Purposeful and Purposeful random sampling 

Earlier in this thesis, the researcher stated that the three arms of the Nigerian government which is:  Local, 

State and Federal Government, run the Public Hospitals in Nigeria at the different level of health care 

provided: Primary, Secondary and Tertiary respectively.  Purposive sampling was adopted to choose the 

tertiary healthcare provider run by the Federal Government.  The criterion that guided this selection is 

hospitals run by the Federal Government provide Primary and Secondary healthcare in addition to the 

Tertiary healthcare services it provides.  Therefore, it was considered an information-rich case where 

learning can occur most because Federal hospitals are the highest form of health care service providers 

in Nigeria.  Again, the stratified purposeful sampling was adopted to select the embedded or mini cases 

because this technique supports the illustration of the two different types of tertiary healthcare providers 

run by the Federal Government.  As highlighted in section 3.4.1, the researcher selected two government-

owned hospitals as the mini-cases within the single intrinsic case of this study.  One of the embedded or 

mini-cases is a TH and the other FMC.  Case A has an affiliation with a Nigerian Federal Government 

university while case B has none.  The researcher henceforth describes these embedded or mini-cases as 

case A and case B, respectively.  The criterion to support this adopted technique is to allow comparison 

in findings because case A affiliate with a University and case B is not.   

 



78 
 

For the second tier of sampling following the “two-tier” sampling approach, the researcher adopted 

purposeful random sampling technique to select research participants and the criterion for this adopted 

technique is because this adds to the credibility of the study.  The research participants were the clinical 

and non-clinical staff working in case A and B at management level and non-management level because 

the practice of performance management within an organisation involves both levels of staff to ensure its 

enactment.   

 

3.5.2 Sample size  

Flick (2014) argues sampling within this adopted underpinning interpretivist philosophy have no 

sampling size in advance and has developed into a topical debate, whether an advance sample size is 

required in qualitative studies (Sim et al., 2018).  The justification of this argument is because of the 

flexibility (Patton, 2015) within qualitative studies.  However, some authors argue that having a sample 

size in advance does not infer inflexibility instead an approximated sample size range can be offered in 

its place highlighting the starting pointing to guide the study (Robinson, 2014; Patton, 2015).   The 

approximated sample size is flexible, as the sample size can increase or decrease from the starting point 

stated depending on the data collection process (Patton, 2015).  For instance, if the researcher estimates 

ten interviews to last for forty-five minutes but during the interview process more time is needed to collect 

data sufficiently, the researcher might consider reducing the number of participants and increases the 

duration from forty-five minutes.  This flexibility explains why it is challenging to know the sample size 

in advance because the size is highly dependent on data saturation (Mason, 2010; Malterud, Siersma and 

Guassora, 2016). 

 

Nevertheless, having “an approximation of sample size is necessary for planning” (Malterud, Siersma 

and Guassora, 2016 p.1759) as this one of the demands from research funders, ethics committee, as well 

as the researcher, to assist in planning for resources used within the study (Sim et al., 2018).   The recent 

study by Sim et al. (2018) identifies four approaches to determine the qualitative sample size.  Table 3.5 

presents a summary of these approaches. 
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Table 3.5  Four approaches to determining sample size in the qualitative study  

Approaches Description  

Rules of thumb The usage of a sample size from a previous study with similar methodological 

consideration. The limitation of this approach is the lack of clear and detailed 

rationale and the range in the proposed number, for example, single case study 

ranges from 4-30 

Conceptual models Using the formal, conceptual models such as the theoretical framework guiding 

the study or the type of intended investigation. 

Numerical 

guidelines  

This approach use guidelines from the previous empirical investigation.  

Researchers commonly use this approach. 

Statistical formulae  Using statistical formulae to derive the sample size of the study  

Source  adapted from (Sim et al., 2018 pp.619-623) 

 

However,  Blaikie, (2018) was overly critical about the four approaches and maintains “when certain 

types of ontological assumptions and logics of inquiry are used, that the problem of determining sample 

size arises” (p.639), yet the researcher maintained the need to have an approximated sample size for each 

mini case to help the planning and budgeting purpose.  The need to consider an approximated sample size 

for this research study was useful because the location of data collection (Nigeria) was different from the 

location of the researcher’s study (United Kingdom).  The approximated sample was nine, and this was 

selected using numerical guidelines, one of the approaches to determining sample size highlighted by 

Sim et al., (2018).   The researcher selected the number nine following the numerical guideline of Ando, 

Cousins and Young, (2014) and Francis et al., (2010).  Ando, Cousins and Young, (2014) suggested that 

six interview transcripts are enough to attain saturation within the context of thematic analysis (Thematic 

analysis was the adopted data analysis technique, section 3.7 presents further details on the adopted data 

analysis techniques) while Francis et al., (2010) highlight three additional interviews as the ‘stopping 

criterion’ after saturation.  The researchers approximated the sample size of nine for each mini or 

embedded cases studied within this research.  However, the study did not stay bounded by the 

approximated sample size, and just as Patton (2015) highlighted, the sample size of the study increased.  

The discussion of the final sample size for this research study comes in the next section 3.5.3 – data 

collection technique.  
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3.5.3 Data collection technique  

Considering the adopted philosophy, the use of questionnaires as a data collection technique but does not 

permit a flexible process during data collection.  Its use restricts the information collected from 

participants because the participants can only tick a box and having a short space to write its own opinion 

at the end of the questionnaire that includes open-ended questions.  The participant's response is 

generalised during data analyses, excluding the various individual responses (Robson, 2011; Silverman, 

2014).  The participants may have other vital information that could inform the research in the 

development of knowledge but is not included in the questionnaire.  The participant(s) is/are unable to 

ask the question(s) as the researcher is not present, except for self-administered questionnaires an instance 

where the researcher is present, but additional responses to questions are not included in the questionnaire 

and during data analysis.  The underpinning philosophy (positivist) that supports questionnaires do not 

support such flexibility (Vissak, 2010).  Questionnaires do not allow in-depth data collection progress 

and do not align with the adopted philosophical stance (interpretivist), therefore was not suitable in 

answering the questions for this research.   

 

The researcher considered data collection techniques to support or align with the adopted philosophical 

perspective of the study (interpretivist).  The researcher argues that ‘notes or verbatim transcriptions that 

are used to document the interview also applies to the interview, not only to focus group and observation, 

as highlighted in table 3.6 below.  Similarly, instead of using the survey to achieve the function listed in 

the table, the interview session can begin with those question to familiarise with the participant as well 

as to open a conversation, but it could result in an extension in the duration of the interview session.   

 

The researcher did not adopt some suitable data collection techniques that support the ontological and 

epistemological stance and strategy of this research (Eisenhardt and Graebner, 2007; Vissak, 2010; 

Robson, 2011; Silverman 2013) because of specific delimitation.  Delimitations are selected aspect of 

problem encounter such as time, the location of study, but this is within the control of the researcher 

(Bloomberg and Volpe, 2012).  For instance, even though focus groups were considered a suitable 

technique to collect data for this study, this was not adopted because of the challenge of setting up a 
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convenient time and location that will accommodate all the research participants bearing in mind their 

busy work life and the different shift patterns of the participants.  The technique, however, faces the 

challenge of identifying the separate narrator and differentiating between accounts of several similar 

narrators (Flick, 2014).  The researcher considered this delimitation since it is the early phase of a 

researcher’s career.  An interview was considered instead for a reason.  This data collection technique 

also supports the ontological and epistemological stance and strategy of this research (Eisenhardt, 1989; 

Eisenhardt and Graebner, 2007; Vissak, 2010; Robson, 2011; Silverman 2013).   Table 3.6 presents a 

summary of qualitative data collection methods and their function. 

 

Table 3.6  Qualitative data collection methods: A summary overview 

Method Function  

Document 

review 
• Data are collected in their natural setting 

• Records, documents, and artefacts provide contextual information and insights 

into material culture  

• Facilitate the discovery of cultural nuances 

Survey • Provides demographic information  

• Provides contextual information   

• Provides perceptual information  

• Can include both quantitative (numerical) and qualitative (open-ended) 

elements 

Interview • Foster interactivity with participants 

• Elicits in-depth, context-rich personal accounts, perceptions and perspectives 

• Data are collected in their natural setting 

• Interviews can be unstructured, structured or semi-structured  

• Explains and describes complex interactions and process 

• Facilitates the discovery of nuances in culture 

Focus 

group 
• Notes or verbatim transcriptions are used to document the interview 

• Foster interactivity and dialogue among participants 

• Describes complex interactions 

• Clarifies and extends findings yielded by other methods    

Observation  • Notes or verbatim transcription are used to document the interview 

• The researcher observes and records behaviour, but does not interact with 

participants  

• Provides data collected in their natural setting 

• Useful for describing complex process and interactions 

• Runs the risk of observer effect and observer bias  

Participants 

observation  
• Field notes are used to document observation  

• Foster face-to-face interaction with the participant  

• Provides data collected in their natural settings 

• Facilitates insight into complex social and cultural nuances by allowing the 

researcher to develop a relationship with participants  

• Runs the risk of observer effect and the potential for the researcher to become 

emotionally involved    
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Critical 

incidents 
• Field notes are used to document observation  

• Engages participants in the reflective process 

• Draw on the personal meaning of experience  

Life history  • Provide critical perceptual information  

• Discovers retrospective information  

• Enhances participants’ critical thinking, reflection, and depth of response  

• Encourages participants to extract meaning from their own experience 

  

Source  (Bloomberg and Volpe, 2012 p.252) 

 

These authors (Goh, Elliott and Richards, 2015; Mellahi, Frynas and Collings, 2016) adopted this 

technique as well in collecting data for their study on PM.   However, Goh, Elliott and Richards (2015) 

used a structured interview while Mellahi, Fraynas and Collings (2016) used a semi-structured interview. 

For this study, the researcher adopts a semi-structured interview as an instrument to collect data. 

 

Vissak (2010) highlighted that the result of the interview might vary depending on the mood of the 

interviewee or interviewer as one of the limitations of this method.  The researcher took precaution when 

scheduling the time, date and venue for the interview to ensure that both the interviewer and interviewee 

are in an ethical and relaxed atmosphere, and to limit the timing of the interview to about 60 minutes.   

The researcher recorded all interview sessions as well as repeated the points made by the interviewee to 

ensure that the data collected reflects the interviewees’ interpretation of questions discussed during the 

interview session (Stake, 1995, 2005).  The recording of the interview enabled the researcher to capture 

all the interviewee responses during the interview (Kvale and Brinkmann, 2008). The capturing of the 

interview audio response is to allay bias.  Again, the researcher transcribed the recorded interview session 

verbatim because the transcript of the participant interviewed is meant to be the vocal thought not the 

summary from the interviewer’s perspective  (Voss, Tsikriktsis and Frohlich, 2002).  This way, the 

researcher maintains the credibility, competence and trustworthiness of the study as well as 

methodological rigour.  

 

The semi-structured interviews were conducted in two phases over a short period, a snapshot, across the 

two mini cases for this study.  The semi-structured interview questions in the first phases of data collection 
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developed from Ferreira & Otley’s (2009) and literature on performance management following the 

adopted logic of this research (abductive reasoning).  The questions for the second phase of data collection 

process developed from the findings of the first phase of data collection.  The semi-structured interview 

questions consisted of descriptive, probing and demographics questions.  The essence these type of 

questions was to ensure the collection of sufficient data for analysis (Rubin and Rubin, 2012; Merriam 

and Tisdell, 2016).  Appendix A contains samples of the semi-structured interview questions of both 

phases of data collection. 

 

 In addition to the semi-structured interview, the researcher reviewed a document used in evaluating the 

employees in case A and B.  Thus multiple methods (semi-structured interview and document review) of 

data collection were adopted or this study.  Flick (2014) describes the document review with the term 

“data beyond talk”.  Observation is another data collection technique that is also the “data beyond talk”.  

This method of data collection technique is also suitable for an in-depth data collection within this 

research (Silverman 2013), but certain constraints (delimitations) did not allow the use of this method.  

The different geographical location of the researcher’s place of study and location of the research 

participant observed limited the researcher from adopting this method of data collection.  The time limit 

for completion of the study was another factor that restrained the used of observation.  Therefore, the 

researcher adopted a document review instead as a complementary method of data collection together 

with a semi-structured interview for this research.   

 

For this study, semi-structured interviewed and documents were adopted as the instrument to collect data. 

The next section highlights the justification for the adoption of these data collection techniques.    

 

The rationale for the adopted data collection instrument - Semi-structured interviews and Document 

Review 

This research adopted a semi-structured interview as the data collection technique or instrument for 

collecting data because this technique is flexible (Patton,2015) by allowing the researcher to include 

additional questions during interview sections in order to develop or clarify a point.  Conducting a semi-
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structured interview enables the interviewees to express their own opinion in their voice, which is 

essential for this research because the researcher is building on the interpretation of these interviewees to 

develop knowledge.  Again, using this instrument for data collection allows the research to follow up 

with prompt questions to clarify the participant's responses during the interview session (Merriam and 

Tisdell, 2016).   

 

In addition to the semi-structured interview, was the adoption of another data collection technique - 

document review, as stated in the previous section. The document review technique allows the collection 

of traces of events beyond the participant’s opinion or view.  In other words, data collected from 

documents are “without the filters of individual memory and meaning-making” (Flick, 2014 p. 299).  One 

could argue that this technique contradicts with the research philosophy because the ontological stance 

suggests that knowledge builds from the individual perspective.  However, the essence of using both the 

semi-structured interviews and document review as the data collection technique is to provide a cross-

data consistency check (Patton, 1999) because it is challenging to use document review to validate 

interview testimonial following the notion that the document collected was not created for the exact use 

within the study (Flick, 2014).  Using document review within this study increased the trustworthiness 

and credibility of the study (Bloomberg and Volpe, 2012; Patton, 2015) because it served as a 

complementary data collection technique (Flick, 2014) which mitigate bias because of the research 

philosophy adopted (interpretivist).    It is typical for research that adopts a case study strategy to combine 

data collection techniques (Eisenhardt, 1989).   The next section presents a summary of the data collected 

for this study. 

 

3.6 Summary of data collected 

This section highlights the details of the data collected.  The researcher conducted face-to-face semi-

structured interviews across case A and case B throughout three weeks in each phase of the data 

collection.  The researcher conducted the semi-structured interviews between the hours of 10 am and 5 

pm for each phase during the data collection period.  There were two gatekeepers for this study, one for 

each mini or embedded case. The gatekeepers were helpful to obtain access approval and in approaching 
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all who participated in the interview (King and Horrocks, 2010).  Both gatekeepers ensured that the 

participants included both clinical and non-clinical staff who are in the managerial and non-managerial 

role.  In an earlier section of this chapter and the previous chapter (literature review), the researchers 

highlighted that performance management's enactment within an organisation depends on both manager 

and non-managers.  Therefore the research participants reflected both groups.  The influence of the 

gatekeepers in choosing the participant can be argued to introduce a certain level of bias which provides 

a possible limitation and questions with the totality of the adopted sampling technique (purposeful 

random) for selecting the participants.  To allay this limitation, the researcher accompanied the gatekeeper 

to approach potential participants making sure most of the people approached are not within a close 

network with the gatekeeper although the researcher did not achieve this with all the participants as 

somewhere in a close network of the gatekeeper.  However, this does not trivialise the importance of 

gatekeepers in a research study as they represent the organisation from where the data collection occurs 

(King and Horrocks, 2010).  All who participated in the study co-operated and stayed focused for the 

duration of the interview. The researcher had no refusal from any participants on the request to audio 

record the interview session.   The easy acceptance of audio recording from the participants is because 

the gatekeeper introduced the researcher and the purpose of the study to the intended participants, which 

is another way the study benefited from the gatekeepers.   

 

In the first phase of data collection, the researcher conducted nineteen semi-structured interviews across 

both mini-cases, and twenty-one in the second phase of the data collection.  In addition to the debate of 

having a prior sample size in a qualitative study as discussed previously in section 3.5.2 is this debate 

about the number of semi-structured as well as what number is data saturation achieved (Mason, 2010; 

Dworkin, 2012).  Mason (2010) argues that for qualitative research the regularity in occurrence is 

irrelevant because a single occurrence in a dataset could offer expedient insight to the development of 

knowledge, the high records in data collection does not equate to more information in qualitative studies 

(Ritchie, Lewis and Elam, 2003).  Studies from these authors (Bertaux, 1981; Guest, Bunce and Johnson, 

2006) suggest at least a total sample size as fifteen, but Mason’s (2010) study suggest that a minimum of 

thirty-one.  However, the final sample size of forty (twenty for each mini or embedded case) was guided 
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more on data saturation (Mason, 2010; Malterud, Siersma and Guassora, 2016) during the semi-structured 

interview when there was no new or different response from the participants.  For each phase of the semi-

structured interviews, the researcher noticed saturation from participants after the seventh semi-structured 

interview.   The researcher added additional two-four interviews since three was the considered number 

for ‘stopping criterion’ once saturation is achieved (Francis et al., 2010).  Table 3.7 summarises the 

interview participants for both phases of data collection.  

 

Table 3.7 Summary of the interviewed participants 

Data collection phase Phase one Phase two 

Date of data collection 08/08/2016 – 26/08/2016 07/08/2017 – 25/08/2017 

Number of participants  19 (case A: 10; case B: 9) 21 (case A:10; case B: 11)  

Job title of participants 6 Medical doctors 

5 Nurses 

1 Lab Scientist 

1 Research and Planning 

1 Records/information staff 

1 Clerical staff 

1 Administrative staff 

1 Account staff 

2 Human resource staff 

7 Medical doctors 

3 Nurses 

1 Lab Scientist 

1 Public health staff 

2 Pharmacy staff 

1 Legal staff 

2 Administrative staff 

3 Account staff 

1 Physiotherapist staff 

Position of participants 7   Non-managerial  

12 Managerial 

10 Non-managerial  

11 Managerial 

Source   adapted for this study 

Following Scott’s (1990) criteria in deciding on what document(s) should be, the Annual Performance 

Evaluation Report (APER) form used for the assessment of clinical (with exceptions to doctors) and non-

clinical staff in both hospitals was the document collected for this research.  The criteria in choosing 

document as suggested by Scott, (1990) includes: ensuring that the document is an original report, is 

credible and is typical of its kind and the meaning from that document should be clear and understandable.   

The adoption of multiple data collection – semi-structured interview and document review- assist the 

researcher in developing an in-depth understanding of performance to be able to respond to the research 

questions and achieve the research objective stated in section 1.5 of this thesis as well as maintains 

credibility. 

 

The next section discusses the data analysis technique adopted.  
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3.7 Data Analysis technique  

The data analysis process is essential in case study research because that is the foundation on which new 

or surprising concept develop although this is most challenging and least codified of all the process in a 

research study (Eisenhardt, 1989).  Analysing the data collected from each of the cases separately (within-

case) support the researcher significantly through this process to identify patterns specific to the case as 

well as increase the research’s trustworthiness by searching for similar or/and different patterns across 

the cases (Eisenhardt, 1989).  The researcher adopted this analysis process (within-case and cross-case) 

with the expectation to capture new or surprising findings that is without information-processing biases 

and to enhance transparency and replicability of the study (Aguinis and Solarino, 2019).  The narration 

of the within-case analysis for case A and case B is in chapters 4 and 5, respectively and chapter 6 presents 

a cross-case analysis of case A and B.   

  

Eisenhardt (1989) suggested that within-case analysis had no standard format; thus, data collected through 

semi-structured interviews, and the document review was analysed using the thematic analysis (Flick, 

2014).  Braun and Clarke (2006 p.79) defined this technique of data analysis as “a method for identifying, 

analysing and reporting patterns (themes) within data.  It minimally organises and describes your data set 

in rich details.  However, it also often goes further than this, and interprets various aspects of the research 

topic”.  A theme is a representation of some level of sense emanating from the data, which is usually 

related to the research question(s) (Braun and Clarke, 2006).  In other words, adapting thematic analysis 

allows the in-depth development of knowledge from the data, which supports the ontological stance of 

this research.  Boyatzis (1998) earlier explains that thematic analysis is a process used with qualitative 

information for encoding explicitly.  Braun and Clarke (2006) argue that thematic analysis should be a 

primary method for qualitative analysis as it provides core skill.  They argue that the usage of this data 

analysis technique can be within other forms of qualitative analysis.  Hence, recommended that 

researchers should learn to use this method first as it would be useful with other methods of qualitative 

data analysis. 
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Some other methods that seek a description of patterns and themes across qualitative data include thematic 

discourse analysis, thematic decomposition analysis, interpretative phenomenological analysis, and 

grounded theory.  However, thematic analysis differs from these because it “is not wedded to any pre-

existing theoretical framework, and so it can be used within different theoretical frameworks (although 

not all) and can be used to do different things within them” (Braun and Clarke, 2006 p. 82).  The use of 

thematic analysis creates a more accessible approach to analysing qualitative data especially for those 

scholars early in their qualitative research career, having little or no experience in analysing qualitative 

research (Braun and Clarke, 2006; Flick, 2014) and the researcher is an early career scholar in a qualitative 

study.   

  

The idea that thematic analysis is free from theoretical framework makes its approach flexible, which 

implies that one could adopt it regardless of the theoretical framework of its research.  Hence Robson 

(2011) described it as a general tactic to analyse qualitative data because the freedom (not wedded to any 

theoretical framework), it offers researchers a flexible and suitable research tool for analysing data.  

However, the flexibility of thematic analysis could increase the critique of ‘anything goes’ in qualitative 

research (Antaki, Billig, Edwards and Potter, 2003) because of the lack of succinct and clear rules guiding 

it (Braun and Clarke, 2006).  In other to avoid this, Braun and Clarke (2006) suggest some decisions for 

the researcher to consider explicitly before the commencement of analysis using thematic analysis which 

allows the analysis of data in a sound, theoretical and methodological way.  

 

The first things to consider is what counts as the theme during analysis, and this should remain constant 

throughout the analysis process.  Secondly, the aim of the data analysis needs to be considered, which 

could either be a rich description of the data set or a detailed account of one aspect of the data set.  A 

detailed description gives a reader a rich grasp of the essential themes, although losing some depth and 

complexity.  It is useful in an under-researched context.  A detailed account provides a detailed account 

of one or more themes within the data set that relates to a specific area of interest.  Thirdly, the researcher 

needs to distinguish between an inductive thematic approach and a theoretical thematic approach and 

maintain consistency with an approach all through while analysing the data.  The former involves 



89 
 

developing the themes from the data while the latter involves developing themes from the researcher 

theoretical framework of the study.  Fourthly, the level of identifying themes also needs consideration.  

The identification of themes could either be at a semantic or latent level.  The former explains that 

identification of themes at surface meaning, that is to say: the researcher is not looking for anything 

beyond what is on the data set, while the latter moves beyond the surface meaning to identify the 

underlying ideas informing the semantic content of data.  Fifthly, the epistemological stance of the 

research needs to be maintained all through while analysing the data.  Finally, the researcher needs to 

understand and demonstrate a clear distinction between the research questions of the study and the 

questions asked during the semi-structured interviews.   Figure 3.6 illustrates a summary of these steps 

that need consideration before the commencement of thematic analysis. 

 

Figure 3.6 Things to consider before the commencement of thematic analysis  

 

One  Remain consistent with what counts as the theme during the analysis 

process 

Two Consider the aim of the data analysis - a detailed description of the data set 

or a detailed account of one aspect of the data set.   

Three Distinguish between an inductive thematic approach and a theoretical 

thematic approach and maintain consistency with an approach all through 

while analysing the data.   

Four Consider the level of identifying themes, which could either be at a semantic 

or latent level.   

Five  The epistemological stance of the research needs to be maintained all 

through the analysing process.   

Six Be clear a demonstrate an understanding and distinction between the 

research questions of the study and the questions asked during the semi-

structured interviews 

Source  adapted from Braun and Clarke, (2006 pp 83 - 89) 

 

The researcher considered all these significant decisions to avoid this pitfall of the flexibility of thematic 

analysis.  The researcher adopted an inductive thematic approach and maintained this approach all 

through the data analysis.  The themes generated during data analysis were at the semantic level.  The 
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researcher adopted a detailed description of the data set for the data analysis because the context of the 

research study is an under-researched area.  Therefore, a detailed description of the data set would be 

relevant (Braun and Clarke, 2006) to sufficiently answer the research questions of this research: 

1. How is performance management interpreted in the Nigerian Public Health Sector? 

2. How is performance managed in the Nigerian Public Health Sector? 

3. What are the issues performance management encounters within the Nigerian Public Health 

Sector?  

 

The researcher ensures the conduct of the study adhered to the ethical consideration, thereby ensuring 

that research participants were not at risk in any sort as a result of participating in the study.   A 

summarised discussion that highlight the rationale for the adopted data analysis techniques is presented 

below and the following section discusses the ethical considerations of this research. 

 

The rationale for adopted data analysis technique – Thematic analysis 

The study adopted thematic analysis as the instrument to analyse the data collected through a semi-

structured interview and document review because this allows an in-depth development of knowledge 

from the data collected because following Braun and Clarke (2006) definition the researcher can identify, 

analyse and report the patterns within the data collected.   Again, considering Braun and Clarke (2006) 

argument that thematic analysis should be a primary method for qualitative analysis because it provides 

core skill that can be within other forms of qualitative analysis as such equips the researcher with relevant 

knowledge that would be useful in a future qualitative study that the researcher would conduct.   The 

argument presented aligns with recommendation Braun and Clarke, (2006) and Flick, (2014) gave to 

early career researcher as stated in the previous section that the use of thematic analysis creates a more 

accessible approach to analysing qualitative data especially for those scholars early in their qualitative 

research career, having little or no experience in analysing qualitative research.  Finally, the use of 

thematic analysis offers a flexible approach that aligns with the philosophy that guides the research study.   
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The researcher’s conduct of the study adhered to the ethical consideration, thereby ensured that research 

participants were not at risk in any sort as a result of participating in the study. The following section 

discusses the ethical considerations of this research. 

  

3.8  Ethical consideration  

This section describes how the researcher conducted this research to ensure the existence of minimised 

ethical issue generally relevant to research.  Wiles, (2013 p.4) explains, “Research ethics are concerned 

with moral behaviour in research context”.  In compliance with the codes of ethics, the researcher applied 

and received ethical approval from the University’s ethics committee before the commencement of any 

form of data collection.  The researcher also ensured compliance with research code of ethics to ensure 

ethical issues reduced to its least.  See Appendix B for a copy of the ethical approval received. 

 

During the semi-structured interviewing process, the research ensured before interviewing any 

participant, an informed “participant sheet” clearly explaining the aim of this research and his or her 

involvement in this study was given to the participant to read.  Once the interviewee understood his or 

her involvement and agreed to participate in the study, an informed consent form was signed mutually 

with the interviewee and the interviewer (researcher).  All participants received the option to include an 

email address on the signed consent form if they are willing to read the transcribed version of the 

interview in order to confirm that the researcher understood all the responses given during the interview 

before the analysis of the data  (Wiles, 2013; Flick, 2014). The essence of sending the transcripts to 

participants is to ensure that the analysis is done on the participants’ interpretation only and not a summary 

of the researchers thought.  The implication of this lessens the limitation of the researcher’s bias but 

strengthens the credibility and trustworthiness of the study (Bloomberg and Volpe, 2012).  See Appendix 

C and D for a copy of the participant information sheet and an informed consent form used in this study, 

respectively. 

 

The researcher had an experience during the second phase of data collection in case A.  The experience 

relates to ensuring participant safety as well as conducive time and place for the participant.   At the 
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commencement of the interview session, after reading of the participant information sheet and signing of 

the participant informed consent form, the researcher noticed that there was a lot of background noise 

causing distraction.  The place and time were not conducive for the session to progress smoothly.  The 

researcher and the participant could not confer into a quiet environment because at that moment, and the 

participant was the only staff available to supervise the trainee students who were using the laboratory 

equipment for their practice.  The researcher considered the participant safety as well as the unconducive 

time and place for the participant, therefore, discontinued the interview session and rebooked another 

appointment.  However, the session with this said participant never took place because this constrains 

persisted with the second scheduled appointment the following day.  The researcher maintained this 

responsibility of considering the ethical issues surrounding each interview all through the data collection 

process to deliver safety for all who agreed to participate in the research study.  

 

The next section presents a summary of the entire section discussed in this chapter. 

 

3.9 Summary  

This chapter provided a detailed account of the research - An examination of Nigerian public health 

sector’s interpretation of performance management through two case studies - methodological choices 

adopted in conducting the research and the ethical consideration observed.  The adoption of these 

methodological choices is to ensure the achievement of the purpose of this research study posted in 

section 1.5 of this thesis.   Following the guided ontological and epistemological stance of the research, 

an interpretivist philosophical stance was adopted, which led to a qualitative method of empirical 

observation within the study.  The scientific method of observation (qualitative), however, did not follow 

the inductive reasoning perspective that is wedded to this philosophical stance instead an abductive reason 

was adopted to allow the investigation of performance management within the Nigerian public health 

sector building upon existing literature on performance management and Ferreira and Otley's, (2009) 

framework.  Case study approach to enquiry was adopted to allow an in-depth investigation of the 

phenomenon within the real context, but this followed Stake’s approach as the study shared a similar 

philosophical stance with Stake.  Purposeful sampling was employed to select the single intrinsic case 

(Federal-own hospital in Nigeria) and within this case stratified purposeful sampling technique was 
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adopted to select the mini or embedded cases for this study (case A -TH and case B-FMC).  Furthermore, 

one of the strategies of purposeful sampling (purposeful random) was adopted to select the participants 

of the study.  The final sample size for this study is forty with case A having twenty, and the same with 

case B.  A multiple methods of data collection (semi-structured interviews and document review) were 

adopted strengthening the credibility, competence and trustworthiness of the study.  The data collection 

process was in two phases, following the adopted research logic (abductive).  The time horizon is cross-

sectional because it was a one-off or snapshot since the participants for the second phase were different 

from those whom the researcher interviewed during the first phase of data collection.  The thematic 

analysis was adopted to analyse the data collected (semi-structured interviews and document review) 

inductively. Table 3.8 below summarises the adopted methodology for this research. 

 

 

 

Table 3.8 Summary of the adopted methodological choices for this research 

Ontology                                                     Depend on Individuals experiences to develop knowledge   

Epistemology                                              Researcher is involved during data collection and analysis 

The scientific method of observation       Qualitative  

Philosophy                                                  Interpretivist  

Research Approach                                   Abductive reasoning  

Research strategy                                      Case study 

Sampling                                                    Non – probability purposeful sampling  

Data collection technique                         Semi – structure interviews and document review 

Time Horizon                                            Cross-sectional – snapshot                   

Data analysis technique                           Thematic analysis 

Source:  Adapted for this study  

 

The next chapter commences the analysis process of the study with a within-case analysis of case A. 
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CHAPTER FOUR:  Within Case Analysis - Case A 

This present chapter detail how the data collected in case A was analysed using the adopted data analysis 

technique - thematic analysis.   This chapter concludes with the findings from case A.  The analysis 

process for the semi-structured interviews followed Braun and Clarke’s (2006) suggested guidance on 

conducting the thematic analysis.  However, they highlighted that not all these steps are precise to 

thematic analysis because some of them are similar to other techniques of qualitative data analysis.  

During the analysis, there was a constant recursive movement across the entire data set because these are 

not ruling but guidelines for using thematic analysis (Braun and Clarke, 2006).   

 

Another reason for the recursive movement is that one of the data collection process (semi-structured 

interview) was in two phases.  The researcher separately analysed each data collection phase giving equal 

attention to each phase of the interview.    Table 4.1 summaries the analysis process of the entire data 

collected following Braun and Clarke’s recommendation.   

 

Table 4.1 Six phases of thematic analysis  

Braun and Clarke’s (2006) Six phases of thematic analysis  

Phase 1 Familiarisation with data  

Phase 2 Generation of initial codes 

Phase 3 Searching for themes 

Phase 4 Reviewing themes 

Phase 5 Defining and naming theme 

Phase 6 Producing the report 

Source:  Adapted from (Braun and Clarke 2006 pp. 89 - 96)   

 

It is relevant to define some data analysis terms used within this chapter and chapter five of this thesis.  

They are - data corpus, dataset and data item.  Data corpus refers to the entire data collected for a single 

research study; Dataset, this refers to the data used for analysis within the data corpus and Data item, 

which refers to a single data collected within the dataset (Braun and Clarke, 2006).  The following sections 

in this chapter highlight the details of each 6 phases Braun and Clarke’s recommended.   
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4.1 Phase 1 – Familiarisation with data 

The analysis process for the semi-structured interviews conducted in case A commenced with the 

transcription of the audio recorded interview sessions. The researcher transferred the audio recording to 

a Computer-Aided Qualitative Data Analysis Software (CAQDAS) NVivo 11 to transcribe.  

Transcription requires rigorous and comprehensive accounts of all vocal sounds of the participant during 

the interview, which could include laughs, bearing in mind the importance of retaining the originality in 

its transcribed version (Braun and Clarke, 2006).  This process took the researcher much time to get 

through all the interviews conducted within each phase of data collection, especially with recordings that 

had a loud background noise or where the participants spoke in low tones.  External speakers were 

obtained as a solution to improve the audio quality and volume of the recorded audio interviews.   

 

Despite these challenges, it was gratifying because the researcher was able to acquaint with the data.  The 

time devoted to transcription is beneficial because it informs the researcher’s understanding of the data 

and sets in motion the analysis process (Braun and Clarke 2006) which is a significant phase following 

the research’s adopted philosophical perspective – interpretivist (Bird, 2005).  The researcher engaged 

and familiarised actively with the data during transcription process and saved the transcripts in this format 

(P1A, P2A…  P20A) to conceal participants’ identity, where ‘P’ represents the participant while ‘A’ 

represent the case to which the participants belong.  During the interview session, the researcher asked 

for an email address from participants who indicated interest to read through the transcript, check and 

confirm that details in the transcripts reflect their response during the interview.  An email containing an 

individual transcript was sent out to these participants.  In the email, the researcher explains that in the 

event of any contradictions to the details in the transcript, contact should be made to inform the researcher. 

Otherwise, the silence/inactivity signifies a confirmation to the details contained in the transcript as an 

accurate account, giving the researcher permission to carry on further with the data analysis process.  The 

essence of sending the transcribed version to participants to read through allays bias, which is one of the 

limitations of the adopted philosophy (Robson, 2011; Silverman 2013).   Also, this validates the 

transcripts used for analysis as a version of the participants’ account and not a summary of the researcher’s 

views or option.   The researcher sent the 12 participant's transcripts to their email address. A copy of the 
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context in the emails sent to participants is in Appendix E while a copy of the participant’s transcript in 

Appendix F.   

 

The researcher further familiarised with the data by reading and re-reading the data corpus, checking for 

typographical errors in the transcripts.  During this familiarisation process, the researcher took notes of 

some of the initial ideas coming out of the data.  The use of the term “performance management” is 

emerging because the concept of performance management is described using words such as “auditing” 

and “supervising”.  Participants during the interview illustrated some activities carried out within the 

department, such as morning reviews - when explaining how they improve their skills intending to 

improve services provided.  However, at the organisational level, there is an evaluation of staff 

performance, but the participants’ illustration on this focus on their career progression within the civil 

service of Nigeria and not necessarily on how they can improve on services provided.   

 

Also, the concept of performance management in case A does not stay on its own because some of the 

issues or limitations to ensure effective use of performance management links to other HRM-related 

topics such as recruitment and selection. In some instances, participants stated that some of the employees 

recruited sometimes do not suit or fit the job description for the job vacancy.  Consequently, this mitigates 

the practice of performance management.   Some other contextual factors are identified, such as 

godfathers, the influence of union and staff attitude to work. 

 

4.2 Phase 2 – Generation of initial codes 

The entire data corpus for each case was re-read through again to generate initial codes giving the same 

attention to each data item and data set for further analysis. Codes are thought-provoking segments 

relevant to the research within the data corpus (Braun and Clarke 2006)  and the progress of gathering 

these various segments together under one label is referred to as coding (Kvale and Brinkmann, 2008; 

Rubin and Rubin, 2012).  The codes generated were data-driven (inductive) while the coding process 

done on NVivo 11 was at a semantic level.  The researcher recorded some of the data extracts more than 

once.  Table 4.2 illustrates the coding of a data extract into more than one code.   



97 
 

Table 4.2  Initial codes with some extract of data in case A 

Data extract  Coded for 

“...it will allow the management staff to increase their productivity. It would also allow for 

proper and appropriate decision to be taken by the employer, and it also enhances the growth 

of the hospital. To know the grey areas where there are issues because if the performance of 

staff may be in a particular area is faulty or reducing or it is not encouraging, the 

performance management skills can allow this to be corrected on time…” 

 

“…godfatherism is what is killing our performance in the health sector, frankly speaking. 

Sometimes most of us shy away from talking about this because we do not want to be cut in 

the middle of what we do not really understand…”  

 

“…My superiors are, actually, very committed to ensuring that your performance is to the 

ultimatum. What is expected of you at this level? One they put you through real-life 

experiences they must have had, they share with you those experiences, challenges they faced 

and most time they could tell you better way you could go around those issues.  They also 

want to make sure that in terms of your academics you are not defaulting so they are always 

on top of you. They are making sure you are doing your project, you are doing research, 

they are supervising your studies and they are pushing you towards that path at the same 

time they also want to make sure that the people under you that you are directly supervising 

are supervised properly. They come around, and they interact with them. They want to know 

how much you have been able to impact on them and occasionally.  They also interact with 

your patients to know how much you have been able to tell them about the condition how 

much you have been able to educate them, how much you have been able to make or allay 

the anxiety and worry and where ever they find maybe they need to add one or two things 

they add up and where they feel you have not done enough, not that they scold you but they 

try to put you through on how to do it better. So generally, I think they are very committed 

in their own way to make sure that you perform at your ultimatum best…” 

Advantages of 

performance 

management  

 

 

 

 godfatherism 

 

 

 

 

 

Leadership 

commitment  

 

 

 

 

 

 

 

 

Mentoring  

Source:  Adapted for this study  

 

The table below summaries of the initial codes generated   
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Table 4.3  Summary of the initial codes for case A  

 Initial codes for case A Sources References 

Advantages of performance management 15 30 

APER Form 2 2 

Bias 1 4 

Case description 7 10 

Challenges with PM 4 6 

Changes in performance management 2 3 

Civil service rule 1 1 

Co-operation 1 1 

Educational qualification 16 16 

Employee commitment 7 12 

Encouragement 2 5 

Goal setting 4 8 

Godfather 2 4 

Grade level 14 14 

Hospital key performance indicator 6 8 

Hospital needs 8 12 

Hospital value 8 11 

Information flow 6 8 

Interpretation of performance 13 14 

Interpretation of performance management 13 14 

Job role 16 18 

Leadership commitment 7 8 

Leadership style 1 3 

Mentoring 6 11 

Motivation 2 3 

National culture 2 2 

Nigerian mentality 5 7 

Organisational culture 2 2 

Organisational limitation 1 1 

Organisational structure 7 7 

Other Phrase used to explain performance management 2 3 

Perception of performance management within the hospital 8 21 

Performance management at departmental level 7 16 

Performance management at organisational level 5 8 

Performance management responsibility 7 7 

Penalty for not meeting target 4 4 

Professional rule 3 6 

Relationship 5 7 

Reward 7 9 

Staff attitude 5 9 

Supervisors involvement 1 2 

Target setting 12 19 
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The need to understand performance management 2 2 

Understanding PM within the context 1 4 

Unfamiliar with performance management 2 2 

Union 9 13 

Vision and mission 6 9 

Wrong placement of staff 4 9 

     Source: Extracted from the data analysis project in NVivo 11 

 

The sources refer to the number of participants that contributed to the initial code while references refer 

to the number of times the participants spoke about it.  However, the numbers did not influence the data 

analysis process because of the research philosophy; hence, equal attention was given to these initial 

codes generated for each case. 

 

4.3 Phase 3- Searching for themes 

This phase requires searching through the initial codes to identify relationships amongst them that could 

be merged to form potential themes.  Some of the initial codes emerged as superordinate or subordinate 

themes, while some others remained as the main or central theme.   For instance, advantages of PM 

remained as the main theme while the initial codes ‘co-operation’ emerged as a sub theme under 

advantages of PM because the data coded supports the main theme ‘advantages of PM’ following how 

the participant highlight how pm encourages co-operation within the contest.  Similarly, the code 

‘challenges of PM’ emerged as a superordinate theme because this addresses the third research question.  

Table 4.4 below summaries the themes generated for case A.  
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Table 4.4 Summary of the initial Superordinate, Main and Subordinate themes for case A 

Title (case A)  Type 

Advantages of performance management Main theme 

Co-operation Sub theme 

Case description Main theme 

Educational qualification Sub theme 

Grade level Sub theme 

Job role Sub theme 

Challenges with PM Sup theme 

Bias Main theme 

Godfather Main theme 

Hospital needs Main theme 

Leadership style Main theme 

Organisational limitation Main theme 

Relationship Main theme 

Staff attitude Main theme 

Wrong placement of staff Main theme 

Changes in performance management Main theme 

Interpretation of performance management Sup theme 

Employee commitment Main theme 

Goal setting Main theme 

Hospital key performance indicator Main theme 

Hospital value Main theme 

Information flow Main theme 

Interpretation of performance Main theme 

Leadership commitment Main theme 

Vision and mission Main theme 

National culture Sup theme 

Nigerian mentality Main theme 

Organisational culture Main theme 

Civil service rule Sub theme 

Organisational structure Main theme 

Other Phrase used to explain performance management Main theme 

Perception of performance management within the hospital Main theme 

Performance management at the departmental level Main theme 

Performance management at the organisational level Main theme 

APER Form Sub theme 

Performance management responsibility Main theme 

Encouragement Sub theme 

Mentoring Sub theme 

Motivation Sub theme 

Supervisors involvement Sub theme 

Professional rule Main theme 

Reward Main theme 
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Target setting Main theme 

Penalty for not meeting target Sub theme 

The need to understand performance management Main theme 

Understanding PM within the context Sub theme 

Unfamiliar with performance management Main theme 

Union Main theme 

 

Source: Extracted from the data analysis project in NVivo 11 

 

4.4 Phase 4 – Reviewing themes 

The first themes developed were read through and refined.  Some themes merged because they had 

different theme titles with data extract that had a unified meaning.  For instance, the sub theme in case A 

‘understanding PM within context’ was merged with the theme ‘the need to understand performance 

management’ because data extracts from both theme support the need to understand PM.  Similarly, data 

extracts from the theme ‘organisational limitation’ was merged into the theme ‘hospital needs’.   

 

4.5 Phase 5 - Defining and naming themes 

This researcher continues to refine the themes by reading through the data extracts for each theme to 

ensure they fit into the theme at the superordinate, main and subordinate level. During this stage, the 

researcher identified the essence of each theme to avoid one of the potential pitfalls of thematic analysis, 

which is the overlapping of themes (Braun and Clarke 2006). This phase was highly iterative as the 

researcher re-coded some data extracts while ensuring the data extract synchronises with the 

superordinate theme, main theme and sub theme, respectively.  For instance, data extracts from the theme 

‘advantages of performance management’ was re-coded into themes ‘commitment’ and ‘help 

management decision’.  Figure 4.1 illustrates the re-coding process.   
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Figure 4.1    Recoding of data extract in an existing theme into new themes in case A  

 

  Source:  Adapted for this study from NVivo project 

 

 

Also, within this phase, the researcher considers how that themes, especially the superordinate themes, 

respond to the research questions.  For instance, the themes ‘performance management at the department 

and organisational level’ was renamed to ‘departmental and organisational level’ respectively and a 

superordinate theme ‘employee performance evaluation in case A’ was created to house these themes.   

The researcher gave copies of transcripts and a list of the themes generated to three colleagues to check 

that the theme generated reflects the transcripts in order to assuage bias (Robson, 2011; Silverman 2013).  

Table 4.5 shows the summary of the final version of the superordinate themes for case A.    

 

 

 

 

“...it will allow the management staff to increase their productivity. It would 
also allow for proper and appropriate decision to be taken by the employer and 
it also enhances the growth of the hospital. To know the grey areas where there 

are issues because if the performance of a staff maybe in a particular area is 
faulty or reducing or it’s not encouraging, the performance management skills 

can allow this to be corrected on time…”

“...it will allow 
the management 
staff to increase 

their 
productivity…”

"...It would also allow for proper and appropriate 
decision to be taken by the employer.. …to know 
the grey areas where there are issues because if 
the performance of a staff maybe in a particular 

area is faulty or reducing or it’s not encouraging, 
the performance management skills can allow this 

to be corrected on time…”

Data extract from an 

existing theme  

Data extract for the 

suptheme  

 

Data extract recoded to 

different themes  

Data extract for the 

suptheme  
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Table 4.5 Superordinate themes for case A  

 

 

 

Source: Extracted from the data analysis project in NVivo 12 

 

These superordinate themes respectively respond to the research questions the study seeks to answer.  The 

next phase concludes the within-case analysis for case A explaining the different themes (main, 

subordinate and child theme) under each of the superordinate themes and the extract from the data to 

support the themes at the different levels.   

 

4.6 Phase 6 – Producing the report 

This section concludes the sixth phase of thematic analysis.  The report produced represents the findings 

of the semi-structured interview conducted in case A.   The researcher explains each theme at different 

levels – superordinate, main, subordinate and child subordinate - and includes the data extracts that 

support them.   The researcher presents the findings in three sections under the three superordinate themes 

that emanated from the analysis process - perception of performance management within the context; 

employee performance evaluation within the context; and challenges with performance management 

within the context.  

 

4.6.1  Perception of performance management in case A  

This superordinate theme presents how the context interprets performance management within case A.  

The main, subordinate and child theme under this superordinate theme develops the contextual 

interpretation of PM from case A.  This superordinate theme is significant in responding to the first 

research question - How is performance management interpreted in the Nigerian Public Health? 

 

S/N Case A Superordinate Themes  

1 Perception of performance management in case A 

2 Employee performance evaluation in case A 

3 Challenges with performance management in case A 
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In their (case A) view, performance is work output, and goals are set to ensure that the hospital meets its 

vision and mission.  Also, the essence of setting goal ensures that the hospital upholds its values.  In order 

to achieve this, the management gives targets to the employee to ensure the achievement of these goals.  

There are key performance indicators that the hospital relies on to assess that employees meet these 

targets.  The critical indicator referred to within the context was the career progression of the staff and 

progress or development of the hospital.  

 

There are penalties for employees who fail to meet these targets.  Similarly, there is a reward for staff 

who meets these targets. The reward within this context is promotion and recommendation to attend 

training.  In a situation where the employee fails to meet the expected target, they do not get any of these 

- promotion, suggestions for training and an increase in salary - because the employee’s record of 

achievement of these targets is referred to while rewarding staff. 

 

Furthermore, within case A, there is employee’s involvement and management contribute to performance 

management.  The employees usually get information about their work or things that are work-related 

through their supervisors or manager as well as from the union.  Performance management within case A 

benefits both the staff and the hospital, improving service delivery to patients and users of the hospital 

facilities is one of the ways the hospital benefits.   Also, performance management helps management 

decide as well as staffs learning and development through the implementation of performance 

management, which build co-operation amongst staff as well as their commitment to work.   The 

researcher generated and exported a thematic map from the NVivo 11 project illustrating the themes 

within this superordinate theme - perception of performance management in case A.  Figure 4.2 highlights 

the thematic map.  
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Figure 4.2 Thematic Map for the perception of performance management in case A. 

 

Source:  Extracted from NVivo 11 Project 

 

The figure above is an illustration of the superordinate theme ‘perception of performance management in 

case A.  It begins from the top with the superordinate theme and extends outwards first to the main theme.  

Two of the main themes extends further to the sub theme, respectively, and one of the sub-themes had 

two child theme underneath.  The organising of these themes developed during the analysis process when 

the theme developed from the initial code to the defining and refining of the themes.  The summaries of 

data extract that supports each of these themes at the different levels are in table 4.6 below.  After that, 

the next section presents the second superordinate theme. 
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Table 4.6 Data extract for themes in the superordinate theme - perception of performance management in case A 
Theme Title Theme Type Data Extracts 

Perception of performance management in case A Superordinate “…performance management would entail maximising all the benefit you can get from a system like ours.  

Limited opportunities, limited time, limited resources, and see how you can perform at your very best in a 

difficult situation that you are seeing…” 

Advantages of performance management Main Records of data extracts for this main theme are recorded in the subordinate and child themes 

Hospital development Subordinate “…yes, this is not the site when I joined this hospital, which started from the old site because structurally 

it was small. Our emergency room was small. Everywhere, space where small now we have a larger space. 

Also, our staff strength has increased over the years. When I joined, we were about 15-20 residence, but 

now we have about 30 residence. In term of consultant, we had about 10-12 consultant, but now we are 

reaching about 18-20 consultants. So you see we are increasing in manpower in terms of facilities, we are 

also increasing a little. We have not gotten where we ought to be, but we are increasing in all these 

things…” 

Help management decision Child “…it would also allow for proper and appropriate decision to be taken by the employer…”  

Improve service delivery Child “…well, I can say performance management can help in the improvement of quality service of any 

establishment…” 

Staff learning and development Subordinate  “…It will also improve the staff, both academically and physically…” 

Commitment Child “…yes, there is a lot of influence. It will allow the management staff to increase their productivity...” 

Co-operation Child “…yes, it supports in that, in terms of trying to bring your superior and your subordinate closer to you 

and there is room for expression of emotions (opinion) on a particular subject which also enhances your 

performance…” 

Employee's involvement Main “…then when we have our meeting we bring all these things back again so that we talk about them. We 

discuss them, and we give room to the staff to also speak their view to say what their problems are and 

where they are having challenges…” 

Goal setting Main “…yes we do. We have set goal in terms of patient we should see, and how we should see our patient…” 

Hospital value Main “…the value of this hospital is: one to train and produce specialist for the country not just the state alone 

or worldwide. Two, is to enable us to go into research to discover grey areas or resulting in problems that 

have been ongoing. And thirdly it is for the betterment (good) of patients with tertiary complications…” 

Hospital's key performance indicator Main “…We can look at it as the rate of the number of patients that come to the hospital. We can use that as a 

success…”    

Information flow Main “…we have system of dissemination information and we have our notice boards which we use. We give 

out our information through either circular. We write circulars and distribute, paste some on the notice 

board. Sometimes we use the unions because we have various unions in an organisation. Sometimes you 

call the head, chairman, secretary of each union, discuss with them and so they will call their members 

and give them the information…” 

Interpretation of performance Main “…I think performance simply means the ability of an individual to execute his/her responsibility, 

diligently, efficaciously and for the betterment (good) of the organisation in which you are…” 
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Management's contribution Main “...My superiors are actually very committed to ensuring that your performance is to the ultimatum, what 

is expected from you at this level…”  

Reward Main “…I will say most times, outside the normal take-home pay at the end of the month which I know its 

entitlement, they can send you for a course, allow you to go for training are the reward. Then you can be 

rewarded even verbally from your superiors, you have done really well and you know it is a motivating 

factor…” 

Target setting Main “…your seniors will set target for you, which are being reviewed at intervals. Some may be three months, 

six months and yearly with our job description…” 

Penalty for not meeting target Subordinate  “…well, there is penalty. Like if I give you a target and you are not able to meet with the target, or you do 

not even do what you are supposed to do, I have a way of doing it. I can punish you by taking your day off, 

extending your hours of work for not doing what you are supposed to do…” 

Vision and mission Main “…the vision of the hospital is to be the best hospital where referrals can be done. Am not quoting verbal 

terms and the mission is that this place will be the first choice of any patient…” 

 

Source: Adapted from NVivo 11 project for this study 
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4.6.2 Employee performance evaluation in case A 

This superordinate theme presents how employee performance is evaluated within case A as well as the 

actor responsible for the implementation of performance management.  The main and subordinate theme 

under this superordinate theme develops the knowledge used to respond to the second research question 

-  How is performance managed in the Nigerian Public Health? 

 

In case A, the employee’s performance evaluation is carried out at two-level - departmental and 

organisational.  At the departmental level, there is a no documentation of the performance management 

processes involved and this evaluation addresses staff’s service improvement and development whereas, 

at the organisational level, there is a documentation of the performance management process through the 

use of the Annual Performance Evaluation Report (APER).  The employee evaluation at this level 

addresses staff promotion and career progression within the public service.  However, the evaluation at 

the departmental level is expected to provide useful information for the evaluation at the organisational 

level.  

 

The responsibility of ensuring performance management is successful lies within the manger.  These are 

the informal activities that are used by the manager within case A: mentoring, motivation and 

encouragement. A thematic map of the analysis section that illustrates the themes within this 

superordinated theme was generated and exported from the Nvivo 11 project.  Figure 4.3  represents the 

thematic map for employee performance evaluation in case A 
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Figure 4.3   Thematic Map for employee performance evaluation in case A 

 

 

 

Source:  Extracted from NVivo 11 Project 

 

The figure above is an illustration of superordinate theme ‘employee performance evaluation in case A.  

It begins from the top with the superordinate theme and extends downwards first to the main themes.  One 

of the main theme further extends downwards to the subordinate theme.   The organising of these themes 

developed during the analysis process when the theme developed from the initial code to the defining and 

refining of the themes.  The summaries of data extract that supports each of these themes at the different 

levels are in table 4.7 below.  After that, the next section presents the third superordinate theme. 
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Table 4.7 Data extract for themes in the superordinate theme - employee performance evaluation in case A 

Theme Title Theme Type Data Extracts 

Employee performance evaluation in case A Superordinate Data extracts were recorded into sub-themes – departmental level and organisational level. 

Departmental level Main “…you know we have meetings from time to time, like every morning we have a meeting, and we assess all the 

nursing care that was done at night. The patient that we treated, the ones that have issue and how they were 

managed.  We try to do that, all managers are there every morning that is why I told you to come by 11 am 

because from 8:30 am we are there and we bring all the report from different ward and they read them. The 

shift supervisors read them out to us what transpired at night, treatments that were given, interventions that 

were given and then we now assess. What was wrong? Where did we go wrong, what should have been done 

and the give recommendation? Like today we had some recommendations because we picked one or two things 

where there were flaws, and then we now tackled it and as we are tackling one unit that has a problem it is for 

all to take correction so when we come back we now make correction and talk to our people. Then we always 

have also meeting from time to time. If you see the notice board we were supposed to have meeting last week 

but due to one or two things we could not hold the meeting, which we intend to reschedule for next week. When 

we have meeting we try to assess our performance. What are the things we are supposed to be doing and we 

have not being doing and where have we done well. So we hold those meeting from time to time. Bimonthly we 

hold meetings here but for some time we have not held meeting when we were meant to hold meeting there was 

a strike. We could not hold the meeting so that is how we are able to spell out and assess what we are doing 

whether we are doing well or not…” 

Organisational level Main  “…most times it is being reviewed annually, at the end of the year. They would give us the performance 

evaluation form and we will now fill, assess our performance, which is being given to our seniors to assess you 

to know how you are faring…” 

Performance management responsibility Main “…In our various sector, let me say when we talk about the nursing. We have our superior like the ward charges 

or the nurse from the highest ranking, those are the one that would supervise us if you are performing well 

depending on the procedure you are doing…” 

Encouragement Subordinate  “…I give them words of encouragement and since we don't have enough manpower here. When they work too 

much, I encourage them with a bottle of soft drink to every worker, but I do not do it every day. I can do it once 

in two weeks it spurs them to work…” 

Mentoring Subordinate  “…I use my experience and little expertise I think I have to put them through as a person who has worked longer 

than them in that particular area of the hospital…” 

Motivation Subordinate  “…in dealing with people you have to motivate them, which is one. Motivation is very important...” 

 

 

Source: Adapted from NVivo 11 project for this study
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4.6.3 Challenges with performance management in case A 

This superordinate theme presents the challenges with performance management in case A.  The main, 

subordinate and child theme under this superordinate theme develops the knowledge used to respond to 

the third research question -  What are the issues performance management encounters within the 

Nigerian Public Health?  The challenges affecting performance management in case A is grouped or 

categorised at two different levels/context - national and organisational context.   

 

At the organisational context, the hospital sometimes is unable to provide all the resources needed to 

work, and in some cases,  the staff responsible for managing performance displays a laissez-faire 

leadership style while managing the employees.  There is also evidence that for some of the employees, 

they are unfamiliar with the phrase performance management.  The evidence of the unfamiliarity explains 

why they use other words or phrases to describe performance management such as morning review, 

auditing, management, systems check.   The employee’s attitude towards work is another challenge that 

performance management encounters in case A because they display a poor attitude to their work.  

However, the attitude of employee sometimes could be attributed to the poor staff welfare as well as the 

wrong placement of staff within the hospital.  In some instance, employee are assigned job role without 

possessing the required qualification suitable for the role offered.  Finally, for the organisational context, 

there are civil service guidelines that the hospital follows as well as the professional protocols in carrying 

out their job present itself as issues performance management encounters within the study context  

 

At the national context, there is the influence of the union because they are responsible for employees’ 

welfare within the workplace which gives them some power to argue for or against some of the policies 

in place within the organisation.  Furthermore, the relationship between staff such as spouses working 

together, individual emotion and the influence of godfather are issues that performance management 

encounters.   Finally, in the national context, there is the dogma that nobody takes responsibility in public 

service. Hence, anything happens or is obtainable within the sector.   A thematic map of the analysis 

section that illustrates the themes within this superordinated was generated and exported from the Nvivo 
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11 project.  Figure 4.4  represents the thematic map for challenges  with performance management  in 

case A 

 

Figure 4.4  Thematic Map for challenges with performance management in case A 

 

 

Source:  Extracted from NVivo 11 Project 

 

The figure above is an illustration of superordinate theme ‘challenges with performance management in 

case A.  It begins from the top with the superordinate theme and extends downwards first to the main 

themes.  Both main theme further extends downwards to the sub theme and of two of these subordinate 

themes had a child theme.   The organising of these themes developed during the analysis process when 

the themes developed from the initial code to the defining and refining of the themes.  The summaries of 

data extract that supports each of these themes at the different levels are in table 4.8 below. After that, 

the next section presents a summary of this chapter. 
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Table 4.8 Data extract for themes in the superordinate theme - challenges with performance management in case A 
Theme Title Theme Type Data Extracts 

Challenges with performance management in case A Superordinate  “…people could get victimised; if you are a health manager and you really want to get 

professional with your job, and you really want people to do what they do, you are going to get 

victimised in different way.  People could get threatened because if you want to put your legs 

or your feet down, people may get to lose the job. You cannot be sure that people will not witch 

hunt you or you are seen in other aspects...” 

National context Main …its government work, its government business it is not really my business that is it.  I come to 

work I don’t come to work at the end of the day I get paid. That is the general mentality, which 

is a very wrong mentality…” 

Emotions Subordinate “…sometimes they could be biased, people could score you on performance not basically 

because sometimes you deserve it but because they know this person needs to go write exams 

and all that is part of the training.  Maybe he would do better, and they might not actually reflect 

the exact character or the exact performance this people actually put in at work.  A supervisor 

who is nice enough knows that if he does not score you well or if you do not have the certain 

percentage from your assessment, you are not allowed to write exams. Some people do not want 

to be the ones being the heartless person who has not given the score that would make you not 

to be eligible to write the professional exams…” 

god father Subordinate “...main problem is just godfatherism that is the problem that helps in hindering performance 

management in this hospital…” 

 

Relationship Subordinate “…because I have had an experience of somebody not performing, and at the end of the day, I 

got to know that he has somebody here who is influential.  Nothing can be done to him, he can 

get away with it.. …because the person at the top is a brother to a junior staff the next person 

cannot give orders, and it is done…” 

Union Subordinate “…fair enough they are maybe policies, but it is usually very difficult to integrate those policies 

especially when you are dealing with a group of professionals like doctors. Nobody wants to 

take policies from HR as doctors. You may have to pass through their own union to pass down 

those policies… …sometimes we use the unions because we have various unions in an 

organisation…” 

Organisational context Main “…It is restricted to the civil service policy because we have the civil service rule and there are 

some certain things you do not go to certain point, and there are some certain things you are 

allowed free hand…” 

Hospital needs Subordinate “…one of the major challenges is the tools that the individuals need to perform the activity are 

not always readily available, that is number 1…” 

Leadership style Subordinate “…somebody comes to work late, habitual late comer and no query issued that is because the 

person that is supposed to give the query, one may not be there in the first place to even know 

the person is late…” 
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Professional rule Subordinate “…the Hippocratic oath keeps doctors. I mean something you have been subscribe from 

university days by the time you are graduating you have it all around you, and it is usually 

binding for us especially when it comes to practising. So most doctors actually refer to their 

Hippocratic oath than the hospital policy, hospital goal, hospital mission statement and all 

that…” 

Staff attitude Subordinate “…some people just show up; they think that by showing up that qualifies you for your pay at 

the end of the month. So it does not matter if they sit down all day doing nothing or they stayed 

all day on the social media. That does not really matter to them but what is important is that I 

have reported today…” 

Staff welfare Child “…if salaries are not paid; allowances are not paid, then there is a problem with 

performance…” 

Wrong placement of staff Child “…Yes, wrong placement of staff when staff are not put in the right unit or department.  You 

have an administrator who is asked to do the work of an accountant it hinders performance...” 

Unfamiliar with performance management Subordinate “…performance management (thinking). Are you asking about a particular document we use? 

I have just explained the system. Systems of checks, seniority, reporting to somebody, fear of 

been queried, looking at income and then looking at your progress and service…  …there is 

also need to educate workers on its importance in improving quality of service so that they will 

not misunderstand it as a punitive measure...” 

Other Phrase used to explain performance management Child “…basically, what I know about performance management is that it has to be in the form of 

clinical audit regularly and quality assurance to make sure things work smoothly…” 

 

Source: Adapted from NVivo 11 project for this study 
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4.7 Summary  

This chapter presented a detailed illustration of the within-case analysis for case A. Thematic analysis 

was the adopted technique to analyse the semi-structured interviews conducted.  The analysis followed 

Braun and Clarke’s (2006) six-phase of thematic analysis.  A detailed report of the findings in case A is 

presented under three superordinate themes that emanate from the thematic analysis.   The following 

chapter presents the within-case analysis for case B. 
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CHAPTER FIVE:  Within Case Analysis – Case B 

This present chapter details how the data collected in case B was analysed using the adopted data analysis 

technique - thematic analysis.   This chapter concludes with the findings from case B.   The analysis 

process for the semi-structured interviews again followed Braun and Clarke’s (2006) suggested guidance 

on conducting the thematic analysis.  During the analysis, there was also a constant recursive movement 

across the entire data set because as stated in the previous chapter, these guidelines are not ruling for 

using thematic analysis (Braun and Clarke, 2006).  Also, in case B, the semi-structured interview was in 

two phases which resulted in the recursive movement.  The researcher separately analysed each data 

collection phase as well as giving equal attention to each interview.  The following sections in this chapter 

highlight the details of each phase summarise in tables 4.1- familiarisation with data, generation of initial 

codes, searching for themes, reviewing themes, defining and naming theme, and producing the report.   

 

5.1 Phase 1 – Familiarisation with data 

The analysis process for the semi-structured interviews conducted in case B also commenced with the 

transcription of the audio recorded interview sessions. The researcher transferred the audio recording to 

a Computer-Aided Qualitative Data Analysis Software (CAQDAS) NVivo 11 as well to transcribe.  

Transcription in case B also took the researcher much time to get through, especially with recordings that 

had a loud background noise or where the participants spoke in low tones.  Similar approach of using 

external speakers to improve the audio quality and volume of the recorded audio interviews as highlighted 

in case A.  The researcher again employed that in order to ensure rigour and a comprehensive accounts 

of all vocal sounds of the participants during the interview, which could include laughs because of the 

significance of retaining the originality of the recorded semi-structured interview in its transcribed version 

(Braun and Clarke, 2006).   The transcription process also was yet again gratifying for the researcher who 

fully engaged with the data from case B thereby informing the researcher’s understanding of the data and 

sets in motion the analysis process (Braun and Clarke 2006) in case B. The researcher saved the transcripts 
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in this format P1B, P2B... P20B to conceal participants’ identity, where P represents the participant while 

B represents the case to which the participants belong.  Again, during the interview session, the researcher 

asked for an email address from participants who indicated interest to read through the transcript, check 

and confirm that details in the transcripts reflect their response during the interview.  An email containing 

an individual transcript was sent out to these participants.  In the email, the researcher explains that in the 

event of any contradictions to the details in the transcript, contact should be made to inform the researcher. 

Otherwise, the silence/inactivity signifies a confirmation to the details contained in the transcript as an 

accurate account giving the researcher permission to carry on further with the data analysis process.  The 

essence of sending the transcribed version to participants to read through allays bias, which is one of the 

limitations of the adopted philosophy (Robson, 2011; Silverman 2013).   Also, this validates the 

transcripts used for analysis as a version of the participants’ account and not a summary of the researcher’s 

views or option.   The researcher sent an email to the 12participant that indicated that they wanted to read 

the transcript before the commencement of the analysis.  A copy of the context in the emails sent to 

participants is in appendix E.  

 

The researcher further familiarised with the data by reading and re-reading the data corpus, checking for 

typographical errors in the transcripts.  During this familiarisation process, the researcher took notes of 

some of the initial ideas coming out of the data.  The initial ideas in case B were similar to that of case A 

since the use of the term “performance management” is emerging because the concept of performance 

management is described using words such as “ clinical audit”.  Participants during the interview 

illustrated some activities carried out within the department, such as morning reviews - when explaining 

how they improve their skills intending to improve services provided.  However, at the organisational 

level, there is an evaluation of staff performance, but the participants’ illustration on this focus on their 

career progression within the civil service of Nigeria and not necessarily on how they can improve on 

services provided.   
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Also, the concept of performance management in case B the research context does not stay on its own 

because some of the issues or limitations to ensure effective use of performance management links to 

other HRM-related topics such as recruitment and selection. In some instances, participants stated that 

some of the employees recruited sometimes do not suit or fit the job description for the job vacancy.  

Consequently, this mitigates the practice of performance management.   Some other contextual factors 

are identified such as godfathers, union and staff attitude to work. 

 

5.2 Phase 2 – Generation of initial codes 

The entire data corpus was reread through to generate initial codes giving the same attention to each data 

item within the data set for further analysis because codes are thought-provoking segments relevant to 

the research within the data corpus (Braun and Clarke 2006). The progress of gathering these various 

segments together under one label is referred to as coding (Kvale and Brinkmann, 2008; Rubin and Rubin, 

2012).  The codes generated in case B were data-driven (inductive) while the coding process done on 

NVivo 11 was at a semantic level.  Again, some data extracts were coded more than once.  Table 5.1 

highlights the initial codes generated for case B.   
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Table 5.1  Summary of the initial codes for case B 

 Initial codes for case B Sources References 

Advantages of PM 16 26 

APER form 2 4 

Bias 6 9 

Case description  7 23 

Challenges with PM 11 29 

Educational qualification 18 19 

Employee commitment 10 12 

Encouragement 2 4 

Grade level 15 15 

Help management decision 1 1 

Hospital development 1 1 

Hospital key performance indicator 11 17 

Hospital needs 9 10 

Hospital values 6 7 

Information flow 7 17 

Interpretation of performance 19 20 

Interpretation of performance management 12 29 

Job Role 20 21 

Leadership commitment 12 17 

Leadership style 7 12 

Mentoring 7 17 

Motivation 1 1 

National culture 13 30 

Organisational culture 10 12 

Organisational structure 6 6 

Other phrase used to describe performance management 3 3 

Performance management at departmental level 10 22 

Penalty for not meeting target 5 5 

Perception of performance management within the hospital 8 13 

Performance management responsibility 7 9 

Performance management at organisational level 11 14 

Professional rules 4 4 

Relationship 7 13 

Reward 9 17 

Staff attitude 1 2 

Staff welfare 1 2 

Target setting 15 35 

Unfamiliar with performance management 1 2 

Union 13 20 
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Vision and Mission 9 12 

Wrong placement of staff 2 3 

Source: Extracted from the data analysis project in NVivo 11 

 

The sources refer to the number of participants that contributed to the initial code while references refer 

to the number of times the participants spoke about it.  However,  the numbers did not influence the data 

analysis process because of the research philosophy; hence, equal attention was given to these initial 

codes generated for each case.  The next section presents the theme searching phase 

 

5.3 Phase 3- Searching for themes 

This phase requires searching through the initial codes to identify relationships amongst them that could 

be merged to form potential themes.  Some of the initial codes emerged as superordinate or subordinate 

themes, while some others remained as the main theme.   Figure 5.1 is a screenshot of the data analysis 

project on NVivo 11, highlighting the merging of themes at the different level superordinate, main, 

subordinate.  
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Figure 5.1 Screenshot of the case B theme search.  

 

Source: Screenshot from the data analysis project in NVivo 11 

 

In the figure above, the initial code ‘challenges with PM’ because of a superordinate theme because the 

several initial codes that developed into a theme can be grouped under this heading. However, not all of 

these initial code could be the main theme because it can be grouped under the title of the main theme for 

instance  ‘staff welfare’ and ‘wrong placement of staff’ were subordinate themes of the main theme ‘staff 

attitude’.   Table 5.2 below summaries the themes generated.  
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Table 5.2  Summary of the initial Superordinate, Main and Subordinate themes for case B  

Title (case B)  Type 

Advantages of PM  Main theme 

Help management decision  Sub theme 

Hospital development  Sub theme 

Case description  Main theme 

Educational qualification  Sub theme 

Grade level  Sub theme 

Job Role  Sub theme 

Organisational structure  Sub theme 

Challenges with PM  Sup theme 

Bias  Main theme 

Hospital needs  Main theme 

Leadership style  Main theme 

National culture  Main theme 

Organisational culture  Main theme 

Professional rules  Main theme 

Relationship  Main theme 

Staff attitude  Main theme 

Staff welfare  Sub theme 

Wrong placement of staff  Sub theme 

Union  Main theme 

Vision and Mission  Main theme 

Interpretation of performance management  Sup theme 

Employee commitment  Main theme 

Hospital key performance indicator  Main theme 

Hospital values  Main theme 

Information flow  Main theme 

Interpretation of performance  Main theme 

Leadership commitment  Main theme 

Performance management responsibility  Main theme 

Encouragement  Sub theme 

Mentoring  Sub theme 

Motivation  Sub theme 

Reward  Main theme 

Target setting  Main theme 

Penalty for not meeting target  Sub theme 

Unfamiliar with performance management  Main theme 

Other phrase used to describe performance management  Sub theme 

Perception of performance management  Sup theme 

Performance management at the departmental level  Main theme 
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Performance management at the organisational level  Main theme 

APER form  Sub theme 

Source: Extracted from the data analysis project in NVivo 11 

5.4 Phase 4 – Reviewing themes 

In this phase, the researcher read through the initial themes presented in the table above, but there was 

not any merging of themes because the researcher reflected on the learning experience from the analysis 

of process of case A, therefore paid keen attention inform during the initial coding process of case B and 

the generation of themes to avoid duplication as such there was no merging of case B themes at this phase. 

Instead, the entire data set was read through to ensure that the themes generated represent the themes.  

 

5.5 Phase 5 - Defining and naming themes 

This researcher continues to refine the themes by reading through the data extracts for each theme to 

ensure they fit into the theme at the superordinate, main and subordinate level. During this stage, the 

researcher identified the essence of each theme to avoid one of the potential pitfalls of thematic analysis, 

which is the overlapping of themes (Braun and Clarke 2006). This phase was highly iterative as well in 

case B, and some of the themes were renamed to ensure that their title rightly represents the data extracts 

and there was no overlapping of themes and also considers how that theme respond to the research 

questions.  For instance, the themes ‘performance management at the department and organisational 

level’ was renamed to ‘departmental and organisational level’ respectively and a subordinated theme 

‘employee performance evaluation in case B’ was created to house these themes.  The researcher gave 

copies of transcripts and a list of the themes generated to three colleagues to check that the theme 

generated reflects the transcripts in order to assuage bias (Robson, 2011; Silverman 2013).   Table 5.3 

shows the final version of the superordinate themes for case B.   
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Table 5.3 Superordinate themes for case B 

 

 

 

Source: Extracted from the data analysis project in NVivo 11 

 

These superordinate themes respectively respond to the research questions the study seeks to answer.  The 

next phase concludes the within-case analysis for case B explaining the different themes (main, 

subordinate and child theme) under each of the superordinate themes and the extract from the data to 

support the themes at the different levels.   

 

5.6 Phase 6 – Producing the report 

This section concludes the sixth phase of thematic analysis.  The report produced represents the findings 

of the semi-structured interview conducted in case B.   The researcher explains each theme at different 

levels – superordinate, main, subordinate and child subordinate - and includes the data extracts that 

support them.   The researcher presents the findings in three sections under the three superordinate themes 

that emanated from the analysis process - perception of performance management within the context; 

employee performance evaluation within the context; and challenges with performance management 

within the context.  

 

5.6.1  Perception of performance management in case B  

This superordinate theme presents how the context interprets performance management within case B  

The main, subordinate and child theme under this superordinate theme develops the contextual 

interpretation of PM from case B.  This superordinate theme is significant in responding to the first 

research question -  How is performance management interpreted in the Nigerian Public Health? 

 

S/N Case B Superordinate Themes  

1 Perception of performance management in case B 

2 Employee performance evaluation in case B  

3 Challenges with performance management in case B 
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In case B  performance is described as work output and the hospital ensures it achieves its vision and 

mission by setting out desirable goals that address them as well as ensuring that the hospital upholds its 

values.  Targets are set at the management level to ensure that the employee achieves these goals.  There 

are key performance indicators that the hospital relies on to assess that employees meet these targets.  The 

key indicator referred to within the context was the career progression of the staff and progress or 

development of the hospital.  

 

There are penalties for employees who fail to meet these targets and a reward for staff who meets these 

targets. The reward is promotion and recommendation to attend training.  In a situation where the 

employee fails to meet the expected target, they do not get any of these - promotion, suggestions for 

training and an increase in salary - because the employee’s record of achievement of these targets is 

referred to while rewarding staff. 

 

Furthermore, there is employee’s involvement, and management contributes to performance management 

within case B.  The employees usually get information about their work or things that are work-related 

through their supervisors or manager as well as from the union.  Performance management within case B 

benefits both the staff and the hospital, improving service delivery to patients and users of the hospital 

facilities is one of the ways the hospital benefits.   Also, performance management helps management 

make a decision as well as staffs learning and development through the implementation of performance 

management which builds co-operation amongst staff as well as their commitment to work.   A thematic 

map of the analysis section that illustrates the themes within this superordinate theme was generated and 

exported from the Nvivo 11 project.  Figure 5.2 represents the thematic map for the perception of 

performance management in case B. 
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Figure 5.2 Thematic Map for the perception of performance management in case B 

 

 

 

Source:  Extracted from NVivo 11 Project 

 

The figure above is an illustration of the superordinate theme ‘perception of performance management in 

case B.  It begins from the top with the superordinate theme and extends outwards first to the main theme.  

Two of the main themes extends further to the subordinate theme, respectively, and two of the subordinate 

theme had two child theme underneath.  The organising of these themes developed during the analysis 

process when the theme developed from the initial code to the defining and refining of the themes.  The 

summaries of data extract that supports each of these themes at the different levels are in table 5.4 below.  

After that, the next section presents the second superordinate theme. 
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Table 5.4 Data extract for themes in the superordinate theme - perception of performance management in case B 
Theme Title Theme Type Data Extracts 

Perception of performance management in case B Superordinate  “…performance management will be looking at asigning a role to an individual, guiding him while 

performing that role and helping him to achieve the set target in an atmosphere that is friendly and 

conducive so that the staff can express himself properly before you at any time while carrying that job…” 

Advantages of performance management Main Records of data extracts for this theme are in its subordinate and child themes 

Hospital development Subordinate “…the hospital on the other side are also benefiting because of performance management, people are 

picking up, services are improved and health care delivery has also improve. Life are saved…” 

Help management decision Child “…It gives me that monitoring advantage to be able to correct certain things back to the desired target 

outcome…” 

Improve service delivery Child “…Certainly, performance management helps to improve service delivery…” 

Staff learning and development Subordinate “…it is improving because we are learning by the day. If you do something wrong today or there is 

something given to you to do and you don't do it well. They will correct you, the next time you should be 

able to do better. So we are improving…” 

Commitment Child “…performance management is the key, it is very, very important in the hospital setting, it is very, very 

essential. In fact it should be as frequent as possible because it put the person on their toes that is the 

truth…” 

Co-operation Child “…In all, I have used performance management principles to also get everyone on board…” 

Employee involvement Main  “…You will have someone senior to you correcting you, even at that level you share ideas, and so people 

share ideas together. So it is what you have you give…” 

Goal setting Main “…We set our goals based on what management broad goals are so management tells us what to do so 

we now key into it what management is expecting from us…” 

Hospital key performance indicator Main “…when a patient is satisfied and then he is well that is when you say you have succeeded in treating a 

patient. Like you do a surgery and the wounds don't breakdown, if the wounds don't breakdown and the 

patients is discharged on time without complications. That means you were successful in that activity…” 

Hospital values Main “…our values primarily is how to give care to our patients in an atmosphere that is conducive, with 100 

percent dedication to service…”   

Information flow Main “…information flow is usually through memos. When we have  to deserminate information sometimes 

we call  a meeting of the unions and we tell, this is what we want. Other times we call staff for a  

meeting…” 

Interpretation of performance Main “… I will define performance as the way you do your thing. How well you can do your thing, any duty 

assign to you, how you do it well…” 
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Management's contribution Main “…So I think the hospital management with the limited resources that are available, I think they are 

doing their own part and playing their own role when it comes to enhancing performance of their staff…” 

Reward Main “…For several years we have tried to reward staffs at the end of each year… …it could be promotion. 

Sometimes, it depends whatever way. You can go for further studies that is sponsored…” 

Target setting Main “…you would come up with some basic rules and regulations that would enable you to guide the 

behaviour of the people under you. So that there will be a basis on which you can compare their 

behaviour; their expected behaviour and the actual behaviour…” 

Penalty for not meeting target Subordinate “…It might be suspension, could be anything. Denying you your promotion, they may not sponsor your 

training because you are not doing well because there is no point sending you …” 

Vision and Mission Main “…Our vision, one, to become an excellent and for most preference tertiary health care service provider 

in the region and beyond. That is our vision. Then our mission, is to provide quality tertiary health care 

services for our patients and customers through the use of highly skilled manpower in a friendly 

atmosphere, sustain by research and training in the region…” 

 

Source: Adapted from NVivo 11 project for this study  
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5.6.2 Employee performance evaluation in case B 

This superordinate theme presents how employee performance is evaluated within case B as well as the 

actor responsible for the implementation of performance management.  The main and subordinate theme 

under this superordinate theme develops the knowledge used to respond to the second research question 

-  How is performance managed in the Nigerian Public Health? 

 

Employee’s performance evaluation in case B is carried out at two-level - departmental and 

organisational. At the departmental level, there is a no documentation of the performance management 

processes involved and this evaluation addresses staff’s service improvement and development whereas 

at the organisational level, there is a documentation of the performance management process through the 

use of the Annual Performance Evaluation Report (APER).  The employee evaluation at this level 

addresses staff promotion and career progression within the public service.  However, the evaluation at 

the departmental level is expected to provide useful information for the evaluation at the organisational 

level. 

 

The responsibility of ensuring performance management is successful lies within the manger.  These are 

the informal activities that are used by the manager within case B: mentoring, motivation and 

encouragement. A thematic map of the analysis section that illustrates the themes within this 

superordinated was generated and exported from the Nvivo 11 project.  Figure 5.3  represents the thematic 

map for employee performance evaluation in case B 
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Figure 5.3  Thematic Map for employee performance evaluation in case B 

 

 

 

Source:  Extracted from NVivo 11 Project 

 

The figure above is an illustration of the superordinate theme ‘employee performance evaluation in case 

B.  It begins from the top with the superordinate theme and extends downwards first to the main themes.  

One of the main theme further extends downwards to the subordinate theme.   The organising of these 

themes developed during the analysis process when the theme developed from the initial code to the 

defining and refining of the themes.  The summaries of data extract that supports each of these themes at 

the different levels are in table 5.5 below.  After that, the next section presents the third superordinate 

theme. 

 

 



131 
 

 

Table 5.5 Data extract for themes in the superordinate theme – employee performance evaluation in case B 
Theme Title Theme Type Data Extracts 

Employee performance  evaluation in case B Superordinate Data extracts were recorded into the main themes – departmental level and organisational level. 

Departmental level Main “…We have mortality reviews for clinical departments. For instance, if a patient was poorly managed 

during an emergency cesarean section, the entire unit is brought together, perhaps that emergency 

cesarean section lead to the death of the baby while the mother survived. A mortality review will seek to 

find out what actually when wrong not necessarily who went wrong. From what was found to have gone 

wrong in the unit or the hospital if the review were done in form of hospital grand round. Measures will 

be put in place to ensure that such does not get repeated…” 

Organisational level Main “…we have what we call APER form. They use it yearly. It is for your performance [record skip] and they 

will give you exactly what they feel you are suppose to get but they do that over 20 and they would use it 

for your promotion too every year. So they add that to the written interview you would do. So if your boss 

say you did not do well definitely you will not go. so they assess us yearly with that APER form…” 

Performance management responsibility Main “…it is the manager that needs to drive it.  If I use my department for example and I am the head here, i 

am going to set the paste …” 

Encouragement Subordinate “…I see my staff as the key resource at my disposal to achieve my unit goals, I rather make all the efforts 

to encourage them in a form of supportive supervision. I support, supervise and correct and I am getting 

wonderful results…” 

Mentoring Subordinate “…what I do for the first time a new employee is employed newly. I don't allow that person to work 

independently. What I do is that, that person would be attached to a senior and work under supervision, 

no matter how qualified you are. Even if you are coming from a different lab to come and work in this 

lab…” 

Motivation Subordinate “…In managing people I discover that people have to be motivated. But when you say motivation, I think 

the first thing that crosses people’s mind is also monetary. But motivation monetary yes, but staff that are 

working under you do they feel that they are respected while they work with you is a form of motivation…” 

Source: Adapted from NVivo 11 project for this study
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5.6.3 Challenges with performance management in case B 

This superordinate theme presents the challenges with performance management in case B.  The main, 

subordinate and child theme under this superordinate theme develops the knowledge used to respond to 

the third research question - What are the issues performance managed encounters within the Nigerian 

Public Health?  The challenges affecting performance management in case B is grouped or categorised 

at two different levels/context - national and organisational context.   

 

At the organisational context, the hospital sometimes is unable to provide all the resources needed to 

work and in some cases,  the staff responsible for managing performance do not demonstration much 

drive in their leadership style to ensure that employee is delivering on the output while managing the 

employees.  There is also evidence that for some of the employees, they are unfamiliar with the phrase 

performance management.  The evidence of the unfamiliarity explains why they use other words or 

phrases to describe performance management such as morning review, clinical audit.   The employee’s 

attitude towards work is another challenge that performance management encounters in case of B because 

they display a poor attitude to their work with a high rate of them not found on duty during working 

hours.  The attitude of the employees arguably links to the poor staff welfare present in case B as well as 

the wrong placement of staff within the hospital. For instance, employee are assign job role without an 

understanding of the expected procedure or knowledge on executing the task within the job description 

because their qualification is not suitable for the role offered.  Finally, at the organisational context, there 

are civil service guidelines that the hospital follows as well as the professional protocols in carrying out 

their job which present itself as issues performance management encounters within the study context.  

 

At the national context, there is the influence of the union because they are responsible for the employees’ 

voice within the workplace which gives them some power to argue for or against some of the policies in 

place within the organisation.  Furthermore, there is the presence of relational tie between staff because 

they share a similar state of origin or the same geographical region, which also presents issues for 
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performance management.  Similarly,  the influence of godfather is another issue that performance 

management encounters.   Finally, in the national context, there is the dogma that nobody takes 

responsibility in public service. Hence, anything happens or is obtainable within the sector.   A thematic 

map of the analysis section that illustrates the themes within this superordinated was generated and 

exported from the Nvivo 11 project.  Figure 5.4 represents the thematic map for challenges with 

performance management in case B 

 

Figure 5.4   Thematic Map for challenges with performance management in case B 

 

 

 

Source:  Extracted from NVivo 11 Project 

 

The figure above is an illustration of superordinate theme ‘challenges with performance management in 

case B.  It begins from the top with the superordinate theme and extends downwards first to the main 

themes.  Both main themes further extend downwards to the sub theme and of two of these subordinate 



134 
 

 

themes had a child theme.   The organising of these themes developed during the analysis process when 

the themes developed from the initial code to the defining and refining of the themes.  The summaries of 

data extract that supports each of these themes at the different levels are in table 5.6 below. After that, 

the next section presents a summary of this chapter. 
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Table 5.6 Data extract for themes in the superordinate theme - challenges with performance management in case B 
Theme Title Theme Type Data Extracts 

Challenges with performance management  in case B Superordinate Records of data extracts for this superordinate theme are in the main and subordinate themes 

National context Main “…that is the public service we all know, am sure you lived in Nigeria. People will say it is a 

Nigerian problem. People take up a job and think it is government work, so nobody owns it. It 

is a general attitude like that not from everybody but a lot that views public service like that. It 

is government work, so anyhow I get it done it is done…” 

Emotions Subordinate “…they want to be good to every person…” 

god father Subordinate “…Nigerian mentality feels that my godfathers, I know this, I know that. They tend to step on 

boundaries and think they can get away with it. let’s use this hospital for instance, late coming 

to work or not coming to work at all because you feel it’s your uncle, your brother or a friend 

that introduced you to the MD whom the MD cannot say no to and then you are found doing 

shady things and because of the Nigerian mentality they feel they can get away with it, which is 

not right…” 

Relationship Subordinate “…If I am from some tribe with you and you involve in a wrong, I can decide to forgive you 

because we are from the same tribe. The story will be different if we are from a different tribe…” 

Union Subordinate “…For instance last year we had problem with our salaries and the union went to management 

and they were not ready to listen so we had to go on strike, we were on strike for some weeks. 

The union have a role play both to management and to the staff. They are there for the welfare 

of the staff. To make sure that management does not victimise people unnecessary or put 

pressure on somebody when it is not supposed to be. So they play a middle man role between 

the management and the staff…” 

Organisational context Main “…The civil service rule is just to regulate the behaviour of staff and management. It aims 

towards the behaviour of staff and management behaviour, what is expected from them…” 

Hospital needs Subordinate “…The key factor I would say is that we don’t yet have all the tools we need, most of the 

times…” 

Leadership style Subordinate “…if sometimes the boss is not consistent with supervising the person, the person performing 

these duties will begin to relent…” 

Professional rules Subordinate “…Hmm, we carry out duties based on the stipulated standard in the department. We don’t do 

them contrary to what is been laid down, but rather we have innovation on those laid down 

standard…” 

Staff attitude Subordinate “…most of them don’t even come to work. They will stay at home and tell you this is my state. 

They want to receive money but they are not productive.  This is very wrong for you to seat at 

home and want to receive salary…” 
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Staff welfare Child “…we have a corporative society that took care of the welfare of staff, it is a kind of self help 

process. If one is not well catered for technically, your performance would be eroded but 

because of all those structures and mechanism in place people are reasonably catered for…” 

Wrong placement of staff Child “…person is employed and has no idea of what the work schedule should be…” 

Unfamiliar with performance management Subordinate “…That one is a word that to me is a compound word as far as I am concern (Laughing). It is 

not a word that will say is commonly used in this area or maybe I am the one that have not been 

all that used to it…” 

Other phrase used to describe performance management Child “…We use them in several ways. There is what we call hospital clinical governance. We have 

mortality reviews for clinical departments…” 

 

Source: Adapted from NVivo 11 project for this study 
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5.7 Summary  

This chapter presented a detailed illustration of the within-case analysis for case B. Thematic analysis 

was the adopted technique to analyse the semi-structured interviews conducted.  The analysis followed 

Braun and Clarke’s (2006) six-phase of thematic analysis.  A detailed report of the findings in case B is 

presented under three superordinate themes that emanate from the thematic analysis.   The following 

chapter presents the cross-case analysis of both cases and cross-data consistency check (Patton, 1999) 
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CHAPTER SIX:   Cross Case Analysis   

This chapter presents a cross cases analysis of the cases. Cross case analysis usually follows after the 

within-case analysis because the rationale of conducting cross-case analysis is to search for patterns in 

order to extend the findings from the cases beyond the initial impression presented from the within-case 

analysis.   The implication of the cross-case analysis is the ability to capture novel findings and enhance 

the credibility of the theoretical contribution because there is a close fit of theoretical contribution with 

the data (Eisenhardt, 1989).   

 

Eisenhardt (1989) describes three approaches to carrying out a cross-case analysis.  The table below 

summarises these approaches. 

 

Table  6.1    Three approaches to cross-case analysis 

Approach 1 Focus on a dimension and look for similarity within the group with intergroup 

differences. The dimension of focus is usually driven by the research problem, literature 

or the researcher. 

Approach 2 Select pairs of cases and list the similarities and differences between each pair.   

Approach 3 Divide the data by its source (for example, separate the interviews from observations) 

and search for patterns that substantiate or conflict with evidence from one data source 

to the other.   

  Source  Adapted from (Eisenhardt, 1989 pp540-541) 

 

The cross-case analysis for this study adopted approach 2 and 3.  The next section presents the cross-case 

analysis following approach 2. 
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6.1  Cross case analysis – Approach 2 

This section presents the cross a case analysis following the second approach Eisenhardt, (1989) 

described.  The researcher compared the superordinate themes for case A and B and the supporting 

evidence data extract checking for similarities and differences across the different level of the themes.  

The superordinate, main, subordinate and child themes were similar across both cases, which increases 

the credibility of the study.  However, the data extract in some of the themes presents different aspects 

relating to the theme.  For instance, in both cases, relationship was identified as one of the challenge 

performance management encounter within the context but the data extract in case A relates the 

relationship from shared family ties whereas case B referred to the relationship  from people who shared 

state of origin working in the same organisation.  This explanation of the different aspect of the 

understanding of how relationship challenges performance management within the context of study aligns 

with the assertion by Eisenhardt, (1989) that cross-case analysis following approach 2 leads to a more 

sophisticated understanding.    Staff awareness is another example. In case A it suggests the presence of 

poor staff welfare, and in case B, it narrates the cooperative organisation joined by members of staff to 

ensure that their welfare is responded to when the need arises.   

 

Nevertheless,  the shared theme across the different levels in case A and B suggests similar findings from 

both cases irrespective of case A affiliation to the university and the slightly different title of job in case 

A.   Therefore the researcher merges the superordinate theme from  A and B in order to conduct a cross-

data analysis following the third approach.  Table 6.2 summarises the refined version of the superordinate 

theme for this study  

 

Table 6.2 The final version of the superordinate theme for the study. 

 

 

 

Source adapted from for this study 

S/N  Superordinate Themes  

1 Perception of performance management within the context 

2 Employee performance evaluation within the context 

3 Challenges with performance management within the context 
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The cross-case analysis following approach three would consider the table above as the result of one 

source of data collection (semi-structured interview) for this study and compare the findings from the 

document review again.  The next section presents a detailed narration of the cross-case analysis 

following approach 3. 

 

6.2   Cross case analysis -Approach 3 

This section presents the cross a case analysis following the third approach Eisenhardt, (1989) described.  

In order to complete this approach of cross-case analysis, the researcher separately analysed the document 

collected using the adopted data analysis technique – thematic analysis following Braun and Clarke’s 

recommended six phases summarised in table 4.1.  This section commences with the presentation of the 

analysis process of the document and a report that is searched through to identify patterns that corroborate 

or contrast with the findings presented from the cross-case analysis following the second approach 

highlighted in the previous section.   It is worthy to state again that the essence of analysing the document 

was to provide a cross-data consistency check (Patton, 1999) and not to validate the testimonies of the 

interview participants (Flick, 2014).  The cross-data consistency check maintains the trustworthiness of 

the findings as well as mitigates bias because of the subjective stance of the researcher during the data 

collection and analysis following the adopted philosophical stance of the research – interpretivist.  Earlier, 

Eisenhardt, (1989 p. 541) highlighted that “when a pattern from one data source is corroborated by 

evidence from another, the findings are stronger and better grounded. When evidence conflicts, the 

researcher can sometimes reconcile the evidence thought deeper probing of the meaning of the 

difference”.   The six phases for the analysis of the document are presented in the subheadings below. 

 

Phase 1 – Familiarisation with data 

The researcher got familiar with the data by reading the entire eight-page document. It was scanned and 

uploaded as a document file on to a Computer-Aided Qualitative Data Analysis Software (CAQDAS) 

NVivo 11 (see figure below).   The researcher keenly read through the data corpus again once uploaded 

on NVivo 11 to further the familiarisation process.  
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Figure 6.1 Screenshot from NVivo 11 project for the analysis of the document  

 

Source: Extracted from the data analysis project in NVivo 11 

 

During this familiarisation process, the researcher took notes of some initial ideas coming out of the data 

collected.  The form was used yearly to evaluate employees and identify those qualified for promotion in 

cases A and B.  The form is usually filled in by three persons – the employee evaluated, the immediate 

line manager or reporting officer and reporting officer or line manager’s immediate superior.  Their 

comments are required to fill the form.  

 

Phase 2 – Generation of initial codes 

The entire data corpus was re-read through to generate initial codes for further analysis. Again, just like 

the semi-structured interview analysis process, the codes generated were data-driven (inductive) while 

the coding process done on NVivo 11 was at a semantic level.   Table 6.3 presents the summaries of the 

initial codes generated for the document.  
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 Table 6.3  Summary of the initial codes for the document review 

Initial codes  Sources References 

Absent days 1 1 

Ad hoc duties 1 2 

Character traits 1 1 

Employee involvement  1 3 

Employee performance evaluation by the reporting officer 1 3 

Job assessment 1 2 

Job description 1 1 

Key performance indicator 1 1 

Leadership attainment 1 1 

Leadership style 1 1 

Management’s contribution 1 2 

Performance management at periodic level 1 1 

Personal details 1 3 

Promotion 1 1 

Qualifications 1 1 

Reward 1 1 

Sanctions 1 1 

Self-evaluation 1 2 

Target setting 1 2 

Training 1 2 

Work challenges 1 2 

Work habits 1 1 

Source: Extracted from the data analysis project in NVivo 11 

 

The sources had one as the number in all the initial codes because the document was uploaded into NVivo 

11 as a single file while references refer to the number of times section from the document review was 

coded into it. Again, the numbers did not influence the data analysis process because of the research 

philosophy.  Also, each first code received equal attention throughout the analysis. 

 

 

Phase 3- Searching for themes 

This phase requires searching through the initials codes to identify relationships amongst them that could 

be merged to form potential themes.  Some of the initial codes emerged as a sub theme. The others 

remained as the main theme.  Table 6.4 presents a summary of the generated themes.  
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Table 6.4 Summary of themes for document review  

Title Type 

Absent days  Theme 

Ad hoc duties  Theme 

Employee involvement  Theme 

Self-evaluation  Sub theme 

Employee performance evaluation by the reporting officer  Theme 

Character traits  Sub theme 

Job assessment  Sub theme 

Leadership attainment  Sub theme 

Work habits  Sub theme 

Key performance indicator  Theme 

Leadership style  Theme 

Management’s contribution  Theme 

Training  Sub theme 

Performance management at periodic level  Theme 

Personal details  Theme 

Job description  Sub theme 

Qualifications  Sub theme 

Promotion  Theme 

Reward  Theme 

Sanctions  Theme 

Target setting  Theme 

Work challenges  Theme 

Source: Extracted from the data analysis project in NVivo 11 

 

Phase 4 – Reviewing themes 

The researcher looked through the initial themes to ensure that those generated represent the entire data 

set.   

 

Phase 5 - Defining and naming themes 

This researcher continues to refine the themes by reading through the data extract for each theme to ensure 

they fit into the theme at different levels. During this stage, the researcher identified the essence of each 

theme to avoid one of the potential pitfalls of thematic analysis - the overlapping of themes (Braun and 

Clarke 2006). This phase was highly iterative while ensuring that the data extract synchronises with the 

main theme and sub theme, respectively.   
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Phase 6 – Producing the report 

This section concludes the sixth phase of the thematic analysis process for the document.  The report 

produced is the findings of the analysis of the document.   The document is used annually to evaluate the 

employee’s performance annually.   The reporting officer and the employee do this evaluation.  The 

employee commences the process with a self-evaluation and includes personal details and achievement.  

Following that, the reporting officer evaluates the employee’s character traits, work habit, leadership 

attainment and an assessment of the job in order to ensure that the targets are met.  The reporting officer’s 

assessment of the job draws from the periodic performance management and is expected to use different 

leadership style during the process of managing the employee’s performance. The reporting officer 

evaluates against the key performance indicator and rewards are provided for employees who meet the 

set target, whereas sanctions are given out if it is not met.  The reward is promotion.  Management is 

involved in the process of managing performance by frequently recommends training for the employee.  

The employee is requested to identify challenges encounter while executing their task, indicate their days 

of absence as well as state the ad hoc duties they are involved it.   

 

Having presented the findings from the analysis of the document, the researcher now presents the patterns 

from the findings of the data that corroborate and conflicts with the evidence from the semi-structured 

interview.   The themes and sub-themes from the document analysis corroborate with the themes within 

the three different superordinate theme that emanates from the analysis of the semi-structured.  Table 6.5 

is further elaborated to highlight the themes that corroborate and conflicts. The researcher highlights the 

rationale for the conflict following a deeper probing of the different themes.  
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Table 6.5 Themes that corroborates or conflicts with the semi-structured interview  

Title Type Indication within the superordinate themes from the semi-structured interview  

Absent days  Theme Conflicting as this did not align with any of the superordinate theme  

Ad hoc duties  Theme Conflicting as this did not align with any of the superordinate theme  

Employee involvement  Theme Corroborative – the same with a theme in the superordinate theme - perception of performance management within the context 

Self-evaluation  Sub theme Conflicting as this did not align with any of the superordinate theme  

Employee performance evaluation 

by the reporting officer 

 Theme Corroborative – Shares similar meaning with the sub theme ‘organisational level’ within the superordinate theme - employee 

performance evaluation within the context 

Character traits  Sub theme Conflicting as this could not align with any of the superordinate theme 

Job assessment  Sub theme Conflicting as this could not align with any of the superordinate theme 

Leadership attainment  Sub theme Conflicting as this could not align with any of the superordinate theme 

Work habits  Sub theme Conflicting as this could not align with any of the superordinate theme 

Key performance indicator  Theme Corroborative – the same with a theme in the superordinate theme - perception of performance management within the context 

Leadership style  Theme Corroborative – the same with the themes within the superordinate theme – challenges with performance management within 

the context but in the case of the document, the request is for details of the leadership style adopted whereas with the semi-

structured it is identified as a challenge.  The researcher argues that the evidence of this challenge justifies the reason it is 

included in the document. 

Management’s contribution  Theme Corroborative – the same with a theme in the superordinate theme - perception of performance management within the context 

Training  Sub theme Corroborative – the same with a rewarded theme in the superordinate theme - perception of performance management within 

the context because the data extract suggest that the employees are nominated for training once there is an available day as a 

way of rewarding the employee   

Performance management at 

periodic level 

 Theme Corroborative – Shares similar meaning with the theme ‘departmental level’ within the superordinate theme – employee 

performance evaluation within the context. 

Promotion  Theme Corroborative – Shares similar meaning with the sub theme ‘organisational level’ within the superordinate theme - employee 

performance evaluation within the context because the data extract from the semi-structured interview suggests that the 

implication of employee performance at the organisational level addresses career progression which comes in the form of 

promotion.  

Reward  Theme Corroborative – the same with a theme in the superordinate theme - perception of performance management within the context 

Sanctions  Theme Corroborative – Shares similar meaning with the sub theme ‘penalty for not meeting target’ within the superordinate theme - 

perception of performance management within the context 

Target setting  Theme Corroborative – the same with a theme in the superordinate theme - perception of performance management within the context 

Work challenges  Theme Corroborative – shares meaning of the themes within the superordinate theme – challenges with performance management 

within the context.   The findings from the semi-structured interview present a richer perspective of work challenges. 
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The shared, or similar understanding of these themes between the evidence from the different source of 

data collection (semi-structured interview and document) across the different themes indicate the 

trustworthiness of these themes at various levels.  However, the explanation for having the contrasting 

themes standing is because out is, the design of the document was for a particular purpose different to 

this study (Flick, 2014), and hence it was expected.    

 

6.3 Summary 

This chapter presented a cross-case analysis of the cases using two approaches (2and 3) as suggested by 

Eisenhard, (1989).  The final version of the superordinate theme for the study developed from a cross-

case analysis following the approach 2-searching for similarity or differences between the findings across 

both cases.  Following on that to further increase the credibility approach 3 of the cross-case analysis 

technique was adopted, the corroborative and contrasting pattern was identified to ensure cross data 

consistency and methodological rigour.  The following chapter discusses the superordinate themes - 

perception of performance management within the context; employee performance evaluation; and the 

challenges with performance management within the context.   
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Chapter Seven:  Discussion   

This chapter presents the discussion of the findings with the relevant literature.  The aim of this chapter 

links how and why the findings inform this research study with supporting evidence from existing 

literature.  The discussion of performance management within this chapter develops from an integrated 

perspective.  This integrated perspective follows on from the argument presented within the thesis, which 

considers the practice, system and context in order to develop a rich understanding of performance 

management in the Nigerian Public Health Sector.  This chapter commences with the interpretation of 

performance management within the Nigerian public health sector.  The succeeding sections present the 

performance evaluation process in the Nigerian public health sector; Contextual factors that affect 

performance management in the Nigerian health sector; and concludes the discussion with the 

conceptualisation of performance management within the study.  This chapter ends with a summary of 

the chapter.   

 

7.1 Interpretation of PM in the Nigerian public health sector 

In the literature review chapter - section 2.1.1, the researcher presented - the dearth in studies of 

performance management within the study context - as one of the gap knowledge which developed from 

the first research problem identified in section 1.4 of the introductory chapter.  This section responds to 

this gap with the discussion on how the Nigeria public health sector interprets performance management.   

Discussion within this section also includes how the actors interpret performance management and the 

cultural change program that is fostered within the context.  Furthermore, this section discusses 

performance management's level of operation and its purpose within the study context.    

 

From the findings, the actors of performance management in the Nigerian public health sector present 

that performance management draws from the understanding of the word performance which refers to 

the expected output of an employee on a task or job.  Participants may not have used these words - 

integrated or continuous – existing scholars have used or probably in a well-articulated phrase, but the 
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findings from this study corroborate with the assertion of the existing literature reviewed.  The perceptions 

from the research participants of the study suggest that performance management involve several 

processes that are continuous with the underlying objectives of improving organisational success.  The 

account from these research participants recount with how the scholars (Den Hartog, Boselie and Paauwe, 

2004; Armstrong, 2006; Lucas et al., 2006; Rao, 2007; Haines III. and St-Onge, 2012; Sahoo and Mishra, 

2012; Aguinis, 2013; Rashidi, 2015) interprets performance management.  For instance, an account of 

one of the participants includes a phrase such as ‘those things’ as well as words such as ‘ensuring, 

accordingly and encouraging’ that suggest the integration of activities and its continuity. 

 

Further, a possible explanation is that these words - ensuring, accordingly, and encouraging - implies the 

continuity of the process while the phrase ‘those things’ imply to the consideration of the several activities 

while managing the performance of the employee working in the hospital.  Example of the several 

activities referred to as suggested by the findings of the study include target setting, staff evaluation and 

consideration of their key performance indicators.  The thematic map illustrating the interpretation of 

performance management for case A and B in the previous chapters illustrated these activities.   

 

 Also, the findings suggests that the perception of performance management as a strategic tool because 

of the research participants’ illustrated how the staff's improvement in performance would foster service 

improvement which correspond with the assertion of the scholars (Esu and Inyang, 2009; Fryer, Antony 

and Ogden, 2009; Brudan, 2010; Rashidi, 2015) who asserts that at the strategic level, performance 

management focuses on effectively managing employees to maximise the organisational productivity.  

Similarly, the actors’ interpretation aligns with Mettler and Rohner, (2009) assertion that performance 

management within the health care sector optimises efficient and effective service delivery as well as 

Decramer et al. (2015) idea that hospital outcomes link with the employees’ performance management 

system that is in place within the organisation 

 

Furthermore, the findings highlighted several benefits that spread across the employees and the hospital.  

The employees are provided with a learning and development opportunity.  The implication of this 
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arguably fosters cultural change program Armstrong (2014) identified.  The cultural change program for 

this study context is commitment and co-operation following the findings of the study.   The hospital, on 

the other hand, develops through the improvement of its service delivery as a result of employees’ co-

operation and commitment as well as acquiring useful information that is useful during decision making. 

This information includes knowledge of the employee’s strength and limitation, which are useful during 

a promotion. Likewise, the information also includes the hospital - area that needs improvement versus 

the areas that are working in good condition.  For instance, during one of the semi-structured interview, 

the research participant narrated how the lightening in the surgical room was improved upon following 

the feedback from one of the clinical morning reviews.  Parnell et al., (2012) stated that the existence of 

PMS within the organisation assists the influencing, formulation and execution of the organisational 

strategy and in the context of this study, it is with the implementation of an improved lightning in the 

surgical room which provides the doctors improved environment to carry out their respective duties.    

 

In chapter two, the assertion from these scholars (Armstrong, 2014; Aguinis, 2013) suggests that the 

implication of performance management affects the employee, manager and the organisation.   The 

highlight of this with the context was presented in the previous paragraph. The study argues that the 

employee, manager and the organisation reflect the three levels of PM – strategic, operational and 

individual – Brudan (2010) highlighted.  The individual-level reflects the employee; the operational 

reflects the manager and the strategic level reflects the organisational.  However, this is not to say they 

are independent of each other, but they are inter-related and should integrate in order to achieve an 

effective outcome for the organisation.   Following the findings of the study, there exist an alignment 

between the purposes of PM - strategic, administrative, informational, developmental, organisational 

maintenance and documental purpose (Aguinis, 2013) and the three levels - strategic, operational and 

individual - at which performance management within the organisation is expected to operate (Brudan, 

2010).  In other words, Brudan’s (2010) explanation of the different levels PM and the diverse purposes 

suggested by (Agunis, 2013) enhanced the understanding of PM within the context.  In the literature 

review chapter, Table 2.5 highlighted the different levels of PM with the supporting purpose.  This table 

is further developed to reflect how evidence from the findings within the study context aligns with the 
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different purposes and levels of PM within this study’s context – Nigerian public health sector.  Table 7.1 

presents the illustration.  

 

Table 7.1  Extension of table 2.5 to reflect the findings from the research context 

Source (adapted from Brudan, 2010; Aguinis 2013 and findings of the study) 

 

In reviewing the literature, there was no evidence on the level at which performance management operates 

within the Nigerian public health sector, but the findings of this study shows that performance 

management operates across the three levels as stated Brudan's (2010) study and also corroborates with 

Aguinis, (2013) six purposes of performance management.  Furthermore, the assertion on the efficacy of 

PM in improving organisational performance in the public sector as well as the suggestion that PM in the 

public organisation did not improve performance (Fryer, Antony and Ogden, 2009; Hvidman and 

Andersen, 2014) arguably have evolved because of the outcome of performance management within this 

study which suggest its improve service delivery.  The researchers, therefore, join in with  Arnaboldi, 

Lapsley and Steccolini, (2015 p.19) who “encourage researchers to undertake more nuanced research in 

the most difficult, complex testing areas for researchers and practitioners” because of the importance of 

providing ways in which PM can improve within the sector (Greener, 2018).    

 

The next section presents the discussion on employee performance evaluation within the context. 

 

 

Level Strategic Operational Individual 

Purpose Strategic  Administrative  Developmental  Organisational 

maintenance  

Documental  Informational  

Research 

findings  

Improve 

service 

delivery   

Reward  Staff learning 

and 

development  

Hospital 

development  

Reward 

  

Help 

management 

decision  

Commitment  

 

Co-operation  
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7.2 Employee performance evaluation in the Nigerian public health sector 

This section also responds to this gap presented in section 2.1.1 - the dearth in studies of performance 

management within the study context and seek to address the first research problem identified in section 

1.4 of the introductory chapter.  Discussion within this section also includes how the actors evaluate 

employees’ performance as well as the interaction of the formal and informal activities related to 

performance management within the study context.    

 

The evaluation of employees’ performance within the study context occurs at two levels - departmental 

and organisational.   There is a connection between both levels, and they maintain the underlying 

objective of performance management - maximising organisational success.  However, performance 

management, at this level appeal to a different aspect of the employee.  For instance, performance 

management at the departmental level seeks to develop individual ability or proficiency.  The focus at the 

departmental level is to ensure that there is a continuous improvement in the services that are being 

delivered by staff and they also learn through the process.  One of the ways the study context maintains 

continuous improvement is through their regular morning reviews.  The regular morning review provides 

learning and development opportunities for the staff and also to avoid a reoccurring of similar issues 

encountered.  The learning opportunity at the departmental level aligns with the illustration at the middle 

of the performance management framework by Atkinson (2012) as ‘continuous improvement and 

learning’.  The implication of continuous improvement and learning contributes to performance 

management at the organisational level.  Further interpretation from the research findings suggests the 

involvement of the human resources or actors involved in performance management because participants 

use the pronoun ‘we’ in within their narration during the interview.   

 

The evaluation of employees’ performance at the organisational level involves the annual evaluation of 

the staff using the Annual Performance Evaluation Report (APER), a form that is filled by the reviewed 

employee and the employee’s reporting manager.   One of the implications of performance management 

at this level is the provision of information for management to consider in order to promote the employee 

to the next level in their civil service career.  The researcher argues that employee performance evaluation 
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at the departmental level produces intrinsic rewards to the employee.  Whereas at the organisational level, 

the reward is extrinsic.  The justification for this argument is that staff improvement, as well as their 

learning, relates to intrinsic rewards while career promotion relates to extrinsic rewards because the 

promotion of staff leads to a raise in salary.  The complementation of these rewards relate with one of the 

concerns Greener (2018) raised as shown in table 2.12 with regards to the introduction and 

implementation of PMS in the public sector in chapter two.  The author stated there should be a balancing 

of the intrinsic and extrinsic rewards.  Within this study, the findings suggest the balancing of these 

rewards, therefore, the researcher asserts that the departmental level of is embedded in the organisational 

level because the achievement of the employee at the departmental level produces the information the 

employee fill in the APER form at the organisational level.   

 

Performance management for the employees working within the study context involves both formal and 

informal techniques.  Managers or supervisors within the study context own this process as well just as 

these authors (Haines III. and St-Onge, 2012; Rashidi, 2015) have suggested.    In the literature review 

chapter, the researcher stated that the demands of the informal techniques are highly contextual because 

it relies on the need identified by the supervisor or manager which explains why these scholars (Nankervis 

and Compton, 2006; Broadbent and Laughlin, 2009; Schleicher et al., 2018) did not identify any of the 

informal activities.  This research’s aim to investigate performance management within the Nigerian 

public health sector led to the ascertaining of the informal techniques used by supervisors or managers in 

conjunction with the formal techniques.  The findings reveal encouragement, mentoring and motivation, 

as the informal techniques used together with the formal activities to manage the performance of the 

employee within the Nigerian public health sector as shown in figure 4.3 and 5.3.  In other words, 

encouragement, mentoring and motivation relate to the uncontrollable factors Parnell et al. (2012) 

referred to alongside with the controllable factors in a firm’s performance. These informal activities were 

predominating amongst the other informal activities such as coaching, coordinating because of the nature 

of the organisation or in other words, the context of the study.     
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Schleicher et al., (2018) called for PM studies to consider both the formal and informal techniques, how 

they interact and influence one another in order to develop additional knowledge.  The interaction of the 

formal and informal techniques occurs at the organisational level and departmental level, respectively 

because the evidence of the informal reflects at the morning reviews.  The researcher argues that the 

additional knowledge within this context is the rich understanding of how the informal techniques used 

at the departmental integrates with the formal process at the organisational level of employee performance 

evaluation.   

 

To further develop this chapter, the discussion on the contextual factors affecting performance 

management within the study context comes in the next section.  

 

7.3  Contextual factors affecting PM in Nigerian public health sector 

In chapter two (the literature review), the researcher presented Armstrong (2014) assertion that 

performance management faces daunting issues making it more promising than its achievement within 

the organisation.   Within this study, it is argued that the daunting issues faced are as a result of the 

influence of the social environment, therefore, suggest the consideration of the context within 

performance management studies because the implication significantly maximises its success since the 

managers or supervisor would have an understanding of what these are daunting issues.   This section 

discusses the implication of elaborating culture and contextual factor highlighted in the outer level of the 

theoretical framework that guided the study.  The implication of this elaboration develops a rich 

understanding of the contextual factors affecting performance management within this study context. The 

elaboration builds from the findings that presented the challenges performance management encounters 

within this context.  These contextual factors identified are within the organisational context or at the 

national context.   

 

In Section 7.1, the discussion suggests that the perception of performance management within the context 

align with the existing literature.  However, the findings also suggest that performance management is 
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emerging within the context.  The researcher argues that the emerging nature of performance management 

with the context presents one of its challenges – unfamiliar with performance management. Research 

participants use different words and phrases to interpret the phenomenon, although their interpretation 

maintained the underlying meaning of what PM seeks to accomplish within the organisation.   The 

implication of this findings relights the assertion that performance management has not been 

appropriately defined from Andersen, Henriksen and Aarseth (2006) because, in the context of this study, 

participants used other phrases and words synonymously to the phenomenon.  For instance, during the 

data collection (semi-structured interview) process one of the research participants had a long pause to 

thinking following the researcher's probing question on the understanding of what performance 

management means within the study context.  Surprisingly, the different phrases and words such as 

systems of checks, seniority, reporting to somebody and fear of been queried, were used to explain 

performance management but interestingly, the participant highlighted its significance to improve service 

delivery.    

Further interpretation from the findings of the participant suggests a misconception of what performance 

seeks to achieve within the context.  The misconception is that employee thinks of performance 

management as punitive.  This aspect of the findings - the punitive misconception - as stated by the 

participant agrees with what (Bevan and Hood, 2006) had earlier pointed out.  They assert that the 

perception of performance management in the public sector is more punitive than developmental and 

makes it difficult for employees to co-operate with the initiative.  The presence of such misconception 

arguably could have attributed to the reason Knies et al., (2015) called for the need to research 

performance management within the public sector because it would help the academia develop 

understanding within the sector.  Also, the implication would help practitioners in practice.    This research 

study, therefore, is a response to the call from Knies et al. (2015) following the dearth of studies within 

this context.  The challenge – unfamiliar with performance management presents itself within the 

organisational context.  Other challenges within the organisational context include the lack of the right 

work tools and environment and the poor leadership style of the manager or the supervisor.   Within the 

literature review chapter, the researcher presented the significance of leadership or management style and 
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how this supports the effectiveness of performance management (Haines III. and St-Onge, 2012; Rashidi, 

2015; Schleicher et al., 2018).  Thus, the lack of right tool and working environment arguably reflect the 

existing leadership style since there is the presence of laissez-faire leadership style.   This assertion also 

develops following Armstrong’s (2014) point of view that the existing leadership style guides the 

philosophy and success of PM within an organisation.  

Another challenge identified in the organisational context is professional rules.  These professionals in 

the public sector face the pressure to offer high-quality services within the limited resource that is 

available to them (Hewko and Cummings, 2016) which justifies why this research's findings included 

professional rules as one of the challenges performance management encounters. In chapter two, the 

researcher highlighted the assertion from Greener (2013) that the professionals’ primary responsibility 

within the public sector is to their professional bodies and not the organisation in which they work 

especially in the health sector that has several professional bodies such as doctors, nurses.  This study, 

however, presents a contrary assertion to Greener’s (2013) - the professional’s concern is to balance their 

responsibility between the organisation they work for and the professional body.  The researcher assertion 

is guided by the findings of this study that identifies ‘limited resources’ as one of the challenges 

performance management encounters as well as Hewko and Cunning (2016) assertion that professional 

in public sector encounters pressure to offer high-quality services within the limited resource that is 

available to them.    

The researcher, argues that the issue ‘staff attitude’ at the organisational context is influenced by the 

national context as well.  That is to say, some of the organisational challenges are affected by the 

challenges at national context because of the influence of the culture at the national level.   The dogma 

about the public service influences the staff attitude identified in the organisational context. This dogma 

suggests the existence of the lack of ownership, which influences and shape the attitude of people working 

within the public health sector and this works against performance management.  In reviewing the 

literature, these authors (Haines III. and St-Onge, 2012; Rashidi, 2015; Schleicher et al., 2018) presented 

that performance management is owned and initiated by supervisors and managers.  Therefore their input 

significantly contributes to its success. 
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Contrary to this expectation is the identification of the dogma in this study suggesting a lack of ownership 

mentality.  The lack of ownership mentality arguably aligns with one of the issues Fryer, Antony and 

Ogden, (2009) identified in their study.  These authors assert that the issues performance management 

encounters relate to people that enact performance management and their involvement.  Earlier in the 

discussion, the researcher highlight how the poor leadership style that exists attributes to the failure of 

providing suitable equipment and work environment. The weak leadership style arguably emanates also 

from the dogma hence the presence of laissez-faire leadership style.  

 

Another example of an issue at the organisational context level that stems from the national context is  

‘wrong placement of staff’ a sub theme for ‘staff attitude’. The wrong placement of staff is as a result of 

the flawed employment process.  The findings highlight how employees are assigned roles that are not 

suitable for the qualification they possess. In other words, they have employees who are not 

knowledgeable about the required job description fit for that department because of the wrong placement 

of the employee.  Further consideration of these findings suggests the influence of “godfather” plays out 

during the recruitment and selection process which leads to choosing a staff whose experience and 

qualification does not suit the advertised job description.  From the findings, godfather is one of the issues 

in the national context.  These findings collaborate with the assertion of Pollitt (2013) about the factors 

that affect PMS in the public sector.  In chapter two, table 2.11 presented a summary of the factors that 

affect PMS in the public sector, as asserted by Pollitt (2113).  Specific to this argument is the influence 

of the political system which highlights as one of the background factors affecting PMS in the public 

sector.  The emergence of godfather in Nigeria is as a result of the political system that is present, and it 

is worthy to conclude that the influence of this political system presents one of the issues performance 

management encounters within the Nigerian public health sector.   This wrong placement of staff 

questions the recruitment and selection process of staff within the study context.  Armstrong (2014) 

highlighted that performance management within the organisation fosters some HRM actions - 

recruitment and selection are one of such HRM activities.  Later on,  Pavlov et al., (2017) in their study 

identified recruitment as one of the HRM activities performance management fostered within an 

organisation as well as suggesting the need for an alignment between the HRM activities and performance 
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management to avoid a negative effect on the organisational performance.  The evidence of their assertion 

presents itself as an issue performance management encounters within this scope of the study which 

possibly explains Schleicher et al., (2018) recent call for performance management studies to investigate 

how HR practices moderates the effect of performance management.  From the findings of this study, the 

HRM activities identified that moderates the intended outcome of performance management within this 

context is recruitment and selection. 

 

Besides the influence of godfather during the recruitment and selection, the findings identified 

relationship and emotion that challenges the enactment of performance management from the national 

context.  These challenges exist because of the profoundly humane orientation present in Nigeria.  For 

instance, the emotions of the employee who enacts performance management highly influence their 

feedback and how they relate with an employee because they would not want any strife especially with 

employees whom they share a similar ethnic group.  Similarly, the need or notion of protecting employee 

or family relationship again is evidence which also explains the notion of godfatherism from presents.  In 

the literature review, the researcher presented the assertion from these scholars that suggest that the 

humane orientation relatively explains nepotism as a feature of HRM with the sub-Subharan Africa which 

includes Nigeria.  The researcher argues that nepotism is represented within this context as godfather, 

relationship and emotions. 

The discussion earlier presents the argument that some of the organisational issues are affected by the 

national context issues because of the influence of the culture on the national level.  There is also a flip 

side to this argument as the findings reveal that some of the issues at the national level arises from the 

organisational level.    For example, ‘union’ at the national context is as a result of the poor management 

of staff welfare at the organisational level.  This persisting issue has shaped the strong unionisation within 

the Nigerian context.  In cases where there is an unresolved dispute, the union representative calls for 

industrial action.  Industrial action does not benefit the objectives of performance management. The 

strong union representation within the research context presents a prevailing organisational culture.  

Organisational culture was one of the background factor Pollitt (2013) identifies that affects PMS within 



158 
 

the public sector.    In the literature review chapter, the researcher stated that although the factors affecting 

PMS summarised in of table 2.11 as identified by Pollitt (2013) were in respect to gaming and cheating, 

this research would still benefit from it.  The findings presented affirms it.  Therefore, some of these 

factors identified in respect to gaming and cheating in PMS also presents as contextual factors that 

influence performance management within the study context.  

Another organisational culture that presents itself from the findings is public sector rules. The sectoral 

issues were identified within the organisational context findings.  The findings present these issues as the 

dogma about the public sector that exists within the context and the public service rules.  Figure 6.1 

illustrates the sectoral issues.   

 Figure 7.1  The sectoral issues 

 

Source: Egbegi, Loewenberger and Clark, (2018) 

 

Arguably the study of performance management within this context of study cuts across three social 

environments - national, sectoral and organisational following the contextual issues affecting 

performance management identified from the study.  This study contest Esu and Inyang, (2009) assertion 

which states that the lack of performance management system in the Nigerian public sector - which 

includes the health - results in the ineffective or inefficiency in the service delivery offered by the sector.   

The justification for this argument is that the findings from this study suggest that there is a PMS within 

the context of the study.  The researcher therefore present that the ineffective and inefficiency in the 

service delivery offered by the sector is as a result of the issues performance management encounters at 

Sectoral

Beliefs/Views Public service rule
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the national, organisational and sectoral level following the findings of this study and the discussion 

above.   

 

The next presents the discussion on the conceptualisation of performance management that developed 

from the theoretical framework that guided the study.  

 

7.4 Conceptualisation of PM within the Nigerian public health sector   

In the literature review chapter, the theoretical framework (Ferreira and Otley, 2009) that guided the study 

was presented which responded to the second research problem suggesting that performance management 

researchers in less develop context have loosely connected their study to a conceptual framework or used 

no theoretical framework within their study.  The section integrates all the discussion presented in the 

previous sections (7.1-7.3) and the rest of the research findings in order to present performance 

management from the perspective of the Nigerian public health sector.  The conceptualisation includes 

the practice, its system and the context following the three different level or layer identified in the 

theoretical framework illustrated in figure 2.3 – the core of performance management system (Q1-Q8); 

Holistic perspective within a context (Q9-Q12); and outer level (Culture and Contextual factor).  There 

were new findings not included in the theoretical framework, and there were also existing aspects in the 

framework that was not included in the findings. The researcher argues that this is as a result of the 

adopted research methodology since the researcher did not confine the data analysis to the existing theory 

instead allowed themes to emerge from the data. 

 

Inner Layer - The core of Performance Management System 

Ferreira and Otley (2009) describe the first eight-question in the framework as the core of the performance 

management system.  These different aspects in the theoretical framework are the core -Vision and 

mission; Key success factors; Organisational structure; Strategies and plans; Key performance measure; 

Target setting; Performance evaluation; and Reward system.  The findings identified most of these core 

aspects of a performance management system within the superordinate themes ‘perception of 
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performance management within the context’ and ‘employee performance evaluation within the context’.  

One of the exciting findings reflected in the core of the performance management system that was not 

captured in the theoretical framework is the consequences or penalty for not achieving the targets. The 

table below summaries the core aspect of the theoretical framework versus the findings. 

 

Table 7.2 Matching the inner layer of the theoretical framework versus the findings  

Theoretical framework   Research findings  

Vision and mission Vision and mission 

Key success factors Hospital key performance indicator  

Organisational structure  

Stratgeties and plans Management’s contribution and employee inovlement  

Key performance measure   

Target setting Target setting – penalty for not meeting target  

Performance evaluation  Departmental level; Organisatonal level 

Reward system Reward 

 Interpretation of performance  

 Goal setting  

 Hospital values  

 

Source- the researcher Adapted for the study  

 

Another exciting finding is goal setting, which was not included in the theoretical framework.  The 

researcher argues that the evidence of goal setting could be attributed to the staff learning and 

development because this drives towards intrinsic rewards at the departmental level following the 

discussion on how employees’ performance is evaluated.   The following section presents the middle 

layer. 
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Middle layer  - Holistic perspective   

Ferreira and Otley (2009) describe the next four question in the framework as the holistic perspective.  

The findings that identified with the holistic perspective was within the superordinate themes ‘perception 

of performance management within the context’ and ‘employee performance evaluation within the 

context’.  The table below summaries the holistic perspective in the theoretical framework versus the 

findings. 

 

Table 7.3 Matching the middle layer of the theoretical framework versus the findings  

Theoretical framework   Research findings  

Information flow, systems and networks Information flow 

PMSs Use Hospital development – help management decision, 

improve service delivery  

Staff learning and development – commitment and co-

operation  

PMSs change  

Strength and coherence   

 Performance management responsibility  

Source- the researcher Adapted for the study 

 

Performance management responsibility was an expected finding because this led to the identification of 

the informal activities Ferreira and Otley (2009) mention that are used in addition to the formal activities 

even though this was not explicitly identified in the performance management system framework that 

developed from their study.   
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Outer layer – culture and contextual factors  

Finally, Ferreira and Otley (2009) describe the outer layer as contextual factors and culture.  However, 

this layer or level was left unexplored because culture and contextual factors vary across the different 

context of the study and to a significant extent are outside the control of the organisation (Ferreira and 

Otley, 2009).  The findings that elaborated this layer within the context was the superordinate themes 

‘challenges with performance management within the context’. The table below summaries how the 

findings elaborate on this layer.  

 

Table 7.4 Matching the inner layer of the theoretical framework versus the findings  

Theoretical framework   Research findings 

Culture and contextual 

factors  

National  

• emotions  

• godfather 

• relationship  

• union  

Sectoral 

• belief/view 

• public 

service 

rules 

Organisational  

• leadership  

• professional rules  

• staff attitude – wrong placement of 

staff, staff welfare 

• hospital needs 

• unfamiliar with PM – other phrases 

to describe PM 

Source- the researcher Adapted for the study 

 

This research presents the contextual factors affecting performance management within the Nigerian 

public health sector. The study argues the claim that the contextual factors and culture presented in the 

outer level of the framework are beyond the control of the organisation (Ferreira and Otley, 2009) only 

applies to the issues at the organisational context level that is driven by the national context or sectoral. 

For instance, the unfamiliarity of performance management with the context is strictly an organisational 

challenge, unlike wrong placement of staff where there exists the influence godfather during the 

recruitment and selection process.  
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 The next section presents the nature of PMS in the research context to further develop the understanding 

of performance management within this context of the study.  

 

Nature of PMS 

In reviewing literature, Broadbent and Laughlin (2009) described two possible natures of performance 

management systems as recorded in section 2.2.6 of this thesis - transactional and rational performance 

management system.  Transactional refers to the performance management system wherein the outlined 

specific ends are attained following certain defined means while rational performance management 

system is different.  This nature is flexible as the achievement of the end does not follow a defined or 

precise means (Broadbent and Laughlin, 2009).   

 

There is evidence of both natures – transactional and rational – within the Nigerian public health context 

following the findings of the study.  In some instances, the employee works together with their line 

managers to refines some of the ends as well as the means to an end because relying on only the 

transactional nature hinders innovative practices (Hewko and Cummings, 2016).  Rational nature occurs 

at the department during the morning review as employees can contribute to means that are used to 

achieve the end.  However, the researcher argues that this stays mainly the departmental level and does 

not extend to the organisational level.  The research presents that the existence both nature in the 

performance management system within the context is because of the presence of the professional rule 

(Mettler and Rohner, 2009) following the findings as participant narrated how they are expected to stay 

within the stipulated standard within the department.  The presence of these professionals explains why 

Arnaboldi, Lapsley and Steccolini, (2015) describes the public sector as a complex setting especially the 

health sector (Pollitt, 2013; Boxall and Purcell, 2016) where there are several professional such as nurses 

and doctors.  The researcher also argues that in addition to the professional rules, the public service rules 

is also responsible for the transactional nature of PMS. 
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7.5 Summary 

The discussion in this chapter highlighted how the Nigerian public health sector interpreted performance 

management.  They consider performance management as a tool that helps with the improvement in 

service delivery within its organisation.  Performance management of employees occurs at two levels 

within the context – departmental and organisational.  The responsibility of managing employee’s 

performance lies within the responsibility of the manager or supervisor.  They employ both formal and 

informal activities when managing employees.   Also, this chapter was the discussion of the informal 

activities used with the formal activities to performance management.  Furthermore, the identified issues 

performance management encounters within the context arguably cut broadly across the national and 

organisational context.  Within the organisational context are factors there are sectorally related issues 

affecting the practice.  These findings elaborate on the outer layer of the theoretical framework that guided 

the study. The discussion concludes presenting the conceptualisation of performance management, 

indicating how the findings that matched with the aspect of the performance management system 

framework.  The conceptualisation of PM building upon the theoretical framework (Ferreira and Otley, 

2009) is the novelty of the study serving as a foundation to the study of the performance management 

within the context following the dearth in research within this context as well as contributes to the 

knowledge of performance management within the context.  Goh, Elliott and Richards, (2015)  

highlighted that research studies that consider a context contribute significantly to future theory building 

in the field.  The implication of this research will also contribute to practice within the Nigerian public 

health sector precisely and may be generalised to the Nigerian public sector when subjected to further 

study adopting a philosophy that supports the generalisation of findings which is beyond the scope of this 

findings. 

 

The next chapter concludes the thesis  

    

 



165 
 

Chapter Eight:  Conclusion  

This chapter concludes the thesis ‘An examination of performance management within Nigeria’s public 

health sector through two case studies.  This final chapter of the thesis commences with an overview the 

entire study as well as ascertaining how the research met its aim, achieved the research objectives and 

answered the research question stated in section 1.5 of the introductory chapter.  The next section presents 

the novelty and knowledge contributions to this study. Afterwards, the following section presents 

suggestions for further research.   

 

8.1  Overview of the research study  

The research aimed to investigate performance management within the Nigerian public health sector 

following the two-research problem identified.  The first research problem was the call from extant studies 

on the contextual understanding because it would allow its effectiveness within the context (Otley, 2003; 

Budworth and Mann, 2011; Haines III. and St-Onge, 2012; Goh, Elliott and Richards, 2015; Schleicher 

et al., 2018).  Secondly, performance management studies in less developed countries context lack sound 

conceptual or theoretical framework because studies within this context have loosely connected their 

studies to a conceptual framework or used no theoretical framework when conducting their study (Claus 

and Briscoe, 2009).  In addition to these problems within the study was the dearth in performance 

management study within the Nigerian.   The main argument of the study is the need to incorporate the 

practice, its system and context within a study. This study built upon Ferreira and Otley’s (2009) 

performance management system framework as theoretical guide for this study and elabourated on the 

outer or third layer of the framework identified as culture and contetxual factors 

 

The research adopted a methodology - abductive reasoning, interpretivist philosophy, case study strategy, 

semi-structured interview and thematic analysis - that allows the adaption of the theoretical framework   

(Ferreira and Otley, 2009) to explore performance management within context.   The researcher did not 

restrict its findings to the theoretical framework studies (Ferreira and Otley, 2009),  but allowed the 
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emergence of new and surprising meaning inorder to develops knowledge and respond to these research 

objectives below: 

• To explore how various actors involved in performance management within the Nigerian public 

health sector interpret it 

• To explore how various actors involved in performance management within the Nigerian public 

health sector practice it 

• To identify factors influencing performance management within the Nigerian public health sector 

• To conceptualise performance management within the Nigerian public health sector building 

upon Ferreira and Otley's (2009) framework. 

 

As well as answers to these research questions framed: 

1. How is performance management interpreted in the Nigerian public health sector? 

2. How is performance managed in the Nigerian public health sector? 

3. What are the issues performance management encounters within the Nigerian public health 

sector?  

 

The study discovered that the concept of performance management within the Nigerian public health 

sector is still emerging although the actors' interpretation describes the process as continuous, integrated 

and strategic which aligns with the suggestions from the existing literature.  The implication of 

performance management allows employees’learning and development. Also, allow organisational 

development since its service delivery improves.  Evaluation of employees’ performance occurs at two 

level - the departmental and organisational level.  At the departmental level, this occurs during their 

morning reviews and its aimed at staff development and training.  The evaluation at the departmental 

level informs the evaluation at the organisational level that occurs once a year to promote employees to 

the next step within the public service grade level.  The study identified the contextual factors affecting 

performance management within the study context. These factors were categories as national, sectoral 

and organisational.  Most of the factors at the organisational level are driven by factors at the national or 

sectoral level. Staff attitude is an example of organisational factors that are driven both levels because at 

the sectoral level, there is a lack of ownership dogma that exists which influences the employee and the 

wrong placement of staff because of the influence of godfather (factor at the national level) on the 
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recruitment and selection process. There were also surprising findings such as goal setting and 

performance management responsibility which was included in the theoretical framework the study built 

on. 

 

The research findings from this study challenge Esu and Inyang, (2009) about their assertion of the 

Nigerian public sector.  The scholars highlighted that the lack of a performance management system in 

the Nigerian public sector which includes the health sector results in the ineffective or inefficiency in the 

service delivery offered by the sector.  This study argues differently because the findings of the study 

suggest that there is a PMS within the context of the study.  The researcher, therefore, presents the 

assertion that the ineffective and inefficiency in the service delivery by the sector is as a result of the 

issues performance management encounters at the social environment - national, organisational and 

sectoral.    Again the findings illustrated nepotism within the context in three strands godfather, 

relationship and emotions.   

 

The following section presents the originality or novelty of the study and the contribution to knowledge. 

 

8.2 Originality of study and its contribution to knowledge 

The originality or novelty Uniqueness of the study is the conceptualisation of performance management 

within the Nigerian Public Health Sector building upon Ferreira and Otley, (2009) framework.  The 

implication of the study contributes to theoretical, methodological and practical knowledge. 

 

Theoretical contribution – The study responds to the gap identified by Claus and Briscoe, (2009) that 

performance management researches within the less develop context lacks sound conceptual framework 

because they loosely connect their studies to a conceptual framework or use no theoretical framework at 

all.  The research responded to this gap by the adoption of Ferreira and Otley’s (2009) framework 

theoretical to guide the research study.  Another theoretical contribution is the elaboration of the outer 

layer of  Ferreira and Otley’s (2009) framework – culture and contextual factors which led to the 
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identification of the contextual factors affecting performance management. Following the dearth in 

research within the Nigerian public health sector, this research provides a foundation for future studies 

within the context to build upon which is another theoretical contribution. Finally, it theoretical 

contributes to the on-going debate on the relevance for contextual understanding in order to ensure its 

successful enactment within the context with the identification of the contextual factors influencing 

performance management.      

 

Methodological – The study contributes methodologically by providing a different approach to study 

performance management with the adoption of an interpretivist philosophy and abductive logic, allowing 

the examination of performance management from an existing knowledge but inductively analysed the 

data.  In reviewing literature, the researcher observed that the existing studies on performance 

management had been conducted using purely inductive, purely deductive reasoning or a combination of 

both.  None of the studies adopted abductive reasoning with an interpretivist philosophy. This 

methodological choice contributes specifically within the field of performance management and responds 

to the call to increase methodological rigour by Schleicher et al. (2018). 

  

Practical - The identification of the issues influencing performance management at the national, 

organisational and sectoral provides useful information to managers and supervisors within the Nigerian 

public health which would help them develop strategies to manage its employee in order to minimise the 

influence of these issues at the different social environment – national, sectoral and organisational.   
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8.3 Suggestion for further studies 

Research is an endless loop because the end of a study gives birth to possible research ideas.  These 

possible researches always develop and further suggest another, which explains the endless loop. The 

suggestions for further study are summarised in the following paragraphs  

 

Following the scope of the study, the research adopted a philosophy that does not allow the generalisation 

of the findings to the other sector of the Nigerian public sector such as the educational sector.  Further 

studies may consider adopting a suitable methodological choice that would test these findings within the 

Nigerian public sector.  

 

Secondly, following the significance of developing a contextual understanding of performance 

management, further study should explore the practice, its system and the context as this would develop 

a rich understanding of the phenomenon within the context as well as identify contextual factors affecting 

performance management. The implication of this maximises its effectiveness when enacted or 

implemented as well as provide the opportunity for comparative studies where these contextual factors 

are compared across different geographical context. 

 

These recommendations explain the beauty of the research and the endless loop that begin with the 

conclusion of a research study.   
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Appendix A Semi-structured interview questions 

Phase one 

Interviewee details (name, sex, role, level of education and grade level within the hospital) 

Performance and Performance management 

How would you define performance?  

How would you define performance management? 

Who is responsible for managing employees performance? 

Culture 

Kindly tell me about the values in the hospital 

How would you describe the culture of the federal hospital? 

Kindly describe the organisational structure of the hospital 

Mission, vision, strategy and organisational structure 

Could you please tell me about the vision and mission of the hospital? 

How is this (mission, vision, strategy) brought to the attention of staffs? 

Would you say the culture of the hospital reflects in the hospital’s vision and mission? 

Key performance indicators 

How would you know if the hospital is being successful in doing what it does? 

Are the hospital’s key performance indicators derived from its mission, vision, and strategic plans? 

How are these (KPI) specified? 

How are these (KPI) communicated to staffs? 

How important it is for the hospital to do well on these performance indicators? 

Performance targets 

Is there performance target setting in the hospital? 

Kindly describe how it is done? 

How challenging are these performance targets? 

Performance reviews 

How is the performance of individuals reviewed in this hospital? 
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How is the performance of the hospital reviewed? 

Are these reviews primarily objective, subjective or mixed? 

Rewards 

What rewards (monetary and/or non-monetary) will heads of departments and other staff gain by 

achieving performance targets or other assessed aspects of performance? 

Conversely, what penalties will they suffer by failing to achieve them? 

Information flows/ 

Tell me how information flows (feedback and feed-forward) within the hospital? 

Is the information flow in the hospital supporting the performance management system? 

PMS Use  

How is the feedback information from review use within the hospital? 

PMS change 

How long have PM being in place in the hospital? 

How has the performance management system changed in the light of the change dynamics of the hospital 

and its environment? 

Strength and coherence  

How does PM influence the management processes and decision making? 

What are the advantages of PM? 

What are the disadvantages of PM?  

Tell me more about leadership commitment towards PM 

Tell me more about employee’s commitment towards PM 

Consequences 

What were the forces that pushed for the emergence of PM within the hospital? 

What are the forces pushing against its full usage within the hospital? 

Contextual factors 

What are the factors affecting thee operation or practice of PM? 

(adapted from Ferreira and Otley, 2009, Atkinson, 2012  and Franco-Santos et al., 2014) 
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Phase two 

Interviewee’s details: Role, Level of education and Grade level at the hospital   (Demographics of the 

participant)  

1. Kindly tell me about your experience on how you have used performance management or how your 

performance is being managed?   (what I am looking for is the perspective that underlies, which could 

be either management control and/or the need to manage employee perspective)    

 

2. I’m interested in hearing about  your opinion on performance management is in relation to this 

hospital? (What I am looking for is if their interpretation is related to how scholars have interpreted. 

I am not expecting them to precisely use continuous, integrated and strategic but their response could 

be related to them). 

✓ Kindly tell me 3 things or more that goes well with PM? 

✓ I’m interested to hear aspect(s) of PM that needs improvement? 

✓ Kindly tell me about staffs’ impression about PM 

 

3. Kindly tell me what/who you are pushing for the use of PM within this hospital? 

✓ Could you please tell me your experience on how performance management helps you do 

your job better in the hospital?  (what I am looking out for in their response is  

▪ Advantages  

▪ Leadership commitment  

▪ Employee commitment 

▪ performance target related to improved health care outcome/services 

▪ Contextual factor  

• Relationship) – Does this takes precedence while managing employee. 

 

Follow up Question: Can you give an example to illustrate what you have said? 

 

4. Again, I’m interested to hear what/who is pushing against the use of PM within this hospital?  

✓ Kindly tell me three or more things that would improve performance management within the 

hospital? (what I am looking out for in their response is  

▪ Disadvantages  

▪ Leadership commitment  

▪ Employee commitment 

▪ Limitation  

▪ Contextual factor  

• Nigerian mentality  

• Union 

• Relationship) – Does this takes precedence while managing employee. 

 

5. Scenario:  A female/male boss is managing the performance of an older male/female staff in the 

hospital. 
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Question: I’m interested to hear your thought about the experience with regards to performance 

management.   

 

6. Scenario:  A Staff is managed by a boss from different ethnic background and/or religious believe 

Question: Kindly tell me what the experience would be while managing performance.  (The scenario 

aims to further explores PM within the context) 

 (adapted from Ferreira and otley, 2009; Atkinson, 2012 and the interview question were constructed also 

drawing from my initial findings) 

 

Follow up Question: Can you give an example to illustrate what you have said? 

NB: Research questions (RQ) 

1. How will employees’ and managers’ in the Nigerian public health sector explain performance 

management? 

2. How is performance managed in the Nigerian public health sector? 

3. Which framework underlies how the Nigerian public health sector interprets performance 

management? 

4. Does the Nigerian public health sector perceive PM to improve the healthcare services? 
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Signature Chair of Research Institute Ethics Committee: 

 

                      Date: 

 

 

This form together with the recommendation and a copy of the research proposal should then be 

submitted to the University Research Ethics Committee 
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Appendix C  Participant information sheet  

PARTICIPANT INFORMATION SHEET  

 

Research title: Performance management in Nigeria’s public health sector. 

Researcher’s detail: 

Jean Egbegi 

University of Bedfordshire 

Park Square Luton 

LU1 3JU 
jean.egbegi@study.beds.ac.uk 
 

The researcher kindly requests your participation in a research study conducted within the 

Nigerian federal hospitals.  The following paragraph on this participant information sheet 

explains the research briefly and your involvement in the study.  The researcher will ask you to 

sign a consent form to show you have agreed to participate in this research voluntarily after you 

have read and understood this participant information sheet.  You are free to withdraw at any 

time, without giving any reason to the researcher.  Please take time to read the following 

information carefully and ask the researcher questions if you read anything that is not clear or 

will like more information. 

 

The research study aims to explore the meaning of performance management within the Nigerian 

federal hospital, and how they are managing employees’ performance.  The researcher will 

conduct an interview with you for about 45-60 minutes and will record the interview session 

with an audiotape while writing some notes during the interview.  The information collected 

during this study will assist the researcher in developing an understanding of Performance 

management within the Nigerian public health sector; this is relevant while seeking on how to 

improve organisational effectiveness in these hospitals. 

 

Except for 45-60 minutes of your time for the interview, the researcher foresees no risks for you.  

The researcher will keep all the information collected from you during the course of the research 

confidential and will use it strictly for research purposes only.  The researcher will not include or 

use individual names or company names in any part of the write up for this research or any other 

publication.  
The University Research Ethics Committee has reviewed this study, but if you have any concerns 

or complaints regarding the conducts of this research, you can contact the University Research 

Ethics Committee through this email rgsoffice@beds.ac.uk.  If your concern is about any aspect of 

this study, kindly contact the researcher with the contact provided above.  

 

Thank you for your interest in this research study. 
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Appendix D Participant informed consent form 

Title of Project:   Performance management in Nigeria’s Public health sector 

 

Name of Researcher:  Jean Engoere Egbegi   

Researcher’s institution: University of Bedfordshire, Park Square Luton,  LU1 3JU.  

    

I have read and understood the attached information sheet giving details of the research. 

I have had the opportunity to ask the researcher any questions that I had about the research and 

my involvement in it, and understand my role in the project.  

My decision to consent is entirely voluntary and I understand that I am free to withdraw at any 

time without giving a reason. 

I understand that data gathering in this research may form the basis of a report or other form of 

publication or presentation. 

I understand that my name will not be used in any report, publication or presentation and that 

every effort will be made to protect my confidentiality. 

 

 

Participant’s signature      Date: 

Participant’s name (in CAPITALs) 

Participant’s email address: 

Participant’s phone number: 

 

Researcher’s Signature:      Date:   
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Appendix E  Copy of email to participants  
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Appendix F  Copy of participant’s transcript  

 Timespan 

 

Content 

 

speaker 

 

1 0:00.0 - 

0:07.9 

Thank you very much sir for participating in my research 

 

Interviewer 

2 0:07.9 - 

0:13.5 

Can you kindly tell me about your role here in this hospital? 

 

Interviewer 

3 0:13.5 - 

1:20.7 

Well, am a consultant in teaching hospital and my role basically is in 

making diagnosis basically, and also in training the residence doctors that 

are in the teaching hospital. And then apart from that, though I am not the 

head of department, we still get involved in some of the management 

meetings especially here in our department and so we also serve as a 

decision-making aspect of the hospital. So basically, I think that is the role. 

We have a lot of interaction with our other colleagues because the 

department seems to have been a fulcrum in which we have a lot of other 

department coming down to. We deal with diagnosis and also the 

management of patients, cancer in particular, so we have a lot of things to 

do with other department in the hospital 

Participant 

13 

4 1:20.7 - 

1:35.4 

What is your level of education and grade level in the hospital? 

 

Interviewer 

5 1:35.3 - 

3:17.6 

Well, like I said, I am a consultant in my department and for one to become 

a consultant, the basic thing is, first you have to be a medical doctor and 

have a fellowship. I have a fellowship, national post graduate medical 

college of Nigeria and then I have been a fellow since 2008, for about 9 

years now. In that regards, I have risen. I was employed here shortly after 

me becoming a fellow and I have been here for about 8 years. And every 

three years you will have a promotion.  From the level of a consultant, I 

have risen to the level of a chief consultant in the hospital, which supposed 

to be the highest level of my cadre in the hospital level. Although I also 

work in the university, but at the university, I work as a lecturer to lecture 

the students. Over there I am a senior lecturer both of them are a little 

interwoven because what you do here is going to rub to what we are doing 

at this other side. It helps to give a better perspective of what is happening  

Participant 

13 

6 3:17.6 - 

3:38.6 

Kindly tell me about your experience on how you have used performance 

management 

 

Interviewer 

7 3:38.6 - 

7:36.6 

[[Deep breathe] Well, performance management, I am still trying to 

understand it properly. What I will say on how it has been used so far. Now, 

what we do to rate so to say if one is doing well or his performance in this 

part is basically, what you have achieved so far. Per adventure, if you have 

passed an exam or you have been able to move from one level of your cadre 

to another. I was trying to talk about we are training resident doctors. For 

me we use that a lot to judge them and to also assessment them and 

manage. A resident doctor will come in with or without a primary. Primary 

is the first exam that is written for you to start your residence. Now those 

that come with primary are rated higher than those without primary. So 

their performance, what is expected of them is a little higher than what is 

expected of those without primary. Now after about 2 years or more, those 

with primary will be able to sit down and write an exam which is called part 

1 exam. Now if you write and you pass, you will become a senior registrar. 

If you write and don't pass you still remain as a junior resident. Now 

irrespective of how many times you have written that exam if you do not 

pass, your commitment or what you are assigned to will never be as 

Participant 

13 
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someone that has passed it. A typical example is what I am going to give. 

We have some residence that came in about 8 years ago, some of them have 

not passed their part one exam, and we have some that just came in like last 

year and they are rated the same, they are rated the same. Amongst those 

ones that came here 8 years ago, some of them have passed their part 1. 

They have passed their part 2. Those who have passed their part 2 are 

already a consultant. While those who have not passed their part 1 are still 

at the junior level, those among them that have passed the part 2, the are 

already move to senior resident level irrespective of how long you spend. 

One of the criteria that are basically used is passing the exams which are set 

by the national body of West African body for resident doctors.  And  for us 

as consultant, one of the ways we are also managed or assessed basically is 

been able to stand out  at any particular time to defend what so ever you 

have written out or whatever you know. And for us, we understand that 

promotion is always automatic after 3 years you move to the next level, 

whether you are doing nothing, whether you are working or you are not 

working unlike what is obtainable in the college of the university. In the 

university you can be at the same level for fifty years because you need to 

be able to publish certain numbers of papers. So when you have these 

papers, your work is sent to the Senate and external body, they will say ok 

this guy is good to go. I came in with some of my colleagues and some of 

us have been able to move from one level to another, some have not been 

able to move. The reason is, just because they are some certain number of 

publications that is required for you to move.   

 

8 7:36.8 - 

7:51.5 

Ok, my next question would be, for the residence that come in are there 

ways you would help them to passing or maybe support them to pass their 

exams 

 

Interviewer 

9 7:51.5 - 

9:53.3 

Yes, we try as much as possible to do that, Like I gave you a vivid example 

of one of my resident doctors that have been here for some time and some 

of her colleagues have already been a consultant and she has not passed the 

part one. So what we as a group would do for her is probably give her an 

extra coaching, apart from that sometimes when you get to a particular 

stage people get discouraged, they just don't want to do again, so they need 

some moral support. So for that particular resident for a period I just have to 

bring her to my office every day, we spend an hour together, ok what is the 

problem? We start looking, encourage her, ok this thing you can do it. We 

were working on this together and to some extent, for the past one month, 

now she went out for an update. We still encourage her to go for an update. 

So that period we realise that she is more open, she is cheerful, she 

understands - says ok I know this thing now, why am I not doing well? So I 

really want to trust God that by the time she goes back and come, she is 

going to make it. Despite the fact that we encourage her we are also praying 

for her (laughs). It’s very, very important, to encourage her and support her. 

And then also on the other side, that is the college, there are still a lot of 

thing we also do to assist each other so that we can all move together. One 

of the things is that we look at it like this is a brotherhood, everybody 

should move together. So if I have information that is important to my 

colleague, we share it together. If you have a paper that you think 

everybody could write this paper together, we write it together, we publish 

together. It makes works easier. It makes the whole thing forth going. As 

much as possible we try to carry ourselves along that helps a lot. 
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10 9:53.2 - 

10:41.0 

Hold on to this thought of brotherhood. I will come back to it. I am quite 

interested to hear your opinion on what you think performance management 

is in this hospital? 

 

Interviewer 

11 10:41.0 - 

14:36.2 

The only thing about performance management in this hospital I could say, 

it is in existence because I have people that work in other unit, other areas 

in the hospital. People are not been rated or given what they are due. A 

typical example is a unit in which we have 4 workers in the same unit and 

you realise that out of this 4 people only 2 actually understand and know 

what they are doing in that department but because the other 2 are either 

related to somebody or they are from somewhere and you choose to come 

to work and they they don’t actually understand what they are doing in that 

department and every month they go home with pay. The other 2 are 

serving the responsibilities of everyone and they do it dutifully and they are 

not given any other incentive apart from their salary. The other 2 are not 

doing anything. Now I also like to say even in this my own department, we 

have an office in which we have 4 or 5 or 6 admin officer, they come to 

work whenever they like, they leave whenever they like, only 1 or 2 people 

are working and nobody is interested and even when you seem to be 

interested and you either write a query on one of them, before you could do 

anything some other person have already talking and trying to stop you 

from whatever you want to do. So I do think anything is in existence in this 

performance management, whether work or no work your pay is full. So 

whether you come to work or don't come to work, like there is an [couldn't 

hear] that is going on now, we dent know what will come out of it and my 

own take home is this, in this establishment, the way I look at it, you come 

to work or you don't come to work, nothing happens apart from maybe few 

people that are not friends with the boss, they can be shouted on make sure 

you are doing your work. But for others, some people are in the 

establishment's rota or register, but they do not show up at all. At least we 

know some of them. Maybe they just come in to show their face and collect 

their salary. So who is managing the performance of the person? I do not 

think it is in existence in this hospital as far as am concerned. The only 

group of people that I know that their performance is been checked mate is 

basically those that are on training, the resident doctors because for them, 

for you to move to the next level, you must pass an exam. For those that are 

other staff admin officers, apart from consultant that also needs to write 

promotion exams, we still realise that the last promotion exams that was 

written in the hospital was told and we did not write it. Many people did not 

pass the exam but we still released that almost everybody was still 

promoted. So how come. And for those maybe that doesn’t have any 

particular link with some group of people, you will be asterisk when others 

are promoted, you are not because you are from a different part from the 

world   
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12 14:36.2 - 

15:18.7 

So are you saying relationship in this hospital have both good and bad 

influence 

 

Interviewer 

13 15:18.7 - 

15:20.7 

That is correct 

 

Participant 

13 

14 15:20.7 - 

15:33.8 

I know you have said performance management is not in existence but are 

they things you think would go well with performance management here in 

the hospital? kindly mention 3 

 

Interviewer 
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15 15:33.8 - 

17:41.3 

Well, it not like it is completely in existence like I said those that I know is 

really working for are those in training. The residence doctors in particular 

because for them it is good way to update themselves, again advancement 

in medicine and do things that will enhance their professional exams, which 

is good. But for others, especially the other set of people that are not really 

in training, the admin officer. Whenever there is a promotion exam which is 

like a performance strategy, it also helps them to sit down together and 

study. I have not seen actually how that has actually impacted their 

performance at the end because they sit down to prepare for the exams and 

will not stop them from not coming to work. So I still believe that there 

should be probably an oversight function form a group of people to make 

sure that this guy is meant to start work by 7 pm is he there? If he is not 

there what can we do about it? He is supposed to close by 4 pm, what time 

is he closing. You can still do some checks and balances for them. At least 

someone should be able to have an oversight function of looking at what 

people are generally doing. Like a carrot and stick approach, if you do well, 

you should be able to give you something and if you are not doing well they 

should do something, but I have not seen maybe because I am not so much 

in the front line, so I am not seeing much, but from the little I am seeing all 

around, you will realise that people are just doing whatever they think is 

right for themselves. 

 

Participant 
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16 17:41.3 - 

17:58.8 

I would want you to throw much light on the areas that you think needs 

improvement in terms of performance management within the hospital  

 

Interviewer 

17 17:58.8 - 

19:52.4 

Well, one of the things I also think may help is, like I said earlier talking 

about the carrot and stick approach. The head of department so to say, 

should be given the right or the free hand to take care of their department. 

He should be able to query someone, and the management stands by the 

head of department. I am not the head of department, but from what I am 

seeing from afar, the head of department does not really have a say on what 

goes on in the department so to say. Because we have seen people that have 

bypass the head of department to the management straight and nothing is 

done. And the management cannot be everywhere, in a house there is a 

father, there is a mother. The father supposes to work well with the mother 

so that the children will be well controlled. You cannot bypass your wife all 

the time and think you are going to have the best. So if the kids are not 

doing well and you allow the mother who is like the head of department to 

handle the situation, it is when you cannot that is when you will now say ok 

I am the father, what are you guy doing here [speech was said in a harder 

tone] so that things will change. Not that the fact that the children will by-

pass the mother and off to the father. You are undermining the authority of 

the head of department and that is the issue, I have seen it done a couple of 

times which I think really need to work on it if there is going to be an 

improvement in performance in this establishment  
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18 19:52.4 - 

19:59.1 

What do you think is the reason for this by cutting? 

 

Interviewer 

19 19:59.1 - 

23:51.4 

Well, I don’t know. But one of the things I may think maybe because of is 

favouritism. When you talk about animal farm, all animals are equal. For 

some, seems to be more equal than other. Now in this establishment, there 

are some people that believe that they are untouchable so to say because of 

the power that is above, and it is almost in every sector.  You have a 

resident doctor that the head of department cannot control. You have a 

management or admin staff in a department that because the employment 
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actually came directly from the management nobody have an input. Based 

on that you realise that, if this is like this, you don’t know how i came in, so 

you cannot do anything about me.  I am not reporting to you which is not 

supposed to be. Despite that if the head of department can work directly 

with management and the people around them can work under the head of 

department, there will be a lot of stuff that can be put together. The other 

thing I also believe is that maybe if people are allowed to get trained in how 

to improve them self on the aspects of professionalism or the aspect of 

work, they will actually do better because we realise that in this 

establishment everything they complain about is fund. No money, no 

money, so you cannot train. You will be in a system 2,3,4,5 years you have 

not gone for any training whatsoever, so everyone is depreciating, the little 

one you have, you are not even using it, you are not improving on it, and 

when you apply to the management, and their response is: there is no 

money, no fund. I think maybe either directly or indirectly, the management 

should encourage the staff to have the training done at least yearly. 

Somehow, if they cannot afford them to go out, they should organise 

something internal.  In house training maybe once in 6 months, at least once 

in a year, there must be training in your area of work. If you cannot send 

them out, bring someone to train them inside. Let them have a certificate to 

show I have been train on this area and let somebody be supervising and 

know that, what we have been trained is been used. If I teach you on how to 

sweep my office, after sweeping should be able check, are you sweeping 

the office well, yes. Ok you are not doing it well. You need more training 

on how to tidy up the table next year you are going to do that one. but at 

least after the training  give enabling environment for you to do the job  for 

instance, i think about ten years ago also, as a resident doctors we had some 

training done, we came back there was no equipment to work with. After 5 

years we went back for refreshers course there is no equipment to work 

with. So you have some of us that go out to do training, but we don’t have 

what to work with when we come back. What is the problem?  Funds, no 

money to train, and no money to buy equipment the only money we have is 

to pay salary. 

 

20 23:51.7 - 

24:04.3 

So what do you think is the impression of performance management 

amongst your colleague?  

 

Interviewer 

21 24:04.3 - 

26:20.3 

I don't know what people are thinking of (laughing) because largely 

speaking, why I say I don't know what people are thinking of, to some 

extent am a little introvert in this environment because of so many things. 

So I stay in my office always, I stay indoors. I hardly interact except if there 

is an academic or management reason for me to do that. So what is in their 

mind, obviously I can say because of many factors in this environment. 

However, what am I thinking about performance management in this 

hospital? Like I say earlier, I think it is poor and then, they are a lot of 

things that can be improved on. It is possible for them to increase their 

performance and them to be at their peak in whatever they are doing. Just a 

little help from maybe the management and anyone above the management, 

let it trickle down from up down to the lowest person. the heads of 

department should be allow free hand to manage their department and they 

also should be trained on how to manage human beings because the way 

you treat A is  not the same way  you treat B. You act like a father in the 

home. You don't give everybody the same treatment. Some of your child 

maybe the one that is very lousy. You cannot train in the same way 

someone that is very quiet and calm. There is a way you treat everybody. 
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So they should be trained in a way to manage human beings because one of 

the most difficult things to manage is human beings. It is easy to manage 

animal, it is easy to manage equipment but human being, and our emotions 

really come into so many things.  

 

22 26:20.3 - 

27:01.6 

What/who are the things pushing for performance management in the 

hospital? 

 

Interviewer 

23 27:01.6 - 

30:07.5 

Well, I don’t know (laughing), but I think if I have to talk, I think we have 

some certain group of people that tries to push for performance 

management. Take for instance the ethical committee, they make sure that 

at any particular time, any research that is going on they ask to get approval 

from them before it could be done. And that to some extend make sure that 

what you say you are going to do, is what you are doing. However, I don’t 

know how they are able to follow it up, but at least you must write to them 

to ascertain that you want to work.  I also believe they should  able to go 

further, for instance you are writing to an ethical committee what you want 

to do, in the process they should be able to find out, are you doing it? If you 

have a continuous interaction with them. At the end, are you able to fulfil 

your obligation that is one? So I think ethical committee is one of the 

people pushing for performance management. The other thing is the 

association. There are different association in the hospital. They have 

association for resident doctors. For their training to be efficient and 

effective they need an environment that is well set up for that, for them to 

have a flawless training they need an environment that is set up for that. Not 

environment that is full of strife and gang up. There should be good 

relationship between them and amongst the members of the hospital team. 

But the nurses and other parastatal. So association should be able to push 

for that. Then you have other bodies, the medical lab, the pharmacy, they 

know what they want in their unit, so I believe that each association each 

department should be able to know what they are supposed to do because 

the hospital at a large will benefit if everybody is performing maximally. 

But in a situation were am not happy coming to work, Why am I not happy? 

Because if I come to work, I do not even have an equipment to work with, 

no light to work or no office to seat. I will not be able to perform. So if each 

group is able to tailor down to your own unit need, grasp unto it and be able 

to work on it, I think it will go a long way, so each should be able to 

manage and fight for what they want.   
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24 30:07.7 - 

30:53.9 

Going back to the relationship question, do you think relationship takes 

precedence while managing employee's performance? 

 

Interviewer 

25 30:53.9 - 

33:23.8 

Yes I think it does go a long way, relationship and their head of department 

cannot control, not because of anything but because such people, take 

authority from a higher level. So their performance is not controlled so they 

can do whatever they want to do. And I realise that they is a form which 

other staff who are not doctors fill, the APER form (annual performance 
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evaluation report). Now some years ago, I was opportune to in the midst of 

some group of people that works in my department that needs to be 

assessed by their senior colleague and this particular lady was crying that 

she will not allow this other man to assess her but he is your boss, she says 

no. Because she knows that one reason or the other, the assessment will 

never be fair on to her. She is largely dutiful, but she knows that the boss 

has some things against her and because of that the assessment can never go 

right. So I think association and relationship has a lot to do with 

performance, it does. If you are my friend, we come from the same village, 

you are my mother’s sister (chuckles), obviously, whether you come to 

work or don’t come to work, and it is excellent, excellent, and excellent. 

Because we are coming from the same place. But if you are from another 

clan and we are not supposed to marry and we are working in the same unit, 

No, no, whether you are dutiful, I am supposed to assess you and will give 

you zero. The other thing also is familiarity. We are so close to each other. 

Whether the work is done or is not done, I won’t say anything. Which I 

think it is not supposed to be. It is because we are close that is why the 

work must be well done. But in this area it is not like that. I rather run an 

errand for you than to do my job faithfully  

 

26 33:23.8 - 

33:46.3 

With the illustration you just gave, did the lady say the reason why she 

thinks she would not have a fair treatment from her boss 

 

Interviewer 

27 33:46.5 - 

34:09.3 

Frankly speaking, I don’t really know what happened. I only saw her crying 

that particular day. Though I have seen two of them shouting at each other 

in one or two occasion and I believe it is still a carryover from that 
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28 34:09.3 - 

34:31.5 

I will give another scenario, in a situation where a staff is managed by a 

boss from a different ethnic group or a different religious group, what do 

you think would be the experience of performance management. 

 

Interviewer 

29 34:31.5 - 

37:41.5 

Well, it depends on so many factors, this is Nigeria and we have some 

many people that are supposed to be from different part of the country 

working in this federal establishment. However, this establishment is 

localise to this place so there is a limit to what whosoever that is outside 

this region can aspire to be. Take for instance, whosoever that is not from 

this state cannot be head of this institution despite the fact that this 

institution is a federal establishment no matter where you are coming from, 

you cannot be the head. It is just like in the university, if you are not from 

this state, you cannot head the university irrespective of your degree, 

irrespective of your credential. The same thing in the teaching hospital. The 

same thing is tricking down to other aspect of it. It is coming down to the 

head of department-ship to even heading the different smaller unit. So if 

you are not from here and you are the head of department, the other people 

that you are heading so to say and the main persons that is from here 

believe that you are a foreigner in this place. So you are just on your own. 

But if you are their own and however you behave and perform is not 

[couldn’t hear] and they know you are going to give them the pass mark 

anyhow but since you are not you may be stricter or you may want to do 

things in your own way. it actually goes a long way. Ethic is still working in 

Nigeria even in this institution. But if you are a male and female it does not 

really have much to do because everybody knows its [couldn’t hear] but the 

only problem is ethnicity is really everywhere in this establishment and 

could affect people’s performance. Like I gave you a scenario of a unit that 

have four people working in this hospital and only 2 people are really doing 
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the job. The other 2 are from this place but they don’t know what they are 

doing. They come to work and chat all day. The other two, they are the ones 

running up and down. They are doing it, they know they have gone and 

they have kept on doing it.  But the other guys, they are not ready to learn 

or do it. Although their boss happens to be from here too but the other guys, 

they are not but they are doing the job   

 

30 37:41.5 - 

37:52.8 

Could you tell me an experience on how performance management have 

helped you administer your work personally or helping someone? 

 

Interviewer 

31 37:52.8 - 

41:28.8 

Well, how it has helped me personally is at the university. You know I kept 

on talking about the fact that people work based on the fact that either they 

want to have more money, or they want to be recognised and because of 

that, they can do more. So in the university, it is either you publish or you 

perish. So for those of us that are foreigners so to say, in our country 

(laughing), you just realised the need to publish if not people that are not 

doing as much as you are doing will be ride over your head. it is really 

helping because it had to push myself to do more naturally or ordinary I 

would have not done. it also help to manage the people around me like I 

said about that lady, what am trying to do for that damsel to make her see 

the need to move forward, you just have to. You need to have the 

confidence that you can do it and I know you can do it. Your colleagues 

have all passes. If you have any difficult call on me so we can put our heads 

together, just to support and help them. She needs to do better. The beauty 

about being the head is that you do less if people around you are good.  If I 

am a consultant and I have a senior residents that are very good then I can 

do less and have more time to focus on other things, and that is what I 

believe. you need to train people around you to be efficient and effective 

and they have the confidence to work without supervision but that is 

actually the thing, we should be able to work without somebody teleguiding 

on us, they should be able to work on their own 
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32 41:28.8 - 

41:56.1 

Would you relate the target you set in the hospital to improved health care? 

 

Interviewer 

33 41:56.1 - 

44:05.3 

The target set by the department really are all based on improving the 

hospital as a whole and secondarily, in developing human resources that 

they have. However, most of these target are not been met for the obvious 

reason, what is need to make it happen is not available. I told you about a 

training done almost ten years ago and there is no equipment to work with. 

There is some equipment, some of them are obsolete, and some of them are 

not functioning because repairing is not done. In this establishment for 

instance, there are some levels of investigation that we need to be doing. It 

is not been done.  I came across one person over the weekend the person 

also works here and the question i asked the young lady was that not, you 
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are doing your youth service here, she responded yes, which department? 

she mentioned the department which happened to be the radiology 

department but she said I am looking for a job, and I asked why, the 

response was that the x-ray machine have not worked for the past three 

months, and am unable to do the simple chest x-ray. So people get them 

self-train to do some work but the equipment to do it is not available. 

 

34 44:05.3 - 

44:14.4 

How will you describe leadership's commitment towards performance 

management? 

 

Interviewer 

35 44:14.4 - 

45:31.8 

In this environment, if I should talk as a person, the leaders are very 

gullible, they are just out to satisfy their pocket which is not helping 

anybody, and they are not committed. Everybody is ready to squander 

money. All they want is drive big cars and buy houses in different location 

and build hospitals. They don’t have interest of the hospital. That is my 

opinion, I may be wrong but that is my opinion because I have not seen any 

commitment to it, from beginning to now. The present leadership have been 

there for almost 8 years and I have not really seen anything parse that this is 

an aspect that you have been committed to making sure that you are able to 

follow through to the end. All I see are people trying to squander money or 

look for a way to make sure things are not working so everybody is their 

own pocket. That is my own opinion I may be wrong 
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36 45:31.8 - 

45:38.8 

If I turn that question around to what is employee's commitment towards 

performance management? 

 

Interviewer 

37 45:38.8 - 

46:20.6 

If the head is rotten, you can't expect anything good to come out. Some 

people are ready to work but they don't have equipment to work with. 

 

Participant 

13 

38 46:20.6 - 

46:33.5 

Kindly say two things or more that would improve performance 

management within the hospital  

 

Interviewer 

39 46:33.5 - 

49:16.0 

Well, I think like I have kept on saying (laughing) it starts from the head, if 

the head could put themselves together, a lot of things would change.  It is 

not just a matter of just collecting money, and not knowing what to do. I 

don’t know whether they have money or not but the fact is that I believe 

that they came in for a particular purpose, to improve the hospital. So they 

should sit down and strategies on how to improve the management of the 

hospital. To me all they are just doing at the management level is to sit 

down and probably share money and pay salary. That is the way look at it. 

They should have focus, this is what and what I want to do, so that is the 

way I look at it. Take each department look at what their problem is and let 

try to be dressing it individually. Train staff, get equipment for them, 

improve their standard and make sure that units works. And within the time 

you have to be the head of the hospital, you may be able to go round the 

department.  so I think it starts from the head and it comes down to the head 

of different unit associated with them, train them to be able to manage 

human being because frankly speaking some staff are not happy with their 

head of department maybe because of the way he is handling them so train 

them on how to hand people because they are the foot soldiers they are the 

one that really do the job so train them on how to manages people so that 

they can bring out the best from them. Then now come down to those 
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people that are doing the work them self-give them all the encouragement 

that is needed for them to work, to be at their best. People are ready to give 

their life for a cause that can improve their life when they know I come to 

work, I don’t come to work , nothing happens or  because I am related to 

you I can do whatever I want to do . Then some people are employed and 

they just believe that if I come to work or I don’t come to work, nobody can 

query me. but start from the heads  have a plan, I think if we just moved 

down from one level to the other I believe everything can work out fine. 

 

40 49:16.0 - 

49:23.4 

Thank you very much for all your time and your contribution  

 

Interviewer 
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