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Abstract
Small- and medium-sized enterprises (SMEs) are vital to the maintenance of the economic growth of
any country. Globally, SMEs contribute close to 90 per cent of job creation, which improves national
living standards. However, sustaining the performance of SMEs in the long run has been a substantial
challenge. An OECD report suggests that, globally, 20 per cent of SMEs wound up within the first year
of operation. Although this is a global problem, the challenge of long-term survival is more severe for
SMEs in developing countries. To understand why this is the case, this study investigates the PMSs of
SMEs in Nigeria.
SMEs’ performance management was chosen as the focus of this study due to the significant impact of
performance management on the growth and survival of SMEs. Primarily using an HR perspective, the
study investigates the contextual factors that influence the implementation of performance management
in SMEs in Western Nigeria. Using an in-depth qualitative approach, data has been collected through
semi-structured interviews and analysed using NVIVO. Thirty-four owner-managers of SMEs took part
in the study.
The study’s findings show that the owner-managers had mixed views of the importance of performance
management. The findings also highlight the HR challenges that influence performance management at
each stage of the performance management model. To understand the reasons for the challenges, the
findings demonstrate the prevailing contextual issues that influenced the owner-managers’
implementation of the PMSs. The study contributes to existing SME research by highlighting the HR
issues that influence the implementation of PMSs.
The study also develops a robust theoretical framework that highlights the cultural issues that influence
the implementation of a PMS. The study extends the performance management debate in SMEs from a
business perspective to an HR perspective. The implications of the study for practitioners are also
discussed; for example, HR challenges that affect each stage of the performance management model are
identified. This will enable owner-managers to take appropriate actions to avoid the challenges.
Examining the HR perspectives broadens the owner-managers’ view of performance management. The

thesis’s limitations are presented, the main limitations being that the data mainly came from the male
owner-managers’ views and the limitations associated with the study’s methodology and context.
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Chapter 1

Introduction

1.1 Research Background
Small and medium-sized enterprises (SMEs) are vital to the maintenance of economic growth in any
society (Urbano and Yordanova, 2008, Taticchi et al., 2010, na-nan et al., 2018). Globally, such
enterprises contribute close to 90 per cent of economic growth and stability in most areas of operation
through job creation, which improves people’s living standards (Babatunde and Laoye, 2011; Ogunyomi
and Bruning, 2016). However, sustaining performance in the long run has been a huge challenge for
SMEs. Studies have shown that, globally, 20 per cent of SMEs wound up within their first year of
operation (OECD, 2017). However, the challenge of long-term survival is more severe for SMEs in
developing countries (Eniola and Ektebang, 2014; Taiwo et al., 2016). Nevertheless, existing studies
have been dominated by studies undertaken in developed countries (Garengo, 2012; Budhwar, 2016;
Zhu, 2019; Fan, 2016). It is for this reason that this thesis focuses on Nigeria – to provide a possible
explanation for the long-term survival of SMEs and to add to the small number of studies on developing
countries.
Existing studies that investigate the challenges to the long-term survival of SMEs have been dominated
by research into macro factors; for example, lack of capital, poor structure, and government policies
have negatively influenced the long-term survival of SMEs. Scholarly attention on organisational
challenges is lacking, except for some few studies including the study of Ates et al. (2013). Among
organisational studies, the research has considered how the performance management of SMEs
influences their long-term survival (Eniola and Ektebang, 2014; Taiwo et al., 2016). These studies,
however, focus mainly on the commercial perspective of performance management (for example,
strategic management, service management, operations management, technology management, and
manufacturing management) without examining the HR perspective (Smith, 2007; Ates, 2013; Garengo,
2012; Vichitdhanabadee, 2009). This thesis attempts to address this gap by empirically examining the
performance management of SMEs from an HR perspective. This line of inquiry is important because
HR practices are crucial for maintaining a consistent and sustainable competitive advantage (Ghatak,
2010).
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But despite that those studies have found that organisational activities are influenced by wider society
(Choy, 2014), existing performance management research focusing on Nigeria has not yet explored the
relevant cultural issues (Akpabot, 2016). This thesis further contributes to the relevant literature by
exploring the cultural dimensions in the Nigerian context that may influence the performance
management of SMEs from an HR perspective. The study develops an integrative framework
concerning the performance management of SMEs from an HR perspective that explores the cultural
dimensions influencing performance management among SMEs in Nigeria.
According to Armstrong (2009; 2006), over 70 per cent of organisations explore the concepts of
performance management with the goals of improving employee performance and securing a sustainable
competitive advantage. In addition, PMSs allow for an understanding of how other HR activities, such
as T&D; recruitment and selection; and employees’ voice and involvement can be effectively
implemented. The components at every stage of performance management (planning, implementation,
evaluation, and appraisal and review) are essential, and, within them, other HR activities surface. This
is the reason why Biron (2011) suggested that performance management allows HRM thrive. For
instance, in the planning stage of performance management, recruitment and selection is vital because
having the right employees in the right place and at the right time should be part of the planning process.
In the implementation stage, setting targets for employees could be accompanied by incentives (extrinsic
or intrinsic rewards) to motivate them to perform. Evaluation (the appraisal phase) measures whether
the outcomes are in line with the aims and objectives (plan). Finally, the review stage considers feedback
and reflections for improvement (Aguinis, 2009; Abor and Quartey, 2010; Ates et al., 2013).
Furthermore, there is limited empirical research or in-depth case studies examining performance
management practices among SMEs as most of these existing studies have been conducted using surveys
(Akpabot, 2016; Sousa, 2010; Wiesner, 2008). The use of an in-depth case study approach provides a
deeper understanding of the performance management challenges associated with SMEs from an HR
perspective. This methodological approach is particularly useful for understanding the cultural
dimensions that may influence the different phases of performance management.
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1.2 Research Aim and Objectives
Building on the abovementioned gaps, the aim of the study is to empirically investigate the techniques
of carrying out performance management in SMEs in the manufacturing sector in Nigeria from an HR
perspective.
Thus, this research’s objectives are:
•

to critically investigate the performance management practices of SMEs in the manufacturing
sector in Nigeria from an HR perspective,

•

to critically explore how the cultural context may influence the performance management
practices of SMEs in the manufacturing sector in Nigeria from an HR perspective, and

•

to develop an integrative framework of the performance management practices of SMEs from
an HR perspective that explores the cultural dimensions influencing the performance
management practices of SMEs in the manufacturing sector in Nigeria.

In order to address the research objectives above, the following primary research questions will be
answered in this study.

1.3 Research Questions
•

How do SMEs within the manufacturing sector execute performance management practice?

•

What is the current PMS used by Nigerian manufacturing-sector SMEs?

•

How do the characteristics of SMEs influence their performance management practices?

In addressing the main primary research questions comprehensively, the primary research question is
sub divided into the following twelve:
RQ1–QR12. Sub-research questions
RQ1. How do you manage performance in your organisation? (Planning)
Do you set business goals and objectives (for businesses and employees)?
What are the organisation’s goals and objectives?
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What is the organisation’s vision, mission, and values?
RQ2. Can you explain in detail how these objectives are achieved, using relevant examples?
(Implementation)
RQ3. How can it be determined whether the plan that is in place has helped in allowing the business to
achieve its objectives? (Evaluation)
RQ4. How often does the organisation review performance measures in order to ensure its accuracy in
terms of the business’s current needs? (Review)
RQ5. After the review, if there are any reviews or changes made to the action plan, are they
implemented? With examples.
RQ6. What is the reward measure that is available for employees who have improved their performance
as expected? With examples.
QR7. How has the measure used for achieving the organisation’s aim and objectives helped the
organisation gain a sustainable competitive advantage?
QR8. Why does the organisation carry out this practice?
Why did the organisation decide to use this PMS?
QR9. Have there been any negative experiences arising from the implementation of these performance
measures within the organisation? With examples.
QR10. How does the business identify external factors that affect it?
Can the business’s competitors be identified?
Does the organisation have a relationship with any trade unions?
How does the business access its customers?
QR11. Where does the business need improvement in terms of its ability to effectively manage
employees’ performance?
QR12. Explain, in detail, your role as an owner-manager of the organisation.
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1.4 Practice Management Theory
There are many HRM theories that may be used for examining the performance management practices
of SMEs. This study has adopted an integrated PMS framework using the Deming circle (PDCA) theory
relating to performance management (Chakraborty, 2016). This theory has been chosen because the
framework allows for an examination of performance management across all its stages and may help to
improve the quality of service provided by employees in order to ensure a continuous sustainable
competitive edge among SMEs (Chakraborty, 2016). This improvement would facilitate and examine
quality assurance in the implementation process, ensuring that each of the stages satisfies its purpose
systematically and that excellent value is achieved. The Deming circle theory is common in quality
management as a continuous quality improvement model that is used to achieve total quality
management in business for repetitive improvement and learning.
Extant studies have explored the use of the Deming circle in relation to SMEs in the developed world,
but no research has been conducted in a developing context like Nigeria to understand how it manifests
(Chakraborty, 2016; Prashar, 2017; Moran, 2013; Ates et al., 2013). In addition to this theoretical
approach to the study, a cultural dimension is included in order to develop an integrative framework
explaining the performance management of SMEs from an HR perspective. Furthermore, SMEs in
Nigeria are spread across all its economic sectors. Hence, identifying the HRM of each of these sectors
could be a difficult task without clear knowledge of their practices and processes. Thus, the HRM
theories adopted in this study, such as cultural theory, goal setting, and the PDCA model Total Quality
Management (TQM), will help in improving the performance management practices of SMEs.

1.5 Research Design
The research has been designed to mirror the whole study, as outlined below.
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Figure 1 Research Snapshot

1.6 Practical Relevance
This research is practically relevant in the following ways.

6

Firstly, the integrative framework provides knowledge regarding SMEs in Nigeria and the factors that
influence their successful implementation of PMSs. Focusing on owner-managers in the research makes
the findings relevant to the key operators of SMEs in Nigeria. The findings provide an indicative
rationale of why SMEs fail to continue operating in the long term. Secondly, understanding the
contextual factors that influence the implementation of practice management from an HR perspective
may help owner-managers to develop HR practices that are applicable within their context. Finally, the
study provides a framework that may apply to the implementation of practice management in SMEs
operating in a similar context like Nigeria.

1.7 Contribution to the Literature
The study contributes to the literature in the following ways.
Firstly, the research introduces an integrative framework for measuring performance management in
SMEs from an HR perspective. Evidence from the literature reviewed suggests that there is no existing
framework that combines the Plan, Do, Check and Act (PDCA) and Planning, Implementation,
Evaluation and Review (PIER) models of performance management within the SME performance
management debate. This combination of the models contributes to the existing literature as they provide
a clear understanding of the components of the performance management process.
Secondly, the study contributes to filling the gap in the literature on performance management among
SMEs. Existing studies focus mainly on large organisations, regardless of the fact that SMEs contribute
immensely to the development of the economy. Undertaking this research within the SME sector will
contribute to existing studies by explaining the failure of SMEs.
Thirdly, existing studies that have examined performance management among SMEs have focused
mainly on the commercial aspect of SME operations (Smith, 2007; Ates et al., 2013; Garengo, 2012;
Vichitdhanabadee, 2009). The HR perspective concerning performance management within SMEs
remains underexplored. Despite the importance of HR management activities in the successful operation
of SMEs, performance management researchers have not paid much attention to the HR perspective.
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This study contributes to the existing studies by extending the PDCA and PIER models using an HR
perspective.
Fourthly, this study is the first to consider the contextual cultural issues that influence the HR aspects of
performance management in SMEs. While existing studies have broadly explored the external factors
that influence the successful implementation of performance management, such as government
regulations, trade unions, and competitors, less attention has been paid to the cultural dimension
(Garengo, 2012). Understanding that organisations are not excluded from cultural and social norms and
that organisational culture often reflects the prevailing national culture, it is imperative to explore
contextual issues that may influence the implementation of performance management. The theoretical
framework developed in this study highlights the influence that culture may have at the different stages
of the performance management model. This is important as it will enable owner-managers to develop
their practices in order to avoid the challenges identified.
Fifthly, the research contributes to the extant literature by explaining why SMEs in developing contexts
may face more profound challenges to long-term survival (from an HR perspective) compared to SMEs
in developed countries. Although existing literature revealed SMEs in emerging economies experience
more challenges of long-term survival compared to those within developed countries, explanations for
this phenomenon have focused on the business challenges involved. This study broadens the debate by
highlighting the HR perspectives of the challenges of SMEs in developing countries, thus helping to
provide a holistic view of performance management challenges among SMEs.
Lastly, the themes developed from the findings will provide a starting point for future empirical studies
aiming to understand how contextual factors may influence the implementation of performance
management.

1.8 Research Structure
The thesis is formed of six sections.
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Chapter 1: The first chapter introduces the thesis. It also explains the background of the research and
highlights gaps in the relevant research. To address these gaps, the research objectives are framed. The
chapter also explains the thesis’s structure and its contribution to the extant body of research.
Chapter 2: This chapter contains a literature review concerning Nigerian SMEs. It commences with a
critical literature review of the performance management concept and addresses the issues surrounding
performance management. Thereafter, the chapter proceeds by linking PMSs to SMEs and by explaining
the factors specific to SMEs that affect the implementation of performance management. The chapter
also addresses SMEs’ HRM practices in a developing economy – Nigeria. Furthermore, an overview of
the relevant theories is presented. This overview includes an analysis of the performance management
concept in terms of SMEs and the PDCA model. The chapter also discusses the suggested research
framework upon which the theoretical framework (suggested based on the researcher’s analysis of the
findings) has been developed.
Chapter 3: This chapter presents the research methodology, justifications for the chosen method, and
an explanation of the research design. The chapter also outlines the underpinning research approach,
sampling techniques, data collection, NVivo 12 analysis, ethical considerations of the research, and
limitations encountered using the research method.
Chapter 4: In this chapter, a detailed empirical explanation of the key findings is given. The findings
are based on the data, collected from semi-structured interviews, and they are analysed using NVivo 12
by identifying themes supported by direct quotes from the interviews. An integrated theoretical
framework highlighting the cultural influence of performance management from an HR view is
developed to summarise the findings.
Chapter 5: The findings are discussed in this chapter, reflecting on the existing studies as presented in
the literature review in Chapter 2. The chapter attempts to explain the findings in the context of extant
studies.
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Chapter 6: This chapter provides an overall summary of the entire thesis. It starts with a restatement of
the research’s aim and objectives, a summary of its key findings, its contributions to literature and
practice, its limitations, and recommendations for future studies.
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Chapter 2

Literature Review

2.1 Introduction
This section analyses and evaluates the existing literature on culture and SME PMSs in order to establish
how culture impacts performance management in SMEs. In so doing, the gaps in the extant literature
that the current study intends to fill will be identified. In terms of responding to these gaps in the
literature, an appropriate framework or model for strategies for the effective implementation of
performance management practices in order to support the successful operation of SMEs in a highly
competitive market, dominated by their multinational counterparts, will be developed.

2.2 Conceptualisation of the Performance Management Process
In the past three decades, the understanding of performance management as a field in itself has evolved
enormously, from the study of organisational performance progressing to performance measurement,
which stresses how to describe the outcome of performance management (Neely, 2005; Franco-Santos
et al., 2007; Ates and Bititci, 2011; Ates et al., 2013). The absence of an adequate and general definition
of ‘performance management’ led to its broadness in the literature (Ates et al., 2013). Diverse views of
what comprises performance management appear in different fields (Neely, 2005). Different researchers
in the various fields of management (operations management, strategic management, accounting and
finance management, and HRM), organisational behaviour, industrial economics, political science, and
psychology all define performance management differently (Ates et al., 2013; Neely, 2005) in line with
the area of focus of their research. As such, performance management is an important concept jointly
conceptualised by several management scholars, so developing a general theory on the concept has been
difficult to achieve (Franco-Santos et al., 2007).
Ideally, performance management is reinforced by performance measurement (Neely, 2005). Thus, the
concept of performance management is developed after performance measurement has been established
as a concept. Like a snowball effect, performance management creates content and HR processes for
measurement. Thus, it is highly unlikely that both concepts can be separated (Neely, 1998, Neely, 2005).
Performance management is a means of classifying, assessing, and improving work performance with
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the aim of attaining organisational goals more effectively, while simultaneously adding value to
employees in terms of helping them progress their career, directing their career, meeting their basic work
needs, recognising their accomplishments, and giving them feedback (Buchner, 2007).
Dealing with performance management involves a process of classifying goals and agreement on
individual objectives and standards of performance (Barnes and Radnor, 2008). The concept of a PMS
often includes carrying out a physical procedure for describing the performance measurement system,
setting up a physical management arrangement for operating performance measurement facts in policymaking, setting performance targets, allocating resources, and implementing feedback mechanisms for
reporting back to management (Aguinis and Pierce, 2008; Aguinis, 2009).
Evidence source comprises a set of the automated stipulations of the required electrical gears for data
collection, dispensation, investigation, and theoretical guidance on methods of performance
measurement. A PMS is adopted for operating the knowledge and information that are produced from
the PMS, and an appraisal procedure confirms that the process is frequently reorganised to account for
differences in approaches or business situations (Busi and Bititci, 2006).

2.3 The Foundations of Organisational Performance
Current economic realities require organisations to go beyond the external incentives that are frequently
used to increase business capabilities in terms of market development and advance technological
development. However, businesses are always seeking further opportunities to create a sustainable
competitive advantage, which has resulted in strategic management of performance (Rauch and Hatak,
2016). Na-Nan (2016) and Na-Nan et al. (2017) emphasise the importance of PMS. In terms of the
effectiveness of other incentives, performance management is essential as it recognises the need for
transforming business performance. Na-Nan (2016) explains that performance management involves (i)
continuing processes; (ii) the importance of strategic knowledge and its purposes; (iii) an interrelated
technique toward corporate policy, resources, and procedures; (iv) multiple aspects dimension, and the
situation compliance after every real viewpoint aimed at HR staffs together with entire organisation; (v)
reaction for corrective actions; and (vi) the recording of performance and distribution of information for
the purpose of performance evaluation.
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Nevertheless, the focus of the PMS must remain on the following three stages: (i) employees/team, (ii)
the business PMS, and (iii) the incorporation of past performance management (Neely, 2005). The
correlation between HRM and organisational operation helps organisations to link organisational and
individual objectives. This includes linking team and workforce activities with business and personnel
strategy as well as linking management support activities with practices relevant for improving the
overall business. The emergent problems of linking employees, strategies, and processes have led to the
development of wider management models and theories (Agarwal and Jha, 2015).
In most organisations, performance management is understood from two perspectives: (i) the HR
perspective, with a focus on employee adaptability and satisfaction, and (ii) the perspective on
organisational objectives, with a focus on organisational output and efficiency (de Waal and Kourtit,
2013). Establishing a conceptual definition of organisational PMS remains complex as some researchers
see it as something that is achievable, depending on the company’s position in the market (Agarwal and
Jha, 2015). Other researchers stress that such a market position is only based on a firm’s resources and
its ability to realise performance without compromising financial strength.

2.4 Conceptualisation of the Performance Management System
The extent of the diversity of PMSs and the lack of a universal definition thereof could be due to the
multidisciplinary nature of the research thereinto. For example, some HR specialists (Armstrong and
Baron, 1998; Neely, 2005; Armstrong, 2006; Aguinis, 2009; Armstrong and Taylor, 2014) see
performance management as a method of handling individuals in terms of the possibility to improve
organisational performance and have emphasised activities related to skills development, T&D,
motivation, and improving employee behaviour. At another level, strategic management scholars view
performance management as a procedure that assists organisations in articulating, executing, and
adjusting their aim and objectives – while actualising them (Daft et al., 1988; Moynihan, 2008). Those
in operations management consider performance management as essential, as it focuses on all
performance-related activities, including measurement indicators and reporting (Neely, 2005; Bititci et
al., 2006; Busi and Bititci, 2006; Garengo and Bititci, 2007; de Waal and Kourtit, 2013; Choong, 2014).
At yet another level, quality management scholars define performance management as a means of
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enhancing procedures and performance through a process of restructuring (Sousa and Aspinwall, 2010;
Garengo and Biazzo, 2012; Rowland-Jones, 2013).
The working definition of performance management for this study is viewed from an HRM perspective,
as a continuous process of excellent performance concerning quality and quantity that needs planning,
implementation evaluation, and reviewing which links with organisational HRM that motivates the
workforce as well as increasing their knowledge, attitude and abilities that can lead to the effective
application of allocated task (Armstrong, 2006; Cunningham, 2010; Ogunyomi and Bruning, 2016;
Saridakis et al., 2017).

2.4.1 Performance Management System Stages
A PMS is an essential HR instrument that is directed towards management of development and the
creation of a sustained competitive advantage over the years (Moynihan, 2008; Wickramasinghe, 2016).
This view is supported by authorities in the field of business management who argue that proper
concepts and principles with better implementation processes, such as performance management, will
help foster more effort among employees (Na-Nan, 2016). For exceptional performance, organisations
require planning, implementation, evaluation, and reviews of goals, otherwise referred to as a PMS (NaNan, 2016). PMS as a process involves planning, implementation, evaluation, and review stages, which
complement each other, and the absence of one could lead to the ineffectiveness of another (Armstrong
and Taylor, 2014; Na-Nan et al., 2018). The performance management process is explained below and
is presented in Figure 1.
2.4.1.1

Stage 1 Performance Planning

This is the first step in the performance management process and involves setting goals or objectives
and developing group and individual employees’ goals within an organisation (Decramer et al., 2013;
Na-Nan et al., 2017). It is essential for upper management and the relevant parties involved to know
their firm’s mission, vision, goals, strategies, and management processes. The planning phase also
involves considering workforce potential and deliberating and agreeing on behaviour, results, and
development plans, which are all aimed at directing everyone’s efforts in enhancing business objectives
(Decramer et al., 2013). Effective goals must therefore be ‘SMART’ to ensure that performance
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planning not only allows the organisation to achieve its goals but also to measure workforce performance
in an unbiased manner (Buchner, 2007).
2.4.1.2

Stage 2 Performance Implementation

This stage involves assigning, designing, and promotion of responsibilities from employees’
contributions to the accomplishment of the set goals (Zheng et al., 2012; Na-Nan, 2016). This is
achievable through two-way communication, a joint effort on the part of management and employees.
It involves observing employees’ behaviour, giving feedback, allocating necessary resources, and
assisting and motivating the workforce in their joint goals of accomplishing the given tasks and meeting
the expected performance (Pulakos, 2004; Bos‐Nehles et al., 2013). In addition, at this level, senior
directors inspire and motivate employees through the provision of relevant information and some
incentives as factors to for consideration for effective implementation (Pulakos, 2004; Qamar and Asif,
2016). At this stage, employees and management need some training to carry out their responsibilities
in order to enhance the effective implementation of performance management.
2.4.1.3

Stage 3 Performance Evaluation

This stage involves the appraisal of individual performance based on some pre-defined criteria set for a
particular time period (Qamar and Asif, 2016). This is often based on employees’ performance and their
behaviour in line with organisational goals, which must be carried out. This depends on numerous
evaluation approaches and thus originates from the organisation (Zheng et al., 2012; Na-Nan et al.,
2017). It allows an organisation to identify whether employees measure up to the performance expected
by the business. Performance evaluation is essential in organisations because it is considered as one of
the core functions of HRM and can also be used as a tool for determining various workforce behaviours
(Zheng et al., 2012; Bos‐Nehles et al., 2013). Several measurement tools for ensuring effective
performance evaluation have been developed by various businesses to measure the performance of their
employees while avoiding bias. One of these performance evaluation strategies involves a 360-degree
feedback model.
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2.4.1.4

Stage 4 Performance Review

This is the last stage in the performance management process. It involves a dialogue between upper
management and employees to examine the outcomes of the performance evaluation process. At this
stage, the senior manager generates precise and dependable data on workforce performance and is
careful in conversing about the behavioural results and performance that the executive believes might
be required. It involves having a conversation with the employees about their performance, assessing
how to satisfy the employees’ job needs and helping them develop their future career plan. This stage
sums up workforce contribution throughout the whole review performance process (Bourne et al., 2013).
Although it is suggested that employee performance should be reviewed yearly, this requirement goes
against some research studies that emphasise frequent review every quarter for effective employee
performance (Pulakos, 2004; Qamar and Asif, 2016)

Performance
Planning
Performance
Review

Performance
Implementation

Performance
Evaluation
Figure 2 The Performance Management Process (Source: Armstrong and Taylor, 2014)
Performance management is one of the major elements of HRM in terms of improving employees’
motivation and organisational performance. However, the absence of appropriate theories that underpin
the performance management process could be one reason for the failure of businesses like SMEs,
especially considering their unique features (Na-Nan et al., 2017). Relevant research has suggested that
effective PMS requires an alliance between individual goals and firm objectives, which are vertical
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alliance issues, and this goal should flow down from the topmost executives of the firm (Boswell, 2006;
Bos‐Nehles et al., 2013; Decramer et al., 2013).
Business performance management is important in the constantly changing business environment, but
the advent of performance management has helped several firms develop effective PMSs (Aguinis,
2009; de Waal and Kourtit, 2013). The performance management process begins with strategy
formulation, which requires the development of organisational goals through establishing a clear
mission, a clear vision, and clear values (Bititci et al., 2006; Busi and Bititci, 2006; Bititci et al., 2011).
In order to ensure the expected objectives are delivered, a specific business plan needs to be developed.
After developing the objectives, the next stage involves the strategic implementation of planned actions
to bring about the desired changes (Armstrong and Taylor, 2014). In order to monitor the progress made
throughout the implementation of a strategic plan, some performance monitoring and measuring tools
are often applied. These tools measure the effectiveness of the method as well as the internal and external
factors deployed to ensure balance (Busi and Bititci, 2006).
The following phase, strategic implementation, involves executing the planned activities and strategies
(Bititci et al., 2006; Busi and Bititci, 2006). To ensure progression from the executed plan and in order
to achieve the performance aims, measuring tools and observational procedures must be in place
(Radnor and Barnes, 2007; Aguinis, 2009; de Waal and Kourtit, 2013). KPIs should be developed in
order to measure performance, both in the long term and short term, and individual tasks should be
linked with individual objectives that are aligned with organisation strategic goals (Moynihan, 2008; de
Waal and Kourtit, 2013). Likewise, measuring performance management should also measure the past,
present, as well as predict the future (Moynihan, 2008).
At the individual and business levels, organisations should ensure that performance is reviewed often to
ensure that the implementation process aligns with the plan to meet present goals in the firm for expected
improvement (Radnor and Barnes, 2007; Ates et al., 2013; Wickramasinghe, 2016). Decision-making
concerning performance management assessment should be premised on the set performance objectives
and feedback should be obtained to help businesses learn from their experiences and adapt the present
to the future (Vichitdhanabadee et al., 2009; Yadav and Sagar, 2013; Bryson and Forth, 2016). The
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number of performance measurement tools to measure employee performance at all levels within an
organisation has, however, increased in recent years. Business seeks to know the most suitable tool for
managing and improving performance in that organisation.

2.5 The Importance of Performance Management Systems
Performance management aims to motivate employees to achieve a particular objective in the
organisation that will result in increased performance (Bititci et al., 2011). Thus, performance
management is essential at all levels within an organisation (Na-Nan et al., 2017). This is in line with
the findings of Decramer et al. (2013) and Wickramasinghe (2016), who suggest that performance
management should be incorporated both vertically and horizontally. Vertical integration focuses on
both organisation and team objectives while horizontal integration emphasises employees (Biron et al.,
2011; Wickramasinghe, 2016). Such an alignment is referred to as integrating organisational objectives
with HR practice for a positive result (Aguinis and Pierce, 2008; Decramer et al., 2013).
Organisations can successfully implement performance management if the firm’s objective aligns with
those of its employees. Attempting to implement performance management among SMEs should be
done in an integrative manner that may provide opportunities for employees to get a suitable job and
good compensation. Otherwise, SMEs will fail to realise their full potential, which will negatively
impact the firm output (Haines III and St-Onge, 2012). Performance management helps businesses reach
or surpass performance by ensuring their activities are as cohesive as possible in order to achieve the
results anticipated by the firm (Biron et al., 2011; Wickramasinghe, 2016). The feedback from
performance management helps in making decisions regarding how to learn from experience and how
to review the present strategy in order to adjust to an unpredictable business environment and emergent
needs (Na-Nan, 2016).
On the other hand, the performance management process reveals what is most valuable to an
organisation, and this supports employees’ job needs. Performance management is used to indicate the
value of employees to the organisation, which, in turn, creates some sense of belonging among
employees (Haines III and St-Onge, 2012; Wickramasinghe, 2016). For instance, in the absence of
performance management, there may be a disparity in compensation strategies during an appraisal,
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which can result in employees’ demotivation. The practice of performance management would help the
organisation to determine the suitable and required compensation for individual employees, as research
has shown that employees are all motivated in different ways such as career development, financial
reward, promotion etc (Taticchi et al, 2010). In addition, the T&D provided for employees through
performance management helps an organisation put the right talent in the right place and helps it avoid
misplaced priorities, as some SMEs find that giving T&D without proper review may not lead to the
anticipated outcomes (Taticchi et al., 2010; Decramer et al., 2013).
Performance management builds employees’ confidence and trust in their organisation through
evaluation principles and a shared sense of commitment to one another through goal-oriented
performance management whereby employees contribute to the process. A performance management
culture creates a positive perception and reinforces the desired outcomes among employees
(Wickramasinghe, 2016). Performance management generally reinforces employees’ results only if they
experience a positive reaction. Organisational output and employees are inseparable in terms of
performance management in SMEs (Haines III and St-Onge, 2012). Performance management also
helps employees to react positively towards their jobs. A well-structured and implemented PMS
increases motivation, which often leads to good job performance that could automatically increase
SMEs’ efficiency (Biron et al., 2011).
Reviewing performance helps an organisation evaluate its present strategy in an unstable business
environment (Buchner, 2007; Yadav and Sagar, 2013). Reviewing performance helps to identify
relevant changes that firms can make to align their performance management systems with
organisational goals (Yadav and Sagar, 2013). At the individual level, performance appraisal and
feedback serve as an instrument for accountability and reward. This process aims to motivate the
workforce to accomplish certain objectives and promotes expected behaviour (Nazlina, 2016;
Wickramasinghe, 2016; Na-Nan et al., 2017, 2018). Furthermore, performance management is essential
for both employees and employers. From the employees’ perspective, it offers performance transparency
in the business environment that could lead to some form of motivation and career development, and
from the organisation’s perspective, it helps the organisation understand how well the workforce
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contributes to the firm’s objectives as it reviews the current performance of employees (Decramer et al.,
2013; Campbell, 2015).
Overall, in order to ensure a well-implemented performance management in SMEs and in order to
achieve a sustainable competitive advantage, employees’ value and motivation are essential. Therefore,
both employees and firms benefit from performance management. This thesis aims to ascertain whether
this is the case for Nigerian SMEs. Most significantly, PMSs among Nigerian SMEs impact employees’
motivation and the SMEs’ ability to secure and sustain a competitive advantage.

2.6 Performance Management Process and the PDCA Model
To further ensure the effectiveness of PMS, the study explores the PDCA (i.e.) Plan, Do, Check, and
Act model and the Total Quality Management (TQM) model (Sousa and Aspinwall, 2010; Garengo and
Biazzo, 2012; Rowland-Jones, 2013). These models were chosen as the best methods for identifying
whether quality and valuable performance management practices are in place in organisations through
the quality assurance of both human capital and of other organisational processes, such as daily
operations, critical performance developments, trends in performance plans, long-term strategic plans,
health and safety improvement plans, and budget plans. The PDCA model provides a comprehensive
performance management design for planning a new PMS or reviewing an existing one (Moran et al.,
2013). The model has been explored in several performance management studies (Smith and Smith,
2007; Ates and Bititci, 2011; Ates et al., 2013; Moran et al., 2013; Chakraborty, 2016; Prashar, 2017),
but these studies do not focus on the performance management of SMEs in developing countries like
Nigeria. For this reason, the method will be deployed in the current study (Ates et al., 2013)
The PDCA cycle, also referred to as the Deming cycle/wheel, was established by a prominent
management professional named Dr William Edwards Deming in 1950. It was first known as the
Shewhart learning circle, modified in 1993 to what is now widely known as PDCA (Chakraborty, 2016).
According to Deming, PDCA could be applied for the learning and improvement of a process or
product(Smith and Smith, 2007). It provides a method of constructing the iterative growth of changes,
either as separate techniques or as part of broader quality improvement methods, including TQM, the
Model for Improvement (MFI), six sigma, quality improvement collaboratives, and continuous quality
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improvement (Moran et al., 2013; Chakraborty, 2016). It involves a systematic method of testing
solutions, assessing results, and executing solutions methodically and rigorously (Na-Nan, 2016). The
PDCA circle consists of the following stages: the closed-loop method, used for the continuous
improvement of products or services, and procedures for finding solutions to problems.

2.6.1 Using the PDCA Model for Improving and Developing a PMS
Plan: This stage involves goal and objective setting by strategically analysing business direction, which
should involve identifying both internal and external opportunities or problems. In addition, these stages
integrate the design for the entire process of performance management, and the manner in which this
phase is carried out affects the efficiency of the remaining process (Ates et al., 2013; Chakraborty, 2016).
In ensuring effective PMS throughout the PDCA model, Moran et al. (2013) stressed setting up a PMS
design team of staff with predictable system users, such as operations and programming managers, ICT
employees, budgeting staff, and upper management representatives who eventually will have to be
identifiable to the PMS. The major aim of the PMS design team is to design an intangible (conceptual)
model to assist in defining how the PMS will work. A key disadvantage of a PMS is the failure to reflect
on the genuineness of the firm, which can be avoided by building a model based on an existing model
and on what has been explored successfully by some other organisations (Moran et al., 2013).
The planning stage of PDCA recognises the requirements of the business and its users, and this is
transformed into organisational needs. Transforming the needs, aided by QFD, a means by which
different matrices help in developing a PMS. In the end, the PMS designers will transform to PMS
teams, whose roles are to supervise and improve the PMS over time (Moran et al., 2013).
At this stage, numerous planning steps must be finalised before organising the PMS because a lack of a
proper planning process can lead to surplus reviews across the organisation during system development,
which can lead to possible fallout. To avoid this problem, firms may arrange their PMS in the ‘Do’
stage, as discussed below. Furthermore, at this stage, it is important to ensure that a suitable model is
adapted to the required context in line with capacity and cultural grounds. Often, performance
management is mainly concerned with changing the business culture to a more result-oriented and datadriven approach.
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Do: This stage deals with testing the potential solutions identified on a small scale in order to ascertain
whether the planned changes achieve their expected objectives without disturbing the wider operations
of the organisation (Ates et al., 2013). At this stage, the disposition of PMS should be part of the business
cultural changes that surely support the organisation and its workforce in improving its performance.
The ‘Do’ stage is linked with the implementation stage of the performance management process and
should be operationalised by identifying the SME’s business environment and objective. Considering
the unstable nature of the business environment, the ‘Plan’ and ‘Do’ stages in PMS should form a
continuous process that involves all stakeholders (Moran et al., 2013; Chakraborty, 2016). At this stage,
communication is key as it helps employees and employers to interact. It helps to give signal for early
caution to both parties to ensure that the aim of PMS aligns with the target. It is noteworthy that the ‘Do’
stage helps in dealing with the problems associated with SMEs mentioned above in order to establish
an effective performance management process (Ates et al., 2013).
The positioning of PMS at this stage must guarantee that all the operations and strategic methods
involved correspond with the business plans, encompassing all activities within an organisation, such as
service delivery, training and retraining, and policy development (Moran et al., 2013). As shown in the
diagram below, at this stage, PMS should facilitate positioning business aims and provide an organised
agenda to permit the flow of important information to appropriate quarters in order to enhance control
and decision-making processes (Moran et al., 2013).
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Figure 3 The Closed-Loop Deployment and Feedback System (Source: Moran et al., 2013)

Check: This is the stage wherein the pilot project is analysed to see whether the expected outcome is
contradictory to what is identified at the planning stage. This stage determines whether to proceed to
stage four or whether to consider returning to the first and second stages if the system has not achieved
its aim (Ates et al., 2013). It also involves measuring the effectiveness of the process and studying the
results in order to determine whether the PMS has achieved its aim or not. This stage involves
monitoring, checking, and evaluating the quantitative and qualitative outcomes of a PMS
implementation as well as providing an understanding of how the business is performing. The stage
helps SMEs in the successful implementation of a PMS as the KPIs or measuring tools provide good
knowledge of the improvements that have been made in attaining the aim (Na-Nan, 2016). It also helps
to prioritise areas with a need for improvement. This stage involves a review of the PMS, which should
be conducted at least annually by the team involved, to ensure all potentials of the organisations and all
stakeholders are met (Moran et al., 2013).
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The overall areas to focus on for the review of a PMS are:
•

effective data usage by stakeholders,

•

alignment with business goals and objectives in attaining business objectives,

•

a focus on results, implying the delivery of timely and appropriate information that holds workers
answerable for their actions (Moran et al., 2013),

•

trustworthy data collection that is consistent, clear, and accurate,

•

employees’ involvement, which is essential for the continuous design and upgrade of the PMS, and

•

training and retraining.

Act: This is the final stage, when a solution is implemented. This stage closes the circle and helps in
incorporating all that has been achieved throughout the whole process. It can be used to improve
efficiency or performance in an organisation, such as by adjusting goals, rebuilding theory, and changing
a method (Moran et al., 2013). As a result of the consistent review of a PMS, the team involved in the
management of the process is required to review the results and identify where improvement is necessary
at this stage (Moran et al., 2013). This improvement drives those managing the system to start the PDCA
circle over again to ensure that the relevant activities within the review are still relevant (Moran et al.,
2013). The team must have up-to-date documents, terminology, procedures, policies, and training to
reflect the upgrades in the PMS. All the development should be talked, and their impact should be
discussed in advance (Moran et al., 2013).
PDCA is a closed loop, and it is known to be a continuous process in improving any management
problem to ensure that all the stakeholders are better off (employees, management, and customers)
(Moran et al., 2013). An organised and well-defined PMS will guarantee that operational and strategic
objectives and goals are aligned in order to reinforce each other (Moran et al., 2013). Figure 4 below is
a graphic representation of the PDCA explained above.
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D: Do
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Figure 4 The PDCA Deming Circle (Source: Ates et al., 2013)
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Figure 5 The PDCA Deming Circle (Source: Chakraborty, 2016)

2.7 The Concept of SMEs
This section provides overall information about SMEs that is relevant to the empirical context of the
study. It discusses the importance of SMEs in Western Nigeria. This part investigates SMEs’
performance management practices. It focuses on expanding the understanding and rationale for this
research by reflecting on the key activities of SMEs and their influence on performance management.
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2.7.1 An Overview of SMEs
SMEs have increased in number over the years, mostly in developed economies in the US and Europe,
due to their immense contribution to economic development and job creation. Many academics and
practitioners have studied SMEs (Burke and Gaughran, 2006; Cunningham, 2010; Ates and Bititci,
2011; Garengo and Biazzo, 2012; Fernández-Mesa et al., 2013; Gagliardi-Main et al., 2013; Eniola and
Ektebang, 2014; Nolan and Garavan, 2016).
However, many of these articles focus on SMEs in Europe, the US, and Asia, with limited or no studies
on Sub-Saharan African and African countries. Some journal publications focus on SME management,
some on SME financing, while others focus on performance measurement and its impact on SMEs’
development (Ates and Bititci, 2011; Garengo and Biazzo, 2012). This study builds, then, on previously
conducted research on SMEs’ PMSs to underline their unique characteristics and basic requirements,
with a specific emphasis on Western Nigerian SMEs.

2.7.2 Definitions of SMEs in Nigeria
Traditionally, there is no universal definition of an SME, as its nature varies from country to country,
and each firm is unique (Nolan and Garavan, 2016). Table 1 presented in section 2.9 below gives a
summary of the global definitions of SMEs according to the Central Bank of Nigeria (CBN). The bank
defines SMEs as follows: ‘a small business is an enterprise with overall assets of 500,000 naira (USD
1500) excluding fixed assets such as land and with up to ten employees but not more than 49, and a
medium-size enterprise as an organisation with total assets, not more than 1.5 million naira (USD 5000)
with total employees of 50 but not more than 199, excluding fixed assets’ (Ogunyomi and Bruning,
2016).
In Nigeria, the main regulatory bodies that govern the activities of SMEs are the Small and Medium
Enterprise Development Agency of Nigeria (SMEDAN) and the Nigeria National Council on Industry.
These regulatory organisations define SMEs according to the number of employees the organisation
employees – between 10 and 300 (Ebitu et al., 2016; Nwekeaku and Ossai, 2019). For this study, an
SME in Nigeria is considered as a small business with 1–99 employees and with a maximum of 1.5
million naira in assets and a maximum of 500 million naira in income (Ebitu et al., 2016).
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2.7.3 The Unique Characteristics of an SME
Considering the many studies that have explored and examined PMSs among SMEs, it is reasonable to
suggest that implementing a PMS in an SME may be challenging. This is because most PMSs do not
consider the key differences between SMEs in different regions. This has therefore led to the poor
implementation of performance management practices among SMEs (Urbano and Yordanova, 2008;
Abor and Quartey, 2010; Bititci et al., 2011; Rowland-Jones, 2013; Taiwo et al., 2016; Na-Nan et al.,
2017). The fundamental point made by most of these studies is that, despite the various support, ideas,
and models that are available for implementing PMSs among SMEs, its effectiveness is still low;
however, identifying a strategic approach for SMEs is particularly important (Na-Nan et al., 2018).
(Decremer et al., 2013), pointed out SMEs and performance management have failed to consider the
size and nature of SMEs. Nevertheless, performance management in the SME context needs in-depth
analysis. As a result, the points below are taken from the literature to be the major features of SMEs that
inhibit the effective implementation of PMSs:
2.7.3.1

Tacit Learning

SMEs mostly acquire their knowledge through practice, often described as tacit knowledge (Na-Nan,
2016). A study conducted by Ghatak (2010) revealed that SMEs’ knowledge is acquired through
learning from other SMEs. But even though it is known that tacit knowledge is prevalent among SMEs,
a limited number of new studies have highlighted the significance of knowledge distribution clearly in
support of good communications between customers and organisations (Ghatak, 2010). Despite several
studies reviewing the problems of advancing from tacit knowledge to explicit knowledge (Sousa and
Aspinwall, 2010; Tsai, 2010; Ates et al., 2013), Importantly, the need for adopting procedures to reduce
tacit learning through encouraging sharing of learning across all management roles or activities to
improve competitiveness and cost-effectiveness is essential.
2.7.3.2

Short-Term Orientations

SMEs operate reactively due to their poor and informal levels of strategic planning and methods of
policymaking (Sousa and Aspinwall, 2010, Tsai, 2010, Ates et al., 2013). This short-term orientation,
combined with a lack of good or committed resources, creates a challenge for SME managers and
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owners, as they always grapple with multiple long-term and short-term priorities. Although the good
intention may be to spend sufficient time dealing with strategic long-term plans, it may slip easily from
one’s mind when urgent daily operational problems and customers’ needs also arise (Sousa and
Aspinwall, 2010; Tsai, 2010). SMEs devote more attention to short-term immediate needs, while longterm needs may not be met or slip into the next day’s to-do list (Tsai, 2010).
2.7.3.3

Poor Management Expertise

Several studies have emphasised that SMEs spend little on T&D compared to larger firms (Garengo et
al., 2005; Tsai, 2010; Ates and Bititci, 2011; Bititci et al., 2011). This negatively affects their
management practices, making the individual entrepreneur’s expertise limited. It also negatively affects
the expertise of the employees. In most cases, SME managers handle multiple tasks and undertake
various roles. This implies that individual entrepreneurs are also primarily in control of operational and
strategic roles. Nonetheless, they normally do not have heterogeneous skills and the expected time,
which is why they often manage problems or concerns (Tsai, 2010). Thus, the individual entrepreneur
hardly grows their business above the level at which they can maintain personal control (Tsai, 2010).
This lack of managerial skills has hindered their business expansion and perhaps may be responsible for
most businesses’ small-scale business failure (Ghatak, 2010). Existing studies have highlighted that
SMEs’ managerial development is understood as responsible for improving managers’ skills rather than
developing business competencies (Ghatak, 2010).
2.7.3.4

Limited Resources

The term ‘resources’ here includes time, financial, and human resources. Frequently, SMEs face
financial challenges, payment issues, and a scarcity of necessary skills (Ghatak, 2010; Tsai, 2010;
Garengo and Biazzo, 2012). Often, SMEs lack adequate assets for scanning the business surroundings,
testing products and services, and carrying out market research. This scarcity in resources is responsible
for a lack of competencies in SMEs concerning external orientation (Garengo and Biazzo, 2012). The
level of resources required for the development of a managerial system and practices is more
burdensome or difficult for SMEs than it is for large organisations. SME managers hold multiple
positions at the same time (Bryson and Forth, 2016). That is, small business owners are known to be at
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the forefront of managerial and operational duties, and they often pay less attention to managerial
actions. Employees are found engaging in managerial functions daily and have limited time for extra
work such as adopting an appropriate managerial strategy planning or system (Bryson and Forth, 2016).
2.7.3.5

Looking for Flexibility or Informal Management Structure

Reactiveness, flexibility, risk-taking, and opportunity formation are common features of SMEs (Bryson
and Forth, 2016). This phenomenon is associated with SMEs not having informal practices or plans. In
the case of larger firms, it is a known tradition to organise or plan and have a formal process for
managing operations and managerial responsibilities. On the other hand, SMEs use informal
management practices and decision-making processes (Bryson and Forth, 2016). This form of behaviour
by SMEs can be viewed positively as flexibility. However, organised knowledge creates problems when
seeking to transfer knowledge quickly in SMEs, specifically if the employee turnover is high.
2.7.3.6

Entrepreneurship Orientation

SME owner-managers may have worthy personal networks for collecting information (Bryson and
Forth, 2016); however, this orientation often does not result in owner-managers seeing the necessity for
a well-structured managerial arrangement (Tsai, 2010). Most SMEs owner-managers see their
businesses as an extension of egoistic behaviour, and this influences the ways in which decisions are
made in order to maintain such a lifestyle (Tsai, 2010). However, this entrepreneurial spirit should be
considered a positive attribute (Tsai, 2010; Ates et al., 2013). Moreover, research on the differences in
the managerial systems used by SME owners found individual entrepreneur management style to be an
inspiration for engagement, opportunity scouting, awareness development, process improvement, and
organisational learning (Tsai, 2010).
2.7.3.7

Control-and-Command Culture

Success in SMEs is not necessarily associated with individual employee effort; instead, usually, all the
credit is given to the owner-manager. Most SMEs are micromanaged by owner-managers giving orders
and dominating daily business activities, as these controlling managers mostly practice a command-andcontrol style (Bititci et al., 2011; Ates et al., 2013)
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2.8 Empirical Context
At the beginning of the 1950s, South-West Nigeria was known as a major administrative unit of Nigeria.
This remained the status quo before the time Nigeria gained independence, when Lagos Island was
carved out of the different states as the capital of Nigeria. In 1967, the entire Lagos state became the
federal capital territory. About ten years later, the South-West states were subdivided into three: Oyo,
Ogun, and Ondo. Oyo state was further divided into two. Osun state was created, and Ondo was divided
into two to create Ekiti state five years later in 1996. The district is now made up of nine states across
three geopolitical zones: Lagos, Ogun, Oyo, Ekiti, Kwara, Delta, Ondo, Osun, and Edo (Okome, 2013).

2.8.1 History of Western Nigeria
Western Nigeria has always been primarily occupied by the Yoruba ethnic group, with several other
tribes and languages now living side-by-side with them. Western Nigeria is one of the most urban and
most populous regions in the country – indeed, it is the second largest – with people of various
ethnicities. Western Nigeria population forms an estimated 21 per cent of the overall Nigeria population
(Stelter, 2018). Historically, the Oba, or king, is the traditional head of Yoruba land. As such, they
oversee numerous cultural activities. Western states are surrounded by neighbouring countries, such as
Togo and the Benin Republic. They practice Islam and Christianity, while a few still practice traditional
ancestral beliefs (Abor and Quartey, 2010).
Ile Ife, which thrived between the 11th and 15th centuries, is known as a major power in the timber
business in Western Nigeria. At that time, one of the main features of Yoruba culture was a monarchical
system of governance. The Yoruba tribe also worshipped some python gods divinely aligned with a
deity called ‘Ifa’ – known far and wide, but with numerous local disparities (Stelter, 2018). Ile Ife is
recognised for its potsherd pavements and innovation and creativity in art terracotta and bronze – in
particular, innovation in numerous bronze symbols (Stelter, 2018). Ile Ife has impacted the nearby states.
This is evident from the fact that all the Yoruba states’ monarchies can be traced back to Ife, which
historically serves as the source of Yoruba history. As a result, other neighbouring community draw on
the experience of Ile Ife when designing their traditional festivals (Stelter, 2018).
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Oyo, established in the 14th century and situated in the grassland to the north of the forestry,
progressively succeeded the old Ife Kingdom after more than an era of crisis with Nupe and Borgu.
Oyo state is known as an emporium for materials such as rock, copper, leather, textiles, horses, and
goods from the north, as well as products such as parrot, cowries, kola, and indigo from the south. This
helped the state to build up a cavalry force by the 17th century, which was controlled by people in the
Western part of Yorubaland to the south. Oyo faced the challenge of infiltrations of tsetse flies, which
negatively affected the kingdom’s ability to use its horses (Stelter, 2018).
When the Portuguese arrived in the Benin kingdom in the 15th century, they met the monarchy ruling
the kingdom. They agreed that the chief was responsible for managing and governing the kingdom that
was expanding in all directions. At some point, Benin controlled not only the Edo-speaking settlement
to the south and north but also the eastern area of Niger and the coastline area of the area now known as
Lagos. For this reason, the Edo kingdom used to have a substantial influence on eastern Yorubaland and
helped in maintaining the business exchange with Oyo (Stelter, 2018)

2.9 South-Western Nigeria People and Their Culture
The Yoruba people are known to be skilful and creative craftsmen among Nigerian tribes. The region is
rich in culture and traditions, which differentiate men from women within the community. Many Yoruba
men are farmers who harvest millet, maize, yam, peanuts, peas, plantains, and beans. Cocoa is the main
cash crop. Other Yoruba men are craftsmen or traders. Women do undertake minor farm activities and
other small-scale business in the market. The women’s status lies in the position they hold within the
marketplace rather than being according to their position by marriage. Women in Yorubaland also
participate in basket-weaving, cotton-spinning, and fabric-dyeing (Stelter, 2018). The Yoruba people
engage in trades such as weaving, glassmaking, blacksmithing, wood carving, ivory casting and
leatherworking (Stelter, 2018). Innovations in bronze-casting have accorded the Yoruba ethnicity
technical excellence compared to their counterparts in Western Africa between the 13th and 14th
centuries.
The Yoruba tribe has a common culture, tradition, and language (Stelter, 2018). Over time, the Yoruba
settlement has become the most urbanised ethnic group after the colonial era, with several kingdoms of
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numerous sizes governed by an Oba/king (Stelter, 2018). The small town turned into what is now known
as a region of present-day cities that are heavily populated, like Ibadan, Lagos, Oyo, Ilorin, Ijebu-Ode,
Ile-Ife, and Ikare Ekiti.
There are several political and social groups among the Yoruba, but the groups have common basic
attributes. Succession and inheritance depend on patrilineal ancestral heritage. Some cultural
prohibitions exist restricting certain areas of the inherited lands for religious service (Stelter, 2018). The
The Yoruba tribe has different sub-groups, such as the Esusu, whose members engage in the contribution
of a fixed amount of money through which loans are given to members in need. Another such group is
the Egbe, a male entertainment association, and the Aro, a communal support association of farmers
(Stelter, 2018). Traditionally, the Yoruba tribe practices different religions, whereby its people worship
a higher creator and over 400 smaller spirits and gods, many of which are connected to their priests and
cults. However, many of the Yoruba tribe are now Muslims and Christians. In addition, the Yoruba
language has wide-ranging literature – comprises poetry, proverbs, myths, and short stories.
Based on the mixed cultural development heritage, there is proof of established enormous development
in the region, which is linked to the advent of British colonialism.
Having provided a definition of SMEs in Nigeria and a brief background of Western Nigeria, it is now
essential to delve deeper and consider the state of SMEs globally in comparison to those in the Nigerian
economy, as summarised in Table 1 below.
Table 1 Global Definitions of an SME
Country

(1)

(2)

(3)

Medium-Size

Small-Size
Enterprise

Micro-Size
Enterprise

Headcount

Headcount

100–199
Employees

50–99
employees

20–45
employees

200–2000

<200

Enterprise
Headcount
Nigeria
2009)
Asia

(CBN

Annual income

Naira 50–Naira 500 million
20–200 million yen

Differs from industries-to-industries SMEs 1-2000
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EU

<250

<50

<19

< or – 50 million euro – 1
< or – 20 million euro – 2
< or – 2 million euro – 3

UK

<250

<50

<10

< or – £450 million –1
< or - £420 million –2
< or - £ 1.222 million – 3

US

<250

<50

<10

< or - $50 million – 1
< or - $12 million – 2
< or - $ 3 million – 3

2.10 Nigeria’s Economic Development and SMEs
Evidence from numerous studies has shown the exceptional contribution of SMEs towards economic
development in Nigeria (National Bureau of Statistics [NBS], 2019). In the same vein, SMEs also
provide opportunities for indigenous entrepreneurs and are the foundation of the nation’s economic
growth, creating employment for more than 50 per cent of the Nigerian population (NBS, 2019;
Nwekeaku and Ossai, 2019).
Nigerian SMEs existed long before Nigeria became an independent state. This is because SMEs were
viewed as a tool of growing the state and economy, with mindful efforts in this regard introduced in
1970 in the form of national development programmes (Eniola and Ektebang, 2014; Eniola and
Entebang, 2015). Improving on the existing framework will further help SMEs in Nigeria to be selfsufficient in job creation, industrialisation, and HRM through well-designed HR practices (Eniola and
Entebang, 2015). For instance, in the empirical context of this study (Nigeria), SMEs contributed close
to 70 per cent of Nigeria’s industrial employment and 50 per cent to GDP based on empirical evidence
(Taiwo et al., 2016). In addition, SMEs provide about 45 per cent of full-time jobs and generate income
for close to 50 per cent of rural households (Eniola and Ektebang, 2014; Taiwo et al., 2016). Considering
the huge contribution of SMEs to the country’s economic development, every new government also
contributes to the sector in the form of financial assistance. Governments have also launched different
programmes for the sustainability of SMEs, such as the Small & Medium Industrial Equity Investment
Scheme (SMIEIS) and the Small and Medium Enterprise Development Agency of Nigeria (SMEDAN).
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Additionally, at the international level, additional foreign aid has been provided to support the sector
(Eniola and Ektebang, 2014; Ogunyomi and Bruning, 2016; Taiwo et al., 2016).
Although the government has introduced several programmes to support SMEs, their efforts have not
produced any significant outcome, as most of them struggle to survive while some cease to operate
within a few years of establishment (Taiwo et al., 2016). For instance, it is recorded that over 17 million
SMEs in 2011 created employment for over 34.41 million Nigerians, but this was reduced drastically to
19.45 million due to SME failures, and, as result, the unemployment rate increased dramatically in this
period (Eniola and Ektebang, 2014; Taiwo et al., 2016). In addition to SMEs’ contribution to economic
development in Nigeria, as detailed above, SMEDAN and the NBS found that, in 2013, there were
around 37 million SMEs in Nigeria, and they created employment for around 59 million people
(approximately 84 per cent of the Nigerian labour force), contributed to the GDP in nominal terms of
48.47 per cent of Nigerians, and exported around 7.27 per cent of the country’s total exports (Taiwo et
al., 2016). Therefore, over 37 million SMEs in Nigeria created jobs for over 90 per cent of the populace.
However, the effectiveness of SMEs for overall development in Nigeria compared to other developing
nations has been poor over the years due to structural constraints.
In addition, besides SMEs being agents of nations’ development (Eniola and Entebang, 2015), SMEs
experience positive government interventions, such as investment programmes, business protection,
financial laws in their favour, and other institutional measures to boost nations’ development (Volery
and Mazzarol, 2015). On a final note, the importance of SMEs in Nigeria’s economy cannot be
overemphasised, particularly in terms of creating employment opportunities and income creation.

2.11 The Usefulness of PMSs for SMEs
The field of study focusing on PMSs dates to the 1980s and has grown since then. Such studies provide
significant insight into effective systems and practices relevant for supporting employees’ needs (Neely
et al., 1995; Neely, 1998, 2005). In the beginning of this time, PMS was referred to as a performance
measure, which has transformed into what is now known as performance management (Neely, 2005).
Nevertheless, PMS theory has been confronted with some criticism due to its complexity and cost, which
makes PMS mostly suitable for larger MNCs. Financial and other measures were not stable or
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sufficiently well implemented so as to support organisational vision, both in small and large firms
(Bititci et al 2011; Franco-Santos et al., 2007). This challenge resulted in developing various
performance measures/models in support of performance management in bigger firms (Franco-Santos
et al., 2007).
Recent studies have suggested the reform of management culture through good business reasoning (Ates
et al., 2013; Franco-Santos., 2007). This is because large and small firms are incomparable in terms of
evolution, uncertainty, innovation, and resources. Furthermore, the extant literature has revealed several
underlying problems confronting small business environments in which SMEs operate, such as
inadequate financial and human resources, a dominating culture, and an undue application of the tacit
knowledge acquisition method (Ates et al., 2013). This internal inconsistency of SMEs negatively
affects a business’s achievement of its vision and objectives. Thus, the PMS should support SMEs in
developing a mechanism for dealing with individual employees and other HR activities (for example,
T&D, recruitment and selection, and employee engagement) (Bititci et al., 2011). Thus, some positive
development has been documented in support of PMS implementation among SMEs, specifically among
manufacturing SMEs (St‐Pierre and Raymond, 2004; Thakkar et al., 2008; Bayraktar et al., 2009; Ates
et al., 2013; Bayo‐Moriones et al., 2013). This transformation creates an encouraging environment for
the implementation of PMS by SMEs, including:
•

the partway for success and greater height,

•

the development of a competitive business environment,

•

the technique for continuous improvement and quality perception, and

•

technological and innovative advancement.

Developing a competitive business environment helps organisations succeed and aspire to greater
heights (Bayo-Moriones et al., 2013; Thakkar et al., 2008). Consequently, Bititci et al. (2011) argue that,
if PMS is not completely built on financial goals, SMEs may perform majority of their responsibility in
support of development, reducing the quality of innovations, and standards among SMEs. As a result,
SME owner-managers may set their standards to a level that is below that which is required by formal
business standards. Thus, it may be deduced that PMS can enhance productivity and improve decision35

making processes among SMEs (Garengo and Bititci, 2007). Continuous improvement can be enhanced
by means of performance management through the eradication of poor or improper planning and the
identification of gaps between performance objectives and existing performance. In addition, it can aid
in setting future objectives and drawing a plan for improving areas that have been identified as requiring
improvement (Smith and Smith, 2007).

2.11.1 Factors Affecting SMEs’ Performance Management Practices
Implementing performance management among SMEs could be difficult considering the unique
characteristics of SMEs outlined above (Bititci et al., 2006 2011; Smith and Smith, 2007; Garengo and
Biazzo, 2012). In addition, the scale of this problem varies according to the size of an organisation and
the according to the quality of the existing PMS implementation process, which requires an improved
management culture (Bititci et al., 2006).
Ates et al. (2013) stress that a sustainable PMS among SMEs (involving all the planning,
implementation, evaluation, and review) should have a improvement that will represent its worth
compared to large firms through proper implementation (Garengo et al., 2005). Nonetheless, SMEs’
starts with the implementation process itself. Thus, PMS implementation programmes must be
developed effectively in order for it to result in any feasible or practicable changes (Ates et al., 2013).
The following section outlines the most important issues that adversely affect SMEs’ performance.
Most SMEs concentrate on daily business operations; thus, some do not have enough resources to
execute comprehensive performance measures (Ates et al., 2013). Collecting information confidentially
by SMEs can be complex, and the information that is available is mostly historical data and the
genuineness of such information may be difficult to prove. For example, gathering information about
the financial status of an SME is not usually easy (Taiwo et al., 2016).
Measuring variables like profit level and ensuring continuous existence requires a longitudinal sampling
method, which may not be suitable for SMEs (Taiwo et al., 2016).
The educational level of SME owner-managers only aids or drives success in operations management.
For example, most of the owner-managers from developing nations cannot communicate in English,
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which may hinder their operations at the international level (Smith and Smith, 2007). SMEs are mostly
owned and controlled by their founders, who often draw on the business’s resources for personal use. In
addition, skills and talent in SMEs require change, but SMEs are so embedded in their culture that they
seem to resist change.
Additionally, SMEs’ informal management practice, poorly implemented strategies often harm PMS in
SMEs (Smith and Smith, 2007). Nigerian SMEs contribute over 50 per cent employement in the country,
with many people creating jobs for themselves. The fundamental limitations of SMEs are considered to
be due to inadequate financial incentives for SME owner-managers. Bankruptcies of any kind also limit
stakeholders, as there is usually no backup plan. This may also result in joblessness, which further harms
the economy. A decrease in GDP and revenue may lead to a decline in citizens’ living standards
(Pulakos, 2004).

2.11.2 The Human Factors Affecting PMSs in SMEs
Many scholars have stated that certain SMEs’ characteristics adversely affect their performance due to
improper usage of PMS (Ates et al., 2013).
Consequently, these hindrances are attributed to the following factors.
Misconceptions of PMS: Some scholars (Bourne et al., 2013) suggest that the owner-managers’ view
of PMS negatively affects the successful implementation of a PMS. They suggest that owner-managers
do not place significant importance on PMS when considering results for their organisations. SMEs see
the systems as inflexible and involving too much bureaucracy (Bourne et al., 2013).
Inadequate Human Resources: SMEs lack human resources. Most employees in SMEs do not have
job specifications and are found operating at all levels, above and beyond the day-to-day operations.
Other activities are ignored due to some invisible business needs (Bourne et al., 2013).
Inappropriate Technically Developed Performance Indicators: For proper performance
management evaluation, the implementation of KPIs to directly impact business targets and provide
expected outcomes is expected. A firm needs to have good KPIs to help it focus on the goals that have
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been set for employees and to provide adequate data that will help employees and employers (Bourne
et al., 2013). This denotes a drift between strategic business intentions and vision.
Performance Appraisal Is Erroneously Considered a Simple Technique: Due to the ownermanagers inexperience, employees may not see the importance of a PMS. They may consider PMS as a
simple process and may not provide full cooperation thereto. Most workforces tend to see performance
appraisal processes as worthless as most employers also fail to educate them on the importance of the
process to ensure that employees’ skills, behaviours, and responsibilities are improved. Thus, several
issues around PM result in significant changes, and as a result, employees lack sufficient understanding
of the concept and fail to acclimatise to business development (Agburu et al., 2017).
Inadequate Training: There are two main problems with training. Firstly, SMEs’ inability to give
adequate incentives to their employees to motivate them so they can concentrate on achieving the results
of performance management. The essence of appraisal in a PMS is to reflect on the workforce’s efforts
and insufficiency to an expected level and to suggest appropriate goals. Therefore, due to inadequate
training, improving performance and achieving success are unlikely. Secondly, SMEs do not often
provide satisfactory training in performance management. Thus, it is difficult for employees to take
performance management seriously.
Finally, as stated previously, even though SMEs’ resources are limited and SMEs have unique features
that may serve as a hindrance to a successful PMS, there is a need for a suitable framework to meet
SMEs requirements. HRM is important for small businesses to continue to exist; thus, employees’
commitment during and after the PMS’s implementation is vital (Ajayi, 2016). Provision of training for
employees on PMS in order to develop the knowledge required to respond to business needs is essential.
Furthermore, the development of PMSs among SMEs requires good strategic plans and solid attention
in other areas (such as operations). These factors vary between SMEs and larger firms, supporting the
need for further investigation (Garengo and Biazzo, 2012).

2.11.3 Necessary PMSs for SMEs
Before exploring any PMSs used by SMEs, it is important to understand the practices that are relevant
to SMEs. This is done by categorising a list of the relevant characteristics of PMS that SMEs can explore
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and evaluate in managing performance (Buchner, 2007). SMEs have also outlined some features that
differentiate them from bigger firms (Buchner, 2007). This suggests that SMEs’ PMSs and tools are
different to those used by larger firms. Thus, PMSs need to be adaptable to SMEs’ characteristics and
requirements (Biron et al., 2011, Bryson and White, 2019). The PMS technique necessary for SMEs is
itemised and categorised according to the following three groups (Ates et al., 2013; Bryson and White,
2019).
PMSs in SMEs must have the following fundamental features:
•

They must be simple and plain,

•

Strategy must be derived from the vision,

•

Operations should be linked to strategic objectives,

•

PMSs must clearly define their purposes,

•

They must be easily applicable and easy to maintain,

•

They must support continuous improvement,

•

PMSs must allow for easy gathering and offering of the expected feedback,

•

They should support integration,

•

Data sources and formulae should be categorised, and

•

Current PMSs and plans should be monitored.

In general, PMSs for SMEs must also involve the following elements (Bryson and White, 2019):
•

The PMSs must involve all stakeholders,

•

They must be balanced (financial/non-financial and internal/external),

•

A PMS must align with the organisation’s strategy,

•

PMSs must be easy to execute, run, and use,

•

They must be linked to appropriate incentives (reward systems),

•

PMSs must be flexible, easy to change, and sustainable,

•

They must be compatible with the ICT system,

•

They must allow for long- and short-term commitments,
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•

PMSs must aid the existing ICT infrastructure, and

•

PMSs must foster the sharing of information and communication.

Likewise, PMSs must also involve the following fundamental elements:
•

frequent setting of targets,

•

consistent evaluation of the existing PMS, and

•

organisational commitment.

Nevertheless, the limited resources available to an SME make the performance results difficult to collect.

2.11.4 Elements of the Performance Management Process and Indicators in
SMEs
Academics (Garengo and Biazzo; 2007; 2012; Smith and Smith, 2007; Moran et al., 2012) have laid out
the various performance management processes of SMEs. The findings of Smith and Smith (2007) to
highlight the key elements of the performance management process with clear references made to SMEs.
The performance elements captured by the review of Ates et al. (2013) have contributed to the
motivation for this research, which highlights the elements of performance management for SMEs.
Strategic Alliance for Ensuring the Successful Implementation of a PMS: A PMS should be
designed and implemented in line with an organisation’s strategies to ensure that the PMS reflects the
organisation’s objectives (Smith and Smith, 2007). An inadequate alliance between business strategy
and a PMS for SMEs has been identified as a hindrance to accomplishing the expected outcomes
(Bourne et al., 2013; Smith and Smith, 2007; Taticchi et al., 2010). As detailed by Bourne et al. (2013),
the failure of HRM to meet business objectives is due to a lack of an aligned strategy. The alliance
between strategy and performance management is particularly important for SMEs. Informal strategies
among SMEs could render the successful implementation of a PMS almost impossible. In designing a
PMS for SMEs, the first step should be a clear strategy, with a focus on relevant features of the
organisation’s operations (Smith and Smith, 2007).
Stakeholder Focus: In the past three decades, stakeholder focus in PMSs has increased tremendously.
At the early stage of the PMS process, many PMSs pay particular attention to stakeholders’ needs rather
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than establishing a business strategy (Bourne et al., 2013). This is why some performance models, such
as the performance prism, emphasise the importance of a stakeholder focus (Smith and Smith, 2007). In
addition, the relevant literature has suggested that SMEs that focus on stakeholders perform well in
terms of the quality of the information they collect (Ates et al., 2013). Furthermore, the process of
identifying stakeholders in SMEs must be clear and simple as SMEs still struggle to survive, and
considering the range of SMEs can be difficult for SMEs (Smith and Smith, 2007).
Balance: The need for balance in PMSs for SMEs refers to balancing monetary and non-monetary
issues. Bourne et al. (2013) and Smith and Smith (2007) suggest that PMSs can have financial biding
notwithstanding their external or internal orientation and monetary or non-monetary orientation.
Striking a balance is important for SMEs. Since PMSs have financial and operational aspects, delivery
decisions, and quality management, they require strategic alignment in order to reinforce the decisionmaking process. In order to achieve this goal, a balanced PMS is required (Smith and Smith, 2007).
Dynamic Adaptability: A PMS should include a system for revising measures and goals to make it
easily adaptable to any change, in external and internal settings, and to allow for analysis of the business
with the goal of continuous improvement (Taticchi et al., 2010).
Process Orientations: Existing studies have suggested that business process performance directly
influences shareholder fulfilment (Taticchi et al., 2010; Decremer et al., 2013). Operational challenges
may hinder the introduction of PMSs in organisations. Thus, as PMSs focus on process, the ways in
which stakeholders view the process is important for the successful implementation of a PMS. FrancoSantos et al. (2007) reveal that SMEs’ inability to deliver expected outputs to stakeholders may be due
to a lack of coordination between functions and organisations. Therefore, firms need to reassess their
PMSs and substitute their functional performance techniques with process-related techniques (FrancoSantos et al., 2007). Implementing process-oriented PMSs could aid SMEs in demonstrating a good
business process by reviewing insufficiencies in functional business and encouraging the use of a PMS
as a major instrument in decision-making (Smith and Smith, 2007).
Simple and Clear: The objectives, methods, and measurements of PMSs for SMEs must be clear and
must be used to process evidence for SMEs.
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Causal Relationship: The outcomes and elements measured should guarantee a causative bond among
the concerned parties in the performance management process in order to aid control and communication
(Smith and Smith, 2007).
In summary, although some of the elements mentioned above seem right for SMEs, it is still necessary
to ensure which may be of particular use for PMSs in SMEs and to monitor them carefully in terms of
their effectiveness, suitability, and comprehensiveness. The following section will investigate the
theoretical underpinnings of PMSs for SMEs.

2.11.5 Performance Management Models and Theoretical Methods among
SMEs
One important function of performance management is to pilot the projects of SMEs in order to achieve
maximum competitiveness and improve decision-making in an uncertain business environment. This is
the reason why designing a good PMS to support SMEs is vital, and there is evidence to support this
assertion (Song and An, 2013; Bianchi et al., 2015).
According to Taticchi et al. (2010), developing a PMS framework for SMEs often results in a mixed
positions, with a great deal of misconception regarding performance measurement and management and
how the terms are used interchangeably. They add that the performance measurement model for SMEs
does not portray the correct attribute for moving from measurement to management. In addition, it is
important to state that research on developing an integrated performance management model appears to
have ceased between 2001–2002 in support of research on more precise issues (Taticchi et al., 2010). It
is not surprising that a decade of research developing different conceptual and theoretical frameworks
has not resulted in a suitable framework that may be generally agreed upon (Taticchi et al., 2010).

2.11.6 Analysis of Current PMS Frameworks among SMEs
The above categorisation provides some insight into existing performance management research. This
section will raise concerns regarding the performance management outlined above, which forms the
basis for the proposed framework.
Firstly, performance management research is diffused – an evolution in progress. Reflecting on earlier
research, the pioneers in this research area played a prominent role in defining the existing performance
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management analytical protocols; nevertheless, recent studies have contributed immensely to the
development of the concept (Ates and Bititci, 2011; Ates et al., 2013).
Secondly, the efficiency of performance management frameworks today has attracted more scholarly
attention in terms of trying to understand the drivers and logic that enable a business to effectively
manage business performance through performance management. The key objectives involve
identifying the ways in which data and evidence can transmit value. All this implies that performance
management scholars are examining how organisations can achieve their objectives through
performance management.
To improve the efficiency of the performance management frameworks, which is very important for
SMEs, a relevant environment for the effective use of performance management frameworks must be
provided within organisations. This means creating a business with the advanced technology required
to extract, collect, and analyse data that is relevant to the business. Furthermore, the ideology of the
performance management framework also needs to be improved. Performance management processes
should allow organisations to recognise the connections between the processes related to their operations
in such a way that performance management can add value by fulfilling the ‘knowing-doing gap’. This
is because knowledge is useless if it is not being exploited to add value. The knowing-doing gap shows
the difficulty associated with the interpretation of information in firms to bring about good performance
management. This problem is not initiated by the impracticability of the framework in discovering the
correct KPIs to set for observing business processes. Rather, it relies on the rare understanding of the
cause-effect connection and the values on which the KPIs are built. Accomplished maps and strategy
map tactics and the logic on which the PMS framework is built have added to the understanding of the
guiding principles for successfully dealing with the knowing-doing gap issue. Nevertheless, the effort
made to understand the value chain cause-effect relationship in various types of organisations and the
application of the framework within operational ICT tools is usually problematic. The same is true in
the field of performance management study (Taticchi et al., 2010).
Performance management studies focusing on SMEs reveal the perspectives of practitioners and
scholars regarding SMEs. The scenario linked to the performance management framework adopted
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looks different as characterised by the smallest proportion of assumption. Motivations linked to the
ineffective use of PMSs by SMEs can be attributed to intrinsic factors, organisation type, and the
appropriateness of the PMS. The first challenge is that the existing framework does not account for
cultural issues that may affect the performance management of SMEs. From a management perspective,
there are issues such as a lack of understanding and the high costs associated with operating a PMS.
There is also the issue of the invasiveness of PMS, which may lead to a refusal to engage with it.
Consequently, a structural review geared towards encouraging PMS implementation is necessary. There
are also differences between SMEs and MNCs, which explains why PMSs developed for large
organisations cannot be amended for SMEs. Therefore, a tailor-made PMS is necessary for SMEs
(Taticchi et al., 2010) – a key justification for the current study.
The performance management models for SMEs that were analysed above establish a basis for future
research on PMSs. Nevertheless, developing a comprehensive model is necessary to drive prospective
study for the performance management of SMEs. To accomplish this objective, future research will play
a contributory role in developing relevant knowledge to enhance the study of performance management
among SMEs.

2.11.7 Performance Management Frameworks among SMEs – Gap Analysis
The existing performance management framework developed by scholars reached a similar conclusion:
that SMEs are struggling to apply it. The existing framework has been designed by considering the
nuances of a developed economy. The treatment of SMEs in this context has failed to consider the
unique nature of SMEs in developing countries (Ates, 2013; Na-Nan, 2017; Casas, 2019). Consequently,
this research proposes a theoretical model to address the issues by exploring different performance
management models to understand PMS in the Nigerian context.
According to Ates et al. (2013), Akpabot (2016), and Bourne et al. (2013), performance management
models that are more stable and serve as unified firm PMS needs encouragement. Ates et al. (2013)
highlight that the external and internal drivers needed to enhance financial and non-financial outcomes
are essential for enhancing quality among SMEs. As there is no generally accepted framework for
performance management, despite over two decades of SME and performance management research,
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this study intends to improve that situation by Ates et al (2013) through quality management draws on
relevant HR practices.
The abovementioned situation has resulted in conflicting opinions on PMS layout for SMEs. In addition,
some scholars have disputed the argument that the models created for bigger firms are inappropriate for
smaller businesses (considering the unique features of SMEs) (Ogunyomi and Bruning, 2016).
Furthermore, several authors have expressed various views about PMSs following the different
empirical contexts upon which their studies were framed. For this reason, there is a need to develop a
framework that will address the HR issues of PMS, taking into consideration the contextual issues that
are prevalent among SMEs.

2.11.8 The Conceptual Model Proposed for SMEs
Historically, various performance measurement models, such as Balance score card (BSC) and Prisms,
have been used as measures of performance indicators in SMEs. However, due to limited resources and
other structural issues, these models have been limited in terms of achieving the performance
management objectives for many SMEs (Taticchi et al., 2010). This challenge resulted in what Bianchi
et al. (2015) referred to as ‘designing dynamic PMSs to foster SME competitiveness according to a
sustainable development perspective: empirical evidence from a case study’. In addition, research by
Ates et al. (2013) resulted in the development of another framework for ‘the development of SME
managerial practice for effective performance management’. Both models attempted to consider the
uniqueness of SMEs but failed to explore the HR perspectives on PMSs. The models also failed to
consider the contextual operational issues facing SMEs.
Furthermore, a key finding from these PMS models suggests that the features of and theories on PMSs
have taken into consideration the fact that SMEs are not miniature versions of large firms. SMEs are
distinct from large firms in numerous ways, and so are their management systems. For instance, the
resources at their disposal are limited; thus, the management systems and choices of strategy of SMEs
are incomparable to larger firms (Ates et al, 2013). The essential drivers and results of performance,
which are determinants and enablers, need to be among the performance models targeted at SMEs. The
existing frameworks and theories should satisfy and meet the needs of all parties (internal and external)
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within the organisation. In addition, it has been emphasised (Ates and Bititci, 2011; Ates et al., 2013)
that the relationship between determinants and results is significant and relevant to the development of
a comprehensive PMS model.
These developments led Ates et al. (2013) to examine the features of SMEs that may hinder the PMS
issues that are being explored in this present study. Thus, the study is based on the PMS theory developed
by Ates et al. (2013) for SMEs to analyse the HR perspective relevant to performance management
practice among SMEs in Western Nigeria. The present study further contributes to the debate by
identifying the prevailing contextual issues that influence each stage of the performance management
model.
This study is necessary for examining the most important roles of SMEs in Nigerian economic growth.
Existing studies have suggested that SMEs’ financial constraints are a key characteristic that must be
considered in terms of the successful implementation of a PMS (Smith and Smith, 2007; Akpabot 2016;
Ajayi, 2016; Ebitu et al., 2016, Taiwo et al., 2016). According to Smith and Smith (2007), effective
financial support is a crucial enabler of economic growth. However, HR and contextual issues have not
been considered. Up to 50 per cent of employment opportunities in Nigeria are created by SMEs (NBS,
2019). Knowing the challenges faced by SMEs in Nigeria, it is important to develop a model that is
applicable to SMEs in the country and similar contexts, which will now be presented in the proposed
conceptual model.

2.12 The Proposed Conceptual Model for the Study
This subsection attempts to present a suitable and effective framework that is particular to the aspirations
and needs of SMEs and to allow SMEs to achieve their management objectives. The model was
developed by Ates et al. (2013) as a combination of the PMS and PDCA models. This framework
supports and guides businesses in achieving their performance objectives (Ates et al., 2013). The
assessments of performance management features in SMEs has some elements of TQM and PDCA to
ensure that the measure is appropriate for evaluating SMEs performance (Garengo and Biazzo, 2012;
Akpabot 2016; Ates et al., 2013). The framework considers the benefits associated with TQM in terms
of bringing about quality management in all phases of business enterprises. Other research (Sousa and
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Aspinwall, 2010; Garengo and Biazzo, 2012; Rowland-Jones, 2013; Na-Nan et al., 2017) has also
stressed the importance of TQM practices for SMEs. The adaptation and implementation of the PDCA
model linked with the PMS model provide a robust framework for managing performance in SMEs.
Historically, combining both models to bring about positive business outcomes can be traced back to
the study of Ates et al. (2013), and this approach will be used in this study. The framework serves as a
useful tool for achieving good business performance. It sets out the criteria for the quality of the
objectives of the business and aids in achieving those objectives. Thus, this study regards Ates et al.’s
(2013) model as suitable since it combines both the PMS and PDCA models and serves as a suitable
method for this research. Bourne et al. (2013) found that most performance management frameworks
fail to take a stable approach to performance management, especially concerning linking individual and
organisation-wide objectives.
Furthermore, Sousa and Aspinwall (2010) add that, regardless of where the PDCA model is applied, it
is suggested that TQM should be maintained for firm effectiveness. The issues related to strategic
management examined by upper management should be consistent. Similarly, because of this need,
SMEs have been pressured to improve the quality and services of their entire workforce and operations
in which TQM issues are relevant. The plan and execution stages should help SMEs to be clear about
the goals that are hoped to be actualised. According to Dr William Edward Deming, the founder of the
PDCA model, the framework is for businesses to improve quality and other strategic goals they have
set. It is therefore important to build on this framework in a different context and explore HR
perspectives thereon. Below is a diagram linking the two models that will be explored in this study.
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Figure 6 The PDCA and PIER Conceptual Framework Adopted in This Study

2.12.1 Contributions to the PDCA and PIER Conceptual Framework
By adopting the PDCA and PIER conceptual framework, this research takes an all-inclusive view of
examining the HR perspective in the combined performance management model. According to this
view, the factors that influence HR are examined at the macro, organisational, and individual levels. The
macro-level factors of HRM involve international and national factors and global societal factors, such
as national culture, the societal effect (Smiths and Meiksins, 1995), critical institutions (such as trade
unions), professional bodies, laws and regulations, dispute resolution systems, established sociocultural
traditions, inflation, mass immigration, and changes in the present global competitive business
environment of HRM (Budhwar, 2016).
The organisational level factors consist of variables and industry-level factors, including different
stakeholders, such as HR managers sector-specific unions, technological advancements, strategic
alliances, organisational policies, the status of HR, sector-specific standards, the availability of skills,
and benchmarks of particulars practices, such as problems associated with HR functions (Budhwar,
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2016). Micro-level factors include strategy-, organisational, and individual-level variables that affect
HRM practices and policies, such as the existence of an HR department; the ownership, size, nature,
and age of the firm; the nature of the internal labour market; and corporate strategy (Budhwar, 2016).
Cultural inheritance, social capital, personal support, social ranking, economic value, and competence
are also considered.
In general, considering the proposed framework for the study, the performance management process is
related to Deming’s circle of performance management, which involves four steps: plan, do, check, and
act. Plan is about decision-making – what must be done, and the process involved in getting that done.
Do involves the execution of the plan based on the plan that is already in place. Check involves
performance appraisals to ensure that implementation is proceeding according to the initial plan. Act
involves a review of the entire process, seeking to ascertain whether the proposed solution has been
effective (Na-Nan, 2016; Na-Nan et al., 2017, 2018). This theoretical framework is expanded to explore
the HR perspectives to consider the macro-, organisational, and individual-level contextual factors to
make the model suitable for evaluating effective performance management processes in Nigerian SMEs.

2.13 Culture and Its Influence on SMEs’ Performance
Management in Developing Countries
The theoretical framework developed could also be influenced by Nigerian cultural beliefs, which may
affect SMEs’ performance management from an HR perspective. According to (Ahiauzu ,1989), human
societal values are connected to individual character, and material circumstances may be linked to output
within the workplace. In other words, culture plays a key role in individual performance in the workplace
– directly or indirectly. Furthermore, human social relations lead production, and the process by which
this takes place differs according to individual character. These social relations, then, are referred to as
a mode of work in a business environment (Ahiauzu, 1989). Nigeria is not exempt from this mode of
operation, as various studies have described. The work environment in developing countries has seen
attempts to adopt international and contemporary business orientations that are alien to the characters
and personalities of the individuals involved (Ahiauzu, 1989; Onwumechili, 2009). Thus, the role of
culture in managing businesses in developed and developing nations cannot be overstated.

49

This study, therefore, intends to explore the extent of cultural or societal influence on SMEs’ PMSs in
Nigeria from an HR perspective based on the framework explained above. As culture is inevitable in
terms of organisation performance, it is therefore imperative to look at how it plays out for HRM and
SMEs. Although there is some research on the influence of culture on management, Ahiauzu (1984)
discussed cultural influence on organisational industrial relations by examining two cultures (Hausa and
Ibo) and Nigerian textile companies. Ogbonna and Harris (2000) studies gives substantial data on
correlation, which presumes the links between performance and leadership style in an organisation is
being reinforced by the existing culture within the workplace. Mordi et al. (2010) examined the impact
of the cultural values of female entrepreneurs in developing contexts like Nigeria. However, cultural
influence on the PMSs of SMEs from an HR perspective in developing countries has not been
sufficiently reviewed. Hence, the researcher finds this line of enquiry to be imperative and intends to
explore this aspect using (Hofstede 1983; 2006; 2011) cultural theory as the study’s lens. Furthermore,
much of the relevant research has been carried out in the context of comparative management, while
this study deviates by exploring some (Hofstede, 1980; 1984; 1982; 2001; 2010) cultural theory to
examine SMEs’ performance management practices in developing countries like Nigeria. According to
(Hofstede and Bond, 1984) and as pointed out by Ahiauzu (1984), cultural belief implies people with
collective ideologies, a common orientation that differs from other groups with the different ideologies.
Culture in this realm is difficult to alter as it has been embedded in the institution by this group with
similar common beliefs (Hofstede, 2003; 2011).

2.13.1 The PMSs Used by SMEs and Hofstede’s Cultural Theory in Relation to
Nigeria
The main aim of this study is to understand how (Hofstede, 2011), cultural theory might allow us to
understand how culture influences the process of performance management among SMEs in Nigeria.
This is essential because Nigeria is a multicultural society with diverse tribes and ethnicities. However,
it is important to note that this study is being carried out only concerning Western Nigeria, so a
comparative analysis will not be necessary. Rather, the goal is to explore how manufacturing SMEs’
cultural beliefs in Western Nigeria (Lagos, Ogun, and Oyo) influence their performance management
practice by considering Hofstede’s six-dimension framework (Hofstede, 2009; 2011).
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Figure 7 Nigeria’s Six-Dimension Cultural Framework (Source: Hofstede, 2011; Fajana, et al.
2011)

Power Distance: This implies a perception of power imbalance among an organisation’s stakeholders.
According to Hofstede, and as shown in Figure 7 above, Nigeria has a high-power distance culture, 80
per cent, and this reflects the Nigerian work environment (Mordi et al., 2010; Mordi, 2017). The means
work environment in Nigeria does not encourage flat management style whereby subordinate and top
management can work closely together. Nigerian cultural beliefs are rated high in power distance as
disparities among stakeholders are obvious, with the provision of some level of formal autonomy for
upper management in the workplace. Meanwhile, in a developed context, power distance between
stakeholders is at the bare minimum.
Masculinity vs Femininity: The various reflection for personal accomplishment among the genders
can also be referred to as the attribution of some success to a particular gender in a certain society
(Mordi, 2017). According to Hofstede, Nigerian society is known to be high in masculinity – 60 per cent
– and this is evident in interactions in the Nigerian workplace, as higher positions are given to males
while ignoring women’s potential. In a highly masculine society, authoritativeness and meritocracy are
the order of the day while performance is measured based on gender. On the other hand, a feminist
society, more pronounced in the management systems of developed nations, allow women opportunities
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based on their performance. In addition, in a feminist society, a high-performance level is not important
– equal rights and teamwork are (Mordi et al, 2017).
Individualism vs Collectivism: This concept refers to the struggle for what is beneficial to an individual
compares to the requirements of broader society (Mordi, 2010). Nigeria, in Hofstede’s point of view, is
a collectivist society that values family and community life, which is why it scores low (30 per cent) as
shown in Figure 7. A collectivist society relies on loyalty among its members as reflected in work
performance. Strong dependability is assigned to companies, teams, or sectors. An individualist society,
however, give room for the workforce to work on individual achievement, which may not be directly
connected to collective objectives.
Uncertainty Avoidance: This signifies the ways in which a certain society deals with risk management,
and, in Hofstede’s point of view, Nigeria’s uncertainty avoidance is high at 55 per cent. This is also
reflected in work performance as SMEs, for instance, implement rigid rules for their workforce, which
reduce employees’ creativity and control, which could benefit the relevant organisation. The reverse is
the case for countries that have a low level of uncertainty avoidance, which gives room for creativity
and allows for some level of employee autonomy (Mordi et al., 2010).
Long- vs Short-Term Orientation: This parameter considers the thinking pattern that a culture adopts.
A country with stronger long-term orientation is known to be a risk-taker, a creative thinker, modern,
and always aiming high. A short-term-oriented society is known to be conservative and avoids creative
thinking, as they see it as time-consuming and costly. Nigeria is low, at 13 per cent, with a long-term
orientation (Mordi, 2017).
Indulgence vs Restraint: Indulgence implies the level at which society agrees on meeting individual
wants and desires. In the context of the workplace, this implies meeting the needs of the workforce
without altering the goals and vision of the organisation; for instance, the provision of a conducive work
environment, distribution of free childcare vouchers, a fair allowance to cover transportation costs, and
flexible work options. The opposite applies to a society with restraint (Mordi et al., 2010). Nigeria,
according to Hofstede, measures 84 per cent in indulgence.

52

2.13.2 Organisational Culture
The term organisational culture i implies the design and agreed simple norms and traditions put together
by a group of people and adapted in the workplace (Mordi, 2016). Organisational culture, according to
Mordi (2016), is formed of three types: basic rules, artefacts, and common value. Basic rules include
relationships, problem-solving, and artefacts refers to lifestyles, our physical surroundings, how stories
are distributed, myths, and dress codes. Common values denote a business’s code of conduct, mission,
vision, and value statement. This group with common goals is mostly found among cultural, and diverse
cultural beliefs impact how it is being understood. Further to Mordi (2016) argument, Harris (2000)
adds that MNCs such as BP may have a complicated operating culture due to their operating in various
countries. Firms that attempt to detach from strategy are likely to fail as a business’s success lies in its
company strategy. Furthermore, upper management specialist Peter Drucker stated that ‘culture eats
strategy for breakfast’ (Mordi, 2017). Organisations require an appropriate alliance of culture and
business strategy in order to realise their objectives. Larger firms find organisational culture to be
thought-provoking, as they are mostly in between whether to standardised or localised (Harris, 2000).
This mostly occurs when a business attempts to converge its business values and culture in order to
explore establishing a subsidiary in another country or after a merger or acquisition. However, gender,
domestic, and social cultural issues are rooted deeper in the human brain than corporate culture is
obtained in the workplace (Kinbanja and Munene 2009; Mordi et al., 2010). For instance, a Nigerian
who works as a teacher and then resigns in order to work with BP or Mobil in Abuja is expected to
embrace the new working culture in Mobil while ignoring their past teaching job culture. In other to
buttress the analysis of organisational culture from a broader perspective, the subsequent section
investigates the general work culture in Nigeria.

2.13.3 Nigeria’s Work Culture
Work culture within Nigeria is influenced by social beliefs and communications. Society believes that
culture plays a key role within the work environment in Nigeria, especially its influence on
communications, space, and time (Na-nan, et al., 2018). This not only applies to only larger firms with
diverse cultures but also to smaller businesses, as its societal beliefs are reflected in the business’s
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relationship with co-workers or employees. According to Mordi et al. (2007), space, time, and
communication is key within the Nigerian workplace, and culture also plays a key role in firms’
communication – both in small and large firms. Nigeria, with its diverse culture of over 250 ethnic
groups, has been found to have language difficulties among employees in SMEs and with MNCs, where
people from different cultures meet and are still able to maintain their personality traits (Mordi, 2007).
However, many studies regarding culture in the workplace have paid more attention to international
culture while ignoring the national culture. That is a certain culture among employees within SMEs who
share the same nationality. Nigeria, with over 250 ethnic groups and three major languages, has
experienced culture clashes within the workplace.
Communication and cultural beliefs cannot be separated as far as work culture in Nigeria is considered
(Mordi, 2017). Views and principles are distributed through language in Nigeria as it is globally, and
this is the reason why Lutz (2017) sees language as vital to the heart of culture. Language is the means
by which national culture and personality are revealed. For instance, mostly in the Eastern part of the
country, where many work in importing goods from China, a lot of people try to learn Cantonese and
understand Chinese culture in order to ease business transactions, while the Chinese exporters, on the
other hand, also make an effort to understand the Igbo language in order to benefit both parties.
Knowledge of individual culture paves the way for certain acceptable social behaviour in new settings
– as no two cultures are alike. Perceives procedures during interactions with one another and response
devices should be synchronised in entire cultural and communications engagement.
Moreover, mode of dress is another manner of decoding individual culture in the Nigerian workplace.
Most corporate firms welcome traditional attire on Fridays as a means of celebrating cultural heritage.
This may be strange for international employees who find themselves in such a space. In addition, at
some official social functions in Nigeria, employees are found attending either wearing corporate attire
or traditional attire. Different cultural beliefs may also interfere with communications in the workplace.
According to Lutz (2017), regardless of firm size, diverse cultures in the workplace make
communications more provoking. He gives the example of how this can have an impact on time and the
ways in which the workforce replies to simple emails. For small businesses, this could affect the manner
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in which owner-managers relate to their employees. However, MNCs struggle with cross-cultural
integration in the workplace, as they are mostly left either to standardise or localise their modus operandi
while SMEs in Nigeria struggle with diversity management (Mordi, 2017).
Another study on work culture in Nigeria by Mordi (2017) considers the ideology or conception of time.
Views on time vary from culture to culture. In developed contexts, people are very conscious of time,
and in developing nations like Nigeria, people are less rigid with time. Perceptions of different cultures
regarding this issue may impact business relations and interfere with harmony in the work environment.
Nigerian people are known not to be mindful of the time, and this assumption led to the phrase, ‘African
time’. This implies that people most African countries like Nigeria are known to arrive late when it
comes to official gatherings or social functions, as they have their time planned differently to the time
given to them. For example, former Nigerian president Chief Olusegun Obasanjo left an event angrily
when the organisers failed to start on time – they started on ‘African time’. However, Babalola and
Aloka (2013) have argued against using the term ‘African time’ as it is now seen as odd and meaningless,
since there is no ideology supporting the notion. They further add that the monetary ideology developed
by Nigerians contradicts this ‘African time’ philosophy. Time is valuable to Nigerians. Therefore, the
phrase ‘African time’ is more like a social belief or entrenched idiom in Nigeria.
These ideas may, then, be linked to (Hall, 1976) monochronic and polychronic perceptions of culture.
Developing countries like Nigeria are found to be polychronic with time, as attention is not placed on
time management, punctuality, and deadlines, unlike monochronic nations like developed countries such
as Europe and North America, where good time management is encouraged. In the West, disruption of
time is unacceptable, and people are goal oriented and prompt.
Furthermore, space is another concept that may be influenced by culture. According to Mordi (2017),
individual space differs from one society to the next, and this may affect the way individuals live in any
particular society. Space in this context does not imply physical space but rather the societal rules that
guide people. For instance, different cultures have different greeting styles, and this is reflected in the
work environment. Some cultures greet with hugs, handshakes, kisses on the cheeks, kneeling (as it is
in Nigeria), or bowing down (as is done in Japan), and so on. When an employee moves from one
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country to another, they should be ready to adapt and learn the local greeting style to avoid a culture
shock or clash. An SME owner-manager who employs Muslims, for example, should be aware that
Muslim women do not shake hands with men, and likewise, a foreign manager operating in a place like
Nigeria should also be aware of such traditions because people’s personal space should be respected.
Likewise, Nigerian employees entering a European workplace should know that people are generally
addressed by their first name regardless of age, while people use surnames for addressing elders in
developing countries like Nigeria. This view is supported by Mordi (2017), who found that the issue of
addressing people by their first name or surname demonstrates the natural conflicts between co-workers
and upper management in an organisation. In Nigeria, rather than using the term ‘Mr’ to address an
owner, manager, or executive in the work environment, they replace the acronym with an official name,
such as faculty officer (FO), general manager (GM), managing director (MD), or human resources
manager (HRM).
Furthermore, another work culture that appears in the Nigerian workplace is communication style. The
communication style in the Nigerian workplace tends to be indirect, while in developed contexts like
Europe, it is more direct. For instance, an email sent by an American will not accommodate any
pleasantries. Rather, it will go straight to the point. The reverse will be the case if the same email is
coming from a Nigerian, who rather starts with some greetings before getting to the main point (Mordi,
2017). Likewise, feelings and emotions also come into play when an African manager is dealing with
an issue, as they will take caution not to be rude. Meanwhile, a European or American manager deals
with the issue appropriately and directly without any sentiment or emotions. There may be a clash in
communication style when these two cultures (direct and indirect) meet in the workplace, as a workforce
using a direct communication style (like in Europe) may see an indirect communication culture as too
informal. In addition, indirect communicators will see direct communicators as being insensitive to
others’ opinions and disrespectful to culture. In Nigeria, employees extend their communication style to
the workplace, as it is a sign of disrespect when a child makes eye contact with an adult while they are
being spoken to. Similarly, some employees do not make contact with their superiors when they are
being given directives, as it is seen as a sign of disrespect. Nigeria has a high context culture and is
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technologically underdeveloped compared to developed economies, like the US and Europe. Nigerians
prefer face-to-face communication to emails, phone calls, Skype, and so on, which are used in a low
context economy (Mordi, 2017). However, notwithstanding the diverse culture, individual employees
still coexist amicably in the workplace.
In conclusion, Hofstede’s (2010) six-dimension cultural model, which has helped both small and large
companies navigate their businesses over the years, is the most suitable model in this context that may
be used to explain the HRM perspective of SMEs’ performance management practices. These six
cultural dimensions, as explained above, are used in this study to address the performance management
of SMEs from an HR perspective. Existing studies like that of Ates et al. (2013) only address this issues
from a management perspective. This study, then, takes the concept a step further by adding Hofstede’s
cultural dimensions in its explanation of HRM perspectives on PMSs among SMEs in Nigeria.

2.14 An Overview of Nigerian Manufacturing SMEs
This subsection provides a brief history of the manufacturing industry and SMEs in Nigeria. The impact
of the manufacturing industry on Nigeria’s economy cannot be overemphasised. Most countries’
development can be traced to the strength of their manufacturing industry, and the same can be said of
the Nigerian economy. The Nigerian manufacturing industry brings in roughly 10 per cent of the overall
annual GDP, with millions of SMEs producing a variety of commodities, such as household goods,
consumer products, agriculture, health and beauty products, and vehicles (CBN, 2011; Adeoti, 2017).
Although the Nigerian manufacturing industry has faced numerous challenges due to inconsistencies in
government policies in Nigeria, the sector has continued to thrive. Before the discovery of oil, the
manufacturing sector, especially the agricultural sector, was the mainstay of the economy. This,
however, changed following the discovery of oil. The impact of the manufacturing industry on the
country’s GDP fluctuated over time to around 4.8 per cent of the GDP in 1960, 7.2 per cent thereof in
1970, 7.4 per cent in 1975, then it declined drastically to 5.4 per cent in 1980 and then experiences a
rapid rise to 10.7 per cent in 1985. In 1990, the sector’s contribution to the GDP declined to 8.1 per cent,
then 7.9 per cent in 1992, 6.7 per cent in 1995, and further to 6.3 per cent in 1997. The 20th century
experienced a drastic fall from 6.2 per cent in 2000 to 3.4 per cent in 2001, but there was an increase to
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4.16 per cent in 2011, which is lower than the sector’s contributions in the 1960s (CBN, 2011; Adeoti,
2017).
Notwithstanding the problems associated with economic growth encountered by the Nigerian
manufacturing industry, it has also experienced tremendous growth in recent years, which can be
attributed to SMEs’ contribution to the sector due to a government ban on imported goods. As stated by
Naira Metrics, a business intelligence company, the spaghetti manufacturing industry has recorded
massive achievements in recent years (Adeoti, 2017). Likewise, five indigenous oil brands control the
Nigerian market as a result of the government ban on importing goods. Nigeria is now among the 12 top
countries producing instant noodles in the global market (Adeoti, 2017).
Similarly, the cement manufacturing industry is also part of the success story of SMEs in Nigeria. For
instance, Dangote cement contributes around 33 million metric tonnes of cement, which met the national
need for cement in Nigeria. Hence, the manufacturing industry in Nigeria has contributed tremendously
to the production of goods for export as well as for domestic consumption. To ensure this process is
effective, the Nigerian government has also supported the sector with good and necessary initiatives to
boost activity in the sector. These initiatives include reviews of regulatory and fiscal incentives to
encourage SMEs to participate in the development of industrial parks, cities, and clusters of businesses.
The government has also provided SMEs with incentives in the form of loans in support of industrial
centres. There have also been attempts by the government to reduce tariffs on the equipment and
machinery imports required for the agro-allied industry.
Likewise, Nigerian SMEs have also contributed immensely to the Nigerian economy (NBS, 2019). A
survey of Nigerian SMEs over the past five years founds that the contribution of SMEs to the GDP
amounted to about 48 per cent, 84 per cent of employment, over 50 per cent of industrialised
occupations, and almost 90 per cent of jobs in the manufacturing industry (NBS, 2019). According to a
survey conducted by the National Bureau of Statistics in conjunction with SMEDAN in 2010, Nigerian
SMEs have been tactically placed to create 80 per cent of employment, add value to the production of
raw materials, enhance per-capita income, improve capacity utilisation in key industries like the

58

manufacturing sector, improve export earnings, and unlock economic expansion and GDP. Figure 8
below is a graphic representation of the growth of the manufacturing sector in Nigeria (Akuru, 2014).

Figure 8 Summary of the Surveyed Growth of Nigerian Manufacturing SMEs (Source: Akuru,
2014)

2.15 Summary
This chapter has examined performance management practices in SMEs and how PMSs may help SMEs
create a sustainable competitive advantage. The chapter also addressed how PMSs may motivate
employees in SMEs by focusing on broader organisational objectives and long-term performance issues.
The review is essential for understanding the nature of HRM among Nigerian SMEs and for unravelling
the issues surrounding their effectiveness and failure. In particular, the review has considered the
influence of the unique features and characteristics of SMEs and how they impact PMSs in SMEs.
The contextual framework for this study has been developed based on the literature review. As explained
above, the study extends on the work of (Ates et al, 2013) to explore HR perspectives on PMSs of SMEs
in a developing economy like Nigeria. Existing studies have only considered PMSs from a management
perspective (Ates et al., 2011; Ates and Bititci 2011). (Rauch and Hatak; 2016; Ogunyomi and Bruning
2016; and Nazlina 2016) studied financial implications and support for SMEs and HRM in general,
with no specific link to performance management. In addition, the performance measurement of SMEs
is explored in some other studies, which can be referred to as business arms, not HRM perspectives
(Akport, 2016; Na-Nan et al., 2016, 2017, 2018; Garengo and Biazzo, 2007; 2012; Garengo et al., 2005).
The study of (Ate et al.; 2013) is considered crucial for this study because it addresses the key issues
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concerning PMSs and SMEs. However, the limitations of (Ate et al., 2013) study form the building
blocks for this study. Apart from the unique features of SMEs, which could adversely affect the
successful implementation of a PMS, as highlighted in the suggested framework, and pointed out by
(Ate et al., 2013), this study reveals that this is indeed the case while performance management is only
considered with a business or management view.
Nevertheless, addressing SMEs’ performance management from an HR perspective goes beyond the
unique characteristics of SMEs and considers the cultural orientation or societal influence of SMEs’
owners-managers as a contributing factors proper PM implementation in SMEs. The thesis also
considers the macro-, micro-, organisational, and individual-level factors (Mordi, 2017; Mordi et al.,
2010; Ezeoha and Afam 2017; Ogbonna and Harris 2000). The lack of models that integrate SMEs’
PMSs from an HR perspective in order to unravel the issues surrounding the effectiveness thereof led
to the application of Hofstede’s six-dimension cultural theory to existing work in order to explore how
it operates in a developing context like Nigeria. The contextual framework is thereby developed based
on an existing model with the likes of Ate et al. (2013), whose study addressed only the management
view of performance management among SMEs. This study, with the help of Hofstede’s cultural theory,
addresses and advances knowledge of performance management among SMEs from an HR perspective.
In conclusion, past studies have shown that performance management practice among SMEs in the
developing context of Nigeria is underexplored. This highlights the need for more research on the subject
in the developing context of Nigeria. In order to close gaps in the extant literature, this research extends
the PDCA and PIER models from an HR perspective to improve knowledge of SMEs’ performance
management in the developing context of Nigeria. Most interestingly, the inclusion of contextual factors
at the macro, organisational, and individual levels in the study’s theoretical framework will enhance the
employment of the theoretical models in the Nigerian setting. The next chapter will explain and justify
the data collection and analytical strategies deployed.
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Chapter 3

Research Methodology

3.1 Introduction
This part of the study is a critical discussion and evaluation of the research methodology adopted in the
study. The section offers a detailed examination of the research paradigm and justification for it. The
chapter also discusses the merits and demerits of numerous approaches and the justifications for the
chosen methodology. It also provides a detailed discussion of the data collection techniques for
gathering data from the selected sample. The chapter also explains how the interview questions were
crafted considering other related work that the researcher found appropriate for this study. In addition,
the data collection procedures, sampling techniques, sample populations, study reliability, study
validity, and ethical considerations are discussed.

3.2 Overview of the Research Methodology
Becker (2012) sees business research as a structured and logical effort to examine certain social
phenomena in order to answer specified research questions. This approach involves numerous phases
that are designed and implemented with the intended aim of finding answers to the research questions.
Within this section, the methodology used for data collection in order to satisfy the research aims,
objectives, and research questions are discussed and justified.

3.3 The Rules Guiding Good Research
Denscombe (2009) identified twelve ground rules for good research that must be employed adequately
in all research – across all fields of study. These rules are listed in Table 2 below.
Table 2 Twelve Rules for Conducting Good Research
Ground Rules
Purpose
Relevance
Feasibility
Ethics
Objectivity
Design
Philosophy
Accuracy

Characteristics/Purpose
The requirement for visibly stated aims and research questions
The requirement for relevance to existing needs and knowledge
The requirement to adapt research to meet the available resources
The requirement to acknowledge the rightful place of those affected
by the research
The requirement for a self-reflective and open-minded method
The requirement for a logical plan that is suitable for the research
The requirement to be aware of underlying assumptions
The need for validity and reliability in the methodology employed in
the research
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Accountability
Generalisations
Originality
Proof

The need to describe and justify the methods
The requirement to apply outcomes and findings to other situations
The need to contribute something new to existing knowledge
The necessity to be careful about assertions established based on the
research findings

To enhance the robustness and quality of this research, the ground rules for research as identified by
Denscombe (2009) and as presented in the above table are applied in the current study.

3.3.1 Rationale for Applying the Ground Rules on Research
Observing the ground rules by Denscombe (2009) has helped the researcher to highlight and provide a
broad explanation for the research’s purpose and objectives. This will enable readers to understand the
research’s aims and rationale for carrying out the study (Denscombe, 2009). It also gives an essential
basis for examining the study from the researcher’s viewpoint. According to Denscombe (2009), the
twelve ground rules lay out the connections in each section from one chapter to the next in a detailed
form, and likewise emphasises their importance to one another. Lastly, applying the ground rules theory
gives the researcher clarity in their vision and purpose in the study and provides a guide for analysing
the data collected. In addition, caution has been taken to ensure that all the necessary ethical
considerations are in place (Denscombe, 2009).

3.4 Research Classifications
This section investigates the research methodology, while subsequent sections highlight the data
collection methods. Thus, the research methodology denotes the research process and strategy of the
study, while research methods denote the approaches used for collecting and analysing information
(Hlady‐Rispal, 2014). The primary characteristic of good research is that the chosen methodology is
adequate for reaching certain reliable outcomes and thus producing knowledge (Hlady‐Rispal, 2014).
Hlady‐Rispal (2014) point out different ways in which the purpose, process, logic, and outcomes of the
research can be outlines. In order to understand these aspects of research and to identify relevant
connections, it is important to investigate the various characteristics of research.
It is pertinent to restate the aim and objectives of this research as they provide a guide to the methodology
discussed in this chapter. In sum, the main aim of this work is to develop existing performance
management models for SMEs from an HR point of view. There is presently a lack of research
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investigating this phenomenon. Additionally, no research has attempted to explore the implication of
contextual factors on the different phases of the performance management model from an HR
perspective – to the best of the researcher’s knowledge. Understanding the implications of contextual
factors from an HR perspective (purpose) and how they may influence SMEs’ performance (outcome)
informed the choice of a qualitative data collection (process) approach.

3.4.1 Research Philosophy
In this part, the study examines two types of research approaches that are important to business-related
research. Both approaches are often deployed differently according to the relevant social question that
is being explored (Scotland, 2012). Additionally, these approaches assist researchers in any discipline
to explain certain outcomes. They also provide a framework for defining conceptual models and suitable
methodologies for data collection (Hlady‐Rispal, 2014). Research approaches act as instruments that
guide a researcher on how to embark on the research by employing relevant philosophies and their
personal views. Research approaches are also very important as they influence the researchers’ choice
of data collection, analysis, interpretation, and findings (Becker et al., 2012).
According to Denzin and Lincoln (2008) and Easterby-Smith et al. (2012), a research approach consists
of three key concepts: ontology, epistemology, and methodology. Ontology denotes the nature of reality
and existence, questioning what the reality behind human existence is, what the nature of things is, and
how they work (Denzin and Lincoln, 2008). Epistemology, on the other hand, deals with the required
knowledge for pursuing that reality, the what and how of knowing reality. How do we know something?
In other words, it focuses on the connections that exist between an interviewer and an interviewee
(inquirer and inquired) (Denzin and Lincoln, 2008; Thorpe et al., 2012).
Bryman (2016) adds that the research paradigm focuses on how to carry out research. For instance, the
ontology and epistemology construct involves a holistic understanding of how knowledge is perceived,
how people view themselves concerning knowledge, and the methodological plan that is used in
revealing or unravelling a social mystery (Denzin and Lincoln, 2008). Figure 9 below provides a
summary of a research paradigm and the relationships between the relevant concepts.
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Figure 9 Research Paradigms Concept (Source: Denzin and Lincoln, 2008)
For a researcher to know which research approach is suitable for their research, it is essential to know
the research paradigms. The two most common and frequently used in business and management are
the constructionist and interpretivist approaches, as detailed below.

3.4.2 The Two Main Research Paradigms Used in Business Management
Research
As stated above, a research paradigm guides a researcher on how to carry out a piece of research. A
research’s philosophy helps the researcher to provide a basis for pursuing the truth, knowledge, and
reality (Denzin and Lincoln, 2008; Bryman, 2015). Researchers need to understand philosophical
paradigms to ensure that the method of observations and experiments is valid. In conducting research,
scientists take a logical approach to understanding complex research issues. The knowledge derived
from the application of this logical reasoning is known as positivism, while the other paradigm is
interpretivism.
3.4.2.1

The Positivist Paradigm

According to (Farrar & Becker, 2012), concept of positivism was developed by philosophers such as
(Mullin, 2012; Kock et al, 1997; & Ryan, 2006). Each advocated the principle that societal problems
can be analysed through empirical study (Becker et al., 2012). The focus of positivists is the belief that
the social world exists outside the world of the researcher and should be explored through objective
means. In other words, it is believed that social reality can only be studied using quantitative methods
(Easterby-Smith et al., 2012; Thorpe et al., 2012). This encourages the practice of social science, which
investigates reality within society (Saunders, 2011). Positivist researchers generally seek to ascertain
reasons and outcomes between variables, procedures, and theories, including links to measure
occurrences, which can be used for drawing generic conclusions. Genuine knowledge is the outcome of
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positivist studies that apply the principles adopted by researchers in the natural and physical sciences
(Easterby-Smith et al., 2012).
3.4.2.2

The Interpretivist/Constructivist Paradigm

Easterly-Smith et al., 2012 revealed interpretivism paradigm was first developed by (Claire et al; 2010;
Denzin and Lincoln, 2008) They are also known as constructivists, and they believe that there is no
single truth or reality. Hence, knowledge is developed through social construction from the perspective
of informants. This approach is often linked with the qualitative research method (Bryman, 2016).
Unlike positivists, interpretivists distinguish between social and human action in physical or natural
sciences by seeking to understand a social phenomenon from the perspective of informants (Denzin and
Lincoln, 2008). They believe that, in order to understand social actions, a researcher needs to have
knowledge of the factors that lead to such actions. In other words, interpretivism perceives people within
society in their natural scenarios and comprehends incidences from their points of view (Bryman and
Bell, 2015).
Thus, Creswell (2017) gives a snapshot of the methodological approaches that support the two leading
philosophies in research, more popularly recognised as qualitative and quantitative approaches, which
will be considered in the next section. See Error! Reference source not found. below for a summary
of the explanation.
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Figure 10 Key Paradigms and Theories (Source: Creswell, 2017)

Table 3 below further outlines the key characteristics of the two paradigms according to Bell, Bryman,
& Harley, (2018); Bryman and Bell (2015) and Frels (2013). These attributes proved instrumental in the
researcher’s decision concerning the approach to use for the present research.
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Table 3 A Comparison of the Two Leading Research Paradigms and Characteristics (Source: Frels, 2013; Bryman and Bell, 2015)
Ontology
Positivism

Social science
inquiry should be
objective.
Emphasis on
formality,
impersonality,
the passive
voice, and
technical terms
in the data.
Interpretivism Social science
inquiry should be
subjective.
Emphasis on
informality,
detail, thickness,
and richness of
data.

Epistemology
Eliminating bias
is vital.
Researchers are
neutral,
emotionally
detached, and
give empirical
justifications for a
hypothesis.
Multiple
contradictions
and equally valid
accounts of the
same occurrence,
representing
different realities.

Theoretical
View
Real causes of
social science
results can be
determined
through the
reliability and
validity of the
quantitative
method.

Methodology

Method

Generalisations are
free of time and
context.

Often uses a
quantitative
method. Includes
all forms of
statistical and
descriptive
analysis.

It is difficult to
detect a social
science study
by means of a
qualitative
method.

Dialectic and
impossible to
differentiate full
causes and effect
using inductive
reasoning. Being free
of time and context is
neither possible nor
desirable.

Includes all forms
of qualitative
analysis. Includes
the descriptive
and narrative
methods.
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Data Collection and
Analysis
Self-administered
questionnaires,
secondary or primary
data. Analysis
undertaken using a
statistical tool, SPSS,
structural equation
modelling (SEM).
Data collection uses
qualitative systems. such
as interviews and
diaries. A computerbased analytical system,
such as NVivo, is used
for analysing the data.

In addition, Saunders (2011) also defines the essential differences between inductive and deductive
approaches to research. This explanation is summarised in Table 4 below, as further explored by
Zeithaml (2020).
Table 4 The Main Distinctions between the Inductive and Deductive Research Approaches
(Source: Zeithaml, 2020)
Research
Purpose
Researcher
Belief
Research Process

Case Study
Build a new theory.
Exploration,
pursuing, hunting.
From data to theory.

Data Collection Field
observation,
Procedure
interviews,
file
reviews.
Sample
Size/Selection

Theoretical sampling,
in-depth comparison
of
cases,
small
sample number.

Ethnography

Theoretical Formulation
Build a new theory.
Pursuing, exploration, Building
realities
&
hunting.
noticeable frameworks
From
data
to Statistical analysis of actions
occurrence.
and
behaviours
and
comparisons of different
models.
Textual
data, Survey questionnaire.
interviews,
material
artefacts,
field
observations.
Targeted at a social A large social group.
group.

Both research approaches assist in defining the overall research strategy in terms of the ways of dealing
with a research enquiry developed by the researcher. As such, the chosen research approach must align
with the research’s aim, objectives, and questions.
Traditionally, the positivist approach is well known among scholars in the field of science. Throughout
the 1920s, academics experienced problems in producing good knowledge of social experience that
followed the positivist school of thought. This quest for an alternative research strategy resulted in the
emergence of the interpretivist approach (Creswell, 2017). However, the interpretivist approach does
have problems in terms of demonstrating the reliability and validity of the data (Creswell, 2017).
The post-positivist paradigm emphasises unbiased, objective, and value-free traditions whereby
researchers can express their own opinions in terms of understanding the social issues based on data
from the respondents in a study. Individuals have well recognised to perform crucial responsibility in
research development rather than being secluded. In situations like this, the research must take place in
the context of human daily activities instead of in an experimental setting (Carcary, 2009).
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Finally, post-positivism began as a result of opposition to positivism (Bryman and Bell, 2015). Postpositivists are more concerned about reality and social structure rather than the sole dependence on
objectivity. They recognise the significance and meanings that people give to ideas (Saunders, 2009).
Moreover, Creswell (2016) and Zeithaml (2020) point out that inductive research is clearly linked to the
interpretivist approach.

3.5 The Chosen Philosophy and Justification for the Study
This section gives further details on the importance of choosing appropriate research paradigms,
attributes, and approaches. This study deploys an interpretivist paradigm based on its importance for
answering the study’s research questions. The researcher has relied on applying interpretivist features,
which involves an inductive approach to improving the reporting of the situations as they are revealed
by the participants during data collection. Additionally, Sekaran (2016), Easterby-Smith (2012), and
Easterby-Smith, Thorpe, & Jackson, (2012) also stressed the importance of research paradigms and how
they help researchers to choose the right approach when conducting research.
Thus, positivism, being a leading approach, paved the way for interpretivism. Interpretivism is different
to the positivist paradigm, which emphasises objectivity and thus enhances validity, reliability, and
generalisation while drawing on qualitative principles (Hlady‐Rispal, 2014). The emergence of
interpretivist schools of thought from the positivist school of thought helped to create a balance between
the two approaches.
Thus, the interpretivist approach has gained much recognition in social sciences, and many academics
are now taking advantage of its benefits at numerous research levels (Lewis, 2015; Hlady‐Rispal, 2014;
Denzin, 2008; Creswell, 2016, 2017; Christians, 2000; Carcary, 2009; Braun, 2006). The interpretivist
research paradigm links well with the qualitative research method, which is flexible and focuses on
understanding complex concepts from the perspectives of the informants. Researchers value and trust
the interpretivist approach and see it as unscientific compared to the positivist perspective (Hlady‐
Rispal, 2014). Numerous studies have recommended different standards for examining qualitative
inquiries, and the key importance of deploying qualitative research has been outlined in the previous
sections. In addition, the interpretivist research paradigm accepts that reality is built on a social construct
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and should be what participants make of it. This is seen in the importance of examining how the realities
and experiences of participants have been considered in understanding social phenomena (Creswell,
2016).
Reflecting on this study, the interpretivist paradigm is appropriate as the issues under investigation are
influenced by the realities of the participants. Owner-managers’ views of performance management may
differ in line with their level of education and their unique experiences. The interpretivist view is crucial
for understanding the contextual issues that may influence owner-managers in the implementation of
PMSs from an HR perspective. It is for this reason that the researcher chose to carry out in-depth
qualitative interviews for the collection of data. Carcary (2009) highlights the details of the interpretivist
research paradigms and states that, in conducting qualitative research, the researcher’s views may be
taken into consideration, as they will observe the reactions of the respondents and evaluate their gestures
during the interview process. The method deals with the argument on the progress of actions,
challenging one’s assumptions and identifying how the researcher’s choices have shaped the research
process. Denzin (2008) outlines the following principles as a significant guide for planning and
implementing a qualitative study:
•

It is essential to conduct the study in a rigorous and systematic manner.

•

The research method must be appropriate, adaptable, and strategic.

•

The research person must be involved in a critical examination.

•

The researcher should provide a substantial and convincing argument.

•

The researcher is accountable for the researcher’s claims and quality.

Most studies have regarded the interpretivist qualitative approach as unscientific, but Carcary (2009)
contests this notion by maintaining that the qualitative approach also draws on logical analysis in some
ways. Qualitative data collection methods include, for instance, documentary analysis, case studies,
participant observations, interviews, and focus group discussions (Carcary, 2009). The researcher’s
justifications for the selected paradigm are presented below.
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3.5.1 Justification for the Chosen Philosophy
This research’s aim and objectives, as specified in Chapter 1, support the use of a qualitative research
approach. This is because the issues under investigation relate to a fundamental principle of the
interpretivist paradigm. In addition, the theoretical framework supporting the study supports an
inductive approach to data collection. The inductive approach does not assume any position as it focuses
on theory development. The research is not testing behaviours but is rather investigating behaviours to
develop a theoretical view of SMEs’ owner-managers implementation of PMSs from an HR perspective.
Secondly, the data analysis for this study intends to explore the positivist lens by reassessing the
interpretivist approach, as suggested by Creswell (2016), to ensure valid and reliable data is collected.
Although researchers agree that the interpretivist approach may lack objectivity (Creswell, 2016), steps
have been taken in this research to ensure that this qualitative approach provides valid and reliable
results. For example, the participants were promised anonymity in order to enable them to answer
questions objectively and truthfully.
Thirdly, following the previous analysis, this study further explores the studies of Creswell (2000) and
Carcary (2009) in order to understand the interpretivist paradigm, which deploys an inductive method
by exploring qualitative information. The research uses semi-structured interviews and case studies in
order to understand SMEs’ performance management-related issues in Nigeria. This research relies on
the use of primary data, understanding well that the views of the owner-managers may differ and could
be influenced differently by contextual factors. The findings from this thesis will be presented as themes
that will enable future research.
Lastly, Carcary (2009) stresses that the interpretivist approach allows for comprehensive and detailed
knowledge of the issues being investigated. The approach identifies occurrences of trends and themes
with a view for a wider understanding of events and perceptions thereof. This is very useful for detailed
theory development of research, which allows a research investigator to understand a social
phenomenon within a given context. Table 5 below further gives an illustration of the key elements of
an interpretivist approach as the chosen research paradigms for the study.
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Table 5 Key Elements of the Interpretivist Research Paradigm (Source: Hlady‐Rispal, 2014)
Subjective
Mode of Interference
Research Method
Analytical
Principles
and Scientific Criteria

Focuses only on the experience of reality as knowledge
Inductive
Qualitative, seeing quantitative as complementary or secondary
Comparative analysis, fairness, authenticity, and legitimisation

3.6 Research Design Plan
The next phase involves outlining the research design plan. According to Carcary (2009), when a
researcher has identified their research approach, establishing a design plan is also mandatory. A design
plan in any research is viewed as a strategy and construction for examining and answering the research
questions (Yin, 2017).
Additionally, Creswell (2017) describes the research design as a policy that consists of an outline that
includes data collection by means of surveys, interviews, record analysis, experiments, observations,
and so on. There is an enormous number of categorisations of research design plans available academics
and researchers. For instance, Creswell (2009) explains that researchers are frequently overwhelmed by
the responsibility of choosing a particular research strategy due to the large number of strategies
available.
Creswell (2017) adds three old designs: surveys, case studies, and experiments. Carcary (2009) agrees
but also provides two additional designs quasi-experiments and action research, perceived as a more
applied and real manner of conducting research. Moreover, research may be seen as formal or
exploratory, and the choice of approach here depends on the objectives of the research. Nonetheless,
exploratory research tends to be a slack structure and thus affect the purpose of study. Thus, Carcary
(2009) argues that a recognised research plan aims to offer a summary for an existing situation and then
answers a research question or tests a hypothesis. Furthermore, this research work has some components
of a formalised research scheme (Carcary, 2009), which aims to help the phenomena when answering
the research questions.
Bryman (2016) explains that the term ‘research strategy’ refers to a plan that is designed to produce
answers to an agreed set of questions that has been developed by a researcher. The study aims to employ
a strategic plan that responds and visibly expresses the intended questions for the study. The plan may
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be an important method for outlining the performance management activities of SMEs in order to help
readers understand the phenomenon clearly. The study finds this method to be most appropriate for the
study context and concerning how it responds to the research questions and meets the key objectives of
the study (Bryman, 2016).
Lastly, Zschoch (2011) adds that a research plan is a common strategy for producing solutions to
problems that individual researchers face. The researcher’s intention may remain a significant method
of outlining the performance management activities of SMEs together with readers’ visible knowledge.

3.6.1 Types of Research Plans
This section focuses on highlighting the various possible research plans for adding to the research
philosophy and approaches explained above. Zschoch (2011) acknowledges that assigning a specific
plan to research is overly basic considering that ensuring the assigned tactic is suitable for dealing with
the research questions is vital. Hence, the following eight research plans have been suggested by Bryman
and Bell (2015) and Saunders (2011) as the policies that can be employed in business-related research.
More broadly, these scholars recommended that researchers need to be careful using the plans and
determining their appropriateness for a particular research inquiry.
Survey Strategy/Plan: This is a common deductive approach, often implemented by corporate and
management researchers – primarily because it allows for a large amount of data from an ample populace
to be assembled and analysed.
Case Study: This is an empirical study of an existing phenomenon within its real-life circumstance
using various bases of evidence for obtaining a good understanding of the research context (Yin, 2017).
Furthermore, it improves the researcher’s ability to develop responses to the questions of what and how
in a qualitative study.
Experimental Strategy/Plan: This is a plan or strategy that is usually connected to social science study
and could be characterised as a description for theoretical assumptions. This type of plan, first explored
by (Deci & Ryan 2008) many years ago, considers how reward and control impact people’s innermost
motivations.
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Ground Theory: This is a research methodology that is primarily deployed for theory development,
pioneered by Glaser and Strauss (1967). It is an inductive approach that is very simple to use. Data
collected using this type of strategy mostly begins without a theoretical framework. The theory is mainly
established through a sequence/series of observations from the data that has been created.
Action Research Strategy: This approach, developed by Lewin in 1964, has since been deployed in
different management studies. The action research plan or strategy has three main characteristics:
•

It focuses on the close alliance between academia and specialist practitioners.

•

It highlights the research purpose and the management of change.

•

Its effects go beyond the project at hand, which implies it should be sufficiently such that the
outcome conforms with other contexts.

Ethnography: This strategy allows a researcher to understand the social realm. It is an inductive
research approach that is rooted in anthropology and can be time-consuming due to the time required to
observe informants.
Exploratory and Explanatory Strategies: These modes of inquiry were developed by Robson (2002),
who explains that they can be grouped into three categories: description, explanation, and exploration.
Various business researchers have used these strategies in studies that for multiple uses, and the method
does not change over a long period of time.
Cross-Sectional Plan/Strategy: This method aids in the analysis of a social occurrence over a specified
time period, and it mostly involves the practice of a survey plan, since it considers describing the
occurrence. In addition, it supports the use of interviews as case studies (Easterby-Smith, et al. 2012).
Exploratory: An exploratory study enables the researcher to understand social events by pursuing new
knowledge to enquire into and evaluate occurrences. Similarly, it assists in explaining expert knowledge
in difficult situations. Carrying out an exploratory study involves examining the relevant literature,
deliberating with experts, and conducting focus group interviews.
Explanatory: An explanatory study develops relationships between variables and characterises research
into a specific occurrence or situation.
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Descriptive: This method helps the researcher create the most ideal image of the situation as well as the
phenomena being studied before data collection.
In summary, a researcher may use any of these plans in conducting a qualitative study. An in-depth
understanding of an organisation may give the researcher the ability to address any possible difficulties
in using the chosen strategy. The eight research strategies (Bryman and Bell, 2015) have also been
explored by Saunders (2011), Becker et al. (2012), and Scotland (2012).
Having considered numerous research plans and their appropriateness for the present study, the research
now further explores and evaluates PMSs among Western Nigerian SMEs in order to provide responses
to the designed research questions in relation to cultural influences from an HR perspective. Thus, the
investigation similarly discovers the ever-changing nature of the system as well as other relevant issues
to complement the comprehensive and in-depth exploration of these occurrences. The researcher has
conducted this exploratory study by searching for literature relating to PMSs and SMEs, discussing the
topic with experts in the field, and conducting a credible and authentic interview design (Lincoln and
Guba, 1986, 2011). This process aims to balance and integrate opinions from different SMEs on PMS
practices from an HR perspective and cultural viewpoint.

3.6.2 Triangulation
Triangulation in research refers to the procedural method that adds to the authenticity or validity of the
study outcome when diverse theories or multiple researchers are engaged in it (Leech and Onwuegbuzie,
2007).
According to Creswell (2017), there are four types of triangulation in a qualitative study.
Data triangulation is the use of various data sources (for instance, more than one type of report) for
gathering data or the use of more than one interviewee (for instance, SME owner-managers and nonbusiness owners).
Investigator triangulation refers to the involvement of multiple investigators in a research study.
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Methodological triangulation is the use of multiple research methods or data collection systems. It can
include engaging numerous qualitative methods of data, such as fieldwork, document analysis,
interviews, and focus groups.
Theoretical triangulation is the use of a fundamental theoretical lens to give opinions on research
results (for example, level of motivation versus Maslow’s hierarchy of needs).
The choice of triangulation method in any research and whether to use single or multiple triangulations
is usually based on how the research questions were developed and should follow the research
philosophy (Leech and Onwuegbuzie, 2007). An in-depth analysis of how the data has been triangulated
using multiple triangulations is given in this study. The research triangulation comprises both data and
theoretical triangulation. The study reviews more than one owner-manager, interviewed during the data
collection process to obtain a variety of opinions to support the data analysis. This data was then
analysed, and the results were concluded using the theoretical framework (PDCA model, Hofstede’s
cultural theory, PMSs, etc.). Multi-method triangulation does have both strengths and weaknesses, and
it could be difficult due to a mismatch between some parts of the analysis and theoretical philosophies.
However, the choice of triangulation that has been adopted in this study is supported by Creswell (2007),
who emphasised that, while the multi-method triangulation approach is difficult, it is popular due to the
manner in which it assists in increasing confidence in a study’s results, validity in research outcomes,
and in reducing the overall biases in research.

3.6.3 The Context for Adopting a Multi-Method Data Triangulation
The study’s aim is to investigate SMEs’ performance management practices in terms of addressing HR
issues in SMEs from a cultural perspective. The study builds on the work of Ates et al. (2013) by
extending it to Hofstede’s cultural theory. The existing relevant literature only addresses SMEs’
management practices concerning performance management while ignoring HR perspectives. The
interview stage of this study reflects the adoption of a best practice, as showed in the interview process
and the research ideology to investigate HR issues concerning the performance management of SMEs
in Western Nigeria.
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The data triangulation for this study focuses on a bigger plan of investigating the characteristics of SMEs
that influence their performance management practices and how culture can also impact HR practices.
This triangulation procedure consists of one form of qualitative data: interviews of SME ownermanagers. The collected data is analysed based on the researcher’s viewpoint, backed up by theory.
Thirty-four SME owner-managers from Western Nigeria (Lagos, Ogun, and Oyo) were interviewed.
Samples were obtained through the snowballing effect in order to attain the highest variation of
viewpoints among the different owner-managers (Creswell, 2017). In-depth interviews were conducted
until it was observed that data saturation was achieved. The research questions were reformulated as
interview questions and were developed as a guide to tackle the research objective of examining
performance management practices of SMEs viewed from a cultural HR perspective.
A pilot study was conducted with then owner-managers in order to evaluate the feasibility of the study,
which resulted in modifications being made to the interview questions. This was done by rephrasing and
clarifying some wording within the draft interview questions, which initially proved confusing for the
respondents. All interviews were transcribed verbatim and were imported into NVivo12 for thematic
analysis following Braun and Clarke (2006) as a guide for successful analysis. The transcribed
interviews were analysed in order to categorise and identify the key recurring statements/words using
NVivo12 – coding through keywords. This helped provide a good summary and analysis of the
information and made it useful for the purposes for which it was collected (Braun and Clarke, 2006).
The coding of the themes and sub-themes that emerged during the study were inductive approaches built
on the interview questions and the result of the data analysed, and the theoretical findings supported the
results. The themes and sub-themes that emerged were analysed, which involved searching for all the
related themes that could be seen as the performance management stages discussed during the
interviews. This was done based on the frequency of the words’ appearance, similarities, differences,
and how they appeared. The analysis showed that the interpretation of performance management process
practices by SMEs can be classified into four stages. Out of the 34 interviews, 31 participants (91 per
cent of the total number of participants) classified the performance management process as involving
planning, implementation, evaluation, and review stages, which need to conform with essential
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communications. The remaining three participants (9 per cent of all participants) did not show any
evidence of performance management (Ogunyomi and Bruning, 2016). This process demonstrates good
coding reliability and trustworthiness (Creswell, 2007). The credibility of the study was further ensured
by the supervisory team who reviewed the reports and provided feedback to ensure the accuracy of the
interview interpretation. Ethics approval was provided by the University of Bedfordshire Ethics
Committee, with appropriate consent being obtained from all the participants. The identities of the
respondents were well concealed, with maximum confidentiality, and were known only to the research
team.

3.7 Criteria for Judging the Quality of Qualitative Data
The focus of this section is research rigour and how the genuineness of the data collected from the
interviews is ensured. According to Lincoln and Guba (2011), the emergence of different new research
paradigms has led to a need for a thorough understanding of the old research paradigms, which brings
about trustworthiness and authenticity. As a result, the chosen research strategy has allowed the
researcher to deal with the real-life situations and ensure that the results are interpreted in such a way
that trustworthiness and authenticity are achieved (Lincoln and Guba, 2011). These rules helped to bring
about rigour in the research and to ensure that the questions around when, how, and under what
circumstances the research is conducted and interpreted are adequately answered. Maintaining valid and
true outcomes of the study is often difficult in research, and this need is the reason for the selection of a
qualitative research approach (Morrow, 2005; Lincoln and Guba, 2011).

3.7.1 Trustworthiness
This is mainly relevant to qualitative research. It begins with data collection and proceeds to reporting
the outcome (Elo, 2014). It is essential to probe the trustworthiness of the data collection and analysis
process, including the preparation, organisation, and reporting of the outcomes of the research. This
should give readers a good insight into the whole trustworthiness of the research (Elo, 2014; Creswell,
2009). Therefore, the authenticity of the data in this study has been ensured by maintaining the
trustworthiness of data (Lincoln and Guba, 2011).
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Trustworthiness is related to credibility and validity in a quantitative study. Hence, the following are the
criteria for the trustworthiness and authenticity of research (Lincoln and Guba, 2011).
3.7.1.1

Criteria for Trustworthiness

Internal Validity/Credibility: This concept refers to the isomorphism of searching for reality/the truth.
•

Lengthy commitment – prolonged and thorough contact with the occurrence/respondents in the field
to ensure potential sources are explored.

•

Persistent observations – in-depth pursuance of the essential elements found through prolonged
engagement.

•

Triangulation – cross-checking data by using various methods and most times diverse interviewer.

•

Peer interrogation – ensuring professionals (e.g. supervisors) who are unbiased examine the
progress.

•

Negative case analysis – the active search for the shortcomings of past studies to develop insightful
study.

•

Member check – continuing the informal testing of information to see the participants’ reaction to
the interviews and final reports.

3.7.2 External Validity, Transferability, and Generalisability
Securing intense descriptive data requires giving a detailed account of the situation under study to help
others have a clear understanding of it and to be able to make judgment concerning its suitability
(Lincoln and Guba, 2011). In other words, this is the degree to which the reader can generalise the
outcome of the research to fit their perspective i.e. how far the researcher can link the findings to theory
(Morrow, 2005).

3.7.3 Reliability and Dependability
This requirement involves developing external audit requirements in the undertaking of an audit by an
experienced external party who is unbiased and fair minded. The auditing process ensures the study
outcomes are trustworthy and dependable (Morrow, 2005). Furthermore, the study’s approach should
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be stable and repeatable throughout the research. This is achievable through the careful design and
implementation of the study (Morrow, 2005)

3.7.4 Confirmability and Objectivity
This requirement involves the belief that the researcher is unbiased or impartial at any point during the
study. It deals with the essential issues the findings need to portray as realistically as possible. It relies
on the perception that the honesty of the findings lies in the data and how the researcher puts it together
appropriately. Dependability of data can be attained through the accountability, audit, and management
of subjectivity in the research process (Morrow, 2005).

3.8 The Research Data Type
This section explains the data type used in the study. According to Bryman (2016), researchers
investigating a specific part of research need current information in a consigned space, which may help
by saving time and costs in answering the research questions. Considering Bryman’s (2016) suggestion,
and building on existing works, the information gathered from the interviews has been crucial for
helping the researcher answer the research questions and analyse the results, due to the lack of relevant
literature on the topic. Likewise, research experts are also expected to be open to data collection and
evaluation. This data type is connected to the choice of research approaches, such as
qualitative/quantitative, primary/secondary, and objective/subjective (Bryman, 2016; Hlady‐Rispal,
2014).

3.8.1 Qualitative Research
According to Sekaran (2016), qualitative research is described as scientific research and involves the
following:
•

discovering resolutions to certain issues,

•

gathering proof,

•

creating undetermined findings,

•

generating appropriate outcomes outside the immediate restrictions of the research,

•

applying a method of predetermined approaches as a response to a question, and
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•

examining a topic or problem to understand the topic or problem from the respondents’ viewpoints.

As a result, qualitative research provides insight into how the research process allows for the
understanding of a situation in its real or natural world in order to draw informed conclusions and
resolution. The occurrence may result in the use of methods such as interviews, discussions, recordings,
and memos (Hlady‐Rispal, 2014).
Qualitative researchers start with self-reflection and self-assessment, which is consistent with research
in social history settings.
In simple terms, qualitative research reports the ways in which researchers discover and comprehend
the facts as they occur in reality and to identify their value and purposefulness. The facts then change
into activities such as note-taking, questioning/interviewing, discussions, and audio recordings
(Sekaran, 2016). This process implies that such a researcher is using a qualitative research strategy in
the real/natural form and is making an effort to interpret or make sense of the situation under study by
examining the meanings that the study respondents provide (Creswell, 2009).
Hlady‐Rispal (2014) also define a qualitative study as a basic technique that encapsulates the importance
respondents assign to the situation under study. The key benefits of a qualitative study include (i) using
open-ended questions, which allow for rich and expressive answers to the interview questions, (ii) giving
the respondents the opportunity to answer the interview questions in a way that suits them. (iii), the
researcher has often imagined the outcome, and (iv) assigning significant meaning to the respondents’
answers.
The most important benefits of qualitative research are the ease with which it resolves complex problems
and the rich descriptions of the respondents’ experiences (Hlady‐Rispal, 2014). Finally, qualitative
research assists in understanding the intangible aspects of research, such as the religions, cultural beliefs,
norms, gender roles, and socioeconomic statuses of respondents, which may not be too obvious.
Nonetheless, using qualitative research and methods enables an understanding and interpretation of
complex realities.
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3.8.2 Quantitative Research
Creswell (2017) described a quantitative enquiry as a method used by the researcher in collecting facts
that are then translated to an understandable method of presentation, by using a statistical or numerical
computer program. The information should be presented in an orderly fashion, organised according to
a rating unit, which mostly results in building tables, diagrams, and charts gathered from real
information.
The quantitative approach remains a thorough procedure that aims to create facts concerning certain
situations, carried out to portray the latest activities and a judgment within study environment. One
example is the definition of the efficiency of SMEs’ performance and assisting in outlining the ways in
which PMSs are implemented among the SMEs in question. Moreover, quantitative research is linked
to an experimental method, which often involves the testing of a hypothesis (Creswell, 2017). Thus,
quantitative research can be linked to deductive approaches in which a hypothesis or theory is tested to
explain the relationships between variables in order to respond to research questions.
Quantitative inquiry likewise helps a researcher collect data from a chosen sample in an unbiased
procedure, through which the outcomes are interpreted and then generalised, with the decisions made
based on the information that has been gathered (Becker et al, 2012). Therefore, both quantitative and
qualitative approaches have some strengths and weaknesses, as outlined in Figure 11 below.
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Figure 11 Qualitative and Quantitative Methods: Strengths and Weaknesses (Source: Choy, 2014)
According to Choy (2014), the strengths of qualitative research outweigh its weaknesses when compared
to the strengths and weaknesses of quantitative research, as presented in Figure 11. The qualitative
research approach allows researchers to gather in-depth information from different people, and such
data could be more detailed than data collected from surveys (Choy, 2014).
The key strengths of a qualitative study that made it more suitable for the present study than a
quantitative study have already been enumerated by Choy (2014), as this study is a cultural assessment
that requires skills to investigate fundamental beliefs, values, and traditions. A good understanding of
an organisation and the factors driving behaviours is vital (Choy, 2014; Creswell, 2009). Another
strength of a qualitative inquiry is that it offers respondents the chance to air the issues that matter the
most to them, and this type of study does not have predetermined questions or restricted issues to
examine (Creswell, 2009). Creswell (2017) adds, The knowledge claims, the strategies, and the method
all contribute to research that tends to be more quantitative, qualitative, or mixed.
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Thus, the qualitative research method is used in this thesis since it is the most suitable data collection
method for this study. This is advantageous not only to the researcher but also to all readers of this study.
Creswell (2017) confirms that the qualitative approach is the most preferred research method in business
research.

3.8.3 The Chosen Research Data Type
Figure 11 summarises the strengths and weaknesses of each of approach. The qualitative research
method was chosen for this study from its inception due to its strengths, which outweigh the strengths
of the quantitative approach (Hlady‐Rispal, 2014; Lincoln and Guba, 2011). The rationale underlying
this choice is the study’s goal of generating a rich research outcome within a given context, which is not
possible with quantitative research (Lincoln and Guba, 2011).

3.8.4 Primary and Secondary Data Sources
As stressed by Bryman and Bell (2015), researchers have a definitive choice to make when determining
the expected data for their study. Many researchers tend to reassess data that was initially gathered for
other purposes by other researchers i.e. secondary data. Gathering original information is known as
primary data. The choice of approach to use for any research is based on the nature of the research’s
area of inquiry.
The major factors that are often considered by many researchers before using any data type are the costs,
reliability, accuracy, validity, and likely results (Saunders, 2011). According to Hlady‐Rispal (2014),
these factors need to be taken into consideration before embarking on the relevant study and when
making decisions about the study’s data collection strategy (Saunders, 2009).
Therefore, primary data involves the researcher gathering original information in order to address the
study inquiry. In addition, it involves the collection of first-hand data for the purpose of analysis,
specifically to explain a social phenomenon through in-depth interviews, focus groups, surveys, and
experiments. On the other hand, secondary data involves information that has been recorded or collected
by another researcher to answer a different research question. Table 6 below provides a summary of the
types of primary data in their qualitative and quantitative forms.
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Table 6 Examples of Primary Data Types in Business Research (Source: Hox, 2005)
Qualitative

Quantitative

Spontaneous
Participatory observations
Existing records e.g. audio or
video recordings, images, news
archives, and audio samples
Administrative records e.g.
internet archives, statistical
records, databases
Passive observations

Solicited
Focus groups
Open interviews
Unstructured diaries
Interview surveys
Web surveys
Experiments
Structured diaries

In line with the findings of Bryman (2016) and Scotland (2012) and in order to satisfy the study’s aim
and objectives, this research uses both primary and secondary data. The presented data, both primary
and secondary data, has been gathered from businesses and synchronised to create a thorough dataset
(Carcary, 2009).
Primary and secondary data has been used to enable data triangulation. Further reasons for using both
data types are presented in Table 7. The benefits and weaknesses of both categories of data are
summarised below.
Table 7 The Advantages and Disadvantages of Using Primary or Secondary Data (Source: Hox,
2005; Cowton, 1998)
Advantages

Disadvantages

Primary
Researchers using primary data are
better able to conduct questions that are
relevant to their objective.
Accuracy of response to questions.
Primary data gives researchers an
immediate ability to detect information
that has not yet been published.
Primary data helps the researcher
acquire a good knowledge of social
phenomena as it enables the researcher
to inquire about the information that has
been gathered.
Gathering primary data can be timeconsuming and costly.
Primary data collection can be
impracticable at times.

Secondary
Secondary data can be used to simplify
the main research question.
Using secondary data saves time and
costs as the information has already
been gathered.

The results may be out of date and thus
irrelevant to the proposed study.
The secondary data may not be specific
to the research’s aim and objectives.
Most secondary data is quantitative.

As mentioned above, the reliability, validity, and generalisability that characterise quantitative study are
also emphasised in qualitative research (Creswell, 2016). The validity, reliability, and generalisability
of qualitative research are linked to the interpretivist paradigm, which aims to decode, describe, and
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translate data, notwithstanding the occurrence of the situations. This concept is presented below in Table
8.
Table 8 Validity, Reliability, and Generalisation Procedure (Qualitative)
Interpretivism
Validity

Reliability

Generalisation

Features
In qualitative research, validity means the level at which the study
techniques examine the study’s objectives or goals and likewise the level
at which the investigators have complete access to the data’s. It has also
been considered to refer to how authentic the research is in order to ensure
its credibility (Carcary, 2009).
Validity implies representing the research design perfectly and
recognising the situations under study; for instance, the validity of the
researcher’s interpretation and data generalisability. In addition, this
validity is perceived from both internal and external point of view
(Carcary, 2009).
In a qualitative study, the difficulty of obtaining reliable data is obvious,
even when the same participants take part in a later, similar study.
Reliability in the context of interpretivism deals with establishing that
researcher has not misrepresented or invented data and that the researcher
has not been careless in the data analysis or recording (Carcary, 2009).
Creswell (2009) suggests that the reliability of qualitative data can be
ensured by reflecting on and clearly outlining how the data has been
interpreted, that the fieldwork was conducted fairly, and that the
participants felt comfortable discussing their experiences.
In qualitative research, generalisability does not necessarily mean a
theory should go through empirical testing; rather, it suggests that a
researcher exploring qualitative research should be able to generalise
their results to theory, specific implications, concepts, or in-depth
insights. In general, the main attention in a qualitative study is given to
ensuring suitable illustrations of the study procedures and appreciating
the major issues under study (Creswell, 2009)

3.8.5 Strategies of Data Collection
This section provides details concerning the different methods of data collection. Denscombe’s (2009)
ground rules theory has allowed the researcher to understand their research questions in terms of
accuracy, structure, and format. The researcher deployed Denscombe’s ideology in the current study by
adapting Ates et al.’s (2013) research on manufacturing SMEs’ performance management. The main
reason for adopting this approach is that it is most appropriate for this research. The interview questions
drawn from past studies (Kvale, 2009) generated a portion of the research questions in this work, but
additional questions were also developed from the literature review.
In line with good academic practice, the interview questions for the study were piloted to enhance
‘reliability and validity’. An initial study was conducted with ten SME owner-managers in Nigeria,
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which allowed the researcher to obtain the data needed for redesigning and completing the study. This
approach is supported by Denzin (2008) and Yin (2013), who argue that a pilot study is a good way of
developing strong interview questions in qualitative research.

3.9 An Overview of the Interviewing Process
Creswell (2017) describes interviewing as a process involving a dialogue between a researcher and their
respondents. Open-ended questions are asked by the researcher in this dialogue, and the interviewees
are expected to respond as honestly as they can. In addition, Rowley (2012) defines an interview as a
data collection strategy that is used in a qualitative study in which the researcher gathers facts or
knowledge about people’s opinions about or experiences of a social phenomenon.
Kvale (2007) also defined a research interview as an act of informal discussion that includes a researcher
and respondent, arranged to explore a specific occurrence. This view is supported by Choy (2014), who
suggests that a researcher needs to make an effort to develop a friendly relationship with the interviewees
in order to alleviate unnecessary pressure the interviewees may feel and in order to get the best out of
the interview process. Rowley (2012) adds that a researcher should attempt to provide a friendly
environment during the interview in order to remove any pressure and to allow the interviewees to freely
express their views. Rowley suggested that, during the interview process, interviewees should have the
right to choose the interview location and time to ensure they may express their opinions easily. The
researcher of the present thesis followed Choy and Rowley’s recommendations during the interview
process by ensuring that the interviewee chose the location and time for the interview in order to ensure
that gave their best effort.
The approach through which the interviews and questions were designed is defined by Ates et al. (2013)
and Kvale (2009) concerning European SMEs and Akpabot (2016) concerning Nigeria SMEs’ PMSs.
The research questions and interview techniques used in both studies have been adopted in the current
study as they mostly align with the present research inquiry and questions. Examples of the interview
questions are as follows: ‘How often do you review performance measure objectives?’ and ‘Has your
organisation experienced any disadvantages due to the implementation of performance management
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measures in your organisation?’ This approach is supported by numerous studies (Akpabot, 2016;
Bryman, 2016; Hlady‐Rispal, 2014).
According to Rowley (2012), adapting the interview questions from past research questions to a present
research study is a well-known approach in business research. It is possible to modify existing interview
questions for developing new ones. Changes are usually made to reflect the current research question or
focus of the new study. In addition, Baxter (2008) recommends that adapting past interview questions
or questionnaire can be done by making changes to the questions’ context, language, and questionnaire.

3.9.1 Interview Type
Interviews are usually categorised according to their ‘structure’ – structured, unstructured, and semistructured interviews (Rowley, 2012; Bryman, 2015).
Structured Interviews: In structured interviews, few questions are asked, and the responses are
expected to be reasonably limited, as questions are presented in the same order as they are in all the
interviews (Bryman and Bell, 2015). Using this interview type, it may be slightly difficult to question
interviewees in depth.
Unstructured Interviews: On the other hand, as the name of this interview type implies, unstructured
interviews are indeed unstructured, and interviewees are encouraged to speak freely about the topic
under study (Choy, 2014). Additionally, the interviewer may adjust the interview questions based on the
interviewee’s responses, and such an interview require a great deal of energy and experience to facilitate
(Choy, 2014).
Semi-Structured Interviews: This interview type is used the most often in research. A semi-structured
interview has set questions but adjusts them at varying levels in order to encourage interviewees to talk
more (Baxter, 2008). This form of interview uses well-arranged questions for presentation in an orderly
manner, but it is also flexible. It is often designed to enable the interviewer to ask more probing
questions.
This study used semi-structured interviews in the data collection for investigating the performance
management practices of manufacturing SMEs in Nigeria. Twelve questions were asked, organised in
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subsections to allow the researcher to probe interviewees further when necessary (Baxter, 2008; Bryman
and Bell, 2015). Semi-structured interviews were selected in order to allow the researcher to keep the
interview focused on the research objectives.

3.9.2 Planning and Designing Interviews
Having outlined the interview type for the study, it is essential to consider how to plan and design the
interviews to ensure that the best results are achieved. According to Rowley (2012), designing an
interview is one of the best ways of achieving the aim of a qualitative research. In designing an interview,
it is crucial to first understand the reasons why the researcher intends to deploy a certain interview
technique in the data collection.
As explained above, the goal of the interview is to gather facts about behaviours, experiences, processes,
or predictions. For instance, in conducting interviews with owner-managers of Nigerian SMEs about
their performance management practices, the researcher may seek to understand facts, experiences, and
opinions about performance management processes.
3.9.2.1

Thematising an Interview for Research

Kvale (2009) highlights the importance of ‘thematising’ in a qualitative interview, which is commonly
understood as planning or designing a research question and theoretically clarifying the theme being
investigated (Kvale, 2009)’
In addition, it is also important to determine the why, what, and how of the interviews. For example:
•

Why: describing the purpose of the research,

•

What: gaining prior knowledge of the topic under study,

•

How: becoming acquainted with different interview methods and analysing and deciding which one,
to apply in order to acquire the anticipated knowledge.

Thematising an interview involves clarifying the purpose of the study i.e. why interviews are required
for gaining empirical knowledge. In the case of the present study, interviews are required for obtaining
information about PMSs within the chosen sector. In order to review or transfer knowledge about the
PMSs of SMEs in Nigeria, it is vital for the researcher to familiarise themselves with the subject matter
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and major purposes behind the investigation to help them make a reflective decision concerning the
method to use at various stages for achieving the purpose of the study, considering why the issue may
take the form of reflecting on the reasons for using interviews as the primary data collection technique
(Kvale, 2009).
In terms of giving a standard response to the question of ‘what?’, the answer will lie in the purpose and
subject matter of the investigation (Kvale, 2009). The thematic questions of ‘why?’ and ‘what?’ need to
be answered before the ‘how?’ question, which is technical and involves more detail on the interview
design (Kvale, 2009).
Thematising in an interview should involve classifying the theme or topic of the study i.e. developing a
theory and concept for understanding the situation under study in order to establish a basis for knowledge
integration. As stated by Creswell (2017), the essence of every research is to integrate or add to existing
studies.
Lastly, answering the ‘how?’ question involves planning the interview process and techniques (Kvale,
2009). Moreover, the design phase, according to Kvale (2009) involves seven steps: thematising,
designing, interviewing, transcribing, analysing, verifying, and reporting. This phase is more formal and
applicable to the collection of a large amount of data.
Considering the seven steps mentioned above, Lewis (2015) cautions that there is a limited number of
studies that thoroughly explain their interview procedures, even though they are expected to reveal the
whole procedures.

3.9.3 Conducting an Interview
It is also important to understand the actual procedure involved in producing knowledge through
interviews. As mentioned above, this study used the semi-structured interview process as it allowed the
researcher to ask probing questions, when necessary.
According to Kvale (2007) and Rowley 2(012), when designing and planning interviews, it is important
to develop two interview guides: (i) the study’s thematic research question and (ii) interview questions
to be presented to the interviewees. This development takes into consideration the dynamic and thematic
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dimensions of the study. Researchers develop their research questions using technical terminology that
may be difficult for interviewees to understand, so the interview questions needed to be simple, clear,
and presented in the day-to-day language of the interviewees (Kvale, 2009).
The researcher of the present study ensured that the interview questions were broken down for
interviewees easy comprehension. The interview questions under this study were six main questions that
were further broken down into twelve questions. The details are presented in Figure 10 below:

Figure 12 Research Questions and Interview Questions (Source: Adapted from Kvale, 2009)
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Research questions about the performance management process (theory) were thus translated to
everyday, easy-to-understand language in order to generate natural and rich descriptions in the
interviews. The real wording of the research questions may not suggest an answer from the SME ownermanagers. One research question can be investigated through numerous interview questions, as seen in
Figure 12 above. This approach allowed the research to obtain the rich and high-quality data necessary
to answer the study’s research questions (Kvale, 2009).
The researcher was able to identify the interviewees who were SME owner-managers. Formal written
consent to participation was provided by the interviewees in advance of the interviews. The researcher
also provided the participants with a detailed explanation about their right to withdraw from participation
in the study at any stage. The researcher conducted semi-structured interviews in order to be able to ask
open-ended questions about PMSs among SMEs in Nigeria. Open-ended interview questions provide
interviewees with the opportunity to provide detailed explanations of their experiences (Creswell, 2009;
Frels, 2013). Notes were taken during the interviews, and interviews were audio recorded (with the
participants’ permission to do so). For the convenience of the interviewees, the researcher-maintained
flexibility. Interviews were conducted in various places, such as the residential home of a participant,
manufacturing sites, offices, and even social functions, depending on the most appropriate and
convenient time and place for the interviewees.

3.9.4 The Interview Instrument and Interview Techniques
Interviews can be conducted in a variety of ways, such as face to face (the most common type) or by
telephone. With the advent of technology, a different form of ICT-mediated communication has
emerged, allowing for information to be processed using an electronic device. This could involve
interviewers sending messages to interviewees through emails and chat functions, such as Facebook or
Instagram (Opdenakker, 2006; Kvale, 2009).
The term ‘face-face research interview instrument’ also refers to as a one-on-one interview, due to it
being the most traditional interview type. It involves an interviewer collecting information by direct
communication with the interviewee in line with the pre-planned interview questions. Using this method
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increases the quality of the data collected and ensures good responses to the interview questions as the
interviewer can read the interviewees’ body language during the interviews.

3.9.5 Advantages and Disadvantages of Different Interview Techniques
Opdenakker (2006) identified the disadvantages and advantages of different interview techniques. Each
interview instrument has its advantage and disadvantages; however, the face-to-face interview that the
researcher chose for this study will be outlined in this section.
One of the major benefits of using the interview method for data collection is the flexibility and ease
with which it can be used for data collection compared to questionnaires. In addition, interviews are
more beneficial when the research objective is to understand a social phenomenon in depth.
The face-to-face interview technique, which is used in this study, is characterised by an interviewee’s
social signals, such as body language, voice, gestures, and intonation, which can help the interviewer
obtain enough information to supplement the actual responses given by the respondents to the interview
questions (Opdenakker, 2006). The signals received depend on what the interviewer intends to know.
In addition, when using the face-to-face interview technique, there is no significant time delay between
the interviewer asking a question and the interviewee giving an answer, as the interviewer and
interviewee are relating directly to each other in real time. This makes the responses from the
interviewees more natural and unplanned, with in-depth reflection (Opdenakker, 2006). Therefore, it is
essential for an interviewer to focus on the questions being asked and the responses being given as the
researcher needs to develop the research questions based on the interviewee’s responses as the interview
progresses. Kvale (2007) explains the idea of ‘double attention’ during the interview process, which
refers to the requirement for the interviewer to record the information given by the interviewees and
simultaneously be aware of all the other questions that may require an answer at the time. Finally, with
the interviewee’s permission, audio recording the interview is of great benefit as it ensures accuracy in
the transcription process. Note-taking to supplement the audio recording is also important (Kvale, 2007).
However, the main disadvantages of the face-to-face interview technique are the time and costs required
to conduct thorough interviews. Unlike other interview instruments, this method does not save time or
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financial resources as it involves travelling to meet with the participants, which, of course, requires both
time and money (Opdenakker, 2006). The interviews for the present study were conducted in Nigeria
by a researcher who is a UK resident, so accessing the SME owner-managers was time-consuming. In
addition, it was costly to travel to Nigeria and to connect with all the participants in the three Western
Nigerian states. Furthermore, the process can be time-consuming due to delays and availability of the
interviewees.
However, it is important to note that the face-to-face interview technique is the most traditional interview
technique and has been proven to be more effective and efficient than other instruments (Opdenakker,
2006). The interview instrument adopted by the researcher was considered the most appropriate for the
study after due consideration of the benefits and shortcomings of other interview techniques
(Opdenakker, 2006). Furthermore, as mentioned above, regardless of whether a face-to-face or
telephone interview approach is chosen, the most important part of in-depth interviewing is the ability
to access the right people to provide relevant information. Opdenakker (2006) summarises the
advantages and disadvantages of both face-to-face and telephone interviews in Table 9 below.
Table 9 Advantages and Disadvantages of Face-to-Face and Telephone Interviews (Source:
Opdenakker, 2006)
Face-to-Face Interviews (Advantages)
• Face-to-face interviews capture both verbal and
nonverbal signals.
• Due to direct interaction, this method is more
focused than others.
• Emotions and behaviour are captured better than
in telephone interviews.
• Terminating the appointment is stress free
compared to another interview type.
Telephone Interviews (Advantages)
•
•
•
•

Face-to-Face Interviews (Disadvantages)
• It is costly.
• It is time-consuming.
• Only a limited sample can be collected.

Telephone Interviews (Disadvantages)
• Telephone interviews tend to be shorter than faceA wider range of data can be collected globally.
to-face interviews.
It is more cost-effective and easier to conduct than
• Social signals like behaviour or body language
face-to-face interviews.
cannot be observed.
Appropriate questions can be asked and the
• There are no visual aids to support the interview.
answers are gained in the same way as in face-to• A weak telephone network could disrupt the
face interviews.
interview.
It is easy to gather multiple data from several
participants.
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3.9.6 Justification for the Chosen Interview Technique
Justifying the choice of interview technique is vital in business research. Doing so enhances the
rationality and consistency of the facts collected (Creswell, 2009). The face-to-face semi-structured indepth interview method was adopted by the researcher considering the unique nature of SMEs: (i) CMEs
operate in different sectors, (ii) they have unique characteristics, and (iii) they all undertake different
performance management practices (Creswell, 2009). The researcher deployed face-to-face interviews
to unravel the research topic. This method enabled the researcher to gather and investigate high-quality
data, gave them the opportunity to evaluate interviewees’ body language, and allowed them to reflect
on individual firm performance.
Using the face-to-face interview technique for collecting data in order to understand SMEs’ performance
management practices, in-depth knowledge of why and how those practices were adopted by the SMEs
in question has been revealed. The study identifies the various underlying performance-related issues
within the organisations under study – both negative and positive. The individual owner-managers’
responses were collated to form the overall study outcome, based on the previously defined rules.
As a result, the data analysis provided insights into how well the individual interviewees answered
questions about how performance management is conducted in their various organisations in the indepth interviews. In summary, the face-to-face interview method is the most traditional, simplest, most
universal, and most easy-to-use interview technique used by researchers.

3.10 Pilot Study (Meaning and Usefulness)
Having completed the interview design for the research, conducting an initial trial examination is
necessary in this study for enhancing the interview’s quality before data collection. The process involved
pre-testing the interview instruments to see if the wording in the interview schedule should be presented
more clearly in the live study to enhance the reliability of the data collected. It is helpful to ensure that
each question is worded correctly and explicitly and is relevant to the study.
According to Doody (2015), a pilot study is a miniature version of a full-size study. It also serves as a
prior assessment of a certain study tool – whether an interview or survey (Doody, 2015). A pilot study
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serves as an essential portion of a decent research project due to its help in increasing the outlook for
actual research projects (Kim, 2011). Carrying out a miniature test before the actual research became
necessary for this study, as it is important to undertake pre-testing and ensure accuracy in the research
design and wording (Van Teijlingen, 2002). A pilot study also helps a researcher address any errors that
might arise before the main study is undertaken.
Therefore, interviews should undergo initial testing to determine the reliability and accuracy of the
instruments (Van Teijlingen, 2002). The major focus at this stage of the research is to duly evaluate the
questions that are being asked, ensuring that every question is relevant and unambiguous. Furthermore,
it is important to check that grammar and spelling is correct, clarify the time frame for completion, and
clarify whether the participants can interpret and understand the instruction and question (Van
Teijlingen, 2002). Moreover, as explained in the methodology section, this research deploys a semistructured interview technique as the main method for data collection as well as an initial assessment
for exactness and reliability.

3.10.1 Interview Pre-Assessment
An initial interview assessment was carried out among manufacturing SMEs in the South-West region
of the country to evaluate the wording; strengths and weaknesses; arrangement; and order of the
interview questions in the interview schedule. The pilot study was self-piloted through pre-set meetings
with manufacturing SME owner-managers (Figure 13). The process aided the improvement and
reorganisation of the interview questions in preparation for the main interviews. This helped enhance
the flow of the interviews and the validity and reliability of the collected data.
Details of these changes were reflected in the final-version interview questions, and questions regarding
PMS practice were rephrased. The amendment and reorganisation process covered some of the interview
questions of Ates et al. (2013) concerning PMSs and implementations. The adjustment enabled the
effective use of questions to obtain in-depth answers to the questions asked during the interviews. This
process also provided the opportunity for the investigator to probe the participants, which could lead to
gathering in-depth data on the PMSs of SMEs in Nigeria. Furthermore, aspects of some questions (for
example, questions 1–4) explored performance management practices in the SMEs, while other
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questions (7–12) aimed to obtain details of unique SMEs features that affect performance management
among SMEs in Nigeria. Figure 13 below gives a summary of the data collection process.
This research is organised in different stages and phases to address the study’s aim and objectives. Choy
(2014) stresses that data collection is an investigative process that uncovers situations investigators may
be reviewing. Consequently, information is categorised based on assumptions in the existing literature
and themes emanating from the data. The researcher used case study methods and semi-structured
interviews for collecting data. More importantly, the researcher used partly designed interviews as the
method of data collection.

Figure 13 Outline of the Data Collection Process

3.11 Case Study
A case study strategy has been adopted in this study to allow the researcher to conduct empirical research
in a real-life setting to address the research questions and provide answers to the what, why, and how
questions being asked (Yin, 1981, 2011, 2013). Case study in this research has been adopted in
conjunction with the exploratory study strategy (Yin, 1981). In the context of the present research, a
case study methodology can be used to understand why a particular incident occurred through case
history or can be used to make important references to an event (Yin, 1981). According to Yin (2011),
some firms’ past and present activities are examined through the case in determining the firm’s
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performance. In addition, the study uses trade publications on SMEs as a case study to ensure a follow
up is carried out in addition to the interviews conducted.
High-quality empirical evidence was collected through semi-structured qualitative interviews, and this
is presented in subsequent chapters (Creswell, 2016). In order to give a comprehensive examination of
the entire activity, Figure 13 above was developed. The diagram shows the case study and interview
process. It is essential to explain the data collection strategies outlined in the previous section (Figure
13).
Yin (2013) explains that the case study method is a strategy that inspects real-life situations through an
in-depth inquiry of events, groups, or individuals. It can also be understood as an exploratory and
descriptive evaluation of people, events, or individuals, which can include multiple or single case studies
through qualitative analysis (Baxter, 2008).
Using a qualitative case study helps researchers ease studying complicated phenomena and helps them
evaluate problems and create theories for intervention. Doody (2015) and Yin (2012) add that the case
study method helps a researcher examine a situation within a particular setting through the use of
different data sources, which aims to ensure problems are not explored from a single lens but rather from
several lenses in order to provide an in-depth understanding. Moreover, Baxter (2008) emphasises the
rigour of case study research, which refers to the interaction between the participants and researcher,
which provides the researcher with an environment that allows them to report problems as experienced
by the relevant organisation (Yin, 2012). A case study improves knowledge through the provision of
significant insights into complex organisational issues (Doody, 2015).
The present study embraces Yin (2017) and Baxter’s (2008) case study principles in liaising with SME
owner-managers to understand performance management among SMEs in Nigeria through semistructured interviews. The researcher sought and gained consent from SME owner-managers to use their
organisations to provide insights into the subject matter by examining their business operations,
customer relations, and performance issues. In addition, the SMEs’ performance management practices
were investigated in the form of a review of numerous business operations. This approach is in line with
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the findings of Yin (2017), who adds that a case study enables the evaluation of phenomena through
different sources of data collection.

3.11.1 Case Study Analysis
Doody (2015) categorises a case study as involving the deployment of knowledge through the collection
of data from real-life cases. Case study analysis aids in developing the researcher’s understanding from
the different case studies that are explored in constructing newly developed beliefs or information from
an old subject in a new way. In this research, the researcher explored different research case studies to
construct information throughout the evaluation of separate business operations and KPIs in order to
validate existing performance management knowledge. Yin (2011) supports the exploration of
numerous cases in different ways in order to broaden the research outcome, forecast and theoretical
development from the data.
In addition, Yin (2011) identifies the following four points by which a case study can be considered
relevant. According to Yin (2011):
•

The main emphasis of a case study is to answer the ‘why?’ and ‘how?’ questions.

•

It is not permitted allowed to manipulate the behaviour of the individuals participating in the study.

•

Make clear the boundaries between context and situation

•

The case study covers the context within the environment as it may be found relevant to the research.

The current study aims to explore how performance management is practised among manufacturing
SMEs in Nigeria to see where Nigerian SMEs stand in terms of HRM practice due to the unique features
of SMEs. The chosen case study is Nigerian SMEs’ performance management practices, but this could
not be examined well without investigating the SMEs’ context: manufacturing SME owner-managers
in Western Nigeria. It is within this context that decision-making skills were established and used. It
might have been impossible for the researcher to gain a real picture of performance management practice
among SMEs without gaining access to small businesses in Western Nigeria.
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3.11.2 Selecting the Case Study Approach
The case study approach is a way of collecting, organising, and analysing data (Yin, 2011). The aim of
this approach is to aid the systematic collection of comprehensive data about the participant ownermanagers. The case data entails all the information received from each case study; this case analysis
includes the whole interview data, documentary data (including company documents), observational
data, organisational websites, statements, impressions of others regarding the case, and other data
collected over time (all the accumulated evidence about each specific case study) (Yin, 2013). In the
case study analysis, these elements are referred to as the raw data.
The 34 manufacturing SMEs formed the case studies used in this investigation. The main selection
criteria for participation in this study were mainly the number of years of operation and the SME’s
relevance to the Nigerian economy. Furthermore, the advice from the informants/gatekeepers also
contributed to the selection decision. The initial contact, who knows more about the industry, was used
as the main contact or gatekeeper throughout the data collection period. After the initial pilot study,
further cases were selected to improve the initial data collection and ensure the robustness of the research
findings. The additional case studies were also from manufacturing SMEs. The selection of these
additional case studies was informed by data collected from previous interviews. For instance, data
collected from the initial interview revealed that the years of operation is relevant to performance
management processes in SMEs and that over 70 per cent of chemical-producing SMEs contribute to
Nigeria’s GDP.
The choice of manufacturing SMEs in this study was based on the individual SME’s size and output.
The chemical manufacturing sector has the largest proportion of SMEs in the country, and several other
SMEs depend on them for effective operation (Yin, 2011). Chemicals are required for most products,
and this has made the SMEs have the largest number of employees spread across the country, producing
different products (Yin, 2011).
Aside from ethical considerations and practical considerations, the problems of cost and time were key
factors in deciding the approaches used for the study. The costs of face-to-face interviews in Nigeria are
very high. Travel between states in Western Nigeria can sometimes be very expensive. Most of the
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interviewees are located miles apart. Even though many of the interviewees reside in Lagos, the
commercial centre/capital of Nigeria, the metropolitan nature of Lagos made travelling around Lagos
an expensive venture. Hence, significant time and money were spent during the data collection.

3.12 Sampling Techniques (Snowballing)
Sampling refers to a subset of the whole population or collection of a small sample size from the
population through probability or non-probability sampling (Becker, 2012). According to Saunders
(2011), the process of sampling helps the researcher to generate answers to questions like (i) what
approach is the most suitable? (ii) should the sample be small or large? and (iii) should a sample or
census be used? Considering these questions and many more reduce any possible mistakes that may
occur in sampling and similarly aid in deciding the exact sample for the study. This process allowed the
research to apply nonprobability sampling through snowballing sampling in the present study.
The snowballing sampling method involves getting an initial/first contact (informant) from the relevant
population for the study, who in turn helps gain more contacts to be investigated (Saunders, 2011). This
method is used in searching for unknown populations. It is also known as the referral technique as it
continues until the required sample is achieved from the overall population (Saunders, 2011).
This technique was adopted as small businesses were found in every part of the country, and, considering
the time and cost required for the research (Saunders, 2011), it was easy to gain access by connecting
with existing contacts in some SMEs, who later provided inroads into other SMEs (Taiwo et al., 2016).
For example, using a snowballing technique, the researcher was able to connect with the initial contact
through the Office of National Security Advisers (ONSA), working together with the National Agency
for Food and Drug Administration and Control (NAFDAC), Nigeria’s national organisation (under the
auspices of the Ministry of Health) that is responsible for controlling and amending importations,
production, advertisement, distribution, trade, and the usage of health medication, food, cosmetics, and
chemicals.
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By using the snowballing technique, the researcher was able to access appropriate smaller businesses in
the relevant sector supervised by NAFDAC. A detailed schedule of all the activities involved in data
collection, including the time spent in designing the interview schedules, is presented in Table 10 below.
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Table 10 An Outline of the Data Collection Procedure
Stages

No.

Stage 1

i

ii

iii

iv

Research

Justification

Method
of Sample
Period
Investigation Volume
Current study
Examining SMEs’ uniqueness and reasons for Extensive
3 years
their failure over the years.
review/data
Discovering
performance
management collection
practices in SMEs and other performance- process.
related issues.
Interview planning
Recognising
performance
management Preliminary
Target
practices among SMEs
analysis/expert population
Examining how SMEs’ characteristics affect view
(manufacturing
their performance management practices.
SMEs)
Evaluating whether and how the performance
management of SMEs in Nigeria conforms
with that of the developed world.
Pilot study/interview Clarifying the feasibility of the study.
Interview
10 SMEs
pre-testing
Enhancing the research method by improving structure
on any mistakes.
Examining the reliability and accuracy of the
study.

Sampling/snowballing Identifying the target sample from the Evaluation
population.
Concentrating on key performance issues and
seeking expert advice through referrals.
103

40

July– September
2018

v

Stage 2

vi

Making a clear decision on the SMEs’
performance management concept.
Main study/interview Examining
the
current
performance
management practices among SMEs.
Acquiring knowledge on any current PMSs.
Acquiring knowledge on how SMEs encourage
employees through PMS.
Data collection (case Accounting for important resolutions after the
study and interview)
previously collected case analysis was carried
out and relating major concerns to current
studies

104

Thematic
analysis

Summary
the case

34

March–May
2019 and
November
2019–January
2020
of Cases from the January–
interviews
February 2020
collected

3.12.1 Sampling Frame
The subsequent phase, which involves connecting with the target population, is referred to as the
sampling frame. Bryman (2016) defines the sampling frame as the intended study population. The
researcher should connect with a reasonable and genuine number of contributors. The main contact for
this study was identified from the ONSA and NAFDAC.
Through a snowballing approach, the researcher was thus able to access the appropriate SMEs in the
manufacturing sector in Nigeria. The other agencies that helped in providing access to participants were
SMEDAN, NAFDAC, NASME, NCCI, and ONSA. The sample frame was in Western Nigeria, thus
aiding the researcher in achieving the study’s aim and objectives.

3.12.2 Population and Sampling
According to Carcary (2009), the population of any study is defined as the participants from whom the
investigator intends to acquire specific information about the research question. Sampling was initially
carried out with a subset of the population that was gathered through the snowballing sampling strategy.
Furthermore, the researcher developed the sample frame from a SME encyclopaedia intended for this
study such as amount, location and sample methods. Thus, the researcher achieved the important
research objectives by collecting relevant data through interviews. Consequently, the population of the
study is taken from different SMEs operating within the chosen sector. The main drive of the research
is the need for a thorough understanding of the main problems affecting SMEs’ long-term survival in
business. Thus, interviews were conducted in order to understand how SMEs carry out their performance
management practices.
In addition, research was carried out using ‘non-probability sampling’, and, as explained above, the
snowballing method was used due to its ease and low costs.

3.12.3 Sample Size
Researchers are constantly faced with issues when trying to determine a suitable sampling size (Hlady‐
Rispal, 2014). While some may deploy a non-random sampling technique to avoid the risk of nongeneralisability (Christians, 2000), others may deploy a random sampling strategy (Lincoln and Guba,
|Page
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2011). As the research is built on a qualitative method, it aims to understand the conflict of predictions.
Choosing the sample size to illustrate thorough research is the reason behind this analysis in relation to
the research tool.
Moreover, the sample chosen for the adopted qualitative approach must sufficiently create data
regarding the occurrence of interest that will add to a rich picture to improve descriptive validity
(Schwandt, 2007). Likewise, the responsibility to ensure accuracy in the data lies with the researcher
and may also depend on whether the population size is small or large (Schwandt, 2007). According to
Lincoln and Guba (2011), a variable factor ratio of 4:1 is suggested, while Bryman and Bell (2015) and
Baxter (2008) recommend a sample of 100 informants based on the population. Consequently, a sample
size of 34 informants drawn from different SMEs was selected for this study.
The sample was chosen in an orderly manner to ensure the population of the research formed a true
representation of SMEs in Wester Nigeria. According to Saunders et al. (2009), using the right sampling
size aids researchers in establishing generalisable findings across the selected organisations for the
study. Nevertheless, ensuring a good demonstration of the population in the research by considering
Saunders et al.’s (2009) views, the researcher first undertook a pilot study with a miniature sample to
determine the accuracy and reliability of the chosen research instruments by using the snowballing
sampling method. Furthermore, the researcher ensured precise illustration aimed at reasonable reply by
the participants. The unique features of SMEs are outlined as well as the nature of their operation in the
environment in which the research is being undertaken.
Performance management/measurement is essential to SMEs, mostly due to instability in the present
global business environment. Moreover, the researcher’s residence in the UK and their experience in
this developed economy’s HR practice makes a comparison of PMSs in the UK and Nigeria particularly
interesting. Furthermore, accessing the SME owner-managers for data collection turned out to be much
easier than the researcher anticipated as their response, readiness, then involvement in the work aids
understanding the social phenomenon.
In addition, as explained above, PMM is important for any business in setting performance targets,
managing output, and assessing set measures that may result in stakeholders’ satisfaction and nurturing
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growth in business. A PMS is a dynamic system that improves commercial decision-making by
collecting, processing, and analysing data (Franco-Santos, 2007). Thus, data collection across the
different sectors was important and suitable for an accurate representation of the results from the SME
owner-managers.
Lastly, Neely (1995) explains that a PMS requires formal communication and consistency in the data
that align with organisational objectives. On the contrary, a substantial number of small businesses are
family-managed, which also lack resources. This is one of the major characteristics of an SME, as
several studies suggest (Franco-Santos, 2007). As a result, the characteristics of SMEs form one of the
most important points of this research, as a definition from NBS and CBN, as pointed out in the literature
review, was used in the data collection to reveal the performance-related problems that prevent small
businesses from progressing in Western Nigeria.

3.13 Data Analysis
This section clarifies the data analysis procedure. According to Carcary (2009), qualitative research
procedures are cumbersome due to their dependence on styles and texts, such as interview transcripts,
field notes, and documents. Moreover, the richness of a qualitative study in terms of its ability to find
analytical pathways also makes such a study difficult. Thus, data analysis is a procedure that provides
significant information by creating, verifying, and developing ideas (Creswell, 2016). The process the
researcher adopted in analysing the data is explained below.

3.13.1 Thematic Analysis
Thematic analysis is a technique that is used widely in qualitative studies (Nowell, 2017). It involves
recognising, examining, and recording themes within the data. It sets out then defines the data
extensively.
According to Braun and Clarke (2006) and Yin (2014), a thematic analysis should be seen as an
elementary method of qualitative data analysis and qualitative researchers should use it in their data
analysis as it provides the researcher with the required skills for data analysis when using other
qualitative analytical methods.
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Thematic analysis is known to be flexible and can be deployed in the analysis of transcribed interviews,
field notes, and so on, whereby the researcher carefully inspects the data to identify some common or
frequently occurring themes (Nowell, 2017). A theme captures an important concept regarding the data
concerning the research questions and presents certain smoothly plotted answers drawn from the
organised data. This process implies coding (Braun and Bell, 2006). Another advantage of thematic
analysis is that it does not need technological support. Before embarking on a thematic analysis or even
before the data is collected for thematic analysis, the researcher must be aware that there is a need for
continuous reflection on discussing the issues throughout the analytical process.

3.14
Identifying themes in data for thematic analysis can be carried out using one of two ways: either the
inductive and or deductive approach. As explained above, the study has adopted an inductive approach
to data analysis, which begins with observations of the data and ends with ascertaining the designs,
categories, and themes in the data (Creswell, 2016). This means the researcher does not begin the study
with initial preconceived themes and theories as is often the case in a deductive approach. Thus, each
researcher develops their ideas (i.e. theories) from existing literature, the topic of inquiry, and the
researcher’s experience. This study deployed an inductive approach because the researcher relied mainly
on the collected data from the interview in the development of themes.

3.14.1 Criteria for a Good Thematic Analysis
Qualitative research cannot be exposed to the same criteria as a quantitative study. Furthermore, Braun
and Clarke (2006) and Nowell (2017) stress the important points that should be considered when
conducting a good qualitative data collection and evaluation phase, and this principle also applies to a
good thematic analysis. This has been thoroughly explored during this study.
Table 11 Criteria for a Good Thematic Analysis (Source: Braun and Clarke, 2006; Nowell, 2017)
Procedure
Principles
Transliteration/ Information has been recorded well and in detail and has been tested alongside the
Transcription/
audio recordings to ensure accuracy.
Recording
Encryption/
Coding
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Individual data has received similar attention during the coding procedure.
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of Data

Analysis

Overall
Report Writing

No themes have been produced from a limited rich example but as an alternative to the
coding process that has been broadly and thoroughly added.
The themes have been checked and compared to each other back to the original dataset.
All the important extracts from each theme have been collected.
It has been ensured that the themes are consistent, distinct, and coherent.
The data has been understood, analysed, and interpreted rather than just described or
rephrased.
The analysis portrays a well-organised story, showing convincing points regarding the
data
The analysis and data correspond.
There is a balance between the illustration and narrative extracts provided.
Sufficient time has been allocated to complete each stage of the analysis effectively
without rushing any stage.
The specific approach and assumptions about the thematic process have been explained
clearly.
The method and report have been analysed consistently i.e. a clarity between what is
claimed to be done and what is done
Themes do not just emerge if the researcher sees themselves as an active member in
the research process.
Clear and consistent language is used in the analysis of the report.

3.14.2 Steps in Conducting Thematic Analysis
The section explains the step-by-step process involved in the thematic analysis of the data collected in
this study as proposed by Braun and Clarke (2006). It is important to note that some of these steps are
like the steps applied in qualitative content analysis. This is often the case when a researcher starts
scanning and looking out for meanings and designs in the data being analysed (Nowell, 2017).
The following six phases are provided and outlined below in Figure 14 as suggested by Braun and Clarke
(2006) and further modified by Nowell (2017) into nine steps based on the instrument the researcher is
adopting in analysing the data.
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3.14.2.1 Transcription
After data collection by means of semi-structured interviews, which provided the researcher with prior
knowledge with some initial thought aimed at and the transcription of the data from the audio recordings
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to a readable format in order to facilitate the analysis. This was done verbatim for clarity and broader
analysis, aimed at qualitative research work. Thirty-four interviews were transcribed in an orderly
manner, and the transcription process took around five weeks. Transcription is essential when
thematically analysing verbal data, such as political speeches, recorded interviews, and television
programmes (Nowell, 2017). Although this may be one of the most tedious and time-consuming stages
in the whole process, it is an excellent way of making familiarisation with the data a great deal easier
(Nowell, 2017).
3.14.2.2 Familiarisation with the Data
After transcription, the researcher should familiarise themselves with the depth and breadth of the entire
dataset. This process usually involves repetitive and active readings of the data, looking for patterns,
meaning, and others. It is vital to read the whole organised dataset repeatedly before commencing coding
in order to identify patterns that will develop into codes as the researcher reads through the data (Nowell,
2017).
The researcher took the time to thoroughly read the 34 transcripts to familiarise themselves with the data
and to be able to link emerging patterns with the relevant literature.
3.14.2.3 Import into NVivo
According to Nowell (2017), thematic analysis is usually supported in a qualitative study by NVivo,
computerised assisted qualitative data software (CAQDAS). It assists the researcher in getting more
closely acquainted with the data, improving transparency and accuracy, and carrying out stress-free data
analysis procedures and results (Easterby-Smith et al., 2012). CAQDAS is a term that is commonly used
to refer to computer software packages used for excellent analysis of qualitative data. Contrary to SPSS,
a quantitative data analysis software, CAQDAS assists investigators in data evaluation considering the
large nature of the qualitative data (Easterby-Smith, 2012). It helps in the process of classifying the data
for ease of analysis and interpretation.
Considering the benefits of CAQDAS, NVivo 12 was deployed for analysing the qualitative data. NVivo
12 was the best and latest version of NVivo at the time of writing this thesis. NVivo 12 made the thematic
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analysis more adaptable and enabled a clear level of analysis (Easterby-Smith, 2012). Furthermore,
NVivo 12 provided the researcher with the opportunity to analyse parts of the dataset rather than coding
the entire dataset. The NVivo nodes were similarly useful as the software created nodes whose
descriptions and titles resulted straight from the text in the data via colourful images to help both the
reader and researcher. In connection to step three of the thematic analysis processes, the transcribed
interviews were imported into NVivo 12 for more in-depth analysis.
3.14.2.4 Generating the Initial Codes
After the data was imported into NVivo 12, steps were taken to develop the initial codes. According to
Nowell et al. (2017), coding involves connecting data through individual thinking facts findings. Coding
includes detecting the data types that arise as important and arranging them into meaningful sets (Nowell
et al., 2017). It is important to work systematically through the whole dataset to ensure that full
consideration is given to every data piece in order to enable the development of key patterns. In the same
vein, generating the initial codes also helped in pointing out parts of the data that seem to depart from
the main story of the study, which should not be overlooked.
The coding process is part of data analysis as the researcher takes time to arrange the data into more
significant groups. However, the coded data is usually different from the unit of analysis i.e. the themes
that are mostly wider and will begin improving in the subsequent step is wherever explanatory
information evaluation takes place. Coding, to a large extent, lies in whether the themes are driven by
theory or data (Braun, and Clarke 2006). Since the interpretation of units that initially seem clear may
be unclear during the process, the coding process is frequently carried out, beginning with different
levels of the text each time to improve the trustworthiness and authenticity of the findings (Lincoln and
Guba, 2011).
3.14.2.5 Searching for Themes
Ideas are designs that are discovered in information sets and form a significant part of the data linked to
the research questions (Braun and Clarke, 2006). They help in understanding the theoretical
underpinnings in the data and assist the researcher in developing codes discovered during analysis. In
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addition, it includes sorting codes into groups that help in answering the research questions ‘who?’,
‘when?’ ‘what?’, or ‘where?’. At this stage, the data analysed is rearranged to show a wider level of
themes. This process helps the researcher to contribute to the theory in line with the research work.
Searching for themes also involves arranging various data pieces according to prospective ideas and
then collecting every important code that pertains to their known ideas. At this stage, all coded themes
are important, and nothing should be cast aside, even coded that seem ‘unfit’ can be labelled temporarily
as ‘miscellaneous’. The researcher carried out this process of classification until they decided it was
sufficiently detailed due to the research aim. The classification ended when a reasonable explanation
was achieved. Before finishing this process, the researcher completed a word, theme, and term count to
determine the most repeated words, themes, or terms.
3.14.2.6 Reviewing the Themes
This step involves refining the themes developed in the previous step by separating each theme into
more than one theme and integrating related themes. Reviews made based on the coded data extracted
for an individual theme are tested to ensure that the coded data has been arranged systematically. This
process includes confirming the validity of each theme in line with the entire dataset and the review of
the whole dataset.
At this level, it is proven that some nominated themes are not theme-based. For instance, it may be
revealed that they were not fully supported by the data or may overlap with other themes. In the same
vein, the whole dataset must likewise remain revised at this level in order to ensure the ideas the
researcher develops are suitable for the study (Nowell et al., 2017). In the case of this research, the
themes were refined and reread to ensure they were well suited for the study. In addition, different
themes were integrated, merged, fragmented, and re-defined as necessary to ensure the themes
developed an articulate pattern.
3.14.2.7 Defining and Naming Themes
At this stage, the themes are refined and defined further, with an additional analysis undertaken on the
data within the themes. By defining and refining the themes, the researcher is able to identify the core
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importance of every idea – and the whole idea – and then decide which information is covered by an
individual idea. In addition, the process involves detecting the key features of the individual themes and
knowing which part of the data they cover. This requires the researcher to go over every group of data
collected to reduce each theme and confirm they are all in order with the research aim. It is also important
to identify what is interesting about the individual data pieces extracted as this helps the researcher to
discover how individual themes address the research aim and objectives. Themes and labels often
require changes to a more effective brief that reveals the essence of the data. At the end of the process,
a researcher should be able to give a clear definition of their themes (Braun and Clarke, 2006).
3.14.2.8 Creating a Report
This is the last step in thematic analysis, and it involves a scriptwriting accounting for the whole process
through the report. This step aims to communicate the evaluated information to the readers in a
meaningful manner. The report should be able to give a clear view of the extracted data from the
prearranged information to validate ideas. It should be written in an interesting, clear, reasonable, and
brief manner (Nowell et. al., 2017). Furthermore, it stresses further in the discussion of findings and
analysis, recommendations, and conclusion.
3.15

Ethical Issues Involved in Conducting Interviews

The term ‘ethics’, according to Christians (2000), is defined as a set of rules that governs the conduct of
researchers when dealing with study participants. There are numerous approaches to ensuring that
research is conducted ethically, and they relate to decision-making based on the outcomes or
consequences of research involvement (Kvale, 2009). According to Christians (2000) and Kvale (2009),
ethical issues arise in research interviews due to the complex nature of investigating people’s private
lives and placing interpretations thereof in the public space. Ethical issues affect the entire interview
process because this process is different to using questionnaires, whereby contact with participants could
be minimal. This issue should be considered from the start of a research project until its end. Therefore,
the researcher analysed the possible implications of all data collection and interview processes on the
participants and on the research study in general. Seven research phases were explored in eliminating
the challenges, as emphasised by Kvale (2009).
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Thematising: The main aim of the interview process goes beyond the pursuit of knowledge.
Interviewing must consider how the human situation being investigated can be improved. The study has
ensured this goal has been achieved as the main focus of the study is how performance management can
be implemented to ensure fair treatment for both SME owner-managers and employees. The research
obtained University of Bedfordshire research approval before data collection commenced (Appendix
A).
Designing: Ethical issues in research design often involve determining the topic, obtaining approval to
partake in the investigation, ensuring confidentiality, and bearing in mind the possible consequences of
the study. As well as ethical approval from the University of Bedfordshire, the participants’ consent to
participation was obtained before the interviews were conducted (by means of the pre-approved ethics
form of consent), and all the participants’ details were treated with the utmost confidentiality. Lewis
(2015) highlights that business research involves obligation toward partaking, due to this all ownermanagers interviewed signed the consent form which provided details regarding the reasons while
investigator boarding on getting the work done before meeting for the interview process.
Interview Situation: The researcher ensured that the personal consequences of the conversations held
during the interviews were taken into consideration. The personal consequences may include stress, or
any other challenges informants may experience during the interview process. This assurance was also
outlined in the consent form, as the participants were informed of their right to withdraw from
participation in the study at any time.
Transcription: Steps were taken to protect the privacy of the interviewed SME owner-managers to
ensure that they would remain anonymous throughout the transcription process. In addition, the loyalty
of the transcriber to the actual speech of the participant is essential.
Analysis: Ethical considerations in the analysis stage include how well the interviewer can analyse the
interview to ensure there has been no misinterpretation of the interviewees’ comments.
Verification: Verification involves the researcher’s ethical duty to report knowledge that is as protected
and tested as possible. This assurance involves issues of how critical problems may be examined.
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Reporting: Reporting involves privacy issues, particularly when recording a private interview in a
public space. It was necessary for the researcher to ensure that the findings are reported fairly and
honestly and to consider how the report will be shared after writing it.

3.16 Methodological Limitations
Some minor challenges arose during data collection. This is usually the case when some part of the data
has to be gathered from respondents with little or no education, as is the case with some of the participant
SME owner-managers. Collecting data from SMEs was highly challenging as many owner-managers
do not keep good business records. Scheduling interviews with them was challenging, and even after
gaining access to the participants, the researcher had to educate them on the importance of the findings
and ensure them that their participation would not affect their business in any way. To overcome this
problem, the researcher used a snowball sampling technique to identify and select the initial informant,
who would also help in assuring any referral of the utmost confidentiality of the research.
Another problem encountered during the cause of the data collection is that of time management. Data
was collected in Western Nigeria (Lagos, Oyo, and Ogun states), the business heart of the country, with
a high concentration of SMEs. Thus, a lot of time was spent travelling during the data collection. The
researcher experienced difficulties moving from one SME to the other, as such a journey took around
3–4 hours in most cases due to traffic. The interviewer missed some scheduled interviews, which were
later rescheduled. This was time-consuming as the researcher required additional time for these
interviews. The interviews were conducted during a festive period (December) when most SMEs were
eager to make sales and were not involved in any interviews.
The researcher overcame these challenges by making the required changes to the interview process as
outlined below:
•

being flexible in order to accommodate the participants’ schedules,

•

calling each participant, the day before the scheduled interview to remind the interviewee of the
appointment and maintaining contact until the interview time in order to confirm their availability,
and
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•

agreeing to meet the interviewees at their homes, if possible, to help mitigate work pressures and
also to avoid health and safety issues (for both the researcher and participants) throughout the
interviewing process.

The researcher faced the problem of ensuring safety during the interviews as many interviews were
conducted at the manufacturing sites of the participant SMEs. This posed a huge challenge, for instance,
concerning sites where the manufacturers produce chemicals. However, meeting with some interviewees
at their homes helped to eliminate any health and safety problems. Issues with humidity and traffic also
posed health problems. To address this issue, some interviews were conducted in the evening when the
heat level and traffic reduced.
The researcher’s supervisors were also kept up to date with the data collection process through emails
and phone calls when necessary. Summaries of the interviews conducted were forwarded to the
supervisors at different stages.

3.17 Summary
This chapter has outlined the research methodology deployed in this study. The research paradigm
adopted has been clearly explained and justified in the context of the study’s purpose and intentions.
This explanation was complemented by a discussion of the sub-topics that contributed to the choice of
data collection method (semi-structured interviews) and thematic analysis used for evaluating
information. Lastly, the chapter addressed the trustworthiness of the data collected concerning minor
methodological limitations. The next chapter presents and interprets the research findings in light of the
SME theories explained thus far.
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Chapter 4

Findings

4.1 Introduction
This study focuses on the performance management practices and implementation thereof among SMEs
in a developing economy – Nigeria. This chapter intends to outline and analyse the research results from
the data collected through interviews and to address the research objectives set out in Chapter 1. Chapter
3 presented the detailed data collection procedure employed in this study. The main data collection
technique used in this study was semi-structured interviews.
In order to explain the study’s findings, it is important to restate the research objectives upon which the
interview questions were developed. The research objectives are based on the research aim, as stated in
Chapter 1, as follows:
•

to critically investigate the performance management practices of SMEs in the manufacturing sector
in Nigeria from an HR perspective,

•

to critically explore how the cultural context may influence the performance management practices
of SMEs in the manufacturing sector in Nigeria from an HR perspective, and

•

to develop an integrative framework of the performance management practices of SMEs from an
HR perspective that explores the cultural dimensions influencing the performance management
practices of SMEs in the manufacturing sector in Nigeria.

The main research questions are as follows:
•

How do SMEs within the manufacturing sector execute performance management practice?

•

What is the current PMS used by Nigerian manufacturing-sector SMEs?

•

How do the characteristics of SMEs influence their performance management practices?

These led to twelve interview questions as detailed in Chapter 1 and Appendix A.
Moreover, cultural dimensions were identified from the views expressed by the owner-managers
interviewed for this study, which suggests that prevailing cultural orientations influenced organisational
practices as well as HR practices.
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This chapter is organised according to the themes and how frequently they emerged from the NVivo12
thematic analysis and coding process. Table 12 presents the 34-participant manufacturing SME ownermanagers: six participants in the food sector, eleven in the farming sector, six from chemical production
companies, three in the plastics production sector, four from electrical material production companies,
while the remaining two from furniture production companies. However, some owner-managers have
multiple roles in their companies besides being CEOs. For other relevant details about the participants,
please refer to Appendix D. An interesting description of the data is the number of years for which the
participant SMEs have been operating. The data shows that the participant SMEs have been operating
for five years and longer. The means that the findings from the study are supported by participants who
understand the intricacies of SMEs in the empirical context of the study. Additionally, the ownermanagers who participated in the study were drawn from a variety of industries in the manufacturing
sector.
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Figure 14 A Summary of the Study Themes at the Analysis Level
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Table 12 Detailed Summary of the Organisations
No

Organisation

Position Held

Product

1
2
3
4
5
6
7
8
9
10
11
12

C1
C2
C3
C4
C5
C6
C7
C8
C9
C10
C11
C12

Food
Electrical goods
Plastics
Farm produce
Food
Food
Chemicals
Chemicals
Chemicals
Farming
Food
Electrical goods

13
14
15
16
17
18
19
20
21
22
23
24
25
26

C13
C14
C15
C16
C17
C18
C19
C20
C21
C22
C23
C24
C25
C26

Owner-manager
‘
‘
‘
‘
Logistics manager
Owner-manager
‘
‘
‘
‘
Owner-manager and
technical director
Owner-manager
‘
‘
‘
‘
‘
‘
‘
‘
‘
‘
‘
‘
Senior technical officer

27

C27

Owner-manager
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SME’s
Years of
Operation
12
8
25
15
6
18
12
15
29

Interview Date

Interview
Time

Gender

12.00
13.40
14.30
13.00
13.00
18.00
20.00
21.30
12.00
13.30
10.30
12.30

Interview
Duration
(Minutes)
45
57
34
48
25
44
39
59
60
45
49
29

34
11

19/12/19
10/09/18
20/12/19
30/12/18
20/12/19
20/12/19
24/12/19
23/12/19
18/12/19
25/08/18
15/08/18
18/08/18

Food
Food
Farming
Farming
Farming
Farming
Farming
Farming
Farming
Farming
Farming
Chemicals
Chemicals
Chemicals

27
18
9
24
18
20
22
16
15
23
12
19
8
5

18/08/18
28/12/19
27/12/19
20/12/19
17/08/18
23/08/18
23/08/18
23/08/18
26/08/18
20/08/18
18/08/18
17/08/18
10/08/18
16/08/18

16.40
22.00
17.00
20.00
22.00
21.30
21.00
14.00
21.00
16.00
17.50
17.00
17.30
10.00

39
43
47
55
34
38
26
56
28
46
44
45
43
45

M
M
M
M
M
M
M
M
M
M
M
M
M

Chemicals

11

20/08/18

20.00

45

M

M
F
M
M
M
M
M
M
M
M
M
M
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28
29
30
31
32
33
34

C28
C29
C30
C31
C32
C33
C34
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‘
‘
‘
‘
‘
‘
‘

Chemicals
Plastics
Plastics
Plastics
Electrical goods
Electrical goods
Furniture

10
20
18
6
24
12
9

20/08/18
22/12/19
22/12/19
23/12/19
29/12/19
28/12/19
06/12/20

21.00
14.30
16.00
12.00
12.30
12.00
13.00

57
34
26
24
44
41
59

M
M
M
M
M
M
M
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4.2 Findings – Performance Management Practices among
Manufacturing SMEs in Western Nigeria
This section presents the findings of the analysis of the performance management practices among
manufacturing SMEs in Western Nigeria. It also presents a general background analysis of HRM
practices in Nigerian SMEs from a cultural perspective.
The interviews were conducted in order to address the research questions below.
•

How do SMEs within the manufacturing sector execute performance management practice?

•

What is the current PMS used by Nigerian manufacturing-sector SMEs?

•

How do the characteristics of SMEs influence their performance management practices?

The respondents expressed diverse opinions about their experiences of PMSs. The views presented
below begin with the concept and process of performance management practice among the SMEs
involved in the study.

4.2.1 Interpretation of the Performance Management Concept by SMEs
The interpretation of performance management process practices by SMEs can be classified into four
stages. Out of the 34 participants, 31, representing 91 per cent of the total sample, supported the practice
of PMS (Na-Nan et al., 2017; Neely, 2005) as planning, implementation, evaluation, and review, which
needs to conform with essential communications. The remaining three participants (9 per cent) did not
show evidence of performance management (Ogunyomi and Bruning, 2016). Moreover, a notable study
on performance management indicated that over 70 per cent of businesses implement PMSs because
they serve as a basis on which other HRM activities thrive (Taiwo et al., 2016).
The following are some of the responses given by the respondents regarding the process of performance
management.
The performance measure has helped the company grow far beyond its
competitors. This action is a result of how effective our employees are with
the measure in place. (C12)
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This narrative aligns with the view of performance management as being used simultaneously with other
measures (Neely, 1998; 2005; Radnor and Barnes, 20017). As shown in Appendix F, typologies of
performance management (Neely, 2005) believed performance management is a philosophy that is
supported by performance measurement.
The performance measure is carried out to enable the employees to
understand the market trends and know-how well in order to satisfy
customers’ demands. (C15)
Furthermore,
[The ] performance measure has helped the company boost its image, achieve
its organisational goals, and portray its products as the best in the open
market. You cannot contest this, and there is an obvious difference from when
we did not use it to now, when we do use it. (C12)
It helps the company to operate uniquely, stand out, and maintain good
standards of practice. Even though we cannot execute all of these, we know
the benefit [of performance management] as a company. (C13)
According to Na-Nan et al. (2017), SMEs find it difficult to implement all the good standard, possibly
due to inadequate resources (both raw material and financial resources).
Performance appraisal is the only [method by which] we review our
employees to know how they are performing [and if they are performing
better], and after their performance, we keep reviving them so they try to do
better than what they have done in the past. So that is why we believe that
performance appraisal is outstanding. (C17)
Apart from using performance management to boost the company’s image and have a unique form of
operations compared to competitors, as mentioned above, the knowledge gained from appraisals helps
employees greatly when for their own self-development (Radnor and Barnes, 2007).
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Nevertheless, some participants still harboured some negative opinions about performance management.
Some of these negative thoughts are responsible for the ineffectiveness of PMSs among SMEs. The
following quotations from different SMEs give insights into such notions.
A negative view of performance management:
One of the significant disadvantages is that it is an added cost to production.
You send for medical checks, it’s an added cost…downtime. What is he
supposed to do for that day? He won’t be able to do it. Therefore, it is an
added cost. Secondly, doing all these controls, this and that, is expensive. You
can just throw on and then take chances, but it is still expensive. Then, bring
in a new machine for them, me, you know. (C2)
The secrecy of HR can bring down a company, and it can keep a company
together. When you have a salary in a review – just like you asked me – in the
early days, and somebody who is not doing well gets to know that we are
paying someone else N30,000 more than his salary…or if, because you find
out that the bad one, what HR should discuss…I am sorry, in this part of the
world, it is not what they are discussing. For favouritism, they will call the
bad guy that comes o is not me. C2
It is all about human inadequacies in terms of attitudes. We need to do a lot
of education on attitudinal changes to ensure that employees’ mindsets are
positive and are not enhancing the typical envious human characteristic
within the staff. Ethical education is needed to change their state of mind and
enhance personal improvement. C23
The first six quotes support the existing notion of SME’s performance management (Na-Nan, 2016;
Urbano, 2008), while the following quotes relate to influencing SMEs’ characteristics that are specific
to the empirical context.
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4.2.2 Current Performance Management Practices among SMEs
This section examines the current state of performance management in Western Nigeria using the
planning, implementation, evaluation, and review framework used by SME owner-managers for
enhanced understanding and more straightforward analysis.
4.2.2.1

Performance Planning
We set out a mission, and the mission is to become a leader in the chosen field,
and the vision is to employ good and qualified staff that will enable us to
create wealth for our stakeholders. C1
Yeah, the mission statement is to produce civil explosives that will meet global
standards in a safe environment and to keep improving with modern
technology – that is our mission statement. The goal is all about business
establishment…think of it as maximising profit…but we don’t want to do it to
the detriment of the clients nor to the disadvantage of the engineering team. If
we do that, we will be out of business because the competition is keen. C2

The comment C2 above is directly connected to the findings of Locke and Latham (2006), who suggest
that, for a business to be successful, either an MNC or an SME, they need to have SMART goals. C1’s
comment reflects a specific goal, while that of C2 portrays some features of SMART goals, as these are
not only concerns about maximising profit but also of continuously ensuring the business’s progress is
not at the detriment of customers and the community where they operate.
Most importantly, C20 and C6 also linked their business goal and objectives to international best
practices and explained how they had drawn on these practices and adapted them to their local needs.
The following are their responses in relation to goals planning.
Right and wrong…not quite exactly. The best practice is that you look at
global best practices and make sure now that you now adapt those to your
locality. C20
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We follow a lot of international best practices in the fertiliser industry. We
ensure staff members do not work more than eight hours in one shift, but some
of the jobs are highly manual (e.g. for the person doing the bagging, we need
to ensure that there is smooth sewing of the bag). C6
However, it is noteworthy that, even though thirty-one out of thirty-four participants gave an outline of
their business goals and mission statements, some still come came up with unclear purposes and
objectives:
Mostly, our goals and objectives are to meet up the end users at the market
for easy proximity so that they can satisfy their daily needs. For the vision, I
cannot remember that right now…what I can remember regarding that
question, for now, is what I just said. C5
The point raised above by C5 lacks the content of a SMART goal (Locke and Latham, 2006). It does
appear that the main concern for C5 is ensuring that customers are satisfied. The key requirement for a
business vision and mission, which are meant to be detailed and achievable, C5 could not recall. It is
important for businesses that intend to achieve success to detail their business vision and mission far
beyond what was mentioned above.
To reach out to our customers nationwide and satisfy their demands. Yes, that
is the essence of every business – meeting customers’ needs. Hence, our goals
are linked to our business objective. C12
The response of C12 was an attempt to link an organisational business objective to customer satisfaction.
Clearly, there is an attempt to show that organisational goals depend on customer satisfaction. This,
however, was not the purpose of the question. Hence, the response was vague and did not reflect any
SMART goals (Locke and Latham, 2006). Nevertheless, it can be argued that the essence of every
business activity is to meet the needs of the target customer. However, this goal cannot be isolated from
the business primary objective – profit-making. This objective cannot be achieved if the human
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(employee) factor is not adequately addressed (Locke and Latham, 2006). Respondents C13, C15, and
C18 also made similar comments to those of C12.
To be the lead in the industry and to always be able to satisfy customers’
demands and increase sales through marketing and a sustainable competitive
advantage. C13
To reach out to the unreached areas in terms of the goods produced, be the
leader in the industry, and ensure to give the best to target customers. C15
Our business goals and objectives are that we are working towards our goal
to meet a target…in this particular market and industry – and a large industry
– we have to meet some targets. Another goal is that you have to deliver to the
customers on time. C18
The major goal of our company is to achieve food security in Nigeria and
Africa – food security at a low cost so that local farmers can also benefit from
food security, too, with the latest technology around. We did its research
around the world concerning the best products at the right quality and
quantity – and at the right cost to the farmers. C10
4.2.2.2

Performance Implementation

In terms of the implementation stage, interviewees were asked questions about how they implement
their business goals, missions, and vision statements through its employees in ensuring these goals etc.
are achievable.
Twenty-six of the participant SME owner-managers were able to give a detailed description of how their
employees serve as an instrument in achieving organisational goals through individual targets set for the
employees. The responses below characterise their views.
Beautiful…in accomplishing each of the targets given to them, when they
reach a stumbling block, we consult the [employee’s training record] to
ascertain if that stumbling block was due to a knowledge gap, if that’s why we
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were unable to get this. We get resource centres across the globe, both online
and offline, that go through this process so that we will be able to accomplish
this goal. C7
The points raised by C12 about the implementation stage were linked to the employee’s training record,
which they consulted when they experienced any awkward situations that were not part of the planning
stage. They usually achieve this goal by using resource training centres, which can be used anywhere at
any time (depending on the training needs and the issues that must be addressed).
Yes, all our staff have targets, and these are individual targets. We have a
corporate target. Sometimes, we hire people who are not too professional in
the field and give them a target for the next 30 days…so everybody has their
target and has a focus. C3
The above view on implementation expressed by C3 was precise. C3 attempted to express how
employees are used to achieve certain goals within a given period of time. In this case, the individual
employee goals accumulate to contribute to the overall organisational goals.
These goals are being achieved by implementing division of labour through
our logistics and technical departments. C32
C32’s view above appears to be directly linked to the concept of division of labour. The achievement of
individual goals is essential to organisational goals. Hence, role is given to individual employees, and
this is managed through the logistics and technical departments.
Regarding that, we try to encourage them; for example, by providing vehicles
for them to go out. For the marketers, we give them training, we lecture them
on how to market the chemicals and improve the welfare of the staff. These
are some of the things we do for them. C5
The company has created good working conditions, such as the office, which
is a good environment with not much noise and accessible to all the staff at a
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good location. We have a good Internet service and equipment that staff need.
C10
Different measuring and motivational tools base on their needs also at an individual level as a study
revealed that people are motivated differently (Bryson, 2019). Below are some of the key sub-themes
drawn from the coded interviews and a few of the interviewee’s comments thereon.
Performance Measures: Twenty-three out of the thirty-four interviewed SME owner-managers
showed evidence of using various measuring tools, as demonstrated below.
The administrative staff defines the parameters for measuring performance.
Each head of department designs their performance appraisals for evaluating
each of the staff in their department, and they score the employees using
questionnaires. The appraisals are sent to the HR department, where they are
collated and submitted to management so they will have a holistic view of all
staff assessments. External auditors have also been brought on board to check
the appraisals done by the internal supervisors. Recommendations are made
based on a person’s performance and are sent as a report to management for
appropriate actions. C23
The company takes notice of all staff. Depending on how they perform,
management might decide to call them in, give them advice, recommend they
undertake certain training where necessary, or encourage them to do further
research on the areas in which they are falling short. C10
Yes, the employees are informed of the change and are encouraged to work
harder towards achieving the new plan. For instance, chemical use in
producing some of our products was banned in the country because the
government considered it as a weapon of destruction. We had to deliberate
with production in looking for an alternative to this chemical. This changed
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the whole production process and was included in an action plan that was
executed later. C12
The performance measure has helped the company grow far beyond its
competitors. Before [we implemented it], we struggled with keeping
customers, but now, we even refer to some of our customers to a competitor.
Most of the time, demand is much higher than what is available for customers’
consumption. In order not to lose them, we take some products from
competitors at times or send the customer to competitors. C18
Promotion and Recognition: Nine SME owner-managers were able to show evidence of this as
measuring tools, and some of their comments are shown below.
[There has been] increased salaries, promotions, wardrobe allowances…as
some of our staff need to look good for corporate meetings. For instance,
[there is a] little support in health bills…we cannot foot the whole bill yet.
C13
We do paper recognition, attestation, plaque, and then an official
commendation letter. C20
Yes, giving them some awards, a kind of…when you do a good job, the best
performance in sales, there is a kind of reward that we normally give that also
boosts. If they can get this…[if they sell] up to twenty of this, they’ll have that.
C22
Training and Development: Fourteen participants commented on T&D as a measuring tool, and some
do not see it as an excellent measuring tool for employers in a developing country like Nigeria.
We do train [and retrain] our staff. Apart from those who are primary
marketers, everyone is a marketer. All the staff [members are] trained on the
basic things they need to know about our products so that we can be
ambassadors anywhere. C10
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We sponsored [a staff member] for an overseas course and he left to our
competitors when he [came] back, because they offered him [a higher salary].
With this, he left with our idea and sold it to competitors. Training is quite
expensive, so if you’re ready for the company, we will sponsor you, and it will
be deducted from your salary gradually. For this training, [the staff member
will have] signed a legal contract to pay the money, even if they want to leave
the organisation…[the requirement to pay for training] will last two to three
years based on the contract. C12
That needs a lot of money for execution…[it is] not for a small business like
ours. The only training I can say that we do presently is on-the-job training,
[which does not require us to spend anything]. The existing staff members
help new ones about how to do things. C13
Basically, we believe in training people…we bring people from another
organisation to train them to achieve the set targets. C17
We train management and staff [members], and we have a brochure wherein
everything is explained. There is a telephone number [that] every farmer can
call to ask questions, and we explain social media [use] to improve our
marketing. Without the farmers, we [would not] be here. C29
Compensation and Bonuses: Twenty-seven participants questioned about implementation made
positive comments about this issue, which is a higher proportion compared to the other measuring tools.
Yes, in Nigeria, people appreciate cash as a reward. When we have [an
employee who] maybe missed a step, and within six months, when an
appraisal is done, it is discovered that [they have] been able to catch up and
are even doing more than expected…the A-grade measure is a million naira,
like £3,000 pounds…the chairman [hands over a cheque]. And we have been
doing this for the last five years. C34
|Page

132

Overall, measuring tools are crucial at the implementation stage of the performance management
process. This is because SMEs at various levels in the Nigerian manufacturing sector use this method to
implement their aims and objectives.
4.2.2.3

Performance Evaluation

In this study, twenty-five participants commented on evaluation, as shown below.
Appraisal goes beyond paperwork. It [involves] output, safety, a relationship
[between] you and your supervisor. The floor members are appraised by the
supervisor, a supervisor by a manager, a manager by the plant manager,
directors by the chairman. C34
Yes, like last year, after appraisal, it [has been] observed that we will need
more staff in operation to ensure quick delivery of our product to end users.
This has been put in place as we have people contracted to support this
[endeavour] whenever we need them as we cannot employ people to do this
for now due to limited resources. C13
It will be according to all the documentation we have…everything is
documented. In addition, if staff [members] are absent and I see that work is
not going very well, then automatically, I will know. C29
For the farmers, it is simple – we get more yield. For the staff, it is the number
of outputs, for plants like F&C, they always go beyond expectations. If you
give them 24 trucks, be sure that you will get an output of about 34 or 40
trucks. C8
Well, like any human being, when you are treated well, the reflection will be
there [in the work]…the reflection shows because they put [in] more effort
and concentration to what they are doing, so [there] is an improvement [in]
product quality and the [number] of products we produce [is] increasing
daily. Let’s say they produced 50 on a daily basis before [the appraisal], and
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after their enhancement, they increase [this productivity] to 70 [or] 100, so
then we know that they are really happy with what they are doing or what the
company has given to them as a support. C16
However, some participants are still not clear concerning how it should be done, when, and at what
level, despite how simplistic the researcher tried to be in the interviewing process. Seven responses fell
short of what should be regarded as evaluation in performance management. A sample response is
outlined as follows:
There are so many variables that you need to consider…the power and every
other thing…we have to combine the communication infrastructure [so] that
you need to input into the meter. So how do we accomplish this [marginal]
concept that we are trying to do? C20
4.2.2.4

Performance Review

Thirty-one participants commented on the review stage, some of which are shown below.
Since they are the people relating, I do relate with them on, maybe, a daily
basis. Then [I check] their performance. We do that because of the
relationship, [the] technical aspect of it. We do that monthly. C16
Because some of them [didn’t] know anything about ammonia before they
[joined] us, we sit them down [and] educate them on anhydrous ammonia.
[These are] the dos and don’ts, and [they get] to know it [after] about a few
months. C25
In addition, C18 said:
Yes, at times…weekly or monthly. We do meet every week. If there is an issue
with the marketing (for instance, with the chemicals, the imports and exports),
we do [meet] every week with our team leaders, like [on] Mondays or
Tuesdays. It depends on the time. Every week, we do that. C18
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Meanwhile, C12 and C13 made comments aligned with the literature findings:
Four times a year, every three months. This measure is to ensure we are
meeting the customers’ needs, surpassing competitors, and [surviving despite
the] instability in the business environment. [In addition,] considering the
nature of our business, employees’ needs [must] be [reviewed] regularly to
ensure a quality product is maintained. C12
Every year (once a year). C13
Twice in a year, June and December. Even if there are spikes during the
something, we just collate and keep. We give quarries, letters of
commendation, etc. It a carrot-and-stick approach. When you get to the files,
you see all this there. C34
Table 13 Summary of the Findings
Performance Element
Planning
Implementation

Evaluation/Appraisal

Review

Findings
No clear goals
No mention of HR input
Goals are implemented through targets
Employees are motivated through training, good working
conditions, and provision of work equipment
Targets are measured at the organisational level and processing
level, with less emphasis on the individual employee level
A transitionary approach is used to support the implementation of
targets, such as promotions and compensation
Appraisals used as a measuring tool
Employee effectiveness
Organisational output
Processes
Some SMEs had no clear evaluation approach
Greater focus on frequency, not purpose

Concerning the above findings, the study can draw contextual conclusions that may align with Nigeria
HRM strategies and practices within the SME context. This can be used to address the major objective
of this study – to develop a suitable framework for investigating and understanding performance
management practices among SMEs from an HRM perspective and within a cultural context. This
section explained the problems of SMEs’ performance management that could affect their HRM practice
that arose from the study data.
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4.3 Contextual Issues and Performance Management Practices
This section presents the study’s findings on the views of SME owner-managers that may be attributable
to the Nigerian context. This is important because the perception of owner-managers may impact the
successful implementation of PMSs based on cultural orientations. The sub-themes that were identified
among the interview data are presented below.
Paternalistic Orientation: This is an unintentional feature of the SME owner-managers that allows
them to ensure they take control of their business to maintain a sustainable competitive advantage. The
paternalistic view is reinforced because owner-managers feel that employees may not have the best
interests for the business (Na-Nan, 2017). This is also referred to as a command-and-control culture.
Despite the fact that you assigned [them a task], you still see yourself doing
their job. Why? To make sure that my capital doesn’t drop. If you know where
instead it is, let it remain where it is. [Just because you are the] chairman of
a company, [this] does not mean that you have assigned the job and [you can]
leave it there. There is some work you need to do. C3
My duties are to control and monitor, but sometimes, I disguise [myself as a
customer] to [make myself aware of] the company’s performance, put on a
cap as a normal person, and see the staff…[all done] to know if the
department is working. C32
Lack of Trust: One owner-manager’s view also suggested that there is a lack of trust in employees.
By yourself [you] make your company improve, and that is why we
Africans…Nigerians…some company [starts], and in two–three years, [it
folds], because the real [manager] is the owner of the company, [and] he
trusted another person’s hand, and he messed it up, he doesn’t go there. C8
[I am] in the business of 24 hours because, for me to get where I want to go,
I cannot leave [all my job to] management and my staff to manage. C24
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A Negative View of Employee Orientation: Five owner-managers commented on this issue, and the
following comments demonstrate their views.
The interviewees’ comments below suggest that they feel that employees are selfish and need an
attitudinal change:
They don’t think it, don’t say that they don’t see it, the first thing is ‘Elo lo gba
– What is my cut?’. [The real question is] how much [is the organisation]
getting?’ That is what brings food to their table because a lot of things are
missing…a lot of things are missing. C16
Proper orientation of employees [in terms of a] sense of entitlement and
[seeing] the company as their own with the intention of advancing it for the
benefits of both management and staff. C33
Proper orientation of employees and time management [are] essential as most
of them [have been] found not to be good at managing their time well and
[leaving tasks until the last] minute before completing [them] and this, most
[of the] time, affects the quality of their delivery. But when it comes [to] the
compensation, you see them getting it done before [the] time. C13
Customer service and punctuality [at] work are my major concerns as almost
all my staff are found wanting of [these qualities], and if they are being
relieved of their work, the next thing [we will see] is [that they will] start
looking for [someone] who will appeal on their behalf. C15
Welfare Orientation:
I [would] say welfare…this has not been addressed as employees are always
found grumbling over this. It has been a challenge when the management put
anything on the ground in compensation for a job well done. It is always ‘not
enough’. They will say ‘This [other] company does this and that’ If the welfare
is good, we won’t have anything to talk about. C32
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Maybe you’re right, but we can’t do anything about that for now. Maybe in
the future. Employees are also complaining [about welfare, but no matter
what is done, they always abuse it. C13
A Negative View of Employees’ Ability to Change: This point is different to the SMEs’ attribute
mentioned in the relevant literature (Ates et al., 2013). Four participants commented on this issue, and
the following two points are their major concerns.
Fantastic…one of the major obstacles and challenges I have faced is human
[resources] management. People of diverse characters and mindsets [are]
able to redefine their mindsets to suit their own goals. In the process, first of
all, you need to understand the psychology of managing people. C20
The greatest disadvantage or disappointment we have is still about a human
being. Staff [are] what they are. There are people you cannot change. C2
Informal Management Practices: This is one of the major characteristics of an SME, as shown in the
relevant literature, and most SMEs resisted many meaningful steps that could help them implement
successful performance management practices due to limited resources and lack of funds (Ates et al.,
2013). Some of the informal or poor management approaches include:
I employed most of my workers based on referrals. My ICT operator, for
instance, was introduced to me [by] a long-time friend, and he has been with
us for six years now – without any hitch. Although, there [have been] some
cases [of some of] my staff who [were hired in this manner,] misbehaved, and
[were] laid off. C24
Recruitment and selection are some of the HR activities that can be applied
[throughout all performance management] stages. At some point in an
organisation, there will [be a] need to employ competent staff who fit a
particular position but [come] through personal referral. C18
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Short-Term Orientation: According to Ates, et al. (2013), SMEs in Nigeria generally behave
insensitively because the decision-making process and strategic planning are poor compared to larger
firms, which is due to a lack of adequate resources. This problem caused the participant SME ownermanagers to avoid some key stages in PMSs and often made them focus on short-term priorities. Seven
participants commented on this short-term orientation and its effect on the PMSs. The comments below
demonstrate this point.
Having a [long-term] goal implies you need to have money and be ready to
make lots of trials and errors, for which the company [is] not ready. So, most
of our goals are short term. This is why we often carry out reviews to ensure
the business keeps moving once the goals are achieved. C14
Our goals are set to have a [long-term] effect, but I can tell you that, this year,
the goal was achieved within the space of four months. Although, we have had
a period whereby we [struggled] all through the year without achieving our
goals due to funding or [losses] that [were] not anticipated, so I will say most
of our goals are achieved within [a] short time. C7
Moreover, C7 added:
Long-term [goals are] not achievable, and [they are] not intended [for] daily
business activities, and meeting customer needs takes [up] the whole day, so
we find ourselves piling up things that can be done within a short [time]
period. This is why we ensure targets are met within a concise time period.
C7
The findings and contextual issues drawn from the findings put led to the development of a preliminary
HRM framework (Figure 14) for SMEs through performance management practice from a cultural
perspective. The framework further pointed out the themes and sub-themes for proper analysis.
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Figure 14 An HRM Perspective of SMEs’ Performance Management Practice Framework in a Developing Context
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4.4 Themes Developed from the Theoretical Framework
4.4.1 HR Perspective of SME Owner-Managers on the Performance
Management Process
This theme highlights the findings without consideration of the contextual factors that may have
influenced the positions of the participants. The main themes (T) are set out, followed by sub-themes
(ST), which may provide rationale.
4.4.1.1

Owner-Managers’ Views of Performance Management

T1 SME owner-managers in the Nigerian manufacturing sector have mixed views on the
performance management process.
ST1.1 SME owner-managers have a positive view of performance management
ST1.2 SME owner-managers have a negative view of performance management
4.4.1.2

Current Performance Management Practices among SMEs

T2 SME owner-managers in the manufacturing sector in Nigeria may experience challenges in setting
clear goals for their organisations
ST2 Performance planning
ST2.1.1 SME owner-managers set out their organisations’ goals
ST2.1.2 SME owner-managers do not set clear goals for their organisations
ST2.1.3 SME owner-managers in the Nigerian manufacturing sector undertake planning decisions
without the involvement of HR
T3 SME owner-managers in the Nigerian manufacturing sector take a transactional approach to
support the implementation of targets
ST3 Performance implementation
ST3.1 SME owner-managers implement their goals through targets
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ST3.2 SME owner-managers motivate their employees through training, good working conditions,
promotions, compensation, and provision of work tools.
ST3.3 SME owner-managers measure targets at the organisation level and processing level, with limited
emphasis on the individual employee level
T4 Some SME owner-managers have no clear performance measurement approach
Sub positions
ST4.1 SME owner-managers use an appraisal system to measure employee effectiveness
ST4.2 SME owner-managers view employee effectiveness based on the results of the organisation’s
output, which may not be within the control of employees
ST4.3 SME owner-managers measure organisational output using the PMS’s output
ST4.4 SME owner-managers measure organisational processes using the PMS’s output
T5 SME owner-managers focused more on the frequency of the appraisals ad not on the purpose
4.4.1.3

The Contextual Factors Influencing the HR Perspective of SME Owner-Managers’ PMSs

According to the research objective of this thesis, the themes here take into account the prevailing
cultural contextual factors that may further explain the SME owner-managers’ views of PMSs. Although
questions were not specifically asked about these themes, the themes were derived from the nuances of
the explanations of the performance management process.
T6 SME owner-managers in the Nigerian manufacturing sector may have a mixed view of the
performance management process because of the lack of trust in employees
T7 The cultural orientation of the Nigerian context influences SME owner-managers’ performance
planning process
ST7.1 A paternalistic orientation influences SME owner-managers’ decisions to make all planning
decisions

|Page

142

ST7.2 A lack of trust in employees influences the SME owner-managers’ decisions to make all planning
decisions
T8 The cultural orientation of the Nigerian context influences SME owner-managers’ PMS
implementation processes
ST8.1 The SME owner-managers’ negative view of employees influences their performance
implementation process
ST8.2 Employee welfare orientation influences SME owner-managers’ performance implementation
process
ST8.3

Informal

management

orientation

influences

SME

owner-managers’

performance

implementation process
T9 The cultural orientation of the Nigerian context influences SME owner-managers’ performance
management evaluation process
P9.1 The SME owner-managers’ negative view of the employees’ ability to change influences their
performance management evaluation process
T10 The cultural orientation of the Nigerian context influences SME owner-managers’ performance
management review process
ST10.1 A short-term mindset influences the SME owner-managers’ performance management review
process
ST10.2 Informal management processes influence the SME owner-managers’ performance management
review process

4.5 Summary
This chapter has presented the findings from the interviews. The structure of the analysis was developed
in line with the research objectives. Based on the contextual issues developed from the findings, which
are seen as a gap for effective performance management practices in Nigeria, a model has been
developed for SMEs in Western Nigeria from an HR perspective bearing in mind the context’s culture,
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as presented in Figure 14. These findings will be addressed well in Chapter 5 below for greater
clarification. A description of the participants was first presented and analysed. An analysis of SME
owner-managers’ views concerning performance management from an HR perspective was undertaken,
with the findings suggesting that SME owner-managers in Western Nigeria context have a mixed view
of the importance of PMSs. A possible explanation for this phenomenon was seen in the analysis of the
findings concerning the different phases of the performance management stages. The analysis of the
cultural dimensions of the Nigerian context further elucidated the mixed view of SME owner-managers’
views of PMSs. The chapter provided a theoretical framework to shed light on the HR-related challenges
of each of the stages of the performance management process and subsequently presented the themes in
order to summarise the findings. These themes are critical and may form a starting point for future
studies that aim to generalise the findings of this thesis. Chapter 5 below will present a discussion of the
study findings.

|Page

144

Chapter 5

Discussion

5.1 Introduction
This chapter discusses the findings of the thesis and reflects on existing studies to identify areas of
similarity and differences, from existing work and this study which will further highlight the
contribution of the study to the field. Before proceeding to discuss the findings, it is important to restate
the research objectives upon which the findings have been analysed. The research objectives are based
on the research aim, as stated in Chapter 1, as follows:
•

to critically investigate the performance management practices of SMEs in the manufacturing sector
in Nigeria from an HR perspective,

•

to critically explore how the cultural context may influence the performance management practices
of SMEs in the manufacturing sector in Nigeria from an HR perspective, and

•

to develop an integrative framework of the performance management practices of SMEs from an
HR perspective that explores the cultural dimensions influencing the performance management
practices of SMEs in the manufacturing sector in Nigeria.

Restating the research objectives allows for a focused discussion of the findings.

5.2 Critical Evaluation of Performance Management Practices in
Western Nigerian Manufacturing SMEs
5.2.1 SME Owner-Managers in the Manufacturing Sector in Nigeria May
Experience Challenges in Setting Clear Goals for their Organisations
The findings from this thesis suggest that owner-managers may face challenges in setting clear goals.
While some owner-managers of SMEs set out their businesses’ mission and vision statements, the
majority of the respondents expressed vague mission and vision statements. Setting SMART goals is an
important task for owner-managers, as this helps them focus on both internal and external environmental
factors (Locke and Latham, 2002). Studies have found that setting unclear goals may result in the
challenge of integrating the planning stage with the entire performance management procedure and in
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which good means this phase accomplished will define the efficiency of the overall performance
management procedure (Biron, 2011; Locke and Latham, 2000).
It was also observed that SMEs place a limited emphasis on setting challenging and complex goals
(Locke and Latham, 2002). Consequently, SMEs become unable to set high-level mission, vision, and
value statements. The SME owner-managers may therefore lack the ability to forecast in order to enable
them to prepare for possible changes that may occur. Therefore, as stressed in the literature and as seen
in Figure 14, SMEs generally focus on short-term priorities, take a flexible outlook, and have limited
resources, which may be why they struggle to establish clear vision, mission, and value statements and
set SMART goals. Planning actions in SMEs is considered too bureaucratic, inflexible, or official and
thus an obstruction to the flexible nature of an SME. Most importantly, planning is seen as a waste of
time (Na-Nan, 2016; Locke and Latham, 2002).

5.2.2 The Cultural Orientation of the Nigerian Context Influences SME
Owner-Managers’ Performance Management Planning Process –
Hofstede’s Cultural Theory
This section is an attempt to explain why SME owner-managers are unable to adequately plan and a
discussion of the contextual factors influencing PMSs from a cultural perspective, which could, in turn,
impact HRM practices. The findings of this study show that SME owner-managers generally make
decisions independently – without recourse to employees or the HR department. To explain the rationale
underlying this phenomenon, SMEs were found in this study to foster a paternalistic orientation. The
SME owner-managers restricted the decision of planning to themselves and had very little confidence
in the decisions and contributions of employees. This orientation is evidenced in the SMEs’ commandand-control culture (Ates et al., 2013) and reflected in most of the comments of the interviewed ownermanagers. This is an unintentional feature of SMEs, whereby owner-managers ensure they take control
of the business to maintain a sustainable competitive advantage and feel that most of their employees
will not be able to do their jobs without being micromanaged.
The SME owner-managers in Nigeria context are strongly engrossed in their own culture and this affects
their business mindset and behaviours (Hofstede, 2009). This finding is linked to the paternalistic
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orientation explained above and may also be discussed in the context of power distance. SMEs in Nigeria
have a high-power-distance culture, as explained by Hofstede (2009). The owner-managers consider
employees as subordinates who do not have any decision-making authority, and the owner-managers
assume the position of authority (a high power distance). This practice often leads to unequal power
distribution, as a huge degree of power distance is evident, which is also classified as a hierarchical
order (Hofstede, 2009).
Although this idea was not examined in detail, 98 per cent of the interviewed owner-managers are male.
This is further possible evidence of the paternalistic orientation of SMEs in Western Nigeria. It is
possible that the outcome of the study may have been different if female owner-managers had been
examined instead.
This hierarchical approach to management is described as an orientation whereby decisions are made
using a top-down approach, with little or no contribution to decision-making being made by the team.
This implies employees respect and accept their owner-manager’s decision and autonomy, even if it is
seen not to be in the best interests of the business. This is reflective of Nigeria’s culture (Hofstede,
2009), where owner-managers are seen as superior in decision-making ability (high power) to
employees, who are subordinate and have less power to exercise control. In this case, employees are not
permitted to make a business decision, even if it is a matter of urgency, as this could be considered an
act of disrespect to upper management (the owner-manager).
Moreover, the paternalistic view or command-and-control culture of SMEs at the planning stage is also
connected to the individualist or collectivist cultural perceptions (Hofstede, 2009). SMEs in Nigeria
could be regarded as practising an individualist approach based on the findings of this study, especially
considering how they prefer making decisions independently, without involving employees in key
business decisions. Western Nigerian SMEs take action individually rather than as a team with a
common value. This finding negates the perception of Hofstede (2009), who sees Nigerian culture as a
collectivist society that values communal gatherings, where common values are shared. The practice of
HRM among SME owner-managers in developed nations differs from those of developing countries.

|Page

147

A key difference here is the high-power-distance culture that exists in the collectivist culture of Nigeria
(Hofstede, 2009). However, the findings from the SME owner-managers’ perspective of Hofstede’s
cultural theory closed this disparity, as SMEs are seen to be individualists in nature when viewed from
an HR perspective.
Another cultural issue that arises from Hofstede’s cultural theory in relation to this study is whether
Western Nigeria is a masculine or feminine culture. Considering Nigeria’s culture, where the role of
leadership is ascribed to males and females have been subjected to a mere supporting role of their male
counterparts (Taiwo et al., 2016), business owners in Nigeria tend to be men. This was evident in the
proportion of male Western Nigerian SME owner-managers compared to females. Ninety-eight per cent
of the interviewed owner-managers are men. Although some studies, like those of Ogunyomi and
Bruning (2016) and Akpabio (2016) have highlighted an increase in the proportion of Western Nigerian
female owner-managers, the interviews carried out in this study revealed a high proportion of male
owner-managers. This is normal in Nigeria, which is known to be characterised by a masculine culture
whereby women mostly find it challenging to climb the professional ladder in most settings (Hofstede,
2009). Often, Nigerian women have less of a say than men when it comes to important decision-making
– either within the household or at work. International organisations in Nigeria have also embraced this
paternalistic culture, with no women taking the top positions in most of these establishments in Nigeria,
while the reverse is the case in their home countries. However, various initiatives have been taken in
recent times to deal with this social inequality in Nigeria, with different NGOs like the African Women
Power Network, the Wellbeing Foundation, the Kudirat Initiative for Democracy in Nigeria, the Mirabel
Rape Crisis Centre, Girls Not for Sale, Give Girls a Chance, Women’s Technology Empowerment
Centre, and many more campaigning against gender inequality.
In addition, another cultural issue arising from the data was that of a lack of trust on the part of the SME
owner-managers in employees, which could be considered uncertainty avoidance from Hofstede’s
perspective. The study found that the majority of Western Nigerian SME owner-managers do not trust
their employees and do not take the risk to train them due to their fear that they will leave the
organisation thereafter. SME owner-managers in Nigeria may not be able to compete with those in
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developed countries due to these cultural differences, which are unique to SMEs in Nigeria (Hofstede,
2009). The thesis showed that SME owner-managers in Nigeria have been avoiding the risk of including
staff in the planning process due to a lack of trust (high risk avoidance). They do not want to take chances
with the business they have developed over the years with a great deal of investment. They are also not
willing to try new ideas that may put their company in jeopardy compared to owner-managers in the
developed world.
Performance management builds employees’ confidence and trust in their organisation through the
principles underlying the evaluations and a shared sense of commitment to each another. Goal-oriented
performance management involves employees contributing to the process, and a performance
management culture takes the contributions of employees into account in the PMS. A performance
management measure could create a positive perception and reinforce desirable outcome among
employees (Wickramasinghe, 2016).

5.2.3 SME Owner-Managers in the Nigerian Manufacturing Sector Take a
Transactional Approach to Support the Implementation of Targets
The findings in this regard suggest that the SME owner-managers are more interested in organisational
outcomes than employees’ performance. The employees were given targets at the organisational level,
mostly because most of the SMEs were particularly small organisations. The employees were deemed
to be performing well only when they meet organisational targets, which may not necessarily be within
the remit of their control. The study also found that SME owner-managers motivate their employees
through training, good working conditions, promotions, compensation, and provision of work
equipment.
This finding may also be attributed to the fact that SME owner-managers in Nigerian have a short-term
commercial mindset as they are most interested in the immediate output employees can add to the
business, which is not sustainable with motivational measures in place. Western Nigerian SME ownersmanagers, according to Hofstede (2009) viewpoint are most concerned about what happens in the
present are not mindful of the future of the business. Although, some scholars have criticised Hofstede’s
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cultural dimensions as they believe that it fails to study the complex nature of some cultures in which
this may be the case, as even within Nigeria, culture is diverse.
A possible reason for the unclear target may be a lack of communication. This may be due to the
educational background of the owner-manager. For instance, most of the owner-managers interviewed
have been in the business for many years, and they have had no formal education. This may explain why
the owner-managers demonstrated a lack of effective communication with internal and external
stakeholders. The owner-managers depend on tacit knowledge, which implies knowledge in SME is
gained from experiential learning, with no formal training, which is absorbed by tacit knowledge without
any formal communication method (Fauske, 2008).
According to Biron (2011), SME owner-managers need both formal and informal knowledge for
effective interaction with potential and current customers, suppliers, and any other external bodies that
could impact their business. The apparent lack of education may be responsible for the informal
management orientation found in the study. As such, SMEs lack the ability to comprehensively discuss
customers’ problems at a management level. They also lack functional meetings across all departments,
which are designed to initiate reward measures and motivate the employees towards improving
organisational performance (Blasini, 2013).

5.2.4 The Cultural Orientation of the Nigerian Context Influences SME
Owner-Managers’ PMS Implementation Process
The interviewed SME owner-managers did not consider the welfare of employees as paramount. This
is evidenced by the negative views held by owner-managers concerning this issue. The owner-managers
considered employees’ demand for better welfare to be a negative phenomenon. There was a general
opinion among the participants that employees demand improved welfare and working conditions,
which they deem is not necessary. The owner-managers considered these requests bad for business.
Some of these views are further influenced by the context. For example, Nigeria has very limited
regulations that protect employees. In addition, the government’s main focus is on introducing
regulations that will support the operations of SMEs without necessary corresponding regulations to
protect employees (Volery and Mazzarol, 2015).
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5.2.5 Some SME Owner-Managers Have No Clear Performance Measurement
Approach
SME owner-managers often set unclear goals. Therefore, they face challenges in measuring the
performance of employees. The study found that SME owner-managers nevertheless implemented some
form of performance management through an appraisal system. There was a limited focus on employees’
performance as the owner-managers viewed employees’ performance mainly in terms of the
organisation’s output.
Performance measurement provides an understanding of how SMEs perform against set objectives. In
order to carry out a good performance evaluation, it is important to have clear KPIs, which should offer
good and pure development signs in terms of attaining the business aims and should aid in prioritising
based on demands in different areas that need immediate consideration. Performance management
practices like evaluation also help the SMEs to monitor customers and suppliers and are vital for SMEs
to have a competitive advantage. Meanwhile, existing studies focus mainly on business and financial
indications (Saridakis, 2017), the theoretical framework suggests that SMEs need to include employees
effective in the KPI.

5.2.6 The Cultural Orientation of the Nigerian Context Influences SME
Owner-Managers’ Performance Management Evaluation Process
There was an overarching negative view among the participants of their employees’ ability to change.
This view has influenced SME owner-managers’ performance evaluation process. This view may have
influenced the SME owner-managers’ decision not to focus on PMSs. Existing studies suggest that
SMEs in developing countries consider the performance management process as cumbersome. In
addition, due to the command-and-control nature of SMEs, owner-managers are overloaded with
responsibilities and may not have the resources to undertake the evaluation process (Garengo, 2012).
Bititci et al. (2011) and Ates et al. (2013) suggest that owner-managers of SMEs take a domineering
role and run their businesses generally based on their experience rather than from any formal education.
It is possible that an apparent lack of education may influence employees’ perspectives of the appraisal
system. The research revealed that the SMEs’ customary command-and-control organisational culture,
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whereby orders and directions are central and controlled by a top-down approach (owner-managers to
subordinates) without a formal standardised process, nevertheless affects most Nigerian SMEs in terms
of poor performance management practices. A flat organisational culture has helped many businesses
to thrive compared to SMEs that practice hierarchical management due to the command-and-control
culture.

5.2.7 SME Owner-Managers Focused More on the Frequency of the
Appraisals and Not on the Purpose
Existing studies suggest owner-managers view performance management review from a normative
perspective, focusing, for example, on how many times they would need to undertake the exercise
(Pulakos, 2004, Qamar and Asif, 2016). Performance management generally reinforces employees’
results only if they experience a positive reaction. However, taking a normative stance makes the
performance management process lose its meaning. Organisational output and employees are
inseparable when discussing performance management practices among SMEs (Haines III and St-Onge,
2012). Performance management also helps employees to have a positive attitude towards their work.
A well-structured and well-implemented performance management process enhances motivation, which
leads to good job performance and automatically increases SMEs’ performance (Biron et al., 2011).
A review of performance at the organisational level implies a challenging present strategy to adopt an
unstable business environment and growing needs (Buchner, 2007; Yadav and Sagar, 2013). Reviewing
the performance measure should not be a mere exercise; rather, it should consider the jobs of the
employees and connect these to the organisation’s overall goals (Yadav and Sagar, 2013). At the
individual level, performance appraisals and feedback serve as instruments for accountability and
reward, which aims to motivate the workforce towards accomplishing certain objectives and promoting
expected behaviour (Nazlina, 2016; Wickramasinghe, 2016; Na-Nan et al., 2017, 2018).

5.2.8 The Cultural Orientation of the Nigerian Context Influences SME
Owner-Managers’ Performance Review Process
To further explain why performance review received a normative view, the study explored the cultural
orientation of the Nigerian context. The findings suggest that the SME owner-managers investigated
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focus on the immediate need for survival (short-term orientation). The unfavourable economic climate
may further influence owner-managers’ views on the need to review the performance of employees
(Taiwo et al., 2016). The available data suggests that SMEs in Nigeria are in decline, and this may
further explain the pressure SME owner-managers are facing to keep their businesses operational.
Overall, as presented in the framework in Figure 14, the analysis revealed the impact of cultural
orientation on the influence of performance management practices from an HR perspective. Apart from
the fact that the unique features of SMEs can be a major hindrance to effective performance management
practice from a management perspective (Ates et al, 2013), this study found that a nation’s cultural
beliefs can influence key performance management practices within any business, and this has been
investigated in the case of the HRM practices of SMEs in Nigeria in order to assist in addressing the HR
issues affecting SMEs through performance management practice.
Every country has unique cultural beliefs, and these affect how people relate to each other – in both
formal and informal settings. However, it should be noted that time, space, and communication style ae
essential when dealing with different cultural beliefs as diverse cultures have various nuances and
effects, of which organisations needs to be aware when dealing with multiple cultures in the workplace
(Mordi, 2017).

5.3 Summary
This chapter has discussed the findings presented in Chapter 4 by reflecting on the literature reviewed
in Chapter 2. The primary evidence of this study suggests that SMEs in Nigeria do engage in
performance management practices in a reasonable manner. However, SMEs’ specific characteristics,
such as a command-and-control culture, informal management practices, a short-term mindset, a lack of
funds, reliance on tacit knowledge, entrepreneurial spirit, and human-related issues (such as the
orientations/views of owner-managers, influence the HRM practices of SMEs. The findings of this study
underline the current performance management practices of manufacturing SMEs in Nigeria. Each of
the relevant stages in the study has been analysed to examine the HR perspectives of SMEs. It was also
discovered that the SMEs’ characteristics have a direct influence on their performance management
practices, which automatically affect their HRM practices due to cultural orientation.
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Furthermore, from the evidence in the Nigerian context, it may be suggested that the cultural orientation
of the country influences the SMEs’ performance management practices from an HR point of view.
Some of the challenges highlighted in the study are particularly applicable to the Nigerian context. The
themes discussed here may be useful to the development of a theory that applies to SMEs operating in
other developing countries, mostly in Sub-Saharan Africa (Agarwal, 2015; Cunningham, 2010;
Ayentimi, 2018). The next chapter presents the study’s conclusion and recommendations for future
studies.
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Chapter 6

Conclusion

6.1 Introduction
This section is presented to summarise the entire study. The study’s goal from its inception was to
empirically investigate the performance management practices of manufacturing SMEs in Western
Nigeria from an HR perspective. To address this aim, the study set out three main research objectives to
critically investigate how the cultural context may influence these practices. Finally, the researcher
developed an integrative framework concerning the chosen research topic.
The gaps in the extant literature were identified during an extensive literature review in Chapter 2. These
gaps formed the basis of the research objectives. Consequently, the research methodology was presented
in order to ensure that the research objectives were met, and this formed the basis for the data collection.
The findings from this study show that, overall, manufacturing SME owner-managers in Western
Nigeria had mixed views concerning the usefulness of the performance management process. While
some of the interviewed owner-managers appreciated the importance of the performance management
process, others argued that it had made no meaningful contribution to their operations. Expanding
Hofstede’s cultural theory to the Nigerian context, the study found that cultural orientations that are
specific to Nigeria significantly influenced the implementation of performance management practices
among SMEs from an HR perspective. This chapter explains this study’s contributions to the extant
body of research, implications for practice, limitations of the present study, and recommendations for
future studies.

6.2 Contributions to Theory
The analysis in this thesis adds to the existing literature in a number of ways.

6.2.1 An Integrative Framework for Measuring Performance Management
Practices of SMEs from an HR perspective
The research introduces an integrative framework for measuring performance management practices
among SMEs from an HR perspective. Evidence from the literature reviewed suggests that there is no
existing framework that combines the PDCA and PIER models of performance management within the
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SME performance management debate. This study’s combination of these models contributes to the
existing literature as they provide a clear understanding of the components of the performance
management process.

6.2.2 Contribution to the Scarcity of Literature on Performance Management
among SMEs
The study contributes to the scarcity of literature that exists on performance management among SMEs.
Existing studies focus mainly on large organisations, despite that SMEs contribute immensely to
economic development. Undertaking this research focusing on SMEs will contribute to existing studies
by explaining the failures of SMEs.

6.2.3 Extending the PDCA and PIER Models with an HR Perspective
The existing studies that examine performance management among SMEs focus mainly on the business
aspect of SME operations (Smith, 2007; Garengo, 2012; Vichitdhanabadee, 2009). The HR perspective
of performance management among SMEs remains underexplored. Despite the importance of HRM
activities in the successful operation of SMEs, performance management researchers have not paid
much attention to the HR perspective. This study contributes to existing studies by extending the PDCA
and PIER models using an HR perspective.

6.2.4 Contextual Cultural Issues That Influence the HR Aspects of
Performance Management among SMEs
This study is the first to consider the contextual cultural issues that influence the HR aspects of
performance management among SMEs. While existing studies broadly explore the external factors that
influence the successful implementation of performance management, such as governmental
regulations, trade unions, and competitors, a limited amount of attention has been given to the cultural
dimension (Garengo, 2012). It is imperative to understand that organisations are not excluded from
cultural and social norms and that organisational culture often reflects the prevailing national culture
and to explore contextual elements that may influence the implementation of performance management.
The theoretical framework developed in this study highlights the potential influence of culture on all the
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different stages of the performance management model. This is important as it will enable SME ownermanagers to develop their practices to avoid the challenges identified.

6.3

HR Perspectives on the Challenges of SMEs in Developing Countries

The research contributes to the extant literature by explaining why SMEs in developing contexts may
face more profound challenges of long-term survival from an HR perspective compared to SMEs in
developed countries. Although existing studies have shown that SMEs in developing countries
experience more challenges of long-term survival compared to those within developed countries, the
explanations for this phenomenon have focused on business challenges. This study broadens the debate
by highlighting the HR perspectives of the challenges of SMEs in developing countries, thus helping to
provide a holistic view of performance management challenges among SMEs.

6.3.1 Extension of Hofstede’s Cultural Theory
In order to explain the overarching influence of the prevailing culture prevailing in the context in which
SMEs operate, this study applied the dimensions of Hofstede’s (2009) national cultural theory. This
provided an in-depth explanation of the views of SME owner-managers in Nigeria. Consistent with the
control-and-command culture of SMEs (Bititci et al., 2011; Ates et al., 2013), the thesis explains why
this particular culture may be particularly strong in the Nigerian context. The country exhibits a highpower-distance culture, as explained by the paternalistic viewpoints of the SME owner-managers. This
may explain why SME owner-managers may want to undertake major decisions concerning the SMEs
independently. There are also the factors of risk and uncertainty avoidance, explained by the ownermanagers’ decision not to train their employees due to the fear that an employee who has benefitted
from the training may leave the organisation thereafter.

6.4 Implications for Practice
6.4.1 A Robust Performance Management Tool
This thesis’s investigation of the influence of contextual factors on the PDCA and PIER models provides
a robust performance management model that takes into account the micro, organisational, and macro
factors that may influence the implementation of PMSs among SMEs. This model will enable SME
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owner-managers to identify areas that need to be improved. The integrative framework provides
knowledge regarding SMEs in Nigeria and the factors that influence their successful implementation of
performance management. Focusing on owner-managers in the research makes the findings relevant to
the key operators of SMEs in Nigeria. The findings also provide an indicative rationale concerning why
SMEs fail to continue operating in the long term.

6.4.2 Contextual Factors Influencing Performance Management
Understanding the contextual factors that influence the implementation of PMSs from an HR perspective
may help owner-managers to develop HR practices that are applicable within the relevant context.
Finally, the study provides a framework that may apply to the implementation of performance
management in SMEs operating in a similar context like Nigeria.

6.5 Conclusions
6.5.1 Hofstede’s National Cultural Theory
Concerning Hofstede’s (2009) national cultural theory, the study concludes that the paternalistic
orientation influencing the implementation of PMSs in SMEs manifested through the owner-managers’
decision to control the planning process (high power distance) and the decision to reduce training for
fear of employee turnover (risk avoidance and lack of trust).

6.5.2 Paternalistic Orientation and Male Owner-Managers’ Views
The participants in this research were mainly male owner-managers. Some of the cultural factors that
influence the implementation of PMSs in SMEs in Western Nigeria are attributable more to men than
to women. This phenomenon may explain the reason for the paternalistic orientation. Although not
examined in detail, the thesis finds that the results here are attributable to the characteristic of the dataset.

6.5.3 The Decline of SMEs in Developing Countries
Existing studies show that, although some SMEs do not survive the early years of operation, the
challenges are more severe in developing contexts. This study found that the challenges highlighted by
the robust performance management model developed herein further explain why SMEs are in decline
during the initial years of operation in developing countries.
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6.6 Recommendations for Practice
The study suggests that there is a need for organisational reorientation and puts forward the following
recommendations for SME owner-managers.

6.6.1 Education and Training for SME Owner-Managers
The study found that the majority of the SME owner-manager participants had been educated only to
secondary-school level. They depend more on their experience than their knowledge when making
decisions for the organisation. While tacit knowledge provides a useful source for knowledge, it is
limited and unstructured. This may explain the prevailing informal business practices among SMEs in
Nigeria. It is therefore recommended that owner-managers update their knowledge by taking advantage
of training and development opportunities.

6.7

Inclusion of HR in the Performance Management Process

The study recommends that owner-managers include their HR teams in the planning process of
performance management. This will help ensure that employees’ tasks and targets are linked to the
performance of the organisation.

6.7.1 Clarity of Goals
The findings also suggest that a major problem with the SMEs’ performance management processes
was a lack of clarity. Having unclear goals makes it difficult to understand the direction that the
organisations are taking. The owner-managers must be provided with adequate training that will enable
them to set SMART goals.

6.7.2 Institutional Support for Female Owner-Managers
Although this is not the focus of the study, 98 per cent of the owner-managers interviewed in this study
are male. This may suggest that the cultural orientation that subjects women to domestic tasks at home
may be prevalent in the context of this study. It is therefore recommended that affirmative action should
be taken to encourage more women to venture into SMEs.
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6.8 Limitations of the Study
Although the study contributes to existing literature, it does have some limitations. Firstly, the data
collected from just 34 participants makes it difficult to generalise the findings to larger populations.
This, however, does not negate the fact that the in-depth interviews have provided a more in-depth
understanding of the contextual factors that influence the implementation of performance management
processes among Western Nigerian SMEs from an HR perspective. Secondly, the data collection, from
a single context, makes it difficult to apply the findings to other contexts. However, the choice of Nigeria
was strategic, and the findings may apply to countries with similar contexts. The data collected was
mainly from male owner-managers. This makes it difficult to fully understand the influence of cultural
context on the implementation of PMSs among SMEs.

6.9 Recommendations for Future Research
Thus, the study makes the following recommendations for future research. Firstly, the themes developed
for the theoretical framework should be tested using surveys to enable generalisation of the findings.
Secondly, it is important to conduct similar investigations from the perspective of female ownermanagers in order to compare the results. Conducting the same study in other sectors will also help in
resolving HRM issues among most SMEs in developing nations. In addition, a similar study may be
conducted in a developed context to allow for comparison.
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Chapter 7
7.1

APPENDICES

Appendix A: Research Interview Questions Guide

Building on the gaps identified from the background of the study section, the aim of the study is to
empirically investigate the techniques of carrying out performance management in manufacturing sector
SMEs in Nigeria from a human resource perspective.
Based on the research aim above the following research objectives are set
•

To critically investigate performance management practice of SMEs in the manufacturing sector
from a human resource perspective.

•

To critically explore how the cultural context may influence performance management practice
of SMEs in the manufacturing sector from a human resource perspective.
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•

To develop an integrative framework of performance management of SMEs from an HR
perspective that explores the cultural dimensions influencing PM in SMEs in the manufacturing
sector in Nigeria

Based on the research objectives, the following primary research questions are set
•
•

How does the SMEs within manufacturing SMEs carry out PM practice? / What are the current
PM practice system within Nigeria SMEs?

•

How SMEs characteristics influence its PM practice process?

In addressing the main primary research questions comprehensively in relation with the research
objectives, apparently, the primary research question is sub divided into the following twelve (RQ1QR12) sub-sections questions.

RQ1) how do you manage performance in your organisation? (Planning)
•

Do you set business goals and objectives? Both for business and employees

•

What are the organisations goals and objectives?

•

That is the organisations vision, mission and values

RQ2) Can you explain in detail how you achieve these objectives with example? (Implementation)

RQ3) how do you know whether the plan in place has help in meeting business objective? (Evaluation)

RQ4) how often do you review performance measure to ensure accuracy to current needs? (Review)

RQ5) after review, if there is any review/change in action plan, do you implement them? Example

RQ6 what is the reward measure available for employees who has improve performance as expected?
Example
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QR7 As organisation, can you tell us, how the measure use in achieving your aim and objectives as
helped you in sustaining competitive advantage?

QR8: Why does your company carryout such practice/ what are the reasons why the organisation decides
using PM system?

QR9) is there any disadvantage experience from the implementation such performance measure within
the organisation? Example

QR10) how do you identify external factors that impact on your business?
•

Can you identify your competitors?

•

Do you relate with the trade union?

•

How do you access your customers?

QR11) where do you think you need improvement to effectively manage employees’ performance in
your organisation?

QR12) can you explain in detail your role as owners’ managers

Appendix B: Sample transcribed Interview
7.2

Sample 1

Background Question
Interview: Good morning, sir, am Bilikis Kazeem, a research student, I just have few questions for you
concerning my research. Just before we start, I would like to have some background information about
yourself, the position you are in your company, year of establishment and the number of employees?
Respondent: It’s going to be in two parts, but I will be very brief, I am a mine engineer by training I
worked with one of the biggest cement factory in the world that is Lafarge, I was there from 1993 to
2006 and I got to the pick of my career as the quarry manager and were producing well over 45,000 tons
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of lime. Just trying to give you a brief background of who I was before becoming an investor. From the
Lafarge experience, knowing that if you add value to all raw materials, if you add value to a lot of
products you will make it. I pulled out of paid job to join others as partners in Intrachem. Intrachem is
an energy company that produces civil explosives for blasting, for oil exploration, for construction. In
all construction ward you need explosives to break the rock, you need explosives to access, you need
explosives to demolish, and you need explosives in oil exploration, therefore we started, we are three,
Mr Martins, Mr Biodun Abu and myself. I am the technical director of the company and that’s to tell
you that I have a lot of technical input, that is understanding the product, understanding the
manufacturing of the product and the usage, therefore we went in and I also do a lot of admin work
because from my own background as a mining engineer working with over 3000 employees in Lafarge.
I know their reasoning, their way of thinking, I know the human approach to engineering field.
The way engineers or men in the field thinks is different from the way a barrister or an accountant or an
administrator thinks because we work with the nature, nature as per nature, they work in the sun, in the
rain, they work you know, in very terrible conditions, therefore, the way they reason and the way they
respond is different from the an accountant that goes into a cool office in the morning reasons and closes
and goes into his car. A mining engineer or a mechanical man working in the quarry would coming in
the morning, battered with some problems over night that they called him from the plant, he is coming
in dazed, he wants to go to the plant and see that the plant not running idle and set it up because we have
targets, target as per you are supposed to produced so so so number of explosives sticks for these
customer, therefore we are battling against existence every day.
Therefore, the way you relate with those type of staff is different from the way a lawyer will thinks for
a lawyer or an administrator will think. You have to be in their shoes, you have to be one of them, you
have to go through the rank for you to be able to know how to handle them, if not the way Nigeria, not
just Nigeria, I have, I worked in Bruzcycle which is a UK based cement something, I worked in
Northfleet, I worked in Yorkshire state, I worked in Woodall, I worked in North Belk, North Belk is just
along Edinburgh – Newcastle rail, I have worked in all those places I had exchange program therefore,
it is not just Nigerians alone but all engineering subfloor staff are difficult to handle. Therefore, I want
you to see these interview as a way of improving on impacting on, you have to proffer solution to our
problem because I see myself as part of the problems in engineering and being a site manager and being
an investor we need the HR people to advise us to, you have the psychology, you have the reasoning to
pilot us through because we are more of target driving body. That is what I do now.
Int: Thanks so much sir, I like the intensity, the details of your company how you have been able to put
it together and I like the fact that you know how important your employees are and these is the main
reason why we are here. We need to value them because the value we give to them will result to their
productivity in the organisation so just before we go into the question proper, I will like you to tell me
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Interviewer: as of present what are your employee strength?
Respondent: I have 120
Interviewer: And the year of establishment?
Respondent: We established Intrachem some 32 years ago, but we went into manufacturing some 13
years ago and incubation stage for us before we went into the code commission, code commissioning in
engineering is you are not really producing to sell, code commission is you are just testing to plant. We
went into code commissioning 11/2 years, but we went into strong stream production 2 years after that
mean we have really been in the field for 11 years.
Interviewer: I will like you to tell me, to describe in detail your business goal and objectives?
Respondent: Yeah, the mission statement is to produce civil explosives that will be of world standard
in a safe environment and to keep improving with modern technology that is our mission statement and
the goal is all business establishment think of is maximizing profit but we don’t want to do it at the
detriment of the clients nor at the detriment of the engineering, if we do that we will be out of business
because competition is keen.
Interviewer: Will you tell me in detail in terms of, where will you see yourself in so many years? Do
you intend to expand beyond Nigeria?
Respondent: Of course, I can tell you that we are on the verge of exporting, we want to go into the
export drive but it is unfortunate that in these part of the globe which is Africa we bring in material, we
bring in civil explosives from everywhere in the world, including China, like I told you on my fingertips
where I have worked in UK I can tell you that we were bring in explosives from Spain, ….. ICI and
some other but within Africa, promote trade in Africa is the most difficult thing. You find out that they
still prefer especially, in Africa we have the francophone and the Anglophone. The francophone will
never ever take my words get anything from the Anglophone. Their first point of call is France, how do
you want to go, and Nigeria is unarguably wrongly cited between all francophone. We have republic of
Benin to the west, we have Burkina Faso, Niger, Chad to the North and Cameroon to the East and we
are boarded by the Gulf of Guinea. Tell me how we want to go out? It is very difficult, that means we
cannot access any of our boarders whether is any of our boarders they Anglophone Ghana except we
pass through francophone countries and knowing the trade that you want to go and do there they will
use tariff to kill you. Therefore, it is difficult but it’s a big constraint.
Interviewer: In summary, so business goal and objectives are?
Respondent: Business goal and objectives are to improve on explosives manufacturing, putting safety
first and considering, the greatest asset that we have.
Interviewer: These is, I will say these is some kind of sensitive business?
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Respondent: Very sensitive, regulated
Interviewer: Regulated, and these now lead me to the second question because how you now manage
your employees goes a long way to achieve your results, how do you use your employees in achieving
these aims?
Respondent: Thank you, like I have earlier said, our employees are the most important indices because
it does not really stop at saying go to the factory and produce, they have to produce safely, they have to
be security conscious, they cannot pilfer, these is not a biscuit industry, they cannot discuss, it is a need
to know industry, they cannot go out and discuss that am working in an explosives plant, it’s not done.
Interviewer: They must be knowledgeable to enough to be in that firm?
Respondent: You must be knowledgeable, they don’t, we don’t advertise and because of the peculiar
nature of Nigeria because of the insurgency which world is widely known, because of intrusion of
militants, there’s needed to know. Our staff goes through serious biometrics, they go through security
screening before we employ them and we try to make them happy by mitigating them, that’s why am
showing to you the A grade of how we really access them because when you do well more than 60% of
my staff all have cars, more than 30% leave in their houses, we have car loan, we have housing loan, we
have everything.
Interviewer: Just before we go into that sir, you have not been able to tell me how you use your
employees in terms of goal setting, targets, no before you get to given them car loan and all those stuffs,
they must have done something very impressive to you, so what have they being doing? Have you been
setting goals and targets for them?
Respondent: We have targets, targets as per if we produce anything above 500 tons per month, I tell
you one thing, it is a big plus because the plant is even installed at 400 tons per month capacity but we
hype it after making some engineering adjustment that we can flog it up to 500 metric tons, when we
now produce more than 500 tones we know the guys have logged themselves out and they are
remunerated for it and the supervisor for the short flow staff are well motivated and, because they are
the eye between us the top management and the directors and the shop flow, we are not there with them
24/7 but those supervisors and managers are there 24/7. Therefore, they are the eye of the company and
once they give us the target, they do it safely, target is safety and quality because at times we run into
quality issue and when there are quality challenges it is worse off because we are talking of investment,
talking of purchases from $200,000 and you now have quality issues with it on the field, it is not
acceptable. Therefore, we put target, we put quality and we put safety, those are the three parameters
that we use.
Interviewer: That’s good sir, now can you give me an example of a particular target?
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Respondent: Yeah, we have 400 – 500, we hype the but I can tell you that at times when the order kept
coming, now Nigeria we are on rail road revolution this is the first time we are having the north and the
south being linked up officially after some thirty, forty years initiative, yeah very good initiative and
you know that for rail you need aggregate that is called as rail road ballast, those are the supporting
aggregate. They need a lot of explosives to produces this, therefore, you find out that we are working
24/7, with these the targets are met regularly, others are coming, we even go above 500, we have seen
months that we went 700 we extended the working hours instead of them resuming 8, they coming 6
and instead of them closing 4, 4:30 they close 8pm, therefore, with the adjustment in the working hours
we are able to produce and meet, that is why the Lagos-Ibadan rail was completed to time, we are moving
from Ibadan to Ilorin and we going to move like that.
Interviewer: Thank you so much sir that is really detailed.
Interviewer: You have been able to tell me about goal setting, target and safety then quality
implementation and indices. We now go to evaluation because when you set all these things you need
to know whether is actually achieving its aim? How do you evaluate them, how do you know whether
all these things you set is actually….?
Respondent: Achievable and first of all, whenever you are setting any target make it achievable. If the
target is not achievable you are not doing anything.
Interviewer: Yes, that is why you need to evaluate?
Respondents: Exactly, take quality indices for example, we do that in engineering allowable error is
between 1-2% that you can play with 1 or 2% allowable error, that is if we have 100 clients which we
do. If one or two should make a return inward of the product saying that is not given them enough kick
then we look it and we will not crucify the boys but the moment we start having 5 clients returning back
the product, it is challenging, there is a problem somewhere. Therefore, these are part of the indices that
we use, safety, we have a safety board, we have the lost time incident, we have the fatality, the moment
we have fatality either one or, one fatality brings down your safety records. Therefore, we try as much
as possible to not to go into fatality and when we have even incidences like in the factory like may be
finger cut this and that, we note it and we do what is called Root Cause Analysis (RCA) which is very
important. Why should a short floor man cut his finger? Therefore, for quality, for safety and for volume
which is the quantity, if I look at it my farm produces 400 – 500 tones and we are working under per,
then we are not doing enough therefore all these things are well regulated and managed, therefore for
the quality, we look at one to two percent liable error, for safety we look at the fatality, we look at, like
this out going year we had three fatality, one was because of BP that is not job related, one was because
of hepatitis, that is not job related. One was accident on the road that is not job related, he was on leave.
Interviewer: The BP one does you think is not job related?
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Respondent: Is not job related, no no no because we have clinic, its being reviewed, right in my house
here as a director in Intrachem I have three BP monitoring machine. In the plant we have like five and
we industrial nurse that checks their BP twice in a week, we know what it takes. The question could
have been was the death caused by pollution because they inhale some gasses, it was not a lung problem,
if it were to be lung problem then we come back to is it not job related? BP in these part of the world
BP, you are in Lagos and you are in traffic for 4hours that is more than enough to cause BP. 80% of
Nigerians sleep without power, no fan, nothing, that is enough to cause BP. 80% of Nigerians leave in,
heaven knows, bad ventilation, now that is enough to therefore we talk of direct job related accident,
therefore, hepatitis you can’t believe ma, hepatitis in this part of the world is new, am telling you ma,
what we use to know and what we run away from is HIV, malaria, this and that all of a sudden hepatitis
came in and the hepatitis is just Type I, Type II, is just ravaging killing people. They have just started
giving inoculation for hepatitis. Ma am 56, 57, I never got inoculation for hepatitis until now that means
am just fortunate not to have. Is just ravaging, we lost a staff to it that is not job related. Therefore, our
fatality indices never dropped but three years ago we lost one too.
Interviewer: Thank you sir, what have you being doing? Because I know a lot of things comes outside
the job but when they bring it to work it affect their productivity so as an employer you must have been
doing something to tackle this, so is that why you have been doing health check-up and all that?
Respondent: Of course ma, we have been doing health check-up, we have been doing health talk and
we don’t allow them to carry problem from home because I won’t deceive you ma, a lot of staff come
in the morning and it will be boldly written on their face that they fought with their wife and these will
affect the way they handle equipment, these will affect the way they, we handle acid, we handle
dangerous chemical therefore, we cannot afford..
Interviewer: so, they have to be in the right state of mind?
Respondent: Yes, the right state of mind. That is the point.
Interviewer: So, the health should be the number one priority?
Respondent: Is number one priority and this goes down to so many
Interviewer: so, do you do this evaluation, is it like a group evaluation or individual?
Respondent: Individual
Interviewer: Good
Respondent: Individual evaluation every 3 months.
Interviewer: So, the review, now we are going to the review, which is the fourth question, you do it
every 3 months?
Respondent: Yeah
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Interviewer: You review everybody?
Respondent: Every 3 months including security review
Interviewer: Up to the lowest?
Respondent: Yeah, because our product is such that cannot be afforded to get into the wrong hands,
therefore, security check on them is as important as the safety. One of our security Francis, it is not, is
in the public domain decided to commit suicide, what happened the younger sister of the wife was
leaving with them, the stupid boy was having affairs with the girl, the girl got pregnant and it came to
the open but as luck will have it the girl was double dating one of the Olusho of Cele church, The Olusho
agreed that is ok I will take the girl but the Olusho, the lady told the Olusho that once in while my
auntie’s husband do cut shows therefore, they now called them to a public something, the Olusho said I
will take responsibility, no problem, I enjoy this girl and am very sure this belle (pregnancy) belongs to
me since they went for test and discovered that is that guys own but for coming with such challenge,
revelation, the guy decided to commit suicide, is that work related? No and I never know because that
was the first time am knowing that insurance does not cover suicide, note it. That means all the guy has
contributed, retirement benefit scheme, work compensation benefit scheme he is not going to collect
anything, he wouldn’t, he was no longer entitled to it because he committed suicide, I never know as a
director and investor, as an employer, as one of the owner of the owner of the company, I never had of
it. Working for so many years with British established company I never got, you know these are selling
point you know as you grow, if it never happened during once lifetime you wouldn’t know, the guy is
to collect like N8,000,000.00 but the insurance said no why should you kill yourself? That’s how he lost
the money.
Interviewer: Thank you so much sir. Now let’s go to question 5, we have done review which is
appraisal, so after this appraisal if you discover anything, you definitely you will take action, you review
them, and you suspect anything, and I will like some example?
Respondent: Yeah, we have A, B, C to just put it in paraphrase. The moment you fall between C and
D, your case goes for review. We have consultants, HR Consultants that high up there and know what
to do, at our own level we call the individual, why did you score, coming late? We have different grading
for, we ask you why are you coming late time? Your supervisor says you have been coming late, once
to come up to say is my children, how many kids do you have? I have 6, the moment you go anything
above 3, you are in suspense we know that we can’t trust you because your means the first reasoning is
not selfish of course we know that a man having 3 children, one wife, one house will manage with the
N50,000 minimum that we are given per month but the moment you now tell us you have 4, hmmmm,
this guy may start stealing that is the first way we look at it, we are not thinking of this guy is not normal,
he’s not been coming late because, he will be looking for extra fund to finance the extra kid and finance
the house. Therefore, we put him to check, we either move him out of the plant directly maybe take him
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to security, take him to something else and he’s going to be under raider. You may look at as being
selfish, but we are doing the obvious because why should you marry second wife? Why? Therefore, we
do the review just like you have asked, if we could see because it is expensive sending them to the
external HRP or sometimes, it’s expensive.
Interviewer: Can you give an example of a particular situation?
Respondent: Yes, we don’t know that one Olusola Majekodunmi he was in Calabar Depot because we
have 3 Depot where we take our materials to, the guy like 3 years ago made sales of well over
400,000,000.00, the following year it dropped to 320, while other depots did more than the previous
year, the third year it dropped to 250, what is the problem? We never knew that the man has setup a
parallel business line with us in Calabar, Calabar is some 700km away from the head office and the
technical director that superintend and supervise all those places it is difficult, Calabar is along the coast,
when you fly along coast in Nigeria it is very turbulent. Three four of the air crashes that Nigeria
experience 10 years ago all happened at the coast, the sosoliso, Belview and one other one therefore,
when you fly along the coast, the tide from water affect and the cloudy nature of the air flow, I don’t
like flying that place therefore, my own supervision was even put under review because we saw it in the
first year 400 to 320, the second year it came to 250, what’s happening? The boy has a setup a parallel
business with us that means 50% of our revenue is going. When we got this, he was not a short floor
man, a graduate this and that, we had to send him to a HR consultant, it was the HR consultant that got
all these details for us, even though we invested like N1,200,000.00 in that arrangement but I can tell
you it was money well spent therefore we eventually sent him away.
Interviewer: That was really detailed, thank you so much sir. Let go to question 6, this is about the
employees who have fail short of expectations or the once that are doing wonderfully well you must
somethings in place for them who has meet their target or surpass the target, so what are these reward
measure you put to them apart from their salaries, there must be a thank you or boost or motivations, so
I want you to explain in details and give me two examples?
Respondent: Two outstanding examples, do you know ma that paying, there is this thing called DSTV
in Africa, that is em, is like the sky world or sky what you have, the token you pay for viewing some
channels in UK, in Africa it is called DSTV therefore, you will be able to explain it better. Do you know
that paying N2,000 DSTV for outstanding staff goes a long way every month, just say don’t pay your
DSTV, the company will be paying for you. Paying DSTV alone.
Interviewer: I know how because it connects to the world.
Respondents: Do you know that paying the full bill is okay for doing well we will be paying N5,000
for you for the rest of the year per month. Do you know it goes wow with them but those that is almost
for the surf floor because we know the import of what they are doing? Therefore, we manage them very
well, therefore, people struggle to get their name on the list of those that we are paying DSTV for.
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Interviewer: So, they have to do wonderfully well?
Respondent: Do you know that people struggle to be on the list of people we pay N5,000 telephone
something and when you pay the N5,000 for them, it comes down to may MTN will be charging you
only N4,000 from the N5,000. From that N5,000 they would have data, maybe N1,000 data for the
whole month, they can call unlimited and once you are connected that means you can call the whole
member of that group free. Then for those that are really the supervisor, the surf floor gain promotion,
send them out, two supervisors have been sent on two weeks in Dubai all paid for trip with their wife,
when they come back they run wide, they do more than expected, there are some incentives it looks
timed but it goes a long way and that recognition that “emi na” I am now on the group of Intrachem big
family, this December now we have given 13th month bonus to all the surf floor because we surpass the
target we have produced well over 5000MT of explosives and we are just expecting a shade under 4000.I
Interviewer: Can you give me example of a particular employee?
Respondent: Moraye Shittu, he is the plant supervisor for the explosive cartridge plant, he is the one,
and he is in Dubai now, two weeks all paid for himself and the wife.
Interviewer: Thank you so much sir. This reward measure you put in place, I noticed is more of financial
need/reward, what have you been doing towards professional rewards in terms of career development, I
think some employees find them more interesting what will boost their career compare to, from what I
have been hearing from some other company I been interviewing, the country, people are more
concerned about the money or something, have you been doing something but I still believe that there
are still some people who are more concerned about career progression?
Respondent: I am so impressed with this your question, I left Lafarge and Blue cycle industry owned
by the British, I joined them in 1993 and left in 2006, the greatest thing that I left that place with is what
you are talking about, training.
Interviewer: It goes a long way
Response: That is the only thing you go away with from there you can build your own, I notice in these
parts of the world they don’t really, their more concerned about money! money!! money!!! Apart from
money! money!! money!!!, Now if you, is there anything like over training, if you give two months
training to some people, the first thing they do is to abandon you and go to the next industry, therefore,
you want to give them limited knowledge. They feel that is for the interest of the company not for their
own interest.
Respondent: Therefore, from the two sides of the coin both from the employer and the employee we
are selfish and we need attitudinal change, we need serious days for directors need to be trained and let
them know that even if they leave for the other company they are still developing the technology
internally in the country, don’t see it as we or I, I, I alone, let us see it as we, I am one of those that have
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been championing let these guys go out, let them, I told, because of the peculiar nature of our business
we have organisations like NAFDAC that organizes training, we have organisations like the NSA that
organizes training on security, we have organisations like the federal Ministry but do you know that
even courses that are supposed to be attended by all these surf floor people the once that lay their hand
on the explosive these people will not invite them, they want to invite directors, they want to invite
managers it is all because of the selfish interest of Africans, it happens, I just went on one in.
Interviewer: The people that are actually in the field need these more than the….
Respondent: I went on one in Senegal organized by US, for chemical security control, I looked at the
people that came from Cameroon, the people that came from all over Africa, Equatorial Guinea, South
Africa, we were all high class guys and I saw that I don’t need it, it was a one week waste, I don’t need
it, the boys that are, they were talking of poor packaging, stacking for crying out loud. At 57 am I going
to stack, No, the packaging No, and because we see them as tools, we don’t see them as part of the goals.
Interviewer: The employees?
Respondent: Yes, we see them as tools which is very wrong but that is not for my own school of
thought.
Interviewer: And even the employee they don’t see it as important?
Respondent: They don’t think it, don’t say that they don’t see it, the first thing is “Elo lo gba” meaning,
how much are you getting that is what brings food to their table because a lot of things are missing, a
lot of things are missing therefore, HR, you have a lot to do to change the orientation of Africans that
the employees are the tools, even if they are tools, you need to manage them very well, when you take
your 5 & 6 spanner and you use it and dump it anywhere, when you need it tomorrow you won’t get it
again but use that spanner, clean it after using it stack it back in the carton. They are the staff that when
you use then very well, train them, clean them and make them usable the following day. that is why
there is little continuity and that is why employment problem will continue to be there because you just
turn them out bring another one, turn them out bring another one, if there is a progressive growth it will
be a different thing.
Interviewer: Thank you so much sir. Let’s go to question 7. As an organisation can you tell me how
the measure you put in place for employees, has these help you in sustaining competitive advantage?
Respondent: Of course, yes, a company has a competitive advantage in areas where you have an edge
over the others. We are just two for the country.
Interviewer: Let me cut you short sir, sorry about that. In these question I would like to link it with
three people, is about sustaining competitive advantage and in sustaining competitive advantage you
should be able to access some people, your competitors, your customers and the trade union, that is the
association you belong because these three people are very strong holds whereby you access, you boost
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your productivity because if there is, with the trade union or your association if you have any issue, you
are very strong if you go as a team, maybe you are having issue with regulations and stuff like that, if
you go through them it fasten the situation and secondly, with your customer, how are you able to access
them? Why do they come to you? Why not your competitors? Then your competitors how have you
been able to surpass them? What is it that you are doing better?
Respondent: This is a fantastic question, there is these things we call understanding your customers,
know your customers, and know your customer goes beyond just knowing him because of the peculiar
nature, the unique nature of what we produce. If I want to sell to you am sorry, a Chinese man or an
Indian explosive, the controls that I will put in place is more than when I want to sell to British or
European man or an American why, Indian and Chinese will cut corners any day. they will not have the
right magazine they will not have the right equipment to use from their loading they will not have 1001
things, they will not even be registered whereas, when a British, Spanish, Italians comes in, Italians too
can be the Mafioso but when a French man or Spanish or Britons comes in, he wants to follow the rules
and Americans will come and follow the rules but Chinese and Indians will put you into trouble
therefore, we have serious know your customers.
There are some things that I will do, I will sign off even when I get a call from my subordinate, sir I
have an order for 10 tones for so so so, its ok go ahead and deliver but when you say you have a ton,
one ton to be delivered to a Chinese or Indian, my sister, I won’t do it. It is because of precedence
they’ve done it many at times or a Turkish national, I will not. Let him go to everywhere in the world to
get all the papers before I will release. We have an association called CEDAN, just as you said, that is
Civil explosives Dealers Association of Nigeria, we fight in common because when you go you have a
voice and those that we talk to or those that we seek their support are the military, the NSA, Police then
the government ministry that supervises us therefore this body is recognised by the President. Therefore,
when we stand up to say no they look at it and say why? Because the country can never develop without
explosives manufacturer and dealers. You want to build the airport, you want to build hospital, you want
to build road we are there. Therefore, we have a union, and I can tell you that my MD is the chairman
of the union now, therefore we influence, that give us a proxy.
Interviewer: A very good support?
Respondent: Yeah, then to our customers and to our competitor, I would say I stand to be corrected that
it is more of a monopolistic market why? We have been able to do it, it’s being regulated that we can’t
have new entrance for now and its being like that for the past five years or seven, and we are just two.
It is even difficult for us to satisfy the market, then you know those that import, we’ve made it not juicy
for them to import because when you want to import, you will be selling a kilo per, the list you will sell
is like 900 landing cost whereas we can sell for 650 local, therefore, no matter the quality you are looking
for in the 900, you will get it in the 650. I give it to product coming from Europe, a bit better from all
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indices from packaging, from storage, from shelf live, shelf live is long it could stay before it
deteriorates. They have a 20% advantage between 15 - 20% but when you look at the N300 difference,
it goes a long way and nobody keeps these materials for life, it is not biscuit or chocolate, it has its life
span, you buy to use. Therefore, those are the three eh.
Interviewer: Thank you so much sir. So, why does you company carry out such practices, all these
things that you do, to set target, you review, you do everything. Why do you decide to do all these
things? There must be a reason, is it to increase sales? Is it to maximize profit? Is it to get more
customers, you know, there must be a reason why you set your employees on these things?
Respondent: we set our self on all these goals, one because of sustainability, there is no other business
that we are ready to do for now than selling these explosives, manufacturing and selling these explosives
therefore, if you want to do that business you need to put all these control in place for the sustainability.
Two, it is a dynamic world for the fact that we started production 20 years ago, nobody ever thought
that in Africa, in Nigeria some people will come up to be manufacturing explosives, therefore, we’ve
achieved a mile stone target of course, our federal government never even knew that some people will
come up, it was novel. Therefore, for us to be in that thing, for that sustainability to be there we need to
put, then we are fighting an established industry in the first world and we are just developing, we are
not rated at all, we are not in the third world or fourth world. We have some people that are already
established, developing and we are not even rated. Therefore, for us to fight those in the established
world we need to put some target in place so that we don’t lose track. Then, you see, apart from been
dynamic there are innovations every day and from these innovations you need some savings, you need
some investments, you meet some controls, therefore, we keep innovating so as to keep ourselves in the
world. The best practice in the world.
Interviewer: Did you just say best practice?
Respondent: Yeah, because
Interviewer: Do you do best practice?
Respondent: we do best practice here, we are high in that
Interviewer: Best practice is what is done in developed world?
Respondent: Yeah, if we don’t do best practice here you, you see, I’ve told you that we want to go
export before your product can fight anything coming from Europe you must.
Interviewer: But do you realize that doing best practice is like bringing let me say international height
and this is entirely different system, sir how is you able to adapt?
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Respondent: Thank you ma, we are high so standard, we are high, so satisfied, international standard
organisation is the same thing anywhere in the world, therefore we are certified. You can’t be in these
industries and cut corners, for safety the temperature variance of two percent can set the whole factory….
Interviewer: Yes, it’s a very sensitive business
Respondent: Therefore, we need to add, like I said the top managers are well trained and we keep, we
read a lot. I belong to the international society of explosives engineers.
Interviewer: Thank you so much sir.
Interviewer: You’ve been able to give me details of why you exploit all these means, no matter how
good it is, it must have a loophole. Is there any disadvantage you experience from implementing all
these practices, with an example?
Respondent: Of course yes, an example is the lead time, lead time for import, for us to get materials
from China it takes three months, for us to get materials from Spain, that is the closest, it takes four
weeks, for us to get materials if we want to cut corners go to Turkey, it takes almost four weeks too and
you can’t believe it South Africa that is part of us here, it takes the same four weeks and it cost more
than that of Spain. Therefore, lead time, then availability of forex, then corruption in the system, it is
killing.
Interviewer: You are talking about the disadvantage in the business, am talking about disadvantage in
carrying out all these employees, all these targets, you know, how you use your employees and
everything?
One of the major disadvantages is that is an add cost to production, you send for medical checks, it’s an
added cost, down time, what is supposed to do for that day he won’t be able to do it, therefore, is an
added cost. Secondly, to do all this controls, this and that is equally expensive, is expensive. You can
just throw on and then take chances but is equally expensive. Then bringing in new machine for them
em, you know.
Interviewer: it cost, and everything don’t you think it’s worth it because at the end of the day you….
Respondent: At the bottom line it’s worth it but at the initial it is difficult, I won’t deceive you, very
difficult and when you bring in new machine to improve, make it safer for them this and that, you need
to train them again you bring in experts because it’s a complete change of orientation. Somebody that
has been packing cartridge like this before and you now bring in a machine that will just take twelve
sticks and the technology is not just there on spot. Any change you make cost the time cost money
therefore, those are the disadvantages then one thing again is power, you know power consumed, you
calculate the power you consumed in your plant. Like we are on well over 50,000 megawatts before, we
are on I think eh 200 megawatts before but now with all this new equipment coming in, we’ve gone to
as high as 300.
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Interviewer: Thank you so much sir. In one of your interviews that I listened to, you talked about
secrecy of the HR, I remember very well, can you please be a bit detailed about it? Secrecy of the HR
that you said is one of the disadvantages?
Respondent: Secrecy of the HR can bring down a company and it can keep the company together, when
you have a salary in review just like you asked me in the early days, and somebody that is not doing
well get to know that we are paying A N30,000 more than his own salary or because, you find out that
the bad one, what HR should really discuss, am sorry in this part of the world is not what they are
discussing for favouritism they will call the bad guy that come o is not me o. One major disadvantage
is secrecy the HR is not putting in place. Especially for those not remunerated. For instance, if company
need to lay off staff. The HR is not diplomatic in how they present it to the staff as they make it so
obvious is coming from the management. But HR are supposed to be seen as semi god who are supposed
to keep secret. This is not the first time we are experiencing. This because it breeds a bad blood. Apart
from that, no other side effect it all was positive story.

Interviewer: is against the ethics?
Respondent: is against the ethics, but I can tell you that’s why CIPM, that is the Chartered Institute of
Personnel Managers, that is the supervisory organ now in Nigeria. They organize exams, they organize
seminars, if you don’t pass their exams you cannot work in the blue jeep because the secrecy that the
HR is supposed to maintain in most cases are not being maintained. When you want to send somebody
out for training is not for everybody’s consumption, it should be for that employee alone. When you are
paying some people in dollars it should not be known to everybody, but HR will know.
Interviewer: Definitely is coming from, don’t you think is coming out from the employees themselves?
Respondent: No ooo, no, the employees keep their words therefore HR, this are areas which I want you
to really note very well.
Interviewer: Thank you very much. Question 10 is about, where do you think you need improvement
to effectively manage your employees, you’ve been able to give us advice as an HR but where do you
think you need to improve?
Respondent: Come back with that question?
Interviewer: Because you do all this because from what am getting from other people they said despite
all these, they said you can’t satisfy human being no matter what you do for them some of them still
misbehave, it’s normal, they are human but no matter what you do for them, do you think you’ve done
so well? You have really satisfied your conscience as an employer to your employees? Do you think
you need some improvement?
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Respondent: My view may be different from that of others because am not dealing with relaxed people,
relaxed mind am dealing with agitated souls, those that are on the edge all the time. I will think when
the surf floor staffs, when they lose time to discuss that is when they really go on rampage. When they
are engaged, they don’t have time for all these union things, therefore, if well motivated their doing
well. Therefore, there are rooms for improvements no doubt about it and that is why HR must have
his/her ears to the ground.
When you feel their pulse like 3-4 years ago we have issues with, they said their leave allowance was
not paid on time, the following year they paid leave allowance in the first quarter, they regretted it
because latter in the days when they wanted to pay school fees in September they didn’t get it but that
was what you asked for. Therefore, it is, one you try to reduce the gap between the staff, HR and
management you will reduce all this sidekick but the moment you keep expanding, I tell you they will
keep coming. From the ban, we have a canteen, I eat in the canteen with them there is no high table,
some of them will just carry their beans and gari they are coming loosely, ah Iya you never give me two
pieces of meat and they will just meet me and say ah Oga, I will say side down, I am going to eat because
this people will turn round to say that the beans is not good enough, they are not using the right groundnut
oil, they are not using this. When they see you, you eat with them, they look at it that is that not what
our boss is eating. Then back to these
Interviewer: Where do you think you need improvement?
Respondent: Yeah, we still need improvement, like have said but try to reduce the gap between the
two. Look at these health issue some of them don’t believe that bitter kola helps in reducing sugar,
walnut “awusa” what sugar needs is for you to fight high blood sugar diabetes, all it needs is for you to
fight anything sugary. Walnut when you eat it is a bit sweet but when you drink water after eating it is
so bitter. When you take “orogbo” and you take water after it, it is so bitter. Therefore, you find out that
they don’t know, what am trying to say is that you share these type of thing with them and they look at
you that is it true and when you want to address them you come with like 30 balls of walnut “awusa”,
you take one, you take one, distribute it 30 out of the 120, they eat and they now drink water and say ah
Oga “o koro” that bitterness has reduced sugar in their system therefore, this are local contents.
Interviewer: Yes, I understand sir, thank you so much sir, you are so so detailed, this is one of the
longest interviews we have had.
Interviewer: Just to round it up this is the last question sir, generally can you explain in detail as owner
managers the problem you are confronted with, what are the problems you have generally in terms of
may be resources, infrastructure?
Respondent: My sister, this is endless but first is corruption in the system, second is that of
infrastructure, to take materials out of the port, it could take a whole month and you have centric acid
that could burst the cubicle and the whole of Lagos or the whole of Apapa port is in trouble. Third one
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is expertise from the supervising agencies, you are bringing in explosives or you are bringing in chemical
to manufacture explosives for crying out loud and a custom officer is telling that is ok, you are bringing
in explosives for crying out loud, you are bringing in chemicals, is a controlled chemicals and a custom
officer is telling you that if you don’t pay so much you are not going to take it out of the place, is it not
madness? But is not his fault, he does not have proper training about what is happening. Therefore, at
times I just take a walk, I don’t need to talk to a fool, I just take a walk, I now have to go ….., but before
leave Lagos for Abuja to go and get clearance and bring it down, it takes days, there the bureaucracy,
that’s the word, this is not a place where you can get on to your system, send an email and in less than
an hour you get a feedback, you can see how corruption, infrastructure.
Interviewer: Can you talk about maybe resources, in terms of financial resources?
Respondent: Financial resources is the cost of funding in Africa is out of these world, Nexim bank,
African development bank they are not as active therefore, you find out that any investors you go, you
rely on your savings, savings, borrowing. When you go to the bank, is neck cutting throat, is terrible.
They can be talking of double-digit interest rate therefore, how are you going to do it? It’s just out of it,
therefore you are right.
Thank you very much sir
Thank you very much ma, I wish you the very best.

7.3

Appendix C: Cover Letter to organisations

Dear Sir/Ma
Interview on the Employees Performance Management of Small Medium Size Enterprise (SMEs)
in Nigeria
I am a PhD student at the Business and Management Research Institute of the University of Bedfordshire
(BMRI) in UK undergoing a research on employees’ performance management of SMEs in Nigeria. As
part of research process, I will be conducting series of interviews on the aforementioned topic and will
be glad if your company take part in this.
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The research is aim at helping SMEs improving on their efficiencies through human capital of
performance management. Employees being most important part of organisation, lending your voice
through PM will help in understanding how PM is being practice and contribute to how it can be
improved on for the betterment of small business like yours
The interview will last approximately 30-45 minutes. Basically, the question will revolve around
importance of performance management to the organisation, how employees are being review,
measuring tools, if PM has help them achieve their goals etc. All information gathered will be strictly
confidential.
Thanks in advance for your time and mutual cooperation. I look forward having a fulfilling interview
with your organisation.
Yours Sincerely
Bilikis Kazeem
PhD Student
Business and Management Research Institute
University of Bedfordshire
Luton
Email: bilikis.kazeem@study.beds.ac.uk
Tel: 07507604286
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7.4

Appendix D: Consent Form
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7.5

Appendix E: Ethics approval
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7.6

Appendix F- Typologies of Performance Literature

Authors/References

Related Literature Reviewed

(Neely, 1998, Neely, 2005)

“Performance management is a philosophy which is
supported by performance measurement. Performance
measurement

precedes

and

follows

performance

management. In a virtuous spiral and performance
management create content for measurement. Thus, any
attempt at separating the two processes bounds to be vain”
(Busi and Bititci, 2006)

“Managing performance involves cycle of clarifying
business goals and agreeing individual objectives and
standard of performance. The supporting performance
management system would include the following key
elements; a structural methodology to described the
performance measurement system, a structural management
system for using performance measurement information in
decision making, set performance goals, allocate resources,
report management and inform sources; a set of electronic
specifications of the necessary electronic tools for data
gathering, processes and analysis, theoretical guidance on
how to manage through measure (as (….) point out,
performance management system are used for applying
information and knowledge arising from performance
measurement system); and a review process to ensure the
measures are constantly updated to reflect changes in
strategy and/or market conditions”

(Radnor and Barnes, 2007)

“Performance management means performance measure in
place and how the result is being report in motivating,
improving behaviour and promoting innovations in an
employee’s”

(Buchner, 2007)

“The process of identifying, evaluating and developing
work performance of an employees in an organisation, so
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that the organisation goals are more effectively achieved,
while at the same time benefiting employees in term of
recognition, receiving feedback, catering for work needs
and offering career guidance”
(Barnes and Radnor, 2008)

“A process for establishing understating a shared about what
is to be achieved, and how is to be achieved and approach to
managing people which increase the probability of
achieving job-related success”

(Aguinis and Pierce, 2008, Aguinis, Performance management is a continuous process or
2009)

identifying measuring and developing performance or
individual and teams and aligning performance with
strategic goals of the organisation”

(Sousa and Aspinwall, 2010)

“Core business performance management process includes
financial planning, operation planning, consolidation and
reporting business modelling,, analysing and monitoring of
key performance indicators linked to strategy”

(Brand and Croonen, 2010)

“Franchised and Small, the Most Beautiful of All; HRM and
Performance in Plural Systems” The study looked into HRM
behaviour and performance using within one plural retailing
system. The results lend support to the agency and
entrepreneurial perspectives; franchised units have a
relatively low HRM intensity but superior HR performance.
They also find a negative relationship between unit size and
performance, moderated by type of unit ownership. We
conclude that when it comes to HR performance, the units
that are franchised and small are the most beautiful of all.

(Tsai, 2010)
(Biron et al., 2011)

“On the other hand, detractors of performance management
also provide valid evidence for the lack of success achieved
with

performance

management

systems.

Although

performance management processes are used in 80% of
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workplaces in the USA, 90%of these are dissatisfied with
the process. In response to such results, researchers have
suggested that certain elements should be included in an
optimally effective performance management system. For
example, it is recommended that the system should be
constantly evolving and proactive rather than reactive or that
it should be designed to recognise not only individual
performance, but also overall team performance”.
(Bititci et al., 2011)

Inspects the forces that assist in shaping the structure of
performance measurement systems used in organisations
through literature review.

(Babatunde and Laoye, 2011)

The authors identified major factors that affect the
productivity of SMEs thereby hindering their growth. Their
findings relate factors such as the dearth of skills, absence
of managerial talents, and employee turnover to enterprise
performance, productivity, and growth ability”

(Ates and Bititci, 2011)

“Their research how demonstrated change management
process capability is fundamental to creating resilience in
SMEs. This study is based on a multiple case study
methodology

through

semi-structured,

face-to-face

interviews with 232 senior managers in 37 manufacturing
SMEs across Europe”
(Garengo and Biazzo, 2012)

Identify implementation process features key aspects,
connecting the actual strategy with the intentional strategy
and engaging SMEs in a process of observation and
clarification of their future vision”

(Ates et al., 2013)

“Managing performance within the context of SMEs
requires a deeper understanding of SME characteristics. The
study reviewed the literature and identified eight interrelated main characteristics influencing SME managerial
practices. Their work investigates the gap between theory
and practice in performance management in SMEs and
analyse it in the light of specific SME
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characteristics and needs, to identify how SMEs can develop
their managerial practice for effective
Performance management.”
(Yadav and Sagar, 2013)

“The

study

provides

an

integrated

framework

of

performance management area showcasing research trends
in performance measurement and management frameworks
developed and discussed by revisiting the literature of the
last two decades – from 1991 to 2011”
(Ogunyomi and Bruning, 2016)

“In addressing the gap on the focus of numerous researches
on large firm in developed world and omission of studies
focused on small and medium enterprises (SMEs) and those
from developing countries. This study partially addresses
this gap in the literature by investigated the relationship
between HRM practices and the financial (FIN) and nonfinancial performance (NONFIN) of SMEs in Nigeria”

(Croonen et al., 2016)

“Best fit, best practice, or stuck in the middle? The impact
of unit ownership on unit HR performance in franchise
systems; SMEs case studies”

(Na-Nan, 2016)

This study aims to identify what managers involved in the
design of a performance measurement system (PMS)
perceive are the attributes of a successful PMS

(Na-Nan et al., 2017)

Investigated two SMEs factors that influence PM are;
recruitment, retention and retirement. Regarding PM
problems, the key factors are a lack of employee
participation, unclear goals, unfair evaluations, ineffectual
communication and ineffective application of evaluations to
improve PM”

(na-nan et al., 2018)

The aimed to develop a performance management (PM)
scale questionnaire that encompasses the pre-requisite,
performance
performance

planning,
review,

and

performance
performance

evaluation,
application

dimensions of PM”
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(Nyamubarwa and Chipunza, 2019)

“This article argues that the best practice approach (BPA) to
HRM fails to capture the peculiarities of HR practices in
small and medium-sized enterprises (SMEs). The article as
a substitute expresses the view that the different and unique
traits inherent in SMEs firms allow the firms to adopt
distinct HR practices, which may not cohere with the
prescriptive one-size-fits-all view which BPA advocates.”

Source: Author:

Summary Definitions of Performance Management
Authors

Definition

(Hughes and Sohler, 1992)

The process of identifying, developing and evaluating employees
work performance in the organisations to effectively attained business
aim and objectives, while at the same time be of benefits for
employees in terms of getting feedback, recognitions, reward, career
progressions and catering for work needs

(Euske et al., 1993)

Performance management is a philosophy aided by performance
measurement …. Performance management precedes and follows
performance measurement in a righteous spiral and performance
management produces the situations for measurement. Hence, an
effort in separating the two process will be ineffective

(Waldman, 1994)

Performance management is identified widely as a process focused on
harmonisation and improving work activities and results within the
business division

(Bititci et al., 1997)

The performance management practice is the process by which the
organisations manage their performance concerning their functional
and corporates policies and objectives. The objectives of its process
are to create a proactive closed-loop control system, where the
corporate and functional strategies are deployed to all organisational
processes, personnel, task, feedback, and activities is obtained through
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the performance measurement system to allow suitable management
decisions
(Hartle, 1997)

A process of creating a common knowledge about what is to be
attained and how it is to be attained and a method in managing people
which increase the chances of attaining job-related accomplishment

(Otley, 1999)

The includes five main processes of performance management model
development; the keys objective of business, the strategies and plan
adopted by organisations, how it assess and measure the performance
of the activities, the level organisation needs to be in achieving the
objective, rewards available to all stakeholders involves gain by
attaining the target and the feedback necessary in moving forward

(Pope et al., 2004)

Performance management is a continuous management process
comprise of planning performance, managing performance through
feedback and observations

(Armstrong, 2006)

Performance management is a strategic and incorporated process that
distributes continuous successes to business by enhancing the
performance of the workforce who work in them by developing the
abilities of individual teams and contributors

(Busi and Bititci, 2006)

Managing performance involves a close loop of describing
organisation goals and then accepting individual objectives and ethics
of performance. This includes setting goals, resource allocation,
inform management and report success

(Bititci et al., 2006)

To manage organisation performance efficiently, a business needs to
align the strategic plan, objectives, and budget of different groups or
section that make up the organisation and measure its historical
performance with an orientation towards the financial measure of
business

(Garengo and Bititci, 2007)

Performance management built on performance measures and
reporting result in enhancing conduct motivation and procedure and
encourage innovation
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(Barnes and Radnor, 2008)

A performance management process gives information on the matters
of importance, promote suitable behaviour, offers techniques for
control and accountability and also produce tactics for learning and
intervention (That is; communications, motivations, control, and
improvement)

(Moynihan, 2008)

A process that produces performance information through strategic
planning and performance measurement procedures and links the
information to decisions settings, where reasonable information
impact various possible judgments

(Aguinis, 2009)

Performance management is a continuous process of measuring,
developing and identifying individual performance and teams and
linking them to strategic goals of the business

(Armstrong, 2009)

Performance management is a systematic way of improving firm
performance by increasing the performance of individual employees
and teams. PM is concerned with connecting individual objectives to
firm objectives by inspiring individuals in maintaining business core
values. PM is a planned process of which the five primary
determinants are measurement, agreement, positive reinforcement,
dialogue, and feedback

(Hagos and Pal, 2010)

Organisational performance management comprises a set of
management and logical processes, held by technology that allows
businesses to outline strategic goal and then measure and achieve
performance

(Armstrong

and

2014)

Taylor, Performance management also concerned with inputs and values i.e.
the understanding, behaviour, and skills involved to produce the
expected outcome. Its focus on future performance design,
improvement, and personal development rather than on reflective
performance appraisal

(Zheng et al., 2012)

Performance management paves the way and follows a performance
measure. The effective conduct of PM is mostly separated into two;
performance

measurement

and

performance

improvement.

Performance improvement is the progressive change brought about by
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the method of reflecting and re-engineering customers complains.
Performance improvement pointed out the redundancy and misplaced
performance measure as well as discovering the potential conflict
between performance measures and target for each
Source: Author
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