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Abstract 

The study sought to assess the impact of human resource development initiatives such as 

coaching and mentoring, induction, training and so on, on Small and Medium Enterprises 

(SMEs) performance as measured by profitability and employee turnover. SMEs in the 

hoteling industry in Masvingo urban comprised the population of the study. The study 

employed a mixed approach dominated by qualitative research.  A descriptive multiple case 

study design was used. A sample of forty two respondents was used. Thirty two were shop-

floor workers, and ten were managers (owner-managers, Human Resource (HR) managers 

and other managers). Questionnaires and interviews were administered sequentially. The 

Statistical Package for the Social Sciences (SPSS) version 21 was used to analyze data from 

questionnaires, while thematic analysis was used to present data from interviews. The study 

revealed that on –the-job training in the form of coaching, mentoring, induction and job 

rotation were the main human resource development interventions in SMEs. New entrants in 

small enterprises were mostly socialised individually through coaching and mentoring while 

in medium enterprises both individual and group socialization platforms were used dependent 

on the nature of appointment; the numbers recruited and previous job experience. Specific on-

the -job training proved to be more popular with SMEs; while   general   training interventions 

were least used and were wholly funded by employees.  The study established that investment 

in human resource development positively affects net profits. The study also established that 

training reduces employee turnover. Based on these conclusions it is recommended that 

managers take on-the job–training interventions seriously since they are the main human 

resource development interventions used in SMEs. It is also recommended that SMEs hire 

competent managers (or train existing ones) and develop owner-managers to enhance their 

capacity to provide on-the –job training to their teams.           
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Introduction and Background 

Human Resource Development (HRD) is a field with historical roots in both education and 

the world of work. The study of the history of learning reveals that training and education of 

all types, academic and work- related, are largely the products of social and economic 

conditions (Torraco, 2001). Literature tracing the origins of HRD or even attempting to 

define the concept remain eclectic and diffused.Some researchers opine that the earliest 

development of the HRD field emerged out of the Judeo-Christian traditions Alagaraja & 

Dooley, 2003); others point  the influence of early Islam to the development and 

understanding of HRD (Budhwani, 2006); and yet others believe that contributions from 

Western culture to the growth of the field became significant at a much later point in time 

(McLean & Wang, 2007) .  On the other hand, Werner & DeSimone (2006) opines that the 

evolution of HRD can be traced back from apprentice training programs, vocational 

education programs, factory schools, the human relations movement, establishment of the 

training profession up to the emergence of human resource development. However, the 

current HRD framework has been mainly nurtured in the USA (McLean & Wang, 2007). 

  As defined by Swanson & Holton (2001), HRD is a process of developing and  

releasing expertise for the purpose of improving individual, team, work process, and 

organisational system performance. However, in their quest to make HRD a more globally 

accepted and applied field by drawing on perspectives from different cultures, McLean & 

McLean (2001) had to define HRD, “as any process or activity that, either initially or over 

the long term, has the potential to develop adults’ work-based knowledge, expertise, 

productivity, and satisfaction, whether for personal or group/team gain, or for the benefit of 

an organization, community, nation or, ultimately, the whole of humanity.”  Meifert (2013) 

points out  that HRD covers all qualification, training and organisational development 

activities that are planned, conducted and evaluated purposefully, systematically and 

methodically.  

Despite the fact that most countries rely on Small and  Medium sized Enterprises 

(SMEs) for income generation, employment and  trade prospects, understanding of Human 

Resource Management practices in SMEs is largely unexplored as many scholars tend to 

focus on large or best companies (Kishore , Majumdar and Kiran, 2012). Khan, Awang and 

Zulkifli (2013) hold the view that SMEs represent a large, diverse and important sector 

worldwide and are considered as the most significant sector which contributes much in the 

development of a country. For instance, in the Atlantic region of Canada, SMEs represent 

about 80% of all business organizations, create about 80% of the jobs and are considered as 

the mainstay for the region’s economic development (Roy and Raymond, 2008). Even in 

countries like   China and India, SMEs have propelled   economic expansion that has resulted 

in employment creation, poverty reduction, expansion of the domestic market and widening 

of the tax base. 

  SMEs continue to play an important role in the sustainable development of emerging 

economies as well.  It is estimated that 99, 3% of South African businesses are SMEs which 

account for 53, 9% of total employment and contribute 34, 8% to the Gross Domestic Product 
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(Underhill Corporate Solutions, 2011). According to Manyani (2014), SMEs are believed to 

contribute significantly to employment, poverty alleviation and ownership of productive 

sectors as the sector is now accounting for about 90% of Zimbabwe’s employable population. 

In terms of poverty alleviation; MSMEs are playing a pivotal role in reducing individual and 

household vulnerability (Finscope survey, 2012).  The future growth of the Zimbabwean 

economy is anchored on the establishment of robust SMEs in the face of business closures by 

large scale and multinational companies (Nyamwanza and Mavhiki, 2014). Nyamwanza and 

Mavhiki (2014) also note that policies like the Zimbabwe Agenda for Sustainable Social and 

Economic Transformation (ZIMASSET) were launched with a view to drive economic 

development anchored to a larger extent, on the growth of SMEs.  Maunganidze (2013) 

observes  that , the commissioning of the Ministry of Small and Medium Enterprises and 

Corporative Development and the Small Enterprises Development Corporation ( SEDCO) 

reveals a great deal of commitment on the part of the government towards  the establishment 

and development of SMES. 

  However, it is disturbing to note that about 60% of SMEs in Zimbabwe fail in the first 

year of establishment, 25% fail within the first three years and the remaining 15% are likely 

to survive (SEDCO, 2004).This translates to an overall failure rate of 85%.Given the strategic 

importance of human capital in the survival of any business, HRD  cannot be ignored in this 

nexus.  Training enhances the survival rate of small firms (Ibrahim & Ellis, 2003). Successful 

business management of SMEs largely depends on the quality of the human resource that 

supports companies (JASMEC, 2001). Securing and training high-quality personnel are, 

therefore, key factors for the growth of SMEs, which often have limited opportunities to 

utilize managerial resources (Gamage, 2007). 

It is disheartening  again to note that scant attention in the SME research is given to 

the study of human resource management (HRM) practices, particularly training provisions 

for workforce development(ibid); creating a  research lacuna in HRM in SMEs. The result is 

a lack of information about HRM in SMEs which is necessary for theory, research and 

practice.  Despite the growing importance of SME research, little attention has been paid to 

the study of training and development practices(Pettigrew et al, 1990; Reid & Adams,2001), 

and yet the most successful SMEs provide more employee training than average(Reid & 

Harris,2002).  HR theory to date has been developed and tested in large organizations; and, 

consequently, little is known about the extent to which the theory extends to SMEs. The 

current research gets its legitimacy from the fact that SMEs themselves pay less attention to 

training, and that the issue of training and development in SMEs has also been relatively 

neglected by academics (Gamage, 2007).This situation obtains despite the fact that SMEs are 

gaining visibility as both important players in the dynamics of international economies and as 

significant drivers of innovation and employment generation (OECD, 2013). 

 

Objectives 

This research is guided by the following objectives: 

1. To identify human resource development options in  SMEs 

2. To explore ways through which new job entrants are socialised  

3. To establish the modes of training adopted in SMEs 

4. To establish the relationship between training and SME performance as measured by 

employee turnover and net profits 

 

Theoretical Framework 
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The research is guided by the Human Capital Model. According to the model, organizations 

develop resources internally only when investments in employee skills are justifiable in 

terms of future productivity (Becker, 1964). Training can be seen as an investment in human 

capital and the decision to undergo training and acquire skills is seen as a rational choice - 

deferring current gratification in exchange for anticipated future earning (Gamage, 

2007).The human capital model underscores the importance of  labor costs relative to  return 

on investments (future productivity) for developing employee skills and knowledge 

(education and training).Employees own their own human capital; and  firms seek to protect 

themselves from the transfer of their human capital investments to other firms. Investments 

in the development of generic skills are incurred by workers whereas investments in firm 

specific training are incurred by the firm (Lepak and Snell, 1999). The theory recognizes 

that differential education, training and experience levels produce differential costs or 

earnings in many different labor markets (Gamage, 2007). The attributes of human capital 

according to McKie (2013), include individual competence, personal attitude, skills 

knowledge, personal networks, commitment and motivation, health and work ability, and 

experience gained over the years.   

  The study is also guided by the social learning theory by Bandura (1977). Social 

learning used to be known as seating by Nellie or picking the job up by imitation 

(Stredwick, 2005).  In social learning, Bandura (1977) agrees with the behaviourist learning 

theories of classical conditioning and operant conditioning. However, he adds the two 

important ideas; viz:  mediating processes occur between stimuli & responses; and secondly, 

behavior is learned from the environment through the process of observational learning 

(McLeod, 2016). 

 Social learning theory states that effective learning requires social interaction 

(Armstrong, 2009). Learning is a social activity which is based on our needs as humans to fit 

in with others. Bandura (1977) views learning as a series of information processing steps set 

in train by social interaction. Organizations often use role models, mentors and peer support 

and buddies to intensify our natural will to fit in (Torrington et al, 2011).  New concepts of 

social learning are being formed as new trends in distance education programs emerge( 

Smith & Berge,2009). In keeping with these trends, technologies such as multi-user virtual 

environments are increasingly becoming popular among educators. 

 

Methodology 

Research Design 

The descriptive multiple case study research design was adopted.  Six enterprises were used 

as cases of study. A multiple case study enables the researcher to explore differences within 

and between cases, promoting theoretical reflection on the findings (Yin, 2003, Bryman and 

Bell, 2007).  This type of case study plays a crucial role in relation to the understanding of 

causality (Bryman, 2012). 

 

Sample 

 Stratified random sampling was used to make sure both small and medium enterprises were 

considered in the sample frame. This technique involves dividing the population into more 

homogeneous subgroups or strata from which simple random samples are then taken (Fox, 

Levin and Shively, 1999). Six SMEs were chosen from a population of nine. This technique 

also allowed for shop floor employees in the various departments (especially in medium 

enterprises) such as housekeeping, maintenance, food and beverages, accounting, stores, front 
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office, and so on to be represented. The strength of stratified sampling is that it ensures that 

the resulting sample will be distributed in the same way as the population in terms of the 

stratifying criterion (Bryman, 2012; Gravetter & Forzano, 2009). The population of the study 

comprised of    owner- managers, managers (general managers, human resource managers, 

line managers) and shop floor employees. The sample consisted of thirty (30) shop floor 

workers from a population of 180 in  six SMEs in the hoteling industry in Masvingo urban 

and 10 participants purposively sampled  from the management category. Purposive sampling 

also called judgment sampling, is the deliberate choice of a participant due to the qualities the 

participant possesses (Etikan, Musa & Alkassim, 2016). It is typically used in qualitative 

research to identify and select the information-rich cases for the most proper utilization of 

available resources (Etikan, Musa & Alkassim, 2016). 

 

Research Instrument and Data Collection                           

Permission was sought from the respective hotel management. Face to face interviews were 

then conducted with eight subjects from management (owner/managers, human resource 

managers and line managers). However, small enterprises had no human resource or line 

managers. Interviews had to be done with owner/managers.  Face to face interviews puts  the 

interviewer in  a good position  to judge the quality of the responses , to notice if a question 

has not been properly understood and to reassure and encourage the respondent to be full in 

his or her answers (Walliman 2011). A self-constructed questionnaire was administered by 

hand to shop floor workers. The researchers ensured construct validity through conducting a 

pilot study on two SMEs that were not used in the study. The questionnaires recorded a good   

internal consistency- with a cronbach’s alpha reliability coefficient of 0.899. The closer the 

cronbach’s alpha coefficient is to 1, the greater the internal consistency of the items in the 

scale 

 

Data Analysis 

The researchers used the Statistical Package for Social Sciences (SPSS) version 21 to 

analyze quantitative data. Two  way analysis of variance was used to establish the 

relationships between perceptions on  human resource development, profitability and  

employee turnover. Thematic analysis which allows for a descriptive presentation of 

qualitative data   was used to analyse data form interviews.   

 

Limitations 

The sample size was small,   thus posing challenges to the generalisability of the findings. 

Managers and employees in small enterprises in particular were more reluctant to cooperate 

for fear of leaking out sensitive information. However, assurances on confidentiality  by the 

researchers helped in  mitigating  this challenge 

Ethical Considerations 

Ethical principles were observed in carrying out the study. No threats were used to get the 

responses.  Participants were informed on what they were going to do. As a way of dealing 

with   ethical dilemmas in research, the researchers ensured participants of confidentiality and 

privacy. Debriefing was also carried out. 

 

 

 

Findings and Discussion 
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The major issues and findings emanating from the research are presented below: 

 

Human Resource Development (HRD) Options 

 Seventy percent (70%) of employees agreed that  on the job training was the dominant 

training method.  Sixty percent (60%) of managers concurred with employees on that aspect. 

Coaching, mentoring and job rotation were the major training options used in SMEs. Job 

rotation was mainly used for blue collar employees, most of whom had no clear job 

descriptions. Seminars and workshops were least used as a training option due to costs 

implications. Participant 3 from the management team has this to say:  

 

The economy is not performing well. We cannot incur unnecessary costs by 

hiring a consultant. This will eat into our bottom line  

 

This shows how human resource development is regarded within the sector- a cost rather than 

investment. Most  of the  SMEs in the study  used informal and unplanned modes of training. 

This agrees with Hill and Stewart (2000) who noted  that informal and unplanned training 

seems to be at the heart of the SME culture.  Chao (1997)  also observes that  in small firms, 

unstructured training, informal on the job instruction and organisational socialization are 

quite important and are often seen as substitutes for formal training.  

All owner- managers and other managers agreed that on- the- job training was the most 

effective. It is considered cost effective and according to  Participant 1 : 

 

 We are not financially stable and cannot afford the luxury of paying an absent 

employee. Training employees on the job give employees the opportunity to 

learn whilst doing the job and makes it easier for them to transfer their skills. It 

does not disrupt productivity at the workplace as employees are trained 

specific skills while performing their tasks.  

 

It can be noted that shop-floor workers depended on line  managers(in medium enterprises) 

and owner-managers( in small enterprises)  in terms of training (coaching and 

mentoring).This applied mostly to waiters and waitresses in small enterprises, 60% of whom 

had no college training  and were related in one way or the other to the owner-managers; who 

themselves were poorly trained. In medium enterprises, most of the chefs and waiters and 

waitresses (75%) had acquired at least a college certificate. However, 80% of managers in 

medium enterprises had received some form of management training and were exposed to 

some management workshops when compared to about 40% of their counterparts in small 

enterprises.  Thus there is  greater need for managers and owner-managers to develop 

themselves so that informal training of their subordinates could be effective.  

The use of job rotation as a training technique brings the issue of multi skilling in 

SMEs. As employees move from one job to another, they end up having a vast range of skills. 

These findings corroborate with the ones by  Cardon and Stevens (2004)  who found out that  

that in small and emerging firms, workers are less relegated to specific job tasks or roles but, 

rather shift between roles and assignments as environmental and organisational conditions 

warrant. 

 

 

Socialisation of New Employees 
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The researchers sought to find out how new employees were socialized in SMEs . The results 

from the interviews suggested that all SMEs inducted new employees. Owner-managers in 

small enterprises and especially line managers in medium enterprises pointed out that the 

reason for induction was to help them understand  the culture of the organization. Participant 

4 had this to say: 

 

We expect employees in to work under minimum supervision. So there is need 

for them to have the same information in terms of rules and regulations that 

obtain since ours is a service industry.    

 

Induction reduces role ambiguity. From a management point of view, induction was said to 

reduce accidents in the enterprises, especially among the cooks who worked with gases. 

Induction affords employees the opportunity to  get  correct information on issues regarding 

passwords for computers and wifi ; acts of misconduct ; reporting channels; chain of 

command; ethos and general etiquette. New employees are most vulnerable during the first 

few weeks of employment and poor induction significantly raises the risk of turnover 

(Butler,2008; Wells ,2005 ; Wesson & Gogus ,2005) . It is therefore crucial that institutions 

have mechanisms in place to capitalize on early optimism and imprint the employer’s brand 

of how the organization functions (Derven, 2008). The indirect costs of early departure of a 

newly hired executive, (Wells, 2005) or labour turnover, (Derven, 2008; Friedman, 2006) 

could be reduced by a good induction programme, (Hendricks and Louw- Potgieter, 2012).  

New entrants  in small enterprises were mostly  socialised individually  through coaching and 

mentoring while  in medium enterprises both individual and group socialization  platforms 

were used  dependent on the nature of appointment; the  numbers recruited and previous job 

experience.  

 

Specific versus General Training 

Both managers (80%) and shop floor workers (69%) revealed that their organizations adopt 

more specific than general training. These findings concur with those by Davies and Ryan 

(2005), which confirm  that within  SMEs, training is a specialized function and employees 

should learn the specified operating procedure for a job and not just another worker’s version. 

Firm-specific training is nontransferable and is usually of little or no value outside the firm, 

while general training is useful beyond the current firm (Gamage,2007). While ways of doing 

business in the hoteling industry are generally similar, each SME has its   unique modus 

operandi into which new entrants have to be inducted. This is particularly true for  SMEs in 

Zimbabwe that have downsized due to the harsh economic environment; and where the 

remaining few employees  have to perform multiple tasks. All the owner-managers in this 

study concurred with the notion that they had to provide specialized training to both new and 

old employees to enable them to serve in multiple roles. However, 67% of the managers in 

medium enterprises agreed that they were exposed to workshops aimed to improve their 

managerial competencies. A greater percentage of employees in medium enterprises had the 

opportunity to engage in  self –funded  general training by way of distance learning or block 

release programs when compared to their counterparts in small firms , who,  due to the 

liability of smallness, could not afford such luxury.  

 

 

HRD versus SME Performance 



Journal of African Interdisciplinary Studies (JAIS): ISSN 2523-6725 (online) 
                                                               May 2019 Vol. 3, No. 5 
Citation Mashavira N., Nyanga, S. & Nyanga, T. (2019). Dynamics of Human Resource Development on Small 
and Medium Enterprises (SME) Performance in Masvingo Urban, Zimbabwe. Journal of African 

Interdisciplinary Studies. 3(5), 4 15. 

 

11 
Copyright © 2019 Centre for Democracy, Research and Development (CEDRED), Nairobi, Kenya. 

http://cedred.org/jais/index.php/issues 

 

Fig 1 below shows a two-way analysis of variance of perceptions regarding HRD, net profits 

and decrease in employee turnover 

 

 

Fig 1 : TWO - WAY ANALYSIS OF VARIANCE 

 

 Sum of 

Squares 

d f Mean Square F Sig. 

Net profits 

Between Groups .050 1 .050 .200 .685 

Within Groups .750 3 .250   

Total .800 4    

HRD perceptions 

Between Groups .050 1 .050 .200 .685 

Within Groups .750 3 .250   

Total .800 4    

Decrease in employee 

turnover intentions 

Between Groups .050 1 .050 .200 .685 

Within Groups .750 3 .250   

Total .800 4    

   

At 0, 05 level of significance,  the net profits which is 0,685 is higher than the expected level 

of significance which implies that the mean of net profits varies significantly to that of the 

constant mean of the training. Therefore, the more an SME invests in its human resource base 

through training, the more net profits it gets through improved performance and increased 

productivity.  

The same applies to the HRD perceptions and the decrease in employee turnover 

intentions  which both have got 0,685 significance  giving  the implication that they vary 

significantly from 0,05 level of significance.  Thus, the more an enterprise trains its 

employees, the greater the chance of the employees not leaving the organization. As observed 

by Moore(2002), job stressors such as job ambiguity and work load, job dissatisfaction, poor 

communication between managers and subordinates, and little  confidence in the organization 

(lack of vision to grow in the organization) are the  major drivers of  feelings of intention to 

quit the organization (Firth, Mellor, Moore, & Loquet, 2004), which in turn decrease 

organizational performance and productivity. However, these results differ from the 

unexpected findings by Hafiza et al (2015) which confirmed that when the efforts of the 

organizations towards training and development increase the intentions of the employees to 

quit the organizations also increase. Despite definitional disparities in defining SMEs in the 

two countries, the reason for the positive relationship in the  Pakistani context,   might be the 

high inflation rate, large families to support, unawareness of training needs among the 

employees in the SMEs or the consideration of the activity as being a  wastage of time and 

money by the employees(ibid). The sum of squares within groups for HRD perceptions is 

higher (0.75) with a d.f of 3 whilst between groups, it is lower (0.05) with a d.f of 1, which 

implies that they vary from 0.05 significance level, suggesting that HRD perceptions 

contribute to their participation in training .Their perceptions would be based on the belief 

that their training enhances performance and increases production and hence increase 

profitability. 
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Conclusion 

The study revealed that on –the-job training in the form of coaching, mentoring and induction 

were the main human resource development interventions in SMEs.  New entrants in small 

enterprises were mostly socialized individually  through coaching and mentoring while  in 

medium enterprises both individual and group socialization  platforms were used  dependent 

on the nature of appointment; the  numbers recruited and previous job experience. Specific 

on-the -job training proved to be more popular with SMEs; while general training 

interventions were least used and were wholly funded by employees.  The study established 

that investment in human resource development positively affects net profits. The study also 

established that training reduces employee turnover intentions. 
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