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CHAPTER 11: 
Qualitative Analysis of Responses to Employee Questions


11	Employee Loyalty
The responses to the interview research instrument  (see Appendix 8) on employee behaviour have been divided into two sections. Section A aims to determine the profile of loyal employees and the measures SMEs have introduced to maintain employee loyalty.  This particular section although it focuses on one theme, namely identifying key factors associated with loyal employees, can be broken down further into three further subgroups (see Table 11). These include:

1. Determining how SMEs contribute to facilitating the development of loyal employees;
2. Identifying the profile of loyal employees;
3. Identify the profile of a less enthusiastic employee.

Table 11:	Areas of Employee Loyalty to be Reviewed
	Identifying the profile of loyal employees
	Determining how SMEs contribute to facilitating the development of loyal employees
	Identify the profile of a less enthusiastic employee

	· Why the SMEs believe their employees stay loyal to your company
· How  employees demonstrate their loyalty/ confidence with management
· The profile of a loyal employee
· The benefits of loyal employees
	· The steps the SMEs have taken to improve employee learning
	· The profile  of a less enthusiastic employee and their effect on the SME



Section B aims to determine why employees leave their SMEs. This is evaluated through determining the responses provided by the respondents to:

· The major reasons employees have given for leaving the SME
· The lessons the SMEs have learnt from employee defection

The presentation of the qualitative results will be in the same format as the two previous chapters. In that each section of a theme will start with a summary of the responses provided for that particular section. Next the frequency and variety of responses from the entrepreneurial and non-entrepreneurial SMEs will be displayed in a matrix style table so that the reader can appreciate the most popular response to that section. This is clearly visible because all the responses for each section are displayed in ascending order in the table. Following on from the table, each response category for that section will be explored in more detail with quotes and explanations from entrepreneurial and non-entrepreneurial SMEs provided. If there is any difference in the frequency of quotes between entrepreneurial and non-entrepreneurial SMEs for a category of response then the author will provide an explanation for the difference based on the analysis of the transcripts. At the end of each theme (e.g. employee loyalty) the author has constructed a diagrammatic framework of the main factors associated with the theme as well as displaying the intensity of the associations between the categories (through varying the line intensity of the links between categories). The holistic framework represent the major factors contributing to both employees loyalty (see fig. 11.8) and factors leading to less enthusiastic employees (see fig. 11.9).

11.1   Reasons for employee loyalty
There is a high degree of agreement among entrepreneurial and non-entrepreneurial SMEs  (see Table 11.1) for both the major and minor cited reasons for employee loyalty. The most important reason cited for employee loyalty is the financial reward structure and the fact that employees enjoy their work. The main difference between the entrepreneurial and non-entrepreneurial (Informal) was that two entrepreneurial SMEs were aware of the influence of company success on employee loyalty. The minor citations consisted of treating employees fairly, empowering them to make decisions for their work environment. 

Table 11.1  Reasons for Employee Loyalty
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Rewarded financially
	6
	6
	5
	17

	Enjoy work
	4
	4
	3
	11

	Employees treated fairly
	2
	2
	1
	5

	Empowerment
	2
	2
	1
	5

	Success of SME
	2
	3
	0
	5



The quotes from both entrepreneurial and non-entrepreneurial SMEs in Table 11.1 will now be reviewed.

Rewarded  financially 
	Proactive
	“We pay I think probably slightly above the industry average. We have good packages, so it is not just about pay, salaries, there are other incentives within that. I think people enjoy working here.” Co. S

	Reactive
	“There is the obvious like salary. They are reasonably well remunerated in the market place we are not the best payer, but I think we pay well enough that they would not necessarily gain financially from a move. We attempt to reward people that do make special efforts and special contributions” Co. R

	Informal
	“Treated fairly. They are paid quite well, it is a flexible package” Co. P



There are many factors influencing employee loyalty and one of the most prevalent measures that both entrepreneurial and non-entrepreneurial SMEs have adopted is the introduction of financial rewards (e.g. Salaries complemented with bonus and profit sharing schemes see Table 11.1.1). Such that employees are paid above industry rates, to deter employees from believing that they would necessarily benefit financially from a move to another company. The entrepreneurial and non entrepreneurial SMEs offer various measures to reward employee loyalty, these include

Table 11.1.1	Financial Reward Packages offered by Entrepreneurial and non-
entrepreneurial SMEs
	Entrepreneurial SME (Proactive)
	Non-Entrepreneurial SME
(Reactive)
	Non-Entrepreneurial SME
(Informal)

	· Bonus schemes
· Profit sharing schemes
· Special discretionary payments / awards
· Flexible package
	· Bonus scheme
· Generous overtime payments
· Home telephone bills paid for IT engineers
· Commission system in place for sales reps
	· Profit sharing schemes
· Bonus schemes
· Flexible packages



Enjoy work 
	Proactive
	“Loyal employees like what they are doing they enjoy their job” Co. E

	Reactive
	“I think most people find the work rewarding as well” Co. N

	Informal
	“One of the guys in production put it into perspective when he said we don’t work at ***** for the salary, it is fantastic to work for” Co. X



Due to the small nature of SMEs there is an opportunity for all employees to get to know each other. The respondents, from half the entrepreneurial and non-entrepreneurial SMEs (see Table 10.1), noted that employees demonstrate their passion for what they are doing by putting in more effort through working longer hours for no extra pay.

Employees treated fairly
	Proactive
	“I think as a company we treat our employees fairly. There are opportunities within ******** that if an individual wants to develop their career, wants to get on, they will get on. The organisation is a meritocracy, insofar that people who are prepared to put the effort in, invest their time in developing their skills and are good, will be promoted.” Co. S

	Reactive
	“On the employee side I think we are quite fair with everyone” Co. L

	Informal
	“Treated fairly. They are paid quite well, it is a flexible package” Co. P



While financial incentives are important they are not alone in maintaining employee loyalty. As two entrepreneurial and three non-entrepreneurial SMEs have realised that to ensure employee loyalty, employees must be treated fairly and measures have to be introduced that reward employees both financially and in terms of career prospects.

Empowerment 
	Proactive
	“I suppose the typical things is autonomy here, they are given a rope to run round with, not enough to hang themselves and not enough to upset anything but they do have an area of freedom....... we do not have a turnover of staff that is very high” 
Co. K

	Reactive
	“We attempt to devolve responsibility as much as possible, so tasks people take on doing tasks without being told..” Co. R

	Informal
	“let them do the job that they are paid to do but give them as much support as you can in terms of training and backup procedures. Backup equipment. Let them make the decisions regarding their job, we think that is the key” Co. D



Two entrepreneurial and three non-entrepreneurial SMEs have empowered their employees, through training and management support, to ensure that quality standards are maintained.  

Success of company
	Proactive
	“I think our employees have proved that to date because of the success of our company in all those areas that I have been highlighting to you and I think our success has a knock on from the input that they have put in to the company” Co. G

	Reactive
	“because of the pride and the job satisfaction that we are getting here in this company seeing the company grow. The company has been taken from nil to £5m in just under 5 years, so it’s I suppose a lot of it is to do with pride, that’s why the staff feel that way”




As the company becomes more successful, entrepreneurial and non-entrepreneurial SMEs (Reactive) have noticed that employees realise that they have a good future with the company. 

11.1.2	Employee Loyalty Associated with other categorical themes
The author carried out a word search of the transcripts to reveal synonyms and antonyms in various categories. The synonyms and antonyms were counted to reveal both positive and negative links between categories. Consequently to represent the strength of association between the categories the author used varying lengths of arrow intensity to indicate the strength of the association (see section 8.8.4 Chapter 8 for a more detailed explanation). The author has consistently applied this methodology of identifying the strengths of association throughout this chapter. Figure 11.1.2 reveals some interesting associations between the rewarding of entrepreneurial and non-entrepreneurial SME employees and reasons for employees leaving. Figure 11.1.2 shows that despite the efforts of the companies to both financially reward and empower their employees, if their employees are offered more money and/or a better career prospect they may leave.


Figure 11.1.2	Factors associated with rewarding loyal employees
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11.2   Profile of a loyal employee
The main accord amongst virtually all the entrepreneurial and non-entrepreneurial SMEs (see Table 11.2) is their belief that loyal employees make more effort and contribute to an environment that is committed to teamwork. Entrepreneurial SMEs exhibited a greater tendency than non-entrepreneurial SMEs, to cite that loyal employees stayed longer with the SME and built relationships with its customers.

Table 11.2:	Profile of a Loyal Employee
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Makes more effort
	7
	6
	6
	19

	Stays with SME
	5
	3
	4
	12

	Build relationships with customers
	5
	3
	3
	11

	Teamwork
	3
	3
	4
	10



Make more effort 
	Proactive
	“They are a certain type of individual. They are precious, they would work hard, they would work late when required; they would not say “well I can’t do that, that is not my job.” Co. S

	Reactive
	“I come in at 8.30, 9 o’clock, I don’t normally leave here until 7 at night. I very rarely have a lunch hour, this is actually my lunch hour, but I don’t normally take it. We have a lot of engineers who work throughout the weekend. They work at night if something needs doing on the network at night time they come in and do that and they get paid overtime, they get paid overtime for doing that sort of thing but they would still do it” Co. J

	Informal
	“They will stay until the job is done and that can mean on a Friday night at 5 p.m. they are still in a site somewhere in Liverpool with no hope of getting home much before 10.30. But they will stay and do the job. That is the best sign I think” Co. M




The majority of entrepreneurial and non-entrepreneurial SMEs were in agreement that loyal employees are not only motivated to do a good job but want to do a good job. The reason cited for this was the employee’s pride in their company, which consequently led to the employees putting in an appropriate effort into their roles by putting forward ideas so that they met customer requirements.  The entrepreneurial and non-entrepreneurial SMEs were also in agreement over loyal employees working long hours for the company, usually without the financial incentive of overtime.


Stay with company
	Proactive
	“Well they are all loyal, lets have a look. We have been in business what 12 years and most of them upstairs are in their first job” Co. C

	Reactive
	“The principle way they demonstrate their loyalty is by staying. Not going somewhere else” Co. R

	Informal
	“Because they have been here a long time for very little reward. Again we have a very, very loyal staff. The average staff rate, the company has been going 17 years, and people are still here that have been here for 15 years” Co. X



Entrepreneurial SMEs cited more than non-entrepreneurial SMEs that their employees have stayed with the company since it started trading and for very little reward. This has created an environment where many employees have become good friends with colleagues, encouraging new employees to become loyal by the time they have been with the SME for 6 months. 

Build relationships with customers 
	Proactive
	“they know the customers, customers often come back and ask for a particular person if they have been on site before and they have got on with them and they have done a good job they will come back and ask for that person, so obviously it helps if that person is still here” Co. W

	Reactive
	“Good employees create a personal relationship” Co. N

	Informal
	"They boost the relationship ten-fold in as much as that a loyal employee sees further than the pay packet. They actually care about the customer which ten-fold increases the service level that we can give to the customer" Co. V



Entrepreneurial SMEs cited more than non-entrepreneurial SMEs that loyal employees have quite an effect on customer relationships, as customers like not only to see the same people but also prefer these same people to regularly deal with their enquiries. The reason cited for this was that customers are aware that retained employees have good product knowledge and furthermore develop a rapport and knowledge about unique customer requirements. 

Teamwork
	Proactive
	“There would be a camaraderie amongst them. A lot of people would not be satisfied until they felt they had done their best” Co. S

	Reactive
	“Really it is a team player, we have taken a number of people on board in the company over the past 2 or 3 years and a lot of other people have left. There are people who perhaps don’t really work or fit within our team as well as they could have done and that’s why they tend to leave. However the people who do fit into the team are still here and doing very well” Co. J

	Informal
	“I think everyone is very open with each other in their activities there is not a sense of personal gain or each person tries to outdo the other. You really feel that there is a good support system for everyone” Co. B



There was common agreement amongst half the entrepreneurial and non-entrepreneurial sample that loyal employees work well and fit in with the teams. The reason cited for this behaviour was that loyal employees have a good rapport with their fellow co-workers to create an environment of teamwork.

11.2.1		Profile of Loyal Employees Associated with Other Categories
Figure 11.2.1 shows how loyal employees demonstrate their loyalty through both making more effort and building relationships with customers and both these traits are shown to be present in the benefits of loyal employees. Additionally it was noticed that less enthusiastic employees are not motivated and therefore display the opposite traits of a loyal employee.

Figure 11.2.1	Factors Associated with the Profile of Loyal Employees
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11.3   Benefits of loyal employees
The principle factor that entrepreneurial and non-entrepreneurial SMEs agreed upon as to the benefit of a loyal employee is in their belief that loyal employees make more effort (see Table 11.3). Entrepreneurial SMEs exhibited a greater tendency than non-entrepreneurial SMEs, to cite that loyal employees build relationships with the SMEs customers. A number of minor reasons were also cited as to the benefits of loyal employees these included both entrepreneurial and non-entrepreneurial SMEs referring to lower costs from not having to continually recruit employees.  Finally two non-entrepreneurial SMEs stated that loyal employees help contribute to their growth.

Table 11.3	Benefits of Loyal Employees
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Make more effort
	7
	5
	6
	18

	Build relationships with customers
	5
	3
	3
	11

	Lower cost from having to recruit
	2
	1
	0
	3

	Help contribute to SME growth
	0
	2
	0
	2




Make more effort
	Proactive
	“If you see a loyal employee you see a better service, in all aspects of the business. Whether it be on the phone or quickly responding to a telephone call, a delivery, whatever.” Co. G

	Reactive
	“I think by doing a good job – wanting to do a good job - and pride in the job they do which is pride in the company, so that then the customer gets the good job which keeps him loyal” Co. F

	Informal
	“I would say a loyal employee is a happy one so therefore if you are happy in your job, usually you do the best job possible. From my experience here I would say very much so, yes” Co. M




The majority (18) of the entrepreneurial and non-entrepreneurial SMEs have stated that they have learned through experience that loyal employees are more professional and get it right first time because they are technically competent in their area as well as being highly motivated and hard working. Ensuring that the appropriate efforts are made to resolve customer problems. Their superior quality service and working practices through their motivation, commitment and proactive nature demonstrate their concern about what they are producing for the end-user. 


Build relationships with customers 
	Proactive
	“They tend to be the people who develop good relationships, and get on because they are doing it as much for themselves as they are for the company, and they see that as the route to career development. They are self-motivated” Co. S

	Reactive
	“The relationship with customers means that we have generally long term relationships with customers that where there is a personal relationship then that can be understood” Co. R

	Informal
	“Loyal employees have quite an effect on customer relationships” Co. M



Entrepreneurial SMEs have experienced to a greater degree than non-entrepreneurial SMEs that loyal employees’ develop a personal rapport with their customers. They cited that this has been achieved through personal being developed through interactive dialogues between the SMEs technical teams, designers, help desk service, etc and its customers. This close rapport between the employees and customers allows the employees to pre-empt any customer defections through quickly addressing any problems or queries the customers has.

Lower costs from having to continually recruit 
	Proactive
	“Taking on new staff is very time consuming. Interviewing procedures, the unknown employee from hell and training. With the product we sell it would take, with the accounts software it would take somebody up to twelve months to learn that accounts software, so it is very expensive in terms of if we lose somebody we have to get them trained up again,.............  so the biggest benefit of keeping them here is the cost of actually recruiting new people and also the opportunities that we would lose because we have to internally cover while we have long speed curves and pretty long sometimes as well” Co. K

	Reactive
	“The main benefit is that it is very hard for us to find good people of the calibre that we want and we spend a lot of time on recruitment. Our interview process lasts eight hours for one person because that is how we believe we find the best people who give the best service to our customers. So it takes a lot of effort and a lot of time for us to find a new employee and it is hard, they do not come along that often” Co. N




Two entrepreneurial and one non-entrepreneurial SME (see Table 11.3) cited that one of the advantages of maintaining employee loyalty is that it leads to a reduction in the cost of having to continually recruit. As they have realised that they have to spend a considerable sum of money on recruiting and training new employees. 

Finally two non-entrepreneurial SMEs (see Table 11.3) cited that loyal employees can be relied upon to deliver the SMEs promises to customers, which subsequently contributes to SM E growth.

11.3.1   Benefits of loyal employees Associated with other categorical themes
The main benefit of loyal employees is demonstrated in Fig. 11.3.1, which clearly shows that making more effort and building relationships with customers are shown to be present in the profile of loyal employees.  It was also noticed that as a less enthusiastic employee is not motivated they therefore display the opposite traits of a loyal employee.

Figure 11.3.1	Factors associated with the benefits of loyal employees
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11.4   Improving employee learning
The results from the qualitative analysis revealed that entrepreneurial to a greater degree than non-entrepreneurial SMEs (see Table 11.4) cited that they have improved their learning environment  through internal training. Furthermore both entrepreneurial and non-entrepreneurial SMEs were in agreement that internal training is complemented by both external training and management informing employees. An area of difference between the SMEs was that entrepreneurial SMEs cited to a greater degree than non-entrepreneurial SMEs that they encourage their customers to directly inform their employees of their needs.  Finally one entrepreneurial and one non-entrepreneurial SME allow their employees to suggest measures to improve their learning.

Table 11.4	Improving the Learning Environment
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Internal training
	6
	4
	2
	12

	External training
	2
	3
	3
	8

	Management informs employees
	2
	3
	3
	8

	Customers inform employees
	3
	1
	0
	4

	Employee suggestions taken on
	1
	1
	0
	2




Internal training
	Proactive
	“We try and train people as and when appropriate really. What future products are coming on as well” Co. W

	Reactive
	“We do have training programmes we have an appraisal programme, where we try to identify the needs of employees and the training requirements satisfy those needs provided they are matched to the company’s performance” Co. R

	Informal
	“if you wanted to join courses that are relevant to your job, the company will either pay for it in whole, or part. And there is on-going training, because myself I come from a linguistic and marketing background so I am the least technical person you will ever meet, but obviously you have to have interaction with different systems, compilers, or whatever, so there is that support for me to learn” Co. B



Entrepreneurial SMEs to a greater degree than non-entrepreneurial SMEs aim to identify the training needs of their employees and match those needs with that of the company requirements. Thus leading to the introduction of training courses both internally and sponsoring external courses to ensure employees are aware of and trained to meet both current and future market developments. 

External training
	Proactive
	“Where they have wanted more technical help we endeavour if we can to find whatever. At the minute we are just moving to ‘Windows’ and our technical man wants to go on the Microsoft Windows Course and that is an expensive course but we are going to try and find a way of getting on that. Generally what they want by training we try and meet if it is reasonable.......... obviously they don’t get everything that they want but if there is something we think is tailor made for them or would be useful then we will try” Co. C

	Reactive
	“the company actively encourages people to identify their own training needs and if it benefits the company then they will either pay for or subsidise it” Co. J

	Informal
	“I mentioned the Investors in People which we are looking at seriously. Again we are also looking at putting in a technical training programme where employees will be rotated and sent on external from anything from days to weeks” Co. D



Where the entrepreneurial and non-entrepreneurial SMEs cannot satisfy or meet the training requirements of their employees, they have been sponsored on external courses. The SMEs (both entrepreneurial and non-entrepreneurial) assess the capability of the  training sessions to enhance the employees capability to better serve their customers and also whether the training is a pre-requisite to the customer selecting an SME as a preferred supplier. 

Management informs employees
	Proactive
	“Through the managers, its a combination not all the employees will get all the messages. Some of the employees will get mixed messages it depends on where they work in the company” Co. E

	Reactive
	“Daily, we talk to our people and obviously that is what happens, but we also in more generic terms we have company days where we take the whole company away for two days and do a series of presentations and where we are always trying to get the main points across then” Co. N

	Informal
	“we do try and tell everyone from designers, art workers, what the client is aiming for, so even if we were not around and the client rang up they could speak to an art worker, and we pride ourselves on that, that we have got the nouse for everyone to understand what is happening with a particular job, which like I say, does work very well” Co. M



Management in both entrepreneurial and non-entrepreneurial SMEs (see Table 11.4) still plays an active role in ensuring that all employees are aware of customer needs by talking daily with employees. This is partly possible because of the small size of the company and everyone knowing each other. Several entrepreneurial and non-entrepreneurial SMEs mentioned that they hold company days where management would carry out a series of presentations to ensure employees are aware of what the SME is trying to achieve. Furthermore, entrepreneurial and non-entrepreneurial SMEs pursue different communication strategies with their employees depending on whether they are 'Frontline' or 'Back-office' staff.. As employees who don’t have contact with customers (back office staff) don’t need to be informed of every aspect of the customer, allowing the entrepreneurial and non-entrepreneurial SME to save on resources. Although, employees involved with a particular project and in contact with the customer (Frontline staff) are informed of the customer's requirements. 

Customers inform employees
	Proactive
	“Well most of the employees get it straight from the horses mouth as it were because the customer rings them and asks for them personally, and says, can you do this, can we do that; this is not working; that is working, whatever” Co. H

	Reactive
	“we don’t mind customers talking to our people who work on their jobs, so that information is straight to the man who is doing it, that way we don’t lose quality or mistakes get made by going through too may people” Co. F



Three entrepreneurial and one non-entrepreneurial SMEs encourage customers to inform employees of their concerns and needs. They reasons cited for this was that information about a particular project goes direct to the person responsible. Thus, contributing to less mistakes or confusion occurring in the company.

Employees suggestions taken on
	Proactive
	“I think we should be encouraged to say well your job title is this but we welcome any input you have by anything at all that you see that will improve the way we work here. I have worked for organisations where if you had any ideas about anything at all then you were not advised to talk of them, your job was that and that was it. And there are organisations like that and I think they will probably have a very high turnover of staff.”

	Reactive
	“Well again we are always listening to what people ask of us. The clients or employees” Co. L




One entrepreneurial and one non-entrepreneurial SME mentioned that they always listen to what their employees suggest, especially when it comes to financial reimbursements.

11.4.1	Internal Associations of Improving the Learning Environment 
The links reveal (see Fig. 11.4.1) that SMEs use both internal and external training courses to improve their employee learning depending upon whether the employee needs can be met internally or more cost effectively externally.

[image: ]Figure 11.4.1	Internal associations with improving the learning environment






11.5   Profile of a less enthusiastic employees and their effects  on the SME
Entrepreneurial SMEs cited to a greater degree than non-entrepreneurial SMEs (see Table 11.5) that less enthusiastic employees are not as motivated as loyal employees. Additionally both entrepreneurial and non-entrepreneurial (Informal) SMEs share the opinion that less enthusiastic employees can have a bad effect on the moral of other employees. The minor citations revealed that two non-entrepreneurial (Informal) SMEs stated that less enthusiastic employees are also financially motivated and one non-entrepreneurial (Reactive) SME mentioned that these employees are usually in the wrong job.

Table 11.5	Profile of a less enthusiastic employee
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Not motivated
	7
	3
	3
	13

	Less enthusiastic employees effect other employees
	4
	1
	4
	9

	Financially motivated
	0
	0
	2
	2

	Employee in wrong job
	0
	1
	1
	2




Not motivated
	Proactive
	“Generally not very punctual, not much idea of what it is they are supposed to be doing, perhaps a little bit surly, they resent being given instructions, they resent being asked questions as to what they are doing and how it is going” Co. H

	Reactive
	“You can spot them I think. They have an air of discontentment. They do not really believe in some of the things that the company is doing” Co. N

	Informal
	“As in the terms of things like, he is probably going to keep very poor time-keeping, poor appearance, poor quality of work in the sense that there is no actual pride in the job” Co. D



Entrepreneurial SMEs mentioned that less enthusiastic employees do not have the same level of commitment and do not work as hard. Entrepreneurial and non-entrepreneurial SMEs were in agreement that less enthusiastic disregard punctuality and often generate a poor quality of work, poor appearance and not fully co-operating with the SMEs programmes. The comments that the entrepreneurial and non-entrepreneurial SMEs have cited reveal that the employees lack of motivation is caused by the employees being:

· In the wrong job
· In jobs with little promotional prospects
· Misrecruited
· Underpayed 

Less enthusiastic employees effect other employees 
	Proactive
	“If they are a very strong character, very forceful and disruptive, it can have a very bad effect indeed, because they have a way of negative persuasion if you like, where they can persuade people not to work hard, why should I do that. They see everything as being they are the victims” Co. H

	Reactive
	“They can have a bad effect. But they can be sometimes addressed. I mean if you can spot it, then you can have it all out with them” Co. N

	Informal
	“They have a horrendous effect on the whole company. They lower moral throughout the company. They can see no further than their wage packet and particularly because ...... they have an attitude of pile it high sort of attitude, which is in total contrast to our quality role that we are trying to take, so the whole effect is anti what we are trying to do” Co. V




Four entrepreneurial and five non-entrepreneurial (see Table 11.5) were in agreement that less enthusiastic employees are known to everyone in the SME as they have an effect on the moral of the company. The reason cited by the SMEs for this was that these employees have no pride in their work and negatively effect the people they work with especially if they have a strong character and their grievances are not addressed and allowed to create disharmony in the SME.

Financially orientated
	81/1V
Informal
	“My own version of a less enthusiastic employee is a 9 to 5 person who typically bangs out a product and is concerned only about his bonus” Co. V



Two non-entrepreneurial (Informal) SMEs described less enthusiastic employees as people who work from 9 to 5 and only interested in their bonuses (i.e. financially motivated).

Other quotes:
Non-entrepreneurial SMEs (Reactive) also mentioned that sometimes their employee find the job too hard or lose interest and discover that this is not the job they want. So both management and the employee often agree that they do not fit into the company and so agree that it is in the best interest of both parties if the employee leaves.


11.5.1 Less Enthusiastic Employees Associated with other Categorical Themes
It is interesting to note that there is an extremely strong negative association (i.e. the word ‘motivation’ appeared in both categories but with an opposite sense of meaning) between loyal employees who are motivated and the less enthusiastic employees' display a lack of motivation (see Fig. 11.5.1).

Figure 11.5.1	Factors associated with less enthusiastic employees
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11.6   Major reasons for employee leaving SME
Entrepreneurial SMEs attribute higher than non-entrepreneurial SMEs the main causes of employee departure as being credited to both better career prospects and salary (see Table 11.6).

Table 11.6	Major Reasons for Employee Departure
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Better Career prospects
	6
	4
	4
	13

	Salary 
	4
	3
	3
	9




Better career prospects and Salary 
	Proactive
	“Employees have exit interviews and usually they defect for better pay or career progression is the most usual reason” Co. E

	Reactive
	“It is usually to do with salary. People are finding they probably get an increase in status and therefore an increase in salary which we are not able to satisfy” Co. R

	Informal
	“The majority of people, young ones, are going up the career ladder” Co. X




The two most frequently cited causes of employees leaving from both entrepreneurial and non-entrepreneurial SMEs were  ‘better career prospects’ and ‘better salary’. 

11.6.1   Employee Departure Associated with other Categorical Themes
There are some interesting associations between the rewarding of SME employees and reasons for employees leaving. The results show in Figure 11.6.1, that despite the efforts of entrepreneurial and non-entrepreneurial SMEs to both financially reward and empower their employees if their employees are offered more money and/or a better career prospect they may leave. Therefore, SMEs need to ensure that they adopt both financial and non-financial reward systems to retain their most loyal employees and constantly review these reward mechanisms.

Figure 11.6.1	Factors associated with employee departure
[image: ]



11.7   Lessons learnt from employee defection
The main lesson that three entrepreneurial and two non-entrepreneurial SMEs proclaim to have learnt from employee departure is the need to improve their interview procedures.
 
	Category
	Entrepreneurial
	Non-Entrepreneurial

	

	
	Proactive
	Reactive
	Informal
	Total

	Better interviewing procedure
	3
	1
	1
	5

	Don’t know / No Response
	4
	6
	5
	15




Better interviewing procedure 
	Proactive
	“To firm up or to have a better interviewing procedure. Typically it is because of non-performance and we have missed something, we have made some mistakes during the interview process on a couple of occasions and we have cleaned up our interviewing act. We spend more time making sure we recruit the right person which adds to the recruitment cost. We will actually have two interviews now instead of one. A much more stringent trial period, a three month review period of that particular employee, which obviously costs us a bit more” Co. K

	Reactive
	“Basically for us, it starts at the beginning in that we get good people. We have a very very rigorous recruitment policy. We do have methodologies and procedures and all that sort of thing, but fundamentally what we do is down to our people. So we try and get good people, we try and develop and grow them and train them” Co. N

	Informal
	“When we interview, we just took on a couple of new staff last year, and we take pains to try and find the right person for the job.” Co. M




Three entrepreneurial and two non-entrepreneurial SMEs have realised that they need to introduce better interviewing procedures to ensure that they attract the right employees. These five SMEs have introduced a rigorous recruitment policy to ensure that potential employees are thoroughly vetted as to their suitability for the SME work culture, loyalty factor and potential contribution to the success of the SME.




11.8.1 Diagrammatic representation of all the constructs identified by the SMEs as contributing to employee loyalty
The author has constructed an holistic framework of the main factors influencing employee loyalty. The framework is by no means exhaustive but aims to inform the reader of key issues related to employee loyalty (see Fig. 11.8.1). The intensity of the lines highlights the strength of the relationship between the factors and the category.

Figure 11.8.1	Holistic overview of factors influencing employee loyalty
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11.9    Diagrammatic representation of all the constructs identified by the SMEs 
as factors leading to less enthusiastic employees and major reasons for 
employee defection
The author has constructed a holistic framework of the main factors influencing employee defection. The framework is by no means exhaustive but aims to inform the reader of key issues related to employee defection (see Fig. 11.9). The intensity of the lines highlights the strength of the relationship between the factors and the category.

Figure 11.9	Holistic overview of Less Enthusiastic Employees
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11.10	Employee Qualitative Conclusions
The primary reasons contributing to employee loyalty include the obvious financial rewards and employees enjoying their work. The financial rewards defend the SME from employees defecting to competitors for financial motives. Since employees that are remunerated at or above the industry standard are less likely to be attracted by a similar or lower offer. Although, if employees were discontent with their working environment because of the culture or lack of opportunities. They may then leave because of better prospects that may be gained from joining another company. The analysis further revealed that entrepreneurial and non-entrepreneurial SMEs that did not financially reward and offer career prospects for their employees witnessed many employees leaving to pursue their careers elsewhere. Hence, it is imperative that SMEs reward frontline employees with both financial and non-financial reward mechanisms. Since these reward mechanisms are inter-linked to sustain employee loyalty. Additionally SMEs need to create an environment that is conducive to openness and teamwork were employees enjoy working so that they are motivated to become customer centric. The employee would then display their content, without necessarily demanding extra pay, through working longer hours, contributing more suggestions and developing a closer rapport to proactively determine customer needs. This rapport that employees develop with the SMEs customers helps to develop pride amongst the employees for their work environment. Although, pride may also become manifested due to the success of the SME and many employees realising that there are good future prospects for them in the SME.

Many entrepreneurial and non-entrepreneurial SMEs have realised that to create employee loyalty, measures must be adopted that treat employees’ fairly. This can be achieved through empowering employees with a degree of autonomy to carry out their work without the SME seeming too paternalistic, thus creating a sense of ownership of the work environment. Resulting in the maintenance of a high calibre of quality service for customers and producing a positive influence for fellow colleagues to emulate. Leading to further employee job satisfaction and pride in their work environment and culminating in a more conducive and productive working environment. Although, the empowerment measures need to be constantly measured, to ensure that management are providing the correct training and support to permit employees to perform their duties.

Entrepreneurial and non-entrepreneurial SMEs noted that loyal employee's were not only motivated to do a good job but eager to do a good job because of their pride in their work. This is demonstrated through working long hours without necessarily for extra pay to ensure that they meet customer demands. This demonstrates that loyal employees show a considerable amount of concern for the welfare of the SMEs customer. This has influenced the entrepreneurial and non-entrepreneurial SMEs to achieve both success in retaining customers and generating a positive image of the SME. Loyal employees by the very nature of the term 'loyal' remain with the SME for a very long period of time. There are a multitude of benefits to arise from employee loyalty these include:

· Building relationships with customers to both become aware of and deal with customer concerns;
· Pre-empt customer defections through their personal rapport and priority to developing solutions to help retain the customer, provided it is profitable to do so;
· Staying with the SME leading to lower costs for the SME from having to continually recruit;
· Contributing to SME growth through both developing relationships with customers and formulating suggestions to meet customer needs;
· Influencing other colleagues to work harder through creating an a conducive open and friendly environment in which to work in by working harder;
· Develop good product knowledge;
· Create a positive impression of the SME;
· Can be relied upon to deliver the SMEs promises.

Entrepreneurial and non-entrepreneurial SMEs have learned that loyal employees are usually more professional because of their competency, high degree of commitment and work ethics. Although, for this to materialise SMEs need to invest in the appropriate systems, processes, equipment and reward mechanisms to facilitate employee motivation in delivering a quality service.

The findings suggest that SMEs have realised that loyal employees are hard to come by. Therefore, retaining a loyal employee not only results in countless benefits but also saves the SME money on having to continuously advertise and go through the recruitment process for attracting a new employee. Loyal employees have quite a positive effect on customer relationships. For these employees not only have good product knowledge but also develop a personal rapport with customers to become both aware of customer needs and respond to their concerns. The close rapport employees develop with customers helps pre-empt customer defection. Due to their professionalism in answering and demonstrating sympathy in positively addressing customer concerns. Additionally, because of the nature of SMEs and its de facto communication between with its employees, the employees become directly aware of any new changes to customer requirements. This awareness is then fed back into the SMEs processes and decision making ensuring that the SME is maintaining focus on continually meeting its customer requirements. Furthermore, these loyal employees project an invaluable impression of the service quality the SME provides and thus help contribute to the company’s growth through their countless immeasurable actions. 

The training needs of employees are constantly monitored, especially for frontline employees who have contact with employees. Once the employee training needs are identified or requested the management of entrepreneurial and non-entrepreneurial SMEs have adopted several means to match the employee requirements either through sending employees on continuous internal training programmes or external programmes if the request matches both employee and SME benefits. Management may often adopt different training programmes for frontline and backoffice staff. For this allows the SME to save both on time and resources to meet the needs of both the SME and their respective customers.

All staff should be given a thorough briefing on customer requirements and the employees role in fulfilling those needs. Especially frontline employees who have direct contact with the customers and should therefore receive further information about the customer. Therefore, managers should be encouraged to walk around the company and talk to employees to ensure that employees realise the importance of their contribution in terms of conveying who the products/services are for and why they need to be right.  Additionally, employees should be provided with the opportunity to contribute and share in the rewards of SME growth.

The attraction and retention of less enthusiastic employees can have a disastrous effect on employee moral unless the SME tackles these employees initially. Since these employees take no pride in their work and negatively effect the people they work with especially if they have a strong character.  Furthermore, these employees do not openly display the same level of commitment, work ethic and belief in what the SME is trying to achieve.  Another trait of less enthusiastic employees is that they tend to be financially orientated and may often be in the wrong job. SMEs, therefore, need to address the grievances of these employees to ensure that the employees are not provided the opportunity to create disharmony in the SME. The main lesson to be learnt from these less enthusiastic employees is that it is imperative that SMEs introduce more rigorous interviewing procedures to attract the right calibre of employees that will both contribute to SME growth and develop a harmonious healthy environment in which to work in. A small company needs to attract the right people, who have a personality that will be friendly both with customers and to other members of staff. The person must be very flexible, as speed is essential in a small company from every employee. 
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