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Abstract 

Digital marketing has become increasingly important to the competitiveness and 

sustainability of small-scale businesses in Nigeria. However, the existing literature remains 

fragmented, with many studies treating the adoption of social media or other digital tools as 

evidence of effective digital marketing without adequately explaining how digital activities 

are converted into measurable business outcomes. This article presents an integrative review 

of theoretical and empirical literature on the relationship between digital marketing and the 

performance of small-scale businesses in Nigeria. The review draws primarily on studies 

published between 2021 and July 2026, while incorporating relevant foundational literature 

on digital marketing, technology adoption and organisational capabilities. The evidence 

indicates that social media marketing, e-commerce, online advertising, mobile marketing, 

email marketing and digital customer engagement can improve market visibility, customer 

acquisition, customer relationships, sales growth, competitiveness and organisational 

resilience. Nevertheless, these benefits are conditional on digital literacy, content quality, 

customer trust, analytical capability, infrastructure reliability, payment systems and order-

fulfilment capacity. The article identifies significant methodological limitations in the 

literature, including reliance on cross-sectional surveys, self-reported performance measures, 

single-state samples and limited attention to the mechanisms linking digital adoption with 

financial outcomes. To address these limitations, the article develops the Digital Marketing 

Performance Conversion Framework, which explains business performance as the outcome 

of a sequential process involving digital access, strategic adoption, marketing conversion 

capability, customer response and value realisation. The framework advances the literature 

by distinguishing digital presence from performance-generating digital capability and by 

introducing conversion friction as a major explanation for variations in outcomes among 

Nigerian small businesses. The article concludes with implications for business owners, 

policymakers and future research. 

Keywords: Digital marketing; small-scale businesses; SMEs; business performance; digital 

capability; customer trust; e-commerce; Nigeria 
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1. Introduction 

Small-scale businesses occupy an important position in Nigeria’s economic and 

entrepreneurial landscape. They support employment creation, household income, innovation 

and the distribution of goods and services across formal and informal markets. Despite their 

importance, many small businesses operate under conditions characterised by limited 

financial resources, weak infrastructure, restricted market access and intense competition. 

These constraints have increased interest in digital marketing as a relatively flexible means 

through which firms may reach customers, build relationships and compete beyond their 

immediate geographical locations. 

Digital marketing refers to the strategic use of internet-enabled technologies and digital 

channels to create, communicate and deliver value to customers. It includes social media 

marketing, search-engine marketing, online advertising, email marketing, mobile marketing, 

content marketing, e-commerce, websites and customer relationship technologies. Unlike 

traditional marketing, digital marketing permits more interactive communication, rapid 

feedback, audience targeting and the collection of customer-related data. These features may 

be particularly valuable to small businesses that lack the resources required for large-scale 

advertising. 

The growing use of platforms such as WhatsApp, Facebook, Instagram, TikTok and online 

marketplaces has lowered some of the barriers associated with customer communication and 

product promotion. For example, a World Bank survey found that WhatsApp was used by a 

substantial proportion of surveyed Nigerian micro, small and medium-sized enterprises to 

market goods and services. However, access to a digital platform does not automatically 

indicate that a firm possesses an effective digital marketing capability. A business may 

maintain an active social media account without generating qualified customer enquiries, 

completing online transactions or achieving sustainable improvements in profitability. 

Recent Nigerian evidence demonstrates the need for a more nuanced understanding of the 

digital marketing–performance relationship. Ayokunmi et al. (2026), using data from 370 

small and medium-sized enterprises in Oyo State, found that e-commerce implementation 

improved enterprise performance. Nevertheless, only informativeness and interactivity 

among the examined dimensions of social media marketing significantly strengthened the 

relationship. Personalisation, trendiness and electronic word of mouth did not produce 

significant moderating effects. This finding indicates that digital marketing practices do not 

create equal value merely because they are technologically enabled. 

Similarly, evidence from South-West Nigeria suggests that digital transformation can 

enhance customer experience and analytical capability, which subsequently contribute to 

financial management and performance outcomes. Qualitative research has also shown that 

digital communication technologies can strengthen the resilience of Nigerian small 

businesses by facilitating collaboration, maintaining business relationships and enabling 

greater flexibility during periods of disruption. These findings indicate that digital marketing 

may influence performance through several intermediate mechanisms rather than through a 

simple direct relationship. 

Despite the growing volume of research, three major gaps remain. First, much of the Nigerian 

literature concentrates on whether businesses use digital tools rather than how effectively 

those tools are integrated into marketing and operational processes. Second, studies 
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frequently employ broad performance measures without tracing the stages through which 

online activity becomes customer acquisition, sales growth or profitability. Third, limited 

attention has been given to the contextual conditions that may prevent digital visibility from 

becoming commercial value. These conditions include customer distrust, expensive data, 

unstable connectivity, weak logistics, payment difficulties and limited digital competence. 

This review therefore moves beyond the question of whether digital marketing affects 

business performance. It examines how, through which mechanisms and under what 

conditions digital marketing contributes to the performance of small-scale businesses in 

Nigeria. Its principal contribution is the development of the Digital Marketing Performance 

Conversion Framework, which distinguishes digital access and online presence from the 

capabilities required to generate measurable business value. 

2. Review Approach 

This study adopted a structured integrative review approach. The integrative method was 

considered appropriate because the literature contains quantitative studies, qualitative 

investigations, conceptual contributions and studies employing different definitions of digital 

marketing and enterprise performance. Rather than limiting the review to a single research 

design, the approach permitted the synthesis of complementary evidence and the 

development of a theory-informed conceptual framework. 

The review focused primarily on literature published between 2021 and July 2026. Earlier 

studies were retained where they provided important theoretical foundations or established 

concepts in digital marketing, technology adoption and strategic capability. Searches were 

conducted using combinations of terms including digital marketing, small-scale business, 

small business performance, SME performance, social media marketing, e-commerce, digital 

capability, Nigeria, Africa and emerging economies. Relevant literature was identified 

through scholarly databases, publisher platforms and academic indexing services. 

Studies were considered relevant where they examined at least one digital marketing practice 

or closely related digital business capability and linked it to customer, market, operational, 

financial or resilience outcomes. Nigerian studies received priority, while evidence from 

other African and emerging economies was used to strengthen theoretical interpretation and 

identify transferable mechanisms. Studies concerned solely with individual consumer 

behaviour, without implications for small-business performance, were not prioritised. 

The evidence was synthesised thematically around digital adoption, customer engagement, 

market reach, transactional capability, analytics, financial performance, resilience and 

contextual constraints. As an integrative review, the study does not estimate a pooled effect 

size. Its objective is explanatory and theory-building rather than meta-analytical. 

3. Conceptualising Digital Marketing in Small-Scale Businesses 

Digital marketing should not be reduced to the ownership of a social media account or the 

occasional publication of promotional content. Such measures capture digital presence but 

provide limited information about the strategic quality of a firm’s marketing activities. 

Effective digital marketing involves the coordinated use of digital channels to identify 

customers, communicate value, stimulate engagement, facilitate transactions and maintain 

profitable relationships. 
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For small-scale businesses, digital marketing may operate through six major channels: 

Digital marketing 

practice 

Primary business function Possible performance outcome 

Social media 

marketing 

Brand communication, 

engagement and community 

building 

Visibility, enquiries, customer 

relationships and referrals 

Mobile and 

WhatsApp 

marketing 

Direct communication, product 

display and customer support 

Faster response, repeat purchases 

and customer retention 

Content 

marketing 

Education, persuasion and 

demonstration of expertise 

Brand credibility, engagement 

and purchase consideration 

Search-engine 

marketing 

Improving online discoverability Website traffic, qualified leads 

and market reach 

Email marketing Customer nurturing and 

personalised communication 

Retention, repeat purchases and 

customer lifetime value 

E-commerce and 

online 

marketplaces 

Product display, ordering and 

transactions 

Sales growth, geographic 

expansion and transaction 

efficiency 

These activities differ in their resource requirements and value-creation potential. Social 

media may provide rapid visibility at a relatively low initial cost, but continued performance 

requires relevant content, consistent interaction and credible customer service. Search-engine 

optimisation may generate longer-term discoverability but demands technical competence. E-

commerce may extend market access, yet its commercial value depends on payment 

reliability, inventory management, delivery systems and customer confidence. 

Digital marketing should therefore be understood as an organisational capability rather than a 

collection of isolated tools. This distinction is especially important for small businesses 

because resource limitations may encourage firms to adopt accessible platforms without 

developing the complementary skills and processes required to extract sustainable value from 

them. 

4. Theoretical Foundations 

4.1 Resource-Based View 

The Resource-Based View argues that differences in organisational performance arise partly 

from differences in the resources and capabilities controlled by firms (Barney, 1991). 

Resources can generate sustained competitive advantage where they are valuable, scarce, 

difficult to imitate and not easily replaced. 

Digital technologies are widely available and may therefore not constitute rare resources by 

themselves. A social media account, website or online advertising platform can be accessed 

by competing businesses. The strategic advantage lies in the capability to combine these tools 

with customer knowledge, creative content, analytical competence, rapid response systems 

and effective service delivery. Accordingly, digital marketing capability may become a 

valuable intangible resource when it is embedded within a firm’s routines and customer 

relationships. 
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The Resource-Based View helps explain why firms using the same digital platform may 

achieve different outcomes. One business may employ Instagram mainly to publish product 

photographs, whereas another may integrate customer data, content experimentation, 

response management, online payment and after-sales communication. Although both 

businesses have adopted the same platform, their capability levels differ substantially. 

4.2 Dynamic Capabilities Theory 

Dynamic capabilities refer to the ability of a firm to identify opportunities, mobilise resources 

and reconfigure its operations in response to environmental change (Teece, 2007). This 

perspective is relevant because digital platforms, customer preferences and online 

competition change rapidly. 

Small businesses require the ability to identify emerging customer behaviours, assess the 

effectiveness of digital channels and adjust their marketing strategies. Firms must also learn 

from digital feedback and reorganise their processes where necessary. Matarazzo et al. (2021) 

found that digital transformation can support customer value creation when firms develop the 

capabilities required to integrate technologies into organisational processes. Digital tools 

therefore become useful not simply through adoption but through continuous learning and 

adaptation. 

The dynamic capabilities perspective also explains why digital marketing may strengthen 

resilience. During disruptions, businesses with established digital communication channels 

may maintain relationships, identify alternative customers and adjust their delivery or sales 

processes more rapidly. Ashiru et al. (2023) found that emerging digital communication 

technologies supported resilience among Nigerian SMEs through relationship-building, 

collaboration, process diversification and supply-chain flexibility. 

4.3 Technology–Organisation–Environment Framework 

The Technology–Organisation–Environment framework developed by Tornatzky and 

Fleischer (1990) explains technology adoption through three contextual dimensions. 

The technological dimension includes perceived usefulness, compatibility, accessibility and 

complexity. The organisational dimension incorporates management support, employee 

competence, available resources and strategic readiness. The environmental dimension 

includes customer pressure, competition, infrastructure, regulation and external support. 

The framework is particularly relevant to Nigeria because the effectiveness of digital 

marketing may depend on conditions outside the direct control of an individual business. 

Internet access, electricity, payment infrastructure, logistics and customers’ willingness to 

transact online can influence the benefits obtained from digital investment. Recent research 

combining the Technology–Organisation–Environment framework with the Resource-Based 

View confirms that digital performance is shaped by both internal capability and external 

conditions. 

4.4 Trust Perspective 

Digital marketing frequently involves interactions between parties who do not meet 

physically before a transaction. Customers may therefore assess whether a business is 
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genuine, whether advertised products correspond with actual products and whether payments 

or personal information are secure. 

Trust reduces customers’ perceptions of uncertainty and risk. It may be strengthened through 

transparent product information, customer reviews, consistent brand communication, secure 

payment systems, visible contact information and reliable fulfilment. Evidence from 

underserved small businesses in developing economies indicates that trust and digital self-

efficacy can influence digital market adoption and its effectiveness (Juita et al., 2026). Trust 

is consequently treated in this review as a central mechanism through which engagement is 

converted into transactions. 

5. Digital Marketing and Small-Business Performance 

5.1 Market Visibility and Customer Reach 

One of the most immediate benefits of digital marketing is increased visibility. Traditional 

marketing often restricts small businesses to customers within their physical environment. 

Digital platforms reduce some geographical limitations by enabling businesses to display 

products, communicate services and interact with customers across wider markets. 

Social media is particularly important because it combines content distribution with direct 

communication. Customers may discover products through posts, recommendations, shared 

content or paid advertisements. Businesses may also receive immediate responses that 

provide information about customer needs. 

Research among Nigerian SMEs generally reports a positive relationship between online 

marketing and competitiveness. Awotunde et al. (2024) found that online marketing was 

positively related to SME competitiveness and that information and communication 

technology initiatives supported business growth. However, increased reach should not be 

interpreted automatically as increased performance. Visibility is an intermediate outcome. Its 

financial value depends on the relevance of the audience reached and the business’s ability to 

convert attention into customer action. 

5.2 Customer Engagement and Relationship Development 

Digital marketing changes communication from a predominantly one-way process to a more 

interactive relationship. Customers may ask questions, request additional information, 

comment on products and communicate their experiences. These interactions provide 

opportunities for firms to improve customer knowledge and develop stronger relationships. 

Interactivity appears to be particularly important in the Nigerian context. Ayokunmi et al. 

(2026) found that interactivity and informativeness were the social media dimensions that 

significantly strengthened the relationship between e-commerce implementation and SME 

performance. This suggests that useful information and meaningful communication may be 

more commercially valuable than merely producing fashionable content. 

Engagement should therefore be evaluated by its quality rather than only by visible social 

media indicators. A high number of followers or reactions may not correspond with customer 

acquisition or revenue. More meaningful indicators include enquiries, response rates, repeat 

interactions, qualified leads, conversions and customer retention. 
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5.3 Customer Acquisition and Sales Growth 

Digital marketing may support customer acquisition by improving discoverability and 

reducing communication barriers. Online advertisements can target audiences using 

demographic, geographic and behavioural characteristics. Content marketing may attract 

customers by providing useful information, while customer reviews and recommendations 

may reduce uncertainty. 

Social commerce has further reduced the distinction between communication and selling. A 

customer may discover a product, request information, negotiate, make payment and arrange 

delivery through interconnected digital channels. This process is particularly relevant to small 

businesses that operate without sophisticated websites. 

The contribution of digital marketing to sales depends on the strength of the entire customer 

journey. Marketing may generate enquiries without producing revenue where businesses 

respond slowly, provide unclear information or lack dependable payment and delivery 

arrangements. Consequently, sales growth should be regarded as the outcome of an integrated 

process rather than the direct result of online exposure. 

5.4 Customer Experience and Data-Based Decision-Making 

Digital marketing technologies generate data that may improve decisions. Businesses can 

examine content reach, audience engagement, customer enquiries, advertising results and 

purchase behaviour. Such information may help managers identify effective products, 

customer segments and promotional messages. 

However, access to digital data does not necessarily produce useful knowledge. Firms require 

analytical capability to interpret information and translate it into decisions. This capability 

may be difficult for very small businesses because of limited training, time and technical 

resources. 

Ebhota et al. (2024), using data from 825 SMEs in South-West Nigeria, found that digital 

transformation enhanced customer experience and big-data analytical capability. These 

factors contributed to improvements in budgeting processes and financial outcomes. The 

study is important because it identifies customer experience and analytics as mechanisms 

linking digitalisation with organisational performance. 

5.5 E-Commerce and Transactional Performance 

E-commerce expands digital marketing from communication to transaction. It enables 

businesses to display products, process orders and exchange value through internet-enabled 

systems. Effective integration of marketing and e-commerce can reduce the distance between 

product awareness and purchase. 

Ayokunmi et al. (2026) found a significant positive relationship between e-commerce 

implementation and SME performance in Nigeria. Nevertheless, the benefits of e-commerce 

depend on several complementary conditions. Customers must trust the seller and payment 

system. Product information must be accurate, orders must be processed efficiently and 

delivery must correspond with customer expectations. 
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The evidence therefore supports a shift from analysing digital marketing and e-commerce as 

separate activities towards examining their integration. Marketing generates attention and 

interest, while transactional systems convert customer intention into revenue. Weakness in 

either component may reduce overall performance. 

5.6 Organisational Resilience 

Digital marketing can support resilience by enabling businesses to maintain relationships and 

adapt during disruption. Online communication may help firms remain connected with 

customers and suppliers when physical interaction becomes difficult. Digital platforms may 

also facilitate alternative products, customer groups and methods of service delivery. 

Ashiru et al. (2023), based on interviews with 42 Nigerian SME operators, found that digital 

communication technologies supported resilience through collaboration, relationship-building, 

diversification and supply-chain flexibility. This finding broadens the meaning of 

performance. The value of digital marketing should not be assessed solely through immediate 

revenue. Business continuity, customer retention and adaptive capacity may also constitute 

important outcomes. 

6. Evidence from Selected Recent Studies 

Study Context and method Major contribution Main limitation 

Ashiru et al. 

(2023) 

Qualitative study 

involving 42 

Nigerian SME 

operators 

Digital communication 

supported resilience through 

collaboration, relationships 

and operational flexibility 

Crisis-oriented evidence 

and limited statistical 

generalisability 

Awotunde et 

al. (2024) 

Quantitative Nigerian 

SME study using 

questionnaire and 

regression analysis 

Online marketing supported 

competitiveness, while ICT 

initiatives were associated 

with growth 

Cross-sectional and 

predominantly self-

reported evidence 

Akinwamide 

and 

Olukolajo 

(2024) 

Survey of 100 real-

estate practitioners in 

Edo State 

Digital intelligence was related 

to the adoption of social 

media, email and other digital 

marketing channels 

Sector-specific and 

purposively selected 

sample 

Ebhota et al. 

(2024) 

PLS-SEM analysis of 

data from 825 SMEs 

in South-West 

Nigeria 

Customer experience and 

analytical capability helped 

explain digital transformation 

and financial outcomes 

Broader digital 

transformation focus 

rather than digital 

marketing alone 

Changalima 

et al. (2025) 

Study of 179 small 

businesses in 

Tanzania 

E-business innovation partly 

transmitted the effect of 

technological absorptive 

capacity to performance 

Findings require 

contextual validation in 

Nigeria 

Juita et al. 

(2026) 

PLS-SEM study of 

151 underserved 

businesses in West 

Papua 

Highlighted the importance of 

digital self-efficacy and trust 

in market adoption 

Different national and 

institutional 

environment 

Ayokunmi 

et al. (2026) 

PLS-SEM analysis of 

370 SMEs in Oyo 

State 

E-commerce improved 

performance, but the effects of 

social media dimensions were 

not uniform 

Cross-sectional, single-

state design 
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The selected evidence demonstrates increasing interest in mechanisms rather than simple 

technology adoption. Nevertheless, much of the Nigerian evidence remains geographically 

concentrated and cross-sectional. The studies also employ different definitions of digital 

marketing and performance, making direct comparison difficult. 

7. Barriers and Boundary Conditions 

7.1 Digital Literacy 

The effectiveness of digital marketing depends partly on the knowledge and confidence of 

business owners and employees. Basic platform use is different from the ability to plan 

campaigns, develop content, analyse data and evaluate return on investment. Limited digital 

literacy may lead firms to adopt technologies without using them strategically. 

Digital competence includes the ability to select appropriate channels, understand customer 

behaviour, manage online communication, protect information and interpret performance 

data. Training should therefore extend beyond introductory platform usage to include 

marketing strategy and commercial measurement. 

7.2 Infrastructure and Connectivity 

Digital business activities depend on electricity, internet availability, affordable data and 

functional devices. Weak infrastructure may increase operating costs and interrupt customer 

communication. The wider African digital environment also remains characterised by 

considerable disparities in access, particularly between urban and rural communities. 

Infrastructure should therefore be treated as a boundary condition rather than merely a 

general challenge. The same digital strategy may generate different results across locations 

because businesses and customers experience different levels of connectivity. 

7.3 Customer Trust and Cybersecurity 

Online fraud, misleading advertising and concerns about payment security may reduce 

customers’ willingness to transact digitally. Small businesses may face additional credibility 

challenges where they lack established brands or formal online identities. 

Trust may be strengthened through transparent information, verifiable contact details, secure 

payment options, genuine customer reviews and consistent fulfilment. Trust is not only an 

antecedent of online purchase; it may also mediate the relationship between digital 

engagement and commercial performance. 

7.4 Payment and Logistics Systems 

Digital marketing may create customer demand that a business cannot satisfy efficiently. 

Payment failure, inventory shortages, high delivery costs and delayed fulfilment may 

interrupt the conversion process. 

This problem creates what this review describes as conversion friction: the loss of potential 

business value between customer engagement and completed, profitable transactions. 
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Conversion friction explains why firms with similar levels of online visibility may achieve 

different financial outcomes. 

7.5 Financial and Human Resource Constraints 

Although many digital platforms have low entry costs, effective digital marketing is not 

necessarily free. Businesses may incur expenditure on content development, advertising, 

internet access, software, training and staff time. Limited resources may result in inconsistent 

activity or dependence on a single platform. 

Resource limitations may also prevent small firms from separating marketing responsibilities 

from daily operations. As a result, digital communication may be irregular and customer 

responses delayed. 

7.6 Platform Dependence 

Dependence on a single digital platform may improve short-term efficiency because the 

business concentrates its resources and builds an audience in one location. However, 

excessive dependence may increase vulnerability to algorithm changes, account restrictions, 

advertising costs and changes in customer preferences. 

This review refers to this tension as the platform-dependence paradox. Concentration may 

initially improve visibility and efficiency, but excessive reliance may weaken long-term 

resilience. Small businesses may therefore benefit from a balanced digital portfolio that 

combines social media with customer databases, direct communication channels and owned 

digital assets where feasible. 

8. The Digital Marketing Performance Conversion Framework 

8.1 Rationale for the Framework 

The principal weakness in much of the existing literature is the assumption that digital 

adoption leads directly to business performance. This assumption overlooks the intermediate 

capabilities and customer responses required to convert technology use into commercial 

value. 

The Digital Marketing Performance Conversion Framework (DMPCF) proposed in this 

review conceptualises the relationship as a sequential and context-dependent process: 

Digital access and resources → strategic digital marketing adoption → digital 

marketing conversion capability → market and customer responses → value realisation 

→ business performance 
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The framework is represented in detail below. 

Framework 

stage 

Main components Expected outcome 

1. Digital 

access and 

resources 

Devices, connectivity, digital budget, 

platforms, employee skills and management 

support 

Capacity to participate 

in digital markets 

2. Strategic 

digital 

marketing 

adoption 

Social media, content, mobile communication, 

email, search marketing, online advertising and 

e-commerce 

Coordinated digital 

market presence 

3. Digital 

marketing 

conversion 

capability 

Relevant content, interactivity, analytics, rapid 

response, trust-building, payment integration 

and fulfilment coordination 

Ability to transform 

attention into customer 

action 

4. Market and 

customer 

responses 

Visibility, engagement, qualified enquiries, 

credibility and purchase intention 

Improved customer 

movement through the 

marketing process 

5. Value 

realisation 

Customer acquisition, completed transactions, 

retention, repeat purchase and reduced 

customer-acquisition cost 

Commercial value 

from digital activity 

6. Business 

performance 

Sales growth, profitability, cash flow, market 

share, productivity, resilience and survival 

Financial and non-

financial performance 

7. Learning 

and 

reinvestment 

Performance analysis, customer feedback and 

reinvestment in digital capability 

Continuous adaptation 

and capability 

development 

The framework incorporates four categories of boundary conditions: 

1. Owner and organisational conditions: digital literacy, managerial commitment, 

analytical capability, financial resources and learning orientation. 

2. Customer conditions: digital trust, perceived risk, access to technology and 

willingness to transact online. 

3. Operational conditions: payment reliability, inventory accuracy, customer-service 

quality and logistics capability. 

4. Environmental conditions: infrastructure, regulation, competition, institutional 

support, sector characteristics and urban–rural location. 

8.2 The Concept of Digital Marketing Conversion Capability 

The central construct introduced in this review is digital marketing conversion capability. 

It refers to a firm’s ability to integrate digital communication, customer intelligence, trust-

building, transactional systems and fulfilment processes so that online customer attention 

produces measurable business value. 

The construct consists of five interrelated dimensions: 

 Content-value capability: the ability to provide relevant, credible and persuasive 

information. 
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 Interactive-response capability: the ability to communicate promptly and 

meaningfully with customers. 

 Customer-analytics capability: the ability to collect, interpret and apply digital 

customer information. 

 Trust and transaction capability: the ability to reduce perceived risk and provide 

dependable payment arrangements. 

 Fulfilment-integration capability: the ability to coordinate digital demand with 

inventory, service delivery and logistics. 

The framework argues that adoption breadth alone is insufficient. The commercial effect of 

using multiple digital platforms depends on the firm’s capacity to integrate these dimensions. 

9. Propositions for Future Empirical Testing 

Based on the reviewed literature and the proposed framework, the following propositions are 

advanced: 

Proposition 1: The breadth of digital marketing adoption is positively associated with small-

business performance, but the marginal benefit decreases where digital channels are not 

strategically integrated. 

Proposition 2: Digital marketing conversion capability mediates the relationship between 

digital marketing adoption and business performance. 

Proposition 3: Content informativeness and customer interactivity strengthen the 

relationship between digital marketing adoption and positive market responses. 

Proposition 4: Customer digital trust mediates the relationship between online engagement 

and completed digital transactions. 

Proposition 5: Payment reliability and fulfilment capability positively moderate the 

relationship between customer purchase intention and financial performance. 

Proposition 6: Owner-manager digital literacy and customer-analytics capability strengthen 

the indirect relationship between digital marketing adoption and performance. 

Proposition 7: Platform dependence has a curvilinear relationship with long-term business 

resilience, such that moderate concentration may improve efficiency while excessive 

dependence increases vulnerability. 

Proposition 8: Weak infrastructure and limited institutional support increase conversion 

friction and reduce the strength of the relationship between digital marketing adoption and 

business performance. 

10. Novelty and Contribution of the Review 

The novelty of this article lies in five major contributions. 

First, it distinguishes digital presence from performance-generating digital capability. 

Previous studies frequently measure adoption through the use of digital platforms. The 

proposed framework argues that platform use is an input rather than a performance outcome. 
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Second, the review introduces digital marketing conversion capability as the central 

mechanism linking digital adoption with business performance. This construct integrates 

marketing communication with customer analytics, trust, transactions and fulfilment. 

Third, the concept of conversion friction explains why increased online visibility may fail to 

generate corresponding improvements in sales or profitability. Conversion friction arises 

where weaknesses in trust, payment systems, customer response, inventory or logistics 

interrupt the customer journey. 

Fourth, the review introduces the platform-dependence paradox, which explains how reliance 

on a single platform may improve short-term efficiency while increasing long-term 

vulnerability. 

Fifth, the Digital Marketing Performance Conversion Framework integrates the Resource-

Based View, Dynamic Capabilities Theory, the Technology–Organisation–Environment 

framework and trust perspectives. The integration provides a stronger explanation of 

performance than the direct adoption–performance models that dominate much of the 

existing literature. 

11. Managerial Implications 

Small-business owners should move beyond evaluating digital marketing through follower 

counts, reactions and content frequency. These indicators describe visibility but do not 

demonstrate financial value. Managers should establish measurable objectives linked to 

customer acquisition, conversion, retention and profitability. 

Businesses should monitor indicators such as: 

 qualified customer enquiries; 

 enquiry-to-purchase conversion rates; 

 online customer acquisition costs; 

 response time; 

 completed online orders; 

 average customer value; 

 repeat-purchase rates; 

 customer retention; 

 revenue generated through digital channels; 

 gross margin from digitally acquired sales. 

Small businesses should also integrate marketing with operational processes. Promotional 

activity should correspond with available inventory, payment methods, customer-service 

capacity and delivery arrangements. Increased demand may damage customer relationships 

where fulfilment systems are unreliable. 

Content strategies should prioritise usefulness and credibility. Recent Nigerian evidence 

suggests that informative and interactive practices may be more valuable than the simple 

pursuit of trendiness or visibility. Businesses should provide accurate descriptions, 

transparent prices, evidence of product quality and clear information about delivery and 

returns. 
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Managers should gradually develop a diversified digital presence. Social media platforms 

may remain important, but businesses should preserve customer information through 

appropriate databases and direct communication systems. This approach may reduce 

vulnerability to changes in individual platforms. 

12. Policy Implications 

Government agencies and enterprise-support organisations should treat digital marketing 

capability as part of broader small-business development rather than as a narrow social media 

skill. 

Training programmes should include: 

 digital marketing strategy; 

 customer segmentation; 

 content development; 

 digital advertising; 

 customer analytics; 

 online trust and cybersecurity; 

 e-commerce management; 

 digital payment systems; 

 customer relationship management; 

 logistics and fulfilment planning; 

 measurement of digital return on investment. 

Policy initiatives should also address infrastructure because enterprise-level training cannot 

fully compensate for unreliable connectivity, high digital operating costs or weak logistics. 

Support should be adapted to the needs of rural businesses, informal enterprises and firms 

owned by digitally underserved entrepreneurs. 

Financial interventions may include digitalisation grants, shared e-commerce facilities, 

affordable software and partnerships with technology providers. However, technology 

provision should be accompanied by capability development and performance monitoring. 

13. Future Research Agenda 

Future studies should adopt longitudinal designs capable of examining changes in digital 

capability and performance over time. Longitudinal evidence would provide a stronger basis 

for causal inference than the cross-sectional designs that currently dominate the literature. 

Researchers should also incorporate objective performance measures. Self-reported 

perceptions of growth may be combined with sales records, online order volumes, conversion 

rates, customer retention, profit margins and digital advertising returns. 

Greater geographical coverage is needed. Much of the available evidence concentrates on 

individual states or regions. Comparative studies should examine differences across Nigeria’s 

geopolitical zones and between urban and rural enterprises. 

Future research should distinguish micro, small and medium-sized businesses. These 

categories differ in financial resources, employee capacity, digital sophistication and 
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organisational structure. Combining them may conceal important variations in digital 

marketing effectiveness. 

Sector-specific research is also necessary. Digital strategies may operate differently in retail, 

agriculture, hospitality, professional services, creative industries and manufacturing. The 

importance of physical delivery, customer trust and online product evaluation varies across 

sectors. 

The proposed Digital Marketing Performance Conversion Framework should be empirically 

tested using structural equation modelling, longitudinal analysis or mixed methods. 

Researchers should examine the mediating roles of conversion capability, customer trust and 

customer experience, as well as the moderating effects of infrastructure, digital literacy, 

payment systems and logistics. 

Further studies should investigate the use of artificial intelligence in small-business digital 

marketing. Relevant areas include automated customer service, personalised content, 

predictive analytics and generative content creation. Research should examine whether these 

technologies increase productivity or create new risks relating to authenticity, customer 

privacy and platform dependence. 

14. Conclusion 

Digital marketing provides substantial opportunities for small-scale businesses in Nigeria to 

improve market visibility, customer engagement, customer acquisition, sales, competitiveness 

and resilience. Nevertheless, the evidence does not support the assumption that the adoption 

of digital platforms automatically produces superior performance. Digital marketing 

generates business value when firms possess the capabilities required to create relevant 

content, interact effectively with customers, interpret digital information, establish trust, 

facilitate transactions and fulfil customer expectations. 

The existing Nigerian literature has contributed important evidence but remains limited by 

cross-sectional designs, geographically restricted samples, self-reported performance 

measures and inadequate attention to the mechanisms connecting digital activity with 

financial outcomes. These limitations create a need for a more integrated explanation of the 

relationship. 

The Digital Marketing Performance Conversion Framework developed in this review 

responds to this need by distinguishing digital access, strategic adoption, conversion 

capability, customer response and value realisation. It further demonstrates that performance 

outcomes are shaped by organisational capability and by environmental conditions such as 

infrastructure, customer trust, payment reliability and logistics. 

The central conclusion is that the strategic question facing Nigerian small businesses is no 

longer simply whether to adopt digital marketing. The more important question is how to 

develop the capabilities and supporting systems required to convert digital presence into 

sustainable business performance. 
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