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Abstract

Employee engagement has emerged as a critical strategic concern for organizations operating
within Nigeria's volatile and multifaceted business landscape. Characterized by macroeconomic
instability, infrastructural deficits, sociocultural complexity, and an accelerating wave of skilled
labor emigration—colloquially termed the "Japa phenomenon"—the Nigerian business
environment presents unique and compounding challenges to sustaining high levels of workforce
engagement. This article examines the theoretical underpinnings of employee engagement,
situates the discourse within the Nigerian context, and explores the multidimensional drivers and
inhibitors of engagement across public and private sector organizations. Drawing on established
models—including Kahn's (1990) psychological conditions framework, the Job Demands-
Resources (JD-R) Model (Demerouti et al., 2001), and Self-Determination Theory (Deci & Ryan,
1985)—the study synthesizes empirical evidence from sub-Saharan African and Nigerian-specific
studies to identify salient engagement determinants, including leadership quality, organizational
Jjustice, compensation equity, psychological safety, and digital enablement. The article further
proposes a contextualized Nigerian Employee Engagement Framework (NEEF) as a strategic
guide for practitioners and policymakers. Findings underscore the urgency for Nigerian
organizations to move beyond transactional employment models toward purpose-driven, inclusive,
and psychologically safe workplaces. The article concludes with implications for human resource
management practice, organizational leadership, and future research directions.
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Introduction

The concept of employee engagement has garnered substantial scholarly and practitioner attention
since Kahn's (1990) seminal articulation of engagement as the harnessing of organizational
members' selves to their work roles. Across the global management literature, engaged employees
are consistently linked to superior individual performance, reduced absenteeism and turnover,
enhanced customer satisfaction, and improved organizational financial outcomes (Bakker &
Schaufeli, 2008; Saks, 2006; Macey & Schneider, 2008). However, the preponderance of this
scholarship originates in advanced Western industrial economies a contextual specificity that
fundamentally limits its transferability to emerging economies, particularly those in sub-Saharan
Africa. Nigeria, Africa's most populous nation and its largest economy by GDP, offers a singularly
instructive case for examining employee engagement under conditions of extreme environmental
dynamism. With a labour force exceeding 80 million individuals (National Bureau of Statistics
[NBS], 2023), a growing youth bulge, rapidly expanding technology and services sectors, and
simultaneous structural vulnerabilities including currency devaluation, inflation, unreliable public
infrastructure, and widespread institutional distrust, Nigeria's organizational landscape demands
contextually grounded engagement scholarship that transcends imported Western paradigms.

The urgency of this inquiry is further amplified by the Japa phenomenon — a colloquial Nigerian
expression denoting the mass voluntary emigration of skilled professionals to more economically
stable nations, particularly the United Kingdom, Canada, the United States, and the Gulf States.
Estimates from the Nigerian Medical Association (2023) suggest that over 30,000 medical doctors
emigrated between 2017 and 2022 alone, with comparable trends observed across engineering,
information technology, finance, and academia. This hemorrhage of human capital represents not
merely an economic loss but a profound engagement failure at both organizational and systemic
levels. Beyond emigration pressures, Nigerian organisations contend with a generationally diverse
workforce whose expectations are increasingly shaped by global digital culture, yet whose day-to-
day realities remain constrained by infrastructural and institutional inadequacies. The collision
between globally informed aspirations and locally bounded organisational experiences creates
significant psychological tensions that conventional engagement models are ill-equipped to
capture or resolve. This article makes several distinct contributions to the engagement literature.
First, it critically situates the employee engagement construct within Nigeria's contemporary
socioeconomic and political environment, identifying contextual moderators that either amplify or
attenuate engagement. Second, it synthesises existing theoretical frameworks through the lens of
Nigerian organisational realities, exposing gaps and proposing theoretical extensions. Third, it
presents a contextualised Nigerian Employee Engagement Framework (NEEF) designed to guide
empirical research and practitioner action. Fourth, it outlines a forward-looking research agenda
responsive to the evolving nature of work in Nigeria. The remainder of the article is organised as
follows: Section 2 reviews the theoretical foundations of employee engagement. Section 3
characterises the Nigerian business environment as the contextual backdrop. Section 4 examines
key drivers and inhibitors of engagement in Nigerian organisations. Section 5 presents the
proposed NEEF. Section 6 discusses implications for practice and policy, and Section 7 concludes
with directions for future research.
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2. Theoretical Foundations of Employee Engagement

2.1 Defining Employee Engagement

Despite extensive scholarly interest, employee engagement remains a conceptually contested
construct. Definitional proliferation has led to persistent ambiguity regarding the boundaries
between engagement and adjacent constructs such as job satisfaction, organisational commitment,
and organisational citizenship behaviour (Macey & Schneider, 2008; Newman & Harrison, 2008).
For the purposes of this article, employee engagement is conceptualised as a positive, fulfilling,
work-related state of mind characterised by vigour, dedication, and absorption (Schaufeli et al.,
2002). This operationalisation, grounded in the Utrecht Work Engagement Scale (UWES), treats
engagement as a relatively stable, yet malleable, cognitive-affective-motivational state that
mediates the relationship between work environment antecedents and performance outcomes.
Vigour refers to high levels of energy and mental resilience during work, a willingness to invest
effort in one's work, and persistence in the face of difficulty. Dedication denotes a sense of
significance, enthusiasm, inspiration, pride, and challenge. Absorption characterises a state of full
concentration and happy engrossment in one's work, such that time passes quickly and one has
difficulty detaching from work. Together, these dimensions constitute a multidimensional, person-
centred engagement profile that extends beyond behavioural compliance into the realm of
psychological investment.

2.2 Kahn's Psychological Conditions Model

Kahn's (1990) foundational model identifies three psychological conditions that mediate personal
engagement and disengagement at work: meaningfulness, safety, and availability. Psychological
meaningfulness refers to the sense that one's work contributions matter and carry significance —
that one is making a difference through one's role. Psychological safety relates to the sense that
one can employ and express oneself without fear of negative consequences to self-image, status,
or career. Psychological availability pertains to the sense that one possesses the physical,
emotional, and psychological resources necessary to engage at a given moment. In the Nigerian
context, each of these psychological conditions is profoundly shaped by environmental forces.
Meaningfulness may be undermined by widespread corruption, institutional inertia, and the
perception that individual effort yields negligible systemic impact. Safety is frequently
compromised in high power-distance organisational cultures where open feedback, dissent, or
upward communication is punished rather than rewarded. Availability is structurally constrained
by the physical and psychological toll of inadequate infrastructure — hours lost to fuel queues,
power outages, and insecurity erode the cognitive and emotional resources employees bring to
their work roles.

2.3 The Job Demands-Resources (JD-R) Model

Demerouti et al.'s (2001) Job Demands-Resources (JD-R) Model offers one of the most empirically
robust frameworks for understanding the antecedents of both engagement and burnout. The model
posits that every occupation encompasses job demands — physical, psychological, social, or
organisational aspects that require sustained effort — and job resources — physical, psychological,
social, or organisational aspects that reduce job demands, are functional in achieving work goals,
or stimulate personal growth. Engagement is theorised to emerge when job resources are
sufficiently abundant to buffer the deleterious effects of high job demands; burnout emerges when
demands chronically exceed resources (Bakker & Demerouti, 2007).
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The JD-R model holds particular explanatory power in the Nigerian context, where workers across
sectors face an exceptionally unfavourable demands-to-resources ratio. Structural demands —
including inadequate power supply, dysfunctional procurement systems, and unresponsive
bureaucracy — are routinely high. Simultaneously, key job resources — including managerial
support, developmental feedback, role clarity, and career opportunities — are frequently absent or
inconsistently delivered. The result is a systemic predisposition toward disengagement and burnout
rather than engagement.

2.4 Self-Determination Theory (SDT)

Deci and Ryan's (1985) Self-Determination Theory (SDT) provides a motivational framework that
complements the JD-R model by specifying the psychological needs whose satisfaction supports
intrinsic motivation and, by extension, engagement. SDT posits three universal psychological
needs: autonomy (the experience of volition and self-initiation in one's actions), competence (the
experience of effectiveness and mastery in one's environment), and relatedness (the experience of
closeness and connection with others). When these needs are satisfied by organisational
conditions, intrinsic motivation and well-being flourish; when they are thwarted, controlled
motivation, disengagement, and ill-being emerge (Gagné & Deci, 2005). In Nigerian
organisations, SDT's insights are both revelatory and cautionary. Hierarchical and paternalistic
leadership styles — prevalent across much of the formal Nigerian sector — systematically
undermine employee autonomy. Inadequate training investment and limited career pathways erode
competence need satisfaction. Relatedness needs, by contrast, may be uniquely supported by
Nigeria's collectivist cultural heritage, where group solidarity, kinship networks, and interpersonal
warmth represent indigenous engagement assets that Western models consistently overlook.

2.5 Social Exchange Theory and the Psychological Contract

Social Exchange Theory (Blau, 1964) provides an additional explanatory lens through which
engagement in Nigeria can be understood. The theory posits that employment relationships involve
reciprocal exchange obligations — when organisations fulfil their obligations to employees
(through fair pay, development opportunities, recognition, and supportive conditions), employees
reciprocate with higher levels of engagement and commitment. Conversely, perceived violations
of these exchange obligations generate disengagement, withdrawal, and turnover intentions.
Central to this relational dynamic is the concept of the psychological contract — the set of beliefs,
expectations, and obligations that employees perceive to exist between themselves and their
employing organisation (Rousseau, 1989). In the Nigerian context, psychological contract
breaches are pervasive. Wage arrears, particularly in the public sector, broken promotion promises,
arbitrary transfers, and inadequate recognition routinely violate employees' perceived entitlements,
generating profound disengagement that is rarely captured in official productivity metrics.

3. Characterizing Nigeria's Dynamic Business Environment

3.1 Macroeconomic Volatility and Structural Instability

Nigeria's macroeconomic environment has been characterised by persistent and deepening
instability over the past decade, with profound consequences for organisational performance and
employee well-being. The removal of fuel subsidies in 2023 triggered an inflationary spiral that
drove the consumer price index to multi-decade highs, with year-on-year inflation exceeding 33%
by mid-2024 (Central Bank of Nigeria [CBN], 2024). Concurrent naira devaluation — following
the unification of the foreign exchange market — eroded real wages, often dramatically, for
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workers whose compensation remained denominated in the local currency while their consumption
costs tracked international prices. This macroeconomic context creates what may be termed
engagement-corrosive conditions: an environment in which even nominally well-compensated
employees experience a continuous and demoralising erosion of purchasing power that
fundamentally undermines the transactional foundations of the employment relationship. Research
in organisational psychology consistently demonstrates that financial stress constitutes a
significant drain on the cognitive and emotional resources that individuals bring to their work roles
(Griskevicius et al., 2013), rendering engagement efforts structurally compromised before they
begin.

3.2 Infrastructural Deficits

Nigeria's infrastructural deficits — particularly in power supply, broadband connectivity, and
transportation — impose direct and quantifiable costs on organisational productivity and employee
engagement. The country's electricity generation capacity remains critically inadequate relative to
demand, with average grid availability falling well below requirements for most commercial
enterprises (Rural Electrification Agency [REA], 2023). The consequent reliance on diesel
generators adds significant operational cost burdens for organisations while exposing employees
to noise, pollution, and workplace discomfort that cumulatively degrade the physical work
environment. Infrastructural constraints also complicate the adoption of hybrid and remote work
models that have emerged globally as significant engagement drivers. In a country where home
broadband penetration remains limited and power supply unreliable, the promise of flexible
working arrangements — demonstrably associated with enhanced autonomy and engagement in

advanced economies — is structurally conditional and often illusory for the majority of the
Nigerian workforce, serving instead to stratify engagement experiences along socioeconomic
lines.

3.3 The Japa Phenomenon and Talent Flight

The accelerating emigration of skilled Nigerian professionals — the Japa phenomenon —
represents perhaps the most acute symptom of systemic engagement failure at both organisational
and national levels. The phenomenon is not reducible to a simple wage differential; it reflects a
comprehensive assessment by skilled professionals that their psychological contracts with
Nigerian organisations and, indeed, with the Nigerian state, have been irreparably breached.
Surveys of emigrant Nigerians consistently identify safety and security concerns, quality of
healthcare, educational quality for children, professional development opportunities, and the rule
of law — not salary alone — as the primary pull factors (PricewaterhouseCoopers [PwC] Nigeria,
2023). The human capital implications are severe. The departure of experienced professionals
creates knowledge gaps that organisations struggle to fill, elevates workloads for remaining
employees — thereby increasing job demands in JD-R terms — and generates a self-reinforcing
cycle in which the erosion of service quality and institutional competence further undermines
employee engagement and public trust. Moreover, the Japa phenomenon reshapes the
psychological context of engagement for those who remain: in environments where emigration is
perceived as the rational response to organisational and national failure, employee retention
increasingly reflects constrained opportunity rather than genuine commitment.
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3.4 Sociocultural Dimensions of the Nigerian Workplace

Any credible analysis of employee engagement in Nigeria must engage seriously with the
sociocultural context that shapes organisational life. Nigeria's 250-plus ethnic groups, regional
diversity, and plural religious traditions create organisational environments of remarkable
sociocultural complexity. Power-distance orientation — the extent to which less powerful
members of institutions accept and expect that power is distributed unequally (Hofstede, 1980) —
is generally high in Nigerian organisational culture, with significant implications for leader-
member exchange quality, feedback culture, and psychological safety. Simultaneously, Nigeria's
collectivist cultural heritage creates distinctive engagement assets. Strong communal solidarity,
interpersonal warmth, and relational loyalty — encapsulated in the Yoruba concept of Omo
Oniyan (being a person of good character who values community) and in the broader African
philosophy of Ubuntu (I am because we are) — represent indigenous social resources that may
buffer the disengaging effects of structural adversity. Organisations that strategically activate these
cultural assets through community-building, peer recognition, and purpose-driven narratives
rooted in national and social development may derive distinctive engagement advantages
unavailable to contextually decontextualised multinationals deploying standardised global
engagement programmes.

4. Key Drivers and Inhibitors of Employee Engagement in Nigerian Organisations

4.1 Leadership Quality and Transformational Leadership

Across the global engagement literature, leadership quality consistently emerges as the most
powerful proximal determinant of employee engagement (Harter et al., 2002; Macey & Schneider,
2008). This finding is replicated in the Nigerian context: studies by Adeniji et al. (2019) and Okafor
and Nwankwo (2021) demonstrate significant positive associations between transformational
leadership behaviours and employee engagement across banking, telecommunications, and
manufacturing sectors. Transformational leaders — who inspire through vision, stimulate
followers intellectually, consider followers as individuals, and model high performance standards
— satisfy the autonomy, competence, and relatedness needs identified by SDT while providing
job resources that buffer demands in the JD-R framework. However, the Nigerian context imposes
distinctive leadership challenges. High power-distance cultural norms may inhibit follower
challenge and upward communication, reducing the bi-directional dialogue that sustains
transformational leader-follower relationships. Ethnic and regional patronage networks can distort
performance-based reward systems, undermining the perceived fairness that underpins
engagement. And leadership development investment remains inadequately prioritised in many
Nigerian organisations, producing a structural shortage of the engagement-enabling leadership
behaviours that the evidence base consistently identifies as critical.

4.2 Compensation, Equity, and Financial Well-being

While compensation alone is insufficient for sustained engagement — consistent with Herzberg's
(1959) two-factor theory — the macro-economic conditions described in Section 3 render
compensation adequacy and equity a threshold condition for engagement in the Nigerian context.
When real wages are systematically eroded by inflation, when wage payments are delayed or
irregular, and when pay disparities are perceived as inequitable — whether along ethnic, regional,
or gender lines — the basic transactional foundations of the employment relationship are
undermined, foreclosing the possibility of higher-order psychological engagement.
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The public sector presents a particularly acute illustration of this dynamic. Despite a formal
minimum wage of N30,000 (subsequently increased to N70,000 in 2024), wage arrears remain
endemic across state government payrolls in multiple states. Academic staff at federal universities
have endured prolonged industrial actions — 247 cumulative days between 2020 and 2023 alone
(Academic Staff Union of Universities [ASUU], 2023) — driven primarily by unmet wage and
funding agreements. The psychological and engagement consequences of such systematic contract
violation are profound and persistent, generating disengagement that persists even after immediate
grievances are nominally resolved.

4.3 Organizational Justice

Organizational justice — encompassing distributive justice (fairness of outcomes), procedural
justice (fairness of decision-making processes), and interactional justice (fairness of interpersonal
treatment) — represents a critical engagement driver that is inadequately addressed in the Nigerian
management literature. Perceived injustice, whether related to reward allocation, promotion
decisions, disciplinary processes, or interpersonal treatment, generates disengagement through
both direct motivational pathways and indirect pathways mediated by psychological contract
breach and trust erosion (Colquitt et al., 2001). In Nigerian organisations, justice perceptions are
complicated by the intersection of formal organisational structures with informal ethnic, regional,
and relational networks that often determine actual resource allocation. When employees perceive
that advancement, recognition, and reward are determined by ethnic affiliation or personal
connection rather than merit-based criteria, procedural and distributive justice perceptions are
fundamentally compromised, irrespective of the formal policies nominally governing these
decisions. Addressing justice perceptions in the Nigerian context, therefore, requires interventions
that target both formal HR system design and the informal cultural norms that shape how those
systems are implemented in practice.

4.4 Psychological Safety and Speak-Up Culture

Amy Edmondson's (1999) construct of psychological safety — the shared belief that interpersonal
risks can be taken without fear of negative consequences — has emerged as a critical engagement
and performance determinant across the global organisational literature. Psychologically safe
workplaces encourage voice, enable learning from error, support innovation, and create the
conditions under which employees can bring their full cognitive and emotional selves to their work
— the essence of Kahn's (1990) engaged condition. In Nigerian organisations, the cultivation of
psychological safety faces structural barriers rooted in high power-distance cultural norms,
authoritarian leadership legacies, and the very real material risks associated with voicing dissent
in contexts of economic vulnerability. An employee facing limited alternative employment options
in an environment of widespread unemployment and active talent emigration is structurally
disempowered in ways that fundamentally compromise their capacity for authentic workplace
voice. Building psychological safety in this context requires deliberate, sustained, and visible
leadership commitment to protecting, recognising, and celebrating voice — not merely espousing
it rhetorically.

4.5 Career Development and Learning Opportunities

Investment in employee learning and development — a primary job resource in the JD-R
framework and a competence need satisfier in SDT — consistently differentiates high-engagement
from low-engagement Nigerian organisations. Adeniji et al. (2019) found that perceived
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developmental opportunity was among the strongest predictors of engagement intentions in the
Nigerian banking sector, while Chukwuemeka (2020) demonstrated that limited career
development investment was a primary driver of disengagement among public sector
professionals. The digital transformation of the Nigerian economy creates particular urgency
around learning investment. As organisations across sectors adopt digital technologies —
including cloud computing, artificial intelligence, and digital customer service platforms —
employees without relevant digital skills experience competence threats that generate anxiety,
disengagement, and resistance rather than the adaptive engagement that digital transformation
requires. Organisations that invest proactively in digital upskilling create both practical capability
and powerful engagement signals: they demonstrate that they value employee growth and are
committed to their employability, activating social exchange dynamics that generate reciprocal
engagement.

4.6 Diversity, Inclusion, and Belonging

Nigeria's ethnic, regional, religious, and gender diversity represents simultaneously one of its
greatest organisational assets and one of its most persistent engagement challenges. Research on
inclusion and engagement consistently demonstrates that employees who experience a sense of
belonging — who feel valued for their unique contributions and fully accepted as organisational
members — exhibit significantly higher engagement levels (Shore et al., 2011). Conversely,
experiences of exclusion, marginalisation, or identity-based discrimination generate profound
disengagement. In the Nigerian context, ethnic and regional favoritism in recruitment, promotion,
and reward allocation represents a particularly salient inclusion barrier. Gender inequality —
manifest in the significant underrepresentation of women in senior management across most
Nigerian sectors, and in documented pay gaps and promotion barriers — constitutes a parallel
source of disengagement that simultaneously represents an under-harvested organisational
capability. Organisations that successfully create genuinely inclusive environments — where
diverse perspectives are actively sought and structurally integrated into decision-making — derive
measurable engagement and performance benefits that extend well beyond the moral imperatives
of equitable treatment.

5. The Nigerian Employee Engagement Framework (NEEF): A Contextualized Model

5.1 Framework Rationale and Design Principles

The preceding analysis reveals that existing employee engagement frameworks, while
theoretically instructive, require substantive contextualisation to meaningfully guide research and
practice in the Nigerian environment. The Nigerian Employee Engagement Framework (NEEF)
presented here is designed to integrate the explanatory power of established theoretical models —
particularly the JD-R Model, SDT, Social Exchange Theory, and Kahn's psychological conditions
framework — with the empirical realities and contextual specificities of the Nigerian business
environment. The NEEF is organised around three interacting layers: (1) the Contextual
Environment Layer, which situates engagement within Nigeria's macro-level economic, political,
infrastructural, and sociocultural conditions; (2) the Organisational Enablers Layer, which
identifies the organisational-level drivers and inhibitors of engagement that are within leadership
influence; and (3) the Individual Engagement States Layer, which captures the psychological and
behavioural manifestations of engagement at the level of the individual employee. Critically, the
NEEF introduces two context-specific moderating constructs — Resilience Capital and Cultural
Engagement Assets — that prior frameworks have systematically neglected.
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5.2 Contextual Environment Layer

The Contextual Environment Layer recognises that engagement does not occur in a vacuum: it is
embedded within, and shaped by, macro-level conditions that create the structural parameters
within which individual and organisational engagement dynamics unfold. In the NEEF, this layer
encompasses four domains: macroeconomic conditions (inflation, currency stability, wage
adequacy); infrastructural quality (power supply, connectivity, transportation); institutional
environment (rule of law, regulatory predictability, public service delivery); and sociocultural
context (power-distance orientation, collectivism, ethnic diversity). These contextual forces
function as boundary conditions that amplify or constrain the effectiveness of organisational
engagement interventions, requiring practitioners to calibrate their strategies to environmental
realities rather than universal prescriptions.

5.3 Organizational Enablers Layer

The Organizational Enablers Layer identifies six evidence-based, contextually validated
organizational practices that function as primary job resources supporting employee engagement
in the Nigerian context: (1) Transformational and ethical leadership; (2) Compensation equity and
financial security; (3) Organisational justice in all its forms; (4) Psychological safety and voice
culture; (5) Learning, development, and career investment; and (6) Diversity, inclusion, and
belonging. These enablers are theorised to operate through multiple pathways: directly satisfying
the psychological needs identified by SDT, providing the job resources specified by the JD-R
model, fulfilling the social exchange obligations of the psychological contract, and creating the
psychological conditions of meaningfulness, safety, and availability identified by Kahn.

5.4 Resilience Capital and Cultural Engagement Assets

Two NEEF-specific constructs merit elaboration. Resilience Capital refers to the individual and
collective capacity to maintain engagement under conditions of structural adversity. Research on
adversity and engagement in low-resource environments (Luthans et al., 2007; Idemudia, 2021)
suggests that Psychological Capital — encompassing hope, efficacy, resilience, and optimism —
may be a particularly important engagement resource in environments where external conditions
are chronic and largely beyond individual control. Nigerian organisations that invest in building
these internal psychological resources — through strengths-based management, positive
organisational scholarship practices, and mentoring — may partially offset the engagement-
eroding effects of environmental adversity. Cultural Engagement Assets refer to the indigenous
cultural resources — communal solidarity, relational warmth, spiritual meaning-making, and
collective purpose — that may support engagement in ways that Western frameworks
systematically overlook. The philosophy of Ubuntu, the relational networks of Nigerian kinship
and community, and the meaning-making frameworks provided by shared religious and cultural
traditions represent potential engagement resources that, when strategically activated by
organisations, may create distinctive engagement advantages rooted in cultural authenticity rather
than imported managerial fashion.

6. Implications for Practice, Policy, And Research

6.1 Implications for Human Resource Management Practice

The analysis presented in this article carries several actionable implications for HR practitioners
in Nigerian organisations. First, engagement strategies must be grounded in contextual diagnosis
rather than imported template application. Understanding the specific mix of macroeconomic,
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infrastructural, cultural, and organisational forces shaping employee experience in a particular
Nigerian organisation is a prerequisite for designing engagement interventions with meaningful
impact. Generic global engagement survey instruments — designed for Western populations and
validated in Western contexts — should be adapted or supplemented with contextually specific
items and qualitative inquiry methods.

Second, the threshold conditions for engagement — compensation adequacy and equity, basic
psychological safety, and fundamental organisational justice — must be established before higher-
order engagement investments are likely to yield returns. Organisations that invest in wellness
programmes or learning management systems while neglecting wage arrears or tolerating overt
managerial authoritarianism will observe limited engagement improvement. Engagement strategy
must therefore begin with a rigorous audit of the transactional and relational foundations of the
employment relationship.

Third, leadership development must be recognised as the single highest-leverage investment
available to Nigerian organisations seeking to enhance engagement. Given the primacy of
leadership quality in engagement research and the documented inadequacy of leadership
development investment across many Nigerian organisations, systematic investment in equipping
managers and executives with transformational, ethical, and culturally intelligent leadership
behaviours represents the most scalable engagement improvement strategy available.

6.2 Implications for Public Policy

The evidence base reviewed in this article makes clear that employee engagement in Nigeria
cannot be meaningfully advanced through organisational-level action alone; macroeconomic
stability, infrastructure investment, institutional reform, and the rule of law are preconditions for
the environmental conditions within which organisational engagement strategies can take
meaningful effect. Policy recommendations emerging from this analysis include: the prioritisation
of power sector reform as a direct enabler of productive and engaging work environments; the
enforcement of wage and benefits obligations across federal and state government payrolls; the
strengthening of labour market institutions and industrial relations frameworks that protect
employee rights and enforce contractual obligations; and the development of human capital
strategies that address the structural conditions driving the Japa phenomenon, including investment
in professional development infrastructure, healthcare, and educational quality.

6.3 Directions for Future Research

This article identifies several priority directions for future empirical research on employee
engagement in Nigeria. First, there is a critical need for large-scale, longitudinal studies that track
engagement levels, antecedents, and outcomes across diverse Nigerian organisational contexts,
enabling causal inference that cross-sectional designs cannot support. Second, the proposed NEEF
requires empirical validation through confirmatory factor analysis and structural equation
modelling, testing both its measurement model and the theoretical relationships among its
components. Third, qualitative and ethnographic inquiry into the lived experience of engagement
and disengagement in Nigerian workplaces — capturing the nuanced interplay of cultural,
relational, and structural forces — would substantively deepen understanding beyond what survey
instruments alone can provide.

Fourth, sector-specific investigations are warranted, given the substantial heterogeneity of
engagement dynamics across Nigeria's public sector, financial services, telecommunications, oil
and gas, agriculture, and emerging technology sectors. Fifth, comparative studies examining
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engagement within Nigerian diaspora communities — contrasting the engagement experience of
Nigerian professionals in destination countries with that of their domestic counterparts — would
generate insights of both theoretical and policy significance regarding the relative contributions of
organisational, national, and individual factors to the Japa phenomenon.

7. Conclusion

Employee engagement in Nigeria's dynamic business environment is simultaneously a matter of
profound strategic importance and urgent humanitarian concern. The evidence reviewed in this
article demonstrates that Nigerian organisations operate within a uniquely challenging engagement
ecology — one characterised by macroeconomic volatility, infrastructural deficits, skilled talent
emigration, sociocultural complexity, and institutional distrust — that systematically taxes
employee energy, erodes psychological safety, and compromises the basic transactional and
relational foundations of productive employment. Yet the analysis also identifies significant
engagement assets — cultural resources, relational capital, collective resilience, and purpose-
driven motivation — that are indigenous to the Nigerian context and represent sources of
competitive engagement advantage for organisations that have the insight and commitment to
activate them. The Nigerian Employee Engagement Framework proposed in this article offers a
theoretically grounded, contextually calibrated tool for guiding both research and practice toward
engagement strategies that are not merely imported from elsewhere but genuinely grown from an
understanding of the complex, dynamic, and ultimately hopeful realities of Nigerian organisational
life. The stakes of getting employee engagement right in Nigeria could not be higher. A nation
whose human capital is its most abundant and most under-leveraged resource, whose demographic
youth dividend represents either a transformative economic asset or an acute social risk depending
on whether that youth is engaged or alienated, and whose capacity to retain and harness the talents
of its growing skilled workforce will determine its developmental trajectory for generations —
Nigeria cannot afford the continued haemorrhage of disengagement. The scholarship and practice
of employee engagement must rise to meet this moment with the contextual sensitivity, theoretical
rigor, and practical urgency that it demands.

ITARD - International Institute of Academic Research and Development Page 213



http://www.iiardjournals.org/

International Journal of Social Sciences and Management Research (IJSSMR) E-ISSN 2545-5303
P-ISSN 2695-2203 Vol 12. No0.10 2026 www.iiardjournals.org ONLINE VERSION

References

Academic Staff Union of Universities (ASUU). (2023). Report on industrial action and unresolved
government obligations to university education in Nigeria. ASUU National Secretariat.

Adeniji, A. A., Osibanjo, A. O., Abiodun, A. J., & Abolaji, J. A. (2019). Leadership styles and
employee engagement in the Nigerian banking sector. International Journal of Business
and Management, 14(4), 112—127. https://doi.org/10.5539/ijbm.v14n4p112

Bakker, A. B., & Demerouti, E. (2007). The Job Demands-Resources model: State of the art.
Journal of Managerial Psychology, 22(3), 309-328.
https://doi.org/10.1108/02683940710733115

Bakker, A. B., & Schaufeli, W. B. (2008). Positive organizational behavior: Engaged employees
in flourishing organizations. Journal of Organizational Behavior, 29(2), 147-154.
https://doi.org/10.1002/job.515

Blau, P. M. (1964). Exchange and power in social life. Wiley.

Central Bank of Nigeria (CBN). (2024). Monthly average consumer price index report: January—
June 2024. CBN Research Department.

Chukwuemeka, E. O. (2020). Career development and employee engagement in the Nigerian
public service. African Journal of Public Administration and Management, 11(2), 44-63.

Colquitt, J. A., Conlon, D. E., Wesson, M. J., Porter, C. O. L. H., & Ng, K. Y. (2001). Justice at
the millennium: A meta-analytic review of 25 years of organizational justice research.
Journal of Applied Psychology, 86(3), 425-445. https://doi.org/10.1037/0021-
9010.86.3.425

Deci, E. L., & Ryan, R. M. (1985). Intrinsic motivation and self-determination in human behavior.
Plenum.

Demerouti, E., Bakker, A. B., Nachreiner, F., & Schaufeli, W. B. (2001). The Job Demands-
Resources model of burnout. Journal of Applied Psychology, 86(3), 499-512.
https://doi.org/10.1037/0021-9010.86.3.499

Edmondson, A. C. (1999). Psychological safety and learning behavior in work teams.
Administrative Science Quarterly, 44(2), 350-383. https://doi.org/10.2307/2666999

Gagné, M., & Deci, E. L. (2005). Self-determination theory and work motivation. Journal of
Organizational Behavior, 26(4), 331-362. https://doi.org/10.1002/j0b.322

Griskevicius, V., Ackerman, J. M., Cantu, S. M., Delton, A. W., Robertson, T. E., Simpson, J. A.,
Thompson, M. E., & Tybur, J. M. (2013). When the economy falters, do people spend or
save? Responses to resource scarcity depend on childhood environments. Psychological
Science, 24(2), 197-205. https://doi.org/10.1177/0956797612451471

Harter, J. K., Schmidt, F. L., & Hayes, T. L. (2002). Business-unit-level relationship between
employee satisfaction, employee engagement, and business outcomes: A meta-analysis.
Journal of Applied Psychology, 87(2), 268-279. https://doi.org/10.1037/0021-
9010.87.2.268

Herzberg, F. (1959). The motivation to work. Wiley.

Hofstede, G. (1980). Culture's consequences: International differences in work-related values.
Sage.

Idemudia, E. S. (2021). Psychological capital, adversity, and engagement: Evidence from Nigerian
healthcare workers. South African Journal of Industrial Psychology, 47(1), 1-12.
https://doi.org/10.4102/sajip.v4710.1853

Kahn, W. A. (1990). Psychological conditions of personal engagement and disengagement at
work. Academy of Management Journal, 33(4), 692—724. https://doi.org/10.2307/256287

ITARD - International Institute of Academic Research and Development Page 214



http://www.iiardjournals.org/
https://doi.org/10.5539/ijbm.v14n4p112
https://doi.org/10.1108/02683940710733115
https://doi.org/10.1002/job.515
https://doi.org/10.1037/0021-9010.86.3.425
https://doi.org/10.1037/0021-9010.86.3.425
https://doi.org/10.1037/0021-9010.86.3.499
https://doi.org/10.2307/2666999
https://doi.org/10.1002/job.322
https://doi.org/10.1177/0956797612451471
https://doi.org/10.1037/0021-9010.87.2.268
https://doi.org/10.1037/0021-9010.87.2.268
https://doi.org/10.4102/sajip.v47i0.1853
https://doi.org/10.2307/256287

International Journal of Social Sciences and Management Research (IJSSMR) E-ISSN 2545-5303
P-ISSN 2695-2203 Vol 12. No0.10 2026 www.iiardjournals.org ONLINE VERSION

Luthans, F., Youssef, C. M., & Avolio, B. J. (2007). Psychological capital: Developing the human
competitive edge. Oxford University Press.

Macey, W. H., & Schneider, B. (2008). The meaning of employee engagement. Industrial and
Organizational Psychology, 1(1), 3-30. https://doi.org/10.1111/].1754-9434.2007.0002.x

National Bureau of Statistics (NBS). (2023). Labour force statistics: Vol. 1 — Unemployment and
underemployment report. NBS.

Newman, D. A., & Harrison, D. A. (2008). Been there, bottled that: Are state and behavioral work
engagement new and useful construct "wines"? Industrial and Organizational Psychology,
1(1), 31-35. https://doi.org/10.1111/j.1754-9434.2007.00003.x

Nigerian Medical Association (NMA). (2023). The state of the medical profession and brain drain
in Nigeria: A situational analysis. NMA Secretariat.

Okafor, C. N., & Nwankwo, B. E. (2021). Transformational leadership and employee engagement
among telecommunications workers in Nigeria. International Journal of Human Resource
Studies, 11(2), 18-39. https://doi.org/10.5296/ijhrs.v11i2.18624

PricewaterhouseCoopers (PwC) Nigeria. (2023). Nigeria workforce survey: Understanding the
drivers of the Japa phenomenon and its implications for talent management. PwC Nigeria.

Rousseau, D. M. (1989). Psychological and implied contracts in organizations. Employee
Responsibilities and Rights Journal, 2(2), 121-139. https://doi.org/10.1007/BF01384942

Rural Electrification Agency (REA). (2023). Nigeria electrification project: Status report and
impact assessment. Federal Ministry of Power.

Saks, A. M. (2006). Antecedents and consequences of employee engagement. Journal of
Managerial Psychology, 21(7), 600-619. https://doi.org/10.1108/02683940610690169

Schaufeli, W. B., Salanova, M., Gonzalez-Roma, V., & Bakker, A. B. (2002). The measurement
of engagement and burnout: A two sample confirmatory factor analytic approach. Journal
of Happiness Studies, 3(1), 71-92. https://doi.org/10.1023/A:1015630930326

Shore, L. M., Randel, A. E., Chung, B. G., Dean, M. A., Holcombe Ehrhart, K., & Singh, G.
(2011). Inclusion and diversity in work groups: A review and model for future research.
Journal of Management, 37(4), 1262—1289. https://doi.org/10.1177/0149206310385943

ITARD - International Institute of Academic Research and Development Page 215



http://www.iiardjournals.org/
https://doi.org/10.1111/j.1754-9434.2007.0002.x
https://doi.org/10.1111/j.1754-9434.2007.00003.x
https://doi.org/10.5296/ijhrs.v11i2.18624
https://doi.org/10.1007/BF01384942
https://doi.org/10.1108/02683940610690169
https://doi.org/10.1023/A:1015630930326
https://doi.org/10.1177/0149206310385943

