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Abstract 
Employee engagement and organizational citizenship behaviour (OCB) have emerged as central 

constructs in organizational psychology and human resource management. Both phenomena 

significantly influence employee motivation, performance, and organizational effectiveness. This 

paper provides a comprehensive literature review exploring the conceptual foundations, 

dimensions, determinants, and interrelationship between employee engagement and OCB, with a 

particular focus on public-sector employees at the local government level. Drawing on 

foundational and contemporary scholarship, the review underscores that employee 

engagement—defined as a positive, fulfilling, work-related psychological state encompassing 

vigor, dedication, and absorption—serves as a critical antecedent to discretionary behaviours that 

characterize OCB. The paper further discusses mediating factors such as organizational support 

and moderating variables like job satisfaction, highlighting their influence on the engagement–

OCB nexus. Finally, a conceptual framework is proposed to guide future empirical studies. 

Keywords: Employee engagement, organizational citizenship behaviour, organizational support, 

job satisfaction, public sector, Nigeria 
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1.1 Introduction 

In the evolving field of organizational behaviour and human resource management, employee 

engagement and organizational citizenship behaviour (OCB) have emerged as two pivotal 

constructs for explaining how individuals contribute to the performance, resilience, and 

sustainability of organizations. Both constructs provide a nuanced understanding of how 

employees’ internal states—ranging from motivation and commitment to psychological well-

being—translate into behaviours that drive organizational effectiveness. Employee engagement 

reflects the intensity of an employee’s emotional, cognitive, and behavioural involvement in their 

work roles, while OCB captures those voluntary, extra-role behaviours that are not part of formal 

job descriptions yet significantly contribute to organizational success (Organ, 1988; Kahn, 1990). 

The increasing attention to these constructs stems from the growing recognition that an 

organization’s competitive advantage is no longer derived solely from tangible assets or 

hierarchical control but from its human capital—employees who are emotionally connected, 

intellectually invested, and behaviourally aligned with organizational goals. As organizations 

operate in increasingly dynamic and uncertain environments, engaged employees serve as the 

foundation of adaptability and innovation. They not only fulfill their formal responsibilities but 

also willingly participate in cooperative, altruistic, and civic activities that enhance 

organizational climate and collective performance (Podsakoff et al., 2000). 

Employee engagement is particularly vital in public institutions, where bureaucracy, limited 

resources, and systemic inefficiencies often undermine motivation and morale (Bakker & 

Demerouti, 2007). In developing economies such as Nigeria, public-sector organizations—

especially local governments—serve as the primary vehicles for service delivery and grassroots 

development. However, studies indicate that these institutions frequently struggle with 

disengagement, absenteeism, poor accountability, and lack of initiative among employees (Eze, 
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2020; Okpara et al., 2019). Low engagement levels not only hinder productivity but also 

diminish the quality of public services, eroding citizens’ trust in government institutions. 

Conversely, when employees are engaged, they are more likely to demonstrate OCB—

behaviours such as helping colleagues, adhering to organizational norms, and volunteering for 

additional duties—all of which are crucial in enhancing the efficiency and image of public 

organizations. 

The concept of employee engagement was first articulated by Kahn (1990), who described it as 

the degree to which employees express themselves physically, cognitively, and emotionally in 

their work roles. This conceptualization positioned engagement as a holistic state of connection 

between the employee and their work, emphasizing authenticity, meaningfulness, and 

psychological safety. Over the years, this idea has evolved into a multidimensional construct 

encompassing vigor, dedication, and absorption (Schaufeli & Bakker, 2004). Vigor reflects high 

levels of energy and mental resilience, dedication represents enthusiasm and a sense of pride in 

one’s work, and absorption denotes complete immersion in one’s tasks. Together, these 

dimensions underscore engagement as both an affective and motivational experience that propels 

employees to go beyond prescribed roles. 

On the other hand, organizational citizenship behaviour (OCB)—a concept introduced by Organ 

(1988)—refers to voluntary, discretionary actions by employees that promote organizational 

functioning but are not directly tied to formal reward systems. These behaviours include 

altruism, conscientiousness, sportsmanship, courtesy, and civic virtue. OCB enhances 

cooperation, reduces workplace conflict, and strengthens social cohesion within organizations. 

Importantly, such behaviours are critical in resource-constrained public-sector settings, where 

formal structures and incentives often fail to capture the full spectrum of employee contributions. 
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Through OCB, employees demonstrate commitment to collective goals, filling the gaps left by 

bureaucratic limitations and rigid job descriptions (Bolino & Turnley, 2005). 

The relationship between employee engagement and OCB has become a focal point of empirical 

inquiry in organizational research. Scholars generally agree that engaged employees are more 

inclined to engage in citizenship behaviours because they derive psychological satisfaction from 

their work, perceive alignment with organizational values, and experience a sense of belonging 

(Saks, 2006; Macey & Schneider, 2008). Engagement fosters intrinsic motivation, which drives 

employees to act in ways that exceed role expectations. Conversely, disengaged employees often 

exhibit withdrawal behaviours, cynicism, and reduced cooperation, which can erode the 

collective fabric of an organization. In this regard, engagement functions as an antecedent of 

OCB—energizing employees to voluntarily contribute to organizational well-being beyond 

contractual obligations. 

From a theoretical standpoint, the link between engagement and OCB can be explained through 

Social Exchange Theory (SET) (Blau, 1964), which posits that when employees perceive 

support, respect, and fairness from their organizations, they reciprocate through positive attitudes 

and behaviours. Engaged employees, feeling valued and trusted, are likely to repay this 

psychological investment by displaying OCB—helping colleagues, conserving resources, and 

promoting organizational reputation. Similarly, the Job Demands–Resources (JD-R) model 

(Bakker & Demerouti, 2007) provides a motivational framework for understanding engagement: 

when employees have adequate resources such as supportive leadership, autonomy, and 

recognition, they are more likely to exhibit high engagement, which translates into OCB. These 

theoretical perspectives highlight engagement as both a psychological state and a behavioural 

driver of prosocial conduct. 



12 
 

In the context of Nigeria’s public administration, understanding the dynamics between 

engagement and OCB is both timely and necessary. The local government sector is often 

characterized by political interference, inadequate compensation, and limited opportunities for 

career advancement (Adewale & Olatunde, 2019). These conditions frequently result in 

disengagement and low morale. However, empirical evidence suggests that when employees 

perceive fairness, transparency, and support from leadership, they are more likely to become 

engaged and to demonstrate citizenship behaviours that foster service excellence (Okpara et al., 

2019). Enhancing employee engagement within local government administrations could 

therefore serve as a strategic mechanism for improving institutional efficiency and public trust. 

Moreover, cultural factors play a significant role in shaping engagement and OCB within the 

Nigerian context. Nigeria’s collectivist and high power-distance culture (Hofstede, 2001) 

influences interpersonal relationships and hierarchical structures in organizations. Employees 

may exhibit OCB as a means of maintaining harmony, demonstrating respect, or adhering to 

social norms, rather than purely out of intrinsic motivation. This cultural dimension suggests that 

engagement and citizenship behaviour may manifest differently across societies, underscoring 

the need for context-sensitive models that reflect African work values and social expectations. 

The study of engagement and OCB also holds significant managerial implications. For 

organizational leaders, fostering engagement involves more than increasing salaries or providing 

benefits—it requires cultivating psychological ownership, recognition, and trust. 

Transformational leadership that emphasizes inspiration, empowerment, and ethical integrity has 

been found to promote both engagement and OCB (Podsakoff et al., 2000). Similarly, creating 

inclusive work environments where employees feel valued, supported, and respected can 

stimulate both commitment and discretionary effort. For local governments, adopting 
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participatory management styles and continuous professional development programs can 

enhance employees’ sense of purpose and belonging, thereby encouraging civic-oriented 

behaviours essential for effective governance. 

Despite the growing body of literature, several gaps persist. Much of the existing research on 

engagement and OCB has been conducted in private-sector or Western contexts, with limited 

focus on public institutions in sub-Saharan Africa. Furthermore, the mechanisms through which 

engagement translates into citizenship behaviour—such as the mediating effects of 

organizational support and the moderating influence of job satisfaction—remain underexplored 

in developing-country settings. Addressing these gaps can contribute to both theoretical 

advancement and practical reform in human resource management, particularly within Nigeria’s 

local government system. 

In sum, employee engagement and OCB are not isolated constructs but interdependent 

dimensions of organizational vitality. Engagement represents the psychological foundation of 

work motivation, while OCB embodies its behavioural expression. Together, they constitute a 

virtuous cycle that enhances performance, collaboration, and institutional resilience. For 

Nigeria’s public sector, investing in strategies that strengthen engagement—through fair policies, 

leadership transparency, and supportive work environments—can yield a ripple effect, fostering 

a culture of citizenship and service excellence. 

This chapter therefore seeks to synthesize theoretical and empirical insights on employee 

engagement and organizational citizenship behaviour, with a particular focus on their 

interrelationship and relevance to local government performance in Nigeria. By reviewing 

conceptual definitions, determinants, and evidence from prior studies, it lays the groundwork for 
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understanding how engaged employees become proactive citizens within their organizational 

communities—an essential foundation for achieving sustainable administrative effectiveness. 

 

2.1 Literature Review 

2.1.1 Conceptualizing Employee Engagement 

The concept of employee engagement has evolved into one of the most influential ideas in 

modern organizational and management research. It represents a paradigm shift from traditional 

models of employee satisfaction and motivation to a more dynamic, multidimensional 

understanding of how individuals connect with their work, their organization, and their 

professional purpose. In essence, employee engagement embodies the emotional and cognitive 

commitment employees bring to their roles, the degree to which they invest discretionary effort, 

and the vigor with which they contribute to organizational success. It has become a strategic 

imperative in both private and public sectors due to its significant influence on innovation, 

performance, and institutional sustainability. 

2.1.2 Historical and Theoretical Foundations 

The intellectual origins of employee engagement can be traced to Kahn’s (1990) seminal work, 

which introduced the concept as “the harnessing of organizational members’ selves to their work 

roles.” He described engagement as the extent to which people express themselves physically, 

cognitively, and emotionally during role performance. Kahn’s framework was groundbreaking 

because it positioned engagement as a holistic and integrative construct that captures an 

employee’s full investment in their work. Unlike job satisfaction or organizational commitment, 

which emphasize attitudes and loyalty, engagement focuses on presence—being psychologically 

available, energetic, and authentic in one’s role. 
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Building on Kahn’s conceptualization, later scholars expanded the definition of engagement to 

include affective and motivational elements. Schaufeli and Bakker (2004) defined it as a 

positive, fulfilling, work-related state of mind characterized by vigor, dedication, and absorption. 

These three dimensions have since become foundational in measuring engagement. Vigor 

represents high levels of energy, resilience, and mental toughness while working; dedication 

reflects enthusiasm, pride, and a sense of significance; and absorption describes being fully 

immersed in one’s work, with time passing quickly. Together, these elements portray 

engagement as an enduring psychological state rather than a temporary emotion. 

Saks (2006) advanced the understanding of engagement by proposing that it operates at two 

levels—job engagement and organizational engagement—emphasizing that employees can be 

highly engaged in their tasks but not necessarily committed to the organization, and vice versa. 

He conceptualized engagement as a reciprocal relationship between employer and employee, 

grounded in Social Exchange Theory (SET). According to SET, employees respond to 

organizational support, fairness, and recognition with positive attitudes and behaviours, 

including higher engagement. This perspective underscores that engagement is not merely an 

individual disposition but an outcome of a supportive organizational environment. 

2.1.3 Multidimensional Nature of Employee Engagement 

Engagement is inherently multidimensional, encompassing cognitive, emotional, and 

behavioural components (Macey & Schneider, 2008). Cognitively, engaged employees 

understand their organization’s mission and align their tasks with strategic goals. They perceive 

their work as meaningful and are aware of how their contributions impact broader outcomes. 

Emotionally, engagement manifests as enthusiasm, pride, and a sense of belonging. Employees 

feel valued, recognized, and connected to their colleagues and supervisors. Behaviourally, 
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engagement is expressed through persistence, creativity, initiative, and a willingness to go 

beyond formal job requirements. 

This multidimensional perspective differentiates engagement from related constructs. Job 

satisfaction focuses on employees’ affective evaluations of their work environment, while 

organizational commitment relates to emotional attachment to the organization. Engagement, in 

contrast, integrates satisfaction, commitment, and motivation into an active, energy-driven state 

that drives performance. Macey and Schneider (2008) described engagement as the “visible 

manifestation of employees’ willingness to invest themselves in the success of the organization.” 

Thus, engagement is not only a psychological condition but a behavioural outcome that enhances 

productivity and fosters organizational citizenship behaviours. 

2.1.4 Engagement as a Strategic Resource 

The growing body of research on engagement highlights its value as a strategic organizational 

resource. Engaged employees exhibit higher performance, creativity, and resilience (Bakker & 

Leiter, 2010). They tend to recover quickly from setbacks, collaborate effectively, and maintain a 

positive outlook even under pressure. Engagement has also been linked to customer satisfaction, 

reduced absenteeism, and improved profitability (Harter, Schmidt, & Hayes, 2002). 

Organizations with high engagement levels outperform competitors due to lower turnover rates 

and stronger organizational commitment. 

From a resource-based view (RBV) of the firm, engagement constitutes an intangible yet 

powerful resource that is difficult for competitors to replicate. It represents a form of 

psychological capital—comprising optimism, hope, self-efficacy, and resilience—that enhances 

collective performance (Luthans et al., 2007). Within this framework, engagement contributes to 

sustainable competitive advantage by promoting adaptive behaviours and organizational 

learning. 
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2.1.5 Determinants and Drivers of Engagement 

Engagement does not emerge spontaneously; it is influenced by a constellation of individual, 

organizational, and contextual factors. The Job Demands–Resources (JD-R) model (Bakker & 

Demerouti, 2007) provides a useful lens for understanding these determinants. According to the 

JD-R model, engagement arises when job resources—such as supportive leadership, autonomy, 

feedback, and opportunities for growth—balance or outweigh job demands like workload, role 

ambiguity, or emotional strain. In contrast, excessive demands and insufficient resources can 

lead to burnout and disengagement. 

Leadership plays a pivotal role in shaping engagement. Transformational leaders, who inspire 

vision, demonstrate empathy, and encourage innovation, significantly enhance employees’ 

engagement levels (Bakker & Demerouti, 2007). Organizational culture also matters; a culture of 

trust, fairness, and inclusivity promotes a sense of belonging and purpose. Moreover, job 

design—characterized by task variety, significance, and autonomy—fosters intrinsic motivation. 

Recognition and rewards, both monetary and symbolic, further reinforce employees’ perception 

that their contributions are valued, leading to deeper engagement (Macey & Schneider, 2008). 

Individual differences also play a role. Personality traits such as conscientiousness, optimism, 

and proactivity predict engagement levels, as do self-efficacy and emotional intelligence (Bakker 

& Leiter, 2010). These attributes enable employees to handle stress and maintain focus even in 

challenging conditions. 

2.1.6 Employee Engagement in the Nigerian Public Sector 

Within the Nigerian public sector, employee engagement remains a critical yet underdeveloped 

construct. The sector is often characterized by bureaucratic inefficiency, limited resources, and 

weak accountability structures (Adewale & Olatunde, 2019). These conditions hinder motivation 

and innovation. Local government employees, who serve as the primary interface between 
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government and citizens, frequently encounter low morale, lack of recognition, and inadequate 

training opportunities. Consequently, disengagement manifests in absenteeism, low productivity, 

and resistance to change. 

However, research has demonstrated that engagement can be cultivated even in resource-

constrained environments. Okpara et al. (2019) found that local government employees in 

Nigeria who were involved in participatory decision-making and received supervisory support 

displayed significantly higher engagement levels. Similarly, Eze (2020) reported that perceived 

fairness, transparent communication, and access to professional development opportunities 

enhanced engagement and reduced turnover intentions among public-sector workers. These 

findings underscore the importance of social and organizational factors—such as leadership 

credibility, reward systems, and job clarity—in fostering engagement. 

2.1.7 Development of Employee engagement in Nigerian public sector organisation: 

Challenges and Implications 

Several challenges impede the development of engagement in Nigerian public sector 

organisations. Bureaucratic rigidity often limits autonomy and innovation. Political interference 

undermines merit-based promotion, eroding employees’ trust in the system. Inadequate 

compensation and delayed salaries further dampen morale. Moreover, the hierarchical structure 

and high power-distance culture typical of Nigerian institutions discourage open communication 

between subordinates and superiors (Hofstede, 2001). These contextual realities necessitate 

tailored engagement strategies that align with local cultural and institutional dynamics. 

To address these challenges, public-sector organizations must prioritize leadership development, 

institutional fairness, and continuous employee empowerment. Encouraging participatory 

management, introducing transparent appraisal systems, and recognizing exceptional 

performance can foster psychological ownership. Similarly, training and capacity-building 
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initiatives can help employees align their professional goals with organizational missions. When 

employees perceive that their organization values their well-being and development, engagement 

flourishes, translating into higher performance and stronger organizational citizenship 

behaviours. 

In summary, employee engagement represents the psychological and emotional engine of 

organizational vitality. It integrates individual motivation, commitment, and energy into a 

collective force that drives performance and innovation. Rooted in both psychological theory and 

organizational practice, engagement reflects a dynamic state of alignment between personal 

fulfillment and institutional goals. In Nigeria’s public-sector context, where inefficiency and low 

morale have long been persistent challenges, fostering engagement is not a luxury but a necessity 

for achieving effective governance and sustainable development. By investing in supportive 

leadership, fair systems, and developmental opportunities, local governments can transform 

disengaged workforces into motivated and proactive agents of change. 

Ultimately, understanding employee engagement as both a psychological state and a strategic 

resource enables organizations to unlock the full potential of their human capital—creating 

workplaces where employees not only work for the institution but work with it to achieve shared 

success. 

2.1.8 Dimensions and Levels of Employee Engagement 

Employee engagement manifests in several dimensions—affective, behavioural, cognitive, and 

social—each contributing to holistic performance outcomes. Affective engagement reflects 

emotional attachment, enthusiasm, and satisfaction derived from one’s work. Behavioural 

engagement denotes proactive behaviours such as volunteering for extra tasks or assisting 

colleagues. Cognitive engagement captures intellectual immersion and concentration, while 
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social engagement refers to the sense of belonging and collaboration within teams (Macey & 

Schneider, 2008). 

Kahn (1990) proposed four determinants of engagement—connection, contribution, control, and 

challenge (the 4Cs). Connection involves belonging and interpersonal trust; contribution reflects 

perceived meaningfulness and purpose; control emphasizes autonomy and decision-making 

latitude; and challenge represents opportunities for growth. Employees who experience these 

four conditions tend to exhibit higher levels of engagement. 

Engagement also varies across levels—engaged, disengaged, and actively disengaged employees 

(Gallup, 2013). Engaged employees are passionate and committed, disengaged employees do the 

bare minimum, and actively disengaged employees may undermine colleagues or resist 

organizational initiatives. In Nigeria’s local government councils, a mix of disengagement and 

cynicism is common due to poor remuneration, limited autonomy, and weak accountability 

structures (Adewale & Olatunde, 2019). Addressing these systemic challenges requires not only 

policy reform but also leadership commitment to employee inclusion and empowerment. 

2.1.10 Determinants of Employee Engagement 

Scholars have identified several key antecedents of engagement, which can be grouped into 

individual, job-related, and organizational factors. 

1. Leadership and Management Support: Transformational leadership—characterized by 

vision, inspiration, and individualized consideration—positively predicts engagement 

(Bakker & Demerouti, 2007). Leaders who communicate transparently, provide 

feedback, and recognize employee contributions foster emotional commitment and trust. 

2. Organizational Culture and Climate: A supportive culture that values openness, 

fairness, and teamwork enhances engagement. Employees are more likely to commit to 

organizations that demonstrate integrity and prioritize employee well-being. 
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3. Opportunities for Growth: Training, mentoring, and career advancement encourage 

engagement by signaling investment in employees’ development. Nigerian studies (Eze, 

2020) have shown that professional development opportunities are among the most 

valued motivators for local government workers. 

4. Work–Life Balance: Flexible work arrangements and stress management initiatives 

mitigate burnout and sustain long-term engagement (Bakker & Leiter, 2010). 

5. Recognition and Rewards: Recognition, whether monetary or symbolic, validates 

employees’ efforts and reinforces desired behaviours. Engaged employees often cite 

appreciation as a key factor in their motivation (Macey & Schneider, 2008). 

6. Job Design and Autonomy: Jobs that provide skill variety, autonomy, and task 

significance contribute to psychological meaningfulness, a core antecedent of 

engagement (Hackman & Oldham, 1976). 

In local government administrations, these determinants are often underdeveloped due to 

resource constraints and hierarchical rigidity. Nonetheless, reforms that decentralize decision-

making, encourage innovation, and promote transparent evaluation systems can substantially 

enhance engagement among public employees. 

2.1.11 Concept of Organizational Citizenship Behaviour (OCB) 

Organizational Citizenship Behaviour (OCB) has become one of the most influential constructs 

in organizational behaviour, human resource management, and industrial psychology. Initially 

introduced by Organ (1988), OCB refers to the discretionary, voluntary, and prosocial 

behaviours employees engage in that are not directly recognized by the formal reward system but 

contribute significantly to organizational effectiveness. These behaviours—helping colleagues, 

maintaining positive attitudes, safeguarding resources, and participating in institutional 
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governance—represent the “social glue” that binds organizations together (Podsakoff, 

MacKenzie, Paine, & Bachrach, 2000). 

Unlike formal job performance, which focuses on prescribed duties, OCB encompasses extra-

role activities that enhance the organizational climate, cooperation, and overall productivity. 

Such behaviours arise from intrinsic motivation, moral values, and psychological identification 

with the organization rather than from contractual obligation or financial incentives. Therefore, 

OCB embodies the human side of productivity, where collaboration, altruism, and ethical 

commitment complement technical efficiency and formal procedures. 

2.1.12 Historical and Conceptual Development of OCB 

The intellectual roots of OCB can be traced back to Katz and Kahn (1978), who identified 

“spontaneous and innovative behaviours” as essential to organizational survival. They 

emphasized that employees must not only fulfill formal roles but also engage in discretionary 

actions that sustain the social and technical systems of work. Building upon this foundation, 

Organ (1988) formalized OCB, defining it as “individual behaviour that is discretionary, not 

directly or explicitly recognized by the formal reward system, and that in the aggregate promotes 

the effective functioning of the organization.” 

Organ’s conceptualization marked a shift in management thinking—from viewing employees as 

passive agents of production to recognizing them as active contributors to organizational culture 

and climate. The concept has since evolved into a multidimensional construct encompassing 

altruism, conscientiousness, sportsmanship, courtesy, and civic virtue. Over time, OCB has 

expanded beyond private-sector analysis to become central to public administration research, 

particularly in understanding service delivery, governance, and employee morale in public 

institutions (Vigoda-Gadot, 2007). 
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2.1.13 Dimensions of Organizational Citizenship Behaviour (OCB) 

Organ’s (1988) five-dimensional model remains one of the most empirically validated 

frameworks for understanding OCB: 

1. Altruism: Refers to voluntary behaviour aimed at helping specific individuals within the 

organization, such as assisting co-workers with tasks or offering mentorship. Altruistic 

employees enhance teamwork, collaboration, and morale, thereby reducing workplace 

tension. 

2. Conscientiousness: Describes an employee’s dedication to performing tasks beyond the 

minimum requirements. It involves punctuality, diligence, and adherence to rules, 

ensuring reliability and consistency in operations. 

3. Sportsmanship: Involves maintaining a positive attitude even under challenging 

circumstances. Employees who demonstrate sportsmanship refrain from unnecessary 

complaints and focus on constructive solutions, thereby fostering a resilient and 

optimistic work environment. 

4. Courtesy: Denotes respectful, considerate behaviours aimed at preventing conflict. It 

includes thoughtful communication, empathy, and proactive steps to avoid 

misunderstandings, which are crucial for maintaining harmonious relationships. 

5. Civic Virtue: Represents responsible participation in the organization’s governance and 

life. Employees exhibiting civic virtue attend meetings, contribute ideas, and stay 

informed about institutional policies. This behaviour strengthens accountability and 

organizational identity. 

Collectively, these dimensions reflect a balance between individual initiative and collective 

responsibility, promoting both task accomplishment and social cohesion. According to Podsakoff 
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et al. (2000), OCB enhances team coordination, reduces turnover, and improves communication 

and innovation. 

2.1.14 Theoretical Foundations of Organizational Citizenship Behaviour (OCB) 

The emergence of Organizational Citizenship Behaviour (OCB) as a central concept in 

organizational behaviour has stimulated extensive theoretical inquiry into the psychological, 

social, and structural factors that motivate employees to go beyond formal role expectations. 

OCB represents discretionary, prosocial behaviours—such as helping colleagues, showing 

conscientiousness, and engaging in civic virtue—that enhance organizational effectiveness but 

are not explicitly rewarded (Organ, 1988; Podsakoff, MacKenzie, Paine, & Bachrach, 2000). To 

understand why employees willingly engage in such behaviours, scholars have drawn upon 

multiple theoretical frameworks that link individual motivation to organizational context. Among 

these, Social Exchange Theory (SET), Organizational Justice Theory, and the Job Attitudes 

Model remain foundational. However, more recent contributions, including Social Identity 

Theory, Affective Events Theory, and the Conservation of Resources (COR) Theory, provide 

additional explanatory depth, especially in culturally diverse environments such as Nigeria’s 

public sector. 

Social Exchange Theory (SET) 

Social Exchange Theory (SET), originally advanced by Blau (1964), provides one of the most 

influential explanations for OCB. SET posits that social interactions within organizations are 

governed by norms of reciprocity, whereby individuals exchange resources—both tangible and 

intangible—based on perceived fairness and mutual benefit. In this framework, employees are 

not merely economic actors but relational partners who respond to organizational treatment with 

equivalent behaviours. 
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When employees perceive support, trust, and respect from their organization, they feel 

psychologically obligated to reciprocate through positive, voluntary actions such as OCB 

(Cropanzano & Mitchell, 2005). This reciprocity transforms formal employment contracts into 

psychological partnerships, where commitment and loyalty replace transactional motivations. 

Conversely, when employees experience injustice, neglect, or disrespect, they are less likely to 

engage in discretionary behaviours, often limiting their effort to formal role requirements. 

Empirical evidence supports the SET framework across diverse contexts. For example, 

Eisenberger et al. (1986) found that perceived organizational support (POS) significantly 

predicted employee commitment and OCB. Similarly, Podsakoff et al. (2000) demonstrated that 

employees who receive fair treatment and recognition from their supervisors are more likely to 

engage in altruistic and civic behaviours. In Nigeria’s public sector, Okpara, Uche, and Idemudia 

(2019) reported that when local government workers perceived fairness and ethical leadership, 

they reciprocated through greater punctuality, teamwork, and accountability—behaviours 

consistent with OCB. 

In high power-distance cultures like Nigeria, SET is particularly relevant. Employees often 

interpret respectful communication and participatory leadership as symbolic gestures of trust and 

inclusion, motivating reciprocal commitment even in the absence of material incentives. Thus, 

SET provides a robust foundation for understanding how relational and moral exchanges foster 

OCB in hierarchical institutions. 

Organizational Justice Theory 

Building on SET, Organizational Justice Theory (Greenberg, 1987) explains OCB through 

employees’ perceptions of fairness within organizational processes, outcomes, and interpersonal 

treatment. Justice perceptions influence employees’ sense of belonging and trust, which in turn 
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affect their willingness to engage in extra-role behaviours. Greenberg identified three key 

dimensions of organizational justice: 

1. Distributive Justice – the perceived fairness of outcome distributions such as pay, 

promotions, and rewards; 

2. Procedural Justice – the fairness of decision-making processes and transparency in 

policies; and 

3. Interactional Justice – the quality of interpersonal treatment, including respect and 

dignity. 

Each dimension plays a distinct role in shaping OCB. Employees who believe that outcomes and 

processes are fair are more likely to exhibit altruism and civic virtue (Moorman, 1991). 

Conversely, perceptions of favoritism or inequality erode trust and discourage voluntary 

contribution. 

In Nigeria’s local government administrations, procedural and interactional justice are 

particularly critical. As Adewale and Olatunde (2019) observed, employees frequently perceive 

bias in promotions and recruitment, leading to disengagement and reduced discretionary effort. 

Conversely, when supervisors communicate decisions transparently and treat employees with 

respect, perceptions of fairness strengthen, and OCB flourishes. This suggests that justice acts as 

both a motivational and moral mechanism, transforming the workplace into a community 

governed by mutual respect rather than coercion. 

Job Attitudes Model 

The Job Attitudes Model connects OCB to employees’ emotional and cognitive evaluations of 

their work, emphasizing constructs such as job satisfaction, organizational commitment, and 

engagement (Spector, 1997; Schaufeli & Bakker, 2004). Positive job attitudes foster intrinsic 
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motivation and a sense of belonging, prompting employees to voluntarily engage in behaviours 

that support organizational goals. 

Organ (1990) posited that satisfied employees are more likely to “go the extra mile” because 

they perceive alignment between personal and organizational values. Similarly, Schaufeli and 

Bakker (2004) identified engagement—characterized by vigor, dedication, and absorption—as a 

psychological condition that drives employees to perform beyond role expectations. The model 

thus suggests that OCB is an affective outcome of positive work experiences. 

Empirical research supports this link. Macey and Schneider (2008) found that engagement 

predicts OCB by fostering emotional attachment and enthusiasm. In Nigeria, Eze (2020) reported 

that job satisfaction mediates the relationship between leadership behaviour and OCB, indicating 

that emotionally fulfilled employees are more inclined toward prosocial behaviour even in 

resource-constrained environments. 

Hence, the Job Attitudes Model bridges the gap between individual psychology and 

organizational outcomes, portraying OCB as a behavioural extension of positive emotional 

states. 

Complementary Theoretical Perspectives 

Beyond the three dominant theories, several complementary frameworks offer additional insights 

into the antecedents and mechanisms of OCB. 

a. Social Identity Theory (Tajfel & Turner, 1986): This theory posits that employees derive 

part of their self-concept from their membership in organizational groups. When identification 

with the organization is strong, employees internalize its values and goals, leading to cooperative 

and altruistic behaviour. In collectivist contexts such as Nigeria, where group affiliation is 
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culturally valued, social identity strongly predicts OCB because employees view helping 

behaviours as expressions of loyalty and moral duty. 

b. Affective Events Theory (Weiss & Cropanzano, 1996): According to this framework, 

employees’ emotions, triggered by workplace events, shape their attitudes and behaviours. 

Positive emotional experiences—such as recognition, fair treatment, or supportive leadership—

elicit gratitude and enthusiasm, increasing OCB. Conversely, negative events (e.g., humiliation 

or neglect) provoke withdrawal or counterproductive behaviour. This emotional lens explains 

why affective climates, not just structural policies, are critical in sustaining citizenship 

behaviour. 

c. Conservation of Resources (COR) Theory (Hobfoll, 1989): COR theory argues that 

individuals strive to acquire and protect valuable resources—such as time, energy, and social 

support. When employees possess adequate resources, they are more likely to engage in OCB; 

when depleted, they conserve energy by limiting their effort to formal duties. This framework is 

particularly relevant in the Nigerian public sector, where employees often face high workloads 

and low compensation. Providing emotional and institutional resources—like recognition, 

autonomy, and social support—can therefore buffer against burnout and sustain OCB. 

Integrative Perspective 

While each theory offers unique insights, they collectively highlight OCB as a product of 

reciprocity, fairness, emotional engagement, and social identity. SET and Organizational Justice 

Theory emphasize the relational and moral underpinnings of OCB, whereas the Job Attitudes and 

Affective Events frameworks capture its psychological and emotional dimensions. Together, 

they explain both the motivation (why employees engage in OCB) and the mechanism (how 

organizational conditions translate into voluntary behaviours). 
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In the Nigerian public sector, this integration is particularly important. Employees’ engagement 

in OCB is not only driven by personal satisfaction but also shaped by cultural expectations of 

communalism, hierarchical respect, and moral responsibility. Therefore, theoretical models of 

OCB must be contextually adapted, recognizing that reciprocity and fairness operate differently 

in collectivist, high power-distance societies. 

In summary, the theoretical foundations of Organizational Citizenship Behaviour reveal that 

OCB is far from random altruism; it is a systematic response to organizational conditions that 

fulfill employees’ psychological, emotional, and moral needs. The interplay between social 

exchange, justice, and attitudinal dynamics determines whether employees transcend formal 

roles to contribute voluntarily to organizational success. 

For Nigeria’s public sector, where challenges such as low morale, bureaucratic rigidity, and 

perceived injustice persist, applying these theories provides a roadmap for reform. By fostering 

fairness, trust, and emotional well-being, leaders can cultivate a workforce where OCB becomes 

an integral part of institutional culture—fueling accountability, efficiency, and citizen-centered 

governance. 

2.1.15 OCB in the Public Sector and Nigerian Context 

The concept of Organizational Citizenship Behaviour (OCB) has become increasingly important 

in understanding the human dynamics of public administration. While much of the foundational 

work on OCB emerged from studies in private and profit-oriented organizations, contemporary 

scholarship recognizes that public-sector environments—marked by bureaucratic constraints, 

political interference, and resource limitations—stand to gain immensely from employees’ 

voluntary, prosocial behaviours. In such contexts, OCB transcends individual job performance; it 

becomes a civic and moral act that sustains the legitimacy, responsiveness, and ethical 

foundation of governance (Vigoda-Gadot, 2007). 



30 
 

In public institutions, especially within developing countries like Nigeria, OCB represents the 

difference between administrative stagnation and effective service delivery. Bureaucratic 

systems tend to rely heavily on compliance with formal procedures, often neglecting the informal 

behaviours that foster cooperation, innovation, and accountability. Yet, it is precisely these 

discretionary behaviours—helping colleagues, volunteering for public programs, maintaining 

ethical integrity, and showing civic virtue—that enable institutions to function effectively despite 

structural inefficiencies. 

1. The Role of OCB in Public-Sector Governance 

OCB in public administration plays a critical role in promoting transparency, citizen trust, and 

service efficiency. As Vigoda-Gadot (2007) argues, OCB enhances the ethical and social capital 

of government agencies by reinforcing values of integrity, fairness, and responsiveness. 

Employees who demonstrate altruism and civic virtue actively bridge the gap between 

government institutions and the public, translating bureaucratic objectives into human-centered 

service outcomes. 

In contrast to the private sector—where OCB often enhances competitiveness and profitability—

OCB in the public sector has a societal function. It improves governance quality by promoting 

accountability and participatory engagement. Public servants who take personal responsibility 

for outcomes—such as ensuring timely service delivery, mentoring younger staff, or reporting 

misconduct—contribute to building institutional trust and public legitimacy. This trust is 

essential in environments where citizens often view government agencies as inefficient or 

corrupt. 

Furthermore, OCB complements formal governance structures by providing the social 

mechanisms that sustain efficiency where rules alone fall short. For instance, when employees 
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willingly assist colleagues or extend work hours without compulsion, they compensate for 

bureaucratic rigidity and resource shortages, thereby improving organizational resilience. 

2. OCB and Bureaucratic Challenges in Developing Contexts 

Public-sector organizations in developing countries, including Nigeria, are often characterized by 

rigid hierarchies, limited autonomy, and procedural bottlenecks. These features create an 

environment where innovation and initiative are discouraged, and employees often restrict their 

behaviour to what is explicitly demanded by their job descriptions. In such settings, OCB 

becomes both a necessity and a challenge. 

Bureaucratic inefficiency, corruption, and political patronage have long been identified as 

barriers to effective service delivery in Nigeria (Adewale & Olatunde, 2019). Employees face 

low remuneration, irregular promotion systems, and a lack of performance-based recognition, all 

of which undermine motivation. Consequently, disengagement and absenteeism become 

common coping mechanisms. However, when employees exhibit OCB—by volunteering for 

community development initiatives, mentoring peers, or managing public resources 

responsibly—they mitigate these systemic shortcomings and demonstrate personal commitment 

to institutional missions. 

Yet, fostering OCB in such an environment requires deliberate organizational and cultural 

transformation. Without adequate psychological safety, trust, and ethical leadership, 

discretionary effort may decline, as employees perceive little reciprocity for their contributions. 

This underscores the importance of leadership behaviour, organizational justice, and recognition 

systems in motivating OCB within public-sector settings. 

3. Empirical Evidence from the Nigerian Context 
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Empirical studies within Nigeria provide strong evidence of the positive influence of 

engagement, fairness, and leadership on OCB. For instance, Okpara et al. (2019) found that 

Nigerian local government employees who perceived high levels of procedural justice and 

supervisory support exhibited greater civic virtue and altruism. Similarly, Eze (2020) reported 

that public servants who participated in decision-making and professional development programs 

displayed higher levels of voluntary cooperation and commitment to organizational goals. These 

findings align with Social Exchange Theory (Blau, 1964), which suggests that employees 

reciprocate fair and supportive treatment with discretionary, prosocial behaviours. 

However, these positive behaviours are not evenly distributed. Adewale and Olatunde (2019) 

observed that in many Nigerian local government councils, entrenched favoritism, limited 

transparency, and inconsistent enforcement of policies hinder OCB. Employees who perceive 

unfair treatment or lack of recognition may resort to minimal compliance rather than proactive 

contribution. Therefore, improving organizational justice—in both distributive (rewards) and 

procedural (decision-making) forms—is vital to cultivating OCB in public institutions. 

Moreover, cultural values influence how OCB manifests in Nigeria. Given the nation’s 

collectivist and high power-distance orientation (Hofstede, 2001), employees often engage in 

citizenship behaviours not out of self-interest but as expressions of loyalty, respect, or moral 

duty. Acts such as mentoring younger colleagues, showing deference to authority, or engaging in 

communal service projects reflect the cultural emphasis on harmony and interdependence. Thus, 

OCB in Nigeria must be understood not merely as an individual psychological construct but as a 

cultural expression of collective responsibility and moral identity. 

4. Leadership and Institutional Drivers of OCB 
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Leadership plays a central role in fostering OCB within the public sector. Transformational and 

ethical leaders, who articulate a vision, empower subordinates, and demonstrate integrity, inspire 

employees to go beyond prescribed roles (Podsakoff et al., 2000). In contrast, authoritarian or 

transactional leadership styles—common in bureaucratic hierarchies—often suppress initiative 

and reinforce dependency. 

In the Nigerian context, leadership that emphasizes transparency, empathy, and recognition has 

been found to strengthen both engagement and OCB (Okpara et al., 2019). Leaders who model 

ethical conduct set a moral precedent that encourages employees to internalize organizational 

values. This is particularly important in public service, where ethical lapses at higher levels can 

quickly erode trust and discourage discretionary effort. 

Institutional policies also matter. Establishing fair promotion systems, performance-based 

incentives, and employee empowerment programs can reinforce the perception that OCB is 

valued and rewarded. Similarly, creating avenues for employee voice—through participatory 

decision-making or feedback mechanisms—encourages civic virtue and psychological ownership 

of institutional outcomes. 

5. Challenges and Policy Implications 

Despite its potential, several challenges continue to impede the consistent practice of OCB in 

Nigeria’s public sector. These include low compensation, political interference, lack of 

meritocracy, and cultural resistance to change. Furthermore, the absence of structured 

recognition systems often results in “citizenship fatigue,” where employees who consistently go 

above and beyond receive no acknowledgment, leading to burnout or withdrawal (Bolino & 

Turnley, 2005). 
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To address these challenges, policymakers must adopt a multi-level approach to institutional 

reform. At the structural level, improving remuneration and ensuring transparent recruitment and 

promotion processes are essential. At the managerial level, investing in leadership development 

that prioritizes ethical behaviour, communication, and emotional intelligence will help foster 

trust and mutual respect. At the cultural level, promoting civic ethics and public service values 

through training and orientation programs can sustain OCB as a moral and professional norm. 

Finally, embedding OCB indicators within performance management systems—such as 

cooperation, innovation, and community engagement—can formalize the recognition of these 

behaviours without undermining their voluntary nature. 

6. Conclusion 

In conclusion, Organizational Citizenship Behaviour in Nigeria’s public sector is both a 

behavioural necessity and a moral imperative. Amid bureaucratic inefficiency and limited 

accountability, OCB provides the social and ethical infrastructure for effective governance. By 

promoting fairness, ethical leadership, and participatory management, public institutions can 

transform disengaged employees into proactive citizens who embody the spirit of service and 

integrity. 

When nurtured, OCB has the potential to rebuild public trust, enhance institutional legitimacy, 

and elevate the quality of governance at all levels of the Nigerian administrative system. In this 

sense, OCB is not merely an academic concept but a strategic tool for national development—

one that aligns personal values with public purpose to drive transformative change. 

5. Cross-Cultural Perspectives on Organizational Citizenship Behaviour (OCB) 

Organizational Citizenship Behaviour (OCB) is a globally recognized construct; however, its 

expression, motivation, and significance are profoundly influenced by cultural and societal 
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contexts. While OCB originated within Western, individualistic societies where organizational 

life emphasizes autonomy, initiative, and self-expression, its meaning and practice in collectivist, 

hierarchical cultures—such as Nigeria’s—are shaped by social values, community orientation, 

and relational expectations (Hofstede, 2001). 

Cross-cultural perspectives on OCB are therefore essential for understanding how socio-cultural 

norms, institutional environments, and leadership dynamics shape discretionary behaviours in 

diverse settings. Recognizing these differences not only enriches OCB theory but also ensures 

the development of contextually relevant management strategies in global and multicultural 

organizations. 

1. Cultural Dimensions and Their Influence on OCB 

Culture defines the shared values, beliefs, and norms that guide behaviour within societies. 

According to Hofstede’s (2001) cultural dimensions theory, several cultural factors directly 

influence the manifestation of OCB, particularly collectivism vs. individualism, power distance, 

and uncertainty avoidance. 

Collectivism vs. Individualism: In collectivist societies such as Nigeria, Ghana, or Indonesia, 

individuals prioritize group goals, social harmony, and interdependence over personal 

achievement. OCB in these contexts often manifests as group-oriented behaviours—helping 

colleagues, showing deference to authority, and maintaining interpersonal harmony (Farh, 

Zhong, & Organ, 2004). Altruism and courtesy, key dimensions of OCB, are commonly driven 

by communal loyalty rather than individual initiative. Employees are motivated by relational 

obligations and moral duty, viewing cooperative behaviour as a means of sustaining social 

equilibrium. 
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Conversely, in individualistic cultures such as the United States or the United Kingdom, OCB is 

viewed as a reflection of personal initiative and self-determination. Employees engage in OCB to 

express autonomy, achieve self-fulfillment, or gain recognition (Podsakoff, MacKenzie, Paine, & 

Bachrach, 2000). Civic virtue in such cultures may take the form of active participation in 

organizational governance, constructive criticism, or innovation—behaviours encouraged by 

lower power-distance norms and a culture of openness. 

Power Distance: High power-distance cultures, such as those found in many African and Asian 

countries, emphasize hierarchy, respect for authority, and limited upward communication. In 

these contexts, employees may demonstrate OCB through obedience, loyalty, and respect, but 

are less likely to engage in civic virtue behaviours that require questioning authority or 

suggesting policy changes (Bochner & Hesketh, 1994). Nigerian employees, for instance, may 

refrain from voicing dissenting opinions or proposing alternative methods, as doing so may be 

perceived as insubordination. 

By contrast, low power-distance cultures—typical in Scandinavia or Western Europe—

encourage egalitarian relationships and participatory decision-making. OCB here may include 

proactive problem-solving, open communication, and advocacy for organizational improvement. 

Thus, the degree of hierarchy in a society strongly determines which forms of OCB are socially 

acceptable or encouraged. 

Uncertainty Avoidance: Cultures with high uncertainty avoidance—such as those in Southern 

Europe or parts of Africa—tend to value stability and adherence to established norms. 

Employees may engage in OCB through conscientiousness and compliance rather than 

innovation or risk-taking. In contrast, low uncertainty-avoidance cultures encourage 

experimentation and creative problem-solving as forms of OCB. 



37 
 

Together, these cultural dimensions shape both the form and frequency of OCB, influencing 

whether employees’ discretionary actions are motivated by personal values, social obligations, or 

institutional expectations. 

2. OCB in Collectivist and Communal Cultures 

In collectivist societies, OCB is deeply intertwined with communal ethics and social 

responsibility. Farh et al. (2004) introduced the concept of “Chinese citizenship behaviour” to 

illustrate that in collectivist contexts, helping and loyalty to superiors are often culturally 

prescribed rather than purely discretionary. Similarly, in African work settings, OCB often 

reflects Ubuntu philosophy—a moral framework emphasizing interconnectedness, compassion, 

and mutual care (Mbigi & Maree, 2005). 

In Nigeria, this communal ethos is reflected in behaviours such as mentoring younger colleagues, 

sharing resources, and participating in community service beyond organizational boundaries. 

Public servants, for example, may engage in volunteer work for local projects or provide 

informal guidance to peers as expressions of moral duty rather than as strategic self-promotion. 

This collectivist orientation creates an environment where OCB becomes a social norm, 

embedded in both professional and cultural expectations. 

However, collectivism can also limit certain forms of OCB, especially those associated with 

dissent or innovation. Because harmony and conformity are highly valued, employees may avoid 

civic virtue behaviours that challenge established hierarchies or question authority, even when 

such feedback could improve organizational functioning. Hence, OCB in Nigeria and similar 

societies tends to emphasize relational harmony over institutional advocacy. 

3. Cultural Constraints: The Role of Power Distance in Nigeria 
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Nigeria’s high power-distance culture presents both opportunities and challenges for OCB. On 

one hand, respect for hierarchy fosters loyalty, compliance, and deference—traits that can 

support conscientiousness and courtesy. Employees demonstrate commitment by adhering to 

organizational rules and respecting leadership decisions. On the other hand, such hierarchies can 

suppress initiative and feedback, thereby reducing civic virtue. 

Adewale and Olatunde (2019) note that in many Nigerian local government offices, subordinates 

often avoid voicing concerns or suggesting improvements due to fear of victimization or being 

labeled as insubordinate. This culture limits the development of participatory citizenship 

behaviours, which are essential for organizational innovation and accountability. To balance 

respect with initiative, Nigerian institutions must cultivate psychological safety, allowing 

employees to contribute ideas without fear of reprisal. 

Furthermore, hierarchical structures often lead to asymmetric exchanges, where superiors expect 

loyalty but offer limited recognition or empowerment in return. Over time, this imbalance may 

erode the motivational basis for OCB, as employees perceive little reciprocity for their 

discretionary efforts (Eze, 2020). 

4. Comparative Insights: Western vs. African Expressions of OCB 

While the foundational dimensions of OCB—altruism, conscientiousness, sportsmanship, 

courtesy, and civic virtue—are universally relevant, their motivational antecedents and 

behavioural expressions differ across cultures. 

 In Western organizations, OCB is closely linked to individual attitudes such as job 

satisfaction, engagement, and organizational commitment (Organ, 1988). Employees are 

motivated by internalized professional ethics or a desire for self-actualization. 
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 In African organizations, OCB often stems from social relationships and moral 

obligations. Loyalty to superiors, respect for elders, and communal solidarity drive 

cooperative behaviour (Okpara, Uche, & Idemudia, 2019). 

For example, an employee in a British public agency might engage in civic virtue by proposing 

policy reforms during meetings, whereas a Nigerian counterpart might demonstrate OCB by 

ensuring punctual attendance, maintaining decorum, and assisting superiors. Both behaviours 

contribute to organizational functioning, yet they reflect distinct cultural logics—assertive 

individualism versus relational collectivism. 

5. Toward a Contextually Grounded Model of OCB 

Cross-cultural research highlights that universal models of OCB must be adapted to reflect local 

cultural values and institutional realities. In Nigeria, fostering OCB requires integrating 

indigenous moral philosophies such as Ubuntu and Omoluabi (Yoruba ethics of integrity and 

character) into public administration. These frameworks emphasize moral conduct, communal 

care, and social justice—values consistent with altruism and conscientiousness. 

Moreover, leadership development should focus on cultural intelligence (CQ)—the ability of 

leaders to interpret and respond to diverse cultural norms. Leaders who demonstrate empathy, 

fairness, and inclusivity are better positioned to nurture OCB across hierarchical and ethnic 

divides. 

Finally, public institutions should design recognition systems that acknowledge collective 

achievements rather than only individual accomplishments. Group-based incentives and 

participatory management structures align more closely with Nigeria’s collectivist ethos, 

reinforcing OCB as a shared moral and organizational responsibility. 
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In conclusion, the expression of Organizational Citizenship Behaviour is culturally contingent. 

While the theoretical dimensions of OCB remain globally valid, their practical manifestation 

depends on cultural norms regarding hierarchy, community, and authority. In Nigeria and similar 

collectivist societies, OCB thrives when embedded within moral frameworks of solidarity, 

respect, and communal responsibility. 

Understanding these cultural nuances is crucial for designing management practices that are not 

only effective but also culturally authentic. By embracing indigenous ethics, empowering 

employees, and cultivating psychologically safe leadership, Nigerian organizations can harness 

OCB as a driver of both organizational performance and social cohesion. 

Ultimately, OCB across cultures serves a common purpose—to enhance collective well-being—

but its path to expression is shaped by the values that define a society’s moral and organizational 

life. 

6. Integrative Summary 

In conclusion, Organizational Citizenship Behaviour encompasses voluntary, prosocial actions 

that support the smooth functioning and sustainability of organizations. Rooted in trust, fairness, 

and intrinsic motivation, OCB reflects the moral and emotional investment employees make in 

their workplaces. Organ’s (1988) five dimensions—altruism, conscientiousness, sportsmanship, 

courtesy, and civic virtue—capture the breadth of these behaviours, ranging from interpersonal 

support to institutional participation. 

For Nigeria’s public institutions, particularly local government administrations, promoting OCB 

requires structural and cultural reforms that foster fairness, ethical leadership, and employee 

recognition. Engaging employees through transparent policies, developmental opportunities, and 

participatory management can enhance both OCB and organizational legitimacy. 
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Ultimately, OCB represents the ethical and cooperative foundation of effective governance. In a 

public sector often criticized for inefficiency and low accountability, encouraging citizenship 

behaviour among employees offers a path toward improved performance, citizen satisfaction, 

and trust in public administration. 

2.1.16 Determinants of Organizational Citizenship Behaviour (OCB) 

Organizational Citizenship Behaviour (OCB) has been extensively studied as a crucial 

determinant of organizational effectiveness, cohesion, and innovation. As voluntary, extra-role 

behaviours that are not formally rewarded but significantly contribute to organizational success 

(Organ, 1988), OCB is shaped by multiple antecedents that operate at individual, job-related, and 

organizational levels. Understanding these determinants is vital for organizations seeking to 

cultivate a cooperative and high-performing workforce. In the context of the Nigerian public 

sector, identifying and strengthening these antecedents holds transformative potential, given 

persistent challenges such as bureaucratic inertia, low morale, and political interference. 

The following section explores the major categories of OCB determinants—individual, job-

related, and organizational factors—while integrating theoretical and empirical insights from 

both global and local perspectives. 

1. Individual Determinants 

At the individual level, OCB is influenced by employees’ personality traits, values, attitudes, and 

emotional dispositions. Research in organizational psychology consistently highlights 

personality traits as foundational predictors of citizenship behaviour. Organ and Ryan (1995) 

found that conscientiousness, agreeableness, and emotional stability are the most consistent 

personality correlates of OCB. Employees high in conscientiousness tend to be disciplined, 

dependable, and achievement-oriented—qualities that align with behaviours such as punctuality, 

resource conservation, and task dedication. Agreeable individuals, on the other hand, display 
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empathy, cooperation, and a strong desire for interpersonal harmony, which translate into 

altruistic acts like helping colleagues or volunteering for group tasks. Emotional stability enables 

employees to manage stress and maintain composure, reducing workplace conflict and fostering 

a positive climate conducive to OCB. 

Beyond personality, moral values and personal ethics play an important role. Employees guided 

by a strong sense of duty or moral obligation are more likely to engage in prosocial acts even 

without external rewards. Bolino and Turnley (2005) described this as “citizenship rooted in 

moral identity”—a phenomenon especially salient in collectivist cultures where community and 

moral interdependence are emphasized. Similarly, employees with high levels of emotional 

intelligence—the ability to perceive, understand, and regulate emotions—tend to exhibit higher 

OCB because they can empathize with others and respond constructively to interpersonal 

challenges (Carmeli, 2003). 

In the Nigerian public sector, individual determinants are often moderated by socio-cultural 

values. Nigeria’s collectivist orientation, characterized by strong interpersonal networks and 

communal obligations, tends to encourage helping behaviours and cooperation (Hofstede, 2001). 

However, high power distance and hierarchical structures sometimes suppress voluntary 

expression, as employees may perceive initiative-taking as overstepping authority. Therefore, 

OCB expression in Nigeria is context-dependent: while employees may be naturally inclined to 

assist others, the institutional culture determines whether such behaviours are encouraged or 

inhibited. 

Moreover, religious and ethical values prevalent in Nigerian society—such as honesty, diligence, 

and service to others—often motivate altruistic behaviours independent of formal rewards. 

Employees with strong spiritual or moral convictions may display OCB as a reflection of 



43 
 

internalized virtues rather than external incentives. This highlights the need for public 

organizations to leverage intrinsic motivation and moral identity as drivers of OCB. 

2. Job-Related Determinants 

Job-related factors pertain to the characteristics of the work itself and employees’ attitudes 

toward their roles. Among these, job satisfaction, job involvement, and task meaningfulness are 

widely recognized predictors of OCB. 

Job satisfaction—the extent to which employees derive pleasure and fulfillment from their 

work—is one of the most robust antecedents of OCB (Eisenberger et al., 1986). Satisfied 

employees are more likely to display altruism, conscientiousness, and civic virtue because they 

experience positive emotions that extend to their coworkers and organization. Spector (1997) 

argued that satisfied employees develop a sense of gratitude toward their employer, which 

translates into discretionary effort beyond formal job descriptions. Conversely, dissatisfaction 

fosters withdrawal behaviours, absenteeism, and organizational cynicism, all of which suppress 

OCB. 

Job involvement—the degree of psychological identification with one’s work—also influences 

citizenship behaviour. Employees who view their work as central to their self-concept are more 

likely to invest extra effort and engage in prosocial activities that reflect their pride and 

commitment. This aligns with Kahn’s (1990) engagement theory, which emphasizes the 

importance of meaningful work and personal identity in fostering positive work behaviours. 

Perceived task significance and autonomy further enhance OCB by creating a sense of ownership 

and purpose. When employees understand how their contributions impact the larger 

organizational mission, they are motivated to go beyond formal requirements. For instance, in 

Nigeria’s local government context, when staff perceive their administrative duties as 
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contributing to community development and citizen welfare, they are more inclined to exhibit 

civic-oriented behaviours such as transparency, punctuality, and collaboration. 

However, the reality of job design in Nigeria’s public sector often undermines these motivational 

factors. Monotonous tasks, limited autonomy, and opaque performance appraisal systems 

diminish job satisfaction and engagement. Public servants frequently report feelings of 

stagnation and frustration due to political interference and lack of recognition (Adewale & 

Olatunde, 2019). These job-related frustrations weaken OCB by eroding employees’ sense of 

purpose and belonging. Addressing these challenges requires redesigning public-sector jobs to 

include participatory decision-making, clear feedback mechanisms, and opportunities for skill 

utilization. 

Empirical research supports this view. Okpara et al. (2019) found that Nigerian local government 

employees with higher job satisfaction exhibited greater levels of OCB, particularly in helping 

behaviours and conscientiousness. The authors concluded that satisfaction derived from 

meaningful work and fair treatment acts as a psychological fuel for citizenship behaviour. 

Similarly, Eze (2020) observed that employees who were granted autonomy in decision-making 

and opportunities for professional development demonstrated increased initiative and 

volunteerism, further confirming the central role of job-related determinants. 

3. Organizational Determinants 

At the organizational level, OCB is influenced by leadership styles, organizational culture, 

justice, and perceived support. These institutional factors create the social and structural 

environment in which OCB either flourishes or diminishes. 

Leadership style is among the most powerful predictors of OCB. Transformational and ethical 

leaders—those who inspire vision, demonstrate integrity, and foster trust—encourage followers 

to adopt prosocial behaviours (Podsakoff et al., 2000). Such leaders model citizenship behaviour 
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through empathy and fairness, establishing a culture of mutual respect and collaboration. In 

contrast, authoritarian or transactional leadership, common in bureaucratic institutions, stifles 

initiative and reduces employees’ willingness to engage beyond minimal role requirements. 

Organizational justice—encompassing distributive, procedural, and interactional fairness—is 

another critical determinant. When employees perceive fairness in rewards, promotions, and 

decision-making processes, they develop trust in the organization and reciprocate through OCB 

(Greenberg, 1987). However, perceived injustice, favoritism, or lack of transparency can 

generate resentment and disengagement. Nigerian public institutions frequently struggle with 

procedural injustices, such as promotions based on political patronage rather than merit, which 

undermine employees’ trust and reduce their motivation to contribute voluntarily (Eze, 2020). 

Perceived Organizational Support (POS) also plays a mediating role, as employees who feel that 

their organization values their contributions and well-being are more likely to reciprocate with 

citizenship behaviour (Eisenberger et al., 1986). POS nurtures a sense of belonging and 

psychological safety, reinforcing engagement and OCB. This relationship aligns with Social 

Exchange Theory, which posits that reciprocal trust and support form the foundation of 

discretionary behaviours. 

Additionally, organizational culture and climate determine the social norms surrounding OCB. A 

culture that emphasizes collaboration, recognition, and shared vision naturally promotes helping 

behaviours and initiative-taking. Conversely, rigid hierarchical cultures, typical of many 

Nigerian bureaucracies, discourage innovation and autonomy. Reforming these structures to 

promote openness, communication, and empowerment could create an enabling environment for 

OCB to thrive. 

4. Integrative Perspective and Nigerian Context 
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Integrating the above determinants highlights that OCB emerges from a synergistic interaction 

between personal dispositions, job attitudes, and organizational context. Individual traits set the 

motivational foundation, job satisfaction channels that motivation into engagement, and 

supportive organizational structures sustain the behaviour over time. However, in Nigeria’s 

public sector, systemic barriers—such as corruption, inconsistent policy enforcement, and poor 

leadership—often disrupt this chain. 

To foster OCB in such settings, reforms must target all three determinants simultaneously. 

Recruitment systems should prioritize ethical and conscientious candidates; job designs should 

promote autonomy and meaningful contribution; and leadership training should emphasize 

fairness, emotional intelligence, and participatory management. Moreover, institutionalizing 

reward mechanisms that recognize both formal achievements and discretionary contributions 

could reinforce OCB as a valued organizational norm. 

5. Conclusion 

In conclusion, the determinants of OCB span multiple levels of influence—individual personality 

and ethics, job-related satisfaction and involvement, and organizational structures and culture. 

Each category contributes uniquely to shaping employees’ willingness to go beyond formal role 

expectations. In Nigeria’s public sector, the absence of consistent justice, recognition, and 

supportive leadership undermines these determinants, leading to widespread disengagement. 

Addressing these deficiencies through fair policies, participatory management, and moral 

leadership can transform public servants into active organizational citizens, ultimately improving 

service delivery, accountability, and institutional credibility. 

2.1.17 Employee Engagement and OCB: Conceptual Linkages 

The relationship between employee engagement and organizational citizenship behaviour (OCB) 

has attracted substantial scholarly interest in organizational behaviour and human resource 
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management. These two constructs—though conceptually distinct—are deeply interconnected. 

Engagement represents an employee’s psychological investment and motivational energy, while 

OCB denotes the behavioural manifestation of that energy in voluntary, extra-role contributions. 

As such, engagement serves as a foundational antecedent to OCB, transforming internal 

psychological states into outward prosocial actions that enhance organizational functioning. This 

conceptual linkage has been supported by a robust body of theoretical and empirical research 

across diverse cultural and institutional contexts. 

1. Engagement as a Psychological Foundation for OCB 

Employee engagement reflects a state of vigor, dedication, and absorption in one’s work 

(Schaufeli & Bakker, 2004). Engaged employees invest significant emotional and cognitive 

resources into their roles, deriving a sense of purpose and satisfaction from their contributions. 

This internal motivation naturally extends beyond formal job boundaries, producing 

discretionary behaviours that align with the principles of OCB—helping colleagues, volunteering 

for tasks, conserving resources, and promoting organizational reputation. 

In this sense, engagement acts as the psychological engine driving citizenship behaviours. As 

Saks (2006) noted, engagement is a form of reciprocal exchange—employees who feel 

psychologically connected and supported by their organization respond with commitment and 

discretionary effort. Similarly, Macey and Schneider (2008) argued that engagement transforms 

passive compliance into active contribution, where employees channel their enthusiasm into 

collective goals rather than individual gain. 

The intrinsic motivation associated with engagement also facilitates self-regulation and prosocial 

orientation. When employees find meaning in their work, they perceive organizational success as 

a personal achievement, thereby exhibiting OCB as a form of self-expression. This dynamic 
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underscores engagement not only as an antecedent but as the psychological precursor of 

citizenship behaviour—a link that has been empirically validated in multiple studies. 

2. Empirical Evidence: Global and Regional Perspectives 

Empirical findings across various contexts reinforce the engagement–OCB connection. In a 

study of Korean employees, Lee et al. (2015) identified a strong positive relationship between 

engagement and OCB, concluding that engaged workers internalize organizational goals and 

view their tasks as meaningful contributions to collective achievement. This intrinsic 

identification fosters altruism, conscientiousness, and civic virtue—core dimensions of OCB 

(Organ, 1988). 

Similarly, Ahmad et al. (2019) investigated academic staff in Pakistan and found that engaged 

employees were more inclined to assist colleagues, participate in organizational initiatives, and 

uphold institutional integrity. The authors attributed this relationship to engagement’s role in 

fostering emotional attachment and a sense of ownership, which in turn promote voluntary 

behaviours beneficial to the institution. 

In the African context, studies reveal comparable patterns. Okpara et al. (2019) examined 

engagement and OCB among Nigerian public-sector employees and found a significant positive 

correlation between the two constructs. Engaged employees displayed higher levels of 

teamwork, initiative, and volunteerism, even within resource-constrained environments. This 

finding is particularly relevant in the Nigerian context, where bureaucratic inefficiency, limited 

incentives, and weak accountability often demotivate workers. Despite such challenges, 

employees who experience engagement—through meaningful work, leadership support, and 

recognition—exhibit stronger citizenship behaviour. Eze (2020) further affirmed that 

participatory decision-making and fairness in Nigerian local governments enhanced engagement, 

which subsequently promoted OCB. 
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Collectively, these studies underscore that engagement serves as a universal psychological driver 

of OCB, though the strength and form of this relationship vary across cultural and institutional 

contexts. The consistency of findings across Asia, Africa, and Western economies suggests that 

while engagement is shaped by contextual factors, its behavioural outcomes—loyalty, altruism, 

and cooperation—are globally resonant. 

3. Theoretical Foundations of the Engagement–OCB Link 

The theoretical justification for the engagement–OCB nexus is most coherently explained 

through Social Exchange Theory (SET) (Blau, 1964) and the Job Demands–Resources (JD-R) 

Model (Bakker & Demerouti, 2007). These frameworks provide complementary insights into the 

cognitive, emotional, and structural mechanisms through which engagement fosters citizenship 

behaviour. 

a. Social Exchange Theory (SET) 

SET posits that organizational relationships are governed by reciprocity and mutual trust. When 

employees perceive that the organization supports, respects, and values them, they experience an 

obligation to reciprocate through positive attitudes and behaviours. Engagement thus represents 

an emotional response to perceived organizational investment, while OCB constitutes the 

behavioural reciprocation. 

According to Saks (2006), engagement acts as a mediating state in the exchange process: 

organizational support and fairness engender engagement, which then produces citizenship 

behaviours such as helping others and promoting organizational interests. This perspective aligns 

with empirical findings showing that employees’ perceptions of fairness, leadership integrity, 

and recognition significantly strengthen both engagement and OCB (Podsakoff et al., 2000). 

In Nigeria’s public-sector organizations, where trust in leadership and institutional fairness is 

often low, SET provides a useful framework for understanding variations in engagement and 
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OCB. When employees perceive neglect, favoritism, or corruption, the psychological contract 

weakens, reducing their willingness to engage or display extra-role behaviour. Conversely, when 

leaders demonstrate transparency, inclusivity, and ethical governance, employees feel 

psychologically obligated to reciprocate through diligence and altruism. 

b. Job Demands–Resources (JD-R) Model 

The JD-R model offers a complementary lens by emphasizing the balance between job demands 

(stressors such as workload, time pressure, or conflict) and job resources (support, autonomy, 

recognition, and feedback). Engagement thrives when resources outweigh demands, energizing 

employees and sustaining their psychological well-being. 

Engaged employees who possess sufficient resources exhibit vigor and persistence, which 

translate into OCB. As Bakker and Demerouti (2007) explain, job resources have an intrinsic 

motivational role—they fulfill psychological needs for competence, relatedness, and autonomy, 

prompting employees to go beyond formal requirements. In essence, engagement acts as a 

motivational mediator through which resources transform into OCB. 

In Nigerian local government administrations, the JD-R model reveals both challenges and 

opportunities. Chronic underfunding, inadequate infrastructure, and political interference impose 

heavy job demands that stifle engagement. However, the introduction of supportive leadership, 

equitable workloads, and professional development programs can restore the resource balance, 

leading to greater engagement and enhanced citizenship behaviours. 

 

4. Engagement–OCB Linkages in the Nigerian Context 

Applying these theoretical insights to the Nigerian public sector reveals a unique interplay of 

psychological, cultural, and structural factors. Nigeria’s bureaucratic systems are characterized 

by high power distance and collectivist orientations (Hofstede, 2001), where employees often 



51 
 

prioritize relational harmony and respect for authority. In such contexts, engagement-driven 

OCB may manifest differently from Western settings. For instance, Nigerian public servants may 

demonstrate OCB not only as a reflection of personal motivation but also as a social obligation—

to maintain group cohesion, uphold cultural norms, or support community welfare. 

Moreover, in environments where monetary incentives are limited, non-material factors—such as 

recognition, respect, and social belonging—play a critical role in sustaining engagement. When 

employees perceive that their contributions are valued and that their work serves a broader social 

purpose, they are more likely to display citizenship behaviours even in the absence of direct 

rewards. This phenomenon underscores the moral and communal dimensions of OCB in African 

institutions, where cultural identity and collective responsibility shape workplace behaviour. 

Nevertheless, disengagement remains a persistent challenge in Nigeria’s public administration. 

Factors such as political patronage, opaque promotion systems, and inadequate feedback 

mechanisms often erode trust and morale. To strengthen the engagement–OCB linkage, public 

institutions must institutionalize fairness, transparency, and empowerment. Initiatives such as 

participatory governance, merit-based promotions, and leadership training can reinforce 

engagement and stimulate OCB across all levels of government. 

 

5. Conceptual Integration: Engagement as the Psychological Pathway to Citizenship 

Conceptually, employee engagement functions as the psychological pathway through which 

organizational support and job resources manifest as OCB. It mediates the translation of 

structural and emotional inputs into observable behaviours that benefit both individuals and 

organizations. Engagement nurtures intrinsic motivation, resilience, and alignment with 

organizational goals, which collectively drive employees to exceed role expectations. 
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The engagement–OCB relationship is thus bidirectional yet asymmetrical: while engagement 

leads to OCB, sustained citizenship behaviour can also reinforce engagement by enhancing 

employees’ sense of belonging and accomplishment. This reciprocal dynamic creates a self-

sustaining cycle of motivation, performance, and social cohesion within organizations. 

In Nigeria’s public sector, this dynamic holds transformative potential. By cultivating 

engagement through supportive leadership, fair treatment, and meaningful work, local 

governments can foster a culture of citizenship that transcends bureaucratic inertia. Engaged 

employees not only fulfill their formal roles but also act as agents of civic virtue—mentoring 

peers, volunteering for community outreach, and safeguarding organizational integrity. 

 

6. Conclusion 

In summary, the conceptual linkage between employee engagement and OCB is both 

theoretically robust and empirically validated. Engagement represents the psychological fuel, and 

OCB the behavioural expression of that energy. The two are connected through mechanisms of 

reciprocity (SET) and resource optimization (JD-R), which together explain how supportive 

environments transform motivation into voluntary action. 

For Nigeria’s public sector, where inefficiency and disengagement remain endemic, leveraging 

this relationship offers a pathway to reform. Enhancing engagement through fairness, leadership 

support, and recognition can stimulate OCB, improving service delivery and institutional 

credibility. Ultimately, engagement and OCB are not isolated constructs but synergistic forces 

that—when aligned—create resilient, citizen-oriented organizations capable of driving 

sustainable governance and national development. 

Mediating and Moderating Variables 
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The relationship between employee engagement and organizational citizenship behaviour (OCB) 

is well-established in organizational psychology, yet it is neither linear nor uniform across 

contexts. Engagement acts as a psychological state that energizes employees to perform beyond 

formal role requirements, while OCB manifests as the behavioural expression of that internal 

motivation. However, empirical research consistently indicates that the strength and nature of 

this relationship depend on a set of mediating and moderating variables—organizational, 

psychological, and contextual factors that shape how engagement translates into voluntary, 

prosocial action. 

Two key constructs frequently examined in this regard are Perceived Organizational Support 

(POS) as a mediator and Job Satisfaction (JS) as a moderator. These variables provide deeper 

explanatory insight into the motivational processes underlying engagement and OCB, especially 

within the challenging and bureaucratic environment of Nigeria’s public sector. 

 

1. Perceived Organizational Support (POS) as a Mediator 

Perceived Organizational Support refers to employees’ beliefs about the degree to which their 

organization values their contributions and cares about their well-being (Eisenberger et al., 

1986). Grounded in Social Exchange Theory (SET) (Blau, 1964), POS represents the 

psychological bridge between organizational treatment and employee behaviour. When 

employees perceive genuine organizational concern—expressed through fair treatment, 

recognition, and developmental opportunities—they experience an emotional obligation to 

reciprocate through loyalty, engagement, and extra-role behaviours such as OCB. 

POS mediates the engagement–OCB relationship by transforming engagement’s psychological 

energy into behavioural outcomes. Engaged employees, characterized by vigor, dedication, and 
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absorption (Schaufeli & Bakker, 2004), are already inclined toward high performance. However, 

when they also perceive strong organizational support, their engagement is reinforced and 

redirected toward citizenship behaviours that benefit the collective—helping colleagues, 

volunteering for tasks, and maintaining positive organizational image. 

Eisenberger et al. (2001) found that high POS fosters a sense of belonging and obligation, which 

motivates employees to go beyond formal job expectations. This aligns with Organizational 

Support Theory, which posits that supportive organizations create a climate of trust and 

reciprocity. In such environments, engagement functions not merely as an individual emotional 

state but as a socially reinforced behaviour embedded within an exchange relationship. 

In the Nigerian public sector, the mediating role of POS is particularly significant due to the 

prevalence of perceived neglect, bureaucratic rigidity, and leadership insensitivity. Employees in 

local government administrations often report feelings of alienation and disregard, stemming 

from inconsistent remuneration, poor communication, and favoritism (Adewale & Olatunde, 

2019). These perceptions weaken the psychological contract between employer and employee, 

leading to disengagement and reduced discretionary effort. Conversely, when public-sector 

organizations demonstrate tangible support—through regular salary payments, transparent 

policies, and fair workload distribution—employees perceive institutional care and reciprocate 

with heightened engagement and OCB (Eze, 2020; Okpara et al., 2019). 

Cultural factors further shape how POS operates as a mediator in Nigeria. In collectivist and high 

power-distance cultures, as identified by Hofstede (2001), employees place great value on 

relational warmth, hierarchical respect, and community belonging. Therefore, organizational 

support is often interpreted less in terms of material incentives and more as emotional and 

interpersonal acknowledgment. A supervisor’s respect, mentoring, or inclusion in decision-
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making processes may have greater motivational impact than financial rewards alone. This 

cultural nuance implies that effective organizational support in Nigerian institutions must extend 

beyond structural provisions to encompass relational and emotional engagement. 

The mediating power of POS thus lies in its ability to transform engagement from a personal 

experience into a socially meaningful behaviour. It converts psychological connection into 

visible acts of commitment and altruism. Without POS, engagement risks remaining an internal 

sentiment with limited behavioural expression; with POS, it becomes a collective force that 

drives organizational citizenship. 

2. Job Satisfaction as a Moderator 

While POS explains how engagement translates into OCB, Job Satisfaction (JS) determines how 

strongly this relationship holds under different emotional conditions. Job satisfaction, defined as 

the degree to which employees feel content with and positively evaluate their jobs (Spector, 

1997), operates as a moderator that amplifies or weakens the engagement–OCB link. In essence, 

satisfied employees are more likely to channel their engagement into constructive, voluntary 

behaviours, while dissatisfied employees may withhold effort even when engaged. 

The moderating role of job satisfaction can be explained through the Affective Events Theory 

(AET) (Weiss & Cropanzano, 1996), which posits that emotional reactions to workplace 

experiences shape behaviour. Engagement provides cognitive and motivational energy, but 

satisfaction supplies the emotional tone that determines whether that energy is expressed 

constructively. Satisfied employees experience psychological fulfillment and positive affect, 

which encourage prosocial actions such as cooperation, punctuality, and problem-solving—core 

dimensions of OCB. In contrast, engaged but dissatisfied employees may experience cognitive 

dissonance, leading to frustration or burnout rather than altruistic behaviour. 
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Empirical studies corroborate this interaction effect. Spector (1997) and Lee et al. (2015) found 

that job satisfaction amplifies the relationship between engagement and OCB by sustaining 

enthusiasm and commitment over time. Similarly, Bakker and Leiter (2010) argued that 

satisfaction provides emotional stability, which buffers employees against stress and enhances 

their willingness to assist others. In resource-constrained settings, where job challenges are 

inevitable, satisfaction acts as a psychological shield that converts engagement into sustained 

citizenship behaviour rather than exhaustion. 

In Nigeria’s public sector, however, low job satisfaction remains a pervasive issue. Factors such 

as inadequate pay, limited career growth, and poor recognition erode morale and weaken the 

motivational effects of engagement (Okpara et al., 2019). Public servants may display temporary 

engagement driven by intrinsic motivation but struggle to maintain discretionary effort without 

corresponding satisfaction. For example, a local government employee who enjoys community 

service (engagement) may initially volunteer for extra duties, but persistent delays in promotion 

or salary may dampen satisfaction and reduce long-term OCB. 

Moreover, the cultural context introduces unique dynamics in how satisfaction operates as a 

moderator. In collectivist environments, employees often derive satisfaction not solely from 

personal rewards but from group belonging, job stability, and perceived social contribution. 

Therefore, enhancing job satisfaction in Nigerian public institutions requires more than financial 

incentives—it necessitates relational satisfaction, where employees feel respected, involved, and 

valued as part of a communal purpose. Leadership behaviour plays a critical role here; managers 

who communicate appreciation, provide feedback, and demonstrate fairness foster emotional 

satisfaction that strengthens the engagement–OCB link. 

3. Interaction Between Mediators and Moderators 
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While POS and job satisfaction function independently, their effects often intersect. POS 

enhances job satisfaction by fostering trust and reducing uncertainty, while satisfaction, in turn, 

reinforces the positive behavioural outcomes of support. This synergy suggests that organizations 

seeking to strengthen engagement-driven OCB should pursue integrated strategies that address 

both structural and emotional needs. 

For instance, when employees receive supportive supervision (high POS) and are satisfied with 

their work environment, engagement translates more readily into citizenship behaviours. 

Conversely, when support or satisfaction is lacking, even highly engaged employees may 

disengage behaviourally. This interaction underscores that engagement alone is insufficient—it 

must be accompanied by an ecosystem of fairness, recognition, and well-being to yield 

sustainable OCB. 

The Job Demands–Resources (JD-R) model also aligns with this interactional perspective, 

framing POS as a resource that mitigates job demands and job satisfaction as an outcome that 

stabilizes motivation. Both variables together serve as mechanisms that convert engagement into 

OCB through a balance of cognitive, emotional, and social reinforcement. 

4. Implications for the Nigerian Public Sector 

The mediating and moderating mechanisms outlined above have profound implications for 

public-sector reform in Nigeria. Chronic disengagement, low satisfaction, and perceived neglect 

have long undermined service delivery and morale at the local government level. Introducing 

policies that strengthen organizational support—through transparent appraisal systems, 

consistent remuneration, and participatory management—can restore trust and psychological 

reciprocity. Likewise, fostering job satisfaction through recognition, skill development, and 

inclusive culture can amplify engagement’s behavioural outcomes. 
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Such interventions go beyond motivational rhetoric; they represent structural and ethical 

imperatives for governance. By institutionalizing support and satisfaction, Nigerian public 

institutions can transform engagement from an abstract construct into a tangible driver of OCB—

enhancing not only organizational efficiency but also the integrity and credibility of public 

service. 

 

5. Conclusion 

In conclusion, the engagement–OCB relationship is best understood through the mediating 

influence of Perceived Organizational Support and the moderating role of Job Satisfaction. POS 

serves as the emotional and cognitive conduit that translates engagement into prosocial 

behaviour, while satisfaction provides the affective stability that sustains it. In Nigeria’s public 

sector, where structural and cultural barriers persist, embedding these psychological mechanisms 

into management practice is essential for cultivating an engaged and civically responsible 

workforce. Ultimately, organizations that support, satisfy, and empower their employees will 

reap the benefits of not only improved performance but also enhanced citizenship behaviour—an 

indispensable ingredient for institutional excellence. 

2.1.18 Empirical Evidence and Contextual Insights 

Empirical research across diverse cultural and organizational contexts consistently demonstrates 

that employee engagement and organizational citizenship behaviour (OCB) are mutually 

reinforcing constructs that jointly enhance organizational performance, innovation, and cohesion. 

Over the past two decades, a substantial body of scholarship has investigated the engagement–

OCB linkage, revealing a robust positive correlation across public, private, and non-profit 

institutions. This empirical evidence confirms that when employees are emotionally connected to 

their work and organizational mission, they are more inclined to engage in discretionary, 
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prosocial behaviours that transcend formal job descriptions (Bakker & Demerouti, 2007; Saks, 

2006). 

A growing number of studies in both developed and developing contexts support this 

relationship. For example, Seboni et al. (2021) reported a significant positive relationship 

between employee engagement and OCB among South African public servants. Their findings 

indicated that employees who felt psychologically empowered and recognized by their 

supervisors were more willing to engage in civic virtue and altruistic behaviours, such as 

assisting colleagues and participating in organizational development initiatives. The study further 

revealed that organizational support and fair leadership were mediating factors that strengthened 

this relationship. This aligns with Social Exchange Theory (SET) (Blau, 1964), which posits that 

employees reciprocate positive treatment with commitment and extra-role behaviour. 

Similarly, Ongori et al. (2019) examined the engagement–OCB relationship among employees in 

Kenya’s public administration and found that highly engaged workers exhibited greater 

teamwork, loyalty, and voluntary participation in community outreach programs. The researchers 

attributed this to intrinsic motivation and perceived alignment between individual and 

organizational goals. Employees who viewed their work as meaningful and impactful were more 

likely to engage in OCB, thereby improving service delivery outcomes. These findings resonate 

with the Job Demands–Resources (JD-R) model (Bakker & Demerouti, 2007), which suggests 

that the presence of adequate job resources—such as autonomy, feedback, and social support—

stimulates engagement and, consequently, discretionary behaviours that benefit the organization. 

In the Nigerian context, studies have provided strong empirical support for the engagement–

OCB nexus within public-sector institutions. Okpara et al. (2019) discovered that local 

government employees who demonstrated high engagement levels were significantly more likely 
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to exhibit OCB, particularly in areas such as teamwork, punctuality, and voluntary participation 

in community-based projects. The study emphasized that emotional connection to work and 

perceived fairness in supervisory relationships were key drivers of both engagement and 

citizenship behaviours. Similarly, Eze (2020) found that engaged public-sector employees 

displayed higher levels of initiative, volunteerism, and innovation—behaviours central to the 

operationalization of OCB. According to the study, engagement acted as a psychological 

catalyst, encouraging employees to view their roles not merely as administrative duties but as 

avenues for contributing to societal well-being. 

Furthermore, Okonkwo and Chukwu (2021) investigated the mediating role of organizational 

support in the engagement–OCB relationship among Nigerian civil servants. Their findings 

confirmed that when employees perceive that their contributions are recognized and their well-

being valued, they reciprocate with increased engagement and citizenship behaviour. This 

underscores the role of perceived organizational support as a psychological bridge linking 

engagement to OCB. Similarly, Adewale and Olatunde (2019) argued that leadership credibility, 

transparency, and participatory management significantly influence engagement, which in turn 

drives OCB in Nigerian public institutions. Employees who trust their leaders and perceive 

fairness in promotions and rewards are more likely to engage in altruistic acts and civic 

participation within the organization. 

Beyond Nigeria, a broader African perspective reveals comparable patterns. Mubarak et al. 

(2020) examined the Pakistani banking sector and reported a direct, positive influence of 

employee engagement on OCB. Their findings echo the proposition that engagement is an 

emotional and motivational precursor to citizenship behaviour. Similarly, Ahmad et al. (2019) 

demonstrated in the Pakistani higher education context that engaged faculty members were more 
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inclined to support institutional goals, mentor colleagues, and volunteer for academic 

committees—behaviours analogous to OCB. Collectively, these studies confirm the universality 

of the engagement–OCB linkage across diverse cultural and occupational settings. 

However, while the benefits of engagement and OCB are well documented, several scholars 

have also cautioned against potential negative outcomes when these behaviours are mismanaged 

or exploited. Bolino and Turnley (2005) argued that excessive engagement in OCB—particularly 

when unrecognized or unrewarded—may lead to burnout, stress, and perceived inequity among 

employees. Workers who consistently perform beyond their prescribed roles without adequate 

recognition may experience “citizenship fatigue,” which diminishes long-term motivation. 

Similarly, Vigoda-Gadot (2007) noted that OCB can sometimes be misinterpreted as impression 

management rather than genuine altruism, especially in politically charged or hierarchical 

organizational environments. This phenomenon is especially relevant in public-sector 

institutions, where favoritism and nepotism may distort perceptions of fairness. 

In the Nigerian public service context, these challenges are particularly pronounced. Persistent 

bureaucratic bottlenecks, limited resources, and inadequate incentives often result in 

disengagement, which suppresses the exhibition of OCB. Moreover, political interference and 

opaque evaluation systems can demotivate employees from contributing beyond their formal 

responsibilities. As Adewale and Olatunde (2019) observed, the prevalence of favoritism and 

lack of recognition in promotions discourage employees from exhibiting discretionary efforts, as 

such behaviours are rarely acknowledged or rewarded. Thus, for OCB to thrive, organizational 

structures must ensure fairness, transparency, and psychological safety. 

Nevertheless, there are notable exceptions where institutional reforms have produced positive 

engagement–OCB outcomes. For example, in states where local governments have implemented 
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participatory management practices and transparent reward systems, employees have shown 

higher engagement levels and willingness to perform extra-role tasks. This suggests that 

contextual factors—such as institutional culture, leadership integrity, and resource availability—

play a crucial role in shaping the expression of engagement and citizenship behaviours. The 

Nigerian experience therefore reinforces the view that engagement is not merely an individual 

disposition but a systemic outcome influenced by organizational design and governance. 

Cross-cultural studies further reveal that societal norms and cultural dimensions moderate how 

engagement and OCB are expressed. Hofstede’s (2001) cultural model highlights that Nigeria, 

like many African societies, exhibits high power distance and collectivist tendencies. In such 

environments, employees may engage in OCB primarily to maintain group harmony or to 

demonstrate respect for authority, rather than out of individual initiative. This contrasts with 

Western contexts, where OCB often stems from personal autonomy and self-determination. 

Understanding these cultural nuances is essential for designing engagement strategies that 

resonate with local values and expectations. 

Overall, the empirical literature confirms that employee engagement functions as a psychological 

antecedent to OCB across varied institutional and cultural settings. Engaged employees are more 

likely to display voluntary helping, cooperation, and civic virtue behaviours that contribute to 

organizational sustainability. In African and particularly Nigerian public-sector contexts, this 

relationship is shaped by organizational support, fairness, and leadership style. However, to 

sustain the positive cycle of engagement and citizenship, organizations must adopt a balanced 

approach—encouraging discretionary behaviour while preventing exploitation and 

overextension. Effective engagement strategies should therefore integrate recognition 

mechanisms, equitable workload distribution, and psychological well-being initiatives. 
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In conclusion, empirical evidence overwhelmingly validates the interdependence of employee 

engagement and OCB. While engagement provides the motivational foundation, OCB represents 

its behavioural manifestation. Together, they create a virtuous cycle that enhances performance, 

innovation, and trust within organizations. For Nigeria’s public institutions, where service 

quality and accountability remain critical challenges, fostering engagement-driven OCB can 

serve as a transformative mechanism for improving governance and rebuilding public 

confidence. Future research should therefore focus on longitudinal analyses and mixed-method 

approaches to capture the dynamic and context-sensitive nature of this relationship, ensuring that 

theoretical insights translate into practical interventions for sustainable organizational 

development. 

Summary 

In summary, the extant literature consistently underscores employee engagement as the 

psychological foundation for organizational citizenship behaviour (OCB), with both constructs 

jointly representing the human and behavioural engines of organizational performance. 

Engagement embodies employees’ cognitive, emotional, and behavioural investment in their 

work roles, while OCB reflects the outward behavioural expression of that engagement through 

voluntary, prosocial actions that enhance organizational effectiveness. Together, they illustrate 

how intrinsic motivation and organizational commitment coalesce into behaviours that drive 

efficiency, innovation, and institutional resilience. 

2.1.19 Integrating Theoretical Perspectives 

Understanding the intricate relationship between employee engagement and organizational 

citizenship behaviour (OCB) requires a multidisciplinary theoretical foundation. The literature 

demonstrates that these constructs are shaped by cognitive, emotional, and social dynamics that 

are best explained through multiple, interrelated frameworks. Three dominant theoretical 
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perspectives underpin this discourse: Social Exchange Theory (SET) (Blau, 1964), the Job 

Demands–Resources (JD-R) Model (Bakker & Demerouti, 2007), and Organizational Justice 

Theory (Greenberg, 1987). Together, these frameworks provide a comprehensive lens for 

analyzing how workplace conditions, leadership practices, and employee perceptions converge to 

produce engagement and discretionary behaviour—particularly within the complex realities of 

Nigeria’s public sector institutions. 

1. Social Exchange Theory (SET): Engagement as Reciprocity 

At the heart of Social Exchange Theory lies the principle of reciprocity, which posits that 

relationships—whether personal or professional—are sustained through mutual trust, fairness, 

and the expectation of return (Blau, 1964). Applied to the workplace, SET suggests that when 

employees perceive favorable treatment from their organization—such as support, recognition, 

and respect—they feel an intrinsic obligation to reciprocate with positive attitudes and 

behaviours. In this framework, employee engagement represents a psychological response to 

perceived organizational investment, while OCB reflects the behavioural expression of this 

reciprocity. 

Engagement, under the SET paradigm, functions as a social currency. Employees interpret 

supportive practices—such as fair performance appraisal, transparent communication, and 

empathetic leadership—as investments in their well-being. In return, they “repay” the 

organization through heightened commitment, diligence, and citizenship behaviours that enhance 

collective outcomes. Saks (2006) empirically validated this principle, demonstrating that 

engagement mediates the relationship between perceived organizational support and OCB. In 

other words, employees who feel emotionally connected and valued engage more deeply with 

their work and voluntarily contribute beyond contractual obligations. 
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Within the Nigerian public sector, SET provides a compelling explanation for both 

disengagement and proactive behaviour. Public servants who perceive neglect, inequity, or 

favoritism often respond with indifference, absenteeism, or passive compliance—forms of 

negative reciprocity. Conversely, when local government employees experience fair treatment, 

participatory decision-making, or career development opportunities, they reciprocate through 

punctuality, teamwork, and civic-oriented behaviour (Okpara et al., 2019; Eze, 2020). Thus, SET 

emphasizes that engagement is not merely an individual disposition but a socially constructed 

reaction shaped by the perceived quality of organizational–employee exchanges. 

However, a critique of SET lies in its assumption of symmetrical reciprocity. In resource-

constrained environments like Nigeria’s local governments—where promotions are politicized 

and recognition is inconsistent—employees may continue to demonstrate OCB out of cultural 

duty, religious ethics, or intrinsic motivation rather than calculated reciprocity. This indicates 

that while SET remains foundational, it must be contextualized to incorporate non-material and 

collectivist values that drive prosocial behaviour in African workplaces. 

2. The Job Demands–Resources (JD-R) Model: Balancing Strain and Support 

The JD-R model offers a complementary psychological and motivational framework for 

understanding engagement and OCB. Developed by Bakker and Demerouti (2007), the model 

proposes that engagement emerges when job resources—such as autonomy, feedback, supportive 

leadership, and recognition—offset job demands like workload pressure, role ambiguity, or 

interpersonal conflict. In essence, engagement flourishes in environments where resources 

replenish employees’ energy and psychological capital, while excessive demands deplete them, 

leading to burnout and withdrawal. 
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Within this framework, job resources function as motivational enablers that fuel engagement 

and, consequently, OCB. Engaged employees exhibit vigor, dedication, and absorption—

dimensions that translate into tangible outcomes such as cooperation, innovation, and altruism 

(Schaufeli & Bakker, 2004). For example, a local government officer who receives timely 

feedback and autonomy in community project planning is likely to feel empowered and 

motivated, which can manifest as helping colleagues, volunteering for assignments, or ensuring 

citizen satisfaction. 

The JD-R model is particularly relevant to the Nigerian public sector, where structural and 

psychological job demands are pervasive. Employees often face underfunding, inadequate tools, 

ambiguous reporting lines, and political interference (Adewale & Olatunde, 2019). These 

demands elevate stress and disengagement unless mitigated by supportive supervisors, fair 

workloads, and professional development opportunities. When such resources are present—even 

modestly—employees exhibit renewed commitment and discretionary effort, consistent with the 

JD-R proposition that engagement mediates the relationship between resources and performance. 

Furthermore, the JD-R model underscores the dual process of employee well-being: the 

motivational pathway (resources enhance engagement) and the health-impairment pathway 

(demands cause exhaustion). In Nigeria’s local government system, the imbalance between these 

pathways explains the prevalence of low engagement. Addressing this requires deliberate 

managerial interventions—such as workload redistribution, mentoring programs, and feedback 

mechanisms—to amplify the resource side of the equation. Through this lens, OCB can be 

interpreted as the visible manifestation of a healthy balance between job resources and demands, 

where employees willingly extend effort because they feel psychologically equipped and 

supported. 
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Nonetheless, a limitation of the JD-R model is its partial neglect of cultural and institutional 

influences. While it effectively explains individual motivation, it may underestimate how 

collective norms, political patronage, and systemic corruption shape perceptions of job resources 

and fairness. Therefore, integrating JD-R with social and cultural frameworks provides a more 

comprehensive explanation of engagement within African public institutions. 

 

3. Organizational Justice Theory: The Fairness Imperative 

The Organizational Justice Theory (OJT), advanced by Greenberg (1987), provides a normative 

and ethical dimension to understanding engagement and OCB. It posits that employees evaluate 

their workplace experiences through the lens of fairness, encompassing three dimensions: 

distributive justice (fairness of outcomes), procedural justice (fairness of processes), and 

interactional justice (fairness in interpersonal treatment). These perceptions directly influence 

employees’ emotional states, trust in leadership, and willingness to go beyond formal duties. 

In organizations where justice prevails, employees perceive their environment as predictable, 

respectful, and morally legitimate—conditions that foster psychological safety and engagement. 

This sense of fairness strengthens employees’ identification with the organization, motivating 

them to contribute extra-role behaviours that promote collective welfare. In contrast, perceived 

injustice disrupts trust, triggers cynicism, and diminishes OCB. Employees subjected to 

favoritism or opaque decision-making often respond with withdrawal or passive resistance, 

undermining organizational cohesion. 

In the Nigerian public sector, the relevance of OJT cannot be overstated. Widespread perceptions 

of nepotism, corruption, and inequity have eroded employee morale across local government 

administrations (Eze, 2020). When promotions and appointments are based on political 
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connections rather than merit, employees disengage, viewing their efforts as inconsequential. 

Conversely, institutions that implement transparent promotion criteria, equitable workload 

distribution, and open communication cultivate trust and engagement. Such environments 

empower employees to internalize organizational values and demonstrate OCB through 

conscientiousness, courtesy, and civic virtue. 

Organizational Justice Theory thus bridges the psychological and ethical dimensions of 

engagement. It reveals that engagement and OCB are not merely productivity mechanisms but 

reflections of institutional integrity. When employees experience fairness, they feel morally 

obligated to reciprocate with commitment and altruism. In this sense, justice operates as both a 

precursor and amplifier of engagement, reinforcing the other two theories’ emphasis on 

reciprocity and resources. 

 

4. Toward a Theoretical Integration 

Taken together, these three theories—SET, JD-R, and OJT—offer a synergistic framework for 

understanding engagement and OCB as mutually reinforcing phenomena. SET explains the 

relational basis of engagement through reciprocity; JD-R elucidates the psychological 

mechanisms through which resources translate into energy and motivation; and OJT provides the 

ethical foundation that sustains long-term commitment. When combined, they depict engagement 

as a multidimensional process—socially grounded, resource-dependent, and fairness-driven—

that culminates in the emergence of OCB. 

In the context of Nigeria’s public sector, integrating these perspectives highlights that enhancing 

engagement and OCB requires a multi-level strategy. At the organizational level, fairness and 

justice must be institutionalized through transparent HR policies and accountable leadership. At 
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the managerial level, supervisors must provide emotional and instrumental support that mitigates 

job demands. At the individual level, employees must perceive reciprocity in their relationship 

with the organization, fostering a cycle of engagement and discretionary effort. 

This integrated model also has practical implications: cultivating engagement in the Nigerian 

public sector is not merely a motivational challenge but a systemic reform imperative. 

Addressing structural injustices, improving leadership ethics, and balancing job demands with 

adequate resources can create the psychological conditions necessary for OCB to thrive. 

 

5. Conclusion 

In sum, the synthesis of SET, JD-R, and Organizational Justice Theory provides a robust 

theoretical scaffolding for understanding the engagement–OCB relationship. Engagement 

emerges as both a psychological condition and a social contract, sustained by fairness, resources, 

and reciprocal trust. Within the Nigerian public service, applying these frameworks can inform 

reforms that humanize bureaucracy, strengthen institutional ethics, and inspire public servants to 

act as responsible organizational citizens. Ultimately, these theories converge on a central 

principle: when employees feel respected, resourced, and recognized, they do not merely fulfill 

their duties—they embody the moral and civic virtues that sustain organizational excellence. 

Synthesizing Empirical Insights 

Empirical research across both global and African contexts provides consistent evidence 

supporting the theoretical linkage between employee engagement and organizational citizenship 

behaviour (OCB). The convergence of findings across regions underscores a universal pattern: 

when employees are emotionally invested, psychologically present, and feel valued within their 

organizations, they are more likely to engage in discretionary behaviours that go beyond formal 
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job expectations. These behaviours—ranging from altruism and teamwork to civic virtue and 

sportsmanship—serve as catalysts for organizational efficiency, innovation, and social cohesion. 

2.1.20 Global Evidence: Engagement as a Behavioural Catalyst 

In global studies, engagement has repeatedly emerged as a predictor of OCB across diverse 

industries and cultural settings. For example, Saks (2006) found that employee engagement 

mediated the relationship between organizational support and OCB in North American 

workplaces. Employees who felt supported by their organizations reciprocated through 

voluntary, prosocial behaviours that enhanced organizational functioning. Similarly, Schaufeli 

and Bakker (2004) demonstrated that engagement—characterized by vigor, dedication, and 

absorption—was associated with higher discretionary effort and lower turnover intentions. Their 

findings suggest that engagement operates as a motivational resource that energizes employees to 

act in the organization’s best interest even in the absence of direct rewards. 

Bakker and Leiter (2010) further emphasized that engagement strengthens employees’ intrinsic 

motivation by fulfilling their basic psychological needs for competence, autonomy, and 

relatedness. When these needs are met, employees experience a sense of meaningfulness and 

psychological ownership, which naturally extends to OCB. This link was later reinforced by 

empirical work conducted in Europe and Asia, where engaged employees demonstrated stronger 

interpersonal cooperation and greater resilience under stress (Tricahyadinata et al., 2020; Wang 

& Chen, 2020). These findings collectively affirm the cross-cultural relevance of engagement as 

a behavioural catalyst that transforms motivation into voluntary, citizenship-oriented actions. 

2.1.21 African Empirical Evidence: Contextualizing the Engagement–OCB Link 

In the African context, research has increasingly validated the positive association between 

engagement and OCB, albeit with culturally and institutionally distinctive nuances. Studies from 

South Africa, Kenya, and Nigeria are particularly illuminating in this regard. 
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Seboni et al. (2021) examined South African public servants and found that engagement 

significantly predicted OCB dimensions such as civic virtue and sportsmanship. Engaged 

employees demonstrated stronger interdepartmental cooperation, respect for colleagues, and 

resilience in the face of bureaucratic challenges. Importantly, the study revealed that engagement 

is not merely an individual attribute but a social construct shaped by collective work culture and 

organizational norms. In settings where teamwork and interpersonal harmony are valued, 

engaged employees are more likely to channel their energy into group-oriented behaviours that 

foster institutional stability. 

Similarly, Ongori et al. (2019) investigated engagement and OCB among Kenyan employees and 

reported a strong positive correlation between the two constructs. The study identified 

supervisory support, recognition, and organizational justice as critical antecedents of 

engagement. Employees who perceived fairness and recognition in their workplaces displayed 

greater altruism and willingness to assist colleagues, even when such actions were outside formal 

job descriptions. These findings align with Social Exchange Theory (SET) (Blau, 1964), which 

posits that employees reciprocate favorable treatment with positive attitudes and behaviours, 

including OCB. 

In Nigeria, studies by Okpara et al. (2019) and Eze (2020) provide robust empirical evidence 

reinforcing this link within the public sector. Okpara et al. (2019) observed that engaged 

employees in local government administrations exhibited higher levels of teamwork, initiative, 

and volunteerism—key dimensions of OCB. The study concluded that engagement enhances 

employees’ sense of belonging and moral obligation to contribute to organizational goals. 

Similarly, Eze (2020) found that participatory decision-making, supportive supervision, and 

opportunities for professional development fostered engagement and subsequently promoted 
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OCB among Nigerian civil servants. These findings highlight that engagement is a powerful 

psychological resource capable of counteracting the demotivating effects of bureaucratic 

inefficiency, low pay, and political interference. 

Cultural Context and Behavioural Nuances 

Despite the general consistency of findings across regions, the nature and expression of OCB in 

African contexts differ significantly from those observed in Western organizations. Africa’s 

collectivist cultural orientation, combined with high power-distance structures (Hofstede, 2001), 

shapes how engagement translates into citizenship behaviour. In Western settings, OCB often 

reflects individual initiative and self-driven motivation to improve organizational processes. 

However, in African societies, OCB tends to be relationally grounded—motivated by communal 

values, loyalty to superiors, and respect for hierarchy rather than self-expression or personal 

agency. 

For instance, Nigerian public servants may demonstrate OCB through compliance, courtesy, or 

cooperative behaviour designed to preserve group harmony rather than challenge inefficiency. 

Such behaviours are often rooted in cultural norms emphasizing obedience and social cohesion. 

This implies that the motivational drivers of OCB in African contexts may not always align with 

those assumed in Western theories. Hence, a contextually adaptive model of engagement is 

needed—one that integrates cultural values, socio-political realities, and organizational dynamics 

to better explain and predict OCB in African workplaces. 

Moreover, the intersection of traditional and modern work values complicates the engagement–

OCB relationship in African institutions. Younger employees exposed to global management 

ideals often value autonomy, recognition, and innovation, while older employees socialized in 

hierarchical bureaucracies may prioritize stability and conformity. The coexistence of these value 
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systems creates a dual motivational structure within organizations, where engagement and OCB 

are mediated by generational, cultural, and institutional factors. Future research should, 

therefore, explore how these dynamics influence the manifestation of citizenship behaviour in 

multicultural and multi-generational African organizations. 

Leadership and Organizational Climate as Enablers 

Empirical studies consistently identify leadership style and organizational climate as pivotal 

enablers of engagement and OCB. Transformational leadership, characterized by inspiration, 

vision, and individualized consideration, has been shown to significantly enhance engagement 

across sectors (Bakker & Demerouti, 2007). In Nigeria, where public institutions often suffer 

from low morale and weak accountability, transformational leaders can serve as change agents 

who foster psychological safety and empower employees to contribute beyond their formal roles. 

For example, participatory leaders who involve subordinates in decision-making create a sense 

of ownership and inclusion, both of which stimulate engagement and voluntary effort. 

Conversely, authoritarian leadership—prevalent in many Nigerian bureaucracies—tends to 

suppress initiative and reinforce disengagement. Therefore, leadership development programs 

emphasizing empathy, communication, and ethical governance could play a critical role in 

cultivating the psychological environment necessary for OCB. 

The organizational climate—defined by fairness, transparency, and trust—also mediates the 

engagement–OCB relationship. Studies in Nigeria have demonstrated that employees who 

perceive procedural fairness and respect from superiors exhibit stronger engagement and 

cooperative behaviour (Okpara et al., 2019). Conversely, environments characterized by 

favoritism, opaque decision-making, and poor feedback mechanisms breed disengagement and 
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cynicism. Thus, institutional reforms that promote justice, equity, and accountability are essential 

for translating engagement into sustained citizenship behaviour. 

Challenges and Emerging Insights 

While empirical evidence overwhelmingly supports a positive engagement–OCB linkage, 

emerging studies caution that the relationship may not always be linear. Excessive expectations 

for OCB without adequate recognition or support can lead to citizenship fatigue—a condition 

where employees feel exploited or emotionally drained due to continuous voluntary effort 

(Bolino & Turnley, 2005). In the Nigerian public sector, where resource constraints and 

managerial inefficiencies are prevalent, unregulated expectations of OCB could exacerbate 

burnout and turnover. Therefore, organizations must strike a balance between encouraging 

citizenship and maintaining employee well-being through fair workload distribution and 

recognition systems. 

Another insight from recent empirical work is that technological transformation—such as e-

governance and digital record management—has begun to reshape engagement patterns in the 

public sector. Employees exposed to technology-driven work environments exhibit different 

engagement dynamics, including higher autonomy but also potential digital fatigue. Future 

empirical studies could explore how digitalization affects the engagement–OCB nexus, 

especially within local government administrations transitioning to digital governance. 

In synthesis, empirical evidence from global and African contexts confirms that employee 

engagement functions as both a psychological state and a behavioural catalyst, directly 

influencing the expression of OCB. However, this relationship is mediated by cultural norms, 

leadership practices, and organizational climate. In Nigeria’s public sector, engagement emerges 
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not merely as an HR construct but as a governance imperative—capable of transforming 

bureaucratic institutions into responsive, citizen-oriented entities. 

The synthesis of findings underscores the need for a contextually grounded model of engagement 

that reflects African socio-cultural realities while embracing universal principles of fairness, 

empowerment, and recognition. Ultimately, the evidence suggests that when public employees 

feel emotionally connected, psychologically safe, and organizationally valued, they are far more 

likely to transcend the boundaries of their job descriptions—acting not just as workers, but as 

citizens within the organization, and by extension, within the nation they serve. 

Implications for the Nigerian Public Sector 

The implications of employee engagement and organizational citizenship behaviour (OCB) for 

the Nigerian public sector—particularly at the local government level—are both profound and 

transformative. Local governments represent the closest administrative interface between the 

state and citizens, responsible for grassroots service delivery, community development, and the 

implementation of public policies. Yet, they remain the weakest link in Nigeria’s governance 

architecture, often constrained by bureaucratic rigidity, political interference, and chronic 

underperformance (Adewale & Olatunde, 2019). Understanding how engagement and OCB 

interact within this context is therefore critical to revitalizing the effectiveness, accountability, 

and legitimacy of local governance. 

1. Diagnosing the Structural and Cultural Challenges 

The Nigerian public sector is characterized by a deeply entrenched bureaucratic culture inherited 

from colonial administrative traditions. This structure, while intended to ensure order and 

procedural compliance, has over time become synonymous with inefficiency and inertia. 

Decision-making is centralized, communication flows vertically, and innovation is often 
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suppressed by fear of authority and rigid adherence to hierarchy. Within such an environment, 

employee engagement tends to be minimal because individuals perceive limited control, 

recognition, or opportunity for advancement. 

Political interference further exacerbates disengagement. Appointments and promotions in many 

local governments are often influenced by patronage networks rather than merit, eroding trust 

and demotivating employees (Eze, 2020). Inconsistent remuneration and delayed salary 

payments—common in several Nigerian states—undermine employees’ psychological contract 

with their employers, leading to cynicism and withdrawal behaviours. When workers perceive 

inequity in reward distribution or lack of transparency in administrative decisions, they 

disengage emotionally and cognitively, performing only the minimum required tasks. 

At the cultural level, Nigeria’s high power-distance orientation (Hofstede, 2001) discourages 

open communication and feedback. Subordinates often hesitate to question superiors or suggest 

improvements, even when inefficiencies are apparent. This hierarchical distance limits 

participatory decision-making and stifles creativity—two factors strongly associated with 

engagement. Additionally, collectivist values, while fostering group loyalty, can inadvertently 

promote complacency when peer norms discourage exceptional performance that might “stand 

out” from the group. These contextual realities form the backdrop against which engagement and 

OCB must be cultivated and sustained. 

2. Engagement as a Catalyst for Transformational Governance 

Despite these challenges, deliberate investment in employee engagement offers a pathway for 

systemic transformation in Nigeria’s public sector. Engaged employees are psychologically 

present, motivated, and emotionally aligned with organizational goals (Kahn, 1990; Schaufeli & 

Bakker, 2004). They derive meaning from their work and see their roles as integral to societal 
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well-being rather than mere compliance with bureaucratic procedures. In this sense, engagement 

becomes not only a motivational construct but also a form of civic consciousness that strengthens 

governance. 

At the local government level, engaged employees are more likely to exhibit citizenship 

behaviours such as punctuality, volunteering for extra tasks, mentoring colleagues, and 

participating in community outreach programs. These discretionary actions enhance service 

delivery and improve citizen satisfaction—two critical indicators of institutional legitimacy 

(Okpara et al., 2019). For example, when local health officers, engineers, or administrative staff 

demonstrate initiative and responsiveness, citizens perceive government as caring and 

competent, fostering public trust. Over time, this virtuous cycle of engagement and OCB 

contributes to a more accountable and people-oriented governance system. 

The Social Exchange Theory (SET) provides a useful lens for interpreting this phenomenon. 

According to SET (Blau, 1964), when employees perceive that their organization values and 

supports them, they reciprocate through positive behaviours that go beyond formal job 

descriptions. In the Nigerian public sector, where resource constraints limit financial incentives, 

non-monetary forms of support—such as recognition, fairness, and empowerment—can serve as 

powerful motivators. When employees feel respected and involved in decision-making, they 

develop a sense of ownership and are more likely to demonstrate OCB, contributing to 

institutional efficiency despite systemic limitations. 

3. Building a Foundation of Fairness, Transparency, and Ethical Leadership 

To sustain engagement-driven OCB, structural reforms must prioritize fairness and transparency 

in human resource management. Promotions, performance evaluations, and rewards should be 

anchored on objective criteria rather than political affiliations or ethnic considerations. This is 
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particularly crucial in Nigeria, where perceived injustice often leads to apathy, absenteeism, and 

corruption. Institutionalizing procedural justice—where employees believe that decision-making 

processes are impartial and consistent—creates a sense of trust that fuels engagement (Niehoff & 

Moorman, 1993). 

Leadership plays an equally pivotal role. Transformational and ethical leaders, who 

communicate a compelling vision, model integrity, and empower subordinates, foster 

psychological safety and intrinsic motivation (Bakker & Demerouti, 2007). In contrast, 

authoritarian or transactional leadership styles, still prevalent in many government offices, 

perpetuate compliance rather than commitment. Leadership training programs focused on 

emotional intelligence, servant leadership, and participatory management could therefore reshape 

the managerial ethos of local governments, creating environments conducive to engagement and 

citizenship behaviour. 

4. The Centrality of Capacity Building and Professional Development 

A sustained culture of engagement also depends on capacity building and professional 

development. Employees who perceive opportunities for growth and learning are more likely to 

invest effort and creativity in their work (Eze, 2020). Unfortunately, many Nigerian local 

governments lack systematic training and development frameworks, leaving employees 

professionally stagnant. Establishing continuous education programs, mentorship initiatives, and 

competency-based training would not only enhance skill levels but also signal organizational 

commitment to employees’ long-term careers. This perception of investment strengthens the 

psychological contract, increasing both engagement and OCB. 

Additionally, job design and autonomy should be reexamined. Allowing employees greater 

discretion in decision-making and problem-solving increases job meaningfulness—a key 
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antecedent of engagement (Hackman & Oldham, 1976). When local officials feel empowered to 

propose solutions rather than merely implement directives, they become active contributors to 

organizational improvement. This shift from passive compliance to proactive participation aligns 

with the ideals of modern public administration, where innovation and adaptability are essential 

for sustainable service delivery. 

5. Recognition, Empowerment, and the Role of Symbolic Rewards 

Recognition—whether financial or symbolic—serves as a cornerstone for sustaining engagement 

and OCB. Nigerian public-sector employees often express frustration not only over inadequate 

pay but also over the lack of appreciation for their efforts. Simple gestures such as 

commendation letters, employee-of-the-month awards, or public acknowledgment can 

significantly enhance morale and reinforce desired behaviours. Such symbolic rewards foster 

psychological empowerment, giving employees a sense of purpose and agency that transcends 

material incentives. 

Psychological empowerment operates as both a driver and a reward of engagement. Employees 

who feel trusted and valued internalize organizational goals and display greater resilience in 

overcoming challenges. Conversely, neglecting recognition risks reinforcing disengagement, 

cynicism, and learned helplessness—a state where employees feel that effort no longer 

influences outcomes. Therefore, institutionalizing formal recognition mechanisms is critical for 

nurturing a high-engagement, high-performance public service culture. 

6. Policy and Managerial Implications 

The broader policy implication is that enhancing engagement and OCB is not solely an HR issue 

but a governance reform agenda. Ministries, departments, and local councils should embed 

engagement principles into civil service regulations, emphasizing participatory management, 
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transparency, and accountability. Human resource departments must move beyond 

administrative record-keeping to adopt strategic HRM approaches that prioritize employee 

motivation, inclusion, and well-being. Moreover, collaboration with development partners and 

professional bodies could facilitate leadership training, digitalization of personnel management, 

and the adoption of performance-based appraisal systems. 

On a managerial level, engagement-driven OCB provides a low-cost, high-impact strategy for 

improving productivity without significant financial expenditure. By cultivating psychological 

commitment rather than enforcing compliance, managers can leverage intrinsic motivation to 

achieve sustainable performance gains. This shift from control-oriented to engagement-oriented 

management is particularly pertinent in resource-constrained public organizations, where 

budgetary limitations often preclude extensive incentives. 

Conclusion 

In conclusion, the relationship between employee engagement and OCB holds transformative 

potential for Nigeria’s public sector. Engagement serves as the psychological engine that drives 

discretionary citizenship behaviours, while OCB operationalizes engagement into tangible 

outcomes such as improved teamwork, innovation, and service quality. For local governments, 

where inefficiency and public distrust persist, fostering engagement through fairness, leadership 

development, and recognition could catalyze institutional renewal. 

By aligning organizational structures with human motivation, Nigeria’s public institutions can 

move beyond bureaucratic inertia toward a more responsive, transparent, and citizen-centered 

governance model. Ultimately, engagement and OCB are not peripheral concepts but central 

pillars of sustainable administrative reform—tools for rebuilding public confidence and 

enhancing the moral legitimacy of government at all levels. 
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Balancing Engagement and OCB 

While the benefits of engagement and OCB are undeniable, the literature also cautions against 

potential drawbacks if these constructs are mismanaged. Excessive or unrecognized citizenship 

behaviour can lead to citizenship fatigue or burnout (Bolino & Turnley, 2005). Employees who 

continually go beyond expectations without adequate support or rest may experience emotional 

exhaustion and declining productivity. In resource-constrained public-sector environments, 

where workloads are already high, encouraging OCB without balancing job demands may 

inadvertently contribute to stress and turnover. Therefore, organizational policies should aim to 

balance performance expectations with well-being initiatives, ensuring that engagement remains 

sustainable. 

Conceptual Contributions and Practical Relevance 

This literature review contributes conceptually by establishing employee engagement as an 

antecedent and enabler of OCB, particularly within the unique socio-cultural and administrative 

contexts of developing countries. It integrates psychological, behavioural, and contextual 

dimensions to provide a holistic understanding of how internal motivation transforms into 

collective organizational outcomes. Practically, it highlights that engagement and OCB are not 

mere HR buzzwords but strategic levers for institutional reform, particularly in public 

governance systems striving for efficiency and credibility. 

For    management practitioners, the key takeaway is that engagement cannot be mandated 

through policy alone; it must be cultivated through culture—one that values inclusion, fairness, 

and trust. For policymakers, engagement-driven OCB represents a cost-effective mechanism for 

improving service quality without necessarily increasing expenditure. By fostering environments 
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that empower employees, Nigeria’s public institutions can unleash latent potential that currently 

remains constrained by outdated administrative practices. 

 

3.1 Future Research Directions 

While the extant literature provides compelling evidence on the positive relationship between 

employee engagement and organizational citizenship behaviour (OCB), several gaps remain that 

merit deeper scholarly exploration. Much of the existing research has been conducted within 

Western or private-sector contexts, with limited attention given to developing economies such as 

Nigeria and other sub-Saharan African nations. Consequently, there is a need for more context-

sensitive, methodologically rigorous, and longitudinal investigations that can unravel the 

complex, multi-layered mechanisms linking engagement and OCB within these socio-economic 

environments. 

1. Contextualizing Engagement and OCB in Sub-Saharan Africa 

One major research gap concerns the contextual understanding of engagement and OCB in 

African workplaces. Most of the dominant theories—such as Social Exchange Theory (SET), the 

Job Demands–Resources (JD-R) model, and Organizational Justice Theory—originate from 

Western organizational settings characterized by individualistic cultures, stable economies, and 

formalized institutions. In contrast, sub-Saharan Africa exhibits distinct socio-cultural features 

such as collectivism, high power distance, and strong community-oriented values (Hofstede, 

2001). These cultural attributes influence how employees perceive engagement, motivation, and 

organizational citizenship. 

Future research should therefore investigate how African cultural dimensions, such as 

communalism, respect for hierarchy, and social reciprocity, mediate or moderate the 

engagement–OCB relationship. For example, do employees in collectivist cultures engage in 
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OCB primarily out of loyalty to their team or respect for authority rather than intrinsic 

motivation? Similarly, how do cultural values like “Ubuntu” (a Southern African philosophy 

emphasizing humanity and interconnectedness) shape the meaning and manifestation of OCB? 

Comparative studies across African nations could shed light on these questions and contribute to 

the development of indigenous theoretical models that reflect local realities rather than relying 

solely on Western frameworks. 

2. Methodological Advancements and Longitudinal Research 

A second critical gap concerns the methodological limitations of existing studies. Much of the 

empirical evidence on engagement and OCB in Africa relies on cross-sectional survey designs, 

which capture relationships at a single point in time. While such studies are valuable, they are 

limited in explaining the dynamic, evolving nature of engagement—a construct influenced by 

changing leadership styles, economic conditions, and organizational transformations. 

Future research should adopt longitudinal designs to explore how engagement develops and 

fluctuates over time and how these temporal changes affect OCB. For instance, does sustained 

engagement over several years predict stronger and more consistent citizenship behaviour, or do 

external factors such as policy reforms, leadership transitions, or economic crises weaken this 

relationship? Longitudinal data could help establish causality rather than mere correlation, 

offering more robust insights into the mechanisms linking engagement and OCB. 

Additionally, mixed-method research approaches—combining quantitative surveys with 

qualitative interviews or ethnographic observation—would yield a richer understanding of 

employee experiences. Qualitative insights can uncover subtle psychological and emotional 

processes that numerical data may overlook, such as perceptions of fairness, trust, and belonging. 

In Nigeria’s public sector, where bureaucratic cultures and political influences shape workplace 
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behaviour, qualitative studies could provide nuanced explanations of how engagement translates 

(or fails to translate) into citizenship behaviours in practice. 

3. Investigating Emerging Mediators and Moderators 

Future studies should also delve deeper into mediating and moderating variables that shape the 

engagement–OCB relationship. While previous research has identified perceived organizational 

support and job satisfaction as critical factors (Eisenberger et al., 1986; Saks, 2006), new 

workplace realities—such as digitization, hybrid work arrangements, and psychological well-

being—call for fresh perspectives. 

For instance, emotional intelligence (EI) has emerged as a significant psychological resource that 

enables employees to regulate emotions, empathize with colleagues, and sustain engagement 

even under stressful conditions (Goleman, 1998). Future research could explore how EI 

moderates the relationship between engagement and OCB, particularly in high-stress public-

sector environments where emotional resilience is essential. Similarly, psychological safety—the 

shared belief that one can take interpersonal risks without fear of punishment (Edmondson, 

1999)—could serve as an important mediator. When employees feel safe to express opinions and 

make mistakes, they are more likely to engage meaningfully and exhibit citizenship behaviours. 

Another emerging research direction involves examining digital work environments and their 

influence on engagement and OCB. The increasing use of technology in governance and 

administration—exemplified by e-governance initiatives in Nigeria—raises questions about how 

virtual communication, remote supervision, and digital overload affect engagement levels and 

citizenship behaviours. Do digital tools enhance engagement by promoting flexibility, or do they 

foster detachment through reduced social interaction? Understanding these dynamics is crucial in 

designing sustainable digital workplaces in the public sector. 
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4. Comparative and Cross-Sectoral Research 

A further gap lies in the lack of comparative research between public and private organizations, 

as well as across different regions of Nigeria. The organizational context—particularly the 

contrast between profit-driven enterprises and service-oriented bureaucracies—significantly 

affects employee motivation, accountability, and engagement. While private firms often 

emphasize performance-based rewards and innovation, public institutions are characterized by 

job security, hierarchical decision-making, and limited incentives. Future research could 

investigate whether the engagement–OCB relationship operates differently in these sectors and 

how institutional incentives or constraints shape the expression of citizenship behaviours. 

Moreover, comparative studies between Northern and Southern Nigerian regions could reveal 

how socio-political and cultural variations influence engagement and OCB. Factors such as 

ethnic diversity, religious values, and regional development disparities may produce unique 

workplace dynamics that either strengthen or weaken engagement-driven behaviours. Such 

regional analyses could help design targeted human resource interventions that reflect Nigeria’s 

complex socio-cultural mosaic. 

5. Expanding the Scope of OCB Outcomes 

While most studies have focused on the antecedents of OCB, future research should explore its 

outcomes at both individual and organizational levels. For instance, how does sustained 

citizenship behaviour influence employee well-being, burnout, and career satisfaction? Similarly, 

what impact does OCB have on organizational outcomes such as innovation, public trust, and 

service delivery efficiency? By adopting a multidimensional outcome approach, researchers can 

better assess the long-term sustainability of OCB and its broader implications for organizational 

effectiveness. 
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In addition, exploring the “dark side” of OCB warrants more attention. As Bolino and Turnley 

(2005) caution, excessive or coerced citizenship behaviour can lead to exploitation, resentment, 

and decreased motivation. Investigating these unintended consequences, especially in under-

resourced environments like local government councils, could provide critical insights into 

maintaining a balance between encouraging discretionary effort and preventing employee 

fatigue. 

6. Practical and Policy-Oriented Research 

Finally, future research should bridge the gap between theory and practice by focusing on 

evidence-based policy development. Studies that evaluate the effectiveness of engagement-

enhancement initiatives—such as participatory management programs, leadership training, or 

recognition systems—can inform practical strategies for reforming Nigeria’s public institutions. 

Collaborations between scholars, government agencies, and development partners could produce 

actionable frameworks that link research findings to public-sector reforms. 

For instance, experimental or quasi-experimental designs could test the impact of specific 

interventions (e.g., digital feedback platforms, mentorship programs, or team-based incentives) 

on engagement and OCB outcomes. This form of action research would contribute not only to 

academic theory but also to policy innovation in public administration. 

In conclusion, the future of engagement and OCB research in sub-Saharan Africa lies in 

methodological innovation, contextual adaptation, and interdisciplinary integration. Scholars 

must move beyond replication of Western models to develop localized frameworks that reflect 

Africa’s social realities, cultural dynamics, and governance challenges. By incorporating 

longitudinal, qualitative, and comparative methodologies, future studies can illuminate how 
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engagement evolves and how it translates into sustained citizenship behaviour in diverse 

organizational ecosystems. 

For Nigeria’s public sector, in particular, such research holds transformative potential. A deeper 

understanding of the psychological, cultural, and institutional drivers of engagement could 

inform strategies to revitalize public service delivery, enhance accountability, and rebuild 

citizens’ trust in government. Ultimately, advancing research in this field is not only a scholarly 

endeavor but also a developmental imperative—one that aligns with Africa’s broader quest for 

effective, ethical, and people-centered governance. 

3.1.1 Conclusion 

In conclusion, employee engagement represents the psychological foundation, and OCB the 

behavioural manifestation, of a motivated and productive workforce. Leadership support, 

organizational justice, and positive workplace culture are the essential pillars sustaining both 

constructs. In the Nigerian public sector—where inefficiency, low morale, and poor 

accountability have long undermined service delivery—enhancing engagement through 

transparent governance, equitable rewards, and continuous employee development offers a viable 

pathway to institutional revitalization. 

By synthesizing theoretical perspectives and empirical findings, this review affirms that 

engagement transforms individual motivation into collective organizational success. When 

public servants are engaged, they not only fulfill their duties but also become proactive agents of 

change—an outcome crucial for advancing the efficiency, accountability, and service quality of 

Nigeria’s local government institutions. Ultimately, building a culture of engagement and 

citizenship is not simply a management objective; it is a moral and developmental imperative for 

sustainable public administration in the 21st century. 
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