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Abstract

There is a clear justification for working from home for a Lagos employee who is stuck in traffic for 2.21
hours everyday. By May 2026, the Nigerian Communications Commission estimated 56.1% internet
penetration and 157.4 million internet subscriptions enough connectivity, on paper to make that possible.
However, telecom rates increased by up to 50% in February 2025, the Nation’s own National Broadband
Plan ended its 2020-2025 cycle short of its 70% penetration target, and the national grid continues to fail
frequently enough that outages are estimated to cost the economy $1 billion annually.

This article makes the case that communication breakdowns in remote and hybrid workplaces in Nigeria
are not largely caused by technology and cannot be resolved by purchasing additional software. Four layers
make up this design problem: an organizational hierarchy that discourages upward communication; a
default preference for synchronous, presence-based coordination inherited from the physical office;
infrastructure that is unreliable in small but cumulatively decisive ways; and cost structures that covertly
shift the cost of connectivity onto the employee. Different interventions are needed for each tier. A seven-
pillar management framework, sector-specific applications for banking, technology, professional services,
and public sector, a taxonomy of barriers based on Nigerian operating condition, and a measurement
strategy that views communication health as an operational metric rather than a cultural survey question
are all outlined in this manuscript.

Keywords: Remote work, Hybrid work, Organizational Communication, Nigeria, Asynchronous work,
Digital Infrastructure, Power Reliability, Proximity Bias.
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1. Introduction

In Nigeria, the distribution of labour arrangements has not changed as much as the rhetoric indicates.
According to a 2024 Zoho survey, 14% of Nigerian companies operate entirely remotely, 31% use hybrid
approaches, while 55% continue to operate on-site. This indicates that most Nigerian organizations have
not implemented distributed work at all, and those that have are primarily hybrid arrangements, which have
the largest communication overhead because they divide the workforce into two groups with different
access to information.

The barrier frequently mentioned by remote employees in Nigeria is not related to bandwidth. A study
examining the uptake of remote work in Nigeria revealed that 43% of those surveyed pointed to the lack
of direct communication and personal interaction as the primary reason why remote work has been difficult.
This insight pertains to issues of collaboration and confidence, rather than tools. It indicates that the
organizations in question transferred an in-person operational framework onto a remote workforce and later
found that this framework did not thrive after the transition.

This is significant for business. A study involving Access Bank’s hybrid model yielded remarkable
findings: 60% of the participants expressed agreement, and an additional 33.3% strongly concurred that
hybrid work influenced both their productivity and that of the firm. It is evident that remote work can be
effective in Nigeria. The key issue is not whether Nigerian employees can achieve results from afar. Rather,
it is about whether the organization has adapted its communication systems to accommodate remote work.
The aim of this paper is to detail what this adaptation entails within the context of Nigeria, which differs
significantly from American or European settings with inferior internet connectivity, presenting a unique
operational landscape with its own limitations and available solutions.

2. Why the Nigerian Context is Not a Variation on the Global Case
2.1 Connectivity that exists but cannot be assumed

Nigeria achieved its first internet penetration rate exceeding 50% in November 2025, reaching 50.58% and
by May 2026, this figure rose to 56.1% with a total of 157.4 million subscriptions. The National Broadband
Plan for 2020 to 2025 aimed for a 70% penetration rate alongside a minimum download speed of 25 Mbps.
The distinction between the desired goal and actual results represents the circumstances faced by managers:
approximately half of the population is connected, coverage is primarily found in urban areas, and the
quality of services fluctuates even within a single city, on individual streets, and throughout different times
of the day.

The management consequence is specific. A group cannot consider a consistent video conference as the
fundamental means of communication, since on any particular day, it may not be accessible to some
members of the team. Any procedure that demands all contributors to be present at the same time with a
high-speed connection has an inherent likelihood of failure.

2.2 Power as a Communication Variable

The provision of electricity acts as the limitation that transforms an issue of connectivity into one of
communication. Instances of grid collapse have consistently brought national supply down to nearly zero,
and analyses of this sector indicate that the yearly financial impact of power interruptions is around 0.47
per kWh for self-generated energy, nearly threefold the cost of grid electricity.

In the case of a distributed workforce, the responsibility for that expense shifts and become part of
individual households. Every remote worker turns into a small utility managing their own inverter, fuel for
the generator, or solar energy. Unlike a traditional office where a single facility budget caters to all, the
home-based work arrangement leads to multiple separate points of vulnerability that is beyond the
awareness and funding of management.
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2.3 Data Cost Borne by the Employee

In February 2025, the NCC sanctioned tariff modifications, limited to a maximum of 50%, to be enforced
starting on 11 February. The price for a 1GB package increased from approximately N1,000 to a range of
N,400 to N1,500 while MTN’s monthly 75GB subscription went up from N16,000 to N20,000. The target
for the Broadband Plan had been to ensure 1GB was priced no higher than N390.

This creates a subtle disruption in communication practices. Video is the heaviest data consuming method
available. When employees are responsible for their own data expenses, logical individuals tend to limit
video usage, participate in calls with their cameras turned off, avoid sharing screens and are hesitant to
download shared files. Consequently, managers may misinterpret these dark screens as a lack of
engagement. This behaviour stems from economic factors, not attitude and no implementation of a
“camera-on” policy will resolve a cost issue. It will merely shift the financial burden onto those unable to
decline.

2.4 The Commute that Justifies the Whole Exercise

The research conducted by the Danne Institute revealed that individuals commuting in Lagos are spending
an average of 2.21 hours each day stuck in traffic, which totals approximately 14.12 million hours wasted
with additional investigations labelling this loss as a massive productivity decline worth several trillion
naira. Additional research on Lagos workers indicates that the overall commuting duration is close to four
hours each day.

This explains the strong backing for hybrid work models among Nigerian staff, regardless of preferences
of management; commuting does not simply pose a minor nuisance, but rather represents a significant and
unpaid segment of the workday. Any policies that require employees to return to the office in Lagos, Abuja
or Port Harcourt will face competition from two to four hours of recovered time that each individual has
every day. Communication strategies that overlook this reality will likely be subtly ignored.

2.5 Hierarchy and the Cost of Speaking

The organizational culture in Nigeria often exhibits a significant power distance. There is a great deal of
respect for senior individuals; typically, disagreements with higher-ups are revealed in a subtle manner or
not addressed at all. In a traditional office environment, this hierarchical structure is adjusted through
informal communication methods; such as in hallways, during shared rides or through casual discussions
after work, allowing lower ranking employees to relay information laterally and upward without directly
confronting anyone.

When working remotely, these informal pathways are eliminated and only formal communication remains,
which are the very routes that the hierarchy tends to limit. Consequently, a unique Nigerian challenge arises,
junior employees may observe issues for prolonged periods before they escalate to someone with the
authority to resolve them. This situation does not stem from a lack of technology. Rather, it highlights a
gap in hierarchy that technology has brough to light.

2.6 Language, Register and the Multilingual Workplace

English serves as the primary operational language; however, in many workplaces across Nigeria, the actual
communication style combines Standard English, Nigerian English and Pidgin, often interwoven with
Yoruba, Igbo, Hausa and numerous other languages. When communicating face-to-face, switching between
languages happens smoothly and quickly clarifies any confusion. Conversely, in written communication;
particularly in the succinct and neutral nature of chat, it tends to create misunderstandings. For instance, a
written statement like “l will attend to it” may be perceived by one coworker as s solid promise, while
another might interpret it as a gentle way to sidestep the issue. As a response to inconsistent internet
connectivity, written first approaches increases the likelihood of miscommunication rather than mitigate it
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unless the organization intentionally defines uniform language for expressions of commitments, timelines
and escalations.

3. A Taxonomy of Communication Barriers

The barriers listed are categorized according to the level at which solutions are required. This

categorization is significant since many organizations address each of these by acquiring an additional tool,
which only resolves issues in the initial category.

3.1 Infrastructural Barriers

Barrier How it Presents Where the cost lands

Bandwidth variable Frozen video, dropped calls, | Decisions made without the

participants who miss the | absent part; rework
decisive five minutes

Power interruption Staft offline unpredictably | Unanswered escalations;

for hours missed deadlines with no
visible cause

Data cost Cameras off, no screen | Loss of non-verbal signal;
sharing, files not opened unread context

Device inadequacy Work done on phones rather | Shallow document work;
than computers poor written quality

Home environment Noise, shared space, no | Avoidance of  sensitive
privacy conversations

3.2 Structural and Process Barriers

Defaulting to synchronous communication. Gatherings serve as the main sources-of information,
leaving individuals who are offline at inopportune times without updates.

Decisions without documentation. Conclusions reside solely in someone’s recollection or a chat
history instead of being in a permanent document.

Excessive communication channels. Using WhatsApp for urgent matters, email for formal
communications, Teams or zoom for record-keeping, and lacking any guidelines on which should
take precedence.

Increase in meetings. Supervisors substitute informal interactions in hallways with regular calls,
utilizing the same time that remove work was intended to free up.

Approval dependent on a single individual. One key approval whose lack of connectivity or
unavailability delays the entire process.

3.3 Interpersonal and Cultural Barriers

Suppressed upward flow. Lower cadre employees tend to avoid challenging their superiors in a
documented, lasting and identifiable medium.

Misinterpretation of written communication. Straightforwardness can be perceived as disrespect;
politeness may come across as cConsensus.

Disruption of casual communication pathways. Absence of informal spaces like hallways, shared
transportation and cafeterias eliminates low-pressure options for conveying unfavourable
information.

Isolation. Diminished sense of community lowered voluntary effort and prolonged integration for
newcomers.
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3.4 Managerial and Trust Barriers

e Proximity bias. Employees who are physically present in the office get more focused, access to
informal updates and greater opportunities for promotion. This issue is a key flaw of hybrid working
models.

e Presence as a replacement for performance. Indicators of availability and quick responses are
mistaken for actual results, which promotes superficial engagement.

e Surveillance expansion. Monitoring tools are used instead of clearly defined goals which
consistently undermines the honesty that remote work requires.

e Two-ter meetings. A conference room filled with coworkers alongside a few faces displayed on a
screen; those attending remotely tend to watch rather than actively participate.

4. A Management Framework: Seven Pillars
Pillar 1: Treat Connectivity and Power as Employer Infrastructure, Not Employee Overhead

The entity that anticipates a remote working model while requiring each employee to cover their own utility
and internet expenses has not truly embraced remote work; rather it has shifted operational cost onto
employee paycheques. With electricity rates in February 2025 surging to levels as much as 50% higher
than before and the expenses of self-produced energy being significantly above that of grid electricity, this
shift is substantial.

What should be put into action:

e Aregular connectivity allowance that reflects actual service plan costs, re-assed whenever there are
changes in tariffs, and paid separately as an identified item instead of being included in salaries
where it gets overlooked.

e Support for backup power funded by the company for employees whose jobs necessitate reliable
connectivity, normally including an inverter and battery that can power a laptop and router during
standard outages or a solar system for senior and client-interacting personnel.

e Laptops provided by the company. Employees reliant solely on phones cannot create the written
documents essential for an asynchronous system’s functionality.

e A dual-Sim policy to prevent dependency on a single network provider’s connectivity issue.

e (Covered expenses for cO-working spaces or hub access, serving as a fallback during days when
home internet or power fails.

This aspect is the least acknowledged yet holds the greatest significance. All subsequent pillars presume
that employees can actually connect to the internet.

Pillar 2: Make Written and Asynchronous Communication the Default

When the bandwidth is unreliable, synchronous coordination inherently lacks robustness. In Nigeria,
written asynchronous communication is not merely a preference; it is the only means that endures during
disruptions since texts can be reviewed later and require negligible data.

What should be put into practice:

e A documented record of every significant decision must be maintained: detailing what was
determined, who is responsible for it, the timeline for completion, the decisions that were turned
down and the reasons for rejection. This should be confined to one page and saved in a single
searchable place.

e Establish a guideline stating that no decision can be considered final unless it is documented. This
straightforward guideline resolves a majority of disputes categorized under “I was offline when it
was decided.”

[JCRT2609072 ] International Journal of Creative Research Thoughts (IJCRT) www.ijcrt.org \ a697


http://www.ijcrt.org/

www.ijcrt.org © 2026 IJCRT | Volume 14, Issue 9 September 2026 | ISSN: 2320-2882

e Circulate documents prior to meetings, allowing individuals who experience connectivity issues to
familiarize themselves with the key points beforehand.

e Engage in the recording and transcription of key meetings, treating the transcript as the primary
record and the recording as a supplementary backup, transcripts can be easily accessed on weak
connections, unlike video.

e Assume an expectation of a response within one business day for non-urgent issues, alleviating the
need to continuously monitor a chat window.

Pillar 3: Define Channels and Urgency Tiers Explicitly:

WhatsApp is an integral part of professional life in Nigeria and cannot be removed by regulations. A
practical solution is to give it a specific instead of acting as if it is not utilized.

A functional allocation:

Tier Channel Use Response
expectation
Emergency Phone call/SMS Outage security, | Immediate
client crisis
Urgent WhatsApp or | Same-day Within hours
designated group operational
coordination
Standard Teams/Zoom/email | Normal work, | Within one working
questions, updates day
Record Shared drive, project | Decisions, Permanent, no reply
tool, wiki specifications, policy | expected

Two supporting guidelines handle the majority of the task: nothing is considered formal until it is
documented in the record level and no communication channel suggests a presumed obligation for after-
hours replies aside from the emergency level.

Pillar 4: Engineer Upward Communication Deliberately:

In environments characterized by high power distance, the flow of information upwards within a distributed
team does not happen naturally. It needs to be intentionally created.

What to put into action:

e Have weekly individual meetings with junior employees that are conducted through voice
communication instead of text. Managers should pose targeted questions rather than a vague “any
issue?” which in a culture that values deference typically elicits a “no issues” response. Instead,
inquire about what tasks are delayed, what did you have to guess at, and what matters were not
brought up the previous week.

e Establish anonymous channels for reporting problems that employees are reluctant to associate their
names with. In a hierarchy-focused culture, this is essential rather than optional.

e Conduct check-ins that skip a level in the hierarchy on a regular basis, allowing information to flow
past a regular schedule, allowing formation to flow past a manager who may impede it.

e Implement a clear guideline that highlighting a risk early on is never met with repercussions,
showcased by senior team members openly addressing risks related to their own risks.
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Pillar 5: Design Hybrid Meetings Against Proximity Bias

Proximity bias contributes to most hybrid work setups deteriorating into a two-tier system. This reflects a
failure in design, but there are solutions to address it.

What to put into practice:

e When one person joins remotely, each participant should connect using their own devices even
those within the same office space. This is the most impactful rule for hybrid interactions available.

e Assign a specific facilitator whose primary duty is to engage remote attendees first, ensuring that
the discussion doesn’t move on before their input is received.

e Maintain equality in communication channels. All decisions, links, and documents should be shared
in the group channel during the meeting, rather than on any whiteboard that is only seen by those
present in the room.

o [Establish specific days when the entire team is gathered in one location, dedicated to task that
benefit from being together, such as team bonding, difficult discussions and planning, rather than
merely sharing updates that could be communicated through writing.

e Conduct audits on promotions and task allocations to determine if those physically present in the
office are being granted excessive opportunities. If this is the case, it indicates that bias is in effect,
irrespective of intentions.

Pillar 6: Manage Output, Not Availability

Surveillance tools are a costly alternative to establishing clear expectations and in an environment lacking
trust, they exacerbate the communication void that harms remote teams.

What to implement:

e C(learly define roles regarding tasks, quality expectations and deadlines, enabling performance
discussions to focus on the work completed rather than mere attendance.

e Establish a defined core overlap period, typically four hours is adequate; while providing true
autonomy outside of this time frame, allowing employees to adapt according to their own
productivity and connection circumstances.

e C(learly grant permission to not be reachable during a recognized outage, accompanied by an
established procedure. Inform the team communication channel, delegate any urgent tasks and
return to work when possible.

e Create documented offline procedures for every position, so that when outages occur, there is
known protocol to follow instead of creating uncertainty.

Pillar 7: Build Belonging on Purpose

In Nigeria, a lot of the actual coordination has always taken place at the informal layer and informal
connection do not survive the shift to distributed work unless they are scheduled.

What should be done:

e Structured onboarding with a designated comrade, as the lack of ambient learning is most
detrimental to new hires.

e Brief, low-data, discretionary social contact that uses text or voice instead of required video, which
is costly and despised.

e In-person events held every quarter or every two years, which are financed as infrastructure rather
than benefits. These gatherings help remote teams build the relationships necessary for six months
of asynchronous cooperation.
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e Visible acknowledgement in common channels, making contributions understandable to those who
don’t see each other’s work.

5. Sector Applications
5.1 Banking and Financial Services

The extent to which banking operations can be conducted off-site is limited by regulatory requirements,
customer data handling, and CBN oversight. Treasury, core operations, and anything involving customer
records typically cannot. Analysis, product, risk documentation, internal audit preparation, marketing and
support operations are all included in the realistic hybrid perimeter.

Decisions made on WhatsApp cannot be audited, thus the communication risk here is regulatory rather
cultural. Banks require a clear boundary; while informal channels may be used for coordination, all
decisions that have an impact on compliance must be recorded in a system with attribution and a timestamp.
The hybrid experience of Access Bank indicates that the productivity argument is feasible; the limitation
is not staff capability but rather documentation discipline.

5.2 Technology and Startups

Nigerian technology companies are the most remote-mature sector and the most vulnerable to talent rivalry,
notably from international employers that pay in foreign currencies. Because fast-moving teams view
writing things down as friction, their typical failure is a combination of powerful asynchronous tooling and
poor decision documenting.

The most important intervention is the explicit subsidy of home power along with a lightweight design and
decision record. A firm is wasting productive hours that is has already paid for if it pays market salaries but
lets engineer handle their own outages.

5.3 Professional Services

Accounting, legal, and consulting work involves dealing with clients and maintaining confidentiality.
Privilege interactions are often not possible in-home settings. Document-heavy work is spread while client-
facing work 1s done from regulated settings, such as an office or a reserved co-working space. Since two
persons editing distinct drafts is the most frequent and costly miscommunication in advisory work, version
control becomes the primary communication discipline.

5.4 Public Sector

Institutions at the federal and state levels have the weakest device provisioning, the highest hierarchy and
the most paper-based procedures. In the near future, working entirely remote is not feasible. Digitizing
internal circular, allowing document preparation work to be done off-site and removing physical file
movement for routine approvals are the smaller but still valuable advantages. Employee wiliness is not the
biding limitation; rather, it is the availability of devices and a physical presence-based signature culture.

6. Measuring Communication Health

Cultural surveys that ask whether people feel that communication is good yield answers that are shaped by
hierarchy. It is better to evaluate things that are difficult to answer diplomatically.

Operational Indicators

e Decision latency: average time between the moment a problem is raised and a decision is recorded.
e Documentary coverage: proportion of decisions with a written record indicating the owner and date.
e Rework rate: work is reworked because the task was misunderstood.

e Meeting load: number of hours per person per week. Tracked as a cost.

[JCRT2609072 ] International Journal of Creative Research Thoughts (IJCRT) www.ijcrt.org \ a700


http://www.ijcrt.org/

www.ijcrt.org © 2026 IJCRT | Volume 14, Issue 9 September 2026 | ISSN: 2320-2882

e Age of escalation: how long has the problem been known before it reaches someone who can fix
it? This is the single best indicator of whether upward communication is working.

Equity indicators

e Allocation of call time between remote participants and in-office participants.
e Significant promotions and assignments will be made depending on working conditions.
e Employee turnover is divided into remote employees, hybrid employee, and on-site employees.

Infrastructure Indicators

e Number of hours of battery life recorded per month by employee and whether grouped by specific
location or operator.

e Factual data on benefit spending that shows whether benefits are adequate or are silently burdening
employees.

e Meetings deteriorated or were cancelled due to technical problems.

Reviewing these numbers quarterly provides more information to your leadership team than an annual
engagement survey. Because everyone has a clear owner and a clear remedy if they go wrong.

7. Implementation Sequence

Month 1-2: Establish the floor- Check the actual connectivity, power and status of each employee’s device
before designing anything. Fund the shortfall, publish a channel and urgency matrix, implement written
decision rules. Nothing will work until employees can reliably connect to the internet and know where their
information is.

Month 3-4: Change meeting templates- We guarantee the “one person, one screen” principle, requires prior
read and written results. By default, it disables recurring meetings and restores only those meetings that
pass the specified objective tests start transcription.

Month 5-6: Open Uplink- Start structured private lessons and skip levels, initiate an anonymous escalation.
Senior leaders publicly declaring the risks in their fields is the only thing that makes these policies credible.

Month 7-12: Institutionalization- Issue a written remote and hybrid management policy that includes
quotas, core hours, offline protocols, channel rules, and escalation routes. Add effective communication to
your manager’s effectiveness criteria. Perform the first full measurement cycle and adjust the surcharge to
the actual rate.

8. Failure Modes to Anticipate

Buying tools instead of changing behaviour: Adding slack to an organization that still makes all decision
verbally in meetings creates a fifth channel but doesn’t improve it.

Turn on the Camera: In an environment where employees fund their own data at post-tariff-hike prices, this
is a pay cut made as part of a cultural initiative.

Hybrid Without Anchor Day: When attendance is left to individual discretion, team are fragmented into
people who are never in the same location and organizations end up paying for offices that no one
coordinates.

Treating an Outage as an Absence: Punishing staff for infrastructure they don’t control teaches them to
cover it up, turning a visible and plannable problem into an invisible one.

Leaving Hierarchy Untouched: The asynchronous practice of this manuscript depends on employees’
willingness to write down content that senior colleagues do not want to read. If it’s not safe, the
documentation will accurately describe the task and say nothing about the problems.
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9. Conclusion

Data from organizations in Nigeria does not suggest that decentralized working is here. This suggests that
it will fail if implemented as a location change rather than a communications overhaul. The 43% of remote
workers who cited the loss of face-to-face contact as their biggest challenge said their organization had
eliminated but not replaced a level of informal coordination.

The Nigerian operational environment adds two requirements that are often considered optional in global
remote working practices. First, employers must fund infrastructure such as power, data, and devices. In a
country where home-generated electricity costs several times more than grid electricity and where 1GB
data currently costs three to four times the country’s broadband target price, cash-strapped remote workers
will be left partially disconnected. Second, upward communication must be designed, not assumed. This is
because a disenfranchised class culture has no other means of delivering bad news.

What makes the investment defensible is the arithmetic on the other side. An employee reclaiming 2.21
hours of daily Lagos traffic gains roughly eleven hours a week. The question for executive is not whether
to allow distributed work, but whether the organization is willing to restructure its communication
architecture to make full use of this time, rather than wasting it on meetings that exist only to compensate
for confusion, silence, and lack of good written reports.
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