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Abstract 
The thrust of this paper is aimed to appraise employee collaboration in 

organizational productivity in Nigeria public service. To actualize the objectives 

of the study various literature and theoretical issues were discussed. The human 

relations and participatory democratic theories were adopted to give a scientific 

approach to the study. The findings from the analysis revealed among other things 

that there is an impact of employee participation on organizational productivity. 

We, therefore, recommend that to tackle the current obstacles against effective 

employees’ collaboration in Nigeria, Liberalizing management structure to allow 

for greater workers participation must be adhered , Changes in organizational 

variables, such as employee contribution in policy development, and better work 

environment should be introduced to increase organizational commitment also 

enlightenment program for workers on their rights to seize the opportunity of 

collaboration should be taken into conversant  
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Introduction  

The concept of employee collaboration represents a popular theme in the analysis of the 

world of work among scholars in the fields of industrial sociology, industrial relations as 

well as management. It refers to any arrangement which is designed to involve low cadre 

employees in decision-making within the workplace. This implies that rather than 

saddling only a group within the enterprise (for instance, management) with the 

responsibility of making decisions, all those who are to be affected by these decisions 
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(including the employees) would be involved in its formulation and implementation 

(Yusuf, 2008). Employee collaboration implies arrangements designed to involve 

employees in the enterprise's decision-making process. This allows for employees' 

participation in the initiation, formulation, and implementation of decisions within the 

enterprise. The concept can also be understood in terms of a new approach to industry and 

society in which people want to be interested in the taking of decisions that have a direct 

bearing on them. Macgregor (1960) contends that employee participation consists basically 

in creating opportunities under suitable conditions for people to influence decisions that 

affect them. It is a special case of delegation in which the subordinate gain greater control, 

greater freedom of choice concerning bridging the communication gap between the 

management and the employees. This serves to create a sense of belonging among the 

employees as well as a conducive environment in which both the employees would 

voluntarily contribute to healthy industrial relations.  

 

The corporate organizations in Nigeria have been a focal sector, but little is probably 

known about the influence of its employee participation on organizational productivity. A 

modem forward-looking business does not keep its employees in the dark about vital 

decisions affecting them; it entrusts and involves them in decision-making at all levels. 

"Command and control" is no longer an adequate model. A more open and collaborative 

framework will exploit the talents of all employees (Hewitt. 2002). Employees must be 

involved if they are to understand the need for creativity and if they are to be committed 

to changing their behavior at work, in new and improved ways (Singh, 2009) 

 

The spread of democratic values to virtually every society today has brought the need to 

examine the implications of this trend to other spheres of life. Concerning the economic 

sector, employees are faced with the dilemma of how to cope with authoritative 

management in the workplace while living in a democratic society that guarantees basic 

fundamental freedom. In addition, the denial of employees' active participation in 

decision-making is held to be one of the major causes of the problems which are manifested 

daily in the work lives of the modem employees.  

 

The implication of these to employees is increasing exposure to a monetized society, rising 

education, and wider contact among people resulting from the break-up of  artificial 

barriers to a more satisfying work experience, greater control over the organization of 

work, greater opportunity for personal development and wider scope in the exercise of 

initiatives.  
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Specifically, the refusal of work organizations to recognize the human factor in industrial 

production through greater participation of employees in its management decision making 

would tend to create several human problems in this setting. An employee is a social being 

who brings his personality, hopes, aspirations, anxieties. Feeling and attitude to the 

workplace. He seeks satisfaction and meaning in his work as he does in other spheres of 

life. However, when he finds that his work does not provide him with the opportunity to 

realize his potentials (for instance, through strict management control) he tends to engage 

in negative behaviors like absenteeism, apathy, low commitment, and low productivity.  

 

The implication of these negative tendencies resulting from strict management control has 

therefore raised serious concern among scholars interested in healthy industrial relations.  

 

Theoretical Framework  

The human relations and participatory democratic theories are adopted to guide our study 

of employee collaboration in organizational productivity. The human relations theory 

stems from the understanding that the cooperation of employees is desirable for the 

attainment of the objectives of high productivity and industrial peace. It contends that 

employees would be better motivated if they are treated like human beings rather than as 

irrational objects. For instance, by making them have a feeling that the organization 

accords them recognition by involving them in the decision-making process. In the light of 

the theory, the employee is to be perceived in terms of his membership of a social group 

rather than as an individual.  

 

Elton Mayo founded the Human Relations Movement. Experiments undertaken by Mayo 

took place at the Hawthorne plant in the USA during the 1930s. His work illustrated that 

if the company or managers took an interest in employees and cared for them, it had a 

positive effect on their motivation. When managers took a greater interest in employees 

they felt more valued and empowered. His work also showed that employees often work 

best in teams. He also showed that they were more motivated if they were managed and 

consulted more. The Mayo principles are very much in line with the Accredited Residential 

Manager (ARM) focus on developing its people as part of its business strategy. Employees 

at ARM work within learning and development teams. Information is shared and 

employees are viewed both as partners in the business and as internal customers.  

 

Consequently, his behavior is seen as a response to group norms rather than simply being 

directed by financial consideration,' Employees should then be expected to react to group 

norms so that when they are allowed to take part in management decision making, they 

are likely to respond positively to organizational issues.  
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The democratic participatory theory emphasizes conditions that are necessary for effective 

participation and function performed by participation to the individuals and society. For 

instance, Rosseau (1956) contended that through participation in decision making, an 

individual sense of freedom is increased since it gives him a very real degree of control 

throughout his life and the structure of his environment.  

 

Mills (1965) sees the industry as an area where the individual could gain experience in the 

management of the collective just as he could in government. The theory views the political 

arena as a kind of marketplace in which individuals constantly attempt to maximize the 

benefits, minimize losses they could secure from the political process. It assumes that man 

is selfish in the sense that each participant would be motivated by the desire to protect or 

enhance his interest. The theory assumes that increase participation is likely to increase the 

feeling of political efficiency that ordinary citizens possess. This helps to increase the 

potential so that their actions can have an effect on public policy and lead to a greater sense 

of control over their communal lives. In essence, greater participation in one sense of life 

leads to greater participation in other spheres i.e. the workplace (Paternan, 1970) 

 

Review of Related Literature  

Employee participation has been explained as a plank of industrial democracy (Adewumi, 

1991: 98). Mills (1977) described the spread of industrial democracy to Western Europe in 

the 1970s as a story of capitalism in transition. In his words, industrial democracy affects 

the nature, control, and even ownership of private enterprise; the nature control, power, 

and bargaining areas of the labor unions and the roles and contributions and rights of the 

individual employee in contemporary and future industrial society (Heisler and Houck. 

1977). 

 

The description above shows that industrial democracy affects many aspects of the lives 

of different people in modem society. This reason may explain the wide clamor for the 

introduction of employee participation arrangements in most countries. The first one was 

political, pushed primarily by socialists and moderate labor and political leaders. The 

second was an industrial or economic force championed by innovative and socially-

oriented management and at times, by unions. The third was an intellectual and theoretical 

force pushed by MacGregor (1960). The last force is what Mills (1977) called the revolution 

of rising entitlements, prominent in western Capitalist and democratic societies. This 

egalitarian spirit manifested itself in. growing public distaste. desire and disillusionment 

with traditional institutions and their leadership, growing aberrant social behaviors 

including crime and drug abuse, and new demand for the participative right of every kind 

including women's rights.  
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The increasing interest in employee participation has been traced to several factors. First, 

is the real or anticipated political pressure which was designed to extend the popular 

democratic dispensation in the larger society to the economic sphere, Second, is the 

growing pressure on the collective bargaining system arising from continuing difficulties 

from negotiating in the context of high inflation and some instances increasing 

disenchantment with the dialogue of confrontation. More importantly, is the endemic 

problem within the modem industrial system which may tend to encourage employers to 

consider experimenting with different forms of participation. Lastly, the growing interest 

in participation was encouraged by the problem associated with denying powerful groups 

(for example, shop stewards and workgroups) formal and legal means of exercising their 

rights. When such a situation arises, the employees concerned will employ informal 

bargaining methods and illegitimate facts to achieve their goals. To forestall these negative 

trends: management is forced to introduce certain participation schemes (Mills 1997).  

 

The industrial democracy movement can be seen therefore as part of the Quality of Work 

Life Movement (QWLM) which spread throughout Europe during the early 1970s. A major 

impetus to this movement was provided by the Employees Constitution Act Passed by the 

German Bundestag in 1972. The Act imposed a mandatory Employee Council on every 

German enterprise employing more than five employees.  

 

Like employee participation and other stands of industrial democracy. Employee 

representation connotes greater influence of employees in several aspects of the work. It 

also involves restructuring management to meet the new demands of efficient 

management. International competition, rapid technological change, and changing 

workforce expectation of work (Freeman and Rogers 1993).  

 

A related concept to employee Participation is joint Governance. The concept was 

developed by Verma and Cutcher-Gershanfield (1991) who defined it as an ongoing formal 

process where employees and their immediate supervisors or union and management bear 

joint responsibility for making decisions that may be narrow (for instance, involving a 

single issue) or it may be broader covering a wide range of issues. 

 

Joint governance would then be taken to imply statutory arrangements that are meant to 

provide equal decision-making power to subordinate employees. However, like other 

programs with similar objectives, joint governance provides little opportunity for real 

decision-making power to employees. Wellins-Byham and Wilson (1991) argued that in 

some joint governance programs, employees are involved at the shop floor levels in issues 

relating to production and equality. However, in this instance, rarely were these 
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employees provided with any concrete decision-making power. In some of the programs, 

employees were given an advisory role which in few cases may confer them with an 

influential voice. But this is still far short of sharing decision-making power which a full 

employee participation arrangement would imply.  

 

Levine and Tyson (1990) distinguished between consultative and substantive forms of 

participation. In consultative forms, employees provide information or advice, but 

management retains the right to make decisions. In more substantive participatory systems 

employees have greater autonomous control over methods and pace of work and make 

decisions that substantively affect the production process. This distinction between 

consultative and substantive forms of participation is what David (2005), called "off-line 

versus "online" participation. These terms distinguish between employees who make 

suggestions to management through problem-solving groups off the job and employees 

who make decisions concerning work tasks or quality control as part of their daily work 

responsibilities (Kester, Zammit, and Gold, 2002). Studies have also focused on the effect 

of employee participation on organizational performance (Kelly and Harrison,1992). These 

studies found that participation programs have positive, or in some cases, ambiguous 

effects on productivity.  

 

Furthermore, employee participation and industrial relations practices may interact so that 

the sum of the effects on plant performance is stronger than the effects on the individual 

practices themselves Lastly, effects on productivity are expected to be greatest when the 

organization adopts a coherent system of work organization and industrial relations 

practices. Gallimard, (2000) opined that Democratic participation is no longer primarily a 

source between capital and labor, implying a win-lose game, but a common challenge, a 

win-win game that forces all parties to reconsider the rules of the game and the roles of the 

actors.  

 

Concerning the status of employee participation in the developing world, Mankidy (2002) 

has argued that in these countries, labor relations are characterized by a break-up of 

existing patterns. In many of these countries, there is an increasing awareness that the labor 

relations produced in these countries are grossly defective. Trade unions are also seen as 

very weak in many of them. Lastly, on the ideological ground, collective bargaining is 

rejected because of its emphasis on the dependent wage labor position of the employee.  

 

Kester and Thomas (2001) have demonstrated that there is a fast-growing interest in the 

development of employee participation in developing countries. In their studies, they 

found one form of employee participation or the other in these countries.  
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In some cases, employee participation was introduced as an essential part of the 

development strategy. For instance, in Tanzania, the idea of employee participation 

formed an important aspect of her socialist ideology. This is anchored on the notion of 

man-centered development strategy.  

 

In Nigeria, the institutionalization of employee participation within the nation's industrial 

relations system was championed by several scholars. Fashoyin (2002), has suggested that 

employee participation in management decision-making represents a means of reducing 

industrial conflict, raising employees' productivity, and ensuring rapid socio-economic 

development.  

 

Williamson, (2008) argues that the Nigerian Industrial relations system is guided by the 

underlying philosophy of industrial democracy. This implies the establishment of 

institutions and mechanisms through which management and employees meet on equal 

footing to discuss, consult and negotiate the terms and conditions of employment. In 

reiterating the principle of industrial democracy as the guiding spirit of Nigeria's industrial 

relations system, the National Labour Policy states; If management must participate in 

decisions for determining the share of the employee from the results of the co-operative 

use of labor and capital, then the employee is equally entitled to participate in the decisions 

relating to share of capital, namely, profit and indeed all decisions hitherto arrogated to 

itself by the employer or management relating to the whole organization and operation of 

the enterprise: determining objectives and policies, the relative share of the co-operating 

factors of production (Yusuf, 1984). 

 

Adewumi (1993) argued that the only avenue for the realization of the objective of 

employee participation in management decision-making in Nigeria is through the 

collective bargaining machinery. However, this machinery is very defective in Nigeria 

because of its restrictive nature. Consequently, such an arrangement cannot confer 

effective participation rights to the employees.  

 

Benefits of Employee Collaboration  

There is an assumption held by many scholars and managers that if employees are 

adequately informed about matters concerning them and are allowed to make decisions 

relevant to their work, then there will be benefits for both the organization and the 

individual (Shadur, 1999). Hence, the following are the benefits of employee participation 

in decision making:  

1. It increases employee's morale or job satisfaction and enhances production 

efficiency.  
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2. It provides employees the opportunity to use their private information which can 

lead to better decisions for the organization. 

 

3. As a result of the incorporation of the ideas and information from employees, 

organizational flexibility, product quality, and productivity may improve.  

 

4. It contributes to greater trust and a sense of control on the part of the employees.  

 

5. Through employee participation, resources required to monitor employee 

compliance (e.g. supervision and work rules) can be minimized, hence reducing 

costs.  

 

6. When employees are given the opportunities of contributing their ideas and 

suggestions in decision making, increased firms' performance may result since 

deep employee participation in decision making maximizes viewpoints and a 

diversity of perspectives.  

 

On his part, Sashkin (1996) identifies four corresponding outcomes of employees' 

participation or participation in decision making:  

1. Quality Improvement. Better information can clarify tasks goals, and bring about 

qualitatively better decisions.  

 

2. Increase in employees' commitment and acceptance of decisions through a sense 

of "ownership" (having been involved in decision-making). This outcome 

increases the likelihood that goals will be effectively implemented.  

 

3. Support of the participative approach and continuance of its effects over time, due 

to learning through behavioral practice; represents the behavioral process effect.  

 

4. Increase the adaptive capacity of the organization. Development of shared norms 

and values may result in the more effective use of inter-dependency relations 

among organization members, through an organizational process based on 

collaboration, as opposed to win-lose conflict.  

 

However, any potential benefits from greater employee participation in decision-making 

require that employee interest be aligned with the firm's interests (Ogden. 1992).  

 



South-South Journal of Humanities and international Studies                      Vol.4 No. 2 June, 2021 
 

A Discourse of Employee Collaboration in Organisational Productivity in Nigeria Public Service  267 

Meyer (1994) stated that organizational commitment is a psychological state that 

characterizes the employee's relationships with the organization has implications for the 

decision to continue membership in the organization. Other researchers use similar 

definitions that refer to an employee's attachment, goal congruency, identification, loyalty, 

and allegiance to their organization. Researchers generally agree there are three concerns 

used to classify types of organizational commitment. The three types of commitment are 

effective, continuous, and normative commitment (Topolnytsky et. al, 2002). The issue of 

organizational commitment within the private sector, has generally, received significant 

research focus over the past 30 years. The study revealed that the three forms of 

commitment are correlated but different from one another as well as from job satisfaction, 

job participation, and commitment. Affective and continuous commitment generally 

correlated as expected with their hypothesized antecedent variables; no unique 

antecedents of normative commitment were identified. The normative commitment was 

also associated with desirable outcomes, although not as strongly. The continuous 

commitment was unrelated or negatively related, to these outcomes. Marchington and 

Wilkinson (1992) study of employee participation in the United Kingdom (UK) further 

supports these findings. They conducted 25 in-depth case studies involving 38 sites and 

concluded that employee involvement was typically management initiated to improve 

communication and enhance organizational commitment.  

 

The Way Forward  

The study contributes to intercultural human resource management issues like employee 

participation. Empirical evidence appears to support the view that practices like employee 

participation can influence the forms of organizational commitment.  

 

Organizations interested in their growth and a highly committed workforce must involve 

their employees in the decision-making process. Those organizations, which make 

effective use of HRM practices on a wider scale, can generate higher returns. Sometimes it 

happens that what employees know, managements don't know that. It is always true that 

employers cannot implement all the types of employee participation techniques 

immediately, it never works. Organizations had to implement them one by one so that 

employee can trust their employer. The research provides proof for the organizations that 

whenever the workforce is not involved in their organization, commitment is adversely 

impacted. When an employee is not committed to the company, there are multiple effects. 

The first is the loss of that person's skills and knowledge. The second is the loss of 

productivity of the organization. The third is the financial impact of replacing that 

individual. The fourth is the impact on employee morale; depending on the reason the 

employee left the company.  
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The conclusion also suggested that management might be able to increase the level of 

commitment in the organization by increasing the contribution of employees within the 

organization. One way of addressing this could be by increasing the interactions with 

employees in staff meetings and increasing guided discussions of topics related to these 

issues. Employees could be interviewed to determine their perceptions of management's 

ability to address these issues. Changes in organizational variables, such as employee 

contribution in policy development, and better work environment could then be made to 

increase organizational commitment.  

 

Recommendations  

The current obstacles against effective, workers' participation in decision-making in 

Nigeria could be tackled through; Enlightenment program for workers on their rights to 

seize the opportunity of participation in decision making. Provision of monetary and other 

incentives for workers to encourage them to sustain the current interest in participation. 

Liberalizing management structure to allow for greater workers participation, and lastly, 

training programs for workers in management functions as a way of properly equipping 

them on their decision making role.  
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