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Abstract

This article critically examines the role of public relations as a strategic instrument for enhancing
employee welfare within the context of Nigeria's persistent minimum wage crisis. Drawing on
stakeholder theory, issues management, and relationship management frameworks, the study argues
that public relations functions extend beyond external reputation management to encompass internal
stakeholder engagement, particularly in labour relations. The analysis traces the trajectory of
minimum wage policy in Nigeria from the N30,000 benchmark established in 2019 to the current
N70,000 approval in 2024, revealing systemic implementation failures, uneven compliance across
subnational governments, and the erosion of real wages due to hyperinflation. Through a critical
lens, the article demonstrates how strategic public relations can bridge the communication gap
between government, employers, and labour unions, facilitate transparent dialogue, and foster
institutional trust necessary for sustainable wage policy implementation. The study concludes that
without embedding public relations into the architecture of labour policy governance, minimum
wage legislation risks remaining a symbolic gesture rather than a substantive welfare enhancement
mechanism. Recommendations are offered for integrating strategic communication into wage policy
design, implementation monitoring, and stakeholder reconciliation processes.
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The historical trajectory of Nigeria’s minimum wage highlights the
depth of this systemic issue. After intense negotiations in 2019, the

INTRODUCTION

The intersection of public relations (PR) and employee welfare

remains one of the most under-theorized areas within both
communication studies and labor economics. While traditional PR
literature heavily emphasizes external stakeholder management,
media relations, and corporate reputation (Grunig & Hunt, 1984),
the capacity for PR to serve as an internal strategic instrument for
upgrading worker welfare is largely overlooked, particularly within
developing nations. This study addresses this scholarly gap by
critically evaluating how strategic PR can serve as a vital
communicative mechanism to navigate Nigeria's ongoing
minimum wage crisis—an issue that has laid bare structural flaws
in national labor governance and exposed critical communication
failures that fuel industrial discord.

National Assembly enacted the National Minimum Wage Act,
establishing a statutory monthly floor of ¥30,000, which was
signed into law by President Muhammadu Buhari following
rigorous advocacy by the Nigerian Labour Congress (NLC) against
a N27,000 state council proposal and a 22,500 governors'
counter-offer (UNILORIN UCJ, 2025). However, by 2024,
hyperinflation had eroded the real purchasing power of this wage
by more than 64%, leaving it entirely inadequate for basic living
costs (Proshare analysts, as cited in web_search:1#3).

To resolve this, a 37-member tripartite committee was established.
Organized labor incrementally lowered its initial demands from
N615,000 to N497,000 and eventually ¥250,000, while the
government and state governors initially countered with 362,000
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before ultimately codifying a 370,000 threshold after intense
deliberations (UNILORIN UCJ, 2025).

Problem of the Statement

The legalization of the 370,000 baseline has failed to end the
systemic gridlock. By early 2025, implementation remained highly
fractured across Nigeria's 36 states: revenue-constrained regions
like Osun State faced immense hurdles in adopting the new
structure, whereas fiscally robust states like Lagos approved an
augmented N85,000 standard (Olowe, 2024). Furthermore, recent
proposals by the Nigeria Governors' Forum to raise the baseline to
¥100,000 indicate that the cyclical pattern of dispute, ratification,
and fractured execution continues unabated (Independent.ng,
2026). This endless loop of conflict, mediation, temporary
resolution, and renewed friction points to a foundational
institutional failure that transcends basic budgetary constraints.

This paper argues that at the core of Nigeria's recurring minimum
wage impasse is a fundamental public relations failure:
specifically, the lack of strategic communication frameworks
designed to foster genuine dialogue, generate mutual
understanding, and sustain institutional trust among the tripartite
actors (government bodies, public/private employers, and
organized labor unions). Integrating stakeholder theory (Freeman,
1984), issues management (Heath & Palenchar, 2008), and the
excellence theory of public relations (Grunig, 1992), this study
asserts that properly implemented PR can shift the minimum wage
narrative away from adversarial, zero-sum confrontations and
toward collaborative, welfare-oriented processes.

Research Questions and Significance
The primary research question guiding this investigation is: How
can public relations function as a strategic tool for enhancing
employee welfare within the context of Nigeria's minimum
wage crisis?
To unpack this, the study addresses four sub-questions:
1.  What are the specific communication deficits embedded
within current minimum wage governance?
2. How do existing power imbalances among tripartite
stakeholders alter the public relations environment?
3. Which strategic communication models are best
equipped to de-escalate and manage this structural crisis?
4. What institutional and architectural reforms are required
to structurally embed PR within national labor policy?

The value of this study lies in its interdisciplinary approach,
linking PR management theory with labor policy diagnostics
within an emerging economy. While previous research has
evaluated minimum wage execution through administrative, legal,
and purely macroeconomic lenses (Kamalu et al., 2024; Bamidele
et al., 2023; Umenweke & Anushiem, 2024), the communicative
dynamics undergirding the crisis have been largely ignored. This
article directly fills that literary void.

Literature Review and Theoretical Framework
Public Relations as a Strategic Management Function

The evolution of public relations from a tactical, press-agentry
activity into an essential strategic management function is a major
milestone in communication scholarship. Although Grunig and
Hunt (1984) originally defined PR as the baseline management of
communication between an entity and its respective publics,
subsequent research frames it as a strategic necessity. Grunig’s
(1992) excellence theory argues that optimized public relations
operates symmetrically to build mutual understanding and mitigate
power imbalances between organizations and their stakeholders,
contrasting sharply with one-way asymmetrical models designed
around persuasion or manipulation.

In the realm of employee welfare, strategic public relations is
defined as managing relationships between organizations and
internal publics to secure mutual understanding, hit strategic
benchmarks, and optimize institutional capacity (Vercic et al.,
2001, p. 373). This internal alignment differentiates employee
relations from general corporate communications by positioning
workers not as simple units of production, but as essential
stakeholders with valid expectations, legitimate interests, and clear
communicative rights (Moss et al., 2000).

The value of PR within industrial and labor environments is
heavily reinforced by modern crisis communication literature.
Coombs (2007) notes that operational crises frequently arise from
broken stakeholder relationships, meaning that successful crisis
resolution depends heavily on pre-existing relational capital. In the
Nigerian context, the recurring nature of wage standoffs suggests
that each subsequent dispute burns through the relational capital
needed to solve future issues, locking stakeholders into an
antagonistic cycle of trust deficits and defensive positioning.

Stakeholder Theory and Labour Relations
Freeman’s (1984) stakeholder theory provides the analytical
foundation needed to interpret the multi-layered dynamics of
minimum wage governance. The theory establishes that entities
owe ethical and operational duties to a broad network of
interconnected constituencies whose interests overlap, rather than
exclusively to primary principals or shareholders. Within the
Nigerian wage landscape, these distinct stakeholders include:
e  Federal and state governments acting simultaneously as
regulators and employers;
e  Formal labor unions, including the NLC, Trade Union
Congress (TUC), and affiliated sector-specific bodies;
e Private sector owners, with an emphasis on small and
medium enterprises (SMEs);
e Civil servants and formal institutional employees;
e Informal sector workers who remain legally excluded
from statutory minimum protections;
e The general citizenry and taxpayers who ultimately
finance public sector wages.

A stakeholder-oriented approach reveals that Nigeria’s minimum
wage dilemma is far more complex than a simple binary battle
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between labor and the state; it is a multi-layered negotiation among
actors with mismatched levels of power, legitimacy, and situational
urgency (Mitchell et al., 1997). State governments possess high
structural power via execution authority but exhibit inconsistent
legitimacy based on compliance records, while labor unions
maintain high legitimacy as worker advocates but wield fluctuating
power based on strike mobilization capacities.

Applying stakeholder theory to public relations underscores that
strategic communication must systematically map stakeholder
salience, evaluate competing claims, and design integrative paths
forward that protect worker welfare without destroying
organizational viability (Jones et al., 2018). Within a federalized
system like Nigeria, this means recognizing that subnational
governments possess highly unequal fiscal capacities—a stark
reality that uniform federal mandates cannot easily handle without
matching fiscal interventions or localized indexation mechanisms
(Kamalu et al., 2024).

Issues Management and the Minimum Wage Crisis

Issues management theory, as articulated by Heath and Palenchar
(2008), offers the practical tools required to track how public
policy disputes materialize, intensify, and find resolution. An
"issue" is defined conceptually as a contestable point of difference
regarding an organization's policies, performances, or core
practices (Heath & Palenchar, 2008, p. 9). Under this framework,
the Nigerian minimum wage struggle is classified as a chronic
issue—one that continually resurfaces rather than reaching a
permanent, stable resolution.

Heath (1997) observes that proactive issues management requires
institutions to implement transparent “"risk communication” that
directly acknowledges stakeholder anxieties, shares open data, and
demonstrates real operational responsiveness. Historically, the
Nigerian government's approach to labor friction has been heavily
reactive, marked by delayed committee configurations, dragged-
out negotiations, and emergency concessions made under the
immediate threat of national strikes (Anakwuba & Nwogwugwu,
2024). This defensive posture worsens issue escalation, routinely
turning manageable disagreements into full-blown structural crises.

From an issues management viewpoint, public relations ought to
serve as an organizational early-warning framework (Regester &
Larkin, 2008) to diagnose and treat underlying tensions before they
trigger industrial shutdowns. The lack of these early warning
networks in Nigerian labor governance ensures that wage disputes
break out without structured, pre-existing dialogue, leaving zero
room for mutual relationship building or integrative bargaining.

Employee Welfare and Communication Satisfaction

Employee welfare extends far beyond baseline monetary
compensation; it encompasses the complete ecosystem of
conditions required for workers to achieve and sustain physical,
social, and psychological well-being (Kadiri & Jimoh, 2017).
Communication satisfaction the degree to which staff members
perceive workplace information exchange as respectful, accurate,
and timely is a vital but frequently ignored component of overall
worker welfare.

Research originally pioneered by Pincus (1986) alongside Downs
and Hazen (1977) proves that high levels of communication
satisfaction directly correlate with heightened job satisfaction,
stronger organizational commitment, and a greater perception of
organizational support. Within the Nigerian public sector, where
civil servants regularly navigate salary backlogs, compressed
allowances, and substandard work environments (AbdulRasheed,
2022), open communication regarding these institutional
roadblocks rather than administrative silence or evasion can
substantially ease negative welfare outcomes.

The concept of “procedural justice" is highly relevant here (Folger
& Cropanzano, 1998). Even when final financial payouts fail to
meet initial expectations, workers register a much higher sense of
structural fairness when the underlying decision-making processes
are open, inclusive, and respectful. Public relations can actively
strengthen procedural justice by ensuring that staff accurately
understand the real economic boundaries limiting employers, that
their voices are genuinely integrated into decision-making forums,
and that executive choices are clarified through trustworthy,
accessible channels.

The Nigerian Context: Labour Relations and Communication
Deficits

Nigeria’s industrial relations climate is deeply shaped by historical,
institutional, and political factors that generate distinct
communication bottlenecks. Organized trade unionism extends
back to the early decades of the 20th century, with the NLC
serving as the primary umbrella entity protecting worker interests
(Nwankwo, 2017). Nonetheless, the long-term execution capacity
of these labor unions is routinely undermined by internal
fragmentation, volatile bargaining leverage, and consistent
pushback from state managers and private executives (Afolabi,
2018).

The complex architecture of Nigerian federalism introduces further
layers of operational tension. While the central federal government
holds the authority to mandate national minimum wage policies,
the practical execution of these laws falls on subnational state
governments that operate with wildly divergent fiscal foundations.
For instance, Lagos State leverages a highly diversified regional
economy and robust internally generated revenue (IGR) to
consistently beat national wage floors, pushing its approved
standard to 385,000 (Olowe, 2024). On the flip side, economically
constrained states like Osun struggle to consistently implement
even the outdated 330,000 parameter (Oke, 2024). This economic
mismatch creates a major public relations challenge: how can
national wage directives be communicated in a way that respects
regional financial realities without compromising the baseline
principle of fair, decent work?

Compounding this problem is the reality of the informal economy,
which employs the vast majority of the national workforce but falls
entirely outside statutory labor protections. Because the 2019 Act
explicitly excludes any enterprise employing fewer than 25
individuals, a severe communication vacuum is created
(UNILORIN UCJ, 2025). The most vulnerable brackets of the
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working population are left completely unrepresented within
tripartite wage reviews, while the mainstream media and policy
debates remain focused on formal public sector workers.

Methodology

This study uses a qualitative, interpretative approach that combines
critical discourse analysis (CDA) with a systematic policy
document review to decode the exact role of public relations within
the Nigerian minimum wage crisis. The research framework
gathers and synthesizes data across four core areas:

e Policy Document Analysis: A rigorous textual
evaluation of the National Minimum Wage Act 2019, the
2024 Minimum Wage Amendment Act, internal tripartite
committee briefings, and formal government directives
regarding state-level compliance.

e  Secondary Data Review: An assessment of macro-level
economic indicators, including localized inflation
patterns, diminished household purchasing power data,
labor market statistics, and comparative state-by-state
execution records.

e  Thematic Analysis of Public Discourse: A structured
review of national media coverage, official state press
releases, and labor union declarations issued during the
2024 wage negotiations and subsequent state-level
rollouts.

e Comparative Case Analysis: A close examination of
Lagos and Osun states as contrasting examples of
implementation success and failure, utilizing empirical
survey data collected from active civil servants (Kareem
& AbdulRasheed, 2024).

This critical approach explicitly acknowledges the researcher's
positionality while working to expose hidden power imbalances,
communication disparities, and structural blockages that prolong
the minimum wage crisis.

The Minimum Wage Crisis in Nigeria: A

Communication Perspective
Historical Trajectory and Current Status

Ever since the return to democratic governance in 1999, Nigeria's
national minimum wage policy has undergone a series of reactive

adjustments, each marked by intense institutional friction and
highly uneven implementation across the country:

e 1999-2011: The national minimum wage was capped at
N5,500, falling far below basic urban survival costs.

e 2011: The baseline was raised to ¥18,000 following
widespread industrial action and national strikes.

e 2019: The floor was elevated to ¥30,000 following
extended advocacy and mobilization by the NLC.

e 2024: The statutory minimum was set at 370,000 after
protracted tripartite deliberations.

Despite these nominal increases, hyperinflation has consistently
eroded the real-world value of these wages. Financial analysts from
Proshare reported that by 2024, the inflation-adjusted value of
household disposable income had collapsed by over 64%, pushing
workers into debt, dependency on secondary informal jobs, and
strict rationing of basic household goods (as cited in
web_search:1#3). This rapid erosion occurs primarily because
Nigeria lacks an automatic wage indexation system; adjustments
remain entirely reactive, sparked by aggressive labor strikes rather
than data-driven economic updates (Kamalu et al., 2024).

The 2024 negotiations illustrate the high-stakes, adversarial
dynamics that strategic PR must address. Organized labor
originally demanded a }¥615,000 baseline to match skyrocketing
living costs, a figure the state rejected as a fiscal impossibility. The
federal government countered with ¥60,000, triggering a national
warning strike before a compromise of N70,000 was finally
hammered out (Anakwuba & Nwogwugwu, 2024). Evaluated
through game theory, this behavioral pattern exposes a non-
cooperative game where both sides dig into rigid positions, causing
avoidable deadlocks, economic shutdowns, and operational friction
that could be minimized through continuous, flexible
communication channels (Anakwuba & Nwogwugwu, 2024).

Implementation Failures as Communication Failures

The post-ratification phase shows that modern implementation
failures are fundamentally communication failures. Research
indicates that execution quality differs wildly across federal, state,
and private sectors due to imbalances in administrative capacity,
available budgets, and political will (Kamalu et al., 2024).
However, beneath these structural issues lie clear communication
breakdowns:

| NIGERIA'S WAGE COMMUNICATION GAP

v v v
INFORMATION GAP OPACITY FILTER TRANSACTIONAL PR
Federal/State No Clear Sustained Only
Misalignment on Compliance During Crisis

Fiscal Capacity Tracking Cycles
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e Asymmetric Information Flows Between Government
Levels: The federal executive regularly declares
minimum wage figures without consulting subnational
states on their actual revenue capacities. This creates a
severe legitimacy gap when states later delay
implementation. In Osun State, 59% of public employees
cited inadequate resource allocation as the primary cause
of delayed implementation, yet federal communiqués
rarely acknowledge these local financial limits or offer
clear balancing funds (Kareem & AbdulRasheed, 2024).

e Absence of Transparent Compliance Tracking: State
regulatory enforcement units lack the digital tracking
tools, personnel, and funding required to monitor
compliance effectively (Kamalu et al., 2024). Workers
stuck in non-compliant states have no centralized, safe
channels to report infractions or monitor progress. This
lack of transparency allows bad-faith employers to
engage in deceptive salary restructuring, artificially
raising the base pay while cutting existing allowances to
mimic compliance without actually increasing real take-
home pay (Kamalu et al., 2024).

e Reliance on Crisis Management Over Relationship
Building: Interactions between state actors and labor
unions remain purely transactional, occurring almost
exclusively during wage reviews or under the threat of
national strikes. There are no permanent dialogue
mechanisms designed to preserve relational capital
between these friction points. As predicted by Coombs
(2007), this total lack of pre-crisis relationship
cultivation ensures that every new negotiation starts from
a baseline of mutual distrust.

e Total Exclusion of the Informal Sector: Because the
2019 framework excludes any firm with fewer than 25
workers, the vast majority of the national workforce is
left without legal wage protections or seats at the
tripartite table (UNILORIN UCJ, 2025). The public
narrative frames the minimum wage almost entirely
around formal civil servants, completely ignoring the
country's most financially vulnerable laborers.

The Role of Labour Unions as Communicative Actors

Labor unions in Nigeria operate as prominent public relations
entities, leaning heavily on media press conferences, strike
warnings, public demonstrations, and coordinated social media
campaigns to pressure state officials. However, these tactics rely
almost exclusively on adversarial framing casting state actors as
indifferent and workers as exploited. While this approach works
well for short-term mobilization, it frequently damages the trust
needed for long-term collaborative problem-solving.

Historical reviews by Nwankwo (2017) and Okeke (2020) confirm
the vital role trade unions play in driving labor policy reform, but
Afolabi (2018) cautions that their ultimate influence is weakened
by internal division and limited structural leverage. From a public

relations standpoint, unions face a "representation gap" as they
struggle to present a diverse array of worker demands through a
single, unified message. The massive gulf between labor's initial
demand of ¥615,000 and the final ¥70,000 compromise points to
either tactical overreach or deep internal division over what a
realistic target looked like, both of which complicate
communication and can erode trust among union members.

Furthermore, relying on strikes as the primary way to communicate
imposes heavy costs on everyone. Strikes often trigger "no work,
no pay" policies that strip workers of their immediate income,
while the government suffers severe revenue and productivity
losses (Anakwuba & Nwogwugwu, 2024). Game theory shows that
both sides would get better results through steady, continuous
negotiation rather than explosive, periodic standoffs, but the
institutional framework required for that continuous dialogue
simply does not exist.

Public Relations as a Strategic Tool for

Welfare Enhancement

Reframing the Minimum Wage Discourse

Strategic public relations can reshape the minimum wage
conversation from an antagonistic, zero sum struggle into a shared
effort to improve worker welfare through several key interventions:

Issue Framing and Agenda-Setting: Communication campaigns
can shift public perceptions from a "labor versus state™" battle to a
"cooperative hunt for sustainable economic solutions." This means
framing the minimum wage not just as a budget cost, but as an
investment in national productivity, human dignity, and social
stability. Research by Kadiri and Jimoh (2017) confirms that when
wage increases are openly communicated as investments in human
capital rather than corporate costs, they directly correlate with
improved worker welfare and stronger organizational performance.

Institutionalizing Openness and Accountability: Public relations
can design and deploy transparency tools that make wage
implementation easy to track and verify. This includes launching
open digital dashboards that display state-level compliance,
sending out regular public updates on payment schedules, and
setting up accessible grievance channels. This directly supports
calls for centralized compliance systems, providing the strategic
communication design needed to make those systems work
(Kamalu et al., 2024).

Advanced Stakeholder Mapping: Applying systematic
stakeholder analysis helps distinguish between "definitive
stakeholders"” (those holding high power, urgency, and legitimacy)
and "dependent stakeholders" (those with legitimacy and urgency
but little structural power) (Mitchell et al., 1997). In Nigeria,
formal public employees act as definitive stakeholders, while
informal laborers are left as dependent stakeholders, shut out of the
conversation. Strategic PR can bridge this gap by bringing informal
sector representatives, civil society groups, and economic experts
into the policy-making process to build more inclusive solutions.

Two-Way Symmetrical Communication Models
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Grunig’s (1992) two-way symmetrical communication model offer
s a valuable framework for reforming industrial relations. Instead o
f the government hand-delivering wage mandates from the top dow
n or unions firing off demands without room for discussion, a two-

way symmetrical approach establishes:
I 1
| TWO-WAY SYMMETRICAL LABOUR DIALOGUE

L 1
T

Il
T
v v v

PERMANENT FORUMS | JOINT FACT- | | INTEGRATIVE
sustained Joint | FINDING | | BARGAINING

Economic Data | | Mutual Benefits
I L

Crisis Windows |

1

|

|

| Focusing on |

|

1 1

I
|
|
Dialogue Beyond | | Unbiased, Shared|
|
L

The 37-member tripartite committee formed for the 2024 wage
review was a step toward this symmetrical ideal, but its emergency
nature assembling only when a strike loomed limited its
effectiveness.  Transforming these temporary groups into
permanent advisory councils with scheduled meetings, independent
research capabilities, and open reporting methods would
structurally weave symmetrical communication directly into
national labor governance.

Internal Communication and Employee Welfare

Inside organizations, strategic internal communication directly
improves employee welfare by strengthening procedural justice,
reducing workplace anxiety, and boosting organizational
commitment. Scholarship by Downs and Hazen (1977) identifies
multiple dimensions of communication satisfaction such as media
quality, organizational integration, and the overall communication
climate that are highly relevant to rolling out new wage policies.

In public institutions where employees regularly face delayed
paychecks and shrinking allowances (AbdulRasheed, 2022),
sharing clear, honest explanations about these challenges rather
than resorting to administrative silence can ease frustration and
maintain morale. When subnational governments genuinely cannot
afford to roll out new wage scales immediately, sharing transparent
breakdowns of state finances, clear timelines for a phased rollout,
and proof of good-faith efforts can preserve worker trust and
prevent industrial unrest.

Research in Osun State shows that during implementation delays,
civil servants faced severe financial strain and had to seek
secondary informal incomes, which hurt their core productivity
(Kareem & AbdulRasheed, 2024). While strategic internal
communication is never a substitute for fair pay, it provides vital
psychological support by ensuring workers feel respected,
recognized, and treated fairly throughout the process.

Crisis Communication and Industrial Relations

Coombs’ (2007) situational crisis communication theory (SCCT)
offers a practical blueprint for defusing intense wage disputes
before they trigger costly national strikes. SCCT groups crises by
type (victim, accidental, preventable) and assigns matching

response strategies to each. In Nigeria, minimum wage disputes
usually start as "victim crises" driven by external economic shifts
like global inflation that are outside the government's direct
control. However, due to poor communication, they routinely
spiral into "preventable crises,” where the public and workers
perceive the state as simply refusing to help despite having the
resources to do so.

A proactive crisis communication strategy requires:

1. Pre-Crisis Planning: Putting clear communication rules
in place long before friction starts, including naming
designated spokespersons, crafting core messages, and
setting up reliable stakeholder contact channels.

2. Crisis  Recognition:  Quickly and  publicly
acknowledging wage erosion and worker hardship, rather
than dismissively labeling labor's financial demands as
unworkable or extreme.

3. Tailored Response Strategies: Matching the state's
public responses to how the crisis is perceived accepting
accountability where it is due, offering fair adjustments
where budgets allow, and providing clear, reliable
timelines for future fixes to prevent another breakdown.

4, Post-Crisis  Learning:  Evaluating how  well
communication worked after each wage cycle wrapped
up to sharpen and improve strategies for the next round.

The current pattern, where the state initially ignores labor's
demands only to back down once a strike shuts down the economy,
severely damages government credibility and encourages unions to
keep using aggressive tactics. Grounding negotiations in steady,
respectful communication from day one could fundamentally shift
this destructive dynamic.

Digital Public Relations and Transparency

Modern digital communication tools offer powerful new ways to
bring transparency to wage policy rollouts. Secure, mobile-based
tracking systems could allow workers to verify their pay grades,
instantly report non-compliance, and look up real-time
implementation data. Centralized digital dashboards could map out
compliance state by state (Kamalu et al., 2024), making localized
non-compliance visible to citizens, investors, and federal oversight
bodies alike.

However, any digital PR strategy must actively account for the
"digital divide"—the steep technology gap between connected
formal sector workers and less-connected informal workers.
Strategic communication must intentionally use a mix of channels,
blending digital tools with traditional radio broadcasts, local town
halls, and grassroots union networks to ensure everyone has equal
access to the information they need.

Comparative Analysis: Lagos and Osun States
A comparative look at Lagos and Osun states clearly highlights
how financial capacity, political will, and communication
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strategies interact to shape vastly different worker welfare
outcomes.

Lagos State: Proactive Communication and Exceeding
Benchmarks

As Nigeria's primary commercial center, Lagos State benefits from
a highly diversified local economy and exceptional internally
generated revenue. Even before the 2024 federal wage mandate
was officially signed, the state had already introduced a 35,000
interim wage bonus, meaning public salaries smoothly transitioned
to the 370,000 floor the moment the federal policy was announced
(Kareem & AbdulRasheed, 2024). Shortly after, Lagos pushed past
the national baseline entirely, approving an augmented 385,000
standard for its workforce (Olowe, 2024).

From a public relations perspective, Lagos illustrates several
institutional best practices:

e Proactive Communication: The state consistently
frames its wage policies as direct investments in
workforce quality and public service delivery, using a
positive narrative rather than a defensive, cost-cutting
tone.

e  Fiscal Transparency: Sharing regular, clear reports on
state revenue generation and budget spending builds
strong public credibility around the state's wage
promises.

e Implementation Capacity: Polished administrative
workflows ensure timely monthly payouts, closing the
painful gap between announcing a policy and workers
actually seeing that money in their accounts.

Survey data shows that civil servants in Lagos enjoy a higher
standard of living and express significantly greater job satisfaction
than their peers in Osun State (Kareem & AbdulRasheed, 2024).
While strong fiscal capacity is the main driver here, open
communication strategies that manage expectations and build trust
play a massive role in maintaining long-term industrial peace.

Osun State: Communication Deficits and Implementation Lag

Operating with a small industrial base and limited internal revenue,
Osun State routinely struggles to fulfill basic national wage
requirements. Civil servants face frequent salary backlogs,
stripped-back allowances, and tough working conditions, all of
which fuel ongoing industrial tension and union disputes
(AbdulRasheed, 2022).

In Osun, deep fiscal constraints are worsened by severe
communication breakdowns:

e Administrative Opacity: Public sector workers are left
in the dark, with little to no reliable information on when,
how, or if the state will roll out the new wage scales.

e Blame-Shifting Patterns: State press statements
routinely blame implementation delays entirely on
shortfalls in federal monthly allocations, without offering
local workarounds, phased rollout plans, or alternative
timelines.

e Absence of Shared Dialogue: Management rarely
engages with local labor unions outside of high-pressure
crisis moments, completely stalling any long-term
relationship building.

Empirical data reveals that while 51.5% of workers in Osun agree
that tight budgets stall implementation, a telling 61.8% point to a
lack of basic administrative capacity as the primary roadblock
(Kareem & AbdulRasheed, 2024). While strategic PR cannot
magically create funds out of thin air, it can maximize existing
administrative capacity by making implementation workflows
clear, aligning different government agencies, and preserving
worker trust during unavoidable budget delays.

Lessons for Strategic Communication

The contrast between Lagos and Osun states shows that strategic
public relations acts as a powerful "multiplier" of existing fiscal
capacity. It strengthens positive welfare outcomes when resources
are abundant and helps soften the blow when budgets are
dangerously tight. Even in financially strained states, keeping
communication transparent, respectful, and consistent can preserve
industrial peace and protect worker morale during long
implementation delays.

Institutionalising Public Relations in Labour

Governance

1. Embedding

Architecture

For public relations to truly serve as a strategic tool for worker

welfare, it must be woven directly into the structural design of

national labor policy rather than treated as an afterthought. Key
structural reforms should include:

Communication in Policy

I.  Establishing Permanent Tripartite Communication
Forums: Moving away from temporary, emergency
wage review committees and building permanent, year-
round consultative councils. These councils should have
dedicated secretariats, steady research funding, and
neutral, professional PR facilitators trained in interest-
based bargaining and conflict resolution.

ii. Deploying Automatic Wage Indexation Systems:
Structurally linking the national minimum wage directly
to independent inflation trackers and cost-of-living data
(Kamalu et al., 2024) would end the destructive,
combative cycle of reactive bargaining. Public relations
specialists would be essential for clearly explaining these
technical adjustment formulas to the public and building
broad consensus across different interest groups.

iii. Strengthening Intergovernmental Fiscal Alignment:
Given the realities of Nigeria's federal structure, smooth
wage implementation requires much tighter budget
coordination between federal and subnational teams.
Setting up conditional federal fiscal transfers or
emergency wage-support funds for lower-revenue
states—backed by crystal-clear public communication on
eligibility rules and spending tracking—could
significantly close the gap in state-by-state execution.
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iv. Reforming Labour Inspections with  Open
Compliance Communication: Scaling up funding, staff,
and digital tracking tools for labor inspection teams
(Kamalu et al., 2024) must go hand in hand with a
strategic PR approach. This means publishing inspection
findings openly, publicly celebrating fully compliant
employers, and using reputational pressure to sanction
non-compliant ones.

2. Capacity Building for Strategic Labour
Communication

Government ministries tasked with overseeing labor portfolio
requirements must actively transition away from outdated,
defensive information management styles and embrace modern
public relations methods. This requires setting up continuous
capacity-building programs to train state managers, union leaders,
and private sector executives in the principles of two-way
symmetrical communication, digital tracking, and collaborative
problem-solving.

By intentionally embedding strategic public relations into the core
architecture of labor policy, Nigeria can shift its minimum wage
discourse away from a source of ongoing economic disruption and
transform it into a predictable, transparent, and collaborative
process that actively protects and upgrades employee welfare.

Discussion of Findings

The outcomes of this research reveal that the minimum wage crisis
in Nigeria is driven not only by financial limitations but also by
deep-seated communication breakdowns among primary actors.
The data indicates that poor information flow between government
bodies, employers, trade unions, and workers plays a major role in
breeding mistrust, causing legislative delays, triggering labor
strikes, and leading to inconsistent wage compliance nationwide.
This reinforces the core premise of this study: public relations must
transcend basic publicity and be embraced as a strategic
management instrument designed to foster open dialogue, fortify
stakeholder ties, and improve overall worker welfare.

Furthermore, the data indicates that interactions with stakeholders
are predominantly reactive rather than proactive. Dialogue between
state authorities and organized labor typically spikes only during
active disputes or when a strike is imminent, which prevents the
establishment of ongoing, constructive relationships. This pattern
aligns with Grunig’s (1992) Excellence Theory, which positions
two-way symmetrical communication as the ideal mechanism for
cultivating mutual trust and durable institutional bonds. Without
permanent communication channels, every new round of minimum
wage talks starts with mutual doubt and confrontational positioning
instead of cooperative problem-solving.

Another key finding shows a direct link between implementation
failures across various Nigerian states and poor communication
practices. Although budget constraints certainly affect a state's
ability to comply with wage laws, a comparative look at Lagos and
Osun States reveals that transparency, open governance, and active
engagement heavily shape how workers view fairness and state

credibility. The smoother execution of the wage policy in Lagos
State highlights how early, transparent communication can build
public trust within a complex policy landscape. Conversely, the
situation in Osun State demonstrates how restricted information,
bureaucratic opacity, and weak stakeholder relations exacerbate
worker discontent and labor unrest. These dynamics support
Coombs’ (2007) crisis communication theory, which maintains that
entities with strong, pre-existing stakeholder relationships handle
crises far better than those that rely entirely on reactive strategies.

The study also underscores that employee well-being involves
more than just receiving a paycheck; it encompasses
communication satisfaction, fair processes, and institutional trust.
Workers view organizational choices as fair when they are kept
informed, actively consulted, and treated respectfully during
decision-making. This aligns with the scholarship of Downs and
Hazen (1977), Pincus (1986), and Folger and Cropanzano (1998),
who demonstrated that robust internal communication boosts job
satisfaction, organizational loyalty, and perceptions of justice, even
when an organization faces resource constraints.

Additionally, the findings show that leaving informal sector
employees out of minimum wage debates weakens stakeholder
representation and diminishes the reach of labor governance in
Nigeria. According to Stakeholder Theory, organizations secure
lasting, positive outcomes when they acknowledge the priorities of
all impacted groups. Failing to include informal workers leaves a
major communication gap that erodes the overall legitimacy and
scope of wage policies.

Finally, the research highlights the potential of digital public
relations to boost transparency and accountability in policy
execution. Implementing digital compliance tracking, online
complaint platforms, and live wage monitoring could minimize
information gaps and rebuild public trust. Even so, the findings
warn that these digital tools must be paired with conventional
channels—Iike radio broadcasts, town halls, and labor forums—to
ensure workers on the wrong side of the digital divide are not left
behind.

In summary, these findings confirm the theoretical framework of
this study. Stakeholder Theory underscores the necessity of broad
participation; Issues Management Theory points to the value of
early communication before tensions boil over; and Excellence
Theory proves that balanced, two-way communication is essential
for stable labor relations and worker well-being. Ultimately, this
study contends that embedding strategic public relations into
Nigeria's labor governance systems would significantly improve
communication, streamline policy execution, foster industrial
peace, and lift employee welfare.

Recommendations

Based on the outcomes of this research, resolving Nigeria's
minimum wage crisis demands structural reforms that look past
mere wage legislation to embed institutionalized strategic
communication and active stakeholder engagement. To achieve
this, the following measures are recommended:
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1. Embed Strategic Public Relations within Labour
Governance: Government ministries, labor departments,
and major employers must integrate professional public
relations specialists directly into the design, execution,
and evaluation of labor policies. Public relations needs to
serve as a high-level management asset tasked with
engaging stakeholders, averting conflicts, and nurturing
relationships, rather than being restricted to a basic
information delivery service.

2. Build Permanent Tripartite Communication Forums:
Instead of putting together panels exclusively during
wage talks or active labor disputes, regular consultative
bodies should be set up permanently. These forums must
bring together representatives from government,
employer organizations, trade unions, civil society, and
professional associations to maintain an ongoing
dialogue, curb misinformation, and build deep mutual
trust.

3. Boost Transparency using Digital Communication
Networks: Both federal and state authorities need to
launch unified digital networks that offer real-time
updates regarding minimum wage rollout, compliance
tracking, payroll timelines, and complaint filing. To
ensure no one is left behind, these digital hubs must be
paired with conventional communication outlets like
radio broadcasts, town halls, and labor union meetings
for employees with restricted internet access.

4. Upgrade Internal Communication in Public
Institutions: Government bodies should institute
systematic internal communication frameworks that
guarantee public sector staff receive prompt, precise, and
transparent updates about salary implementation, budget
limits, and policy adjustments. This outreach must
prioritize clarity, worker participation, and fair
procedures to protect employee morale when operating
under economic strain.

Conclusion

This research explored the role of public relations as a strategic
mechanism for improving worker well-being amidst Nigeria's
ongoing minimum wage challenges. Grounded in Stakeholder
Theory, Issues Management Theory, and the Excellence Theory of
Public Relations, the analysis highlights that the chronic
difficulties in executing minimum wage agreements stem from
more than just budgetary deficits or bureaucratic shortfalls. Instead,
they are heavily driven by systemic communication breakdowns,
weak stakeholder ties, insufficient openness, and a lack of
structural platforms designed to cultivate continuous dialogue
between the state, employers, unions, and the workforce.

The findings demonstrate that strategic public relations directly
elevates worker welfare by cultivating trust, raising communication
satisfaction, championing procedural justice, driving stakeholder
inclusion, and enabling cooperative conflict resolution. A
comparative evaluation of Lagos and Osun States reveals that

while financial strength matters during wage transitions,
transparent communication and active stakeholder relations are
vital for boosting employee confidence, institutional trust, and
workplace peace. These dynamics reinforce the reality that
sustainable labor governance relies as much on efficient
communication frameworks capable of balancing competing
interests and expectations as it does on cash flow.

In the final analysis, this study maintains that public relations
cannot remain a sidelined communication tool within labor
administration. It must be woven into the fabric of labor
governance and employee welfare policy. By integrating strategic
public relations into the creation, execution, supervision, and
review of wage policies, Nigeria can fortify stakeholder ties, drive
transparency, curb industrial disputes, and ensure more successful
minimum wage compliance. This strategic shift offers a viable
blueprint for safeguarding the welfare of the workforce, cultivating
healthy employer-employee relationships, and propelling the
nation's socioeconomic growth.
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