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ABSTRACT 

The challenge of keeping employees optimally productive has intensified at this time of 

uncertainty in the business, political and economic climate in Nigeria; and the need to boost 

employee productivity has become imperative in order to drive organizational goals. 

Scholars and practitioners have identified employee engagement and its precursors as a 

compelling source of competitive advantage in times of turbulence. This study focused on the 

telecommunication sector in Nigeria and examined the nexus between person-job fit, affective 

commitment, psychological climate, and employee engagement in the sector, with evidence 

from 9Mobile Nigeria Limited. Questionnaire was used to collect data from 215 employees in 

the Lagos and Southwest regions of operation of 9Mobile Nigeria Limited. Data was 

analyzed with the aid of Path Analysis. The result showed that person-job fit, affective 

commitment and psychological climate are directly and positively associated with employee 

engagement. It was concluded that individual-job suitability, employees’ emotional 

attachment to the organization, and workers' perceptions of psychological climate are key 

determinants of employment engagement. The study recommended that Nigeria's 

telecommunication sector should leverage the nexus between person-job fit, affective 

commitment, psychological climate and employee engagement to create a highly engaged 

and productive workforce to drive organizational goal attainment more effectively, and gain 

global competitiveness.  
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Introduction 

Employee engagement has attracted a lot of research in recent times primarily due to the 

perception that it is a major indicator which governs the relationship of the employee with the 

place of work, and performance (Sundaray, 2011). As aptly observed by Roznowski and 

Raywood (2014), the challenge of keeping employees optimally productive has intensified at 

this period of global economic downturn, with attendant diminishing resources and cost-

cutting on the part of employers, and extra pressure of work, high degree of job 

dissatisfaction, job insecurity etc on the part of employees. An attempt to address the adverse 

effects of this challenge on overall organizational productivity has made organisations to shift 

focus towards strategies such as employee engagement (Gruman and Saks, 2011), which 

Bedarkar and Pandita (2014) pointed out is now recognized as a potent source of competitive 

advantage in periods of economic turbulence and uncertainty. In the observation of Katiti 

(2020), when times are tough, managers tend to focus more on organizational pressures, to 

the detriment of employee related initiatives. However, overcoming the challenges of the 

times can only be achieved through effective deployment of employee efforts; therefore 

keeping employees engaged during economic downturn is vital because it has a direct link to 

the metrics that are critical to business performance and survival at such times (Katiti, 2020).            

The telecommunication industry is very pivotal in driving economic growth and development 

in nations, Nigeria inclusive. It serves as a catalyst to the development of other sectors of the 

economy such as education, agriculture, tourism and health. It is also essential for the socio- 

economic and political development of the nation. In view of the importance of this sector to 

Nigeria‟s economic growth and development, the need to ensure optimal employee 

performance, particularly in this period of economic downturn, has become imperative.  

Statement of the Problem 
With the increasing advancement in information and communication technology, businesses 

and industries in Nigeria are undergoing tremendous innovation and competition which has 

caused mobile service providers in the telecommunication industry to be battling for survival. 

The unprecedented advancements and strength of information technology, globalization, and 

strong competition has created better educated, more inquisitive, and decisive customers. The 

marketing environment in the telecommunication sector has greatly changed and this has had 

serious implications for the survival and profitability of players in the industry. Consequently, 

there has been a shift from a stable, predictable, and relatively uncompetitive business 

environment to an environment that is unstable, unpredictable, and highly competitive 

(Muturi, 2004). To address these challenges, it is necessary for companies in the 

telecommunication industry in Nigeria to devise strategies to boost their performance and 

improve their competitiveness. 

The key players in Nigeria telecommunication industry include MTN Nigeria, Globacom, 

Airtel, and 9Mobile Nigeria Limited (whose parent name is EMTS - Emerging Market 

Telecommunication Service). MTN Nigeria‟s strength is their network coverage and robust 

customer database. According to The Nigerian Communication Commission (NCC) 2021 

Report of Market Share of GSM operators, as at December 2021, MTN has a customer 

database of 73.6 million subscribers which account for 37.7% share of the market, Globacom 

has 54.8 million subscribers representing 28.1%, Airtel has 54.8 million subscribers 

representing 27.6%, leaving 9Mobile with 12.8 million subscribers which represents 6.6% of 

the market share. According to Nigeria Communication Commission (NCC) January 2020 

Survey, 9Mobile‟s subscriber base experienced a drop which could be attributed to the 

change of ownership and management and brand name change from Etisalat Nigeria to 

9Mobile Nigeria Limited. With this drop in 9Mobile‟s customer base, there is need for the 
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new management of 9Mobile Nigeria Limited to develop an employee engagement strategy 

that will make them not to lose their best staff to their competitors in the industry as they 

have lost some of their customers to their rivals. This is crucial because an organization‟s best 

talents are the ones with the highest propensity to search elsewhere for better opportunities. 

Armstrong (2012) argues that there will always be high demand for talents, and the prospect 

of short periods of employment with many employers will always be attractive to highly 

talented people. 

The task of getting qualified people to fill gaps arising from turnover is challenging and 

training newly recruited employees most often come at a high cost. In view of this, it will be 

better for 9Mobile Nigeria as a company in the telecommunication industry to breed engaged 

employees that can be retained on a long term basis for sustainable growth and survival. The 

development of employee engagement strategy in 9Mobile Nigeria Limited at a time like this 

will also boost her employees‟ performance which will, in turn, increase the company‟s 

performance and facilitate their ability to sustain their industry lead of excellent customer 

service rating. When coupled with good network, it could bring back their estranged 

subscribers, because while MTN Nigeria is leading the industry in terms of wider network 

coverage and customer database, Globacom and Airtel are leading the internet/data war, and 

9Mobile is leading in terms of customer service and customer complaints resolution (NCC 

Survey, 2020, 2021).           

Shuck (2010) identified person-job fit, affective commitment and psychological climate as 

three factors that have the potential as pointers to the emergence of employee engagement. 

These factors address how employees interprettheir work, which is thought to be related to 

the level of employee engagement. Therefore, according to Gruman and Saks (2011), 

employee performance management structure should be designed to incorporate employee 

engagement model.  

 

Against this backdrop, this study examined the relationship between person-job fit, affective 

commitment, psychological climate, and employee engagement in the Nigerian 

telecommunication sector, with evidence from 9Mobile Nigeria Limited. 9Mobile Nigeria 

Limited is one of the major telecommunication companies in Nigeria currently grappling with 

the adverse consequences of the turbulent economic situation in the country. The findings of 

this study are expected to generate empirical data that will serve as a vital input to the 

telecommunication sector in general, and 9Mobile in particular, regarding the adoption of 

employee engagement as a strategy to improve employee performance and increase employee 

retention, thereby boosting the organizations‟ competitive strength in this period of  

economic downturn. Ang et al (2018) summarized the view of numerous studies by observing 

that employee engagement continues to be an important differentiating factor in 

competitiveness.  When the economy is good, engaged employees make the difference 

between good and exceptional goal attainment, and if the economy is bad, engaged 

employees make the difference between going down and keeping afloat. Therefore, 9Mobile 

Nigeria Limited and other companies in the industry stand to benefit immensely from the 

findings of this study.  

 

Literature Review 

Employee Engagement 

Employee engagement has been conceptualized as an outcome of the relationship between an 

organisation and its employees. Kahn (1990), the proponent of the concept of employee 

engagement, defined it as „the harnessing of organization members‟ selves to their work 

roles; in engagement, people employ and express themselves physically, cognitively, and 
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emotionally during role performances‟. The physical aspect of employee engagement has to 

do with the physical energies exerted by individuals to accomplish their roles; the cognitive 

aspect concerns the employees‟ beliefs about their organization, its leaders and working 

conditions; while the emotional aspect relates to how employees‟ feel about their 

organization, its leaders, and working conditions, and whether they have positive or negative 

attitudes toward the organization and its leaders. Thus, Kular et al (2008) and Ang et al, 

(2018) described engagement to mean being physically as well as psychologically present 

when occupying and performing an organizational role. 

Based on the quality of the study undertaken by Kahn (1990), other researchers later defined 

engagement in various ways. Shuck et al (2011) defined an engaged employee as „one who is 

fully absorbed by and enthusiastic about their work and so takes positive action to further the 

organisation‟s interests‟. Truss et al (2006) defined employee engagement as „passion for 

work‟; Li and Bunchapattanasakda (2019) described engaged employees as truly passionate 

and thoughtful about their work and constitute the difference makers in any organization. 

Fazlurrahman & Wijayati (2020) proposed that employees with a high level of engagement 

will be more enthusiastic and proud of their work, and will experience greater personal 

satisfaction when doing their work. Mone and London (2018) posited that employee 

engagement can be achieved by means of a continuous engagement with the employee by the 

employer; therefore, Borah and Barua (2018) suggested that organisations should maintain a 

high level of engagement among their employees as it is a major factor in creating high-level 

work performance.               

 

Person-job Fit 

Person-job fit has been described in various ways by different researchers. Resick et al (2007) 

described it as the extent to which a person feels their personality and values fit with their 

current job while Choi et al (2017) see it as the perceived degree of congruence between the 

knowledge, skills, abilities, needs, values of the individual, and the requirements of the job. 

Wong and Tetrick (2017), cited in Huang et al (2019) describe it as the degree of alignment 

between the individual and the job, while Suwanti et al (2018) cited in Langgeng et al (2021) 

see it as a fit between an employee‟s traits and the conditions of their workplace.  Research 

has shown that good person-job fit fosters a sense of belonging which brings about the 

harmonization of professional competence with values. This in turn has been found to 

significantly influence the development of job related attitudes such as job satisfaction, 

organizational commitment and employee engagement (Resick et al, 2007; Saks, 2006; Kahn, 

1990). The positive relation of person-job fit and work engagement is  also affirmed by Cai et 

al (2018), cited in Huang et al (2019). 

Kristoff-Brown, Zimmerman and Johnson (2005) found that person-job fit is an important 

precursor in the development of employee engagement, and noted that the absence of person-

job fit could cause employees to disengage from their work due to decreasing levels of 

meaningfulness, safety and availability as conceptualized by Khan (1990). They therefore 

hypothesized that person-job fit would influence employee engagement and, in turn, 

employee performance. Hoffman and Woehr (2006) analyzed the association between 

person-organization fit and performance, organizational commitment, and turnover. Their 

result revealed a moderate correlation between person-organization fit and performance, 

organizational commitment, and turnover. Verquer et al (2003) also found that poor person-

job fit resulted in decreased productivity, decreased satisfaction, and increased level of 

turnover. Saks (2006) suggested that good person-job fit gives employees incentive to 

immerse themselves more into their work, leading to higher levels of engagement. This 
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finding aligns with Macey, Schneider, Barbera, and Young (2009) that it is important for 

employees to have the capacity in their role to engage, in order for engagement to develop. 

Affective Commitment 

Affective commitment describes the extent to which the employee identifies with, is involved 

in, and is emotionally attached to, the organisation. It relates to the genuine bond and 

affection that employees experience in the job and the organisation which makes them want 

to stay in the organisation whether the times are good or bad (Ang et al, 2018). It is one of the 

most important factors that influence the relationship between employees and their 

organisation as it relates to how the employee perceives self as being compatible with the 

organisation (Diniyati & Sudarma, 2018). Shuck et al (2011) proposed that affective 

commitment is an antecedent to employee engagement as it can be linked to an employee‟s 

desire to want to stay in an organisation. This fits well with the conceptualization of 

employee engagement as a motivational construct. Robinson, Perryman and Hayday (2004) 

conceptualized commitment as having a strong relationship with engagement, and employees 

who have a high degree of affective commitment to the organization at which they work were 

more likely to be engaged.  Evidence from other researches (e.g. Khalid, Khalid and Shaheen, 

2013; Ginting, Surya, and Dewi, 2021) also suggest that affective commitment has an 

important and significant relation with employee engagement. 

Psychological Climate 

Psychological climate refers to the perception or interpretation of an organization‟s 

environment including structures, processes, and events. It relates to how an employee 

perceives that the work environment is psychologically meaningful and/safe enough to 

influence motivational, affective, and attitudinal reactions (Brown and Leigh, 1996, Khan, 

1990, Harter et al 2002, Parker et al, 2003). It is a perception of the characteristics of 

situations that have psychological meaning that can affect the behaviour and attitudes of 

organisation members (Rahmawati, Fadah and Juniar, 2018). Psychological climate has been 

found to have a significant influence on the development of work-related attitudes, and 

research suggests that organizational climate is an important factor in the development of 

employee engagement (Brown and Leigh, 1996; Harter, 2003; Kahn, 1990; Harter, 2002).  

Carless (2004) posits that psychological climate is significantly related to an individual‟s 

work attitudes, motivation and performance. When people discover that the work they 

perform is consistent with their understanding, attitudes and behaviours, they are more likely 

to be happier, and more engaged with their work (Ang et al, 2018).  Zigarmiet al (2009) also 

suggested that the result of an employee‟s appraisal of his or her organizational climate 

creates engaging or disengaging behaviour in the employee. Furthermore, how an employee 

perceives the environment is determined by his or her understanding of the situation, level of 

empowerment, capabilities, and beliefs. This framework is comparable to the conditions for 

employee engagement outlined by Kahn (1990).        

Other studies (Arakawa and Greenberg, 2007; Kroth and Keeler, 2009; Brown and Leigh, 

1996; Britt et al., 2005; Harter et al., 2003; O‟Neil and Ardent, 2008, Singh, 2022) have also 

indicated a significant positive relation between supportive management, challenge, 

contribution, and recognition which are sub-elements of psychological climate, and the 

development of employee engagement.  

  



African Journal of Business and Economic Development | ISSN: 2782-7658 

Vol. 2, Issue 9 (September, 2022) | www.ijaar.org/ajbed 

 

24 

 

Conceptual Model 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1: Conceptual Model 

Source: Authors‟ Conceptualization 

 

Based on the empirical review and conceptual model, three hypotheses were formulated:  

H1: Person-job fit has a positive association with employee engagement.  

H2: Affective commitment has a positive association with employee engagement  

H3: Psychological climate has a positive association with employee engagement  

 

Methodology 

Survey research design was adopted in the study. Data was gathered with the aid of 

questionnaire from all 215 employees of 9Mobile Nigeria Limited in the Lagos and 

Southwest regions of operation. Simple percentage was employed for descriptive analysis of 

the demographic characteristics of the respondents, while Path analysis was used to test the 

hypotheses. All respondents were informed of data confidentiality and that information 

supplied would be strictly for research purposes alone.  Males accounted for 60% of the 

respondents, females accounted for 40%; and the mean age was 42.5 years. In terms of length 

of service, 25% of the respondents have spent 5-10 years, 55% have spent 11-20 years, while 

20% have spent more than 20 years in the organisation. 

Measures 

The following scales were measured:  

Person-job fit Scale: This scale was developed and validated by Kristoff-Brown et al. (2005) 

and has a total of 5 items. Likert 5-point scale was used ranging from 1 (strongly disagree) to 

5 (strongly agree). The scale's internal consistency factor α was 0.89. 

Affective Commitment Scale: This scale was derived from the study of Harter et al. (2002) 

and has a total of 5 items. Likert 5-point scale was used ranging from 1 (strongly disagree) to 

5 (strongly agree). The scale's internal consistency factor α was 0.86. 

Psychological Climate Scale: This scale was adopted from the study of Rehman et al. (2021) 

and has a total of 4 items. Likert 5-point scale was used ranging from 1 (strongly disagree) to 

5 (strongly agree). The scale's internal consistency factor α was 0.83. 

PERSON-JOBFIT 

AFFECTIVE COMMMITMENT 

PSYCHOLOGICAL CLIMATE 

EMPLOYEE 

ENGAGEMENT 
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Employee Engagement Scale: This scale was derived from the study of Ang et al (2018) and 

has a total of 4 items. The Likert 5-point scale was used ranging from 1 (strongly disagree) to 

5 (strongly agree). The scale's internal consistency factor α was 0.85. 

The scales were subjected to further item analysis to determine their psychometric soundness 

as indicated in Table1. 

 

Table 1: Summary of Results of the Measurement Instruments Validation 

Scale  No of 

Items 

Meaning 

Bartlett 

KMO  Eigenvalue of 

the principal 

Component 

% of the 

Variance 

α  of 

Cronbach 

Person-job fit  5 p = .000 

(significant) 

0.879 3.727 89.76% 0.84 

Affective 

Commitment  

4 p = .000 

(significant) 

0.810 3.263 82.87% 0.82 

Psychological 

climate 

4 p = .000 

(significant) 

0.899 3.908 89.61% 0.89 

 

Table 1 reveals that factor loads of all the indicators are higher than 0.5 which shows that the 

questionnaire items highly reflect the variance of the variables. This implies that the 

measurement model has high factor validity. 

Results and Discussion 

Table 2: Relationship between variables 

path   r-value Std. Err. T-value p-value 

cov(PJF,AC)| .6073512 .0503692 12.06 0.000 

cov(PJF,PC)| .2534325 .0746827 3.39 0.001 

cov(AC,PC)| .3218495 .0715415 4.50 0.000 

 

As shown in Table 2, Path analysis, using standardized coefficient was employed to 

determine the relationship between person-job fit, affective commitment, and psychological 

climate in 9Mobile Nigeria Limited. The r-value of .607 and p-value of 0.000 showed that 

person-job fit (PJF) has a positive and significant association with affective commitment 

(AC); r-value of .253 and p-value of 0.001 reveals that person-job fit (PJF) has a positive and 

significant association with psychological climate (PC); and r-value of .321 and p-value of 

0.000E shows that affective commitment (AC) has a positive correlation with psychological 

climate (PC). This result indicates that person-job fit, affective commitment, and 

psychological climate have a positive and significant relationship in 9Mobile Nigeria Limited 

(see Figure 2). 
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Figure 2: Path Analysis showing relationship between the variables. 

Source: Data analysis (2022) 

 

Table 3: Results of Path Analysis 

Relationship between 

variables  

Coef. Std. 

Err. 

T-

value 

p-

value 

[95% Conf. Interval] 

EE <- PJF   .419 .064 6.51 *** .2932493 .5459107 

EE <- AC .303 .067 4.50 *** .1714522 .4358211 

EE <- PC .212 .056 3.79 *** .1026387 .3230401 

  _cons 2.756 .542 5.08 *** 1.693961 3.819516 

 

Path analysis was used to assess associations between independent and dependent variables. 

Table 3 shows a beta value of 0.419 and a t-value of 6.51 which indicates that person-job fit 

isdirectly and positively associated with employee engagement (EE), and a p-value of 0.000 

further reveals that person-job fit has a significant impact on EE, implying that individual-job 

suitability is a strong predictor of EE. This study is consistent with previous studies showing 

that individual-job matching has a strong impact on employee engagement (Kangure, Wario 

& Odhiambo, 2014; Memon et al., 2015; Unal & Turgut, 2015, Hamid & Yahya, 2016; 

Osayande & Okolie, 2019). Similarly, Sulistiowa et al (2018) revealed that an employee's 

suitability for job has a significant impact on EE. In the same vein, Macey & Schneider, 

(2008) and Hamid, & Yahya (2016) noted that hiring the most suitable employee for one's 

position is a key determinant of EE. This confirms H1. The implication of the findings is that 

HR managers in Nigeria‟s telecom sector must emphasize person-job suitability to realize 

greater employee productivity to drive its vision of global telecom competitiveness.         

A beta value of 0.303 also indicates that emotional commitment is positively associated with 

EE, but a p-value of 0.0000 denotes that the magnitude of the association with EE is 

significant. This indicates that the employee's emotional attachment to the organization is a 

key determinant of EE.  This finding is consistent with Macey et al. (2009)‟s assertion  that 
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when employees feel that their personal values and priorities are aligned with the company's 

mission and feel at home within the organization, it has a significant impact on EE.  The 

studies of Rameshkumar (2020) and Mauliddya (2021) also affirm that employee emotional 

attachment, organizational belonging, and organizational engagement are significantly 

associated with EE. Therefore, H2 is supported.    The results also show that psychological 

climate is linearly and significantly related to employee engagement (EE) with a beta-value 

of 0.212 and a p-value of 0.000.  This finding is consistent with Kataria et al (2013), Lee and 

Ok (2015) and Singh (2022) that how the organizational environment is perceived and 

interpreted by employees has a significant impact on EE.  Therefore, H3 is confirmed.  The 

implication of this finding is that workers' perceptions of psychological climate of their 

workplace as it relates to safety, recognition, fairness, support, autonomy, and trust, have a 

significant impact on the enthusiasm and dedication they feel about their work, and this in 

turn, is likely to have positive influence on their performance, and overall organizational 

effectiveness. 

Conclusion 
Based on the findings, the study established that person-job fit, affective commitment and 

psychological climate are directly and positively associated with employee engagement in 

9Mobile Nigeria Limited. It was concluded that employees‟ job suitability, emotional 

attachment to the organization, and positive perception of psychological climate are key 

determinants of employment engagement in the organisation.  

Practical Implications and Recommendations 

This study provides empirical evidence of the positive association between person-job fit, 

affective commitment, and psychological climate and employee engagement in the Nigerian 

telecommunication sector, with particular focus on 9Mobile Nigeria Limited. The study has 

some practical implications for Nigerian telecommunications sector in general, and 9Mobile 

Nigeria Limited in particular. The study recommends that, in order for 9Mobile to enjoy 

highly lucrative market opportunities, it must bring on board employees best suited for the 

job, and create an environment capable of breeding employees with high level of emotional 

involvement, trust and commitment in the organisation. Nigeria's telecommunications sector 

should leverage the nexus between person-job fit, affective commitment, psychological 

climate and employee engagement to create highly engaged and productive workforce to 

drive organizational goal attainment more effectively, and gain global competitiveness. 
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