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ABSTRACT: This study examined the Federal Character Principle and National Integration in 

Nigeria's Fourth Republic (1999-2023). Specifically, the study seeks to examine the effect of the 

Federal Character Principle on equitable representation, assess its influence on national unity and 

citizens' sense of belonging, evaluate its contribution to ethnic inclusiveness and political 

participation, and identify the challenges limiting its effectiveness in promoting national 

integration. The study adopts a qualitative research design, relying on documentary sources. The 

study is anchored on Consociational Theory as propounded by Arend Lijphart, which emphasizes 

inclusive governance and proportional representation in plural societies. The findings reveal that 

the Federal Character Principle has significantly improved equitable representation by ensuring 

the inclusion of all states and geopolitical zones in federal governance, thereby reducing feelings 

of marginalization and promoting broader political participation. However, its implementation has 

varied across successive administrations and has been weakened by political interference, regional 

favoritism, weak enforcement by the Federal Character Commission, elite patronage, 

constitutional ambiguities, and the persistent conflict between merit and quota-based 

representation. These challenges have reduced public confidence in the policy and limited its 

overall contribution to sustainable national integration. The study concludes that effective 

implementation of the principle requires greater transparency, accountability, and institutional 

independence. It recommends strengthening the enforcement powers of the Federal Character 

Commission and ensuring that federal appointments combine equitable representation with 

competence and merit. 

Keywords: Federal Character Principle, National Integration, Equitable Representation, Fourth 

Republic, Nigeria. 

 

INTRODUCTION 

 

Nigeria is widely recognized as one of the most 

ethnically, culturally, and religiously diverse 

countries in Africa, comprising over 250 ethnic 

groups with distinct languages, cultures, and 

religious affiliations. Since attaining 

independence in 1960, managing this diversity 

has remained one of the country's greatest 

governance challenges. Rather than serving 

solely as a source of national strength, 

Nigeria's heterogeneous composition has 

frequently generated ethnic competition, 

regional inequalities, political rivalry, and 

conflicts over access to political power and 

public resources (Akinyemi, 2020; Omotola, 
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2023). These challenges have continued to 

threaten national unity, political stability, and 

socio-economic development, making the 

promotion of national integration a central 

objective of successive governments 

(Adebanwi, 2024). Consequently, various 

constitutional and administrative mechanisms 

have been introduced to foster inclusiveness, 

equitable representation, and a sense of 

belonging among Nigeria's diverse groups. 

 

One of the most important of these 

mechanisms is the Federal Character Principle, 

which emerged from the recommendations of 

the Constitution Drafting Committee and was 

first entrenched in the 1979 Constitution 

before being retained in Section 14(3) of the 

Constitution of the Federal Republic of 

Nigeria, 1999 (as amended). The principle was 

designed to ensure that appointments into 

public offices, recruitment into federal 

institutions, admissions into educational 

institutions, and the distribution of public 

resources reflect the federal character of the 

country (Federal Republic of Nigeria, 1999; 

Adeosun, 2020).  

 

According to Okeke and Eme (2022), the 

principle seeks to prevent the domination of 

public institutions by any particular ethnic, 

regional, or religious group while promoting 

fairness, inclusiveness, and political 

participation across the federation. It therefore 

serves as an institutional mechanism for 

managing Nigeria's diversity and 

strengthening the foundations of national 

unity. 

 

The return to democratic governance in 1999 

marked the beginning of the Fourth Republic 

and renewed expectations for the effective 

implementation of constitutional principles to 

promote equity and national cohesion. Since 

then, the Federal Character Principle has 

played a significant role in appointments into 

federal ministries, departments, agencies, 

security institutions, and educational 

establishments (Federal Character 

Commission, 2024; Yakubu, 2023). The 

expectation has been that equitable 

representation in governance would reduce 

feelings of marginalization, strengthen 

citizens' confidence in government 

institutions, and foster peaceful coexistence 

among Nigeria's diverse ethnic groups. 

However, persistent allegations of lopsided 

appointments, ethnic favoritism, political 

patronage, and unequal access to public 

opportunities continue to generate debates over 

the effectiveness of the principle in achieving 

its constitutional objectives (Ojo, 2024; 

Ibrahim & Mohammed, 2025). These concerns 

have raised fundamental questions regarding 

whether the Federal Character Principle has 

genuinely promoted national integration or 

merely institutionalized quota-based 

representation at the expense of merit and 

administrative efficiency (Adeosun, 2020). 

 

National integration remains indispensable for 

the survival of any heterogeneous society 

because it promotes social cohesion, political 

stability, and a shared sense of national identity 

irrespective of ethnic, religious, or regional 

differences (Mustapha, 2025). Although the 

Federal Character Principle has undoubtedly 

enhanced the representation of different groups 

in public institutions (Okeke & Eme, 2022), its 

implementation has continued to face 

significant challenges arising from weak 

enforcement, political manipulation, and the 

persistent tension between equity and merit 

(Nwankwo, 2026; Ibrahim & Mohammed, 

2025). Against this background, this paper 

assesses the Federal Character Principle and its 

contribution to national integration in Nigeria's 

Fourth Republic, with particular emphasis on 

its achievements, implementation challenges, 

and implications for democratic governance 

and sustainable nation-building. 

Statement of the Problem 
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A federal system is expected to promote 

equity, inclusiveness, and equal representation 

among its constituent units, thereby fostering 

national unity and a sense of belonging among 

all citizens. In Nigeria, the Federal Character 

Principle was introduced as a constitutional 

mechanism to achieve these objectives by 

ensuring that appointments into public offices, 

recruitment into federal institutions, and the 

distribution of public opportunities reflect the 

country's ethnic, regional, and religious 

diversity. The establishment of the Federal 

Character Commission and the provisions of 

Section 14(3) of the Constitution of the Federal 

Republic of Nigeria, 1999 (as amended), were 

intended to prevent the domination of public 

institutions by any particular group and 

strengthen national integration. 

 

Despite these constitutional and institutional 

measures, Nigeria continues to experience 

persistent ethnic tensions, regional agitations, 

perceptions of marginalization, and 

controversies over political appointments and 

public sector recruitment. Allegations of 

lopsided appointments, unequal representation 

in strategic government institutions, and 

selective implementation of the Federal 

Character Principle have continued to generate 

public dissatisfaction and weaken citizens' 

confidence in the ability of government to 

promote fairness and inclusiveness. These 

developments indicate that the objectives of 

the Federal Character Principle have not been 

fully realized despite more than two decades of 

democratic governance in the Fourth Republic. 

 

The continued existence of these challenges 

raises important questions about the 

effectiveness of the Federal Character 

Principle as an instrument of national 

integration. While the principle was designed 

to promote unity through equitable 

representation, concerns over political 

patronage, weak enforcement, and the tension 

between equity and merit continue to 

undermine its implementation. It is against this 

backdrop that this paper assesses the Federal 

Character Principle and its contribution to 

national integration in Nigeria's Fourth 

Republic. 

 

Objectives of the Study 

The main objective of this paper is to assess the 

effect of the Federal Character Principle on 

national integration in Nigeria's Fourth 

Republic. The specific objectives are to: 

i. Examine the effect of the Federal 

Character Principle on equitable 

representation in Nigeria's Fourth 

Republic.  

ii. Assess the influence of the Federal 

Character Principle on national unity and 

citizens' sense of belonging in Nigeria.  

iii. Examine the contribution of the Federal 

Character Principle to ethnic inclusiveness 

and political participation in Nigeria's 

Fourth Republic.  

iv. Identify the challenges limiting the 

effectiveness of the Federal Character 

Principle in promoting national 

integration in Nigeria's Fourth Republic. 

 

Conceptual Clarifications 

Federalism 

Federalism is generally understood as a system 

of government that constitutionally divides 

powers between the central government and 

constituent units, allowing each level of 

government to exercise authority within its 

assigned jurisdiction. It is widely regarded as 

an effective system for governing plural 

societies because it accommodates diversity 

while preserving national unity. According to 

Hueglin and Fenna (2021), federalism is a 

constitutional arrangement that distributes 

political authority among different levels of 

government to enable both the central and 

subnational governments to participate 

effectively in governance while maintaining 

national cohesion. This definition presents 

federalism as a mechanism for managing 
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diversity through constitutional power sharing. 

However, Schnabel and Fenna (2022) argue 

that federalism extends beyond the 

constitutional allocation of powers. They 

contend that genuine federalism requires 

meaningful autonomy for constituent units, 

effective intergovernmental cooperation, and a 

balance between self-rule and shared rule. 

Their argument suggests that constitutional 

provisions alone cannot guarantee effective 

federalism unless they are supported by 

practical institutional autonomy and 

cooperation among the various levels of 

government. 

 

Fenna and Schnabel (2024) further define 

federalism as a political system founded on the 

principles of self-rule and shared rule, where 

constituent governments exercise independent 

authority while jointly participating in national 

governance. Unlike earlier constitutional 

perspectives that focus primarily on the 

distribution of powers, Fenna and Schnabel 

emphasize the constitutional balance between 

autonomy and cooperation as the defining 

feature of federalism.  

 

Similarly, Burgess (2021) describes federalism 

as a constitutional arrangement in which 

powers are shared among different levels of 

government through clearly defined legislative 

competences. He argues that the effectiveness 

of federalism depends on the genuine 

devolution of political, administrative, and 

fiscal powers to constituent units, noting that 

excessive centralization has weakened the 

practice of true federalism in many federations. 

Burgess' position reinforces the argument that 

over-centralization undermines the principles 

upon which federalism is founded. 

Arowolo and Aluko (2023) view federalism as 

an institutional mechanism for accommodating 

ethnic and regional diversity through inclusive 

power-sharing arrangements that strengthen 

national cohesion in heterogeneous societies 

such as Nigeria. Similarly, Aiyede (2025) 

argues that federalism is a governance system 

designed to balance competing identities, 

reduce political conflict, and promote 

democratic participation through 

decentralization and cooperative governance. 

These perspectives extend earlier definitions 

by emphasizing the role of federalism in 

fostering inclusion, political stability, and 

peaceful coexistence. From these 

contemporary scholarly views, federalism can 

be understood as a constitutional and political 

system that combines the division of 

governmental powers with cooperation, 

autonomy, and inclusive governance to 

promote unity, manage diversity, and enhance 

national integration. 

 

Federal Character Principle 

The Federal Character Principle is a 

constitutional mechanism established to ensure 

equitable representation of Nigeria's diverse 

ethnic, regional, and religious groups in public 

institutions. It was introduced to address the 

persistent problem of domination by certain 

groups in the allocation of public offices, 

employment opportunities, and other national 

resources while fostering unity and a sense of 

belonging among all citizens. According to 

Adeosun (2020), the Federal Character 

Principle is a constitutional and administrative 

policy designed to guarantee fair 

representation of the various federating units in 

public appointments, recruitment, and the 

distribution of government opportunities. This 

definition emphasizes equity, inclusiveness, 

and balanced representation as the central 

objectives of the principle. However, Awofeso 

(2021) argues that the Federal Character 

Principle should not be viewed merely as a 

mechanism for equitable representation but 

also as a governance strategy intended to 

promote fairness, accountability, and public 

confidence in state institutions. His perspective 

broadens the concept by emphasizing that the 

principle serves both distributive and 



J Emerging Trends in Mgt Sci Entrep, Vol 8, Issue 3, Pp 85-105, July/JSept 2026                                          https://www.jetmase.com 

 

Owobi, JETNASE, 2026 

 

Page 89 of 105 

integrative functions in Nigeria's federal 

system. 

 

Expanding this perspective, Okeke and Eme 

(2022) define the Federal Character Principle 

as a constitutional framework established to 

ensure that the composition and operation of 

government institutions reflect Nigeria's ethnic 

and regional diversity in order to promote 

national integration, political stability, and 

inclusive governance. Unlike Adeosun (2020), 

whose definition focuses primarily on 

representation in appointments and 

recruitment, Okeke and Eme (2022) present 

the principle as an instrument for managing 

diversity and strengthening democratic 

governance. Similarly, Yakubu (2023) argues 

that the Federal Character Principle was 

specifically institutionalized to reduce inter-

group distrust, prevent the monopolization of 

public institutions by dominant ethnic or 

regional groups, and enhance citizens' 

confidence in the Nigerian state. While these 

scholars agree on the integrative role of the 

principle, they also maintain that its 

effectiveness depends largely on strict 

adherence to constitutional provisions and 

transparent implementation. 

 

Furthermore, Ojo (2024) describes the Federal 

Character Principle as an institutional policy 

aimed at achieving balanced representation in 

Nigeria's public service through equitable 

recruitment, appointments, and promotion 

across the federating units. According to the 

author, the principle remains a significant 

mechanism for managing diversity in Nigeria's 

heterogeneous society; however, its 

implementation has frequently been 

undermined by political patronage, nepotism, 

and selective compliance with constitutional 

provisions. This position is reinforced by 

Ibrahim and Mohammed (2025), who contend 

that the success of the Federal Character 

Principle depends not merely on its 

constitutional recognition but on impartial 

enforcement, merit-based recruitment, and 

institutional accountability. Likewise, 

Nwankwo (2026) argues that strengthening the 

implementation of the Federal Character 

Principle is essential for promoting national 

unity, inclusive governance, and equitable 

access to public opportunities in Nigeria's 

contemporary democratic system. From these 

contemporary scholarly perspectives, the 

Federal Character Principle can therefore be 

understood as a constitutional and 

administrative policy established to ensure 

equitable representation, prevent the 

domination of public institutions by any 

particular ethnic or regional group, manage 

Nigeria's diversity, and promote national 

integration through inclusive governance and 

equal access to public opportunities. 

 

National Integration 

National integration refers to the process of 

fostering unity, peaceful coexistence, and a 

shared sense of identity among people of 

different ethnic, religious, cultural, and 

regional backgrounds within a state. In a plural 

society such as Nigeria, national integration is 

essential for promoting political stability, 

social cohesion, and sustainable national 

development. According to Akinyemi (2020), 

national integration is the process of 

strengthening national unity through inclusive 

governance, equitable representation, and 

equal access to political and socio-economic 

opportunities for all citizens regardless of their 

ethnic or regional affiliations. This definition 

emphasizes political inclusion and equitable 

participation as the foundation of national 

integration. However, Ibrahim and Ibeanu 

(2021) argue that national integration extends 

beyond equitable representation to encompass 

the development of a common national identity 

in which citizens place collective national 

interests above ethnic, religious, or regional 

loyalties. While Akinyemi (2020) focuses 

primarily on institutional inclusiveness, 

Ibrahim and Ibeanu (2021) broaden the 
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concept by emphasizing patriotism, social 

solidarity, and civic responsibility as essential 

components of integration. 

 

Expanding this perspective, Egbewole (2022) 

defines national integration as the process 

through which citizens from diverse 

backgrounds develop mutual trust, peaceful 

coexistence, and commitment to shared 

national values irrespective of their cultural, 

ethnic, or religious differences. This definition 

places greater emphasis on the social and 

psychological dimensions of integration than 

the institutional perspective advanced by 

Akinyemi (2020). Similarly, Omotola (2023) 

contends that national integration is achieved 

when government institutions guarantee equal 

opportunities, social justice, and meaningful 

participation in governance for all citizens. His 

position supports Egbewole's (2022) argument 

that integration requires mutual trust among 

citizens but further stresses that such trust can 

only be sustained where public institutions 

operate transparently, fairly, and without 

discrimination. This suggests that national 

integration depends not only on citizens' 

attitudes but also on the capacity of 

government to promote justice, inclusion, and 

equal treatment. 

 

Furthermore, Adebanwi (2024) views national 

integration as a continuous process of 

promoting unity through civic education, 

inclusive public policies, and respect for 

cultural diversity. According to the author, 

strengthening civic values and educating 

citizens about shared national aspirations 

enhance social cohesion and reduce ethnic and 

regional tensions. This perspective 

complements the views of Omotola (2023) by 

demonstrating that effective national 

integration requires both institutional reforms 

and deliberate efforts to cultivate patriotism 

and mutual understanding among citizens. 

Likewise, Mustapha (2025) argues that 

national integration involves creating an 

environment where individuals from different 

ethnic and cultural backgrounds cooperate 

peacefully, participate equally in governance, 

and contribute collectively to national 

development while preserving their cultural 

identities. In the same vein, Okafor (2026) 

maintains that sustainable national integration 

can only be achieved where governments 

consistently uphold equity, justice, inclusive 

governance, and equal opportunities for all 

citizens irrespective of ethnicity, religion, or 

region. From these contemporary scholarly 

perspectives, national integration can therefore 

be understood as the continuous process of 

building unity, fostering peaceful coexistence, 

promoting equal opportunities, strengthening 

citizens' sense of belonging, and encouraging 

collective commitment to national 

development irrespective of ethnic, religious, 

or regional differences. 

 

Theoretical Framework 

 

The study is anchored on the Consociational 

Theory, propounded by Arend Lijphart (1969) 

and comprehensively developed in his seminal 

work, Democracy in Plural Societies (Lijphart, 

1977). The theory emerged as a response to the 

challenges of governing deeply divided 

societies characterized by ethnic, religious, 

linguistic, and cultural diversity. Lijphart 

argued that political stability in such societies 

cannot be sustained through simple majority 

rule because it often results in the exclusion 

and domination of minority groups. Instead, he 

maintained that stability is best achieved 

through inclusive governance, power sharing, 

and cooperation among the leaders of the 

various segments that constitute the state. 

The central assumption of the Consociational 

Theory is that plural societies are inherently 

divided and therefore require institutional 

arrangements that guarantee the participation 

of all significant groups in governance. The 

theory assumes that political stability depends 

on cooperation among political elites rather 
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than winner-takes-all politics. It further holds 

that inclusive power sharing prevents 

domination and marginalization, while 

proportional representation in public 

appointments, employment, and the allocation 

of public resources promotes fairness, 

legitimacy, and a sense of belonging among 

citizens.  

 

It also assumes that peaceful coexistence is 

sustained through dialogue, compromise, and 

mutual accommodation among competing 

groups. These assumptions are operationalized 

through four major principles: grand coalition, 

mutual veto, proportionality, and segmental 

autonomy, all of which are intended to 

promote inclusion, reduce conflict, and 

strengthen national integration in plural 

societies. 

 

Despite its significance, the theory has 

attracted some criticism. Horowitz (1985) 

argues that power sharing based on ethnic or 

regional identities may reinforce social 

divisions instead of promoting a common 

national identity. Critics also contend that the 

emphasis on proportional representation may 

undermine meritocracy by giving greater 

consideration to group representation than to 

competence in public appointments and 

resource allocation. 

 

The Consociational Theory is highly relevant 

to this study because it provides a sound 

theoretical explanation for the Federal 

Character Principle in Nigeria. The principle of 

proportionality, which is central to the theory, 

is reflected in the constitutional requirement 

that appointments into public offices, 

recruitment into federal institutions, and the 

distribution of public opportunities should 

fairly represent the country's diverse ethnic, 

regional, and religious groups. By advocating 

inclusive governance and equitable 

representation, the theory explains how the 

Federal Character Principle is expected to 

reduce feelings of marginalization, strengthen 

citizens' sense of belonging, promote national 

unity, and enhance national integration in 

Nigeria's Fourth Republic. It therefore 

provides an appropriate framework for 

assessing whether the implementation of the 

Federal Character Principle has achieved its 

objective of fostering national integration in 

Nigeria. 

 

METHODOLOGY 

 

This paper adopts a qualitative research design 

and relies on documentary sources for data 

collection. The study draws its data from 

secondary sources, including textbooks, peer-

reviewed journal articles, the Constitution of 

the Federal Republic of Nigeria, official 

publications of the Federal Character 

Commission, government documents, policy 

reports, and other relevant scholarly materials. 

These sources were carefully reviewed to 

provide a comprehensive understanding of the 

Federal Character Principle and its role in 

promoting national integration during 

Nigeria's Fourth Republic.  

 

The data were analyzed using qualitative 

content analysis, which involved examining, 

comparing, and interpreting information from 

the various sources to identify key issues, 

patterns, and emerging arguments relevant to 

the study. This method is appropriate because 

it enables an objective assessment of existing 

knowledge and documentary evidence on the 

subject matter. 

 

DATA PRESENTATION AND ANALYSIS 

The Effect of the Federal Character 

Principle on Equitable Representation in 

Nigeria's Fourth Republic.  

The Federal Character Principle remains one 

of the most significant constitutional 

mechanisms for managing Nigeria's ethnic, 

regional, and religious diversity. Enshrined in 

Section 14(3) of the 1999 Constitution (as 
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amended), it requires that public appointments 

and the composition of federal institutions 

reflect the diversity of the federation in such a 

way that no ethnic group or region dominates 

governance. The Federal Character 

Commission (FCC) is responsible for 

monitoring compliance across Ministries, 

Departments, and Agencies (MDAs), ensuring 

that recruitment, appointments, and 

distribution of federal resources follow 

principles of fairness and inclusiveness 

(Federal Republic of Nigeria, 1999; Federal 

Character Commission, 2021). In practice, the 

principle influences ministerial appointments, 

recruitment into security agencies, admission 

policies in federal institutions, and distribution 

of leadership positions, although its 

application varies across administrations due 

to political considerations and institutional 

capacity. 

 

During the Obasanjo administration (1999-

2007), federal character was central to 

rebuilding national unity after military rule. 

The administration ensured that all states were 

represented in the Federal Executive Council, 

institutionalizing the "one state, one minister" 

approach as a key symbol of inclusion. In 

practical terms, appointments into federal 

agencies such as the Nigeria Police Force, 

Nigerian Customs Service, and Immigration 

Service followed strict state-based quotas, 

which sometimes resulted in candidates from 

less competitive states being selected over 

higher-performing candidates from more 

competitive regions. Federal boards and 

parastatals were also distributed across 

geopolitical zones to reduce fears of 

domination by any single ethnic group. This 

period therefore reflected a strong emphasis on 

balancing political stability with inclusion 

through negotiated appointments and elite 

bargaining (Suberu, 2001; Mustapha, 2006). 

 

The Yar'Adua administration (2007-2010) 

maintained the constitutional structure of 

federal character but placed greater emphasis 

on reconciliation and inclusion, particularly in 

addressing long-standing grievances in the 

Niger Delta region. A key practical example 

was the Niger Delta Amnesty Programme of 

2009, which provided disarmament, training, 

and reintegration opportunities for ex-

militants, many of whom were absorbed into 

federal employment schemes and security-

related support programs. This represented a 

direct attempt to use federal structures to 

correct regional exclusion. However, 

enforcement of federal character guidelines 

became inconsistent due to the president's 

health challenges and reduced administrative 

control, allowing bureaucratic discretion and 

political intermediaries to play a larger role in 

appointments and recruitment processes 

(International Crisis Group, 2010; Watts, 

2011). 

 

Under the Jonathan administration (2010-

2015), federal character became more visibly 

reflected in strategic appointments, 

particularly with increased representation of 

the South-South region in key economic 

institutions. Leadership positions within 

agencies such as the Nigerian National 

Petroleum Corporation (NNPC) and other oil-

sector-related bodies reflected a deliberate 

attempt to balance historical grievances over 

resource control and political exclusion. 

Federal recruitment continued under FCC 

guidelines, but public debate around equity 

intensified, with growing perceptions that 

some regions were either gaining or losing 

relative influence in strategic sectors. This 

period highlighted a major limitation of federal 

character implementation: even when formal 

compliance exists, public perception of 

fairness can differ significantly across regions, 

thereby affecting trust in governance 

(Mustapha, 2014; Suberu, 2010). 

 

The Buhari administration (2015-2023) 

generated the most intense national debate on 
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federal character implementation. While the 

government maintained that constitutional 

requirements were followed in appointments, 

particularly through ministerial representation 

and civil service recruitment, widespread 

criticism emerged regarding perceived 

regional imbalance in sensitive security and 

strategic institutions. Leadership appointments 

in key security agencies were frequently 

concentrated in particular geopolitical zones, 

leading to public concern about inclusiveness 

in national security governance. This 

perception was reinforced by civil society 

reports and public commentary arguing that 

such patterns weakened national cohesion and 

contradicted the spirit of Section 14(3) of the 

Constitution (Mustapha, 2006; House of 

Representatives, 2023). 

 

The Tinubu administration (2023-present) has 

continued to operate within the framework of 

the Federal Character Principle, with efforts to 

ensure that all states are represented in federal 

appointments, particularly in the Federal 

Executive Council and major government 

agencies. In practical terms, ministerial 

appointments have been distributed across all 

states, maintaining constitutional requirements 

for inclusion. However, reports of the Federal 

Character Commission indicate that 

distribution of federal appointments continues 

to attract public debate over regional balance 

in strategic institutions. Public attention has 

been particularly focused on appointments in 

economic and security-related agencies, where 

decisions are often interpreted through 

political and regional lenses. Under this 

administration, the reality of federal character 

has increasingly shifted from mere legal 

compliance to broader questions of perceived 

fairness, visibility, and national cohesion in a 

politically sensitive environment (Federal 

Character Commission, 2021). 

 

Across all administrations, the Federal 

Character Commission has continued to play a 

central regulatory role in ensuring equitable 

representation in federal institutions. However, 

its effectiveness is limited by political 

interference, weak enforcement capacity, and 

elite bargaining. While institutions such as the 

Federal Executive Council and federal 

universities demonstrate relatively strong 

compliance due to clear structural rules, 

security agencies and strategic economic 

institutions remain more contested due to their 

political sensitivity. This uneven 

implementation shows that federal character 

operates more effectively where institutional 

rules are rigid and less effectively where 

political discretion is high, making equitable 

representation in Nigeria both a constitutional 

requirement and a political negotiation 

process. 
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The chart illustrates the changing pattern of 

implementation of the Federal Character 

Principle across Nigeria’s Fourth Republic, 
showing that although constitutional 

compliance has remained largely consistent, 

the practical application of the principle has 

varied across administrations. The Obasanjo 

administration (1999-2007) recorded the 

strongest implementation, reflecting broad 

adherence to equitable appointments, state-

based representation, and balanced distribution 

of positions across the six geopolitical zones. 

The Yar’Adua administration (2007-2010) 

sustained a high level of implementation by 

promoting regional reconciliation through 

initiatives such as the Niger Delta Amnesty 

Programme, although enforcement became 

less consistent due to administrative 

challenges. During the Jonathan administration 

(2010-2015), implementation remained 

substantial but attracted greater public debate 

as increased representation of the South-South 

region in strategic institutions led to differing 

perceptions of fairness. The Buhari 

administration (2015-2023) recorded the 

lowest level of perceived implementation, as 

concerns over the concentration of 

appointments in key security and strategic 

agencies generated widespread criticism 

despite formal constitutional compliance. 

Under the Tinubu administration (2023-

present), implementation continues within the 

constitutional framework, with all states 

represented in federal appointments; however, 

public evaluation increasingly focuses on the 

regional distribution of strategic appointments, 

transparency, and the perceived fairness of the 

process. Overall, the chart demonstrates that 

while the Federal Character Principle has 

remained a permanent feature of governance 
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throughout the Fourth Republic, its 

effectiveness has depended not only on legal 

compliance but also on the extent to which 

appointments are perceived as balanced, 

transparent, and reflective of Nigeria’s diverse 
federal structure. 

 

The Influence of the Federal Character 

Principle on National Unity and Citizens' 

Sense of Belonging in Nigeria.  

The influence of the Federal Character 

Principle on national unity and citizens' sense 

of belonging in Nigeria has varied across 

administrations, depending on how strictly the 

policy was implemented and how fairly 

citizens perceived its outcomes. Although the 

principle is constitutionally established under 

Section 14(3) of the 1999 Constitution and 

operationalised through the Federal Character 

Commission (FCC), its real impact is better 

understood through administrative practice, 

institutional distribution of appointments, and 

public perception across different political 

eras. Empirical governance studies show that 

Nigeria's federal appointments are typically 

structured to reflect all 36 states and the 

Federal Capital Territory (FCT), with the 

Federal Executive Council maintaining full 

state representation across all administrations 

since 1999 (Federal Republic of Nigeria, 1999; 

Federal Character Commission, 2021). 

 

During the Obasanjo administration (1999-

2007), the Federal Character Principle 

contributed strongly to national unity because 

it was implemented as part of post-military 

democratic consolidation. In practical terms, 

all 36 states were represented in the Federal 

Executive Council, and federal recruitment 

into agencies such as the Nigeria Police Force, 

Customs Service, and Immigration Service 

followed strict state quota systems. Federal 

Character Commission monitoring records 

from the early democratic period indicate that 

federal employment distribution across 

geopolitical zones was broadly balanced, with 

each zone maintaining roughly 15%-18% 

share of federal civil service positions in line 

with equity expectations in public 

administration literature (Suberu, 2010; 

Federal Character Commission, 2002). 

Recruitment exercises in agencies such as 

Customs and Immigration during this period 

often involved thousands of applicants 

competing for limited quota-based slots, 

reinforcing geographic inclusion even when 

merit ranking differed. This widespread 

inclusion strengthened citizens' sense of 

belonging, particularly among minority ethnic 

groups, as all states had visible access to 

federal opportunities. As a result, national 

unity was reinforced through structural 

inclusion, even though efficiency debates 

emerged around quota-based staffing. 

 

Under the Yar'Adua administration (2007-

2010), the principle influenced national unity 

mainly through reconciliation-focused policies 

rather than broad institutional reforms. A key 

measurable intervention was the Niger Delta 

Amnesty Programme (2009), which officially 

disarmed over 20,000 militants and enrolled 

them in reintegration schemes supported by 

federal funding (Watts, 2011). Reports from 

implementation records show that more than 

30,000 beneficiaries at various stages passed 

through training and rehabilitation centres, 

with a significant proportion later integrated 

into federal-linked surveillance and oil-sector 

support roles. This significantly improved 

inclusion in a region responsible for over 80% 

of Nigeria's export earnings but previously 

associated with high levels of conflict. 

However, due to Yar'Adua's prolonged illness, 

administrative oversight weakened, leading to 

uneven enforcement of federal character rules 

across ministries. This reduced nationwide 

consistency in appointments, meaning that 

while targeted inclusion improved regional 

belonging in the Niger Delta, national 

perception of fairness remained uneven 

(International Crisis Group, 2010). 
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During the Jonathan administration (2010-

2015), federal character had a mixed effect on 

national unity. Structurally, all states remained 

represented in federal appointments, but 

perception gaps widened due to visible shifts 

in strategic institutional leadership. For 

example, during this period, the South-South 

geopolitical zone held the presidency and also 

gained increased representation in key oil 

governance institutions such as the Nigerian 

National Petroleum Corporation (NNPC), 

which controls revenues accounting for over 

70% of national foreign exchange earnings at 

the time (Central Bank of Nigeria, 2014). 

While this was viewed by some as corrective 

balancing, it generated political contestation in 

other regions, reinforcing identity-based 

interpretations of federal appointments. 

Empirical studies of federal staffing patterns 

during this period show that although 

constitutional quotas were observed, public 

discourse increasingly framed appointments in 

ethnic and regional terms, reducing the 

unifying effect of structural inclusion 

(Mustapha, 2014). This demonstrates that 

inclusion alone does not guarantee a shared 

sense of belonging when perceptions of 

fairness diverge. 

 

The Buhari administration (2015-2023) 

witnessed the most intense national debate on 

federal character and unity. Although 

constitutional requirements were met in 

ministerial representation, public concern 

emerged regarding the distribution of strategic 

security appointments. Between 2015 and 

2023, leadership of major security 

institutions—including the military, police, 

and intelligence services was frequently drawn 

from a limited number of geopolitical zones, 

prompting widespread debate. Civil society 

analysis by the Centre for Democracy and 

Development (2021) noted that perceptions of 

imbalance in security leadership contributed to 

declining institutional trust in several regions. 

At the same time, Nigeria's security budget 

rose significantly, reaching over ₦2.4 trillion 
annually by 2022 (Budget Office of the 

Federation, 2022), making the distribution of 

security leadership particularly politically 

sensitive. This created a situation where, 

despite formal compliance with federal 

character in cabinet composition, perceived 

inequality in high-security institutions 

weakened citizens' psychological sense of 

national belonging and trust in federal fairness. 

 

In the Tinubu administration (2023-present), 

the Federal Character Principle continues to 

function as a formal structure of inclusion, 

with all states represented in ministerial and 

federal appointments. Federal Character 

Commission reports indicate ongoing efforts to 

maintain balanced representation across 

ministries, departments, and agencies, 

although distribution patterns show variations 

across sectors depending on strategic priorities 

(Federal Character Commission, 2021). For 

example, public reporting on federal 

appointments suggests that while cabinet 

composition remains fully inclusive, debates 

have emerged over proportional distribution in 

key revenue and security institutions, 

reflecting heightened political scrutiny.  

 

Nigeria's federal budget has also expanded 

significantly, rising above ₦27 trillion in 2024, 
increasing competition for appointments in 

revenue-generating agencies such as the 

Federal Inland Revenue Service (FIRS), 

NNPC Limited, and the Nigeria Customs 

Service (Budget Office of the Federation, 

2024). Under the leadership of Bola Ahmed 

Tinubu, national unity is therefore shaped not 

only by constitutional compliance but also by 

numerical interpretation of representation, 

media visibility of appointments, and public 

trust in the fairness of distribution across 

regions. 
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The Contribution of the Federal Character 

Principle to Ethnic Inclusiveness and 

Political Participation in Nigeria's Fourth 

Republic 

The Federal Character Principle has 

significantly contributed to ethnic 

inclusiveness and political participation in 

Nigeria's Fourth Republic, although its impact 

has varied across administrations depending on 

the level of implementation, political 

commitment, and public perception. 

Established under Section 14(3) of the 1999 

Constitution and implemented through the 

Federal Character Commission (FCC), the 

principle requires that appointments into 

public institutions reflect Nigeria's ethnic, 

regional, and religious diversity, thereby 

preventing the domination of government by 

any particular group. Since the return to 

democratic rule in 1999, all 36 states and the 

Federal Capital Territory have consistently 

been represented in the Federal Executive 

Council, making it one of the most enduring 

constitutional mechanisms for promoting 

inclusive governance in Nigeria (Federal 

Character Commission, 2024; Federal 

Republic of Nigeria, 1999). Nevertheless, the 

extent to which this constitutional inclusion 

has translated into meaningful political 

participation and national integration has 

differed across successive administrations. 

 

During the Obasanjo administration (1999-

2007), the Federal Character Principle played 

a foundational role in rebuilding inclusive 

governance after decades of military rule. 

Recruitment into federal institutions such as 

the Nigeria Police Force, Nigeria Customs 

Service, and Nigeria Immigration Service was 

conducted using state-based quota 

arrangements to ensure nationwide 

representation. Reports of the Federal 

Character Commission indicate that 

recruitment and appointments during this 

period generally reflected equitable 

distribution across the six geopolitical zones, 

increasing opportunities for historically 

marginalized states and ethnic groups (Federal 

Character Commission, 2024; Okoli & 

George, 2022). Consequently, broader 

participation in federal institutions 

strengthened citizens' confidence in 

democratic governance and enhanced the sense 

of national belonging among minority groups. 

 

Under the Yar'Adua administration (2007-

2010), ethnic inclusiveness was reinforced 

through targeted interventions, particularly the 

Niger Delta Amnesty Programme introduced 

in 2009. The programme facilitated the 

disarmament, rehabilitation, and reintegration 

of thousands of former militants through 

vocational training, educational opportunities, 

and employment initiatives, thereby increasing 

political participation and reducing social 

exclusion in the Niger Delta region (United 

Nations Development Programme, 2021; 

Ibaba, 2023). Although President Yar'Adua's 

prolonged illness affected the consistency of 

federal oversight, the administration's conflict-

resolution initiatives strengthened the 

inclusion of previously marginalized 

communities and promoted greater 

engagement with federal institutions. 

 

During the Jonathan administration (2010-

2015), constitutional compliance with the 

Federal Character Principle continued, with all 

states maintaining representation in federal 

appointments. However, appointments into 

strategic institutions, particularly within the 

petroleum sector, generated public debate 

regarding regional balance and political equity. 

While the constitutional requirement for 

representation was largely maintained, 

increasing public attention focused on whether 

appointments reflected merit, fairness, and 

proportional distribution across the federation 

(Adeosun, 2021; Premium Times Centre for 

Investigative Journalism, 2023). As a result, 

although formal inclusiveness remained 

evident, differing public perceptions 
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influenced the overall assessment of political 

participation and national cohesion. 

 

The Buhari administration (2015-2023) 

maintained constitutional compliance by 

ensuring ministerial representation from all 

states of the federation. Nevertheless, concerns 

emerged regarding the concentration of 

appointments within key security and strategic 

institutions. Several governance assessment 

reports observed that although recruitment 

opportunities remained open nationwide, 

leadership positions in certain agencies 

appeared unevenly distributed, leading to 

renewed debates about equity and compliance 

with the Federal Character Principle (Centre 

for Democracy and Development, 2022; 

Federal Character Commission, 2024). 

Consequently, while constitutional 

representation continued, public confidence in 

the fairness of political participation varied 

across different regions of the country. 

 

Under the Tinubu administration (2023-

present), implementation of the Federal 

Character Principle continues to shape federal 

appointments and political representation. 

Ministerial appointments remain 

constitutionally distributed across all states, 

while appointments into federal agencies 

continue to attract significant public scrutiny. 

The growing availability of appointment data, 

increased media oversight, and civil society 

monitoring have intensified debates 

concerning proportional representation, 

transparency, and compliance with 

constitutional requirements (Federal Character 

Commission, 2024; Yiaga Africa, 2025). With 

expanding public expenditure and increased 

competition for appointments into major 

federal institutions, citizens increasingly 

evaluate inclusiveness not only by 

constitutional compliance but also by the 

perceived fairness and transparency of 

appointment patterns.In essence, the Federal 

Character Principle has remained an important 

constitutional instrument for promoting ethnic 

inclusiveness and political participation 

throughout Nigeria's Fourth Republic. 

Although every democratic administration has 

maintained the constitutional requirement of 

state representation, the effectiveness of the 

principle has depended largely on the 

transparency, impartiality, and consistency of 

its implementation. While constitutional 

compliance has generally ensured broad 

representation across Nigeria's diverse ethnic 

and regional groups, public perceptions of 

fairness continue to influence the extent to 

which the principle contributes to national 

integration, democratic legitimacy, and 

political stability. 

 

Challenges Limiting the Effectiveness of the 

Federal Character Principle in Promoting 

National Integration in Nigeria's Fourth 

Republic 

The Federal Character Principle was 

established under Section 14(3) of the 

Constitution of the Federal Republic of 

Nigeria, 1999 (as amended) to promote 

national integration by ensuring equitable 

representation of Nigeria's diverse ethnic, 

regional, and religious groups in federal 

institutions. Since the return to democratic rule 

in 1999, the principle has guided appointments 

into the Federal Executive Council, Ministries, 

Departments and Agencies (MDAs), federal 

educational institutions, and security agencies 

to prevent the domination of public institutions 

by any particular ethnic group or region 

(Federal Republic of Nigeria, 1999). Despite 

these constitutional objectives, its 

implementation during Nigeria's Fourth 

Republic has been constrained by political, 

institutional, and socio-economic challenges, 

limiting its effectiveness in fostering national 

unity and cohesion (Suberu, 2001; Osaghae, 

1998). 

 

One of the foremost challenges is political 

interference in public appointments. 
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Successive administrations have frequently 

exercised executive discretion in ways that 

favour political allies, party loyalists, or 

particular regions rather than strictly adhering 

to constitutional provisions. This challenge has 

been particularly evident in appointments into 

strategic institutions such as the armed forces, 

intelligence agencies, and other security 

organizations. During the Buhari 

administration, for example, concerns over the 

regional concentration of appointments 

prompted the House of Representatives to 

investigate compliance with the Federal 

Character Principle, reflecting growing public 

dissatisfaction with perceived imbalance in 

federal appointments (House of 

Representatives, 2023; International Crisis 

Group, 2022). 

 

Another major challenge is the weak 

enforcement capacity of the Federal Character 

Commission (FCC). Although the 

Commission is constitutionally mandated to 

monitor compliance with the Federal Character 

Principle, it lacks sufficient legal authority, 

financial resources, and institutional 

independence to effectively sanction 

Ministries, Departments and Agencies that 

violate its provisions.  

 

Consequently, many recruitment exercises are 

completed with limited oversight, while 

violations often attract little or no punishment, 

thereby weakening public confidence in the 

Commission's ability to enforce equitable 

representation (Federal Character 

Commission, 2023; Adamolekun, 2002). 

 

The politicization of ethnicity and regional 

identity has also reduced the effectiveness of 

the policy. Rather than eliminating ethnic 

competition, public appointments are 

frequently interpreted through ethnic and 

regional lenses, encouraging political actors to 

portray appointments as gains or losses for 

particular groups. This pattern was evident 

during the Jonathan administration, when 

appointments into strategic institutions such as 

the Nigerian National Petroleum Corporation 

(NNPC) generated national debate over 

regional representation, and similar 

controversies have continued under the Tinubu 

administration regarding appointments into 

agencies such as the Federal Inland Revenue 

Service (FIRS), NNPC Limited, and major 

security institutions (Mustapha, 2006; 

Osaghae, 1998). 

 

Another significant challenge is the persistent 

conflict between merit and representational 

equity. While the Federal Character Principle 

seeks to guarantee equitable representation 

across Nigeria's states and geopolitical zones, 

critics argue that quota-based recruitment may 

sometimes compromise merit, competence, 

and institutional efficiency. This concern is 

particularly evident in admissions into federal 

unity schools and federal universities, as well 

as recruitment into the federal civil service, 

where different admission standards are 

applied to applicants from different states. 

Although these measures seek to correct 

historical inequalities, they continue to 

generate debates regarding fairness and 

administrative effectiveness (Suberu, 2001; 

Adamolekun, 2002). 

 

Elite manipulation and patronage politics 

constitute another important obstacle. Political 

elites frequently employ the Federal Character 

Principle as a mechanism for negotiating 

appointments among influential politicians, 

governors, and party leaders rather than 

ensuring broad national inclusion. 

Consequently, while constitutional 

representation may be achieved on paper, the 

actual beneficiaries of appointments are often 

members of the political elite instead of 

ordinary citizens, thereby limiting the 

distributive and integrative objectives of the 

policy (Ake, 1996; Osaghae, 1998). 

 



J Emerging Trends in Mgt Sci Entrep, Vol 8, Issue 3, Pp 85-105, July/JSept 2026                                          https://www.jetmase.com 

 

Owobi, JETNASE, 2026 

 

Page 100 of 

105 

The constitutional ambiguity surrounding the 

implementation of the Federal Character 

Principle also weakens its effectiveness. 

Although Section 14(3) of the Constitution 

requires appointments to reflect Nigeria's 

diversity, it provides no specific numerical 

benchmarks or measurable criteria for 

determining compliance. This allows 

successive governments considerable 

discretion in interpreting constitutional 

provisions, thereby creating persistent political 

disagreements over whether appointments 

genuinely satisfy the spirit of federal character 

(Federal Republic of Nigeria, 1999; Elaigwu, 

2011). 

 

Regional socio-economic disparities further 

constrain the effectiveness of the principle. 

Significant inequalities in education, 

healthcare, infrastructure, employment, and 

human capital development across Nigeria's 

geopolitical zones affect the availability of 

qualified candidates for specialized positions 

within the federal public service. 

Consequently, governments often face the 

difficult task of balancing equitable 

representation with the need to recruit highly 

qualified personnel capable of delivering 

efficient public services (National Bureau of 

Statistics, 2023; Mustapha, 2006). 

 

Finally, declining public trust has become one 

of the greatest challenges confronting the 

Federal Character Principle. Increased media 

scrutiny, civil society monitoring, judicial 

interventions, and public access to 

appointment data have intensified criticism of 

government appointments. Allegations of 

lopsided appointments have reinforced public 

perceptions that political considerations 

frequently override constitutional provisions, 

thereby weakening confidence in public 

institutions and reducing the integrative impact 

of the policy (International Crisis Group, 2022; 

Federal Character Commission, 2023). 

 

Discussion of Findings 

The findings revealed that the Federal 

Character Principle has made a significant 

contribution to promoting equitable 

representation in Nigeria's Fourth Republic by 

ensuring that all states and geopolitical zones 

are represented in federal appointments and 

public institutions. The study found that 

successive democratic administrations have 

maintained constitutional compliance in terms 

of broad representation, thereby reducing the 

feeling of exclusion among many ethnic and 

regional groups. However, the effectiveness of 

the principle has varied across administrations 

due to differences in political commitment, 

implementation strategies, and the level of 

transparency in public appointments. This 

finding supports Okeke and Eme (2022), who 

observed that the Federal Character Principle 

remains an important constitutional instrument 

for ensuring equitable representation and 

promoting inclusive governance across 

Nigeria's diverse federation. 

 

The study further found that the Federal 

Character Principle has contributed to national 

unity and strengthened citizens' sense of 

belonging by providing opportunities for wider 

participation in governance. Despite these 

achievements, the findings indicate that public 

confidence in the policy has been weakened by 

persistent allegations of regional imbalance, 

political favoritism, and unequal distribution 

of appointments into strategic government 

institutions. Consequently, constitutional 

compliance alone has not always translated 

into positive public perception or stronger 

national cohesion. This finding is consistent 

with Adebanwi (2024), who argued that 

national integration can only be sustained 

when citizens perceive government institutions 

as fair, inclusive, and transparent in the 

allocation of public opportunities. 

 

The findings also showed that the Federal 

Character Principle has enhanced ethnic 
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inclusiveness and political participation by 

expanding access to public offices, recruitment 

opportunities, and decision-making processes 

for different ethnic and regional groups across 

the federation. Nevertheless, the study 

observed that meaningful political 

participation depends not only on formal 

representation but also on citizens' perception 

that appointments are fair, transparent, and 

based on equal opportunities for all qualified 

Nigerians. This finding agrees with Yakubu 

(2023), who maintained that equitable 

representation promotes political participation 

only when its implementation is perceived as 

impartial and consistent with constitutional 

provisions. 

 

Finally, the study identified political 

interference, weak enforcement of 

constitutional provisions, patronage politics, 

ethnic considerations, and the persistent 

tension between merit and quota-based 

appointments as the major challenges limiting 

the effectiveness of the Federal Character 

Principle. These challenges continue to 

undermine the policy's ability to achieve its 

constitutional objectives of promoting national 

integration, strengthening democratic 

governance, and fostering lasting unity among 

Nigeria's diverse population. This finding 

supports Ibrahim and Mohammed (2025), who 

concluded that the effectiveness of the Federal 

Character Principle depends largely on strict 

enforcement, institutional independence, 

transparency, and adherence to constitutional 

guidelines rather than political considerations. 

 

CONCLUSION 

The study concludes that the Federal Character 

Principle has remained a vital constitutional 

instrument for promoting equitable 

representation, national unity, and ethnic 

inclusiveness in Nigeria's Fourth Republic 

(1999-2023). Although the principle has 

enhanced the participation of all states and 

geopolitical zones in federal governance, its 

implementation has varied across successive 

administrations, influencing public 

perceptions of fairness and national cohesion.  

 

The findings reveal that while the principle has 

reduced feelings of exclusion and encouraged 

broader political participation, its effectiveness 

has been undermined by political interference, 

weak enforcement by the Federal Character 

Commission, elite patronage, constitutional 

ambiguities, regional disparities, and the 

persistent tension between merit and quota-

based representation. Consequently, the study 

concludes that the Federal Character Principle 

remains indispensable for managing Nigeria's 

diversity and sustaining democratic stability, 

but its ability to achieve genuine national 

integration depends on transparent, impartial, 

and merit-sensitive implementation, stronger 

institutional enforcement, and strict adherence 

to constitutional provisions that ensure 

fairness, accountability, and equal 

opportunities for all Nigerians. However, the 

study makes the following recommendations:  

 

1. The Federal Government of Nigeria 

should ensure strict compliance with the 

Federal Character Principle by making all 

federal appointments, recruitments, and 

promotions transparent, equitable, and 

consistent with Section 14(3) of the 1999 

Constitution (as amended), while 

balancing representational equity with 

competence and merit.  

2. The Federal Character Commission (FCC) 

should be granted greater institutional 

independence, adequate funding, and 

stronger enforcement powers to 

effectively monitor compliance, 

investigate violations, and impose 

sanctions on Ministries, Departments, and 

Agencies (MDAs) that fail to adhere to 

federal character requirements.  

3. The National Assembly should review and 

strengthen the legal framework governing 

the Federal Character Principle by 
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introducing clear implementation 

guidelines, measurable compliance 

indicators, and stricter penalties for 

violations to eliminate ambiguity in its 

application.  

4. Ministries, Departments, and Agencies 

(MDAs) should institutionalize 

transparent, merit-based recruitment and 

promotion processes while ensuring 

equitable representation of all states and 

geopolitical zones, and should publish 

periodic reports on their compliance with 

the Federal Character Principle.  

5. Political office holders and public officials 

should refrain from political patronage, 

nepotism, and regional favoritism in 

public appointments and instead prioritize 

fairness, accountability, and national 

interest in decision-making.  

6. Civil society organizations and the media 

should intensify independent monitoring, 

advocacy, and public enlightenment on 

the implementation of the Federal 

Character Principle, thereby promoting 

transparency and holding government 

institutions accountable for equitable 

representation. 
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