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The Nigerian banking industry, contributing over 10% to national GDP, remains 
pivotal to economic growth but is plagued by chronic challenges in employee 
retention. Following the 2005 Central Bank of Nigeria (CBN) banking consolidation 
reforms, mergers and recapitalisation led to massive layoffs, eroding trust and 
morale within the sector. Employee turnover soared above , driven by 
uncertainty, competitive poaching, and limited career progression.

25%

Founded in 1990 and listed on the Nigerian Exchange Group (NGX) in 2004, 
 emerged as a model of resilience and innovation. With assets surpassing ₦24 

trillion and a workforce of over 10,000 employees across Nigeria, Africa, and Europe, 
the bank has continued to redefine operational excellence through technology and 
leadership.



This case study examines how transformational leadership, grounded in Bass’s (1985) 
theoretical framework, enabled Zenith to address attrition challenges, build 
engagement, and strengthen performance amid macroeconomic volatility and 
post-pandemic disruptions.
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Zenith Bank began operations in 1990 with a clear vision to leverage technology to 
drive financial services in Nigeria. By 2013, it had achieved dual listing on the 
Nigerian and London Stock Exchanges, expanding its footprint into Ghana, Sierra 
Leone, and the United Kingdom.



However, the 2009 global financial crisis and the 2016 naira devaluation tested the 
bank’s resilience. A study by Gberevbie (2010) revealed that Zenith, like many peers, 
faced attrition risks due to stress, job insecurity, and limited recognition systems.



When a new Group Managing Director/Chief Executive Officer assumed office on 
June 1, 2019, they inherited several structural and organisational challenges. With 
over 18 years of experience in various leadership capacities within the bank, the 
transition marked the beginning of a transformational shift. Drawing on a strong 
academic background and a leadership philosophy anchored in ethics, innovation, 
and employee empowerment, the new leadership redefined the bank’s culture and 
strategic priorities.



+234 901 278 1155 info@protenintl.com protenintl.com

Background

https://www.zenithbank.com/media/3840/annual-report-2023.pdf
mailto:info@protenintl.com
https://protenintl.com


Multiple factors have driven employee turnover in Nigerian banks:


Low job commitment due to job insecurity after mergers and recapitalisation.


Rigid hierarchies that limited innovation and engagement (Adekanbi, 2016).


Poaching from multinationals offering better remuneration.


By 2018,  turnover rate hovered around 16%, while the sector averaged 25%. 
Surveys revealed that 42% of employees were dissatisfied with career advancement, 
and 35% cited work overload as a concern. Absenteeism had risen by 12%, 
undermining productivity. The risk was clear: without decisive intervention, Zenith 
risked losing top talent critical to its digital transformation agenda.



Zenith’s
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Employee Turnover in Nigerian Banking

The Challenge
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Transformational Leadership at Zenith Bank

The new leadership introduced a transformational model that reshaped the 
employee experience across four key dimensions:

Idealised Influence:

Intellectual Stimulation:

Inspirational Motivation:

Individualized Consideration:

The leadership demonstrated ethical conduct 
and transparency, particularly during the 
COVID-19 pandemic, fostering a deep sense 
of trust and stability across all organisational 
levels. This commitment to integrity reinforced 
the bank’s reputation for responsible 
governance.

Significant investments, exceeding ₦150 
billion, were channelled into digital 
transformation initiatives that encouraged 
creativity, collaboration, and problem-
solving. Employees were empowered to 
challenge conventional methods, leading 
to innovative solutions in e-banking and 
payment systems.

A bold strategic goal—to achieve ₦1 trillion 
in retail deposits by 2022—united teams 
under a shared vision of excellence and 
growth. Through consistent communication 
via town halls and digital engagement 
platforms, employees were inspired to align 
their efforts with the organisation’s 
collective purpose.

The leadership placed strong emphasis on 
mentorship, training, and personalised 
career development. Over 70% of 
employees participated in leadership and 
capacity-building programmes designed to 
nurture potential and prepare future 
leaders.

These pillars align with findings from  (2013), which demonstrate that 
transformational leadership in Nigerian banks is strongly correlated with higher job 
satisfaction, commitment, and performance.

Fasola et al.
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Retention Strategies and Leadership 
Integration

Zenith Bank’s retention strategy during this period was both strategic and human-
centric, combining progressive leadership principles with structural reform to 
strengthen employee commitment and performance.

These initiatives align with  (2010) findings that leadership-integrated 
retention strategies can enhance organisational performance by 20–30%.

Gberevbie’s

Talent Development:

Reward and Recognition:

Digital Empowerment:

Inclusive Culture:

Continuous Feedback:

Annual leadership academies trained over 5,000 employees, while career coaching and 
mentoring programmes improved promotion rates by 18%, fostering internal mobility and 
long-term engagement.

Performance-based incentives, including profit-sharing schemes of up to 20% of salary, 
significantly enhanced motivation and loyalty. A 2022 internal survey showed that 85% of 
employees felt recognised and valued for their contributions.

The implementation of Oracle FLEXCUBE streamlined operations and improved workflow 
efficiency. Additionally, post-COVID hybrid work policies helped reduce absenteeism by 15%, 
promoting a healthier work-life balance.

Gender inclusion initiatives aligned with the bank’s ESG strategy contributed to a more 
equitable workplace, increasing female employee satisfaction from 68% to 82%.

Quarterly pulse surveys achieved participation rates of up to 90%, enabling leadership to 
respond swiftly to employee insights and strengthen organisational trust.
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By 2023, the  were clear and measurable:results

Turnover reduced from 16% to below 10%, outperforming the national sector 
average of 20–30%.

Job satisfaction improved from 3.1 to 4.2 out of 5.

Profit before tax (PBT) rose from ₦211 billion in 2019 to ₦763 billion in 2023 
(Zenith Bank, 2023).

Employee engagement scores increased by 28%, with 75% of staff citing 
mentoring as a key retention factor.

The shift fostered a “team player” culture, as noted in employee reviews on 
, although some employees highlighted the need for improved pay 

parity among junior staff. Nonetheless, Zenith saved over ₦5 billion annually in 
recruitment costs due to improved retention.

Indeed.com
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Outcomes and Impact
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The success of Zenith’s leadership strategy lies in its strategic alignment of 
transformational principles with local context.



While transactional leadership may deliver short-term compliance, transformational 
leadership fosters long-term loyalty, innovation, and adaptability—traits vital in 
Nigeria’s volatile economy.



Empirical evidence ( ) supports this outcome, showing that 
transformational leadership enhances retention through stronger organisational 
citizenship behaviours and communication.



Despite lingering challenges, Zenith’s approach has created a resilient talent 
ecosystem capable of sustaining growth. Its results compare favourably with peers 
like Access Bank, which reported a 12% turnover rate, underscoring Zenith’s 
competitive edge.



Tian et al., 2020
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Analysis
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Zenith Bank’s experience demonstrates the transformative impact of visionary and 
people-centred leadership in driving organisational excellence within emerging 
markets. By integrating ethical governance, employee empowerment, and strategic 
innovation, the bank successfully reduced turnover, strengthened market 
leadership, and enhanced overall profitability.



The key takeaway for Nigeria’s corporate sector is clear: transformational 
leadership is not just a management style—it is a strategic imperative for 
sustainable talent management and long-term growth. Organisations that invest in 
inspiring, empowering, and developing their people will be best positioned to thrive 
in an increasingly competitive landscape.

At Proten International, we help organisations translate this vision into reality 
through our Advisory Services and Learning & Development Solutions. Our tailored 
programmes are designed to build transformational leaders who drive engagement, 
innovation, and measurable business results. We invite forward-thinking 
organisations to partner with us in shaping a growth-centred culture and building 
the next generation of impactful leaders.

Conclusion

How Proten International Can Help


