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Introduction

Nigeria does not have a weak diplomatic footprint. It has a diplomacy-to-
delivery gap. The country still funds a large foreign-service system. The Ministry 
of Foreign Affairs says Nigeria maintains 109 missions abroad: 76 embassies, 22 
high commissions, and 11 consulates. 

In September 2023, President Bola Tinubu recalled all career and non-
career ambassadors worldwide. By March 2025, Reuters reported that Nigeria 
had operated for 18 months without ambassadors while still maintaining those 
missions and budgeting about N302.4 billion for foreign missions in 2025. At 
the same time, presidential diplomacy remained highly active. A State House 
commentary said President Tinubu had undertaken 36 foreign visits between 
May 2023 and June 2025.

That is the contradiction. Nigeria has funding, travel, meetings, 
communiqués, and representation. What it does not yet have is a system 
designed to convert those inputs into measurable national outcomes. Activity 
continues. Accountability does not.

The problem is not diplomatic absence. It is missing performance 
architecture. Nigeria’s current foreign-policy cycle largely works like this: 

Budget → Travel → Representation → Statements

What is missing is:

Outcome target → Institutional owner → Measurement → Public reporting

That gap is what this policy brief calls the Diplomacy-to-Delivery Gap. It 
is the structural disconnect between diplomatic inputs and national outputs. 
Nigeria spends on missions, international travel, and representation, but it does 
not consistently show what those expenditures deliver in investment, trade 
access, security cooperation, technology transfer, or citizen service abroad.

The Diplomacy-To-Delivery Gap

https://www.foreignaffairs.gov.ng/diplomatic-missions/?utm_source=chatgpt.com
https://statehouse.gov.ng/president-buhari-directs-the-total-recall-of-all-career-and-non%E2%80%90career-ambassadors/?utm_source=chatgpt.com
https://www.reuters.com/world/africa/nigeria-appoint-ambassadors-18-months-after-worldwide-recall-sources-say-2025-03-11/?utm_source=chatgpt.com
https://statehouse.gov.ng/two-years-of-nigerias-foreign-policy-under-president-tinubu-administration-an-informed-commentary/?utm_source=chatgpt.com
https://statehouse.gov.ng/two-years-of-nigerias-foreign-policy-under-president-tinubu-administration-an-informed-commentary/?utm_source=chatgpt.com
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Embassy System Without Performance

Nigeria’s missions are important, but the 
system still treats many embassies more as 
representational outposts than as delivery 
platforms. The official ministry description 
already says missions should foster bilateral 
relations, promote trade and investment, 
and protect Nigerian citizens abroad. 
But those goals are rarely translated into 
mission-level targets that can be checked 
publicly. A mission may remain open and 
active even when it cannot show what it has 
delivered.

The ambassadorial vacancy problem 
exposed this sharply. If many missions can 
run for a long stretch without substantive 
heads of mission, then the system is not 
tightly tied to delivery leadership. It is tied 
to continuity of presence. This is evident 
in the assessment conducted on randomly 
selected Nigerian embassies’ websites 
and social media platforms, examining the 
digital transparency footprint of Nigerian 
embassies in major countries of the world. 

Verification was conducted in March 
2026 through structured online searches 
across Google Search and Facebook. For 
each embassy, searches were conducted 
using combinations of the country the 
embassy is located in and keywords such 
as ‘Official Website’, ‘Citizen Engagement 
Services’, ‘Citizen Engagement Tracking’, ‘X’, 
‘YouTube’, and ‘Facebook’.

Active social media platforms were 
those updated within the last six months. 
Dormant social media platforms had 
no visible update within six to thirty-six 
months. Abandoned social media platforms 
had no visible updates for more than thirty-
six months. Private pages or groups were 
noted separately where visibility restrictions 
prevented activity verification.

The findings indicate that while digital 
presence is universal, digital functionality 
is limited. Most embassy platforms exist as 
static information repositories rather than as 
governance tools integrated into diplomatic 
delivery and accountability processes.

All 33 Nigerian embassies assessed 
maintain an official website, indicating 
full baseline digital coverage across major 
diplomatic postings. However, maintenance 
and utilisation vary significantly.

Where The System Breaks

Indicator Result

Total embassies 
assessed

33

Embassies with 
websites

33 (100%)

Active websites 8 (24%)

Dormant websites 4 (12%)

Abandoned 
websites

21 (64%)

Websites 
with citizen 
engagement tools

0 (0%)

Websites with 
engagement 
tracking

0 (0%)

No evidence was identified of structured, 
publicly accessible, mission-level digital 
citizen engagement mechanisms, such as:

	• Online service request portals
	• Feedback or grievance systems,
	• Diaspora engagement dashboards.
	• Similarly, no embassy websites publicly 

document or track:
	• Citizen engagement metrics,
	• Diplomatic activities or outcomes,
	• Performance indicators.
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The gap persists because four incentives 
keep reproducing it.

Representation Mindset
The diplomatic system still rewards 

presence, protocol, and symbolism. That 
model made sense in an earlier era. It is 
weaker in a world where diplomacy is also 
expected to produce trade, capital, skills, 
and citizen protection.

Absence of KPI culture
Nigeria has diplomatic activity, but not 

a strong public culture of mission-level or 
trip-level performance indicators. What 
gets reported most often is attendance, 
meetings, or declarations, not delivery 
against pre-set targets.

This suggests that embassy websites 
function primarily as passive information 
platforms, rather than as tools for 
engagement or accountability.

Presidential Diplomacy Without Tracking

Presidential travel is not the main 
problem. It is only the most visible part of 
the problem. High-level visits can open 
doors, signal seriousness, and unlock 
strategic agreements. For example, the 
State House published a formal China-
Nigeria joint statement following the 
president’s 2024 state visit and FOCAC 
participation. 

But Nigeria’s public system rarely shows 
a standard follow-through chain: what 
each trip was meant to secure, which 
ministry owns implementation, what budget 
supports it, and what changed six or twelve 
months later.

That is why public debate often 
collapses into a shallow argument about 

Fragmented Institutional Ownership
Foreign-policy outcomes depend on 

several institutions: Foreign Affairs, Trade, 
Interior, Investment agencies, security 
institutions, and sector ministries. But 
commitments made abroad often do not 
have one clearly named domestic owner. 
Once ownership is diffused, accountability 
evaporates.

Incentives for Visibility Over Delivery
Visibility gives faster political reward 

than implementation. A summit photo, a 
communiqué, or a state visit is immediate. 
Delivery takes time, coordination, and 
follow-up. So the system gravitates toward 
what is easiest to display.

Why the System Persists

the number or cost of trips. In the absence 
of an outcome framework, frequency 
becomes a substitute for performance.

Budgeting Without Outcome Linkage

The budget problem is simple: Nigeria 
budgets for the existence of diplomacy 
more clearly than it budgets for the results 
of diplomacy. Reuters reported a 2025 
foreign-missions budget figure of roughly 
N302.4 billion; the Budget Office also 
published the 2025 Appropriation Act as 
passed. 

But public budgeting still 
overwhelmingly follows the logic of salaries, 
overheads, logistics, and operations. There 
is far less visible linkage to performance 
targets such as investment pipelines, 
export facilitation, consular turnaround 
time, or implementation status of bilateral 
commitments.

Nigeria, in effect, budgets for 
representation first and outcomes later.

https://www.foreignaffairs.gov.ng/diplomatic-missions/?utm_source=chatgpt.com
https://statehouse.gov.ng/joint-statement-between-the-peoples-republic-of-china-and-the-federal-republic-of-nigeria-on-establishing-a-comprehensive-strategic-partnership-and-building-a-high-level-china-nigeria-community-with/?utm_source=chatgpt.com
https://statehouse.gov.ng/two-years-of-nigerias-foreign-policy-under-president-tinubu-administration-an-informed-commentary/?utm_source=chatgpt.com
https://statehouse.gov.ng/joint-statement-between-the-peoples-republic-of-china-and-the-federal-republic-of-nigeria-on-establishing-a-comprehensive-strategic-partnership-and-building-a-high-level-china-nigeria-community-with/?utm_source=chatgpt.com
https://www.reuters.com/world/africa/nigeria-appoint-ambassadors-18-months-after-worldwide-recall-sources-say-2025-03-11/?utm_source=chatgpt.com
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Nigeria is not the only African state with a large diplomatic agenda. But some peers have 
built stronger performance habits.

South Africa embeds foreign policy in a formal 
annual performance-planning system. Its 2025/26 
DIRCO Annual Performance Plan ties foreign-policy 
work to national priorities and includes measurable 
outputs, including reports on outcomes of 
international engagements.

The lesson is not that Nigeria should copy any one country wholesale. It is that peer 
systems increasingly connect foreign policy to performance contracts, service standards, and 
annual output reporting. Nigeria should too.

Comparative Insights

Kenya publishes service charters for 
missions and states concrete service 
standards such as response times, 
accessibility windows, emergency 
contact, and client-service 
expectations. That makes citizen-
facing accountability more visible.

Rwanda links diplomatic career progression 
more explicitly to performance evaluation 
based on a performance contract. That 
matters because it ties professional 
advancement to results, not just tenure.

https://dirco.gov.za/wp-content/uploads/2025/05/DEPARTMENTAL-Annual-Performance-Plan-2025-2026.pdf?utm_source=chatgpt.com
https://www.mfa.go.ke/service-charter?utm_source=chatgpt.com
https://kenyaembassydc.org/servicecharter/?utm_source=chatgpt.com
https://kenyaembassydc.org/servicecharter/?utm_source=chatgpt.com
https://rwandalii.org/akn/rw/act/po/2019/113?utm_source=chatgpt.com
https://rwandalii.org/akn/rw/act/po/2019/113?utm_source=chatgpt.com
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A Performance-Linked Foreign Policy 
Framework

Reforms must operate within existing 
institutions, without necessarily proposing 
new agencies. The objective is to realign 
incentives, improve transparency, and 
strengthen accountability by using 
already available statutory, budgetary, and 
administrative tools. Reform should proceed 
incrementally, privileging delivery over 
rhetoric and governance over symbolism.

Nigeria’s foreign policy challenge is 
not the absence of activity, visibility, or 
access. It is the absence of a delivery 
architecture. This insight proposes 
Performance-Linked Foreign Policy (PLFP) 
as a named replacement framework that 
converts diplomatic activity into governable 
outcomes.

PLFP does not weaken diplomacy. 
It strengthens it by making diplomacy 
measurable, owned, budget-aware, and 
accountable.

Pillar A: Objective-Driven Diplomatic 
Engagement

No major foreign trip, summit, or 
bilateral engagement should commence 
without a short written objective note.

Each objective note should specify:
	• the problem being addressed
	• the outcome sought
	• the delivery timeline
	• The Nigerian institution responsible for 

follow-through.

This requirement does not constrain 
negotiators. It disciplines the system before 
commitments are made.

Pillar B: Institutional Ownership of 
Commitments

Every material diplomatic commitment 
must have one clearly designated lead 
Nigerian institution.
Supporting agencies may contribute, but:

	• One institution must own the delivery
	• One institution must submit follow-up 

reports
	• One institution must be accountable for 

delays or failures.

Diffused ownership is the primary cause 
of diplomatic drift.

Pillar C: Budget and Planning Linkage

Diplomatic commitments with fiscal, 
staffing, regulatory, or legal implications 
must enter the following:

	• Planning cycles
	• budget preparation
	• implementation tracking.

Unfunded commitments should be 
formally recognised as unfunded decisions, 
not allowed to drift invisibly from one 
administration to the next.
This links diplomacy to governance reality.

Pillar D: Structured Public Accountability

Not all negotiations must be public. 
However, outcomes should be reported in a 
structured and periodic manner as follows:

	• What was promised
	• What has progressed
	• What has stalled,
	• And why.

Accountability here is explanatory, rather 
than adversarial.

Policy Options for Reform

https://www.acjol.com/journal/ideal/gqazp
https://www.acjol.com/journal/ideal/gqazp


Athena Governance Insight8

Nigeria’s embassies are not only symbols 
of sovereignty. They are also frontline 
public-service institutions. For most 
Nigerians abroad, the state is encountered 
through missions and consulates via the 
following:

	• passports and travel documents
	• authentication services
	• emergency assistance
	• dispute handling
	• information provision.

Yet most missions do not operate 
with published, mission-specific 
service standards, creating a structural 
accountability gap.

Nigeria should introduce a dedicated 
embassy service-delivery layer built around 
the following:

	• published consular service standards
	• response-time commitments
	• complaint-resolution processes
	• routine client feedback mechanisms
	• annual mission service reports.

Citizen service is the lowest-cost 
and highest-legitimacy entry point for 
diplomatic performance reform.

Minimum Viable Metrics: The KPI 
Architecture Nigeria Is Missing

Nigeria does not need an overloaded 
dashboard. It needs a minimum viable 
metrics system that replaces opacity with 
baseline visibility.

Embassy Performance KPIs

	• Number and value of investment leads 
originated and tracked

	• Number of trade or regulatory barriers 
escalated and resolved

	• Number of bilateral commitments under 
active implementation

	• Quarterly host-country stakeholder 
engagements tied to national priorities

	• Time taken to submit post-engagement 
follow-up reports

Presidential Diplomacy KPIs
	• Objective note prepared before each 

major foreign trip
	• Share of signed commitments assigned 

to lead institutions within 30 days
	• Share of commitments with budget or 

implementation plans within 90 days
	• Six-month delivery reviews conducted 

and summarised publicly.

Consular Service KPIs
	• Passport and document turnaround time
	• Email and complaint response time
	• Emergency assistance response time
	• Appointment waiting time
	• User satisfaction scores from post-

service surveys

While these metrics are imperfect, they are, 
however, superior to invisibility.

Operationalising Reform
Reform should begin narrowly and 

operationally, not theatrically.

	• The Presidency defines a short set of 
foreign-policy priority outcomes per 
cycle.

	• The Ministry of Foreign Affairs maintains 
a simple commitment registry for major 
engagements.

	• Ten to fifteen strategically important 
missions are piloted as PLFP missions.

	• Pilot missions publish service standards 
and report on a small KPI set.

	• An annual foreign-policy performance 
review summarises outcomes, 
bottlenecks, and next steps.

This is sufficient to begin shifting incentives.

Embassies as Service Delivery Institutions
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Nigeria does not have a weak diplomatic footprint. It has a diplomacy-to-delivery gap. 
The country is present. It travels. It speaks. It attends. It signs. It represents. But its diplomatic 
architecture is still too weak at the point where activity should become outcome, where 
commitment should become ownership, and where budget should become measurable 
public value.

The reform task is clear. Nigeria does not need less diplomacy. It needs performance-
linked diplomacy. That is the real shift: from presence to performance, from visibility to 
delivery, and from foreign policy as activity to foreign policy as measurable statecraft.

Conclusion
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Digital Governance and Citizen 
Engagement in Nigerian Embassies

Institutional Context:
Athena Centre for Policy and Leadership
Ministry of Foreign Affairs, Nigeria
Verification Period: March 2026

1. Analytical Purpose
This assessment examines whether Nigeria’s 
embassy network uses digital platforms as 
functional tools for transparency, citizen 
engagement, and diplomatic performance 
reporting, or whether these platforms 
operate primarily as symbolic markers of 
institutional presence without substantive 
governance value.

The core governance question guiding 
this assessment is whether the digital 
infrastructure maintained by Nigerian 
embassies contributes meaningfully to:

	• Citizen-facing service delivery,
	• Public communication and engagement,
	• Transparency and accountability in 

diplomatic activity.

The assessment is situated within a broader 
concern about the alignment between 
diplomatic visibility and diplomatic 
performance, particularly in an era where 
digital platforms increasingly serve as the 
primary interface between states, citizens, 
and diasporic communities.

2. Methodology

Methodology Overview
Verification was conducted in March 2026 
through structured online searches using 
publicly accessible digital platforms. Each 
embassy was assessed based on observable 
online presence and activity.

Search Logic
For each embassy, searches were 
conducted using combinations of:

	• Country name + Nigeria embassy official 
website

	• Country name + Nigeria embassy citizen 
engagement

	• Country name + Nigeria embassy 
Facebook

	• Country name + Nigeria embassy X 
(formerly Twitter)

	• Country name + Nigeria embassy 
YouTube.

Classification Criteria

Active: Platform updated within the last six 
months.

Dormant: No visible update between six and 
thirty-six months.

Abandoned: No visible update for more 
than thirty-six months.

Private/Restricted: Platforms identified but 
not publicly accessible; activity could not be 
verified.

Inclusion and Exclusion
Only publicly accessible, mission-level 
platforms were assessed. MFA-hosted 
umbrella platforms were recorded 
separately and not treated as equivalent 
to autonomous mission-level digital 
functionality. Offline engagement activities 
not documented online were outside the 
scope of this assessment.

Methodological Limitations
The assessment relies on online visibility 
and may not capture non-public or offline 
engagement. Language differences and 
alternative platform naming conventions 
may result in false negatives.
Findings should be interpreted as indicators 
of public-facing digital governance, not 
a comprehensive audit of all embassy 
activities.

Appendix
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3. Summary Findings 

Summary Statistics (Websites)

Note: Embassies hosted entirely under MFA 
central platforms are recorded but treated 
as lacking mission-level digital autonomy.

4. Conceptual Framework: Presence vs 
Functionality
This assessment distinguishes clearly 
between digital presence and digital 
functionality.

Digital presence refers to the existence of 
an official website or social media account.

Digital functionality refers to the extent to 
which those platforms enable:

	• Service delivery
	• Two-way engagement
	• Transparency of activities
	• Performance or outcome reporting.

The findings indicate that while digital 
presence is universal, digital functionality 
is limited. Most embassy platforms exist as 
static information repositories rather than as 
governance tools integrated into diplomatic 
delivery and accountability processes.

5. Embassy Website Functionality
All 33 Nigerian embassies assessed maintain 
an official website, indicating full baseline 
digital coverage across major diplomatic 
postings. However, maintenance and 
utilisation vary significantly.

Only 8 embassies maintain websites that 
are actively updated. The majority are either 
dormant or abandoned, reducing their 
usefulness for timely communication, public 
information, or service-related updates.

Citizen Engagement and Tracking

No evidence was identified of structured, 
publicly accessible, mission-level digital 
citizen engagement mechanisms, such as:

	• Online service request portals,
	• Feedback or grievance systems,
	• Diaspora engagement dashboards.

Similarly, no embassy websites publicly 
document or track:

	• Citizen engagement metrics
	• Diplomatic activities or outcomes
	• Performance indicators.

This suggests that embassy websites 
function primarily as passive information 
platforms, rather than as tools for 
engagement or accountability.

6. Social Media Presence

Summary of Findings
Facebook: 3 embassies (9%) maintain 
pages; all are inactive.
X (Twitter): 1 embassy (United Kingdom); 
dormant.
YouTube: 0 embassies.

Indicator Result

Total embassies 
assessed

33

Embassies with 
websites

33 (100%)

Active websites 8 (24%)

Dormant websites 4 (12%)

Abandoned 
websites

21 (64%)

Websites 
with citizen 
engagement tools

0 (0%)

Websites with 
engagement 
tracking

0 (0%)

https://x.com/NigeriaHCLondon


Athena Governance Insight12

Institutional Significance

The limited and inactive use of social media 
has implications for:

	• Diaspora engagement, particularly in 
crises,

	• Real-time communication during 
consular emergencies,

	• Public diplomacy visibility in host 
countries.

The assessment does not determine 
whether this absence reflects strategic 
choice, capacity constraints, or policy 
restrictions. However, the outcome is 
a minimal digital interface between 
embassies and their publics, inconsistent 
with contemporary diplomatic practice.

7. Institutional Oversight and 
Accountability Gaps
The Ministry of Foreign Affairs of Nigeria 
maintains a structured oversight system 
based on:

	• Periodic diplomatic reporting,
	• Administrative and financial controls,
	• Policy directives and coordination.

These mechanisms support internal 
accountability and policy coherence, but 
they do not translate into public-facing 
transparency.

Causal Gaps Identified

	• Embassy reporting remains inward-
facing and non-public.

	• Digital platforms are not integrated into 
performance monitoring frameworks.

	• Ambassadors and missions are not 
visibly incentivised or evaluated based 
on digital engagement or transparency 
outcomes.

As a result, internal monitoring does 
not generate external accountability or 
measurable public value through embassy 
digital platforms.

8. Political Economy Constraints
The assessment identifies several structural 
incentive constraints:

	• Digital platforms appear to be treated 
as administrative accessories, not 
performance instruments.

	• There is no evidence that mission 
leadership is formally assessed on 
engagement metrics.

	• Budgetary and reputational risk aversion 
may discourage active digital presence.

	• Centralised control norms may limit 
mission-level experimentation or 
responsiveness.

Without addressing these incentive 
structures, improvements in digital 
functionality are unlikely to be sustained.

9. Tone and Evidentiary Discipline
All conclusions in this assessment are 
grounded in observable indicators. 
Categorical claims have been qualified 
to reflect methodological limitations and 
scope boundaries. The analysis avoids 
normative judgement and focuses on 
governance design and institutional 
performance.

10. Conclusion
This assessment finds that Nigeria’s 
embassy network has achieved universal 
digital presence but has not translated that 
presence into functional digital governance.

The absence of active maintenance, 
citizen engagement mechanisms, and 
performance reporting limits the usefulness 
of embassy platforms for:

	• Service delivery
	• Transparency
	• Accountability
	• Modern diplomatic communication.

https://foreignaffairs.gov.ng/
https://ohcsf.gov.ng/
https://oaugf.ng/
https://www.worldbank.org/en/topic/governance
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For governance reform, this matters because digital platforms increasingly constitute the 
frontline interface of state authority abroad. Without functional utilisation, embassies risk 
operating as symbols of presence rather than instruments of diplomatic delivery.

Strengthening digital functionality would require not merely technical upgrades but 
institutional realignment, including clearer expectations, incentives, and accountability for 
public-facing diplomatic performance.
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