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ABSTRACT 

Nigeria has sustained defence procurement and counterterrorism operations for more than a decade, yet 

terrorism, armed banditry and mass displacement remain severe. This article reframes the problem as a 

capability-conversion gap: the distance between security resources committed and usable operational 

effects produced. Using descriptive statistics from SIPRI, the World Bank, the Global Terrorism Index, 

ACLED and UNHCR, the study compares expenditure inputs with terrorism deaths, incident trends, 

banditry escalation and displacement outcomes. It argues that military expenditure is an input, not a direct 

measure of readiness, and that procurement produces security only when equipment is serviceable, 

interoperable, supported by trained personnel, supplied with ammunition and spare parts, connected to 

intelligence systems and deployable within operationally relevant time. Nigeria devoted about 0.6 per 

cent of GDP to military expenditure in 2024, below several conflict-affected African comparators, while 

terrorism deaths rose from 565 in 2024 to 750 in 2025 and Nigeria returned to fourth place in the Global 

Terrorism Index. ACLED also recorded a 29 per cent rise in violence in the North-West in 2024 and more 

than 900 reported fatalities in Sokoto State over the year to June 2026. UNHCR reported 3.71 million 

internally displaced persons by 1 July 2026. The evidence does not establish a simple causal relationship 

between spending and insecurity, but it demonstrates that expenditure totals alone are insufficient for 

assessing defence effectiveness. The paper proposes an appropriation-to-capability results chain and 

recommends performance budgeting, digital procurement trails, lifecycle costing, serviceability reporting, 

theatre-level indicators and independent audit that protects legitimate secrecy without eliminating 

accountability. 

Keywords: defence procurement, military expenditure, terrorism, banditry, operational readiness, digital 

accountability, Nigeria. 
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1. INTRODUCTION 

Nigeria’s security crisis combines insurgency in the North-East, armed banditry and kidnapping in the 

North-West, communal violence in the North-Central zone, separatist violence in the South-East and 

criminality across transport, mining and border corridors (Adekoya et al., 2025; Ashe et al., 2026). These 

threats differ in organisation and tactics, but they share one operational implication: security institutions 

require timely intelligence, mobility, communications, surveillance, firepower, logistics, maintenance and 

trained personnel. Procurement is therefore important, but acquisition by itself is not equivalent to 

capability. 

The central problem is frequently discussed through defence budgets and equipment announcements. 

Such figures are visible and politically attractive, but they provide only partial evidence. SIPRI explicitly 

treats military expenditure as a measure of resource input rather than a direct measure of military 

capability or security output. A country may spend more and still experience weak results where 

procurement is delayed, platforms are unsuitable, fleets are fragmented, operators are untrained, spare 

parts are unavailable or equipment cannot be sustained in remote theatres. 

This paper develops a different angle from the earlier technical critique of defence acquisition. Rather 

than concentrating primarily on the internal design of a procurement study, it uses public statistics to 

examine the relationship between security inputs and conflict outcomes. The purpose is not to claim that 

low or high expenditure automatically causes insecurity. Instead, the paper asks whether the available 

evidence supports the need for a stronger conversion framework linking appropriation, procurement, 

delivery, serviceability, deployment and civilian protection. 

The study is also situated within the digital economy. Eke and Osi (2023) emphasise the economic 

significance of time in digital systems. In security operations, time is a decisive variable: intelligence 

loses value when transmission is delayed; surveillance has limited value when it cannot trigger rapid 

action; and procurement becomes less useful when delivery occurs after the threat has changed. Digital 

procurement records, equipment-health monitoring and theatre dashboards can shorten the information 

gap between expenditure and battlefield condition (Ismail, El-Yaqub, & Eke, 2025). 

Osi and Eke (2023) place households at the centre of economic analysis. This perspective matters because 

security failure is ultimately absorbed by households through death, displacement, lost income, school 

closure, food insecurity and ransom payments. Olasode, Eke and Olaleye (2022) similarly show that 

aggregate economic growth does not automatically reduce poverty where transmission mechanisms are 

weak. The same logic applies to defence: aggregate spending does not automatically generate civilian 

security where the conversion mechanism is inefficient. 

Research Objective 

The objective is to assess Nigeria’s defence capability-conversion gap by comparing military-resource 

indicators with measurable terrorism, banditry and displacement outcomes, and to identify the 

accountability and readiness indicators required for a more credible evaluation of procurement 

effectiveness. 

 

2. CONCEPTUAL AND EMPIRICAL LITERATURE 

2.1 From Acquisition to Capability 

Defence capability is a system rather than a platform. Equipment becomes operationally meaningful only 

when combined with doctrine, organisation, trained personnel, infrastructure, logistics, information and 

command. This systems perspective is particularly relevant to counterterrorism and anti-banditry, where 

dispersed threats, difficult terrain and rapidly changing tactics reward adaptability more than inventory 

size. 

The distinction between output, intermediate outcome and strategic effect is essential. Equipment 

purchased is a procurement output. Equipment availability, serviceability and trained crews are 

intermediate capability outcomes. Response time, surveillance persistence, casualty evacuation and 

deployment endurance are operational outcomes. Reduced attacks, restored territorial access and civilian 
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protection are strategic effects. Statistical analysis that jumps directly from expenditure to terrorism 

deaths omits these mechanisms. 

2.2 Expenditure, Transparency and Corruption Risk 

Military procurement is vulnerable to information asymmetry because technical complexity and national-

security secrecy limit public scrutiny. Legitimate confidentiality is necessary, but excessive opacity can 

hide inflated prices, unsuitable acquisitions, weak acceptance testing and poor after-sales support. SIPRI 

notes that weak transparency in military budgeting and procurement can facilitate wasteful spending and 

corruption. The policy problem is therefore to preserve operational secrecy while making financial and 

performance accountability possible (Olayinka-Agboola, Eke, & Ismail, 2025). 

2.3 Conflict Outcomes and Civilian Welfare 

Terrorism deaths, attacks and displacement are imperfect but important measures of security outcomes 

(Musa et al., 2026). They are affected by intelligence, policing, justice, border governance, community 

relations and socioeconomic conditions as well as military capability (Salisu et al., 2026). Consequently, 

this paper avoids a mechanical spending-equals-security assumption. Instead, persistent deterioration is 

treated as a signal that the full capability system requires investigation. 

2.4 Research Gap 

Public debate in Nigeria often separates defence spending from operational outcomes. Budget analysis 

focuses on allocations, while conflict reporting focuses on attacks and fatalities. Few assessments connect 

these datasets through an explicit appropriation-to-capability chain. This paper fills that gap descriptively 

and develops measurable indicators for subsequent causal research. 

 

3. METHODOLOGY 

The study adopts a descriptive and diagnostic research design. It compiles publicly available statistics 

from authoritative or widely used conflict and security sources. The analysis covers global and African 

military-expenditure benchmarks, Nigeria’s military burden, terrorism deaths and ranking, North-West 

banditry indicators and forced displacement. It then maps these outcomes onto a capability-conversion 

framework derived from systems theory and defence-management practice. 

Military-expenditure data are drawn from SIPRI and the World Bank’s World Development Indicators, 

whose source is SIPRI. Terrorism data are taken from the Institute for Economics and Peace’s Global 

Terrorism Index. Armed-conflict and banditry trends are drawn from ACLED analyses. Displacement 

totals are taken from the UNHCR Nigeria operational data portal, which identifies government, IOM, 

NEMA and UNHCR as contributing sources. 

The article uses comparisons, percentage changes and ratios. These are descriptive, not causal estimates. 

No regression is reported because the public statistics represent different concepts, periods and data-

generation processes. The paper therefore emphasises triangulation and bounded inference. A rise in 

terrorism deaths alongside continuing military spending does not prove procurement failure; it 

demonstrates that spending totals cannot be used as proof of operational success without intermediate 

readiness evidence. 

Analytical Framework 

The capability-conversion chain is specified as: appropriation → release and cash backing → contracting 

→ delivery and acceptance → training and integration → serviceability and logistics → deployment → 

operational outcome → strategic and civilian-security effect. A break at any stage reduces the final 

security value of expenditure. 

The core diagnostic question is whether Nigeria reports enough statistics at each stage to explain the 

difference between resources committed and outcomes observed. In most cases, public information is 

strongest at the appropriation stage and weakest at serviceability, response time, maintenance and 

mission-performance stages. This asymmetry is itself an accountability finding. 

The study has limitations. Terrorism and conflict datasets can revise classifications as new information 

emerges. Fatality counts are estimates and may differ across sources. Military expenditure may omit 

classified or off-budget items. Displacement categories can overlap or reflect different reporting cycles. 
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The results should therefore be read as evidence of patterns and information gaps, not as a definitive audit 

of the Armed Forces. 

 

4. RESULTS: MILITARY-EXPENDITURE INPUTS 

The 2024 global expenditure profile provides an important benchmark for interpreting Nigeria's position. 

World military expenditure reached US$2.718 trillion, representing a 9.4 per cent real increase over 2023 

and the sharpest annual rise recorded by SIPRI since at least 1988. The global military burden rose to 2.5 

per cent of gross domestic product, while average expenditure in states experiencing high-intensity 

conflict was about 4.4 per cent of GDP. Spending per person also reached approximately US$334, the 

highest level since 1990. These indicators demonstrate the scale of the international rearmament cycle, 

but they should not be mistaken for evidence that larger budgets automatically produce superior security 

outcomes. 

Nigeria's reported military expenditure of about 0.6 per cent of GDP in 2024 was markedly below the 

global burden and below the ratios reported for several African countries facing security pressures. Mali's 

ratio was approximately 4.2 per cent, Morocco's 3.5 per cent, Namibia's 2.7 per cent, Niger's 2.2 per cent, 

Mozambique's 2.0 per cent and Cameroon's 1.0 per cent. Ghana, at about 0.4 per cent, was below Nigeria. 

Relative to Nigeria, Mali's burden was roughly seven times larger, Morocco's almost six times larger and 

Niger's nearly four times larger. These comparisons are contextual rather than prescriptive, because 

countries differ in revenue capacity, force structure, geography, personnel commitments and exposure to 

conflict. 

The analytical implication is that Nigeria confronts a dual problem of adequacy and efficiency. A 

relatively modest military burden may constrain the ability to acquire, maintain and deploy the mix of 

intelligence, surveillance, mobility and sustainment systems required across several theatres. At the same 

time, a higher allocation would not close the capability gap if releases are delayed, platforms are 

unsuitable, logistics are fragmented or lifecycle costs are omitted. The relevant policy question is 

therefore not simply whether Nigeria spends enough, but whether every naira released is translated into a 

measurable and sustainable operational effect. 

Table 1: Comparative Military-Expenditure Indicators and Nigeria’s Relative Position 

Country/benchmark 
Military expenditure (% 

of GDP), 2024 
Relative to Nigeria Analytical significance 

Nigeria 0.6 1.00 

Baseline; relatively low 

burden despite multiple 

active security theatres 

Global average 2.5 4.17 

Shows the scale of the 

international resource 

commitment 

High-intensity conflict 

states 
4.4 7.33 

Illustrates the fiscal 

demands associated with 

severe conflict 

Mali 4.2 7.00 

High burden under 

sustained insurgent and 

territorial pressure 

Morocco 3.5 5.83 

Higher allocation with 

substantial conventional-

capability commitments 

Namibia 2.7 4.50 

Demonstrates that higher 

ratios are not confined to 

active war zones 

Niger 2.2 3.67 

Conflict-affected 

comparator with a much 

higher military burden 

Mozambique 2.0 3.33 Relevant comparator 
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Country/benchmark 
Military expenditure (% 

of GDP), 2024 
Relative to Nigeria Analytical significance 

because of continuing 

insurgency 

Cameroon 1.0 1.67 

Moderately above Nigeria 

amid internal and border-

security pressures 

Ghana 0.4 0.67 

Lower burden and 

comparatively less intense 

internal conflict 

Source: World Bank World Development Indicators, based on SIPRI data. The comparison is contextual and should 

not be read as a recommendation that Nigeria copy another state’s spending ratio. 

 

Table 1 reinforces the argument that Nigeria’s defence challenge cannot be reduced to a single claim of 

either underfunding or inefficiency. The country’s military burden is substantially below the global 

average and below that of most conflict-affected African comparators shown. This creates a plausible 

resource-adequacy concern because Nigeria must sustain operations across the North-East, North-West, 

North-Central, South-East, maritime approaches and major transport corridors. Yet the table also cautions 

against mechanically equating a larger percentage of GDP with better security. The decisive issue is 

whether each additional unit of expenditure is converted into serviceable, interoperable and deployable 

capability. 

The comparison therefore supports a two-stage policy test. The first stage asks whether the fiscal 

envelope is proportionate to the threat environment and the geographic spread of operations. The second 

asks whether the available envelope is protected from release delays, exchange-rate erosion, fragmented 

procurement, inadequate spares and weak lifecycle planning. An expansion of funding without reform 

may increase nominal inputs while leaving operational availability unchanged; conversely, efficiency 

reforms alone may not compensate for a resource base that is insufficient for the number and intensity of 

active theatres. 

Global military expenditure reached US$2.718 trillion in 2024, a 9.4 per cent real increase from 2023 and 

the largest annual rise recorded by SIPRI since at least 1988. The global military burden increased to 2.5 

per cent of GDP. These figures demonstrate that security spending is rising internationally, but they do 

not indicate how efficiently countries translate expenditure into capability. 

Nigeria’s military expenditure was reported at approximately 0.6 per cent of GDP in 2024. The figure is 

below the global burden and several African states confronting severe security pressures. This does not 

prove that Nigeria should simply spend more. GDP ratios do not capture government revenue constraints, 

personnel costs, procurement prices, exchange-rate depreciation or off-budget security spending. The 

comparison instead raises two linked questions: whether the resource envelope is sufficient for the threat 

environment, and whether the available resources are converted efficiently. 

 

5. RESULTS: TERRORISM OUTCOMES 

The terrorism evidence indicates a deterioration in lethality rather than a straightforward increase in the 

number of attacks. Nigeria recorded 565 terrorism deaths in 2024 and ranked sixth globally. Although the 

number of attacks reportedly declined by 37 per cent, deaths increased by 6 per cent, implying that the 

attacks which occurred were, on average, more lethal. In 2025, terrorism deaths rose to 750 and Nigeria 

returned to fourth place in the Global Terrorism Index. The displayed totals imply an increase of about 

32.7 per cent, while the revised GTI series reports a 46 per cent rise. This distinction reinforces the need 

to disclose clearly whether changes are calculated from originally published or subsequently revised data. 

Nigeria's direction also contrasted with the wider global pattern. Worldwide terrorism deaths declined 

from 7,555 to 5,582, while incidents fell from 3,350 to 2,944. Nigeria therefore moved against a broad 

improvement in the global aggregate. The result does not establish that procurement caused the 

deterioration, but it weakens any argument that expenditure totals or equipment announcements alone 
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demonstrate operational effectiveness. Where fewer attacks generate more deaths, readiness analysis must 

investigate the speed of warning, reinforcement, casualty evacuation, night operations, target protection 

and intelligence exploitation. 

A paragraph-based reading of these outcomes makes the core analytical point clearer: security 

performance must be assessed through both frequency and severity. A decline in attacks may conceal a 

worsening threat where armed groups concentrate forces, select softer targets, use more destructive 

weapons or exploit delayed response. A credible defence evaluation should therefore combine incident 

counts with fatality ratios, geographic spread, duration of engagements, response times and the proportion 

of attacks disrupted before execution. 

The Global Terrorism Index shows a deterioration in Nigeria’s recent terrorism outcomes. Nigeria 

recorded 565 terrorism deaths in 2024 and ranked sixth globally. Although attacks fell by 37 per cent, 

deaths rose by 6 per cent, indicating a rise in lethality. In 2025, terrorism deaths rose by 46 per cent to 750 

and Nigeria returned to fourth place globally. The movement was opposite to the global trend, as 

worldwide terrorism deaths fell to 5,582 and incidents declined to 2,944. 

The statistical signal is not that procurement caused the rise. Threat organisations adapt, cross-border 

networks matter, and terrorism outcomes respond to policing, intelligence and governance. The signal is 

that public claims of procurement success require evidence beyond equipment delivery. If attacks become 

more lethal, analysts need data on intelligence-to-action time, night-operating capability, surveillance 

persistence, reinforcement speed, communications reliability and medical evacuation. 

The GTI results also demonstrate why incident counts alone are insufficient. A lower number of attacks 

may coexist with more deaths when attacks become larger, targets become softer or response is delayed. 

Operational readiness should therefore be assessed through both frequency and severity indicators. 

 

6. RESULTS: ARMED BANDITRY AND GEOGRAPHIC DIFFUSION 

The North-West evidence illustrates how tactical gains can coexist with strategic deterioration. ACLED 

reported a 29 per cent increase in violence in the zone in 2024, driven substantially by armed banditry in 

Katsina and Zamfara. This made the North-West Nigeria's most violent zone for the year. Targeted 

operations removed several commanders, but the aggregate level of violence still increased. The 

implication is that leadership decapitation is insufficient where recruitment pipelines, forest sanctuaries, 

informal taxation, arms supply, local intelligence networks and ransom economies remain functional. 

The cumulative burden is also substantial. Reported banditry-linked deaths across seven North-West 

states reached 13,485 between 2010 and 2023. Sokoto State then recorded more than 900 reported 

fatalities between July 2025 and June 2026, more than double the preceding twelve-month total. The 

killing of thirteen farmers at Tudu Village in Isa Local Government Area on 6 June 2026 further 

demonstrates the direct relationship between insecurity, agricultural production and rural household 

welfare. Persistent violence of this kind is not an isolated operational setback; it is a sustained erosion of 

productive capacity and territorial confidence. 

The geographic diffusion of banditry has direct procurement consequences. Dispersed armed groups 

operating in forests and rural corridors require persistent surveillance, secure communications, protected 

mobility, rapid reinforcement and dependable logistics. Platforms acquired for prestige or conventional 

warfare may offer limited value if they cannot remain available in austere environments. The more 

appropriate indicators are therefore aircraft or vehicle availability, surveillance hours generated, fuel and 

spare-parts sufficiency, mean time to repair and the proportion of priority locations reachable within 

defined response windows. 

ACLED reported that armed banditry in Katsina and Zamfara contributed to a 29 per cent increase in 

violence in Nigeria’s North-West in 2024, making it the country’s most violent zone that year. Targeted 

military offensives removed several commanders but did not prevent escalation. This illustrates the 

difference between tactical success and strategic effect: killing individual leaders may not reduce violence 

where recruitment, financing, forest access, arms supply and local coercive structures remain intact. 
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The spatial diffusion of banditry has implications for acquisition. Heavy platforms designed for 

conventional operations may be less useful than persistent aerial surveillance, secure mobile 

communications, protected mobility, rapid-response logistics and locally supported intelligence. 

Procurement must therefore be threat based rather than prestige based. 

The evidence also underscores the importance of equipment sustainment. Operations in forests and 

dispersed rural settlements impose high maintenance and fuel demands. A platform that is technically 

advanced but unavailable because of spare-parts shortages produces no operational effect. Public 

readiness reporting should therefore include availability rates, downtime and mean time to repair, 

aggregated sufficiently to protect sensitive information. 

 

7. RESULTS: DISPLACEMENT AS A CIVILIAN-SECURITY OUTCOME 

As of 1 July 2026, UNHCR reported 3,837,954 forcibly displaced persons in Nigeria. Internally displaced 

persons accounted for 3,711,314, or approximately 96.7 per cent of the displayed total, while refugees and 

asylum-seekers numbered 140,362. Refugee returnees were only 3,539, a very small figure relative to the 

displacement stock. Although floods, communal conflict and other non-military factors also contribute to 

displacement, the scale and persistence of forced movement remain central indicators of the human 

consequences of insecurity. 

Displacement should be interpreted as an economic as well as a humanitarian outcome. Families lose 

access to farms, housing, markets, schools, health services and social networks. Assets are abandoned or 

sold under distress, children experience learning interruptions and host communities absorb additional 

pressure on infrastructure and employment. The capability-conversion framework therefore reaches 

beyond battlefield activity: a security operation has strategic value when it restores safe residence, 

productive activity, transport access and durable return. 

For this reason, civilian-security indicators should be reported alongside military activity. Useful 

measures include the number of communities safely reoccupied, hectares of farmland returned to use, 

schools reopened, roads reopened for regular transport, markets functioning without armed escort and 

displaced households able to return without renewed flight. These measures make it possible to 

distinguish operational motion from lasting security effect. 

Table 2: Selected Conflict and Civilian-Security Outcomes, 2024–2026 

Outcome indicator Reported value Period Interpretive relevance 

Nigeria terrorism deaths 565 2024 

Deaths increased despite 

a reported reduction in 

attacks 

Nigeria terrorism deaths 750 2025 

Marked deterioration in 

lethality and return to 

fourth place in GTI 

Nigeria GTI rank 6th to 4th 2024–2025 

Worsening relative 

position while global 

totals declined 

North-West violence 29% increase 2024 versus 2023 

Strategic deterioration 

despite targeted 

offensives 

Banditry-linked deaths 

in seven North-West 

states 

13,485 2010–2023 

Long-run cumulative 

burden on communities 

and security institutions 

Reported fatalities in 

Sokoto State 
More than 900 July 2025–June 2026 

Persistent geographic 

diffusion and escalation 

Internally displaced 

persons 
3,711,314 1 July 2026 

Large continuing stock 

of disrupted households 

and livelihoods 
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Outcome indicator Reported value Period Interpretive relevance 

Total forcibly displaced 

population 
3,837,954 1 July 2026 

Broad civilian-security 

burden extending 

beyond battlefield 

metrics 

Refugee returnees 3,539 1 July 2026 

Return remains very 

small relative to 

displacement stock 

 

Taken together, the indicators in Table 2 show why operational success cannot be inferred from activity 

reports alone. Terrorism became more lethal, violence in the North-West increased, Sokoto experienced 

sustained escalation and the stock of internally displaced persons remained extremely large. These 

measures arise from different data systems and should not be merged into a single causal index. 

Nevertheless, their common direction provides a diagnostic warning: the security system has not yet 

produced a sufficiently broad and durable improvement in civilian protection. 

The table also clarifies the distinction between tactical output and strategic effect. The neutralisation of 

commanders, seizure of weapons, conduct of patrols or delivery of platforms may be valid operational 

achievements, but their strategic meaning depends on whether attacks become less frequent and less 

lethal, communities regain access to farms and schools, transport routes remain open and displaced 

households can return safely. A results framework that ends with sorties, arrests or equipment deliveries 

therefore risks overstating effectiveness. Civilian-security outcomes should form the final layer of 

defence performance assessment. 

UNHCR reported 3,837,954 forcibly displaced persons in Nigeria as of 1 July 2026. Of this total, 

3,711,314 were internally displaced persons, while refugees and asylum-seekers numbered 140,362. 

Displacement is not solely a military-performance indicator; floods, communal conflict and other causes 

also contribute. Nevertheless, sustained large-scale displacement is a critical measure of the human 

burden of insecurity. 

Displacement links defence capability to household welfare. Families lose farms, businesses, housing, 

education and social networks. This reinforces Osi and Eke’s (2023) household-centred approach: 

national-security statistics become economically meaningful through their effects on consumption, assets 

and livelihood continuity. It also echoes Olasode et al. (2022), because aggregate growth cannot produce 

broad welfare improvements where insecurity repeatedly destroys household capital. 

A credible capability framework should therefore include civilian protection indicators such as 

communities safely returned, roads reopened, farming access restored, school attendance resumed and 

displacement prevented. Military activity is an intermediate measure; restored civilian life is a strategic 

outcome. 

 

8. DISCUSSION: THE CAPABILITY-CONVERSION GAP 

The capability-conversion gap is best understood as a sequence of possible losses between authorised 

expenditure and civilian security. At the appropriation stage, a budget may exist without timely release or 

cash backing. At the contracting stage, weak competition, deficient vendor due diligence or excessive 

price variation may reduce value. At delivery, equipment may arrive late, fail acceptance tests or differ 

from specification. During capability generation, shortages of trained crews or incompatibility across 

Services may prevent effective use. During sustainment, downtime, inadequate spares and slow repair can 

remove platforms from service. Finally, during deployment, intelligence and capability may exist but 

arrive too late to influence the engagement. 

Each stage requires a corresponding statistic. Release rates and cash-backing delays show whether 

authorised funding becomes usable. Competition rates, vendor histories and price comparisons illuminate 

contracting quality. On-time delivery, rejection rates and specification compliance reveal whether 

acquisition outputs match requirements. Trained-crew ratios, serviceability and interoperability show 
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whether delivered equipment becomes usable capability. Downtime, spare-parts fill rates and mean time 

to repair disclose sustainment performance. Response time, surveillance persistence and deployment 

endurance then connect readiness to operations, while fatalities, territorial access and displacement 

indicate strategic effect. 

Table 3: Appropriation-to-Capability Results Chain and Required Performance Indicators 

Conversion stage Core indicators Typical failure signal 
Accountability 

question 

Appropriation and 

release 

Release rate; cash-

backing delay; real 

purchasing power 

Approved funds are 

unavailable or lose 

value before use 

Did authorised 

resources become 

usable on time? 

Requirements and 

contracting 

Threat-linked 

specification; 

competition rate; price 

variance; vendor due 

diligence 

Prestige purchase, 

inflated price or 

unsuitable supplier 

Was the contract 

designed around an 

operational need? 

Delivery and acceptance 

On-time delivery; 

specification 

compliance; rejection 

rate; serial-number 

record 

Late, incomplete or 

substandard equipment 

Was the contracted 

output actually received 

and tested? 

Training and integration 

Qualified crews; 

doctrine; 

interoperability tests; 

communications 

integration 

Equipment exists but 

cannot operate jointly or 

safely 

Did delivery become 

usable capability? 

Sustainment 

Serviceability; 

downtime; spares fill 

rate; ammunition 

availability; mean time 

to repair 

Platforms remain 

grounded, immobilised 

or cannibalised 

Can capability be 

maintained throughout 

the mission cycle? 

Deployment 

Response time; 

surveillance persistence; 

reinforcement time; 

mission endurance 

Capability arrives late 

or cannot remain in 

theatre 

Was capability available 

where and when 

required? 

Operational outcome 

Mission completion; 

protected routes; 

territory held; casualty 

evacuation performance 

High activity with 

limited control or 

protection 

Did deployment achieve 

the immediate mission? 

Strategic/civilian effect 

Fatalities; displacement 

prevented; farming and 

schooling restored; safe 

return 

Operations fail to 

generate durable human 

security 

Did the mission 

improve civilian life and 

state authority? 

 

Table 3 supplies the missing bridge between expenditure statistics and conflict outcomes. It prevents 

analysts from jumping directly from budget size to fatalities by identifying the intermediate stages at 

which value can be created or lost. For example, a procurement may be financially completed but 

operationally incomplete where crews are not trained, communications are incompatible or spares are 

unavailable. Similarly, a serviceable platform may still produce little strategic value if intelligence 

reaches decision-makers too late or deployment endurance is too short for the threat environment. 
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The accountability value of this framework lies in its capacity to protect legitimate secrecy while still 

enabling evaluation. Exact platform locations, tactical plans and sensitive readiness details need not be 

made public. However, authorised oversight institutions can receive aggregated ranges for delivery 

timeliness, serviceability, trained-crew availability, maintenance turnaround and deployment endurance. 

Public reporting can disclose less sensitive trend measures. This layered approach makes it possible to 

identify where the conversion chain is breaking without exposing information that could endanger 

operations. 

The absence of such intermediate evidence produces an accountability vacuum. Detailed tactical 

information must remain protected, but aggregated annual or quarterly performance ranges can be 

disclosed securely to authorised oversight bodies. Without these data, observers cannot determine whether 

poor outcomes reflect inadequate resources, delayed releases, unsuitable procurement, maintenance 

failure, intelligence weakness or a threat environment that exceeded available capacity. 

The combined evidence reveals a contradiction, but not a simple one. Nigeria maintains military 

expenditure and conducts repeated operations, yet terrorism deaths increased, North-West violence 

escalated and displacement remained extensive. Because the datasets do not measure the same causal 

process, the contradiction should not be interpreted as proof that every procurement is ineffective. It 

should be interpreted as a demand for intermediate capability evidence. 

The conversion gap can occur at several points. Appropriated funds may not be released on time. Foreign-

exchange depreciation may reduce the quantity of imported equipment affordable. Contracting may not 

include lifecycle costs, warranties or spares. Delivery may occur without adequate acceptance testing. 

Operators may receive insufficient training. Platforms may be incompatible across Services. Maintenance 

may depend on foreign technicians. Intelligence may not connect rapidly to strike or arrest capability. 

Each gap reduces the security return on expenditure. 

The strongest weakness in current public accountability is the absence of aggregated readiness metrics. 

Detailed operational data should remain classified, but annual ranges for serviceability, delivery 

performance, maintenance delay and trained-crew availability can be disclosed to authorised oversight 

bodies and, where safe, to the public. 

 

9. DIGITAL ACCOUNTABILITY AND THE ECONOMICS OF TIME 

Digital accountability can strengthen each stage of the conversion chain by making delay and 

responsibility visible. E-procurement platforms create timestamps for tender publication, bid submission, 

evaluation and award. Contract dashboards can connect payment milestones to delivery, acceptance 

testing and warranty obligations. Digital acceptance records can associate serial numbers, specifications, 

test results and accepting officers with each item. Maintenance systems can then record availability, 

component failure, downtime and repair history throughout the equipment lifecycle (Olayinka-Agboola, 

Ismail, & Eke, 2025). 

The economics of time is especially important in security operations. Intelligence that is accurate but 

transmitted after an armed group has moved has little operational value. Surveillance that identifies a 

threat without rapid command authorisation, available mobility and coordinated fire support may not 

protect the target. Accordingly, procurement evaluation should measure payment-to-delivery lag, 

intelligence-to-action time, reinforcement time, repair turnaround and the duration for which deployed 

capability can be sustained without interruption. 

Digitalisation is not self-enforcing. A platform can reproduce opacity where users manipulate data, 

vendors retain exclusive control, audit access is restricted or cybersecurity is weak. Effective digital 

accountability therefore requires segregation of duties, immutable logs, institutional ownership of data, 

role-based access, independent verification and periodic forensic analytics. Technology improves 

accountability only when governance arrangements allow the records to be challenged and tested 

(Olayinka-Agboola, et all, 2025). 

Digital systems can reduce the information delays that weaken defence procurement. E-procurement 

creates timestamps and transaction trails. Contract-management platforms can track milestones, 
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acceptance tests, warranties and penalties. Equipment-health systems can report serviceability and 

forecast component failure. Secure theatre dashboards can connect intelligence, logistics and operational 

command. 

The contribution of Eke and Osi (2023) is especially relevant because time is a scarce economic resource. 

In counterterrorism, the value of information declines rapidly. The security equivalent of a delayed 

market signal is a delayed response to an attack or movement of armed groups. Procurement performance 

should therefore include time-based indicators, not merely cost and quantity. 

Digitalisation, however, can reproduce corruption if data are manipulated or systems are controlled by 

vendors without independent access. Segregation of duties, immutable logs, cybersecurity, data 

ownership and external audit are required. Technology strengthens accountability only where institutions 

can interrogate it. 

 

10. DEFENCE PROCUREMENT AND MACROECONOMIC CONSTRAINTS 

Nigeria's fiscal conditions complicate defence planning. Nominal naira allocations may rise while the 

foreign-currency purchasing power of the budget falls because imported platforms, components, software 

licences and technical support are exposed to exchange-rate depreciation. Debt-service obligations and 

limited public revenue also compete with capital procurement and recurrent sustainment. For this reason, 

year-to-year analysis should distinguish nominal allocations from real expenditure, foreign-currency cost, 

actual releases and the purchasing power of the resources available to the Services. 

The opportunity cost of defence expenditure must also be recognised. Security competes with education, 

health, infrastructure and poverty reduction, yet insecurity itself reduces investment, taxation, agricultural 

output, schooling and household income. The policy choice is therefore not a simple opposition between 

defence and development. It is a search for the combination of security and socioeconomic intervention 

that generates the highest welfare return from scarce public resources. 

Domestic maintenance and technology transfer can improve sovereign sustainment where they are tied to 

measurable performance. Local content should be judged by quality, delivery time, price, maintainability, 

skills transfer and export potential rather than by nationality alone. Similarly, portfolio rationalisation can 

lower training, ammunition and spare-parts costs by reducing unnecessary platform diversity and 

improving interoperability across the Armed Forces. 

Nigeria’s relatively low military burden must be interpreted within a difficult fiscal environment. Public 

revenue is limited, debt-service obligations compete with capital spending and imported equipment is 

exposed to exchange-rate depreciation. A nominal increase in naira allocation may purchase less foreign 

equipment than an earlier, smaller allocation. Consequently, analysis should use real expenditure, foreign-

currency cost and purchasing-power measures rather than nominal budget comparisons alone. 

There is also an opportunity-cost dimension. Defence expenditure competes with education, health, 

infrastructure and poverty reduction. Yet insecurity itself reduces revenue, investment and output. The 

policy issue is not a crude choice between security and development; it is how to obtain the highest 

security effect from scarce resources while addressing socioeconomic drivers of violence. 

Olasode et al. (2022) show that growth does not automatically reduce poverty. The implication for 

defence is that macroeconomic expansion cannot neutralise insecurity where institutions fail to translate 

resources into welfare. Conversely, security expenditure that does not restore productive activity may 

intensify fiscal pressure without generating development returns. 

Domestic Capability and Technology Transfer 

Lifecycle cost can be reduced through domestic maintenance, standardisation and carefully designed 

technology transfer. Local production should not become protection for inefficient suppliers. It should be 

evaluated through quality, delivery, price, maintainability and export potential. The key objective is 

sovereign sustainment capacity: the ability to keep equipment operational when foreign supply chains are 

disrupted. 
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Portfolio Rationalisation 

Fragmented fleets create high training, ammunition and spare-parts costs. Procurement authorities should 

publish classified portfolio-rationalisation plans to reduce incompatible platforms and improve joint 

interoperability. The economic return to standardisation can be measured through lower unit maintenance 

cost and higher availability. 

 

11. POLICY IMPLICATIONS 

Capability-based budgeting should begin with the operational effect sought rather than the item to be 

purchased. A budget proposal should state the threat, the capability gap, the personnel and infrastructure 

required, the full lifecycle cost and the readiness target expected within a defined period. This approach 

moves attention away from acquisition announcements and toward measurable performance milestones. 

An integrated digital acquisition and sustainment platform should connect requirements definition, 

tendering, contracting, payment, delivery, serial-number registration, acceptance testing, operator 

training, warranty enforcement, maintenance and disposal. Quarterly reporting to authorised bodies 

should distinguish funds appropriated, funds released, equipment delivered, equipment serviceable and 

operational outcomes achieved. Emergency procurement should remain available for genuine urgency, 

but every emergency award should trigger a time-bound post-award review of price, specification, 

delivery and acceptance. 

Theatre requirements should shape procurement decisions. Field commanders, operators, maintainers, 

logisticians and intelligence personnel possess information about terrain, weather, communications 

limitations, threat tactics and sustainment demands that headquarters planning may overlook. Their 

structured participation reduces the risk of acquiring systems that appear attractive centrally but perform 

poorly under actual operating conditions. 

A Defence Capability Evaluation Office could provide multidisciplinary review using economics, 

engineering, logistics, operations research, audit and data science. Its role would be to evaluate the 

conversion of resources into readiness and strategic effect, not to exercise operational command. Secure 

access arrangements for the National Assembly and audit institutions would preserve legitimate secrecy 

while enabling constitutional oversight. 

First, Nigeria should adopt capability-based budgeting. Budget proposals should identify the operational 

effect sought, the equipment and personnel required, lifecycle cost and measurable readiness target. 

Funding should be linked to capability milestones rather than procurement announcements. 

Second, the Ministry of Defence and Service Headquarters should maintain an integrated digital 

acquisition and sustainment platform. The system should connect needs assessment, tender, contract, 

delivery, serial numbers, acceptance testing, operator training, warranty, maintenance and disposal. 

Third, performance reporting should distinguish expenditure, equipment delivered, equipment available 

and operational outcomes. Authorised oversight bodies should receive quarterly indicators on delivery 

timeliness, serviceability, downtime, trained crews, spare-parts availability and deployment endurance. 

Fourth, emergency procurement should remain possible but should trigger rapid post-award review. 

Emergency status must not become a permanent exemption from price testing, acceptance standards or 

audit. 

Fifth, vendor management should include technical and financial due diligence, past-performance scoring, 

warranty enforcement, after-sales support and debarment for repeated failure. Contract change orders 

should be independently reviewed. 

Sixth, procurement planning must begin with theatre requirements. Field commanders, operators, 

maintainers and intelligence personnel should participate in requirements definition. Headquarters-centred 

planning risks buying systems poorly adapted to actual terrain and tactics. 

Seventh, Nigeria should establish a Defence Capability Evaluation Office with multidisciplinary expertise 

in economics, engineering, operations research, audit and data science. Its mandate should be evaluation 

rather than operational command. 
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Eighth, the National Assembly and audit institutions require secure access to classified performance 

evidence. Confidentiality agreements and closed sessions can protect sensitive information without 

abandoning constitutional oversight. 

Ninth, civilian-security outcomes should be integrated into strategic evaluation. The ultimate measures 

include reduced deaths, protected communities, restored farming, safe transport and durable return of 

displaced persons. 

 

12. PROPOSED EMPIRICAL MODEL FOR FUTURE RESEARCH 

Future empirical work should model operational readiness as a mediating variable rather than assuming a 

direct expenditure-security relationship. Procurement planning, funding timeliness and vendor 

performance may be treated as explanatory variables; serviceability and trained-crew availability as 

mediators; interoperability as a moderator; and threat intensity, terrain and border exposure as controls. 

Operational outcomes such as response time, mission completion and deployment endurance would 

precede strategic outcomes such as fatalities, displacement and restored access. 

Panel data across theatres, formations or commands would be stronger than a single cross-sectional 

perception survey because they would capture change over time and differences in operating 

environments. Administrative records should be combined with carefully structured interviews involving 

operators, maintainers, logisticians and commanders. Qualitative evidence would then explain why 

observed delays, downtime or cost variance occurred, while quantitative evidence would show their scale 

and association with readiness. 

A further research question concerns whether digital accountability reduces procurement lead time, price 

variance and equipment downtime. This can be tested by comparing contracts or units before and after 

implementation of integrated digital systems, while controlling for platform type, vendor, exchange-rate 

conditions and threat intensity. Such work would connect digital-economy theory directly to measurable 

defence-management outcomes. 

The descriptive findings should be followed by empirical research using annual or quarterly data. 

Operational readiness may be modelled as a function of procurement planning, funding timeliness, vendor 

performance, training, maintenance, interoperability and intelligence quality. Conflict outcomes should 

then be modelled as a function of readiness, threat intensity, terrain, border exposure, policing and 

socioeconomic conditions. 

A defensible design should avoid claiming that expenditure alone determines terrorism. It should test 

mediation: expenditure affects capability only through delivery and sustainment, while capability affects 

outcomes conditional on the threat environment. Panel data across theatres or commands would be 

stronger than a single cross-sectional perception survey. 

Mixed methods remain useful where classified data limit statistical analysis. Interviews should include 

field operators, maintainers and commanders, not only headquarters staff. Qualitative evidence should 

explain why measured delays or downtime occur. Perception data should be triangulated with 

administrative records. 

Future studies should also examine whether digital accountability reduces procurement lead time and cost 

variance. This would connect the digital-economy literature to defence-management outcomes in a 

measurable way. 

 

13. CONCLUSION 

This article has transformed a statistical atlas into an academic assessment of Nigeria’s defence 

capability-conversion gap. The central finding is not that military expenditure is useless or that conflict 

outcomes can be explained by procurement alone. It is that expenditure is an input and must be followed 

through a measurable chain before it can be interpreted as security capability. 

Nigeria’s 2024 military burden of approximately 0.6 per cent of GDP was low relative to several African 

comparators and the global average. At the same time, terrorism deaths rose from 565 in 2024 to 750 in 

2025, North-West violence increased in 2024, Sokoto experienced more than 900 reported fatalities over 
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the year to June 2026, and Nigeria had 3.71 million internally displaced persons by 1 July 2026. These 

patterns do not prove a simple spending-outcome relationship, but they show why procurement success 

cannot be inferred from allocations or equipment announcements. 

The missing evidence concerns conversion: release timing, vendor performance, specification 

compliance, trained crews, serviceability, interoperability, spare parts, ammunition, intelligence-to-action 

time and deployment endurance. Without these statistics, the public cannot distinguish insufficient 

funding from inefficient conversion, and oversight institutions cannot identify where the capability chain 

breaks. 

Digital accountability offers a practical solution. Secure, integrated systems can track contracts, 

equipment, acceptance tests, maintenance and operational readiness. This is consistent with Eke and Osi’s 

(2023) emphasis on time in digital economics: security value depends not only on what is available but on 

whether information and capability arrive when needed. The household perspective of Osi and Eke (2023) 

and the growth–poverty findings of Olasode et al. (2022) further remind policymakers that aggregate 

inputs matter only when they translate into lived welfare. 

Nigeria should therefore move from expenditure-centred defence reporting to capability-centred 

management. The objective is neither unrestricted disclosure nor indiscriminate spending. It is disciplined 

conversion of scarce resources into reliable equipment, faster response, sustained operations and 

improved civilian security. Legitimate secrecy and democratic accountability are compatible when 

oversight is designed intelligently. 
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