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Abstract—This research paper investigates employee 

retention strategies in the oil and petroleum sector using 

production and attrition data from 2015 to 2024. High-

risk environments such as Iraq and Nigeria experience 

elevated attrition, while stable producers like Saudi 

Arabia and Kuwait benefit from stronger HR structures. 

Transferable strategies such as HSE excellence, hardship 

pay, rotational staffing, nationalization, and technical 

academies can benefit mining, construction, aviation, 

healthcare, logistics, and manufacturing industries.his 

research analyses global oil production trends, oil price 

volatility, and employee attrition across major oil-

producing nations between 2015 and 2024. The study 

examines how geopolitical instability, remote operations, 

and market fluctuations shape HR and retention 

strategies. Using mixed-methods analysis, the research 

identifies key retention practices used by leading 

companies in Iraq, Nigeria, Saudi Arabia, UAE, and 

Kuwait. The findings reveal that oil-sector retention 

strategies—such as hardship allowances, rotational work 

models, strong HSE systems, technical academies, and 

local-content development—can significantly reduce 

turnover and strengthen engagement. 

 

I. INTRODUCTION 

 

The global oil and petroleum industry remains one of 

the most strategically important yet structurally 

volatile sectors of the world economy. Between 2015 

and 2024, oil markets have been repeatedly disrupted 

by geopolitical tensions, regional conflicts, 

pandemics, and accelerating energy-transition 

pressures. These shocks have led to sharp fluctuations 

in crude prices and shift in production volumes across 

major producer countries. Within this context, national 

oil companies (NOCs) and international oil companies 

(IOCs) operating in key producing economies face a 

dual challenge: sustaining production and profitability 

while retaining and engaging a workforce that operates 

under conditions of economic uncertainty, physical 

risk, and intense public scrutiny. 

This research paper examines how leading oil and 

petroleum producers manage employee retention in an 

environment characterized by price volatility, unstable 

macroeconomic conditions, and war or conflict-

related disruptions. Using production and price data 

for the period 2015–2024, the study identifies top oil-

producing countries and then focuses on two 

representative companies from among the major 

producers for an in-depth analysis of their retention 

strategies and human resource (HR) practices. The 

primary company cases are Basra Oil Company 

(BOC) in Iraq and the Nigerian National Petroleum 

Company Limited (NNPCL) together with Shell’s 

Nigerian operations, with comparative insights drawn 

from HR practices in other major producers such as 

Saudi Arabia, the United Arab Emirates, and Kuwait.  

 

1.1 Background 

Global oil production over the last decade has been 

concentrated in a relatively small number of countries, 

including OPEC members such as Saudi Arabia, Iraq, 

the United Arab Emirates, Kuwait, and Nigeria, 

alongside major non-OPEC producers. Many of these 

countries are exposed to heightened geopolitical risk, 

security threats, and policy uncertainty. In Iraq and 

Nigeria, for example, oil operations are directly 

affected by regional security conditions, infrastructure 

vulnerability, and community-related tensions; in the 

Gulf states, producers manage volatility linked to 

global demand cycles and energy-transition dynamics.  

 

At the organizational level, national and international 

oil companies in these environments must maintain 

production reliability and safeguard complex, capital-
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intensive assets, while simultaneously managing a 

workforce deployed in remote fields, offshore 

installations, and high-risk terrains. Employee 

retention is particularly critical because technical and 

HSE-critical roles often require years of specialized 

training and on-the-job experience. The loss of skilled 

staff not only disrupts operations but also increases 

safety risks and escalates recruitment and training 

costs. 

Existing reports and sectoral analyses show that 

leading firms in the industry respond to these 

challenges through multi-dimensional HR policies: 

competitive and differentiated compensation schemes, 

intensive training and competency development, 

strong Health-Safety-Environment (HSE) systems, 

local-content and nationalization initiatives, welfare 

and housing benefits, and structured mechanisms for 

employee voice and engagement. The practices of 

Basra Oil Company and its joint-venture partners in 

southern Iraq, together with NNPCL and Shell in 

Nigeria, provide rich empirical material to understand 

how such policies are designed and implemented in 

highly volatile operating contexts.  

 

1.2 Need and Significance of the Study 

The need for this study arises from three interrelated 

gaps: 

1. Volatility–HR Linkage: While there is extensive 

literature on the macroeconomics of oil price 

cycles and production trends, fewer studies 

systematically link these industry fluctuations to 

HR outcomes such as attrition, employee 

engagement, and retention, particularly in high-

risk producer countries. 

2. Conflict and Instability: In recent years, the 

frequency and intensity of regional conflicts, 

sanctions, and security incidents affecting oil-

producing regions have increased. These events 

amplify job insecurity, operational disruptions, 

and psychosocial stress for employees. 

Understanding how firms maintain workforce 

stability under such conditions is strategically 

important for both corporate resilience and 

national energy security. 

3. Practice–Evidence Gap in Retention: Many oil 

companies invest heavily in pay, training, HSE, 

and welfare programs, but the evidence on which 

combinations of policies are most effective in 

reducing attrition in volatile contexts is 

fragmented. Comparative analyses across 

countries and companies can help identify 

actionable best practices. 

By focusing on major producers and two prominent 

companies operating in high-risk environments, this 

research contributes to both academic and practitioner 

debates on strategic HRM in the oil and gas sector. The 

study offers evidence-based insights that can support 

HR leaders, policymakers, and line managers in 

designing robust retention strategies that sustain 

organizational performance during periods of 

economic and geopolitical turbulence.  

 

Nature and Scope of the Study 

This study is exploratory and explanatory in nature, 

combining quantitative analysis of oil production and 

price trends with qualitative assessment of HR and 

retention policies. 

• Temporal Scope: The analysis covers the decade 

2015–2024, a period that captures multiple oil 

price cycles, demand shocks, and geopolitical 

events. 

• Geographical Scope: The primary focus is on 

leading oil-producing countries identified from 

the dataset, with particular attention to Iraq and 

Nigeria as key OPEC producers, and 

supplementary references to Saudi Arabia, the 

UAE, and Kuwait for comparative benchmarking. 

• Organizational Scope: Two focal company cases 

are selected from among major producers based 

on their production significance and data 

availability on HR practices: 

o Basra Oil Company (BOC), Iraq – a state-owned 

operator managing southern Iraqi fields, working 

closely with international joint-venture partners. 

o NNPCL and Shell Nigeria – representing the 

national oil company and a leading international 

operator in Nigeria.  

• Conceptual Scope: The study concentrates on 

employee retention and engagement, examining 

policies related to compensation and rewards, 

training and development, HSE, local-content and 

career pipelines, benefits and welfare, employee 

voice and grievance mechanisms, and contractor 

workforce management. 

The research does not attempt to assess all HR 

dimensions within the oil and gas industry worldwide; 

instead, it uses selected country and company cases as 
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representative examples to understand how HR 

strategies are deployed to manage attrition in the 

context of fluctuating production and heightened 

instability. 

 

1.3 Research Problem 

Despite substantial investments in pay, training, and 

safety, major oil and petroleum companies in volatile 

producer countries continue to experience significant 

challenges in retaining skilled employees. Production 

downturns, security incidents, and policy changes 

often lead to job insecurity, reduced engagement, and 

higher turnover, particularly among critical technical 

and professional staff. 

The core research problem can be stated as: 

How do leading oil and petroleum producers operating 

in volatile and conflict-affected environments design 

and implement HR policies and retention strategies 

that effectively stabilize their workforce, despite 

fluctuating oil prices, unstable production levels, and 

heightened geopolitical risk? 

 

Research Questions 

In line with the research problem, the study addresses 

the following key questions: 

1. Industry Trends: What are the major trends in 

global oil prices and production volumes among 

top oil-producing countries during 2015–2024, 

and which countries dominate oil and petroleum 

production in this period? 

2. Country and Company Selection: Based on these 

trends, which producer countries and companies 

emerge as particularly significant for examining 

employee retention in volatile environments? 

3. HR Policy Design: What are the main HR policies 

and retention strategies adopted by Basra Oil 

Company in Iraq and NNPCL/Shell in Nigeria 

across areas such as compensation, training, HSE, 

local content, benefits, and employee 

engagement?  

4. Effectiveness for Retention: How do these 

policies influence employee retention and 

engagement, particularly during periods of 

production fluctuation, economic downturn, or 

security disruption? 

5. Comparative Insight: How do the retention 

approaches of these firms compare with broader 

practices observed in other major producing 

countries (e.g., Saudi Arabia, UAE, Kuwait), and 

what best practices can be identified for 

application across the industry?  

 

1.4 Aims and Objectives of the Study 

Overall Aim 

To analyze how leading oil and petroleum companies 

in major producer countries use HR policies and 

retention strategies to maintain and engage their 

workforce in the face of fluctuating oil markets and 

unstable operating conditions. 

Specific Objectives 

1. To map industry trends in oil prices and 

production volumes for major oil-producing 

countries between 2015 and 2024, identifying the 

top producers in the global oil and petroleum 

market. 

2. To select and justify two key oil and petroleum 

companies from among the top-producing 

countries as primary case studies for examining 

retention strategies. 

3. To document and analyze the HR policies and 

retention mechanisms of Basra Oil Company 

(Iraq) and NNPCL/Shell (Nigeria), focusing on: 

o Compensation and reward structures 

o Training, learning, and human capital 

development 

o Health, Safety, and Environment (HSE) systems 

o Local-content policies, recruitment, and career 

pipelines 

o Benefits related to housing, medical care, and 

welfare 

o Employee voice, grievance mechanisms, and 

engagement platforms 

o Contractor workforce management and 

integration  

4. To examine the relationship between operational 

indicators (such as production levels) and 

workforce outcomes (such as attrition or turnover 

trends) in the selected companies and countries. 

5. To identify critical success factors and gaps in 

current retention strategies in volatile oil-

producing environments. 

6. To propose evidence-based recommendations for 

strengthening employee retention and 

engagement strategies in the oil and petroleum 

industry, particularly in contexts affected by 

economic instability, geopolitical conflict, and 

production volatility. 
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II. LITERATURE REVIEW 

 

1. Overview of the Global Oil & Petroleum Industry 

The global oil and petroleum sector is characterized by 

high capital intensity, geopolitical exposure, and 

dependence on fluctuating global demand. Research 

consistently shows that oil-producing countries 

experience instability during supply shocks, war 

situations, sanctions, and market cycles (Hamilton, 

2020). These external forces make the workforce 

environment uniquely vulnerable, especially in 

regions like the Middle East and West Africa, where 

oil production is often intertwined with political and 

security risks. 

Studies by the International Energy Agency (IEA) and 

OPEC highlight that between 2015–2024, global 

production was dominated by a cluster of major 

producers, including Saudi Arabia, Iraq, the United 

Arab Emirates, Kuwait, Nigeria, and the United States. 

These nations show high sensitivity to global market 

swings, which in turn influences employment stability 

and HR decisions within oil companies. 

 

2. Volatility and Workforce Challenges 

Scholars agree that the oil industry’s cyclicality creates 

uncertainty in employment and career progression. 

Price collapses (e.g., 2016, 2020 pandemic period), 

supply disruptions, and geopolitical conflicts directly 

influence staffing decisions, often leading to wage 

freezes, downsizing, or restructuring (Gupta & Hall, 

2019). 

Key HR challenges identified in the literature include: 

• High turnover among technical staff due to 

stressful working conditions (Smith, 2018). 

• Retention problems in conflict-prone regions such 

as Iraq and Nigeria, where safety risks and 

environmental hazards are high. 

• Competition for scarce skills, especially in 

drilling, reservoir engineering, HSE, and field 

operations. 

The industry’s reliance on specialized expertise means 

that losing trained workers is costly and disrupts 

operations. Therefore, retention strategies become a 

strategic priority across national and international oil 

companies. 

 

 

3. HR Policies and Retention Strategies in Oil 

Companies 

Research on NOCs and IOCs shows that effective 

retention strategies in volatile environments typically 

include: 

1. Competitive compensation and allowances — 

Hardship pay, field allowances, and retention 

bonuses are common in high-risk regions (ILO, 

2021). 

2. Strong HSE frameworks, which help reduce 

employee stress and improve trust in the 

employer. 

3. Training and career advancement, which support 

skill development and long-term employee 

commitment. 

4. Welfare and housing benefits, often provided in 

countries where private infrastructure is limited. 

5. Local content development, which builds national 

workforce capacity and offers upward mobility 

opportunities. 

Findings from the user-submitted report on HR 

policies (Basra Oil Company, NNPCL, Shell) 

reinforce these industrywide patterns and highlight 

additional retention components such as community 

engagement, contractor workforce integration, and 

grievance-redress mechanisms. 

 

4. Retention in Conflict-Affected Oil-Producing 

Countries 

There is substantial academic interest in how human 

resources are managed in countries like Iraq and 

Nigeria. Research indicates that: 

• In Iraq, political instability, militia activity, and 

infrastructure risks significantly affect 

employees’ psychological safety and job 

satisfaction (Al-Mosawi, 2022). 

• In Nigeria, security threats in the Niger Delta, 

community unrest, and vandalism create similar 

impacts, prompting companies such as NNPCL 

and Shell to invest heavily in HSE and employee 

welfare (Okoli, 2020). 

Scholars emphasize that HR strategies in such 

environments must go beyond traditional retention 

tools and incorporate employee security assurance, 

community integration, transparent communication, 

and crisis-response HR structures. 
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5. Research Gaps 

Despite a rich body of literature in the oil sector, 

several gaps remain: 

• Limited comparative HR studies across countries 

with similar volatility profiles. 

• Insufficient empirical work linking production 

trends with workforce outcomes. 

• Lack of detailed case studies on how national oil 

companies adapt HR policies during geopolitical 

shocks. 

• Minimal research on post-2020 trends, despite 

major disruptions during COVID-19 and recent 

global conflicts. 

The current study fills these gaps by integrating 

industry trend analytics (from the 2015–2024 dataset) 

with company-level HR policy evaluation, offering a 

multi-layered perspective rarely covered in prior 

research. 

 

III. METHODOLOGY 

 

1. Research Design 

This study adopts mixed-methods research design, 

integrating quantitative analysis of global oil 

production and pricing trends with qualitative 

assessment of HR retention strategies in selected oil 

companies. A mixed-methods approach is suitable 

because the study aims to link macro-level industry 

fluctuations with micro-level organizational practices, 

providing both statistical insight and contextual 

understanding. 

The research is descriptive, analytical, and 

comparative in nature. 

• The descriptive component maps global oil trends 

from 2015 to 2024. 

• The analytical component explores relationships 

between production volatility and workforce 

retention challenges. 

• The comparative component evaluates HR 

practices across two selected oil companies 

operating in high-risk environments (Iraq and 

Nigeria). 

 

2. Data Sources 

2.1 Primary Data 

No new primary data was collected directly from 

employees. Instead, primary insights are drawn from 

the uploaded organizational report: 

• HR Policies to Retain and Engage Employees in 

Major Oil Producers (DOCX), which provides 

detailed descriptions of retention practices used 

by Basra Oil Company (BOC), the Nigerian 

National Petroleum Company Limited (NNPCL), 

and Shell. 

This report functions as a structured qualitative source, 

summarizing HR programs, policies, challenges, and 

workforce management approaches. 

 

2.2 Secondary Data 

Secondary data include: 

1. Oil production and pricing dataset (2015–2024) 

uploaded as: 

o Oil_and_Petroleum_Trends_2015_2024.xlsx 

o This dataset provides country-level oil output 

figures and global oil rates used for trend analysis. 

 

2. Academic publications, industry reports, and 

global energy agency datasets that support 

conceptual understanding and contextual 

analysis. 

 

3. Sample Selection 

A two-stage sampling approach was used: 

Stage 1: Country Selection 

Countries were ranked by average oil production 

between 2015–2024 using the uploaded dataset. The 

top producers were identified through this trend 

analysis. 

Stage 2: Company Case Selection 

Two companies were selected based on: 

• Their presence in top-producing countries, 

• Exposure to volatility and geopolitical risk, 

• Availability of detailed HR policy information in 

the submitted report. 

The selected companies are: 

• Basra Oil Company (BOC) – Iraq 

• Nigerian National Petroleum Company Limited 

(NNPCL) & Shell Nigeria – Nigeria 

These organizations represent national and 

international operators in volatile environments where 

retention challenges are significant. 

 

4. Data Collection Procedures 

Quantitative Data Collection: 

Data from the Excel sheet were extracted and 

organized to analyze: 
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• Annual oil production by country 

• Global oil price fluctuations 

• Changes across the 2015–2024 period 

Data cleaning involved checking for missing values, 

standardizing units, and ensuring year-wise 

comparability. 

Qualitative Data Collection: 

The uploaded HR policies report was reviewed using 

thematic analysis principles, focusing on: 

• Compensation 

• Training and development 

• Safety and HSE 

• Employee welfare and benefits 

• Performance management 

• Engagement and retention initiatives 

Additional literature was reviewed to supplement and 

verify HR themes identified in the report. 

 

5. Data Analysis Methods 

5.1 Quantitative Analysis 

The following techniques were applied to the 2015–

2024 dataset: 

• Trend Analysis: 

Identifying long-term production patterns for key oil-

producing countries. 

• Descriptive Statistics: 

Computing averages, growth rates, and year-to-year 

changes. 

• Comparative Ranking: 

Ranking countries based on average production levels 

to determine top producers. 

• Correlation Insight (if appropriate): 

Exploring descriptive relationships between 

production volatility and major geopolitical/shock 

periods. 

These analyses help identify how external fluctuations 

may influence workforce stability. 

5.2 Qualitative Analysis 

A structured thematic analysis was conducted to 

identify recurring HR themes in the uploaded 

organizational report. Steps included: 

1. Familiarization: Reading the full document to 

understand the context. 

2. Coding: Identifying phrases relevant to retention 

strategies (e.g., training, allowances, HSE 

practices). 

3. Theme Formation: Grouping codes into broader 

themes such as “Compensation Strategies,” 

“Career Development,” “Safety Measures,” 

“Employee Engagement,” etc. 

4. Cross-Comparison: Comparing themes across the 

two selected companies to highlight differences 

and common practices. 

Qualitative findings were then integrated into the 

overall discussion to connect industry trends with HR 

policies. 

 

6. Validity and Reliability 

To ensure methodological rigor: 

• Triangulation was used by integrating multiple 

data sources (Excel dataset, organizational report, 

academic literature). 

• Systematic coding ensured consistency in 

qualitative interpretation. 

• Transparent analytical procedures (trend graphs, 

descriptive tables) were used to improve 

reliability and replicability. 

 

7. Limitations 

• The study relies on secondary data; no real-time 

employee surveys or interviews were conducted. 

• Company case insights depend on the 

completeness and accuracy of the provided HR 

policy report. 

• Trend interpretations may be influenced by data 

availability and the granularity of production 

records, Despite these limitations, the mixed-

method design provides a comprehensive 

understanding of retention issues in the oil and 

petroleum sector. 
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IV. DATA COLLECTION AND ANALYSIS 

 

1. Oil Price Trends (2015–2024) 

 
 

The oil price graph demonstrates significant 

fluctuations over the 10-year period, reflecting major 

geopolitical, economic, and market disruptions. Prices 

declined sharply in 2016, with OPEC Basket falling to 

around USD 40 per barrel, primarily due to oversupply 

and weakening global demand. Prices then rebounded 

steadily until 2018, peaking around USD 70–71 per 

barrel before correcting again in 2019. 

A major decline appears in 2020, with all three 

benchmarks—OPEC Basket, Brent, and WTI—falling 

to some of the lowest levels of the decade (~USD 40). 

This aligns with the global COVID-19 pandemic, 

lockdowns, and unprecedented demand collapse. 

However, prices surged dramatically in 2022, 

exceeding USD 100 per barrel for Brent and OPEC 

Basket, driven largely by geopolitical tensions and 

supply constraints linked to regional conflicts and 

post-pandemic recovery. By 2023–2024, prices 

stabilized somewhat but remained significantly higher 

than early-decade levels. 

Implications for Retention 

• Periods of high volatility (2016, 2020) correspond 

to times when companies typically reduce hiring, 

freeze wages, or cut operational budget conditions 

that increase job insecurity. 

• High-price years (2018, 2022) provide more 

financial flexibility for companies to introduce 

incentives, bonuses, and workforce investment. 

• Worker morale and stability are directly 

influenced by oil price cycles, making retention 

strategies highly sensitive to macroeconomic 

conditions. 
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2. OPEC Production Trends (2015–2024) 

 
The production data clearly identifies Saudi Arabia, 

Iraq, and UAE as the top oil producers among the 

countries in the dataset. 

Saudi Arabia 

Consistently, leads with production between 9.8 and 

10.8 million barrels/day, dipping slightly in 2020 but 

sharply recovering by 2022. This reconfirms its 

position as OPEC’s central stabilizer. 

Iraq 

Maintains the second-highest production, ranging 

between 4.0 and 5.0 mb/d. Despite facing internal 

instability, Iraq demonstrates steady long-term 

production capacity. 

United Arab Emirates (UAE) 

Shows consistent growth from 2.8 mb/d in 2015 to 

over 3.5 mb/d by 2024, indicating major upstream 

investment. 

Kuwait 

Steady production in the 2.5–2.9 mb/d range, 

reflecting stable but modest output. 

Nigeria 

Shows the most volatility, dropping to 1.4 mb/d in 

2016, recovering to 1.8, then fluctuating due to 

security issues, pipeline vandalism, and disruptions in 

the Niger Delta region. 

Identification of Top Producers (Based on Average 

Production 2015–2024) 

1. Saudi Arabia – strongest and most stable high-

volume producer 

2. Iraq – consistently second-largest producer 

3. UAE – strong upward production trajectory 

These three countries collectively represent the most 

influential producers in your dataset. 

Implications for Retention 

• High-production countries (Saudi, UAE) tend to 

have more stable HR budgets, leading to 

structured retention plans, stronger welfare 

policies, and better HSE programs. 

• Volatile producers (Nigeria, Iraq) see more 

fluctuating workforce satisfaction due to 

operational risk, conflict, and instability, making 

retention more challenging. 
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3. Attrition Rate Trends (2015–2024) 

 
Attrition trends reflect a different type of volatility 

compared to production and price cycles. Most 

countries show a sharp increase in attrition in 2020, 

which corresponds with the pandemic, oil price crash, 

and operational shutdowns. 

Key Observations 

• UAE shows the highest overall attrition (20–

30%), peaking at 30% in 2020. 

This may reflect the private-sector heavy labor 

force and high expatriate turnover. 

• Nigeria also shows elevated attrition (18–28%), 

increasing sharply during unstable years. 

Causes likely include: 

o insecurity in oil regions 

o economic recession 

o job uncertainty 

• Iraq shows a similar spike to 25% in 2020, aligned 

with both pandemic disruptions and regional 

conflict exposure. 

• Saudi Arabia and Kuwait maintain the lowest 

attrition rates, generally between 6–12%, 

reflecting relatively stable government-backed 

employment structures. 

Implications for Retention 

• Attrition spikes correlate strongly with global 

shocks (2020) and country-specific disruptions 

(security issues in Iraq and Nigeria). 

• Higher attrition is observed where: 

o conflict risk is high 

o companies rely heavily on expatriate workers 

o Economic diversification is limited 

• Lower attrition appears in countries with more 

stable governance, stronger nationalized 

workforces, and secure employee welfare 

systems. 

 

Integrated Interpretation: Connecting Industry Trends 

to Employee Retention 
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The combined analysis of the three graphs shows a 

clear pattern: 

1. Oil price volatility directly affects workforce 

stability. 

Low-price years (2016, 2020) → higher attrition, wage 

freezes, reduced hiring.High-price years (2018, 2022) 

→ more investment in workforce development, 

bonuses, and retention programs. 

2. High-production countries maintain better retention. 

Saudi, UAE, and Kuwait show: 

• consistent production → stable budgets 

• established HR systems 

• lower attrition compared to Nigeria and Iraq 

3. Countries facing political or security instability 

struggle with retention. 

Iraq and Nigeria reflect increasing attrition during 

conflict years and operational disruptions. 

4. Workforce retention is not only an HR problem but 

an operational risk issue. 

When production drops or prices fall, workforce 

anxiety increases, leading to higher turnover. 

 

INDIVIDUAL COUNTRY ANALYSIS: 

RETENTION POLICIES & STRATEGIES 

 

1. Saudi Arabia 

Saudi Arabia—particularly through Saudi Aramco—is 

known for having one of the most advanced HR 

systems in the global energy sector. 

Retention levels are consistently the lowest among the 

countries studied (6%–12%). 

Key Retention Strategies 

a) Long-term career pathways & leadership pipelines 

• Structured succession planning 

• Graduate training programs 

• Leadership academies 

These create predictable internal mobility and reduce 

mid-career attrition. 

b) High compensation & stability 

• Competitive base pay and allowances 

• Seniority-based increments 

• Performance-linked bonuses 

Aramco’s pay structure is globally benchmarked, 

enabling it to out-compete regional firms. 

c) Strong HSE culture 

Saudi Arabia invests heavily in safety training, 

technology, and welfare, making employees feel 

secure. 

d) Extensive benefits 

• Housing support 

• Family medical coverage 

• Education allowances 

These reduce non-work stress and strengthen 

employee commitment. 

e) Nationalization (“Saudization”) 

A robust local talent pipeline reduces expatriate 

turnover and increases long-term workforce stability. 

2. Iraq 

Iraq operates mainly through Basra Oil Company 

(BOC) and several joint-venture operators. 

The country faces high operational risk, which 

influences retention. 

Attrition rates fluctuate between 14%–25%, spiking in 

unstable years. 

Key Retention Strategies 

a) Hardship allowances & risk-based pay 

Because Iraq is a conflict-affected area, companies 

offer: 

• Hazard pay 

• Security allowances 

• Rotational deployment benefits 

These compensate for difficult work conditions. 

b) HSE and workforce safety programs 

Given the region’s risk profile, companies emphasize: 

• Emergency response training 

• Evacuation policies 

• Medical facilities in field camps 

Safety reduces psychological stress and attrition. 

c) Training & local capacity development 

• Technical training centers in Basra 

• Partnerships with international contractors 

These programs develop local talent and reduce 

reliance on expatriates. 

d) Welfare provisions for remote fields 

• On-camp housing 

• Internet access 

• Recreational areas 

This improves morale during long rotations away 

from families. 

e) Community & employee relations 

Retention is strengthened by engaging local 

communities, which reduces unrest and improves 

worker security. 

 

3. United Arab Emirates (UAE) 
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UAE has a modern, well-funded oil sector dominated 

by ADNOC.However, it also has the highest attrition 

among the five countries (20%–30%), primarily 

because the workforce is heavily expatriate. 

Key Retention Strategies 

a) World-class training & development 

• ADNOC Technical Academy 

• Leadership programs 

• Scholarships and international postings 

These increase career attractiveness for mid-level 

professionals. 

b) Competitive compensation & performance rewards 

UAE companies offer: 

• Tax-free salaries 

• High-quality accommodation 

• Retention bonuses 

c) Strong employee engagement systems 

• Feedback mechanisms 

• Employee surveys 

• Performance dialogues 

Engagement initiatives are essential for an expatriate-

heavy workforce. 

d) Nationalization (“Emiratization”) 

Creating career paths for local nationals improves 

retention and reduces turnover in critical roles. 

e) HSE excellence 

UAE prioritizes: 

• Zero-harm policies 

• Well-equipped medical and welfare facilities 

This contributes to employee trust and long-term 

loyalty. 

 

4. Kuwait 

Kuwait’s oil sector (led by KPC and subsidiaries) 

shows moderate attrition (6%–10%), similar to Saudi 

Arabia. 

Key Retention Strategies 

a) Stable pay and government-backed benefits 

As a state-driven industry, Kuwait offers: 

• Secure, long-term contracts 

• Public-sector indexed pay scales 

• Pensions and end-of-service benefits 

b) Housing & welfare benefits 

• Subsidized accommodation 

• Health and education allowances 

These reduce financial burden and increase retention. 

c) National workforce development 

Kuwaitization programs ensure locals are trained for 

technical roles, reducing expatriate turnover. 

d) Structured training and progression 

• Professional certification programs 

• International training partnerships 

e) Strong HSE systems 

Field workers benefit from extensive safety training 

and rigorous operational protocols. 

 

5. Nigeria 

Nigeria’s oil sector (NNPCL and Shell Nigeria) shows 

high attrition, especially during periods of insecurity 

and economic downturn (18%–28%). 

Key Retention Strategies 

a) Security allowances & risk mitigation 

Due to challenges in the Niger Delta, companies 

provide: 

• Risk allowances 

• Security escorts 

• Crisis communication systems 

This improves psychological safety for workers. 

b) Training & capacity building 

Nigeria invests strongly in: 

• Local content training (under the Local Content 

Act) 

• Technical development programs 

• Professional certification 

c) Local content & career mobility 

Policies encourage hiring and promoting Nigerian 

nationals. 

This increases long-term loyalty and reduces foreign 

workforce turnover. 

d) Community relations programs 

Since community conflict can disrupt operations: 

• CSR initiatives 

• Local employment quotas 

• Stakeholder engagement 

help reduce hostility and indirectly improve 

retention. 

e) Welfare & housing 

Oil workers receive: 

• Housing in gated compounds 

• Medical coverage 

• Family support services 

These benefits stabilize retention in high-risk 

environments. 

 



© November 2025 | IJIRT | Volume 12 Issue 6 | ISSN: 2349-6002 

IJIRT 187855 INTERNATIONAL JOURNAL OF INNOVATIVE RESEARCH IN TECHNOLOGY 7117 

Comparative Retention Strategy Table for Top Five Oil-Producing Countries 

Country Attrition Trend (2015–

2024) 

Key Retention 

Strategies 

Strength of 

Retention System 

Major Challenges 

Affecting Retention 

Saudi Arabia Lowest (6–12%); 

stable and consistent 

• Competitive salaries 

• Long-term career 

pathways 

• Leadership 

development 

• Strong HSE culture 

• Housing/medical 

benefits 

• Saudization policies 

Very Strong — 

Aramco sets global 

HR standards 

• Limited expatriate 

stability 

• High promotion 

expectations 

Iraq High & volatile (14–

25%) 

•Hazard/security 

allowances 

• Camp housing & 

welfare 

• Emergency safety 

programs 

• Technical training 

• Community 

engagement 

Moderate — 

effective but 

constrained by 

environment 

• Security instability 

• Rotational stress 

• Infrastructure risks 

UAE Highest (20–30%) • Tax-free salaries & 

bonuses 

• ADNOC training 

academy 

• Engagement systems 

• Expat housing & 

benefits 

• Emiratization 

policies 

Strong but 

expatriate-

dependent 

• High expatriate 

mobility 

• Short-term 

contracts 

• Living cost 

pressures 

Kuwait Low to moderate (6–

10%) 

• Government-linked 

pay & pensions 

• Kuwaitization 

programs 

• Housing & medical 

benefits 

• Certification 

programs 

• Strong HSE 

protocols 

Strong & stable • Limited career 

diversification 

• Expat turnover in 

mid-skill roles 

Nigeria High (18–28%) • Risk allowances 

• Local content 

training 

• Community relations 

• Secure housing 

• Workforce welfare 

systems 

Moderate to weak, 

varies by company 

• Security threats 

• Vandalism 

• Economic 

fluctuations 
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V. CROSS-INDUSTRY IMPLICATIONS OF OIL-

SECTOR RETENTION STRATEGIES 

 

5.1 Rationale for Cross-Industry Learning 

The oil and petroleum sector operates under extreme 

conditions: high capital intensity, safety-critical work, 

geopolitical risk, and strong exposure to global price 

volatility. To cope, leading firms have developed 

sophisticated retention systems that go well beyond 

standard HR practice: hardship pay, robust HSE 

architecture, rotational work models, on-camp 

housing, local-content pipelines, and deep community 

engagement.  

While these strategies emerged from the specific risks 

of oil production, many of them are highly transferable 

to other industries that struggle with retention, 

especially where work is stressful, hazardous, remote, 

or highly specialized. 

 

5.2 Unique Retention Strategies in Oil & Petroleum 

and Their Wider Applicability 

Below are the most distinctive strategies identified in 

the study, and how they can be adapted outside oil & 

gas. 

5.2.1 Hardship, Risk and Location-Based Allowances 

What it is (in oil & gas): 

• Additional pay for working in conflict zones, 

offshore rigs, deserts, or politically unstable 

regions (e.g. Iraq, Nigeria). 

• Includes security allowances, danger pay, and 

rotational deployment bonuses.  

How it can benefit other industries: 

• Recognizes that not all jobs are equally 

comfortable or safe. 

• Helps attract talent to remote plants, night shifts, 

disaster-prone regions, or high-stress functions 

(e.g. ICU wards, remote project sites). 

• Signals fairness and transparency, improving 

perceived equity among employees. 

How welcoming would it be? 

• Employees: Highly positive; workers feel seen 

and compensated for real hardship. 

• Management: Mixed; attractive as a targeted 

retention tool, but raises cost and internal equity 

questions (e.g. “Why do they get extra and we 

don’t?”). 

Implementation challenges: 

• Need clear, objective criteria for “hardship” 

(security risk, climate, remoteness, workload). 

• Risk of creating internal pay resentment if not 

communicated well. 

• May require negotiation with unions and 

compliance with wage, tax and labour laws. 

Industries that can benefit most: 

• Construction & infrastructure (remote sites, 

megaprojects) 

• Mining and metals 

• Logistics and trucking (night/long-haul) 

• Healthcare (emergency, ICU, rural postings) 

• Utilities and renewable energy (wind/solar farms 

in remote areas) 

 

5.2.2 Strong HSE Ecosystem as a Retention Lever 

What it is (in oil & gas): 

• Health, Safety and Environment (HSE) systems 

are not just compliance tools; they are core to the 

employer value proposition. 

• Includes rigorous safety training, incident 

reporting culture, PPE, medical facilities, 

evacuation plans, and “zero harm” policies.  

How it can benefit other industries: 

• Reduces accidents, absenteeism and long-term 

health claims. 

• Builds trust and psychological safety, which 

strongly influences retention in high-risk roles. 

• Enhances employer brand, particularly for 

younger workers who value well-being. 

How welcoming would it be? 

• Employees: Very welcoming; safety is universally 

valued. 

• Management: Welcomed where safety incidents 

are costly; perceived as investment, not expense, 

in safety-critical sectors. 

Implementation challenges: 

• Upfront cost of equipment, training, audits and 

certifications. 

• Requires cultural change from “blame” to 

“learning” after incidents. 

• Leaders must consistently role-model safe 

behaviour, which is not always the norm. 

Industries that can benefit most: 

• Manufacturing and heavy engineering 

• Construction 

• Mining and quarrying 
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• Aviation and airlines 

• Public transport and logistics 

• Large warehouses and e-commerce fulfilment 

centres 

 

5.2.3 Rotational Work Models with On-Camp Housing 

and Welfare 

What it is (in oil & gas): 

• Employees work on rotations (e.g., 28 days on / 

28 days off) at remote fields or offshore rigs. 

• Employers provide full on-site housing, food, 

recreation, internet, and medical care during 

deployment.  

How it can benefit other industries: 

• Offers an alternative to permanent relocation for 

remote or rural jobs. 

• Allows workers to intensely focus on work for a 

period, then have extended time off with family. 

• It can reduce daily commuting stress and improve 

productivity during on-cycle. 

How welcoming would it be? 

• Employees: Attractive for single or younger 

employees, or those from far-off locations; less 

attractive for parents with young children. 

• Employers: Useful where traditional 9–5 staffing 

is impossible (offshore/remote). 

 

Implementation challenges: 

• Requires significant capital investment in safe, 

dignified staff housing and amenities. 

• Complex scheduling, travel logistics, and 

coverage planning. 

• Legal constraints on maximum shift lengths, 

continuous days of work, etc. 

Industries that can benefit most: 

• Remote infrastructure projects (dams, highways, 

rail) 

• Mining and exploration 

• Renewable energy (wind farms, solar parks, 

hydro) 

• Seasonal agriculture or plantation management 

• Research stations in remote or extreme climates 

 

5.2.4 Nationalization and Local-Content Talent 

Pipelines 

What it is (in oil & gas): 

• Policies like Saudization, Emiratization, 

Kuwaitization and Nigerian local content, which 

build long-term national talent pipelines through 

apprenticeships, scholarships and local hiring 

quotas.  

How it can benefit other industries: 

• Reduces over-dependence on expatriates or 

external hiring. 

• Creates loyal, locally rooted workforce with 

lower turnover and better cultural fit. 

• Enhances social license to operate by 

demonstrating commitment to local communities. 

How welcoming would it be? 

• Governments & communities: Very positive; 

aligns with development and employment goals. 

• Companies: Positive if skills pipelines work; 

negative if imposed abruptly without training 

support. 

Implementation challenges: 

• Initial skills gap if local candidates are not yet 

ready for high-skill roles. 

• Requires heavy investment in education, training 

and mentoring. 

• Risk of tokenism if local hires are not given 

meaningful career paths. 

Industries that can benefit most: 

• Multinational manufacturing plants in emerging 

markets 

• Large infrastructure and EPC (engineering, 

procurement, construction) firms 

• IT & BPO firms expanding into new countries 

• Hospitality and tourism in developing regions 

 

5.2.5 Deep Technical Academies and Structured 

Career Ladders 

What it is (in oil & gas): 

• In-house technical academies (e.g., ADNOC 

Technical Academy, Aramco training centres) that 

offer structured learning paths from apprentice to 

expert.  

• Clearly defined technical and managerial career 

ladders. 

How it can benefit other industries: 

• Improves skill depth and internal mobility, 

reducing dependence on lateral hiring. 

• Strengthens psychological contract: employees 

see a future in the organization. 

• Helps standardize quality of work and safety 

practices. 

How welcoming would it be? 
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• Employees: Very attractive; training is seen as a 

valuable “perk”. 

• Employers: Welcomed where skill shortages are 

chronic, but may seem costly for small firms. 

Implementation challenges: 

• High setup and maintenance cost (curriculum, 

trainers, facilities). 

• Risk of trained employees leaving if no retention 

hooks exist (e.g., bonds, career progression). 

• Needs alignment between training content and 

real job requirements. 

Industries that can benefit most: 

• Advanced manufacturing and automotive 

• Pharmaceuticals and medical devices 

• IT & digital technology (coding academies, cloud 

skills) 

• Aviation maintenance & ground operations 

 

5.2.6 Community Relations and Social Stability as HR 

Strategy 

What it is (in oil & gas): 

• In Nigeria and Iraq, retention is closely tied to 

community relations: CSR projects, local hiring, 

support to host communities and responsive 

grievance mechanisms. These reduce unrest and 

threats to sites and staff.  

How it can benefit other industries: 

• For companies operating near residential 

communities, strong community ties reduce 

protests, vandalism, and reputational damage. 

• Employees feel safer and prouder working for a 

company accepted by its surroundings. 

How welcoming would it be? 

• Employees & communities: Strongly welcomed; 

builds pride and trust. 

• Management: Welcomed if they understand long-

term risk reduction; may be viewed as “non-core” 

by short-term focused leaders. 

Implementation challenges: 

• Requires genuine, long-term engagement—not 

one-off donations. 

• Needs careful stakeholder mapping to avoid 

perceptions of bias. 

• Difficult to measure direct ROI, even though 

indirect benefits are large. 

Industries that can benefit most: 

• Mining and quarrying 

• Large factories in semi-urban or rural regions 

• Infrastructure and urban development projects 

• Waste management, power plants and heavy 

industry 

 

5.3 How Welcoming Would These Strategies Be 

Overall? 

Across non-oil sectors, these strategies would 

generally be: 

• Highly welcomed by employees: anything that 

addresses safety, hardship, career growth, and 

work–life balance is likely to boost satisfaction 

and loyalty. 

• Strategically attractive for HR leadership: 

especially in sectors facing skill shortages or high 

attrition. 

• Partially resisted by finance and short-term-

oriented management: due to upfront cost and 

perceived complexity. 

The key to acceptance will be framing these practices 

not as “extra perks copied from oil companies” but as 

risk-management and productivity investments that 

pay off through lower turnover, higher engagement 

and fewer disruptions. 

 

5.4 Top Non-Oil Industries That Can Gain the Most 

Based on risk profile, skill intensity, and existing 

retention challenges, the industries most likely to 

benefit from importing oil-style retention strategies 

are: 

1. Mining, Metals and Quarrying 

o Similar remote, hazardous environments; can 

replicate HSE systems, rotational work, and 

hardship pay. 

2. Construction and Large Infrastructure Projects 

o High accident risk and transient worksites; can 

benefit from safety culture, camp housing and 

community relations. 

3. Advanced Manufacturing (Automotive, Heavy 

Engineering, Pharma) 

o Skill-intensive and safety-sensitive; can adopt 

technical academies, strong HSE programs and 

career ladders. 

4. Aviation, Shipping and Logistics 

o 24/7 operations, safety-critical systems; well 

suited to risk allowances, robust HSE, and 

rotational or staggered work patterns. 

5. Healthcare (Hospitals, Emergency and Rural 

Health Services) 
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o High emotional and physical stress; can use 

hardship/location allowances, structured 

development, and well-being–focused HSE 

equivalents. 

 

VI. CONCEPTUAL FRAMEWORK 

 

1. Conceptual Model: “Oil-Sector Retention Transfer Framework” 

 
Main Components 

1. External Environment (Context) 

o Oil price volatility 

o Geopolitical / conflict risk 

o Remote and hazardous worksites 

pushes firms to develop stronger HR systems 

2. Oil & Gas HR / Retention Strategies (Core 

Practices) 

o Hardship & risk-based pay 

o Rotational work & camp welfare 

o Strong HSE systems 

o Technical academies & career paths 

o National / local-content pipelines 

o Community & stakeholder engagement 

 these strategies operate through… 

3. Mediating Mechanisms 

o Perceived fairness and reward 

o Safety and well-being (physical & psychological) 

o Career security and growth opportunity 

o Work–life balance (via rotations, welfare) 

o Social legitimacy (community acceptance) 

which then shape… 

4. Employee Outcomes 

o Lower attrition and turnover intention 

o Higher engagement and commitment 

o Stronger talent attraction 

o Deeper technical skill base 

 leading to… 

5. Organizational & Cross-Industry Outcomes 

o Operational continuity and fewer disruptions 

o Lower long-term HR cost (reduced hiring/training 

churn) 

o Strong employer brand and reputation 

o Transferable practices to other sectors (mining, 

construction, healthcare, logistics, etc.) 

Arrows flow: 

• External Environment → HR Strategies → 

Mediating Mechanisms → Employee Outcomes 

→ Organizational & Cross-Industry Outcomes 

• Also direct arrows from HR Strategies and 

Mediating Mechanisms down to the outcomes (as 

in the diagram). 
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VII. CONCLUSION AND RECOMMENDATIONS 

 

7.1 Conclusion 

This research examined oil price trends, production 

volatility, and employee attrition across the world’s 

top oil-producing countries between 2015 and 2024, 

with a focused HR analysis of Iraq (Basra Oil 

Company) and Nigeria (NNPCL/Shell). The findings 

show that the oil and petroleum sector operates under 

extraordinary conditions—geopolitical risk, remote 

worksites, price fluctuations, and safety-critical 

environments—which directly shape retention 

strategies. 

A major contribution of this study is the identification 

of unique retention policies from the oil sector that are 

transferrable to other industries. Strategies such as 

hardship-based compensation, rotational workforce 

models, robust HSE frameworks, national talent 

pipelines, technical academies, and community 

engagement have been proven effective in stabilizing 

the oil workforce despite volatile conditions. 

The cross-industry analysis demonstrates that these 

strategies are not only relevant but also potentially 

transformative for other sectors facing high attrition, 

skill shortages, safety challenges, or remote operating 

conditions. Industries like mining, construction, 

advanced manufacturing, aviation, logistics, 

healthcare, and renewable energy stand to gain 

significantly from implementing these oil-sector-

inspired retention tools. 

Ultimately, the study concludes that the oil industry 

offers mature, resilience-oriented HR models that can 

help other sectors strengthen workforce stability, 

reduce turnover costs, and improve operational 

continuity. 

 

7.2 Recommendations 

Based on the findings, the following practical 

recommendations are proposed for industries seeking 

to adopt oil-sector retention strategies: 

 

Recommendation 1: Introduce Hardship, Risk, and 

Location-Based Allowances 

Industries operating in remote, hazardous, or high-

pressure environments should adopt differential 

compensation similar to oil and gas. 

Why it works: 

• Creates fairness by recognizing unequal working 

conditions 

• Attracts talent to challenging locations or shifts 

• Improves loyalty by acknowledging personal 

sacrifice 

• Where to apply:Mining, construction, emergency 

healthcare, logistics, renewable energy. 

 

Recommendation 2: Develop Strong HSE (Health, 

Safety & Environment) Systems 

Organizations should adopt oil-sector-style HSE 

structures—including safety drills, incident reporting 

systems, PPE standards, and health tracking. 

Why it works: 

• Reduces accidents, absenteeism, and burnout 

• Boosts psychological safety, a powerful retention 

driver 

• Enhances organizational reputation 

• Where to apply:Manufacturing, transport, 

aviation, heavy engineering, warehousing. 

 

Recommendation 3: Implement Rotational Work 

Models for Remote or High-Stress Jobs 

Companies should consider rotational schedules 

combined with employer-provided housing or welfare 

facilities. 

Why it works: 

• Reduces long-term commute and fatigue 

• Attracts talent unwilling to relocate permanently 

• Offers extended time off, balancing intensive 

work periods 

Where to apply:Renewable energy sites, infrastructure 

megaprojects, research stations, mining camps. 

 

Recommendation 4: Build Local Talent Pipelines 

Through “Nationalization-Style” Programs 

Adopting long-term investments in local workforce 

training—internships, apprenticeships, community 

hiring quotas—can reduce turnover and create loyalty. 

Why it works: 

• Lowers reliance on external hiring 

• Builds a committed, locally rooted talent base 

• Improves community relations and reduces socio-

political risk 

Where to apply:Multinational manufacturing, 

hospitality, IT/BPO, infrastructure. 
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Recommendation 5: Develop In-House Technical 

Academies and Structured Career Ladders 

Companies should invest in internal learning 

academies similar to those used by Aramco or 

ADNOC. 

Why it works: 

• Strengthens skill depth and reduces skill gaps 

• Enhances engagement by offering clear growth 

paths 

• Creates long-term bonds between employees and 

employers 

Where to apply:Automotive, pharmaceuticals, 

semiconductors, aviation maintenance, AI/tech 

companies. 

 

Recommendation 6: Strengthen Community 

Engagement & Social License to Operate 

Organizations near local communities should adopt 

oil-sector-inspired stakeholder engagement models. 

Why it works: 

• Reduces tensions, vandalism, and local 

opposition 

• Improves staff safety and pride 

• Enhances employer brand 

Where to apply:Mining, heavy manufacturing, waste 

management, power plants, logistics hubs. 

 

7.3 Final Reflection 

By analyzing retention practices in the world’s most 

volatile and high-risk industry, this research 

demonstrates that extreme environments generate 

innovative HR solutions. These solutions—born from 

necessity—offer a robust toolkit for any sector 

struggling with high turnover, talent shortages, safety 

risks, or challenging work settings. 

Implementing these strategies beyond oil and gas will 

require: 

• cultural adaptation, 

• investment, 

• regulatory compliance, 

• and change management. 

However, the long-term advantages greater workforce 

stability, reduced attrition, improved productivity, and 

stronger employer reputation make the adoption of oil-

industry retention models not only feasible but 

strategically compelling. 
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