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About the Bureau of Public Service Reforms

The Bureau of Public Service Reforms (BPSR) in the Presidency was established on 4 February, 2004,
as an independent and self-accounting body that would drive the reform of public services in
Nigeria.

The roles of the Bureau include:

e elucidating government policies on the reform of public services;

e providing advisory and technical support for change management and performance
improvement;

e coordinating, monitoring and evaluating reform implementation activities

e presenting best practice models and conducting research on implementation; and

e engendering an environment of learning among ministries, departments and agencies.

The ‘Reform Guide’ series responds directly to the mandate of the Bureau in that it harnesses
national and international experience of what works and presents it in simple language that public
servants can understand and follow.

The Bureau is available to hand-hold MDAs that wish to improve their working methods and
practices and deliver better services to citizens. For further information, please contact the Director
General on +234 (0) 9291 8966, or visit our website at www.bpsr.gov.ng



https://www.bpsr.gov.ng/

Contents

FOP@WOIM ... ittt ettt ettt e et e sttt e sat e e sabe e e be e e sabeeebe e e sabeesabeeesmbeesaneeesnseesareeesnbeesaneean i
How to Use this Step-by-Step GUIAE......cciiciiiiiiieie ettt e e e arae e e snbae e e ennees 2
About Medium-Term SECLOr Strat@IES ....c.uuviiiiiiie et e e e e e e ree e s e aae e e e e nreeesennees 2
What is @ Medium-Term SECtOr STrategY ?.....cccciiiiieieee ettt ettt e eetee e e estee e e eebteeeseabaeeeseseeeaeans 3
Why Prepare a Medium-Term Sector Strategy 2 ..o e e e e e e 4
Who Should Prepare a Medium-Term Sector STrategy? ......coovcieeiiiciiiieiiiieee e e e ssreee e 4
When Should Medium-Term Sector Strategies Be Prepared? ........ccccccevvciveeeiiiieieiecieee e esiieee s 5
How Should Medium-Term Sector Strategies Be Prepared?.........cccovcvveeeeciieeeciieee e 6
O oY= =1 =T F OSSP PPPPPP 7
STage 1. Prepare @Nd REVIEW ......cceieiiiiiiiiiieiee e e e eectttee e e e e s e e eateee e e e e e s sssnataaeeeseesennssstaeeeeeesesansssenneeseenannns 9
Step 1A: Set Up a Medium-Term Sector Strategy Committee.......ccccveeeiiveiciiieeee e 9
Step 1B: Review Policies Relevant t0 the SECtOr ......c.uvivviiiiiiiii e 11
Step 1C: Gather and Analyse Data and Review Sector Performance ........cccccoeevveeevciieeenciveeeecnnen, 12
SteplD: Obtain Projections of Funds Available to the Sector .......ccccvvvicieiicciie e, 14
Step 1E: Calculate Existing Sector Contract and Budget Commitments.........cccccveeeecvieeecciveeesennnen. 15
Stage 2. Develop Strategic Priorities and Strategic Options.......ccccceeeeeecciiiieee e, 17
Step 2A: Arrange Sessions to Decide Strategic Priorities......ccccccvuveeeei e 18
Step 2B: Develop STrategic OPLtioNS ....uii i iiiie ettt et e e rre e e s saba e e e s b ee e e saraee s 20
Step 2C: Assess and Cost the Draft Medium-Term Sector Strategy .....cccecvveeeevieeeeeciiee e, 24
Step 2D: Prepare to Present the Draft Medium-Term Sector Strategy for Political Assent............. 25
Stage 3. Get Agreement and Finalise the Strategy ......cccvevvecciiiieii e 26
Step 3A: Seek Political APProVal ... .. e e e e e e e 26
Step 3B: Finalise the Medium-Term Sector Strategy .....ccvviiiiciiiiiciiee e 27
Step 3C: Prepare the SECtOr BUAZET ....coivuiiii ettt et e e s e e s aaaee s 30
Monitoring @ Medium-Term SECtOr Strat@Y .....cvviiieciieeiiiiie ettt e et e e e sbre e e e sbaeeeeans 30
Reviewing a Medium-Term SECtOr Strat@gy .......uvevii i e e e e e 31
A FINAE WO ..ttt e e st e s b e s amt e e s re e sbeeesmreesneeesnnees 31
ANNEX L. FUMNEr REAING cooeeieeeeee ettt e e e e e e et ae e e e e e e e s anteaaeeeeeeeesnnteaneeaanas 34
ANNEX 2. USETUI WEDSITES ....eeiiieeiiee ettt e st st esbe e e sateesareas 35
ANNneX 3. DefiNitions Of TEIMS.....cii i s e e et e e e rbae e e e sabeeeeenees 38
Annex 4. Checklist for Gender and Social Inclusion in Medium-Term Sector Strategies ..................... 41

Annex 5. Gender and Social Inclusion Mainstreaming Checklist for Programme and Policy Documents



Foreword

As part of efforts to improve strategic planning and ensure that plan are linked to available
resources, Ministries, Departments and Agencies (MDAs) often need to produce sector-specific,
three-year, rolling medium-term sector strategies. A Medium-Term Sector Strategy (MTSS) presents
policy priorities or strategic objectives, defines activities and proposes a budget to achieve these.
Medium-Term Sector Strategies help organisations to propose annual budgets that are strategic,
realistic and forward looking, and helps to inform Medium Term Expenditure Frameworks (MTEF).
The Medium-Term Sector Strategy links to higher-level government plans, and provides the basis for
preparing annual budgets, work plans and cash flow projections.

Projects and programmes elaborated in detail and costed over several years in a Medium-Term
Sector Strategy are more likely to be feasible and completed successfully than ad hoc projects and
programmes.

BPSR, in producing this guide to preparing Medium-Term Sector Strategies (MTSS), encourages
MDAs to adopt this approach to planning and budgeting. As well as having strategies that are more
realistic with better outcomes, MDAs will benefit from better planning and improved development
performance.

Director General
Bureau of Public Service Reforms



How to Use this Step-by-Step Guide

How to prepare a Medium-Term Sector Strategy (MTSS) is the first in the series of BPSR Reform Guides.
The series as a whole is designed to help executives, directors and managers in Nigerian Federal and
State Public Services to build and operate services more strategically and more effectively.

How to prepare a Medium-Term Sector Strategy (MTSS) is a step-by-step guide to developing and
agreeing a Medium-Term Sector Strategy. It starts with explaining why medium-term sector strategies
are important and then takes the reader through the three stages, step-by-step. Practical tools are
provided to help senior officers to develop a Medium-Term Sector Strategy from scratch, or to review an
existing strategy. The tools are of three types:

o Checklists that help review where a sector is at the moment, identify strategic deficiencies and
plan ways to prepare and put a Medium-Term Sector Strategy (MTSS) into practice;

o Tips to provide suggestions on tackling various tasks along the way; and

e Exercises that can be used by individuals, working groups or decision makers in working through
the process of preparing a Medium-Term Sector Strategy.

The Reform Guides are multi-purpose. Although they can be read from beginning to end, this may not be
the best way to use them. Sectors may be at different stages in preparing Medium-Term Sector
Strategies or may need to strengthen their work in certain areas. What is important is not to skip any
steps, particularly in deciding priorities and getting buy-in from important parties. Time saved by cutting
corners and not keeping those who need to know in the loop may lead to delays further down the track.
If priorities have not been thought through or accepted by those with important roles to play in
delivering the strategy the process may falter or stall.

Reform Guides are intentionally short and do not address the nuances of what are complex issues. They
do not cover everything. The steps suggested are not exhaustive and there is scope to add further steps
if needed.

BPSR is grateful to the DFID State Partnership for Accountability, Responsiveness and Capability (SPARC)
and the Nigeria Governors Forum Secretariat for their technical contributions to the development of this
guide. The section Further reading and useful websites refers readers to other sources where they may
find further information and more detail on aspects of Medium-Term Sector Strategies (MTSS).About
Medium-Term Sector Strategies



What is a Medium-Term Sector Strategy?

A Medium-Term Sector Strategy (MTSS) links policy, planning and budgets. Whereas government
policies define the big picture and long-term goals, medium-term strategies set out specific inputs and
activities to deliver specific outputs in the medium term. A Medium-Term Sector Strategy (MTSS) is thus
a road map that combines ambition and realism, and clearly plots priorities, deliverables and costs. It
shows the chain of results that will achieve policy goals (Figure 1).

Figure 1. Medium-term sector strategies link policy and strategy in a results chain

Medium Term Long Term
K Sector Strategy Strategic Plax
Inputs > Activities ~ Outputs >Outcomes ~ Impacts
Ongoing Ongoing Short-Term Medium-Term Long-Term
Medium-Term Longer-Term
Objectives Goals

Example of a long-term impact: ‘a well-educated population contributing to economic growth’

Example of a medium-term outcome: ‘50% of secondary school leavers are qualified to enter university by
20XX’

Example of a short-term output: ‘5% more qualified teachers recruited each year’
Example of an ongoing activity: ‘XXXX teachers trained each year’

Example of an ongoing input: ‘purchase and maintenance of computers for schools’

A Medium-Term Sector Strategy (MTSS) sets out the projects and programmes that will be carried out in
a sector over a three-year period, how much each programme and project will cost, where the money
for them will come from and who will carry them out.

Medium-term sector strategies are part of the broader process of policy making, planning and
implementation.

Definition of Medium-Term Sector Strategy (MTSS)

A document that describes how a particular vote head, or small cluster of vote heads, will deliver
outputs that will contribute to cross-government outcomes. The document describes how this will be
done in the medium-term — usually three years — and within the limitations of resource constraints, so
that it is realistic




Why Prepare a Medium-Term Sector Strategy?

A compelling reason for preparing medium-term sector strategies is that they help government
Ministries, Departments and Agencies (MDAs) make the best use of government resources to deliver
public services and improve the welfare of citizens. Medium-term sector strategies are important in
translating government policies — the big picture and long-term goals — into road maps for actions that
make a difference on the ground.

Another reason is to streamline planning and budgeting. In preparing medium-term sector strategies,
officials have to factor in ongoing costs, for example, of maintaining capital investments in future years.
Medium-term sector strategies also allow officials to allocate the costs of capital investments over
several years rather than one year. This is more realistic given that many capital projects take several
years to complete. Medium-term sector strategies can take account of differences between sectors but,
at the same time, provide decision makers with a consistent framework for allocating sector budgets
from year to year.

Perhaps most important of all, medium-term sector strategies shift the emphasis from inputs to
outputs, that is, they encourage ‘results-based management’. In other words, delivering results to
achieve policy goals.

Who Should Prepare a Medium-Term Sector Strategy?

Preparing medium-term sector strategies involves a wide range of people at different stages, from
political leaders to representatives of grassroots organisations. Usually, a Sector Committee leads the
process, often backed up by a central planning agency and development partners.

In some sectors, a single vote head — the Ministries, Departments and Agencies under a single accounts
code — will mostly lead the preparation of the Medium-Term Sector Strategy for that sector. But sectors
quite often cut across the organisational remits of vote heads. In these sectors, all the vote heads
relevant to the sector will need to be involved. This means that in some cases a single vote head will
prepare a Medium-Term Sector Strategy but, in other cases, several vote heads will work together
(Figure 2).



Figure 2. How Vote Heads Work Individually and Collectively to Prepare Medium-Term Sector Strategies

to Achieve Long-Term Policy Goals

Goal Goal Goal Goal
Sector Sector Sector Sector Sector Sector Sector Sector Sector
A A A A
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When Should Medium-Term Sector Strategies Be Prepared?

Medium-term sector strategies are living documents that need to be revised annually (Figure 3). Each
year, between January and March, performance in the previous year is assessed, lessons learned are
evaluated and the strategy is adjusted for likely changes in the amount of money that will be allocated
to the sector over the next three years.

The results of this review feed in to work between April and July when most of the preparation or
revision of medium-term sector strategies takes place. Between August and the end of the year political
leaders review medium-term sector strategies and approve sector budgets for the following year. This
cycle repeats each year.
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How Should Medium-Term Sector Strategies Be Prepared?

There is no hard and fast way of preparing a Medium-Term Sector Strategy. Ideally, however, preparing
a Medium-Term Sector Strategy should cover the following:

1. Carrying out an annual performance review of the sector that includes monitoring public
opinion;

Obtaining estimates of likely budget allocations for the three years ahead from central planning;
Reviewing national and international policies and adjusting sector priorities in line with these;
Adjusting sector priorities taking into account baseline data and operational research;
Developing strategy options to deliver sector priorities;

o vk wnN

Checking that proposed strategy options involving collaboration with partners, such as state and
local governments, the private sector and civil society, are feasible and that they comply with
impending changes in laws and regulations;

7. Checking the implications of proposed strategy options for other sectors;

8. Developing programmes and specifying what they require in terms of personnel, administration,
overheads and on-going contracts;



9. Fitting capital and recurrent costs for Medium-Term Sector Strategy programmes to projected
budgets;

10. Checking that programme options are technically feasible;

11. Checking that programmes are organisationally feasible;

12. Preparing annual budget submissions based on costed programmes; and

13. Setting up a system involving both government and public representatives to monitor how the
strategy is being carried out.

Bear in mind that although, ideally, all these things should be done, circumstances in MDAs differ
widely. Different sectors may not be able to do all that is listed because the right conditions are not yet
in place. Where conditions are not ideal, sectors can still take some of the steps towards preparing a
Medium-Term Sector Strategy. Just beginning the process can streamline planning within a sector and
perhaps even prompt changes to make conditions more conducive.

Getting Started

Before starting to prepare a Medium-Term Sector Strategy, it is useful to assess the circumstances you
will be working with.

A Medium-Term Sector Strategy is as much political as it is technical. A technically sound Medium-Term
Sector Strategy may have limited value if there is no political commitment. Political commitment takes
place at two levels. The first level involves Ministers and Permanent Secretaries as leaders in sector
planning. Since the Medium-Term Sector Strategy sets out goals, objectives and programmes, as well as
the allocation of resources, Ministers are important in ensuring ownership at the highest levels in the
sector. The second level of political commitment is the Federal Government’s commitment to budget
realism. If government is committed to limiting planning and spending to the resources available, it will
augur well for the success of a Medium-Term Sector Strategy.



The following checklist will help to assess how favourable conditions are for developing a Medium-Term
Sector Strategy.

Checklist: Getting Started

Is your senior management committed to preparing a
Medium-Term Sector Strategy?

Is your senior management prepared to implement a
Medium-Term Sector Strategy?

Can you get help to develop a Medium-Term Sector
Strategy?

Will time be set aside to prepare a Medium-Term Sector
Strategy?

Will you have a budget?

Once you have an idea of the situation there are some important questions to think about.

Exercise: Questions to Consider Before Preparing a Medium-Term Sector Strategy

Give some initial thought to these questions.

Who will develop the Medium-Term Sector Strategy?
What process will you use?

How will you go about developing the strategy?
What will be the key milestones?

How will you keep people informed and involved?
What help will you need?

Who can provide this help?

Over what timeframe will the strategy be developed?
Who will sign off on the strategy?

How much will preparing the strategy cost (for example, running workshops, meetings)?

There are no ‘right’ answers to these questions. The answers will depend on the sector, the resources
available and the challenges faced. But the questions apply to all sectors.



Stage 1. Prepare and Review

Stage 1 lays the foundations for developing a Medium-Term Sector Strategy — setting up a committee to
oversee the process and gathering background information on the big picture and the government’s
long-term goals. In this stage a strong Medium-Term Sector Strategy Committee will be formed. The
committee is important for driving the development of the Medium-Term Sector Strategy. Information
will also be gathered on government policies that affect the sector, what is actually happening in the
sector and on likely financing for the sector in the next few years. This information is important for
finding out what the government wants in the sector, the current situation, and deciding to what extent,
how and when the sector might deliver government goals in the medium term given the resources
available.

Stage 1 will involve:

e Setting up a Medium-Term Sector Strategy Committee;

e Reviewing policies relevant to your sector;

e Gathering and analysing data on how your sector is performing;

e Finding out approximately how much money will be allocated to the sector over the next three
years; and

e Working out what expenditure the sector has already committed to over the next three years.

Step 1A: Set Up a Medium-Term Sector Strategy Committee

Step 1A involves setting up a Medium-Term Sector Strategy Committee. The process of preparing a
Medium-Term Sector Strategy needs a good driver. Usually this driver is a committee. Medium-Term
Sector Strategy committees need to be made up of senior officers who represent key areas in the sector.
Committees generally work best when they are not too large — preferably around 10 members. Too
many members often mean that there are too many vested interests and this leads to protracted
negotiations.

Among them, committee members should have the skills that will be necessary to develop the strategy.
The committee will be responsible for planning and managing the process, and assigning specialised
tasks, such as costing, to officers in Ministries, Departments and Agencies (MDAs) who have the skills
required.



Checklist: Medium-Term Sector Strategy Committee

Have you set up a Medium-Term Sector Strategy Planning
Committee for your sector?

If there is a committee, do you need to modify the
membership?

Who are the members of the committee?

Are key areas in the sector represented?

Do members of the committee have the skills to develop
the Medium-Term Sector Strategy?

Are there terms of reference for the committee covering
the overall function, tasks, membership, appointments and
responsibilities?

Position

10

Ministry,
Department or
Agency (MDA)

10




Step 1B: Review Policies Relevant to the Sector

Step 1B is reviewing policies that affect the sector. Political leaders are responsible for developing policy.
Sectors are responsible for translating policies into practice. This means that government visions,
agendas, development strategies and other policy documents will need to be checked to seek guidance
on directions for the sector.

Tip for Members of the Medium-Term Sector Strategy Committee

Collect all relevant policy documents and examine them for guidance on policy goals relevant to
your sector

Where policies for a sector are limited or vague, this does not mean preparation of a Medium-Term
Sector Strategy cannot be started. Knowledge of the sector can be drawn on to make suggestions as to
what the long-term policy goals for the sector might be. These ideas can then be put forward, ideally
through a Minister, to the Federal Executive Council. The response from FEC will indicate whether the
ideas align with theirs.

Exercise: List Policy Documents Providing Guidance Relating to Your Sector

Type of Document Title of Document(s) Year
Transformation Agenda
Vision 20:20:20

National Development Plan

Sector plan
Relevant national policies for the sector

Strategies or plans in the sector ministry

It is useful to draw out and list the main long-term policy goals relevant to the sector. Use the list as a
constant reminder of what the contribution of the sector should be to achieving government goals.

11




Exercise: List Long-Term Policy Goals Relevant to Your Sector

From your review of policy documents list the main long-term policy goals relevant to your sector:

Note any likely government changes in policy:

Step 1C: Gather and Analyse Data and Review Sector Performance

Step 1C involves gathering and analysing information on how the sector is performing. In this step, all
available data and information on the sector need to be examined to obtain a clear picture of the
current state of affairs. Each sector will have different sets of data and different kinds of information
and so will tackle this step differently. What needs to be done is to describe the current situation in the
sector as thoroughly as possible.

12



Describe or Comment

What data are available to describe the current situation
in the sector?

What data are available on the socially disadvantaged, for
example, handicapped people, in the sector?

What sex-disaggregated data for the sector are available?

Are there any reports from monitoring systems in the
sector?

What performance reviews of the sector are available?

Is there any information on the impact of previous
programmes in the sector, what has been successful and
what has not been successful?

Are there any gaps in the information about the sector?

Will it be possible to plug any information gaps as part of
the process of developing the strategy?

Is there sufficient information to write a section in the
Medium-Term Sector Strategy describing the current
situation?

Tip for Members of the Medium-Term Sector Strategy Committee

Early on, quickly assess what data and information is available. Decide whether it will be possible to
plug any gaps as part of the strategy-making process

Analysing data and information about the sector can be done in several ways, for example by examining
strengths, weaknesses, opportunities and threats — a SWOT analysis. This kind of analysis — often done
as part of a strategy workshop — will help to describe where the sector is now and is important for
developing strategy options to get the sector from where it is now to where it needs to be.

13



Exercise: Analyse Strengths, Weaknesses, Opportunities and Threats

Fill in the matrix looking at strengths and weaknesses within the sector and opportunities and
threats in the external environment for the planning period (three years). Discuss and come to a
conclusion on strengths and weaknesses in the sector and the opportunities and threats.

SWOT Analysis

Sector Strengths Opportunities for the Sector

Sector Weaknesses Threats to the Sector

Step1D: Obtain Projections of Funds Available to the Sector

Step 1D will determine approximately how much money will be allocated to the sector over the next
three years. Most money allocated to sectors will come from the Federal Government. However, some
funds may come from other sources, for example from the Federal Universal Basic Education
Commission, the Conditional Grants Scheme or international development assistance. All the funds that
will come to the sector need to be included in projections of revenue.

Exercise: Revenue Projections

Describe or Comment
e How realistic are sector budgets?

e Are budget envelope projections provided by the
central planning Ministry by April each year?

e What funding has actually been received by the
sector in the previous two or three years?

e Isthe estimate of funds available to the sector
realistic?

e Are there other sources of revenue tied to
specific activities, such as programmes of
development partners for training, drugs,
buildings?

14



The amount of money the sector will have available (discretionary funds) to spend on projects and
programmes can be calculated from the projections of the funds coming to the sector and the annual

spending commitments (staff and overhead costs), as can be seen in the following example.

Example: Calculation of Discretionary Funds for a Medium-Term Sector Strategy

(Hlustrative Amounts Only)

Bl

B2

B3

B4

D1

D2

D3

D4

Initial general revenue ceiling

Current personnel costs

Less planned retirements, etc

Plus additional staff required to implement strategy
Total personnel cost

Balance remaining

Current overhead costs

Less costs not operationally necessary

Plus extra costs determined by strategy
Total overhead costs

Balance remaining

Less existing capital commitments

Balance remaining for new capital projects
Cost of proposed new capital projects

Balance remaining (discretionary funds available)

2,000,000,000
150,000,000
190,000,000

2,040,000,000

870,000,000
225,000,000
552,000,000

1,197,000,000

5,000,000,000

2,040,000,000

2,960,000,000

1,197,000,000
1,763,000,000
1,133,000,000
630,000,000
620,000,000

10,000,000

Note that the calculation allocates funds to run or maintain infrastructure and new programmes. There
may also be non-discretionary funds tied to specific lines of expenditure. Discretionary funds can be

spent on any activity.

Step 1E: Calculate Existing Sector Contract and Budget Commitments

Step 1E works out what expenditure the sector has already committed to over the next three years. In
preparing a Medium-Term Sector Strategy all existing commitments need to be listed to determine what

15




discretionary funds will be available to spend on new programmes. Note that funds can be allocated for
projects underway but not yet completed by spreading the cost over the remaining years they will take
to complete.

Exercise: Calculate Discretionary Funds for Your Sector

(Use Best Estimate Amounts)

A Initial general revenue ceiling

B1 Current personnel costs

B2 Less planned retirements, etc

B3 Plus additional staff required to implement strategy
B4 Total personnel cost

C  Balance remaining

D1 Current overhead costs

D2 Less costs not operationally necessary

D3 Plus extra costs determined by strategy

D4 Total overhead costs

E Balance remaining

F Less existing capital commitments

G  Balance remaining for new capital projects
H  Cost of proposed new capital projects

I Balance remaining (discretionary funds available)

16



Checklist: At the End of Stage 1

At the end of stage 1 check that there is:
e A committee to lead the process of developing a Medium-Term Sector Strategy
e Alist of the main policy goals relating to the sector
e Adescription of the current state of the sector and how it is performing
e An estimate of the amount that will be allocated to the sector in the next three years

e The projected commitments for the sector in the next three years and the amount of
discretionary funds that will be available.

Stage 2. Develop Strategic Priorities and Strategic Options

Once stage 1 has been completed and there is as good a picture of the current situation as possible, it is
time to shortlist ways to address the major problems and grasp the opportunities that have been
identified in stage 1. Stage 2 involves:

e Arranging sector-wide sessions to decide strategic priorities;

e Developing strategic options;

e Assessing strategic options and their cost; and

e Preparing the presentation of strategic options for political assent.

In stage 2 it is useful to get a political ‘nod’ on options early in the process. Presenting FEC with a list of
options late in the game may not be advisable, especially if it is not an area in which there is much
political interest, or which FEC did not originate. It is also useful to involve civil society. This can be done
by inviting representatives of groups relevant to the sector to take part in meetings and discussions.
Arranging this participation may take time but the process of developing strategy cannot be hurried. It
usually takes three to four months. Time taken to get buy-in is well spent.

17



Tips for Involving Civil Society in Developing Medium-Term Sector Strategies

e Explain the limitations of strategic plans such as medium-term sector strategies, for
example financial constraints, so that civil society representatives have realistic
expectations;

e Invite civil society representatives to provide information on strategies that have worked
and those that have not;

e Invite civil society representatives to provide information about how non-governmental
groups can help government deliver services; and

e Keep in mind the fact that civil society groups represent different interests and may not
agree with each other on which strategies should be adopted.

Step 2A: Arrange Sessions to Decide Strategic Priorities

Step 2A involves arranging discussions to decide strategic priorities. To kick off the process of developing
a Medium-Term Sector Strategy, the committee needs to arrange a preliminary sector-wide session. This
session will bring together a range of stakeholders and technical staff. The group will either revise the
sector strategy if one already exists, or start developing one from scratch. If this is the first strategy for
the sector, the first session usually takes the form of a five-day workshop.

Tip for Central Planning Agencies

Give responsibility for developing and running strategy sessions to planning departments in relevant
sector Ministries, Departments and Agencies (MDAs).

At the preliminary session the group will assess the current situation and what is likely to happen in the
future based on the information the committee gathered and analysed in step 1. The group will need to
discuss sector policy goals, and consider strengths and weaknesses in the sector. The discussion can
then move on to putting forward priorities for the sector and listing strategic options.

18



Checklist: Arranging a Kick-Off Strategy Session

e Permanent Secretaries and relevant members of National Assembly have been invited;
e Directors of each department in sector ministries have been invited;

e Directors or Chairmen of each Ministry, Department or Agency (MDA) in the sector Ministry
have been invited;
e  Officers with relevant specialist technical knowledge have been included;

e Representatives of relevant non-governmental organisations, professional and business
associations, and women’s groups, for example, have been invited;

e The group is a manageable size — not too large;

e A presentation covering the main points of the information gathered in stage 1 has been
prepared; and

e Preliminary calculations of discretionary funds available for the strategy are ready so that
discussions can be realistic.

When the group has agreed on the priorities for the sector and drawn up a list of strategic options
(projects and programmes), ideally the options need to be put to politicians and a range of senior
management, staff and high-level decision makers to get their initial reactions. If projects and
programmes are to be adopted and plans made to deliver them, politicians in particular must be
supportive and senior management and high-level decision makers must agree that these are indeed the
options to be considered to achieve policy goals.

The strategic options then need to be examined in detail. The committee may want to split the large
sector-wide group into smaller sub-sector groups for detailed work on strategic options before bringing
the whole group together again to review them.

19



Checklist: Strategic Priorities

e Sector-wide group has reviewed the current situation and what is likely to happen in the
future based on the information the committee gathered and analysed;

e Sector-wide group has agreed strategic priorities;

e Sector-wide group has developed a draft list of strategic options;

e Draft list has been discussed with a selection of senior management;

e Draft list has been discussed with a selection of staff;

e Draft list has been discussed with politicians and high-level decision makers; and

o Small sub-sector groups have been tasked with detailed work on strategic options.

Step 2B: Develop Strategic Options

By now, senior officers in the sector will have agreed priorities and the draft list of strategic options. In
Step 2B these will be developed further. Now the committee needs to get the people who will be
responsible for delivering projects and programmes involved in fleshing out the strategic options
further. If projects and programmes that are unrealistic are imposed from above, the strategy is not
likely to succeed. Sector sub-groups will be responsible for seeing that the strategic options are
financially and organisationally feasible.

Fleshing out the strategic options means developing projects and programmes that will deliver medium-
term sector strategy outcomes that will contribute to achieving long-term sector policy goals. For each
project or programme there will be:

e Adescription of the outputs and outcomes in the medium term that will contribute to achieving
a long-term policy goal;

e Adescription of the activities that will be undertaken in projects and programmes over three
years;

e The cost of each activity; and

o A statement of where the funds will come from to cover the costs.

A medium-term sector strategy usually has no more than six or eight key projects or programmes.
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Tips for Developing Strategic Project or Programme Options

e Analyse information on the sector and draw on expert knowledge;

e Build on experience rather than do exactly what has been done before;

e Think constructively about the balance between capital and recurrent expenditure over the
term of the strategy;

e Think about how other players, such as the private sector, development partners and civil
society, can contribute;

e Take technical and capacity limitations into account;

e Identify both new and current activities; and

e Ensure strategy options are politically relevant

Part of the process of developing strategic projects and programmes involves setting clear objectives
and key performance indicators for each. Each project and programme must also be costed. A log frame
is useful for recording this information.

Tips for Setting Objectives

e Set objectives with the participation of those responsible for carrying out projects and
programmes. Do not impose objectives from above

e Set reasonably challenging objectives

e Set objectives that are realistic and feasible

o Clearly state objectives in writing

e Set targets that are SMART: Specific, Measurable, Attainable, Relevant and Time-bound

e Set objectives that relate to each other — short-term objectives to medium-term objectives
and medium-term objectives, in turn, to long-term objectives




Exercise: Complete a Programme Log Frame

(Examples for Completing the Various Boxes Are in Italics)

Sector 1.0: e.g. Education

Programme: e.g. Secondary education

Policy outcome: e.g. By 2020, 60% of secondary-
age children in the State are equipped with skills
that allow them to take up gainful employment or
move on to higher education

Medium-term output (SMART target): e.g. By
2014,30% of secondary-age children, regardless of
gender, faith, social background or special needs,
complete secondary school, with at least a third of
these obtaining results that allow them to proceed
to tertiary education

Sub-output 1.1: e.g. An adequate number of
qualified teachers for achieving the medium-term
output are in service and providing good quality
education in publics schools

Target 2013: e.g. The number of qualified teachers
increases by 5% a year

Activities Cost ‘000 Naira MTSS MDA
activity  responsible
2011 2012 2013 Year 1 Year 2 Year 3 code
e.g. Employ  Employ Employ 641,000 673,000 708,000 1.1.1 Ministry of
existing existing existing Education
teachers teachers teachers
including including

those taken those taken
onin 2011 onin 2012

22



e.g. Increase Increase 32,250 34,400 35,690 1.1.2 Ministry of

Increase number of  number of Education
number of  teachers by teachers by

teachers by 5 % over 5 % over

5 % over 2011 level 2012 level

2010 level in January in January

in January 2012 2013

2011

The planning team can put together the strategic project and programme options and the objectives for
each into an overall draft strategic log frame. If the total cost of projects and programmes exceeds the
amount the sector is to be allocated, then the draft may need to be revisited to keep the total within the
allocation for the sector. Revising the draft may mean:

e Postponing some programmes;

e Dropping some proposed programmes or activities; and

e Preparing to make a very strong case to political leaders for additional (no more than 10% of the
sector allocation) resources (bearing in mind that if they agree it will take away resources from
other sectors).
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Checklist: Strategic Options

e Senior management has agreed a list of strategic options;

e The number of strategic options is realistic;

e Operational teams have turned options into costed projects and programmes with set
objectives and targets;

o All objectives are SMART;

e Adraft strategic log frame setting out programmes, objectives, targets and costs has been
prepared;

e The organisational implications of the strategy have been considered and there are
proposed strategies to deal with them; and

e The budgetary implications of the plan have been considered and budgets are realistic.

Step 2C: Assess and Cost the Draft Medium-Term Sector Strategy

In step 2C, the projects and programmes in the draft strategy are costed and assessed in detail.
Budgeting, financial analysis and reporting are complex subjects that do not fall within the scope of this
guide. It is however crucial that a proper financial assessment of the Medium-Term Sector Strategy is
undertaken at this stage. The strategy must be realistically budgeted. This step is usually done by budget
officers. It involves:

1. Estimating the cost of the activities in the draft strategic log frame;
2. Working out how to put the costs into budget submissions; and
3. Ensuring that the total cost of the strategy is no more than the funding available.
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Try answering the following questions about the draft strategic log frame:

e In order to achieve medium-term outputs that will contribute to sector policy goals, what
infrastructure and operational costs (e.g. in the education sector, number of schools,
classrooms, teachers, books) do you need?

e How does what you need compare with what you have now? What are the current
infrastructure and operational costs?

e What do you need to do each year to close the gap between what you have now and what
you need by the target date?

e What do you need to do to improve the standards required by sector policy goals
(e.g. to improve standards in nursing or teaching)

e How are you going to make these improvements (e.g. through a training programme)?

e Can some of the improvements be achieved by changing regulations (e.g. in the agricultural
sector would changing regulations on market prices improve farmers’ profits, be enforceable
or affect incentives to expand production)?

e Does your sector really have the human and organisational capacity to carry out the
programmes in the strategy?

e Are there technical issues that would prevent programmes being successful?

Step 2D: Prepare to Present the Draft Medium-Term Sector Strategy for Political
Assent

Step 2D is preparing to get political agreement to finalise the strategy. Steps 1A—1E and 2A-2C should
give a realistic draft Medium-Term Sector Strategy that can be presented to political leaders for their
assent. The strategy will explain the rationale for the programmes proposed for the sector and show
that the strategy is doable within the funding available.

It will then be up to political leaders to give their assent. But remember, leaders can be influenced by
high-level statesmen and public opinion. To smooth the path, at this stage the Medium-Term Sector
Strategy committee may find it useful to approach Ministers and Chairs of National Assembly
Committees to brief them on the options that were considered, the implications of different options and
why certain options were chosen. Bringing such influential people together in a high-level group can be
particularly useful in getting assent from the executive and legislature. Convening a forum to consult the
public may also influence leaders to go with options preferred by citizens.
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Tips for Convening a High-Level Group to Review Strategic Options

e Convene a small group of high-level officials such as sector Permanent Secretaries, Special
Advisors, Directors of Planning, Ministers, Chairs of National Assembly Committees,
prominent civil society representatives

e Brief the group on the various options and their implications for the quality of outcomes,
quality of outputs and impact on different parts of society. Their understanding of why
certain projects and programmes have been chosen can help them influence politicians

Checklist: At the End of Stage 2

At the end of stage 2 check that you have:

e Sector-wide agreement on strategic priorities;
e Alist of strategic options (projects and programmes);
e Anassessment of the budget required for each strategic option; and

e Smoothed the way for getting assent from politicians to finalise the strategy.

Stage 3. Get Agreement and Finalise the Strategy

Stage 3 involves getting political assent for the strategy, finalising the strategy document and preparing
a budget submission based on the strategy. The aims of stage 3 are to:

e Seek approval from the political leadership for the Medium-Term Sector Strategy;
e Finalise the Medium-Term Sector Strategy; and
e Prepare the sector budget.

Step 3A: Seek Political Approval

Step 3A is about getting political assent. If FEC was consulted and Ministers or a high-level group were
involved in strategy sessions, they may already be in favour of the strategy. In this case, politicians may
approve the Medium-Term Sector Strategy without further ado.

If, however, political leaders are not ready to approve the strategy, there will need to be formal
discussions to get their buy-in. Their backing is essential to secure the budget for the strategy.
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Step 3B: Finalise the Medium-Term Sector Strategy

Step 3B involves finalising the strategy document once political leaders have given their approval. The
document will:

e Describe the strategic planning process;

e Describe the sector priorities and explain how these priorities were chosen;

e Explain how projects and programmes will deliver outputs and outcomes that will contribute to
achieving policy goals;

e Set out the costs and resources required; and

e Explain how performance of the strategy will be monitored.

The outline table of contents for a medium-term sector strategy document given in the example below
is generic. The content is not set in stone. The contents can be adapted to particular requirements.

Looking at Medium-Term Sector Strategies prepared in other sectors, or for the same sector in other
places, may provide ideas about how best to organise the content of the document.
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Example: Table of Contents for a Medium-Term Sector Strategy

Foreword

Table of contents
Acknowledgements
Abbreviations
Annexes

1 Introduction

1.1 Aims and objectives

1.2 Summary of the process

1.3 Summary of conclusions

1.4 Outline of the structure of
the document

2 Sector policy

2.1 Brief introduction to the
sector

2.2 Current situation in the
sector

2.3 Sector policy

3 Developing sector strategy

3.1 Strategic challenges

3.2 Sector resources

A brief section explaining where the Medium-Term Sector Strategy
fits among the planning documents for the MDA and the sector.

A description of how the Medium-Term Sector Strategy was
developed, and who was involved. This section highlights any
weaknesses in the process and how these will be addressed in
revising the strategy in subsequent years.

A short, snappy summary of the key strategic directions for the
sector, why these priorities were chosen and how they make best
use of the budget available to the sector.

A summary of what is in each chapter.

A brief introduction to issues that are particularly relevant to the
sector, for example, population growth and distribution, current
demand for sector services in different parts of the country,
potential growth in demand.

An analysis of the current quality and levels of service based on the
available data, surveys, research and performance reviews, setting
out the key challenges. (Put data in annexes rather than making this
section too long.)

A description of the main policy goals for your sector. Refer to
relevant documents, such as government plans and national
policies relating to the sector.

A description of the main challenges identified and discussed in
strategy meetings.

A description of projected revenue for the sector, recurrent and
capital commitments, amount available for discretionary spending
and any resource constraints.
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3.3 Contributions from
partners

3.4 Links within the sector
and with other sectors

3.5 Summary of key
strategies

3.6 Justification

3.7 Results framework

3.8 Responsibilities and
operational plan

A description of partner activities in the sector (may include donor,
NGO, state and local government, private sector, public—private
partnerships, religious and other organisations’ projects and
programmes).

A description of:

e Programmes which run across MDAs in the sector
e How your programmes contribute to broader policy goals
outside the sector
e How programmes in other sectors contribute to goals in
your sector.
A description of the main medium-term strategies and main
activities associated with them. (Attach the log frame as an annex.)
Explain how the strategy builds momentum and growth (e.g. by
building skills and putting in place processes rather than just buying
things).

An explanation of how and why projects and programmes were
chosen. State the criteria for choosing each (e.g. cost effectiveness,
expected benefits, expected impact) and explain how each will
contribute to a policy outcome. Give the reasons why certain
options were discarded (e.g. too costly, lack of skills to carry
through).

A description of the targets the strategy has set.

A description of the organisations responsible for carrying out the
different components of the medium-term sector strategy.

4 Three-year expenditure projections

4.1 Expenditure assumptions

4.2 Expenditure projections

5 Monitoring and evaluation

5.1 Identifying data

5.2 Annual sector review

5.3 Organisational

A description of the assumptions made in working out the costs of
the strategy.

A summary of projected expenditure:

e Emphasising changes in the balance between recurrent and
capital expenditure

e Describing how changes in the pattern of expenditure in
the medium-term support the achievement of policy goals.

A description of the data that will be collected to measure progress
towards targets.

A description of when, how and what form the annual review of the
medium-term sector strategy will take, who will be involved and
how the results will be used in revising the strategy the following
year.

A brief description of who will collect data and who will perform
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arrangements analyses.

Step 3C: Prepare the Sector Budget

Step 3C is preparing a budget submission for the sector. Ideally, Ministries, Departments and Agencies
should base their budget submissions on medium-term sector strategies. If Ministries, Departments and
Agencies (MDAs) are involved in more than one sector, their budgets will have to take account of the
medium-term sector strategies for each of those sectors.

Budgets based on medium-term sector strategies:

e Clearly link activities and programmes to policy goals
e Are realistic because they are based on the resources available.

The projected budget allocations given to the Medium-Term Sector Strategy (MTSS) Committee when
planning started may have changed while the strategy was being prepared, for example because of
fluctuations in oil prices or changes in the revenue from value-added tax. Budgets may have to be
adjusted — up or down — to take account of changes in allocations. Once a project is included in a
Medium-Term Sector Strategy, it cannot be abandoned. If it is not completed it can be rolled over to the
next period, unlike before when abandoned projects proliferated.

Checklist: At the End of Stage 3

At the end of stage 3 check that you have:
e Political approval for the medium-term sector strategy
e A medium-term sector strategy document that you can share

e Asector budget ready for policymakers to approve.

Monitoring a Medium-Term Sector Strategy

Systematically reviewing progress is fundamental to the successful delivery of a Medium-Term Sector
Strategy. Performance management falls outside the scope of this guide. However, performance
management is an integral part of implementing medium-term sector strategies.
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In a three-year period, circumstances will change — low priorities may become high priorities,
governments may change, the national or global economy may falter or surge. The Medium-Term Sector
Strategy must thus be regarded as a working document, not a blueprint set in stone. It provides a
benchmark against which to review and revise priorities in view of changing needs and changing
circumstances. The annual process of revising a medium-term plan provides Ministries, Departments
and Agencies (MDAs) with a systematic process for adapting to deal with changes. This means that they
are not blown about like a leaf in the wind when conditions change, but can adjust course while keeping
the ultimate goals in sight.

Medium-term sector strategies that record outputs in a log frame are a good starting point for
monitoring performance and progress. Allocating costs against programme codes and using these codes
in charts of accounts allows Government to monitor what is spent to achieve outputs. If governments
make this information freely available, the public can track whether or not governments do what they
say they are going to do.

Reviewing a Medium-Term Sector Strategy

Checklist: Measuring and Reviewing Progress

e There is a performance management system that reviews individual, team,
departmental and organisational achievements against objectives at regular intervals;
and

e There is a process to review the Medium-Term Sector Strategy on a regular basis.

A Final Word

The approach to preparing a Medium-Term Sector Strategy set out in this guide has been found to be
suited to circumstances in Nigeria. This is not to say that other approaches are not equally appropriate.
There are many ways to prepare a medium-term sector strategy. The steps described in the guide can
be used as a planning tool, or other or additional tools can be used.

What is important is — one way or another — to make sure to cover the following.
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Final Checklist: Preparing a Medium-Term Sector Strategy

Secure buy-in: Ensure that senior management is committed to the planning process and to
implementing the strategy.

Committee Senior management
e Analyse current and recent trends in the e Commit to planning
sector;

e Identify current and future external
challenges; and

e Predict where business as usual will take
the sector over the next three years

Establish a planning process: Set key milestones and responsibilities in the strategic planning process.

Committee Senior management

o Decide who will develop the strategy; e Approve the process and budget

e Decide on the timeframe;

e Outline the method;

e Set deadlines for the key phases;

e Set deadlines for making key decisions;

e Decide what help will be needed; and

e Setabudget
Agree strategic priorities: Review possible strategic alternatives, choose from the alternatives and set
strategic priorities.

Committee Senior management
e Organise internal and external analysis; e Discuss initial draft ideas
e Develop list of possible strategic priorities; e Approve

e Analyse alternatives;
e Present suggested priorities to senior
management for discussion;
e Review draft priorities with staff; and
e Agree strategic priorities with senior staff.
Turn strategic priorities into objectives: Turn the agreed strategic priorities into a few SMART
objectives.

Committee Senior management
e Develop SMART objectives for the agreed e Review and approve the outline plan and
priorities; then the final costed plan

e Prepare an outline of the Medium-Term
Sector Strategy to include strategic
priorities and strategic objectives;

e Seek senior management review and
approval of the outline strategy;

e Review outline strategy for organisational
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implications and decide how to tackle the
changes needed;

e Review the financial implications of the
strategy and adjust to meet financial
constraints; and

e Produce a costed Medium-Term Sector
Strategy

e Present to senior management for
approval

Turn objectives into budgets: Turn agreed strategic objectives into budgets.
Committee Senior management

e Organise departmental and cross e Approve all budgets
departmental teams to develop budgets to
carry out agree strategic objectives

Measure and review progress: Ensure that there is a process to measure performance and review the
medium-term sector strategy regularly.

Committee Senior management
e Assimilate the medium-term sector e Ensure that there is a system for
strategy into normal performance and monitoring work plans
appraisal systems e Review strategic priorities and objectives
e Senior management to review strategic each year

priorities and objectives every year
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Annex 1. Further Reading

Jones, H, Jones, N, Shaxson, L and Walker, D. 2012. Knowledge, Policy and Power in International
Development: A practical guide. The Policy Press.

SPARC. 2013. SPARC Resource Centre Pocket Guide 2013 Edition. New ideas, new tools, new ways of
doing government business: The SPARC pocket guide to resources on improving governance.
http://www.sparc-nigeria.com/RC

United Nations Development Group. 2011. Results-Based Management Handbook 2011.
http://www.undg.org/docs/12316/UNDG-RBM%20Handbook-2012.pdf
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Annex 2. Useful Websites

http://blog-pfm.imf.org/pfmblog/

The Public Financial Management Blog shares the experience of International Monetary Fund staff with
public financial management practitioners in Ministries of Finance and other fiscal agencies, academia,
students, non-governmental organisations, as well as with the general public. The blog also features
news, resources and ideas about public financial management systems, their operation and
improvement, and their contribution to economic growth and achieving national objectives, including
economic and financial stability.

The blog also highlights new websites, articles and books that public finance practitioners and other
readers might find useful, and provides informed comment on news and developments in public
financial management.

http://www.fmf.gov.ng/

The website of the Nigerian Federal Ministry of Finance. The website provides information on the
functions of the Ministry and on budgets, revenues, policies and service charters.

http://internationalbudget.org

The International Budget Partnership collaborates with civil society around the world to analyse and
influence public budgets in order to reduce poverty and improve the quality of governance.

http://ledna.org/

The Local Economic Development Network of Africa shares expertise for growth. The network
encourages policymakers and practitioners in local economic development policy to work together and
learn from each other. The hub gives access to free and impartial knowledge, resources and contacts in
the North and South.

http://www.gaportal.org/

The Governance Assessment Portal lists resources produced by the United Nations Development
Programme Governance Assessments Programme, including user guides, planning resources and
toolkits, policy documents, discussion papers, presentations and reports.
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http://www.mckinsey.com/client_service/public_sector/mckinsey_center_for_government

The McKinsey Center for Government (MCG) is a global hub for research, collaboration and innovation
in government performance. Drawing on a network of external experts and McKinsey practitioners, the
MCG provides governments with both new and proven knowledge and tools to confront critical
challenges in a context of limited resources, and creates opportunities for government leaders to learn
from each other.

http://www.nigerianstat.gov.ng/

The website and data portal of the National Bureau of Statistics is the main statistical agency and
custodian of official statistics in Nigeria. The website makes an extensive collection of data available
online.

www.budgetoffice.gov.ng/guide.pdf

A guideline setting out instructions for preparing 2007-2009 medium-term sector strategies. Budget
Office, Nigerian Federal Government.

www.budgetoffice.gov.ng/pub/training.ppt

A presentation on 2007-2009 Medium-Term Sector Strategies. Budget Office, Nigerian Federal
Government.

www.nggovernorsforum.org/

The NGF is a coalition of the elected Governors of the country’s 36 States. It is a non-partisan association
that seeks to promote unity, good governance, better understanding and cooperation among the States
and ensure a healthy and beneficial relationship between the States and other tiers of government.

www.pefa.org

The Public Expenditure and Financial Accountability (PEFA) website. PEFA improves the performance of
country public financial management systems to strengthen economic growth and delivery of
government services.
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WWWw.sparc-nigeria.com/
The State Partnership for Accountability, Responsiveness and Capability (SPARC) programme is an

initiative of the Nigerian and UK Governments working for good governance and to reduce poverty in
Nigeria.
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Annex 3. Definitions of Terms

The definitions that follow are taken from the United Nations Development Group (UNDG) Results-
Based Management Handbook 2011. BPSR has chosen to use these terms and definitions although there
are others in use. Whereas the UNDG uses these terms and defines them in relation to ‘development
interventions’, the BPSR uses the terms in relation to government projects and programmes.

Activity

Actions taken or work performed through which inputs, such as funds, technical assistance and other
types of resources, are mobilised to produce specific outputs.

Baseline

Information gathered at the beginning of a project or programme against which variations that occur in
the project or programme are measured.

Benchmark

Reference point or standard, including norms, against which progress or achievements can be assessed.
A benchmark refers to the performance that has been achieved in the recent past by other comparable
organisations, or what can be reasonably expected to have been achieved in similar circumstances.

Goal

A specific end result desired or expected to occur as a consequence, at least in part, of an intervention
or activity. It is the higher-order objective that will assure national capacity building to which a
development intervention is intended to contribute.

Impact

Impact implies changes in people’s lives. This might include changes in knowledge, skill, behaviour,
health or living conditions for children, adults, families or communities. Such changes are positive or
negative long-term effects on identifiable population groups produced by a development intervention,
directly or indirectly, intended or unintended. These effects can be economic, socio-cultural,
institutional, environmental, technological or of other types. Positive impacts should have some
relationship to the Millennium Development Goals (MDGs), internationally agreed development goals,
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national development goals (as well as human rights as enshrined in constitutions) and national
commitments to international conventions and treaties.

Inputs

The financial, human, material, technological and information resources used for development
interventions.

Outcome

Changes in the institutional and behavioural capacities for development conditions that occur between
the completion of outputs and the achievement of goals.

Outputs

Changes in skills or abilities and capacities of individuals or institutions, or the availability of new
products and services that result from the completion of activities within a development intervention
within the control of the organisation. They are achieved with the resources provided and within the
time period specified.

Performance

The degree to which a development intervention or a development partner operates according to
specific criteria/standard/guidelines or achieves results in accordance with stated plans.

Performance Indicator

Unit of measurement that specifies what is to be measured along a scale or dimension but does not
indicate the direction or change. Performance indicators are a qualitative or quantitative means of
measuring an output or outcome, with the intention of gauging the performance of a programme or
investment.

Performance Monitoring

A continuous process of collecting and analysing data for performance indicators, to compare how well
a development intervention, partnership or policy reform is being implemented against expected results
(achievement of outputs and progress toward outcomes).
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Results

The changes in a state or condition that derive from a cause-and-effect relationship. There are three
types of such changes — outputs, outcomes and impact — that can be set in motion by a development
intervention. The changes can be intended or unintended, positive and/or negative.

Results-Based Management (RBM)

Management strategy by which all actors, contributing directly or indirectly to achieving a set of results,
ensure that their processes, products and services contribute to the desired results (outputs, outcomes
and higher level goals or impact) and use information and evidence on actual results to inform decision
making on the design, resourcing and delivery of programmes and activities, as well as for accountability
and reporting.

Results Chain

The causal sequence for a development intervention that stipulates the necessary sequence to achieve
desired results — beginning with inputs, moving through activities and outputs, and culminating in
individual outcomes and those that influence outcomes for the community, goal/impacts and feedback.
It is based on a theory of change, including underlying assumptions.

Results Framework or Matrix

This explains how results are to be achieved, including causal relationships and underlying assumptions
and risks. The results framework reflects strategic-level thinking across an entire organisation, a country
programme, a programme component within a country programme, or a project.

Target

A particular value that an indicator should reach by a specific date in the future. For example, ‘total
literacy rate to reach 85% among groups X and Y by the year 2010’.
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Annex 4. Checklist for Gender and Social Inclusion in Medium-Term Sector

Strategies

Situational Analysis

Yes | No

1. Policy context — social indicators

Do the documents have data on key indicators of women’s and men’s status?

Literacy rates (by sex)

Primary enrolment (by sex)

Secondary completion (by sex)

Life expectancy (by sex)

Birth rates

Infant mortality rates (by sex)

Maternal mortality rates

Population by age, sex and location (urban/rural)
Employment rates by sex

2. Policy Context — legal

Does the policy/MTSS document reference and align with national and global instruments for
promoting gender equality and social inclusion? (For example, National Gender Policy,

Convention on the Elimination of All Forms of Discrimination Against Women (CEDAW), Child
Rights Act, African Union (AU) Protocol on Women’s Rights, MDGs, etc.)?

Does it align with State-specific commitments (laws and policies) that promote gender

equality and social inclusion?

Participation and decision making

3. Policy context — decision makers

What percentage of elected officials are women/men?

What percentage of women/men are in high-level government positions?

What percentage of high government officials are members of disadvantaged groups
(such as physically challenged, minorities and non-indigenes)?

What institutional mechanisms have been created to advocate for women/men
and/or protect their rights?

Are there active civil society organisations (CSOs), women’s movements/NGOs
working on women’s/human rights?

Were vulnerable groups involved in the policy formulation process?

4. Policy justification

Is the gender dimension highlighted in background information to the intervention?
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Does the analysis include how the issues relate to men, women and socially excluded groups?

Does the justification include convincing arguments for gender equality and social inclusion?

=S

No

5. Policy goals and objectives
Does the goal of the proposed intervention reflect the needs of both men and women?
Does the goal flow logically from the issues raised by the content analysis?

Does the goal seek to correct gender imbalances through addressing practical needs of men
and women?

Does the goal seek to transform the institutions (social and other) that perpetuate gender
inequality and social exclusion?

6. Activities
Do planned activities and interventions involve both and women?

Were there any additional activities to ensure that a gender and social inclusion perspective
is made explicit (e.g. training in gender issues, additional research, etc.)?

7. Indicators

Does the policy document have indicators to measure progress towards the fulfilment of
each objective?

Do these indicators measure the gender aspects of each objective?
Are indicators gender disaggregated?

Are targets set to guarantee a sufficient level of gender balance in activities (e.g. quotas for
male and female participation)?

8. Policy implementation
Who is implementing the policy intervention?

Have they received gender-mainstreaming training, so that a gender perspective can be
sustained throughout implementation?

Are women, men and vulnerable groups participating in implementation?

9. Monitoring and evaluation
Does the monitoring and evaluation strategy include a gender and social inclusion

perspective?

Does it examine both substantive (content) and administrative (process) aspects of the
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intervention?

=S

No

10. Risks
Was the greater context of gender roles and relations within society considered as a

potential risk (i.e. stereotypes or structural barriers that may prevent full participation of one
or the other gender or group)?

Was the potential negative impact of the intervention considered (e.g. potential increased
burden on women or social isolation of men or other vulnerable groups)?

11. Budget
Were financial inputs ‘gender-proofed’ to ensure that both men and women will benefit from

the planned intervention?

Was the need to provide gender sensitivity training or to engage short-term gender experts
factored in to the budget?
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Annex 5. Gender and Social Inclusion Mainstreaming Checklist for Programme

and Policy Documents

Yes No

Background and
justification

Is the gender and social inclusion dimension highlighted in background
information to the intervention?

Does the justification include convincing arguments for gender and
social inclusion mainstreaming and gender equality?

Goals

Does the goal of the proposed intervention reflect the needs of
women and men, girls and boys, and other social groups?

Does the goal seek to correct gender imbalances through addressing
practical needs of men and women?

Does the goal seek to transform the institutions (social and other) that
perpetuate gender inequality?

Target beneficiaries

Except where interventions specifically target men or women as a
corrective measure to enhance gender equality, is there gender
balance within the target beneficiary group?

Objectives

Do the intervention objectives address needs of women and men,
boys and girls and other marginalised groups?

Activities

Do planned activities involve both men and women and other relevant
stakeholders?

Are any additional activities needed to ensure that a gender and social
inclusion perspective is made explicit (e.g. training in gender and social
inclusion issues, additional research, etc.)?

Indicators

Have indicators been developed to measure progress towards the
fulfilment of each objective?

Do these indicators measure the gender and social inclusion aspects of
each objective?

Are indicators gender disaggregated?

Are targets set to guarantee a sufficient level of gender balance in
activities (e.g. quotas for male and female participation)?
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Implementation

Who will implement the planned intervention?

Have these partners received gender and social inclusion
mainstreaming training to ensure that a gender and social inclusion
perspective can be sustained throughout implementation?

Will both women and men and other relevant stakeholders participate
in implementation?

Yes

\[o)

Monitoring and
evaluation

Does the monitoring and evaluation strategy include a gender
perspective?

Will it examine both substantive (content) and administrative
(process) aspects of the intervention?

Risks

Has the greater context of gender roles and relations within society
been considered as a potential risk (i.e. stereotypes or structural
barriers that may prevent full participation of one or the other
gender)?

Has the potential negative impact of the intervention been considered
(e.g. potential increased burden on women or social isolation of men)?

Budget

Have financial inputs been ‘gender-proofed’ to ensure that both men
and women will benefit from the planned intervention?

Has the need to provide gender sensitivity training or to engage
gender experts been factored in to the budget?

Annexes

Are any relevant research papers (or excerpts) included as annexes
(particularly those that provide sound justification of your attention to
gender)?

Communication
strategy

Has a communication strategy been developed for informing various
publics about the existence, progress and results of the project from a
gender and social inclusion perspective?

Source: UNDP Gender Mainstreaming Manual

45




Annex 6. Sample MTSS Costing Template

Summary
Yrl-Yr3
S/N Yri Yr2 Yr3 Total
PERSONNEL RESOURCE CEILING 0.00
(ENVELOPE) |
OVERHEAD RESOURCE CEILING 0.00
(ENVELOPE) |
CAPITAL RESOURCE CEILING 0.00
(ENVELOPE) |
TOTAL RESOURCE CEILING
0.00 0.00 0.00 0.00
(ENVELOPE)
RESOURCE OUTSTANDING
. 0.00 0.00 0.00 0.00
(Surplus/Deficit)
0.00 0.00 0.00 0.00
Section 1 : Existing Projects 0.00 0.00 0.00 0.00
1 Personnel Costs 0.00
Overhead Costs: 0.00 0.00 0.00 0.00
2 Travel & Transport 0.00
3 Maintenance of Office 0.00
4 Motor Vehicle Repair 0.00
5 Motor Vehicle Fuel 0.00
6 Workshop & Training 0.00
7 Conference & Seminar 0.00
8 Stationery 0.00
9 General Utility 0.00
10 Publicity & Press 0.00
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(Available as an Excel File on CD or online at www.bpsr.gov.ng)
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Improving service delivery...
Making public service work better...
Driving reforms for development...

Contact Address:

Plot 04 Phase, Federal Secretariat Extension, Block D, 3rd floor
Office of the Secretary to the Government of the Federation
Shehu Shagari Way, Abuja

Website: www.bpsr.gov.ng

50



