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“Education is not a privilege for the few,
but a necessity for the masses.
For it is the foundation of any society ” .

- Dr. Roni Ajao
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Preface

This report is a comprehensive
reflection on the lessons learnton
the Transforming Education in
Niger State (TENS II) Program-
me, Federal Republic of Nigeria
from a programme management
perspective as good practise
outlined by the Association for
Programme Management
(APM).

The TENS II Programme was
undertaken on behalf of the Niger
State Government under the
direction of His Excellency, the
Executive Governor of Niger
State —Mohammed Umaru Bago.

This lessons report focuses
mainly on the Education Census
from July 2nd, 2024 — August
30th, 2024, for this aspect of the
TENS Il Programme.

Core deliverables for this Phase of the Programme were the following:

A comprehensive Education Census of all educational
establishments in the State both public and private.

A detailed report on the education sector in Niger State
based on insights from the school verification exercise, the
school census, and the qualitative data collection.

A report exploring implementable solutions for Nomadic
Education.

Areport exploring the use of digital technologies for educa-
tion under the Digital Futures Education Initiative (DFEI).

Areport with recommendations on how to address the issue
of Out-of-School Children using the data collected to
explore further insights.

An Entrepreneurship Education Strategy for the Ministry of
Basic and Secondary Education in Niger State.

Leadership and field training for Enumerators, Education
Administrators and Education Quality Assurance Officers.

Anew TENS Il Programme Logo for the programme.

Aninteractive TENS Il Programme Website.

Lessons Learnt from the TENS Il Programme 6



The report highlights the key challenges encountered during the Programme, ranging from financial
management and operational difficulties to data management and team dynamics. It also outlines the
strategies that were employed to address these difficulties offering practical recommendations for
future programmes and projects undertaken by MRL® Public Sector Consultants Limited (MRL®),

The insights gathered are intended to inform and guide future programmes and projects, ensuring that
similar challenges can be effectively managed, anticipated and mitigated. By documenting these
experiences, the report aims to contribute to the continuous improvement of programme and project
management and implementation using up to date programme management methodologies and
practices on assignments within the public / education sector.

We hope that the lessons captured within this document will serve as valuable reference points for our
clients, stakeholders, and MRL® team members working in similar contexts.




Authors

Ademola Aiyenuro - MRL® Public Sector Consultant Ltd - Consultant
Dr Roni Ajao — TENS Il Director and Executive Director MRL® Public Sector Consultants
Ikram Afiya Ibrahim — TENS Il Programme Support Officer
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- Introduction

The Transforming Education in Niger State (TENS Il) Programme is a comprehensive initiative aimed at
overhauling the state's education system. Recognising the significant challenges faced by Niger State's
predominantly rural education landscape, the initial stage of the TENS Il Programme sought to collect
comprehensive baseline data through an extensive Education Census of all schools and institutions
within the State, both public and private. The data collected informed the strategic interventions to
improve educational quality, access, and infrastructure.

By conducting a thorough assessment of schools, including their location, enrolment, teacher qualifica-
tions, and facilities, etc., the TENS Il Programme will provide the foundation for evidence-based
policymaking and resource allocation. Ultimately, the Programme strives to create a robust and inclu-
sive education system that empowers students and drives Niger State's development under the new
vision for the New Niger of which education is pivotal by His Excellency, the Executive Governor of Niger
State — Mohammed Umaru Bago.

The Education Census has been supported by other areas of work to fully understand the problems
within the education system. A separate report ' TENS Il, The Education Census (2024)' is available for
the details on the Census. A further report TENS Il School Mapping Training Manual for Local
GovernmentArea Managers" (2024) is also available for additional information relating to the Education
Census.

Whilst the Education Census focussed on the quantitative aspect, the scope of the work for the TENS ||
Programme adopted a mixed methods research strategy utilising both quantitative and qualitative data
acquisition techniques. This was to facilitate a panoramic perspective and deep understanding of the
education sectorin Niger State. This comprised of the following distinct butintegrated stages: -

n Desk-based Research and Literature Review

Adesk-based systematic review of the existing education data that has been collected at state, national
and independent sources (i.e., international organisations, such as, UNICEF) was undertaken. The
secondary sources of data were relevant in providing an up-to-date perspective on the status of the
education sector, which also set the framework for the data collection exercise. In this regard, mem-
bers of the TENS Il Programme Team reviewed data from the following sources: -

l. Niger State

ii. The Ministry for Basic and Secondary Education

iii. The Niger State Ministry for Tertiary Education

iv. The Niger State Universal Basic Education Board

V. The Annual School Census which is coordinated by the Federal Ministry of Education.

Lessons Learnt from the TENS Il Programme 12



These data sources, in addition to information provided by the following: -

i. The Niger State Teachers Professional Development Institute
ii. The Niger State Quality Assurance Board

iii. The Niger State Ministry for Nomadic and Pastoral Affairs

iv. The Niger State Education Resource Centre

V. The Niger State Private Schools Board

Vi. The Niger State Technical Schools Board

Vii. The Niger State Ministry for Communications, Technology and Digital Economy
viii. The Niger State House of Assembly (Education Committee)

iX. The Niger State Education Resource Centre

X. Niger State Education Secretaries and Zonal Heads

Xi. The Adolescent Girls Initiative for Learning and Empowerment (AGILE).

Xii. The Niger State Ministry for Small and Medium Enterprises
Xiii. The Niger State Ministry for Womens Affairs
Xiv. The Niger State Ministry for Local Governement and Chieftancy Affairs

A School Verification Exercise across all LGAs using the Ministry of Basic and Secondary Education's
list of schools / higher education institutions / private school establishments / nomadic schools to verify
allinstitutions including unidentified schools.

Additional lists were obtained from the Niger State Universal Basic Education Board (NSUBEB) and
the Niger State Ministry of Tertiary Education.
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A comprehensive Education Census (Baseline Education Statistics) and Infrastructure Survey, as afore-
mentioned of the following educational establishments: -
Primary and Secondary

Government-owned Early Childcare Development Education (ECCDE) Primary and Secondary
schools (l.e., Juniorand Senior Secondary Schools)

Private schools (Nursery — Secondary)
Faith-based Institutions (Qu’ranic and Christian)
Nomadic Schools

Tertiary institutions (Government-owned and private).

Conducting interviews with key stakeholders (qualitative) i.e., parents, teachers, school administrators,
officials in the Colleges of Education, LGA officials, traditional / community leaders / State Ministry of
Basic and Secondary Education officials. Educational secretaries, Commissioners, Permanent
Secretaries and other civil servants.

S
S‘Ource:\.MRL® Public Sector Consultants'td
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2.Categorisation of the Lessons Learnt

For the purposes of this report the lessons learned from phase | of the TENS Il Programme has been classified
into distinct groups. The various groupings are as follows: -

Financial Management

Communication and Stakeholder Management

Operational Challenges

Team Dynamics

Programme Management

These grouping where identified as the lessons learnt fall within one of these categories.

Each category is discussed in the subsequent
chapters below. The report aims to reflect on
aspects of the TENS Il Programme that can be
improved on other phases of TENS Il going
forward and other initiatives as part of MRL®
Public Sector Consultants Limited (MRL® ) core
values, professional integrity and continuous
improvement in line with ISO 20700: 2017 or
management consultancy standards, the
Association for Project Management (APM) and

the Institute for Consulting (IC). Development of
the lessons learnt report is also undertaken as
part of our quality management procedures to
strengthen the way we deliver programmes and
work with our clients.

We also recognise that two programmes or
projects are the same, given the requirements of
the programme in terms of the client's needs and
the context.

3 Financial Management

Effective financial management is critical to the
success of any large-scale programme or project.
The TENS Il Programme is no exception. The
TENS Il Education Census, the key element of
this phase of the programme, involved well over
one thousand three hundred team members
working to an extremely tight deadline within a
specified budget. Research has shown that
conducting educational surveys across large
geo-graphical areas in various terrains, espe-
cially in the public sector is extremely challenging.
One important feature in the success of these

Transforming Education in Niger State (TENS Il) Programme

education surveys / census is the coordination
between various stakeholders.

The TENS Il Programme in Niger State experi-
enced several financial challenges that impacted
the timely execution and overall efficiency in the
delivery of the Programme. These challenges
have provided valuable lessons that can inform
future initiatives ensuring better financial plan-
ning, budgeting, risk management, and stake-
holder coordination.
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31 Delayed Payment and the loss of Key Personnel

One significant issue encountered was the
delayed payment of the deposit to MRL® Public
Sector Consultants by the Niger State
Government Finance department. The delay
resulted in the late commencement of the
programme which affected the programme
timeline and the ability to mobilise resources
promptly.

In a programme with tight deadlines and multiple
moving parts, any delay in funding can have a
cascading effect, slowing down the entire process
putting un-necessary pressure on the programme
team. The Programme initiatives should incorpo-

rate a more rigorous pre-programme financial
planning phase, ensuring that all necessary funds
are secured and released well in advance of the
programme start date.

Additionally, establishing a contingency plan for
financial delays, including an emergency fund or
bridge financing options, could mitigate the
impact of such delays on programme timelines.
Accurate cost forecasting and flexible budgeting
are essential in public sector programmes,
particularly in volatile economic environments,
such as, Nigeria.

Lessons Learnt from the TENS Il Programme 1 6



With future programmes or projects, the Niger
State Government and MRL® Public Sector Con-
sultants Limited should develop and include a
detailed analysis of the potential cost escalations
likely to occur due to inflation, currency fluctua-
tions, and the need for additional manpower.
Whilst, the Programme had a contingency budget
of five percent (5%) this was extremely insufficient
due to the increase in the rate of inflation and
instability of the Naira. Establishing a financial
buffer that reflects the current economic climate
within the budget to accommodate unexpected
costs will help ensure future programmes can
proceed without financial disruptions.

Due to the delayed payment to commence the
TENS Il Programme, this resulted in the loss of
key international staff members based on the
uncertainty of the commencement date. Whilst
MRL® were able to subsume some of the initial set
up cost, this was not feasible long-term resulting
in identified staff taking up other assignments and
rescheduling of activities severally for those
remaining on the programme.

32 Impact of Currency Devaluation on Payments

The devaluation of the Naira during the project
period led to a significant reduction in the value of
payments received. This reduction not only
affected the overall budget but also had implica-
tions for the purchasing power of funds allocated
for various project activities. The reduced pay-
ment amounts strained the programme’s ability to
cover costs effectively, leading to adjustments in
scope and priorities. Unfortunately the devalua-
tion of the Naira led to a loss from a financial

perspective In future projects, it is essential to
consider currency fluctuations as part of the

financial risk management strategy. Budget
forecasts should include provisions for exchange
rate variations, and contracts should be struc-
tured to allow for adjustments in the event of
significant currency devaluation. Hedging
strategies or contracts denominated in more
stable currencies could also be explored to
protect the project's financial integrity. Going
forward, MRL® will requested for a portion of teh
funds to be paid by the government in the United
States Dollar (USD) or the pound sterling (GBP) to
reduce the loss.




33 Delayed Payments to Enumerators and LGA Managers

The payment delays extended beyond the
consultancy firm to the enumerators and Local
Government Area (LGAs) Managers, who were
essential to the on-ground execution of the
Education Census. These delays were primar-
ily due to the late disbursements by the Niger
State government's finance department and
individual errors in payment details.

The late payments affected morale and, in
some cases, disrupted the fieldwork activities
as enumerators and LGA managers faced
financial difficulties that hampered their ability
to carry out their duties effectively.

An initial challenge was the short timeline given
to enumerators to open a bank account with
Zenith Bank PlIc for those who did not bank with
the specified bank chosen to manage the
programme account. The period to open an
account with Zenith Bank Plc for the enumera-
tors, compounded by the limited number of
Zenith Bank branches in Niger State and the
poor management of the account opening by
Zenith Bank representatives created delays in
the financial setup necessary for the enumera-
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tors to begin their work, ultimately impacting the
programme timeline.

To avoid such issues in future programmes and
projects, it is crucial to establish a streamlined
payment process with clear timelines and
accountability at each stage. Prior discussions
with the nominated bank before the commence-
ment of the programme should be undertaken well
inadvance.

Automation of the payment processes, combined
with regular audits, could reduce human errors
and ensure timely disbursements. Only nomi-
nated individuals should have access to the
banking database to avoid names being deleted
and substituted with other names of enumerators
not selected for the exercise. The database
should be password protected, enabling only
nominated personnel to access the folder.

Setting up a communication channel specifically
for payment-related issues could help address
concerns quickly in the future and maintain the
workforce's motivation.
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4 Operational Challenges

The operational aspects of the TENS Il
Programme faced several challenges which is
expected on a programme of this magnitude.
Notwithstanding, the operational challenges
impacted the timely and effective execution of the
TENS Il Programme with several timeline adjust-
ments required to be made to ensure the timeline
in which to deliver the Programme was met.
Whilst from a programme management perspec-
tive, the programme timeline had builtin a level of

41 Technical Difficulties

A number of LGA managers encountered techni-
cal difficulties, such as, difficulty in identifying the
GPS coordinates on their devices. Whilst these
issues were eventually resolved, it created a
delay in the geo-mapping exercise. This issue,

along with the inability to access private schools in

Transforming Education in Niger State (TENS Il) Programme

contingency, going forward and for other initia-
tives, this needs to be carefully assessed,
planned and resourced to ensure undue pressure
is not put on the management team responsible
for managing the assignment.

The operational issues ranged from logistical
constraints to communication breakdowns and
mismatched resource allocation. These are
discussed individually below: -

certain LGAs, due to the State not advising these
institutions on time led to delays in completing the
geo-mapping exercise. The geo-mapping exer-
cise was crucial to the verification exercise before
the deployment of enumerators to conduct
Education Census.




42 Network Connectivity Issues

Several enumerators had challenges accessing
the Internet, which hampered the fieldwork or
experienced frequent power outages, preventing
the fieldwork from being completed. This resulted
in incomplete data collection, requiring further

data collection activities, adding to the time taken
to complete the Census. A backup option using
paper may be worth considering, as well as the
availability of power banks and several network
provider options.

Lessons Learnt from the TENS Il Programme 20




43 Security Issues

Another operational challenge was the inability to
access certain wards due to security issues. The
management of the TENS Il Team could have
worked more closely with the State security, i.e.,
the Niger State Commissioner for the Ministry of

Homeland Security and/or nominated officials,
and the Commissioner and officials for the
Ministry for Local Government and Chieftaincy
Affairs to explore options to gain access to these
wards.

44 Selection of Fieldworkers (LGA Managers and Enumerators)

A more stringent approach should be taken when
hiring fieldwork staff. A considerable amount of
time was spent dealing with enumerator issues,
including inconsistent attendance, incomplete
surveys, lost/missing devices, and disregard for
protocols. These issues affected the quality of
some of the data collected. Whilst the issue of
data quality has been thoroughly addressed, this
impacted the data analysis aspect.

More time was required to enable some enumera-
tors to return to the field to collect the missing
data. In a few cases, enumerators had not
attended the training session and, therefore, were
unable to undertake the fieldwork properly,
resulting in additional support being given to
these enumerators or, in some instances, the
enumerators being replaced by more competent
hands.

45 Submission of Enumerators Names from Ministries

Another significant operational issue was the late
submission of enumerator names by the minis-
tries coupled with the deployment of additional
names of enumerators after the deadline set.
The programme team filled the quota of enumera-
tors due to the Ministry's delayed response.
However, the TENS |l team was still required to
accommodate an additional 100 enumerators
whose names were sent extremely late in the

process and without assigned LGAs. This situa-
tion caused potential delays as the TENS Il team

had to wait for the Ministry to assign LGAs to these
extra enumerators and explore how to accommo-
date these extra individuals, most of whom were
unwilling to travel to far LGAs not centred around
Minna and Suleja. Furthermore, the registration
process for enumerators should have been more
detailed to prevent them from attending training
and receiving payments, absconding, and not
finishing the work.
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46 Internal Communications

Communication issues further hampered opera-
tions. Messages from the Programme team were
not always successfully reaching the enumera-
tors, leading to gaps in information dissemination.
To address this, plans were made to devolve
messaging responsibilities to LGA team leads,

47 Access to Schools

A major issue also experienced by enumerators
was the difficulty getting access to schools. This
problem was largely centred around private
schools despite the intervention of the Niger State
Private Schools Board. Some of the private
school heads and principals did not allow the data
collection process in their respective schools
which added to the incompleteness of the survey
data which has been documented. Some school
proprietors had the perception the Education

ensuring that enumerators were well-informed
and could proceed with their tasks effectively.
WhatsApp groups for each LGA were also estab-
lished so that the TENS Il Management Team
could disseminate messages via the LGA
Managers to the enumerators.

Census had tax implications. In future, proactive
communication using different media platforms
on the purpose of the Census prior to the com-
mencement of the Programme will go to some
lengths to educate relevant stakeholders.

Whilst a level communication awareness was
undertaken, this was insufficient. A dedicated
amount in the budget should be allocated to
publicity campaigns.

Lessons Learnt from the TENS Il Programme 22



48 Provision of Vehicles

Transportation logistics also posed a major
challenge. The lack of adequate transportation at
the outset delayed the time the team could have
utilised to visit schools across the State. The
visits to schools and institutions had to be re-
arranged and concentrated within a specific time.
Whilst a sufficient number of schools were visited,
before the end of the school year for the purposes
of the programme deliverables, this could have
been managed more effectively if vehicles were
provided well in advance. The pilot vehicle,
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vehicle and bus were extremely adequate, and
police officers attached were committed and
hardworking, ensuring we reached the various
destinations requested.

Notwithstanding, following the visits to the LGAs,
arrangements for vehicles for further visits,
meetings and movements was a challenge. This
issue needs to be addressed for the remaining
aspects of the TENS Il Programme which should
be resolved going forward.
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+9National Cost of Living Protest

As of the time of writing this report, three tertiary
institutions in the State had not yet been visited,
due to the national 'Cost of Living Protest' in
Nigeria.

The national Cost-of-Living Protest occurred from
the 1st August 2024 to 10th August 2024. This
event delayed the collection of data from tertiary
institutions for approximately eight working days.
The data from these institutions were eventually

collected and incorporated into the supplemen-
tary Education Census Analysis Report to ensure
the completeness and accuracy of the data
collected and analysed and to ensure the overall
integrity of the programme deliverables.

Whist it is acknowledged this incidence was not
expected, however, options could have been
explored whether the Cost-of-Living Protest
would proceed and plans putin place.

Lessons Learnt from the TENS Il Programme 24



410 | egal Representation

Additionally, operational challenges extended to
internal issues, such as, inadequate notification
and updates to the MRL® legal team, cost incurred
to secure office and a mismatch of available skills
to deliverables. Whilst the need for flexibility on
the programme was identified from the outset in
terms of team roles and skillsets due to the nature
of the programme and the fast-paced environ-
ment, the need for a dedication communication
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officer, and a dedicated programme manager
would have improved the running of the
programme.

These issues highlighted the need for improved
resource allocation, clearer communication
channels, and more proactive legal and logistical
planning in future programmes.

il




41 Safety

Two safety incidents in the programme involving
LGA managers were reported during the geo-
mapping exercise. This underscores the need for
stronger safety protocols and risk management
strategies in field operations. For example,
accident registers and the identification of local
hospitals in each LGA in case of an incident
requiring medical attention are needed.
Furthermore, given the large number of person-

nel involved, details of the government-registered
practitioner should be held formally on the
records.

In summary, the operational challenges faced by
the TENS Il programme reveal the importance of
robust planning, clear communication strategies,
and aligning skills and resources with deliver-
ables.
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> Team Dynamics

51 Team Working

Team dynamics played a crucial role in both the
execution and outcome of the TENS Il
Programme. The collaboration among various
stakeholders including government officials, local
community leaders, and programme staff was
extremely positive and contributed to the progress
of the programme.

A particularly valuable insight from the program-
me is the realisation that communication should
be assigned as a primary responsibility to a team
member. Whilst there was a Communications and

52 Decision-making

Another critical lesson learned pertains to staffing
decisions. To complete the work within the limited
timeframe, the programme team opted to hire
additional personnel quickly. However, this
approach did not necessarily yield the best
results. In several instances, less competent staff
required additional oversight and intervention,
which ultimately slowed down progress and led to
additional costs. As a result, those who were
capable and understood the assignment often
had to take on extra work to compensate for

Social Media Team Lead, there were insufficient
individuals to undertake the communication
activities resulting in communication being
delayed occasionally or inconsistent messages.
When communication was prioritised, it led to
improved coordination and smoother operations;
however, when it was not, gaps and delays
occurred, which in turn created further issues.
Having a dedicated team to deal with communica-
tion for a programme of such magnitude will
benefit the smooth running of an initiative.

others who were underperforming. This not only
strained resources but also affected team morale.

In summary, the TENS |l Programme highlighted
the importance of good team dynamics, where
communication is managed proactively, and
staffing decisions are made with a focus on
competency. By addressing these areas, future
programmes can avoid similar pitfalls and ensure
amore cohesive, efficient, and team integration.
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- Enumerators and LGA Managers

The role of enumerators and LGA managers was
integral to the success of the TENS II
Programme, as they were directly responsible for
the verification and collection of essential data
from various schools and educational establish-
ments across Niger State. The data served as the
foundation for the programme's outcomes,
making the accuracy and reliability of their work
critical to the overall success of the initiative.

However, several challenges arose during the

programme that highlighted the need for
improved planning, communication, and man-
agement in future endeavours. The delays from
the client in terms of payment compressed the
schedule, forcing the training of enumerators and
LGA managers to be re-scheduled. This urgency
was compounded by the impending school
summer holidays, which further limited the time
forany mishaps or programme slippage.

61 Training of Enumerators and Work Verification

The training and logistical hurdles led to several
issues in the field. Some enumerators provided
incorrect or incomplete information, which could
have compromised the accuracy of the data if
additional days were not introduced to collect the
missing information. Furthermore, other methods
were introduced involving the local education
secretaries and zonal officers in each LGA to

62 Telephone Surveys

Telephone surveys were used to collect data in
areas with security challenges. This methodol-
ogy should be adopted in future assignments to
also verify visits to schools by enumerators or
other aspects of an assignment where verifica-
tionis required in challenging circumstances.

verify the data collected or provide further assis-
tance in gathering the required data. Going
forward, the number of training days could be
increased to ensure full understanding, and all

enumerators and other relevant personnel. i.e.,
LGA managers are made to sit and pass an
assessment before being deployed to conduct
the fieldwork.
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tor Consultants

The TENS Il Programme encountered significant
delays in the preparation of contractual agree-
ments due to setbacks in receiving the initial
deposit payment from the client.

This delay impeded the MRL® director's ability to
prepare and finalise contracts with the core team
members promptly. As a result, some team
members commenced working on the TENS Il
Programme before their contracts were issued,
leaving them with little to no time to thoroughly
review and agree on the contractual terms.

This situation highlights the importance of ensur-
ing that financial commitments from clients are
secured well in advance of a programme or
project's commencement. Adequate time is
needed for the preparation of contracts, allowing
team members to read, fully understand, and

”-Contractual Agreements

R R
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agree to the terms and conditions before commit-
ting to their roles on the programme. Clear and
timely contractual agreements are also essential
for establishing and managing expectations, as
such, preventing misunderstandings during
programme execution.

Despite these initial challenges, the TENS I
Programme did not report any significant issues
related to breach of contract. This could be attrib-
uted to the straightforward nature of the contracts,
including the adaptability of the team members to
the consultancy's working style.

Moving forward, it is recommended that clients
improve their financial processes to enable timely
contract execution.




8 Data Management

81 Data management and the use of SharePoint

The management of data was a critical compo-
nentof the TENS Il Programme, particularly given
the complexities involved in gathering, storing,
and analysing large volumes of educational data
across LGAs. Effective data management is
essential for ensuring that the data collected is
accurate, accessible, and useful for informing
policy decisions and guiding targeted invest-
ments in the education sector. However, several
challenges arose during the Programme relating
to the storing of all programme information.

Introducing a robust data management system
from the onset of the Programme and ensuring all
team members follow the processes and proce-
dures defined is critical.

The use of SharePoint, a web-based collabora-
tion platform used for storing, organising, sharing,
and accessing information securely from any
device is beneficial and should be used on
assignments moving forward. SharePoint was
subsequently introduced into the Programme
with every member of the core team having full
access to the web.
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82 Training and Capacity Building

A significant challenge encountered during
TENS Il Programme was the loss of data due to
system crashes. This incident underscored the
urgent need for a more resilient data manage-
ment infrastructure capable of safeguarding
againstsuch losses.

Although the programme aimed to digitise data
capture and storage to enhance planning and
service delivery, the data losses in some cases
highlighted vulnerabilities in the existing
system. To address these challenges and
mitigate risks, the programme utilised
SharePoint, a web-based collaboration plat-
form. SharePoint was used primarily for docu-
ment management, and collaboration, and as a
central repository for reports, pictures, and
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other important documents. Its secure, cloud-
based environment provided a reliable solution
for storing and organising information, ensuring
that critical data remained accessible from any
device, thus helping to maintain the integrity and
availability of the programme data, deliverables
and other relevant information. To ensure the
effective handling of data, team members
underwent comprehensive training focused on
managing data efficiently and sharing it on
SharePoint. This training was essential for
enabling accurate data collection, storage, and
analysis, which are critical for developing well-
informed policies and driving targeted interven-
tions in the education sector. As aforementioned,
the use of SharePoint should be adopted on other
initiatives.
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83 Data Collection and Image Management

The data collection process was conducted
using the KoBo Toolbox app, a suite of tools
designed for mobile data collection. While
KoBo Toolbox has features, such as, an image
download section, it has limited storage space
assigned to each account, which proved
inadequate for the programme needs. As a
result, enumerators were instructed to capture
pictures of schools and share them via a
WhatsApp group solely created for this pur-
pose. Although this approach was intended to
be straightforward, it quickly became challeng-
ing. The WhatsApp group became over-
whelmed with pictures, making it time consum-
ing for core team members to access and

manage the images effectively. Additionally, the
process of manually downloading, renaming, and
uploading about two thousand pictures to
SharePoint was labour-intensive. Whilst this was
a quick fix, given the limited capabilities of the
Kobo Toolbox, the approach on similar assign-
ments would be to integrate a media upload
space within the KoBo Toolbox app. This will allow
enumerators to upload pictures digitally as they
were taken, storing them on a central server that
core team members can access directly.

This integration will streamline the data manage-
ment process, reduce the need for manual
intervention and minimizing the risk of data loss or
mismanagement.

Source: MRL® Public Sector Consultants Ltd




°-Other Challenges Encountered

%1 Political Instability and Security Concerns

During the fieldwork, Nigeria faced security
challenges, particularly in the northern regions,
including Niger State. The security instability
created challenges for the programme, as
enumerators in some LGAs had to navigate
volatile and dangerous environment. In some
cases, specific wards in certain LGA's were in
accessible due to the importance and safety
attached to those working in the field, i.e.,
enumerators and LGA Managers. The need to
prioritise safety based on international standards
is a good practise and should continue to be
adopted on other programmes and projects.

The security concerns also extended to the
safeguarding of educational infrastructures,
which were vulnerable to attacks and vandalism

Source: MRL® Public Sector Consultants itd

by bandits. Ensuring the security of educations
infrastructure is an issue addressed in a separate
deliverable, as this is likely to be a constant
challenge if not addressed. The security instabil-
ity not only impacted the fieldwork in some
localities, but also poses a long-term threat to the
sustainability of educational services in Niger
State.

The security challenges underscore the impor-
tance of incorporating risk assessment and
contingency planning into the programme design.
Future programmes must be prepared to adapt to
a changing landscape and ensure that the safety
of fieldworkers and the integrity of educational
infrastructure are prioritised.




%2 Data Analysis and Interpretation

The data collection phase of the Programme was
crucial and requires not only meticulous planning
but also careful monitoring. Unfortunately, there
was a significant delay in one of the core aspects
of the project’s data analysis and interpretation.
This issue was flagged repeatedly, but the
responsibility for coordinating this task fell heavily
on a single team member, which contributed to
the delays. For future projects, it is essential to

improve the planning and scheduling of tasks.
Specifically, appointing a dedicated Monitoring
and Evaluation Officer would be highly beneficial.
This role would involve overseeing the data
collection process in collaboration with LGA
managers, ensuring timely data consolidation,
and coordinating with the team to avoid a last-
minute rush before deadlines.
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1% Recommendations for Future Programmes

To ensure the improved delivery and successful completion of future educational programmes in
the public sector, a multi-faceted approach is essential. Comprehensive financial management,
robust data management, effective stakeholder engagement, and proactive risk management must
all be prioritised to address the challenges encountered in the TENS |l Programme.

101 Financial Management

As highlighted above, one of the most critical aspects of programme and / or project success
is the development of comprehensive financial plans that anticipate and account for
potential risks, including delays in payments, currency fluctuations, and inflation.
Strengthening coordination between the programme team and finance departments is vital
to ensure the timely release and accurate disbursement of funds. Transparent communica-
tion with all stakeholders regarding financial matters will prevent misunderstandings, build
trust, and ensure that everyone is aligned with the financial goals of the programme.
Additionally, incorporating financial flexibility into contracts and budgets will allow for
adjustments in response to un-expected economic changes, ensuring that the programme
can proceed without financial disruptions. By implementing these strategies, future
programmes led by us, can achieve greater financial stability, efficiency, and success.

102 Data Management

Effective data management is another crucial element for the success of future projects. It is
recommended to prioritise the integration of cloud-based solutions with regular backup
protocols to safeguard against data loss. Given the complexities involved in gathering,
storing, and analysing large volumes of data, enhanced training for enumerators and LGA
managers is essential. This training should include clear instructions on the use of data
collection tools and processes to prevent errors and delays. Developing a more efficient
system for managing images—such as integrating media upload capabilities within the data
collection tool—would streamline the process, reduce manual intervention, and minimise
the risk of data loss or mismanagement. Ensuring clear communication and ongoing support
for field teams will help maintain data accuracy and reduce the need for corrective actions.
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103 Stakeholder Engagement and Coordination

For future programmes, the structured approach to stakeholder engagement should be
more robust, especially when dealing with government bodies and community leaders.
Establishing regular communication channels and feedback loops can help align expecta-
tions, expedite decision-making, and prevent delays similar to those experienced with
contractual agreements and the deployment of enumerators. This coordination will ensure
that all stakeholders are informed and involved in the programmes progress, leading to more
efficientand effective outcomes.

104 Risk Management and Contingency Planning

Given the security challenges encountered, future initiatives must incorporate more robust
risk management strategies. Developing detailed contingency plans for various scenarios
such as national unrest, natural disasters, or other unforeseen events will ensure that the
programme can adapt quickly and effectively to changing circumstances. These plans should
prioritise the safety of fieldworkers and the protection of educational establishment, ensuring
that the programme's objectives can be met even in challenging environments.

«
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1. Conclusion

The Education Census has been the focus of this
stage of the TENS Il Programme.
Government Area enumerators successfully
executed the data collection processes without

Most Local

encountering significant obstacles resulting in the
successful outcome ofthe TENS || Programme.

For example, comprehensive visual documenta-
tion was captured, encompassing dilapidated
infrastructure such as, broken furniture, damaged
ceilings, and deteriorated facilities within class-
rooms, toilets, and administrative offices.
Additionally, photographic records of school
signboards, routes, and identification numbers
were meticulously compiled.

Furthermore, a testament to the TENS Il
Programme's impact is evidenced by the
proactive engagement of certain school propri-
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etors and head teachers, who voluntarily reached
out to provide data and facilitate interviews after
realising their omission from the initial school list.

A significant benefit to the State is an up-to-date
comprehensive list of all the educational institu-
tions in the State which should be the list that all
Ministries, Departments and Agencies utilise and
regularly update on an annual basis.

Notwithstanding, to enhance the programme's
efficacy, a more proactive approach to several
key areas is warranted. Rigorous pre-programme
planning, inclusive of comprehensive training
modules and clearly defined roles for all enumer-
ators, could have significantly mitigated issues
related to data quality and adherence to proto-
cols.




Additionally, given the importance of technology
in today's world, and the State's drive to embed
technology in the delivery of services, more time
should have been spent planning, and on the
implementation of the technological solution in
relation to the data collection exercise tool to be
utilised. This would have addressed the limita-
tions and problems encountered with Kobo
Toolbox. Prioritising the infrastructure needs in
programme areas, such as, ensuring reliable
power supply and excellent network connectivity,
would have also created a more conducive
environment for data collection.

Promoting stronger relationships with community
leaders through targeted engagement strategies

and potentially offering incentives could have
significantly improved respondent cooperation.

Moreover, implementing contingency plans,
including alternative data collection methods and
backup communication channels, would have
enhanced the programme's resilience to unfore-
seen challenges. A better plan can also be
devised for effective registration processes with
proper backup.

Despite the success of the Education Census, by
integrating these recommendations, future
educational programmes in Niger State and
beyond can overcome the challenges experi-
enced.
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CONTACT INFORMATION






For additional information on the TENS Il Programme, please getin touch with our offices at

Nigeria

Niger State Ministry of Communication
Technology and Digital Economy

ICT Hub, opposite Abdulkareem Lafene
Secretariat

Tunga, Minna

Niger State

Nigeria.

Tel: +234(0) 8034373372

Website: www.tensng.com

Niger State Ministry of Basic and
Secondary Education
Abdulkareem Lafene Secretariat
Complex

Tunga, Minna

Niger State

Nigeria.

Tel: +234(0)8034373372
Website: www.tensng.com

UK

MRL® Public Sector Consultants Ltd
Pepple House

8 Broad Street

Great Cambourne,

Cambridge CB23 6HJ

England.

Tel: +44(0)7961326981

Email: mri@mrl.uk.com

Website: www.mrl.uk.com
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Public Sector Consultants

MRL® Public Sector Consultants Ltd Niger State Ministry of Basic and Secondary Education
Q@ Pepple House, 8 Broad Street, Great Cambourne, Q Abdulkareem Lafene Secretariat, 52, Minna,

Cambridge CB23 6HJ, United Kingdom. Niger State, Nigeria.
Q +44 (0) 7961 326981 Q +234 (0) 706 358 8588

= mrl@mrl.uk.com hc@ns-moe.org.ng
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