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Disclaimer
The opinions expressed in this toolkit are those of the authors and do not necessarily represent the views of the Foreign, Commonwealth & Development Office 
(FCDO)

This document was originally produced during the SPARC Programme, with the title SPARC P1181  How to 
Guide 1 - Preparing a Medium-Term Sector Strategy April 2015

This revised edition was updated during the FCDO PERL Programme in November 2020.
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Preface
The State Partnership for Accountability, Responsiveness and Capability (SPARC) was designed by the 
UK Government's Department for International Development (DFID) to improve governance for better 
service delivery in ten state governments of the Federal Republic of Nigeria.

Despite the wealth of resources in the country, development indices in Nigeria remain low. Although 
there is considerable variability across the country,  60.9% of the population live in poverty1, nearly one 
quarter of the working age population are unemployed2, 630 women still die in child birth per 100,000 
live births3, and nationally 25% of girls do  not  complete  their primary education4. An underlying cause 
is thought to be weak governance.

SPARC produced four Policy and Strategy Guides to improve the impact of state government efforts to 
deliver public goods and services in order to improve the welfare of citizens. The four guides are:

 Guide 1: Preparing a Policy;
 Guide 2: Preparing a State Development Plan;
 Guide 3: Preparing a Medium-Term Sector Strategy;
 Guide 4: How to Conduct a Sector Performance Review.

Taken together, the guides suggest a policy and planning cycle that embraces:

 Evidence-based policy priority choices;
 Preparing a State Development Plan to define the overarching policy position of the state and  
 the expected outcomes;
 Detailing these policy priorities into programmes and projects that are realistic and costed in a  
 Sector Restoration Strategy that provides the base for preparing the annual budget;
 A method for assessing performance of activities included in the strategy and funded in the   
 budget to provide lessons for the future.

The Policy and Strategy Guides are multi-purpose. Although they can be read from the beginning to 
the  end, this may not be the best way to use them. States may be at different stages in making their 
policies, plans or strategies or may need to strengthen their working in certain areas. What is important 
is not to skip any steps, particularly in choosing and assessing options 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 and poor or deficient policy further down the track. If priorities have not been thought through or 
accepted by those with important roles to play in developing policy, the process may falter or fail.

The Policy and Strategy Guides are intended to be useful for state governments (at a technical, executive 
and political level), legislatures and civil society. They are intentionally short and do not address all 
the nuances of what are complex issues. They do not cover everything. The steps are not exhaustive 
and there is scope to add. However, each guide is comprehensive enough to introduce concepts and 
methods that will provide a road map to lead politicians and civil servants through often difficult and 
sensitive tasks and decisions. More specific advice can also be sought from other FCDO programmes.

1 National Bureau of Statistics, Nigeria, 2010
2 National Bureau of Statistics, Nigeria, 2011
3 World Health Organization, 2010
4 UNESCO, 2011
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Well-articulated, evidence-based policies that set out a set of priorities, goals and programmes for the 
state government form the foundation for tackling poverty development. Throughout all of the guides 
there are five underlying principles:

Better governance is essential if efforts to provide services are not to be undermined by weaknesses
where governments do not set adequate policy and strategy direction, do not manage public 
finances well and do not ensure the civil service is structured for delivery;
The production and consumption of public goods and services must be for the common good and
satisfy both efficiency and equity criteria;
Policy must be focused on reducing poverty and should be used to eliminate excessively large 
disparities of living standards and access to basic services between individuals and communities;
The political decision-making process that determines policy and expenditure priorities must permit 
expanded popular participation so that social choices reflect the needs and preferences of all
social groups, including the marginalised and deprived. The political decision-making process must 
also be accompanied by strong oversight by legislatures, the media and civil society;
Policy and strategy decisions must be based on sound, objective and verifiable evidence rather than
unsubstantiated opinion or anecdote.

1.

2.

3.

4.

5.
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Preparing a Medium-Term Sector Strategy (MTSS) is one of a series of guides produces to facilitate 
development in the states in Nigeria. This guide is a revision of SPARC's original Guide to Developing 
Medium-Term Sector Strategies. It incorporates elements from the How to Prepare a Medium-Term 
Sector Strategy Guide that was developed for the Nigerian Governors’ Forum and is designed to help 
executives, directors and managers in Nigerian state public services to build and operate services more 
strategically and more effectively.

Preparing a Medium-Term Sector Strategy is one of the series of Policy and Strategy Guides and is a 
step-by- step guide to developing and agreeing a Medium-Term Sector Strategy (MTSS). It starts by 
explaining why MTSSs are important and then takes the reader through the three preparation stages. It 
then includes an additional stage that sets out an approach for revising/rolling over the MTSS. Practical 
tools are provided to help officers to develop an MTSS from scratch, or to review an existing strategy. 
The tools are of two types:

 Checklists that help review where a sector is at the moment, identify strategic deficiencies and plan  
 ways to prepare and put an MTSS into practice;
 Tips to provide suggestions on tackling various tasks along the way.

Section 1:
How to Use this Step-by-Step Guide
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An MTSS links policy, planning and budgets. Whereas state policies, as set out in the State 
Development Plan (SDP) or similar documents and individual sector policies, define the big picture 
with long-term goals and  outcomes, medium-term strategies set out specific  inputs and activities 
to deliver specific outputs in the medium term. An MTSS is thus a road map for  delivering the state 
plan 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). The MTSS sets out the projects and 
programmes that will be carried out in a sector over a three-year period and addresses the policy 
goals and outcomes defined in the SDP, how much each programme and project will cost, where the 
money for them will come from and who will carry them out.

MTSSs are part of the broader process of policy making, planning and implementation. Other parts 
of the processes are dealt with in the first two Policy and Strategy Guides on preparing policy and 
preparing a State Development Plan.

As the name implies, the MTSS is prepared for a 'sector'. A sector describes a discrete area of 
government business under which key outcomes are defined but it may well include the work and 
outputs of more than one Ministry, Department and Agency (MDA). So for example, education 
outcomes might be contributed to by Ministries of Education, Science and Technology, Gender and 
Social Development, and perhaps even Water Affairs. States have found it beneficial to define a 
small number of 'sectors' made up of closely related MDAs. For example, Jigawa State has created 
seven sectors: Agriculture, Environment, Water Resources, Commerce and Investment, Education, and 
Health.

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 2019' Example of a short-term Output: '5% more qualified teachers recruited each year'
Example of an ongoing Activity: 'XXXX teachers (M/F) trained each year'
Example of an ongoing Input: 'purchase and maintenance of computers for schools'

A document that describes how a particular vote head, or small cluster of vote heads, will deliver 
outputs that will contribute to government policy goals and 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.

Section 2:
About Medium-Term Sector Strategies
What is an MTSS?

Tips: Definition of MTSS

Figure 1. Medium-Term Sector Strategies link Policy and Strategy in a Results Chain

Inputs
Ongoing

Activities
Ongoing

Outputs
Short-Term

Outcomes
Medium-Term

Impact
Long-Terms

Long-Term
Strategy Plan

Medium-Term Sector Strategy

Medium-Term Objectives Long-Term
Goals

1 Developing Medium Term Sector Strategies: A Guide for Main Vote Controlling Ministries and their MDAs" SPARC September 2012
2 Others in the series are: No 1: Preparing a Policy; No 2: Preparing a State Development Plan: and No 4: How to Conduct a Sector Performance Review
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Long and medium-term national policy documents and national plans (e.g. NV20:2020)

Long and medium-term policy documents - NV20:2020 and state development plans

Sector development plans - 5 to 10 years

Medium-Term Sector Strategy (MTSS) - 3 years - no funding gap

Annual budget

Annual operational and departmental work plans

Departmental cash releases

Figure 2. Different plans should talk to each other (In this diagram, all references to NV20:2020 should be 
replaced with Economic Recovery and Growth Plan ERGP)

Articulates overall desired national policy outcomes loosely costed to demonstrate realism

Outlines overall state policy outcomes loosely costed if possible to demonstrate general realism

Links policy to strategy, generally costed but may include funding gaps

Consistent with sector plan, all activities costed within projected ceilings

Based on the first year of the most recent rolling MTSS

Defines responsibilities for implementation in relation to the budget

Quarterly projections of cash requirements against all planned activities
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A compelling reason for preparing MTSSs is that they help government MDAs make the best use of 
State Government resources to deliver public services and improve the welfare of citizens. MTSSs are 
important  in translating State Government policies – the big picture and long-term goals that have been 
defined in the SDP or similar plans – into road maps for actions that make a difference on the ground. 
Another reason is to streamline planning and budgeting. In preparing MTSSs, officials have to factor 
in on-going costs, for example, of maintaining capital investments in future years. MTSSs 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. They can also 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, MTSSs shift the emphasis from inputs to outputs, that is, they encourage 
'results-based management', in other words, delivering results to achieve policy goals. How the MTSS fits 
with other planning initiatives and documents is shown in Figure 2.

Preparing MTSSs involves a wide range of people at different stages, from political leaders to 
representatives of grass-roots organisations. Usually, a sector  committee (sometimes called Sector 
Planning Team – SPT) leads the process, often backed up by a central planning agency and in some 
cases  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 MTSS 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 an MTSS but, in other cases, several vote heads will work together (Figure 3).

Figure 3 describes how the Policy Goals that are set by the political leadership of a state shape the 
strategic activities and programmes of sectors at the same time  as it shows how the sectors contribute 
towards the achievement of the same policy goals set out in the SDP or similar.

The smaller boxes at the bottom of the diagram  represent individual projects/schemes that are 
undertaken by individual MDAs: for example, construction of classroom blocks, procurement of learning 
materials, and construction of boreholes and toilets for girls and boys   in schools. When put together, 
these individual projects start to contribute to the outcome results of different sectors. So, in the given 
example, while the borehole may have been constructed by the Water Sector, combining it with the 

Why Prepare an MTSS?

Policy and the MTSS

Policy Goal Growth

Sector
Environment

Sector
Water

Sector
Health

Sector
Education

Sector
Power

Sector Social
Inclusion

Sector
Justice

Policy Goal Services Policy Goal Environment

Overall Policy Framework (OPF)

Policy Goal Governance

Figure 3. Policy Goals drive Sectors and Programmes
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recruitment of qualified teachers and the provision of learning materials by the Education Sector along 
with separate toilets for girls and boys to ensure both are allowed to attend school, will contribute 
towards the outcome results of the Education Sector with more schoolchildren making better grades in 
their exams.

The political leadership of the state at the level of Executive Council (ExCo) and the Governor set out the 
policy goals of the government and the various sectors while the management teams of the individual 
sectors/MDAs develop the strategic activities and programmes/projects that will enable the policy goals 
to be achieved. It is necessary that at the time of developing the programmes/projects, the sectors/
MDAs be conscious of the fact that their individual projects could be making contributions towards the 
strategic goals of other sectors.

It is important for the central planning agency to exercise some oversight over the programmes/projects 
that are developed by different sectors/MDAs to ensure that they are seamlessly coordinated in order 
for the best and most positive results to be achieved.

In the process of developing a new MTSS or rolling over an existing one, the priority will be to start with 
a consideration of the current realities before effectively planning the future. The task does not start 
with  devising new goals and strategies but to consolidate on what has been in existence and work out 
how to move from the present into the future. The whole point about   a medium-term approach is to use 
each year to build on the other. It should be a journey, from where the sector  is currently, to the desired 
position over a defined  period. Systematic planning and budgeting are essential for effective policy 
decision making and implementation, fiscal efficiency and improved service delivery.

MTSSs are 'living documents' that need to be revised annually. Each year, between January and March, 
implementation performance in the previous year is assessed, lessons learned are evaluated and the 
strategy is adjusted in light of the lessons learned from the review and 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 MTSSs takes place. Between August and the end of the year political leaders review MTSSs and 
approve sector budgets for the following year. This cycle repeats each year. For further consideration 
please refer to 'Stage 4: Rolling over the MTSS'.

When Should MTSSs Be Prepared?
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Political Leadership
Figure 4. MTSSs and the Medium-Term Expenditure Cycle – Ideal

(ExCo) Outline Policy Guidelines
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Think about affordability and sustainability:
 Good plans and strategies must be achievable – the critical question is what can be done with  
 the financial and human resources, and systems available?
 Projections of financial availability are essential if realistic strategies are to be drawn up;
 Projections must themselves be realistic and must be enough to sustain services and    
 infrastructure implemented under the MTSS;
 So think not only about capital expenditures but overhead and personnel costs – including   
 capacity building – that will be needed to maintain government activities and the recurrent cost  
 implications of capital expenditure.
Think about inclusion and who should be involved in the MTSS preparation:
 Stakeholder engagement in the MTSS development is critical as MTSSs are concerned with how  
 to use public resources; and MTSS is largely a bottom-up approach to development planning.
 Stakeholders will be affected by MTSS proposals, some positively and some negatively, and their  
 opinions may be different from the government's – and from each other's. Some stakeholders will  
 be involved in, or responsible for, delivery of strategies;
 Different perspectives will help develop a more robust MTSS;
 Ensure that stakeholders understand the limitations of what the MTSS can achieve;
 Involve a wide selection of 'stakeholders' including genuine 'grassroots' representation that
 includes both men and women as well as representatives of the disadvantaged groups   
 particularly affected by the sector's activities.
Think about the needs of the whole population including those who are socially excluded to ensure 
the MTSS process and outcome is conflict and gender sensitive:
 The majority of people in Nigeria are poor and so the adopted strategies must address issues of  
 those less able to help themselves;
 It may be necessary to make extra efforts to ensure information and data are collected in order  
 to develop strategies that capture the situation and needs of the whole population. This includes  
 use of information to highlight inequalities, such as Local Government Area (LGA) data to identify  
 areas where outcomes are the worst. It is essential to use data disaggregated by sex and other
 factors such as age wherever available and relevant. It is also important to involve    
 representatives of marginalised people affected by the sector in planning exercises such as
 participatory needs assessment or focus groups. This includes groups such as rural or urban poor  
 people, or people with disabilities, young people, and ensuring men, women and    children are  
 able to contribute meaningfully;
 Think how the MTSS may support services and resources designed to reduce inequalities by   
 targeting the people who are disadvantaged or experience inequalities including women,   
 people with disabilities and youth or older people.

There is no hard and fast way of preparing an MTSS. This guide puts forward one approach that 
has been tested and found to be sound. Before embarking on the preparation process itself, it is 
beneficial to think through some broad issues, outlined in the following box, that  will impact on both the 
preparation process itself and   the content of the MTSS.

Section 3:
How Should Medium-Term Sector Strategies be 
Prepared?

1.

2.

3.

Tips: Essential things to think about when preparing an MTSS
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Think about potential for conflict and how the MTSS can actually be used to manage conflict and 
prevent violence:
 Think about the nature of strategies to be developed and whether the interventions may   
 exacerbate conflict and tensions in the community;
 Recognise that there will almost always be 'winners' and 'losers' and consider ways to   
 ameliorate the impact on the 'losers' and build in grievance management processes to assure  
 that those aggrieved can express their frustrations;
 Recognise the obligation of the state to 'do no harm' and ensure state actions do not make   
 imbalances and deprivation worse;
 Think about positive steps that are needed to improve security and the rule of law;
 Ensure that – in line with the constitution and other equalities-focused legislation – efforts are   
 made to reduce inequalities; for example, by ensuring young people in slums or rural areas have  
 realistic hopes of education and employment.

4.
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The suggested MTSS preparation process is illustrated in Figure 5.

Figure 5. Illustrative MTSS preparation process

Annual Sector Performance ReviewAnnual Sector Performance Review
 Lesson learned
 What works/what does not

Policy FrameworkPolicy Framework
Priority Goals and Outcomes:
 State Development Plan
 Political Agenda
 National Policy

Stage 1: Prepare and ReviewStage 1: Prepare and Review
a. Set up MTSS Committee
b. Review policies relevent to sector
c. Gather and analyse data
d. Obtain funding projections
e. Calculate existing commitments

Stage 3: Get Agreement and Finalise the MTSSStage 3: Get Agreement and Finalise the MTSS
a. Submit draft MTSS for political approval
b. Finalise MTSS with final costings and resource needs
c. Develope a Performance Management Framework
d. Prepare a sector budget

Stage 2: Develope Priorities & Strategy OptionsStage 2: Develope Priorities & Strategy Options
a. Partner and steakholder engagement
b. Decide strategy priorities
c. Develop strategic options including costs
d. Prepare draft for political assessment

Work PlanningWork Planning
 Annual work plans
 Operational innovation
 Skills acquisition

CoordinationCoordination
 Linkage with and implications for other sectors

BudgetBudget
 Prepare annual budget based on MTSS projects
 Capital, overhead & personnel

Stage 4B: Roll over MTSSStage 4B: Roll over MTSS
 Develope adjusted strategies in light of performance review & new ceilings
 Consult stakeholders on proposed changes
 Summarise changes introduced
 Submit for approval

Stage 4A: Annual Sector Preferomance ReviewStage 4A: Annual Sector Preferomance Review
 Lessons learned from MTSS year 1 implementation

3-year Forward Budget Allocations3-year Forward Budget Allocations
 Sector ceilings
 Adjustment on previous year

Implementation MonitoringImplementation Monitoring
 systematic review of implementation progress against targets

FundingFunding
 Releases of approved budget allocation
 Expenditures

Project and Programme Implementation

3- Year Forward Budget Allocation3- Year Forward Budget Allocation
 Sector ceilings
 Sector funding priorities
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An MTSS is as much a political issue as a technical issue. A technically sound MTSS may have limited 
value if there is no political commitment to its implementation. Political commitment takes place at two 
levels. The first level involves Commissioners and Permanent Secretaries as leaders in sector planning. 
Since the MTSS sets out objectives and programme outputs and outcomes, as well as the allocation of 
resources, Commissioners are important in ensuring ownership at the highest levels in  the sector. The 
second level of  political  commitment  is the Governor's commitment to funding the sector's programmes 
and projects. In view of the sometimes- limited resources that are available to the administration, an 
iterative process will almost certainly be required to bring the suite of programmes and projects within 
the  funds that are available. If a Governor is committed to limiting planning and spending to the 
resources available  to the State, it will augur well for the success of an MTSS.

The following checklist will help to assess how favourable conditions are for developing an MTSS.

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

Getting Started

 Is there political support for preparing the MTSS?

 Is senior management committed to preparing an MTSS?

 Is senior management prepared to implement an MTSS?

 Can help to develop an MTSS be provided?

 Will time be set aside to prepare an MTSS?

 Will there be a budget to cover the cost of writing the MTSS?

Checklist: Getting started

Give some initial thought to these questions.
 Who will develop the MTSS?
 What process will be used?
 How will developing the strategy be addressed?
 What will be the key milestones?
 How will stakeholders be informed and involved?
 Over what time frame will the strategy be developed?
 Who will sign off on the strategy?
 How much will preparing the strategy cost (for example, running workshops, meetings)?

Tips: Questions to consider before preparing an MTSS
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Stage 1 lays the foundations for developing an MTSS – setting up a committee (SPT) to oversee the 
process and gathering background information on the government's long-term goals. 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.

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 data analysis or costing to officers in the involved MDAs who have the skills required.

Step 1A: Set up an MTSS Committee (SPT)
Step 1A involves setting up an MTSS Committee. The process of preparing an MTSS needs a good driver. 
Usually this driver is a committee. This Committee needs 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 means that there are too many vested interests and this 
leads to protracted negotiations.

Stage 1: Prepare and Review

Stage 1 will involve:

Setting up an MTSS committee (SPT);
Reviewing policies relevant to the sector;
Gathering and analysing data on how the sector is performing;
Finding out approximately how much money will be allocated to the sector over the next three years; 
Working out what expenditure the sector has already committed to over the next three years;
Looking at MTSSs from other states to see the level of consideration, content and focus as well as the 
nature of the sector strategies themselves.

 Has an MTSS planning committee been set up for the sector?

 If there is an existing committee, does the membership need modification?

 Who are the members of the committee, are they senior enough to make needed decisions?

 Are key areas in the sector represented?

 Do members of the committee have the skills to develop the MTSS?

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

Checklist: MTSS Committee
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7 Note that this could include wider legislation or documents such as the Constitution, Child Rights Act or National Gender Policy.

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 State visions, agendas, development plans and other policy documents 
will need to be checked to seek guidance on directions for the sector.

In states where policies for a sector are limited or vague, this does not mean that preparation of an 
MTSS 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 
State Commissioner, to the State Executive Council (ExCo). The response from ExCo will indicate whether 
the ideas align with theirs. 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.

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 state and sector will have different sets of data and different kinds of information and so will 
tackle this step differently. However, all states need reliable data and information that are current and 
disaggregated by a range of factors relevant to each sector. For example, in education, data should 
be disaggregated by sex for students at all levels of enrolment and completion, human resources and 
facilities (e.g. housing for teachers, toilets for students, etc.) as well as by LGA to show where access 
to education is worst and best. Sectors relating to employment (e.g. agriculture, commerce) need data 
that will demonstrate where initiatives to stimulate the economy are required (e.g. by LGA) – and to 
show which sectors may need additional resources or support (e.g. information by type – such as fishing, 
agricultural products, various industries) as well as social issues (such as sex and age) to allow analysis 
of employment levels.

Type of document     Title of document(s)             Year

 'Vision' for the state   

 State  Governor's 'agenda'   

 State Development Plan   
   
 Relevant National Policy for the sector7   
 
 Strategies or Plans in the sector Ministry

Checklist: Policy documents providing guidance relating to the sector
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The current situation in the sector needs to be described as thoroughly as possible and areas where 
further information may be needed should be identified, which can be included as a developmental 
area in the MTSS.

Analysing data and information about the sector can be done in several ways. It will be important to 
have standards and targets – for example, those set in the Sustainable Development Goals (SDGs) or 
achievements in other states – to compare where the state has reached, with required goals. It is also 
useful, for example, to examine 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. It will be important when identifying threats or risks that mitigating actions for  these are 
identified. These risks and their mitigation should be included in the MTSS.

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

What sex-disaggregated data for the sector are 
required/available?

What data relevant to the sector are required/ 
available on key populations experiencing 
inequalities in the sector, such as rural 
populations (e.g. through data disaggregated by 
LGA) or physically challenged people?

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 MTSS describing the current situation?

Tips: Data and information on Sector Performance
Comments or actions



HOW TO GUIDE 3: PREPARING A MEDIUM-TERM SECTOR STRATEGY

www.perlnigeria.net16

Step 1D: Obtain Projections of Funds Available to the Sector
This step 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 State 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.

An important element in determining the projected revenues of the state is likely to be a State's 
Economic and Fiscal Update, Fiscal Strategy Paper and Budget Policy Statement (EFU/FSP/BPS) 
documents8, or comparable budget forecasting documentation. The Budget Policy Statement draws 
together key findings  and policy recommendations from the EFU/FSP into a cohesive statement on 
budget policy which then informs preparation of the annual budget and produces three-year sector 
allocations or 'spending envelopes' (either for all expenditure, capital only, or disaggregated by capital, 
overhead and personnel).

The relationship between budget forecasting and the MTSS is shown in the following diagram:

Comprehensive Medium-Term Expenditure Framework (MTEF)Comprehensive Medium-Term Expenditure Framework (MTEF)

Medium-term fiscal 
framework (MTFF)

'Top-down'

Determines aggregate 
resource availability
Medium-term fiscal 
policy objectives
Fiscal targets and 
projections
Budget sizeBudget size

State policy
consistent
Gives 'intra-sectorial' 
allocation and
resources
ProgrammesProgrammes

State development 
policy consistent
Gives 'inter-sectoral' 
allocation of resources
Reconciles 'bottom-up' 
expenditure demand 
from sector (MTSS) with 
'top-down' aggregate 
resource constraint

>>>

>>>

Medium-term budget 
framework (MTBF)
'Sector allocations'

Medium-term sector 
strategies (MTSSs)

'Bottom-up'

Figure 6. Relationship between budget forecasting and the MTSS

Overall
Budget size

Health

HealthEducation
Agriculture

Economic
and Fiscal

Update
(EFU)

Fiscal
Strategy
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(FSP)

Budget
Policy
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(BPS)

8 See: Government Resource Estimation and Allocation Tool, SPARC 2015 and How to Guide on Realistic Budgeting, SPARC 2014.
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The EFU/FSP provides both economic and fiscal analyses, considering historical budget performance 
and also fiscal variables: for example, oil price, estimated production levels which impact on expected 
federal allocations, VAT, state revenues including Internally Generated Revenue (IGR), existing debt and 
other financial commitments.

These budget documents form the basis for determining available budget resources, which are 
subsequently allocated to sectors through the Budget Policy Statement, and will update previous year 
projections. The sector envelopes or ceilings in both the MTSS and BPS should be consistent. The BPS 
will form the determination of annual sector budget ceilings, which should also be set out in the annual 
Budget Call Circular (BCC). The MDA responsible for budgeting should provide indicative budget 
envelopes by April each year and final ceilings by June.

The allocation of these resources to sectors as 'sector spending envelopes' should determine the scale 
of programmes/projects that are developed for the sectors in the MTSS. It should also be recognised 
that a current State Development Plan or equivalent should provide indicative sector expenditure 
projections that would provide broad sector ceilings for the MTSS. An early decision is required as to 
the apportionment of the   gross sector envelope to subsectors (which may in  some cases be separate 
vote holders). Such a decision is a policy decision that reflects priorities set out in the State Development 
Plan.

Note that the costs of the programme and projects in the MTSS should not exceed the financial 
resources that are allocated to each sector.

If sector spending envelopes are not disaggregated into capital, overhead and personnel, then 
the amount of money a 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).

To quickly establish how much funding may be available, consider the following example. Remember, 
simply:

Note that there may be non-discretionary or ring-fenced funds tied to specific lines of expenditure or 
projects. Discretionary funds can be spent on any activity.

Example: Calculation of discretionary funds for an MTSS 
(Illustrative amounts only)

Deductions  Balance
A. Initial sector spending envelope       5,000,000,000

B. Total personnel cost      2,040,000,000  2,960,000,000

C. Current overhead costs     1,197,000,000  1,763,000,000

D. Less existing capital commitments    1,133,000,000  630,000,000

E. Balance remaining for new activities      630,000,000

Balance available for capital projects = Initial ceiling minus
personnel costs + overhead costs + committed capital costs
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Describe or comment

 Does the sector's budget envelope reflect the approved budgets of previous years?

 Does the central planning ministry provide budget envelope projections by April each year?

 Does actual spending in previous years show that the budget sums were made available?

 Is the estimate of funds available to the sector realistic?

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

At the end of stage 1 check that there is:

 A committee to lead the process of developing an MTSS;

 A list of the main current policy goals relating to the sector;

 A description of the current state of the sector and how it is performing, including key areas of   
 inequality;

 An estimate of the funds that will be allocated to the sector in the next three years;

 A projection of the commitments for the sector in the next three years and the amount of   
 discretionary funds that will be available.

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 an MTSS, all existing commitments need to be identified to determine what funds will be 
available to spend on new programmes. Note that funds can be allocated for projects under way but 
not yet completed  by spreading the cost over the remaining years they will take to complete.

Checklist: Revenue Projections

Checklist: At the End of Stage 1
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Step 2A: Partner and Stakeholder Engagement
As part of the process of developing the MTSS, a range of partner and stakeholder engagements should 
be undertaken.

Partners who contribute directly or indirectly to achievement of goals should be involved in planning. 
This would include, for example, other sector MDAs whose programmes and services may need to be in 
place to achieve the sector's goals (e.g. transport and infrastructure need to ensure roads and transport 
are in place to allow agricultural products to be delivered to markets). The private sector could be 
involved as a partner in this way.

Civil society engagement is important to ensure that services planned and delivered meet the needs of 
the whole population. Representatives of the private sector and civil society, because of their job, where 
they live or the public or private services they use, will be affected by the proposals of the MTSS and will 
therefore bring a different perspective that may help to develop more robust strategies.

It will be important to ensure representative views of all those affected by the programmes and services 
of a sector. Factors need to be taken into account that can have an impact on inequalities in terms of 
outcomes or access to services such as gender, ethnicity, age, poverty or location (e.g. slums, rural 
areas). Who should be included will depend on the sector; for example, gaining the views of pupils 
and students – as well as young people out of school – will be important for the education sector. Both 
service and non-service users should be involved to ensure the sector planners are aware of problems 
non-users may have in accessing programmes and services. It is important that the views of women are 
taken into account in discussions with all stakeholder groups.

Getting stakeholder views may be part of the sector's data collection processes, such as participatory 
needs assessment to determine what is required by geographical (e.g. rural communities) or social 
groups (women, older people, children and young people, people with disabilities, etc.). In addition, 
it will be important to gain the views of civil society about strategic priorities through a range of 

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.

Stage 2 involves:

In stage 2 it is useful to get a political 'nod' on options early in the process. Presenting a Governor with 
a list of options late in the process may not be advisable, especially if it is not an area in which there is 
much political interest, or which a Governor did not originate.  It is also necessary 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.

Stage 2: Develop Strategic Priorities and Strategic Options

Deciding strategic priorities;
Developing strategic options;
Costing options;
Selecting most effective and affordable options;
Preparation of a draft for political assessment.
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consultation processes as part of the MTSS planning, such as through radio phone-ins and focus groups. 
Input from service charter processes and complaints procedures should be fed systematically into 
planning. Engagement with representative non-governmental organisations (NGOs) and civil society 
organisations (CSOs) will be important to ensure coverage and also in wider group sessions (see Step 
2B), below.

When communicating with civil society – particularly in local focus groups and meetings – it is important 
to produce information that is accessible to a range of audiences in community languages and taking 
account of people who may not be able to read. It may be necessary to hold meetings that are women-
only or young people-only to ensure participants are able to speak frankly.

As noted, engaging representatives of a broad range of stakeholders and partners including the private 
sector and civil society is important because the  MTSS  is about deciding how to use public resources 
to deliver public services. To ensure adequate representation of the diverse views of civil society in 
the sector-wide session, it is helpful to use NGOs or CSOs that have experience of representing their 
constituents' opinions in planning processes and will feed back results. These may be sector-specific 
groups, such as health watch organisations or School Based Management Committees, or wider civil 
society organisations or monitoring groups. Strong sectors generally  have already built up good 
working relationships with a range of civil society organisations, which should be  considered as part of 
the planning process, although other organisations may also be usefully involved.

Stakeholder representatives should be identified and engaged with when work starts on the MTSS. They 
may need to be partnered throughout the process if they  have not had previous experience of strategic 
planning. Involving civil society and other partners is not passing decision making on to others, but 
stakeholders may well have a different perspective on what the  'problem'  is and which strategies may 
be best to address issues and problems, and they may well be part of the solution.

These sector-wide sessions should consider the following:
The current situation in the sector and what could happen in the future based on information obtained 
in step 1;
Current policy goals and objectives of the sector;
The strengths, weaknesses, opportunities and threats of the sector (as well as mitigation for any risks 
identified);
The service needs of disadvantaged people such as women, older people, young people, and 
people with disabilities;
How service provision can be planned to reduce inequalities and minimise conflict among different 
groups of service users in the state (see Annex 1 for guidance).

Step 2B: Decide Strategic Priorities
Step 2B involves arranging discussions to decide strategic priorities. For the purpose of developing 
an MTSS, the committee needs to arrange a preliminary sector-wide session. This session will bring 
together a range of partners, representative stakeholders and technical staff. The group will either 
make suggestions for revision of the sector strategy if one already exists, or priorities and strategies for 
developing one from scratch. It is suggested that the following should be invited to participate:

Sector MDAs;
MDAs in other sectors with common or related goals;
Unions;
Private sector;
Representatives of civil society, including marginalised groups relevant to the sector;
Professional bodies or academic institutions with an interest in the sector.
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The discussion can then move on to putting forward priorities for the sector and listing strategic options. 
The agreed priorities and strategic options must be well aligned to the State Development Plan.

Explain the limitations of strategic plans such as MTSSs, for example financial constraints, so  that civil 
society representatives have realistic expectations;
Invite civil society representatives, including those of marginalised communities relevant to the sector, 
to provide information on approaches that have worked and those that have not;
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. Ensure diverse views are taken into account by 
having representation from groups whose views may disagree, such as community and religious 
leaders, women's organisations and young people's groups;
Ensure that needs analysis takes into account all communities and issues that could  contribute to 
conflict such as ethnicity, religion, poverty, competition for resources;
Consult local representatives to ensure greater local community buy-in and that information- sharing 
feedback mechanisms are constructed to handle any potential grievance at the community level;
Ensure that transparent and inclusive selection criteria for strategies are clearly shared with the 
public;
Identify geographical areas where outcomes (e.g. health, education, access to water) are worst and 
have potential to exacerbate conflict and ensure views from these areas are taken into account with 
a view to considering  targeting these areas with additional resources;
Ensure that the needs of target vulnerable beneficiaries are taken into account  (e.g. latrines for 
girls/boys, single-sex wards in hospitals, private breastfeeding facilities, access ramps for physically 
challenged people);
Ensure socially excluded groups (e.g. rural people, older people, people living with HIV/AIDS, 
people who are physically challenged) are targeted, based on needs assessment and evidence of 
effectiveness;
Ensure that conflict and needs analyses include consideration of the needs of all groups in an area, 
not simply of the main or more powerful population group.

Give responsibility for developing and running strategy sessions with civil society to planning 
departments in relevant sector Ministries, Departments and Agencies.

Tips: Involving Civil Society in developing MTSSs

Tip for Central Planning Agencies

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 MTSS committee may want to split the 
large sector-wide group into smaller subsector groups for detailed work on strategic options before 
bringing the whole group together again to review them.
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A description of the objectives, outputs and outcome
of each project and programme. The outcome should contain targets that are SMART (Specific, 
Measurable, Attainable, Relevant and Time-bound), with realistic, feasible, challenging and 
appropriate Key Performance Indicators (KPIs);
A description of the outputs and outcomes in the medium term that will contribute to achieving a long- 
term policy goal specified in the SDP;
A description of the activities that will be undertaken in projects and programmes over three years 
and the resources required to successfully implement them;
The cost of each activity/project/programme  in terms of capital, overhead and personnel costs;
A statement of where the funds will come from to cover the costs.

Postponing some programmes;
Dropping or consolidating some proposed programmes or activities;
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).

 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;
 Inputs from a wide range of stakeholders has been obtained;
 Sector-wide group has agreed strategic priorities that are well aligned to the State Development  
 Plan;
 Sector-wide group has developed a draft list of strategic options;
 Draft list has been discussed with a selection of senior management;
 Draft list has been discussed with a selection of staff;
 Draft list has been discussed with politicians and high-level decision makers;
 Small subsector groups have been tasked with detailed work on strategic options.

Checklist: Developing Strategic Priorities

Step 2C: Develop Strategic Options
By now, senior officers in the sector will have agreed priorities and the draft list of strategic options. In
Step 2C, these will be developed further. Now the MTSS 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 subgroups will be responsible for  seeing that the strategic options are financially and 
organisationally feasible.

For each project or programme there will be:

Care must be taken to explicitly link proposed projects and programmes of the MTSS back to the 
original policy as described in the State Development Plan or Sector Policy Statements and forwards 
within the MTSS to descriptions of activities and their costs. Thus, it is important that throughout the MTSS 
there is consistent titling, wording and numbering of outcomes, objectives and indicators.

If the total estimated cost of projects and programmes exceeds the amount the sector is to be allocated, 
then the draft will need to be revisited to keep the total within the allocation for the sector. It should be 
noted that the costs must be analysed by category as well as total costs for it is necessary to ensure that 
the ceilings set for capital, overheads and personnel are not exceeded. Revising the draft may mean:
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 Senior management has agreed a list of strategic options;

 The number of strategic options is realistic;

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

 All targets are SMART;

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

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

Checklist: Strategic Options

Step 2D: Prepare to present the draft MTSS 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 MTSS 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 
achievable within  the funding available. It will then be up to political  leaders to give their assent.

To smooth the path, at this stage the MTSS committee may find it useful to approach Commissioners 
and  Chairs of State House of 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.

Tips: Project Outcomes and KPIs

Sector No. Project Outcome Outcome Indicator Baseline Target 2016 Target 2025
   (Key Performance
   Indicator – KPI)
Health 1 Improved health Percentage of electoral 34% 65% 95%
  care services that wards with at least one
  are available and health care facility
  accessible to its providing the minimum
  citizens healthcare package

 2 Improved quality Maternal mortality ratio 555/100,000 370/100,000 165/100,000  
  and affordable
  health care Infant mortality ratio 75 deaths per 60 deaths per 35 deaths per  
  services  1000 births 1000 births 1000 births

   Under-5 mortality ratio 157 deaths per  104 deaths per 50 deaths per
    1000 births 1000 births 1000 births
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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) are needed? Will the inequalities that exist currently due to  factors such as 
gender, poverty and location be reduced? How does what is needed compare with what is in 
place now? What are the current infrastructure and operational costs?

What needs to be done each year to close the gap between what you have now and what you 
need by the target date?

What needs to be done to improve the standards required by sector policy goals (e.g. to improve 
standards in nursing or teaching)?

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

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)?

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

Are there technical issues that would prevent programmes being successful?

At the end of stage 2 check that you have:

Sector-wide agreement on strategic priorities;

A list of strategic options (projects and programmes);

An assessment of the budget required for each strategic option;

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

Checklist: Questions to address when Considering and Evaluating a Draft Strategy

Checklist: At the end of Stage 2

Convene a small group of high-level officials such as Sector Permanent Secretaries, Special Advisors, 
Directors of Planning, Commissioners, Chairs of State House of Assembly Committees, prominent civil 
society representatives;
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.

Tips: Convening a High-Level Group to review Strategic Options
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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:

Stage 3: Get Agreement and Finalise the Strategy

Submit draft MTSS for political approval;
Finalise MTSS with final costings and resource needs.

Describe the strategic planning process;
Describe the sector priorities and explain how these priorities were chosen;
Explain how projects and programmes will deliver outputs and outcomes that will contribute to 
achieving policy goals;
Set out the costs and resources required; Explain how performance of the strategy will be monitored 
and evaluated.

Step 3A: Seek Political Approval
Step 3A is about getting political assent. If Governors were consulted and Commissioners 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 MTSS 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 critical 
to secure the budget for the strategy.

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

Step 3C: Develop a Performance Management Framework
A Performance Management Framework (PMF) consists of a set of management and analytical tools 
that enable the state to define, manage and measure performance against its strategic priorities 
(outcomes) and strategic objectives (outputs) that are included in the MTSS. The PMF should include:

Strategic priorities (Outcomes) and Strategic Objectives (Outputs)Strategic priorities (Outcomes) and Strategic Objectives (Outputs), which are the objectives as stipulated 
in the MTSS.

Key Performance IndicatorsKey Performance Indicators, which are used to measure progress against the strategic priorities 
(outcomes) and strategic objectives (outputs). The definition and the purpose of the indicator should be 
clearly articulated to ensure it adequately measures the objectives. Where possible the KPIs should have 
an equity focus to ensure that equity issues can be measured and assessed.

Baseline Data Baseline Data is collected to determine the current situation (step 1C).

TargetsTargets are developed to determine what you want to achieve. Targets should be SMART and should be 
developed over three forward years in line with the length of the MTSS.

Data SourceData Source is assigned to ensure the source of data is known. Data sources should be independent, 
relevant, credible, accurate, reliable and accessible.

The MTSS need not be of great length particularly where there is a State Development Plan that can be 
directly referred to. Background on the state and the sector should be very brief while the descriptions 
of, and justification for, the main strategies and associated activities should be straightforward.
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1. Think about data availability:
 If there is a shortage of data available in the state, use what is available and use accurate and   
 reliable data.
2. Think SMART:
 Targets should be SMART (Specific, Measurable, Attainable, Relevant and Time-bound).
3. Think about identifying the socially excluded:
 Key performance indicators should be able to identify vulnerable groups in society (e.g. the poor,  
 the aged, children and socially disadvantaged);
 It may be necessary to make extra efforts to ensure information and data are collected in order to  
 capture the situation and needs of the whole population;
 The targets set should ensure that the aim is to reduce social inequality.
4. Think affordability and sustainability:
 Targets must be achievable – the critical question is what can be done with the financial and human  
 resources available?
 Projections of financial availability are essential if realistic targets are to be drawn up;

Give some initial thought to these questions.

Do you have a comprehensive MTSS?

Who will develop the performance management framework?

What process will you use?

What data will you use?

How will you go about developing the Key Performance Indicators?

How will you go about developing the Targets?

How will you keep people informed and involved?

What help will you need?

Who can provide this help?

Over what time frame will the PMF be developed?

Who will sign off on the PMF?

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

Checklist: Questions to consider before preparing a Performance Management 
Framework

Tips: Essential things to think about when preparing a Performance Management 
Framework
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At the end of stage 3 check that you have:

Political approval for the MTSS;

An MTSS document that is ready for dissemination;

A Performance Management Framework that has been developed and made operational;

A sector budget ready for policy makers to approve.

Checklist: At the end of Stage 3

 Projections must themselves be realistic and must be enough to sustain services and infrastructure  
 implemented under the MTSS;
 So think not only about capital expenditures but overhead and personnel costs – including capacity  
 building – that will be needed to maintain government activities.
5. Think about inclusion and who should be involved:
 Stakeholder engagement in the PMF development is critical as PMFs are concerned with what   
 targets to set to help the people of the state;
 Different perspectives will help develop a more robust PMF;
 Involve a wide selection of 'stakeholders' including genuine 'grass roots' representation that   
 includes men and women as well as the disadvantaged groups.
6. Think 'demand driven':
 Stakeholders will be affected by PMF targets, some positively and some negatively, and their   
 opinion may be different from the government's;
 KPIs and targets should be established to meet state information needs both for monitoring the   
 MTSS and for good governance and accountability. The aim is to increase the demand for data and  
 results.

Step 3D: Prepare the Sector Budget
Step 3D is preparing a budget submission for the sector. MDAs that have jointly prepared an MTSS 
should base their budget submissions on MTSSs. If MDAs are involved in more than one sector, their 
budgets will have to take account of the MTSSs for each of those sectors. Budgets based on MTSSs:

The projected budget allocations given to the 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 an MTSS, it cannot be abandoned. If 
it is not completed it can be rolled over to the next period, unlike before when abandoned projects 
proliferated.

Clearly link activities and programmes to policy goals: this is fundamental and critical if MDAs are to 
determine whether the approaches they are taking are effective, for example, in relation to reducing 
inequalities;
Are realistic because they are based on the resources available.
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Over a period of time, circumstances will change – low priorities may become high priorities, 
governments may change, the national or global economy may falter or surge. The MTSS must thus be 
regarded as a working document, not 'set in stone'. It provides a benchmark against which to annually 
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 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.

Stage 4 involves the annual review of performance against targets set in the MTSS and the 
subsequent revision of the MTSS (rollover) to produce a new version that reflects present 'realities' and 
circumstances. This means that subsequent generations of MTSSs are directly linked to and drawn from 
a preceding MTSS but all should reflect the policy priorities and outcomes laid out in the development 
plan.

Stage 4 involves two distinct but interrelated steps:

Stage 4: Rolling Over the MTSS

Step 4A – annual review of the sector's performance;
Step 4B – revising the MTSS (rolling over the MTSS).

Step 4A: Annual Review of the Sector's Performance
At the end of each implementation year, there will be a need to roll over the MTSS to another year. A 
key   aspect of the rolling process of MTSS implementation is an annual review of sector performance. 
The purpose of such a performance review is to make an assessment of the actual results achieved by 
sector strategies and programmes in achieving policy outcome Key Performance Indicator (KPI) targets. 
The recommendations from performance assessment should then be used to help adjust medium-
term strategies and budgets within the MTSS in order to ensure they remain relevant and effective in 
achieving medium- and longer-term goals  and objectives for the sector.

The rolling over of MTSSs should commence with the review of the sector's performance against the 
performance targets that were set in the MTSS of the preceding year. Therefore, for an MTSS covering, 
for example, 2015–2017, the rollover of the MTSS to a 2016–2018 version will commence with the review 
of sector performance up to 2014. In line with the planning and budget calendar, the annual sector 
performance review should be conducted by no later than April in the year of preparation. The annual 
review should be undertaken within the context of the Performance Management Framework (see Step 
3C). This topic is covered in more detail in the Policy and Strategy Guide No 4: How to Conduct a Sector 
Performance Review.

The considered practice should be for performance information to be collected and collated on a 
quarterly basis during the course of the year. That way, details of the annual performance will be readily 
available at the end of Q4 or by the end of Q1 of the following year at the latest. This will usually be 
easier where a Management Information System (MIS) exists and is in use. However, where an MIS does 
not exist, performance data collection instruments – simple but appropriate record-keeping documents – 
have to be developed to enable this to happen.
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The performance assessment should cover the following:

Further consideration needs to be given to the political environment and whether the political leadership 
in the state is still committed to the same set of policy priorities, strategic actions and outcome targets. 
This should be done through a presentation of the outcome of the performance review to the political 
leadership in the person of the appropriate Honourable Commissioner(s) with responsibility for the 
sector.

Once the outcome of the sector's performance review, together with the recommendations for 
adjustments to the strategies and investments/expenditure in the MTSS are agreed, this can then be 
used by the MTSS development team to commence the revision (rollover)  of the MTSS. Reference 
also needs to be made to information from the central planning ministry which details the expected 
budgetary allocation for the sector over the next three years.

Actual performance against output and outcome targets including a focus on changes in inequalities; 
Financial performance – budget versus actual expenditure vis-à-vis actual performance in the 
provision of services;
Use of resources – whether or not organisational arrangements (human and material resources) were 
organised in a way that allowed for successful programme and project implementation.

Step 4B: Revision (Rollover) of the MTSS
It is at this point that an assessment is made about the extent to which actual performance has gone 
towards achieving the outcome targets that were originally set in the MTSS.

The MTSS development team which should include officers from the central planning ministry  will  
subject the outcome of the performance assessment to a critical review. Questions should be asked to 
establish the extent to which actual recorded sector performance has contributed to the achievement 
of the sector's outcome targets, including those that focus on reducing inequalities. It is only after this 
that recommendations for strategy changes will be developed. The outcome of the sector performance 
assessment helps to objectively justify the strategic activities that should be carried out over the next 
MTSS period.

A second critical issue will be the level of financial resources that can be expected to be available in 
the coming three years and whether the level of allocations to individual activities of the MTSS can be 
maintained or whether new activities can be funded. Thus, each year the spending envelope that will be 
provided  to  the sector must be taken into account to  establish  what level of implementation can be 
afforded.

The results of the validated sector performance assessment will next be presented to the political 
leadership of the sector's MDAs. It is at this point that the political leadership of the state will restate its 
commitments to the specific strategic activities and projects which it believes will continue to deliver the 
expected outcomes.
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The summary of the outcomes of the performance assessment will usually be any of the following:

Note:Note: All strategic projects that are assessed as not having met up to 30% of the performance target 
need to be considered along the lines of whether to discontinue the strategic actions/projects or to 
replace them with other alternative strategic projects.

Given that the rolled over MTSS will be a successor of an already existing MTSS, it will not always be 
necessary for it to be rewritten in its entirety. Many elements of the sector will remain constant, for 
example the policy framework, and can simply be replicated in  the rollover MTSS. While all the sections 
contained in the previous MTSS have to be written in the new (rolled over) MTSS, the sections should be 
kept short with summaries of the contents of the previous MTSS which is then followed by more detail of 
new items that are being introduced in the new MTSS for the first time.

The process of annually rolling over the MTSS should be managed in the same way that the initial MTSS 
was produced as has been outlined in earlier sections.

Good/Exceptional progress (Green rating) is being made – continue with current strategic activities; 
Moderate progress (Amber rating) is being made – assess the effectiveness of the strategic activities 
and revise them accordingly as appropriate;
Poor/No progress (Red) is being made – assess the effectiveness of strategic activities and either 
discontinue such activities, modify them, or replace them with alternative strategic activities capable 
of delivering better results.

Collect and collate performance data on a quarterly basis throughout the year;

Conduct a performance assessment on the sector's annual performance;

Obtain details of expected three-year revenue allocations to the sector from the central planning 
ministry;

Validate the outcomes of the performance assessment and make recommendations for revisions of 
key strategic activities/projects;

Present sector performance review results to the political leadership to gain their continuing 
commitment to specific strategic activities/projects;

Revise/roll over the MTSS – include, where necessary, adjustments to the programmes and 
projects.

Checklist: Steps for revising (rolling over) the MTSS
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The approach to preparing an MTSS 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 an MTSS. The steps described in the guide can be used as a planning tool, or other additional 
tools can be used.

What is important is – one way or another – to make sure to cover the issues in the Final Checklist.

Section 4: A Final Word

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

Committee
Analyse current and recent trends in the sector including inequalities related to factors such as 
poverty, gender, age;

Identify current and future external challenges;

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

Senior management
Commit to planning.

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

Committee
Decide who will develop the strategy;

Decide on the time frame;

Outline the method;

Set deadlines for the key phases;

Set deadlines for making key decisions;

Decide what help will be needed;

Set a budget.

Senior management
Approve the process and budget.

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

Final checklist: Preparing an MTSS
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Committee
Organise internal and external analysis;

Consult with a broad range of stakeholders;

Develop list of possible strategic priorities;

Analyse alternatives;

Present suggested priorities to senior management for discussion;

Review draft priorities with staff;

Agree strategic priorities with senior staff.

Senior management
Discuss initial draft ideas;

Approve.

Turn strategic priorities into objectives: Turn strategic priorities into objectives: Turn the agreed strategic priorities into a few SMART outcomes.

Committee
Develop SMART outcomes for the agreed activities;

Prepare an outline of the MTSS to include strategic priorities and strategic objectives;

Seek senior management review and approval of the outline strategy;

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

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

Produce a costed MTSS;

Present to senior management for approval.

Senior management
Review and approve the outline plan and then the final priorities costed plan.

Turn activities and outcomes into budgets: Turn activities and outcomes into budgets: Turn agreed strategic objectives into budgets.

Committee
Organise departmental and cross-departmental teams to develop budgets to carry out agreed 
strategic objectives, where those budgets are clearly linked and traceable to strategic objectives.
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Senior management
Approve all budgets.

Measure and review progress:Measure and review progress: Ensure that there is a process to measure performance and review the 
MTSS regularly.

Committee
Assimilate the MTSS into normal performance and appraisal systems;

Senior management to review strategic priorities and objectives every year.

Senior management
Ensure that there is a system for monitoring work plans;

Review strategic priorities and objectives each year.

Have the G&SI/equalities and conflict sensitivity issues raised in Annex 1 been addressed 
systematically through the strategy  and budget?
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Generic Costing Template Guide 

There is a generic Medium-Term Sector Strategy (MTSS) template to support states in the costing of an 
MTSS. This annex provides a summary guide to using the template for programme officers, state officials 
and consultants involved in the process. The MTSS costing template spreadsheet can be found on the 
CD at the back of this publication.

The first part of the costing guide, entitled Overview of General Template Features, provides an overview 
of the costing template and introduces aspects of the template that will require state-level agreement so 
that it is used correctly by MDAs. One central issue is that of the  annual rate of inflation to be applied in 
the preparation   of the MTSS. A decision as to what rate to use needs to be made at the state level and 
will need to be disclosed in advance of MTSS preparation. The rate of inflation published by the Central 
Bank of Nigeria (CBN) is a common metric that can be used.

The sections of the costing guide entitled Existing Projects, New Projects and Summary Sheet provide 
instructions on completing the template and include an illustration of the template after entries have 
been made, using the Niger State Education MTSS as an example. This is to ensure that users are able 
to follow the various template applications as they make entries and adjustments.

The information that forms the basis of the costing exercise should be sourced as widely as possible:

All costings should adhere to two rules:

Costing of each activity or initiative should take into account the following components:

Introduction

Past experience of expenditure – this will be particularly important in costing existing initiatives as 
evidence can easily be provided of current costs;
Recent estimates and quotations;
Survey-based research.

The estimated cost should be the minimum reasonable cost:

Costs should be extended over a three-year time frame.

Personnel costs for the core activities of the MDA – those functions that are directly in support of the 
basic administrative functions of the MDA;
Personnel costs that relate to the delivery of  particular programmes or other functions of the MDA 
that fall outside its basic administrative function;
Overhead costs for the basic administrative functions of the MDA – broken down into the major 
components;
Overhead costs that relate to the  delivery  of particular programmes or other functions of the 
MDA that fall outside its basic administrative function – broken down into the major components; 
Administrative purchases associated with core activities of the MDA, e.g. office equipment; 
Administrative purchases required to support specific programme and non-basic functions, e.g. 
project vehicles;

Minimum reasonable unit cost;
Minimum reasonable number of units. This includes the minimum reasonable staffing levels when 
considering human resource requirements;

1.

2.
3.

1.

2.

1.

2.

3.

4.

5.
6.

a.
b.
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The MTSS template is organised into three sheets: Sheet 1 which has some notes to guide its use; Sheet 
2 which is the template for capturing all the financial cost projections; and Sheet 3 which collates the 
projections in a summarised format.

Sheet 1: Introduction and User NotesSheet 1: Introduction and User Notes
This sheet provides key points to note in the use of the template. It provides a brief guide to the 
following:

Sheet 2: Costing SheetSheet 2: Costing Sheet
The second sheet provides the template where the costings are collated. It is organised into two 
sections:

Sheet 3: Summary SheetSheet 3: Summary Sheet
The summary sheet is a collation of all the entries made in the costing sheet, comparing it to the 
allocations across the various account summary heads. The summary heads are:

This section provides a snapshot of allocations within the various envelopes allowing the user to 
compare them with the assumptions made in the costing sheet. Where there is a surplus or deficit the 
user is able to go back to the costing sheet to make necessary adjustments.

1. Overview of General Template Features

Administrative Capital – the creation of permanent assets that contribute to the administrative 
functions of the MDA, e.g. the building of an headquarters;
Programme Capital – purchases that are necessary for the running of programmes that do not create 
assets, e.g. vaccines for immunisation;
Developmental Capital – capital projects that create assets that directly benefit the state, e.g. 
hospitals, roads, dams, etc.

7.

8.

9.

Costing/Phasing;
How to use the costing template;
Summary sheet.

Existing projects;
New projects.

Personnel Resource Ceiling (Envelope);
Overhead Resource Ceiling (Envelope);
Capital Resource Ceiling (Envelope);
Total Resource Ceiling (Envelope);
Resource Outstanding (Surplus/Deficit).
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Existing projects are activities being carried over from previous years that require the provision of 
resources either to complete them or progress them. The costs may already be captured in the previous 
year's MTSS and might just require a reflection of their status in the numbers that are captured here.

2. Existing Projects

2.1 Personnel costs
Cells G10, H10 and I10 of Chart 1 are the parts of the template that need to be updated with projected 
numbers (Sheet 2). They are labelled [Year] 1, [Year] 2 and [Year] 3.

Chart 1 illustrates the template after it has been populated with numbers. The numbers in the subsequent 
years will reflect the assumed inflation rate entered in cell I2. This rate will be applied to the numbers 
in Year 1 to generate numbers for Years 2 and 3. Only the rows that are numbered from 1 to 33 are to 
be filled out. 'Overhead Costs' and 'Section 1: Existing Projects' are designed to collate the totals of 
the various entries made. 'Personnel Costs' needs to be filled out and should reflect the total costs of 
personnel that will be needed for existing projects.

2.2 Overhead costs
Chart 1 also illustrates the template for overheads once  it has been populated with numbers. 
Overheads for Year 1 are captured on cells B11 to I11 of the template. The numbers in the subsequent 
years will be generated automatically based on the assumed rate of inflation entered in cell I2. They 
need to be consistent with the other parts of the template. Unlike personnel costs, overheads have more 
details in terms of components. They are listed in the Table 2.

These need to be studied closely in order to be sure that they reflect the cost heads of the MDA.

Chart 1: Existing Projects Template after Entries
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Travel & Transport
Maintenance of Office
Motor Vehicle Repair
Motor Vehicle Fuel
Workshop & Training
Conference & Seminar
Stationery
General Utility
Publicity & Press
Management Information System
Special Duties Expenses
Uniforms and Protective Clothing
Grants
Monitoring and Evaluation
Audit Expenses
Consultancy Fees

Overhead costs:

Generator Diesel Consumption
Publications & Documentation 
Celebrations & Ceremonies
Maintenance of Equipment
Overseas Medical/Dental Expenses 
Medical/Dental Expenses Others 
Cleaning Materials
Library Services
Electricity
Servicing of Meetings
Security Services
Printing Expenses
Maintenance and Repairs Others 
Research and Development
Postal and Postage
Awards and Rewards

2.3 Capital expenditure
Capital expenditure is captured in rows B51 to I51 of the template. Unlike overheads where the labels 
are given,  in this part of the template the headers are to be determined by the MDA based on existing 
projects that require resources. The numbers in the subsequent years will also need to reflect the 
assumed inflation rate provided in I2 of the template. They need to be consistent with the other parts of 
the template.

Chart 2 illustrates the capital expenditure template for existing projects after entries have been made. 
Only the rows that are numbered need to be filled out as the row labelled 'Capital Expenditure – 
Existing and Ongoing

Chart 2: Capital Expenditure after Entries

Table 2. Overhead costs
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Projects' collates the total for all the entries made. In the example, only one year has been completed 
for the identified projects. This assumes that these capital projects will be completed within the first year 
of the MTSS. However, there may be instances when the projects take longer to be completed and in this 
case, the template would need to be filled out to encompass further years.

This section describes the part of the template that   deals with new projects. These are projects that will   
start within the first year of the preparation of the MTSS. There are several sections within the template to 
accommodate as many separate projects as necessary.

3. New Projects and Activities

3.1 Project name
The first project is labelled '145' as indicated in Chart 3. The name of the project is to be entered in the 
column next to this number. The cell for this is B157. There are 15 lines for the user to add account heads. 
These account heads should be consistent with the titles used in the 'Existing Projects' section of the 
template. Other projects would be numbered in this same format, with the next project being assigned 
'146'.

Chart 3 illustrates the template after entries have been made. The 'New Projects' section requires a little 
more detail than the previous sections covered so far. The columns labelled Quantity/Unit, Cost per 
Unit (N), and Inflation Rate will all need to be filled out. This is illustrated in more detail in the following 
sections.

3.2 Description
The column labelled 'Description' (cell B7) is meant to capture as clearly as possible the nature of the 
item (cells C7 to E7) that is to be procured. The headers would need to be determined before populating 
the template so that all MDAs are using the same descriptions.

3.3 Quantity/unit
The units will reflect the number of a particular item that will be required in a given year. Row 174 in Chart 
3 which is labelled 'Advertisement' indicating one unit in Year 1 would suggest one advert will be placed 
in that year. The fact that Years 2 and 3 show zero indicates that adverts will not be required in those 
years.

3.4 Cost per unit
The cost per unit should reflect the assumptions behind the unit cost of the service that is to be procured. 
The cost per unit would need to be filled out for each year. The link with any calculations is based on the 
number of units that is estimated to be required in each year. If  there is a year in which the units are set 
to zero, the cost per unit would be redundant as it would result in a zero calculation.
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3.5 Inflation (%)
As discussed in earlier sections of Annex 1, the inflation numbers will have to be set state-wide and 
should be expressed in the format XXX%. If the inflation number is expected to be 3% in each year, the 
inflation number to be entered would be 103% in each of the years. If the rate varies from year to year 
the number would be changed reflecting the actual rate projected but still kept in the same format, 
XXX%.

3.6 Yearly and Grand Totals
These sections reflect the aggregate of the entries made in the various columns described. No entries 
need to be made and these cells should not be edited in order not  to disrupt the structure of the 
template. Any changes required in this section of the template will need to be made by adjusting the 
figures in the columns for either the number of units or the cost per unit.

Chart 3: New Projects Template after Entries
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The Summary Sheet (Sheet 3) is an aggregate of all the entries from the Costing Sheet. The majority of 
the headers in the Summary Sheet cannot be edited. The rows that can be edited are the rows showing 
envelope ceilings.

4. Summary Sheet

4.1 Envelope Ceilings
Envelope ceilings reflect the resources that have been assigned to each expenditure head and are 
usually made available in the BCC provided by the MDA responsible for budget preparation. The main  
expenditure heads are: personnel, overheads and capital resources. The numbers that are collated 
within the MTSS template will, in a sense, reflect the wishes of the MDAs. The expenditure heads and 
associated resources will reflect what can be accommodated.

Chart 4 illustrates how the template will look after entries have been made. The cells to be filled out are 
C3 to C5, D3 to D5, and E3 to E5. The template will calculate the total resource ceiling, which is the sum 
of C3 to C5 for Year 1. The row labelled 'Resource Outstanding' will calculate the difference between the 
ceiling and the costings that have been collated in the MTSS to arrive  at either an under-spend (surplus) 
or over-spend (deficit).

The column for Year 1 of Chart 4 shows that there is a deficit of N7.8 billion. This deficit largely reflects the 
exclusion of the assumptions in the new projects cost in the resource ceilings. Once this is reflected in the 
capital expenditure numbers the deficit should either reduce or change to a surplus.

4.2 Envelope Ceilings – Personnel & Overhead
The two headers that relate to existing projects are 'Personnel Resource Ceiling' and 'Overhead 
Resource Ceiling'. The numbers collated here are aggregates of the entries in the Costing Sheet. 

Chart 4: Envelope Ceilings after Entries
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They should either match or be lower than the entries made in the section for ceilings. Where the 
aggregate exceeds the ceiling, adjustments would need to be made to proposed MTSS expenditures in 
the Costing Sheet until it is within the ceiling.

4.3 Capital Expenditure
The two cost items that make up the capital expenditure section of the Summary Sheet are both found on 
the Costing Sheet, namely the existing projects section under capital expenditure, and the new projects 
section. The resource allocations need to take  into  account these two parts of the MTSS, as subsequent 
adjustments would need to be made to either side to arrive at a balanced, deficit or surplus MTSS. Chart 
5 illustrates the template after entries are made. Where it exceeds the ceiling, adjustments will need to 
be made to proposed capital expenditures shown in the Costing Sheet until totals are within the ceiling.

4.4 New Projects
Although the 'New Projects' section of the MTSS provides more details in the Costing Sheet than the 
other headers, in the Summary Sheet the entries are collated as a list with the final cost assumptions. 
Any adjustments must be made in the Costing Sheet rather than in the Summary Sheet. Chart 6 reflects 
the status of the Summary Sheet for new projects after entries  have been made. The assumptions in 
the 'New Projects' section form part of the capital expenditure, and  resource allocations in the ceilings 
need to take that into account.

Chart 5: Capital Expenditure Summary after Entries
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Chart 6: New Projects Summary after Entries
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Annex 1:
Checklist for Gender and Social Inclusion and 
Conflict Sensitivity in Medium-Term Sector Strategies

In line with the Government of Nigeria's commitment to equality in relation to gender and other social 
factors (through the Nigerian Constitution and  related legislation) and plans for achievement of 
Millennium Development Goals (MDGs), MTSSs and budgets  should be based on need and include 
a focus on reducing inequalities. There should be  clear identification of the needs of those who need 
services most, depending on the sector (e.g. ensuring equitable access to education for girls and boys 
in rural and urban areas, or access to resources for women and other marginalised communities in 
the agricultural sector). The goals, objectives, indicators, activities and budgets should identify specific 
targets and actions to address those target beneficiaries. For example, the 10 or 20%  of LGAs with the 
worst outcomes could be given additional targets and resources for improvement (and the LGAs change 
as outcomes improve in those LGAs).

Where data and information – such as data disaggregated by sex or LGA – are not available or 
reliable, plans should be made to improve them to  ensure those who plan, deliver and monitor 
programmes and services are able to target resources effectively.

The following checklist is taken from sources such as the United Nations Development Programme 
Gender Mainstreaming Manual and other examples of international good practice and has been 
successfully piloted in 10 Nigerian states.

Gender and Social Inclusion (G&SI)/Equalities
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A) Context and justificationA) Context and justification
Background:Background: G&SI are highlighted in background information, 
specifically in relation to conflict drivers and grievances, to the 
MTSS/budget using convincing arguments;
Policy context:Policy context: the MTSS references and aligns with the wider 
G&SI policy context, including international agreements (e.g. 
Convention to Eliminate all forms of Discrimination Against 
Women (CEDAW), International Conference on Population and 
Development (ICPD), Convention on the Rights of the Child, 
African Union Protocol on Women's Rights, MDGs, Convention on 
the Rights of Persons with Disabilities, etc.), national policy (e.g. 
National Gender Policy) and any state G&SI guidelines/policies;
Data and information: Data and information: Key G&SI-sensitive indicators are 
provided, both general information that demonstrates extent 
of inequalities (e.g. the following list) and sector- specific 
information, including:

 Literacy rates;
 Primary education;
 Secondary completion;
 Life expectancy;
 Birth rates;
 Infant mortality rates;
 Maternal mortality rates;
 Population by age, sex and location (urban/  
 rural);
 Employment rates;
 Information by Local Government Area (LGA);   
 specific consideration should be made to areas   
 that have created or exacerbated conflict in the past.

B) GoalsB) Goals
The MTSS goal reflects the needs of men, women, girls and boys 
and other prioritised or disadvantaged groups arising from 
G&SI issues raised in the content analysis; with specific attention 
to those that have created or exacerbate conflict; The goal 
seeks to transform social and other institutions that perpetuate 
inequality.

C) Target beneficiariesC) Target beneficiaries
Except where interventions specifically target men, women, 
boys, girls there is a gender balance in the work;
Socially excluded groups/areas are targeted, based on need 
assessment and evidence of effectiveness;
Infrastructure needs of target beneficiaries are taken into 
account (e.g. latrines for girls/ boys, single sex wards in 
hospitals, private breastfeeding facilities).

D) ObjectivesD) Objectives
MTSS objectives address the needs of men, women, girls and 
boys and other priority groups.

E) ActivitiesE) Activities
Planned activities are targeted on men, women, boys, girls and 
other relevant socially excluded groups;
Additional activities needed to ensure that a G&SI perspective 
is made explicit (e.g. in training in G&SI issues, additional 
research, etc.) are in place.

1. MTSS/budget content Included? Recommendations
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A) Data and EvidenceA) Data and Evidence
Data and information disaggregated by sex and other social 
factors (e.g. rural/urban) are used to inform planning;
Participatory needs assessment involving affected communities 
or their representatives informs the process;
Evidence of effectiveness in G&SI issues was used to inform the 
MTSS, using sources such as:

Local, state, national and regional practice;
Technical assistance from experts;
Research institutes/publications;
Internet.

F) IndicatorsF) Indicators
Indicators measure G&SI aspects of objectives;
Indicators are disaggregated by sex or other social factors as 
required;
Where required, targets are set to ensure a sufficient level 
of gender balance in activities (e.g. quotas for male/female 
participation).

G) ImplementationG) Implementation
Implementers have the skills required to deliver G&SI- sensitive 
policy and programmes;
Men, women/other relevant community members will participate 
in implementation.

H) Monitoring and EvaluationH) Monitoring and Evaluation
The M&E strategy includes a G&SI perspective and involves 
relevant communities in a meaningful way;
The M&E strategy will consider both substantive (content) and 
administrative (process) aspects of the MTSS.

I) RisksI) Risks
G&SI issues have been taken into account in risk assessment;
The potential negative impacts of interventions have been 
considered (e.g. increased burden on women or social exclusion 
of men).

J) BudgetJ) Budget
Financial inputs reflect G&SI-related outcomes, outputs and 
activities (e.g. maternal mortality programmes; school latrines 
for boys and girls);
Budgets include resources for relevant G&SI training or 
expertise.

K) AnnexesK) Annexes
Relevant evidence (e.g. research papers/excerpts) is included 
as annexes to contribute to a sound justification for attention to 
G&SI.

Other issuesOther issues

1. MTSS/budget content Continued...

2. MTSS/budget process

Included?

Included?

Recommendations

Recommendations
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B) Partnership and EngagementB) Partnership and Engagement
Partnerships:Partnerships: The MTSS/budget were developed in partnership 
with the relevant range of MDAs, professional bodies, 
representatives of civil society, development partners, etc., 
taking into account dependencies for achievement of sector 
targets9 including:

MDAs (e.g. MoPB, MoF, MoH, MoE, Ministry of Industry, 
Ministry of Agriculture, other key sector MDAs; e.g. if MOWA 
does not cover social inclusion issues including young 
people);
NGOs/CBOs representing G&SI community members/
focused on G&SI;
Development partners and programmes (e.g. State 
Accountability and Voice Initiative (SAVI), Education Sector 
Support Programme in Nigeria (ESSPIN), Partnerships for 
Transforming Health Systems Phase II (PATHS2), UN bodies, 
other development partners);
Professional bodies relevant to sectors;
Academic institutions;

Engagement: Engagement: Male/female service users and communities/ their 
representatives (e.g. CBOs/NGOs) were meaningfully involved in 
needs assessment, planning, delivery, monitoring and review.

C) LeadershipC) Leadership
Champions for G&SI in the MTSS have contributed to ensuring 
G&SI content.

D) Resources and CapacityD) Resources and Capacity
Planners and reviewers have capacity to input effectively on the 
MTSS/budget.

E) CommunicationE) Communication
Partners/wider community:Partners/wider community: Effective communication mechanisms 
are in place to facilitate planning with partners (e.g. schedule of 
meetings set, up-to-date contact details maintained, adequate 
notice of meetings) and wider engagement (e.g. notice of 
consultation meetings);
Documentation and Dissemination:Documentation and Dissemination: There is a plan for 
documentation of processes and dissemination of publications 
to a range of audiences (e.g. summary versions for the service 
providers, information sheets for the public, etc.).

F) Monitoring and EvaluationF) Monitoring and Evaluation
The MTSS partnership and process of planning/review are 
assessed and recommendations made for improvements in the 
next cycle;
Partners or representatives of these participate meaningfully in 
M&E with a focus on G&SI issues.

Other issuesOther issues

1. MTSS/budget process Continued... Included? Recommendations

9 For example, in order to achieve health targets, the education sector needs to be involved to promote health messages, ensure the education of girls (which is directly related to  
 improved infant mortality rates) and encourage young people to train for science and health care professions.
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With the distribution of resources seemingly being the cause of conflicts between different groups of 
people across the world, and a realisation that development cannot take place in an environment of 
conflict, it is necessary for the MTSS to consider sensitivities and issues that may lead to conflict.

It is necessary for the government and the sector to have an understanding of both the history of conflict 
in the area as well as the conditions that may lead to potential conflicts in the future. Such understanding 
needs to extend to plans for how the sector could implement its programme and projects should conflict 
arise.

The key questions to address around conflict sensitivity when developing and subsequently rolling over 
the MTSS are:

Are sector programmes and projects designed and
implemented in an equitable way that ensures that no sections of the population are excluded?
Are natural and other material resources allocated/distributed and utilised in a way that makes it 
available to all sections of the population, and in a way that meets their various and specific needs; 
e.g. farmers need land for agriculture while herdsmen need grazing land for their livestock?
Are specific programmes and projects designed and included in the MTSS, which will meet the needs 
of special groups; e.g. providing special arrangements for delivering education to nomadic children?

Conflict Sensitivity in MTSSs
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A brief section explaining where the MTSS fits 
among the planning documents for the state and 
the sector.

A description of how the MTSS was developed, 
and who was involved.

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 in the state, for example, 
population growth and distribution (disaggregated 
by factors such as age, sex and location), current 
demand for sector services in different parts of the 
state, potential growth in demand, new technology.

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.

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, including a focus on inequalities 
that exist in relation to factors such as poverty, 
gender, location. (Put data in annexes rather than 
making this section too long.)

A description of the main policy goals for the 
sector. Refer to relevant documents, such as State 
Plans and national policies relating to the sector.
Ensure wording of goals is the same as policy 
statements.

Aims and objectives

Summary of the process

Summary of conclusions

Outline of the structure of the 
document

Brief introduction to the sector 
in the state

Strategic challenges

Sector resources

Current situation in the sector

Sector policy

1.1

1.2

1.3

1.4

2.1

3.1

3.2

2.2

2.3

1. Introduction

2. State sector policy

3. Developing sector strategy

Annex 2:
Model Medium-Term Sector Strategy Content
Example: Table of Contents for an MTSS
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A description of partner activities in the sector 
(may include donor, NGO, federal and local 
government, private sector, public–private 
partnerships, religious and other organisations' 
projects and programmes).

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

A description of the main medium-term strategies 
and main activities associated with them. Explain 
how the strategy builds momentum and growth 
(e.g. by  building skills and putting in place 
processes rather than just buying things) and how 
inequalities will be reduced.

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, 
including goals, outcomes and KPIs. This should 
have clear numbering relating to the policy goals 
and consistent wording.

A description of the organisations responsible for 
carrying out the different components of the MTSS.

A description of:
Programmes which run across Ministries, 
Departments and Agencies (MDAs) in the 
sector;
How sector programmes contribute to broader 
policy goals outside the sector;
How programmes in other sectors contribute to 
goals in the sector.

A summary of projected expenditure:
Emphasising changes in the balance between 
recurrent and capital expenditure;
Describing how changes in the pattern of 
expenditure in the medium term support the 
achievement of policy goals;
This should be numbered and relate to KPIs so 
that expenditure is easily traceable to strategic 
goals.

Contributions from partners

Expenditure assumptions

Expenditure projections

Summary of key strategies

Justification

Results Framework

Responsibilities and 
operational plan

Links within the sector and with 
other sectors

3.3

4.1

4.2

3.5

3.6

3.7

3.8

3.4

3. Developing sector strategy Continued...

4. Three-year expenditure projections
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A description of the data that will be collected to 
measure progress towards targets, including data 
disaggregated by factors such as sex and LGA to 
allow measurement of changes in inequalities.

A description of when, how and what form the 
annual review of the MTSS 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 analyses.

Identifying data

Annual sector review

Organisational arrangements

5.1

5.2

5.3

5. Monitoring and Evaluation
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Annex 3:
Glossary
Activity: 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. Examples of 'activities' could include: development of a data base; 
building a school; recruiting staff; providing training; and procuring equipment.

Arrow and pillar approach:Arrow and pillar approach: A method of policy development where the arrow is a high-level goal and the pillars are the 
supporting programmes needed to achieve that goal.

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

Benchmark: 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.

Budget Call Circular:Budget Call Circular: The Circular sent out by the central planning or budget Ministry each year, ideally around July, giving 
guidance on the annual budget process, and providing MDA budget ceilings based upon fiscal projections and policy 
direction.

Capital–recurrent ratio:Capital–recurrent ratio: The ratio of capital expenditure to recurrent expenditure.

Conflict sensitivity:Conflict sensitivity: Conflict sensitivity means the ability to understand the context in which the Plan operates; understanding 
the interaction between Plan intervention and the context and acting upon the understanding of this interaction, in order to 
avoid negative impacts and maximise positive impacts.

Cost/benefit analysis: Cost/benefit analysis: The process of comparing the costs involved in doing something with the advantage or profit that it 
may bring.

Economic code:Economic code: The code in the budget document and chart of accounts referring to a separate type of expenditure by input.

Equality:Equality: Ensuring equality of opportunity between women and men, or socially excluded groups and the rest of society, so 
that all have equal rights and entitlements to human, social, economic and cultural development and an equal voice in civic 
and political life.

Equity:Equity: The exercise of rights and entitlements leading to outcomes that are fair and just. Examples:
Ramps for buildings so that people with mobility problems can enter;
Pictorial signs for people who are unable to read;
Maternity leave for pregnant women.

Executive:Executive: That part of a government that is responsible for making certain that laws and decisions are put into action.

Fiscal projection: Fiscal projection: This is a projection over a defined medium-term period of the expected financial resources that will be 
available to a government unit (state government for example). It will normally be based upon assumptions and estimates 
of key fiscal elements, including the assumed oil price and production volume, the level of taxation, the level of inflation and 
projection of gross domestic product (GDP).

Gender: Gender: Socially defined roles for men and women, girls and boys. These can vary widely based on differences in social 
norms, from area to area, region to region and country to country. Examples: women should/should not be able to choose 
paid employment; men can/cannot change a baby's diaper.

Goal: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.

Gross domestic product (GDP): Gross domestic product (GDP): The total value of goods and services produced in a country (or part of a country) in a year.
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High-level goal:High-level goal: A high-level objective or goal that exists at the level of the parent organisation, in this case for the state 
government. It describes a key result over the longer term towards which all combined activities and efforts should be aiming.

Impact: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, national 
development goals (as well as human rights as enshrined in constitutions) and national commitments to international 
conventions and treaties.

Input:Input: A financial, human, material, technological and/or information resource used for development interventions. What is 
needed to create an output. Examples of inputs:

If a road is an output, it needs the inputs of labour, planning, finance, materials and equipment to build it;
For numbers of students educated, inputs include teachers, schools, books, toilets and other facilities.

Key Performance Indicator (KPI): Key Performance Indicator (KPI): A KPI provides government departments with a way of ensuring that policy objectives 
will be achieved in the future. It  provides a framework to ensure policy objectives will achieve the desired outcomes, and 
that strategies are translated into action. Critically, it provides management teams with an early warning system that policy  
objectives may not be met as a result of internal shortcomings. A KPI monitors how well policy objectives are met. In short, 
a KPI is a measure of current activity and desired outcomes that will have an impact on a department's ability to deliver on 
policy objectives and targets in the future.

Legislature:Legislature: The group of people in a country or part of a country who have the power to make and change laws.

Medium-Term Sector Strategy (MTSS): Medium-Term Sector Strategy (MTSS): Sets out specific inputs and activities for a particular vote or small cluster of vote 
heads, to deliver specific outputs in the medium term (three years) and within the limitations of resource constraints so that it 
is realistic.

Ministries, Departments and Agencies (MDAs): Ministries, Departments and Agencies (MDAs): A collective term covering Ministries, non-Ministerial agencies, and the 
Departments within them. Each will normally have a separate budget vote functional code.

Medium-Term Expenditure Framework (MTEF):Medium-Term Expenditure Framework (MTEF): A MTEF describes the outline division of planned expenditures over a 
medium term, all within the confines of projected known financial resource constraints.

Objective: Objective: A specific result that an organisation aims to achieve within a time frame and with available resources.

Outcome:Outcome: Change in the institutional and behavioural capacities for development conditions that occur  between the 
completion of outputs and the achievement of goals. A result that contributes to the achievement of  a goal. It must contain 
reference to a measure of improvement in some aspect of business related to the goals of government. The result or effect of 
an activity, particularly insofar as it affects people.

Output: Output: 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. Something tangible and measurable 
produced by an activity or project, particularly a physical object or a physical measure of some activity (e.g. the number of 
training courses carried out). Examples of outputs:

Numbers of students (M/F) graduating from university;
Percentage of children (M/F) vaccinated.

Performance: 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: Performance indicator: Unit of measurement that specifies what is to be measured along a scale or dimension but does not 
indicate the direction of 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: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).



POLICY AND STRATEGY TOOLKIT

www.perlnigeria.net

P O L I C Y  A N D 

S T R A T E G Y 
T O O L K I T

53

Policy: Policy: A course or principle of action adopted or proposed by a government, party,  business  or individual. Policy making is 
the process by which governments translate their political vision into programmes and actions to deliver 'outcomes' – desired 
change in the real world. Policy can take a range of different forms, including  non-intervention,  regulation, for instance by 
licensing, or the encouragement of voluntary change, as well as direct public service provision.

Programme: Programme: A programme is a defined collection of inputs and activities, resulting in one or more outputs. It will normally 
include inputs under all of the three major budget groupings of personnel, overheads and capital.

Project:Project: A piece of planned work or an activity that is finished over a set period and intended to achieve a particular aim.

Results: 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): 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: 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: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.

Sector: Sector: A sector describes a discrete area of government business under which key outcomes are defined, normally at the 
Vote Head Ministry level, but it may include the work and outputs of more than one vote head category. So for example, 
education outcomes might be contributed to by Ministries of Education, Science and Technology, and perhaps even Water 
Affairs.

Social exclusion: Social exclusion: A process whereby certain individuals or groups are pushed to the edge of society and prevented from 
participating in economic, social and cultural life, because of factors such as poverty, age, gender, ethnicity, religion, location 
(e.g. slum or rural dweller), HIV status, marital status, mental health, physical or mental disability.

Social inclusion: Social inclusion: A process to ensure that those at risk of poverty and social exclusion have the resources to participate fully 
in economic, social and cultural life and enjoy a standard of living and well-being that is considered normal in the society in 
which they live.

Stakeholders: Stakeholders: People or organisations such as employees, customers or citizens or bodies such as NGOs, CBOs, MDAs, 
private sector organisations, development partners, unions or academic institutions, with an investment, share or interest in 
something such as an organisation, project or society, who therefore have responsibilities towards it, and benefit from it.

State Plan: State Plan: An approved public document outlining a state's overarching policy position and the outcomes that the 
government expects these policies will deliver. The document describes how this will be done within the limitations of 
resource constraints, so that it is realistic. Also called a State Development Plan.

Strategy: Strategy: A detailed plan for achieving objectives in situations such as politics, business, industry, war or sport, or the skill of 
planning for such situations. A statement about how policy outcomes and goals are to be achieved.

Target: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'.

Vision: Vision: An aspirational description of what an organisation, in this case the state, would like to achieve or accomplish in the 
mid-term or long-term future. It is intended to serve as a clear guide for choosing current and future courses of action.

Vote Head: Vote Head: Ministries and Agencies that are designated a main budget code number under which other MDAs are listed.
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Annex 4: Medium-Term Sector Strategy
Preparation Checklist

Politicians and the Central Planning Ministry are providing timely annual policy guidance and 
envelopes, based upon the SDP, within which sector strategy can be developed.
Approaches to achieving meaningful civil society involvement (including women and 
representatives of marginalised groups) in strategy making are understood and utilised.
Strategies are published, and a political commitment to implement them is being made – attached 
to service charters where appropriate.
MTSS teams (or committees or focus groups) in each 'sector' have been established, and receive 
support on how to develop MTSS according to all the  contents standards listed adjacent from the 
central planning Ministry.
Sector strategies are developed into (or iteratively on the basis of) sector implementation or action 
plans.

Objectives are output and outcome based, and the sector strategy includes Key Performance 
Indicators (KPIs).
Sector Strategies cover three years, and rolling versions demonstrate changes made on the basis 
of performance reviews.
Sector Strategy demonstrates specific means of achieving or contributing to the achievement of 
relevant Policy Statements in the State Development Plan.
It is possible to discern in the Sector Strategy consistency with National and Regional Policy 
Guidelines.
Sector Strategies incorporate reference to cross- government and cross-stakeholder working.
Sector Strategies are financially feasible. Budgets can be traced to strategic priorities.
Evidence including research findings is used in the development of strategies.
Sector strategies demonstrate that there is the human resource and organisational capacity to 
implement them.
Sector strategies demonstrate that public views have
been taken into account.
Sector strategies demonstrate their contributions to MDG achievement and to G&SI targets to 
reduce inequalities.

1.

2.

3.

4.

5.

1.

2.

3.

4.

5.
6.
7.
8.

9.

10.

Strategy Process Standards

Strategy Content Standards
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Contact Address:
10 Bobo Street
Maitama, Abuja, Nigeria
info@perlnigeria.net
www.perlnigeria.net
Find us on Facebook
www.facebook.com/perlnigeria
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