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Document Status and Evidence Note 

This report presents the Yobe State Public Sector Performance, Institutional Transformation 

and Digital Government Readiness Assessment (2026) as an institutional diagnostic and 

decision-support document for public-sector transformation. It brings together the validated 

assessment findings, available workforce information and relevant programme-preparation 

materials to examine institutional performance, organisational capacity, workforce readiness, 

systems integration, digital government readiness and priority areas for reform. 

The principal evidence sources used in the assessment are summarised below. 

Evidence source Use in this report Evidence status 

2026 Public Service 

Institutional Capacity and 

Organizational Performance 

Survey 

Primary evidence for staff 

perceptions, institutional 

performance signals, organizational 

capacity, systems constraints and 

reform priorities 

Validated assessment 

findings; primarily 

descriptive 

July 2026 Workforce 

Information 

Analysis of serving workforce, 

pensioner stock and projected 

retirement exposure 

Administrative 

figures reported in the 

assessment material 

Yobe State Institutional 

Assessment and 

Programme-Preparation 

Documents 

Institutional context, programme 

architecture, proposed 

interventions, implementation 

arrangements, results framework 

and financing considerations 

Programme-

preparation evidence 

Reference Feasibility 

Framework 

Structure, sequencing, analytical 

presentation and investment-

readiness conventions 

Structural reference 

only; not a source of 

Yobe findings 

 

 

 

 

 

  

Evidence Interpretation 

The survey findings presented in this report are primarily descriptive and are used to identify 

institutional patterns, strengths, constraints and reform priorities. Detailed respondent-level 

disaggregation and inferential statistical analysis are not presented where the underlying 

evidence required for such analysis is not available. The report therefore does not make 

unsupported claims regarding sampling error, respondent weighting, statistical significance, 

cross-group differences or causal relationships. 

Similarly, programme baselines and targets that originate from programme-preparation 

documents are identified separately as indicative planning values and should not be 

interpreted as independently measured 2026 baseline results. During programme inception, 

these indicators should be formally validated, with agreed definitions, data sources, 

calculation methods and verification arrangements established within the programme 

Results and Monitoring Framework. 

The assessment should therefore be understood as the validated institutional diagnostic and 

decision-support baseline for reform planning, with the formal programme baseline to be 

confirmed during inception. 
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EXECUTIVE SUMMARY 

The Yobe State Public Sector Performance, Institutional Transformation and Digital 

Government Readiness Assessment (2026) provides a practical, system-wide diagnosis of the 

State Public Service, examining how existing institutions, people, processes, information and 

technology are performing, the principal constraints affecting effectiveness, and the reforms 

required to strengthen public-sector performance and readiness for future development 

demands. 

The assessment goes beyond a conventional survey report. The 2026 Public Service 

Institutional Capacity and Organisational Performance Survey constitutes a key evidence 

stream, complemented by July 2026 workforce information, institutional analysis and 

programme-preparation documents. Together, these sources provide the basis for identifying 

the State's institutional strengths, capacity constraints, workforce transition risks and priority 

areas for public-sector transformation. 

Overall Diagnosis 

The assessment finds that Yobe State has an established institutional foundation, an 

experienced public-sector workforce and a strong basis for reform, but the systems supporting 

these assets require strengthening and modernisation. The principal challenge is systemic rather 

than simply a shortage of personnel or training. People, processes, information, technology and 

management arrangements are not yet sufficiently connected to consistently support efficient, 

coordinated and results-oriented public administration. 

This diagnosis is particularly important given the scale of the anticipated workforce transition. 

As of July 2026, Yobe State had 45,588 serving civil servants and 7,133 pensioners, while 

10,345 serving officers are projected to retire by 31 December 2028. The projected retirement 

cohort represents approximately 22.7 percent of the current serving workforce. This creates a 

significant and immediate risk to institutional continuity, succession, technical capacity and 

retention of institutional knowledge, making critical-position mapping, succession planning, 

knowledge transfer and targeted workforce development urgent management priorities. 

Evidence of Reform Demand and Institutional Constraints 

The 2026 institutional assessment indicates a substantial appetite for public-sector reform 

among respondents. Approximately 82 percent support comprehensive public-sector reform, 

while 74 percent support innovation and organisational learning and 70 percent support 

integrated digital government systems. At the same time, the findings identify important 

constraints affecting public-sector performance. Approximately 68 percent identify digital 

transformation as a priority, 66 percent report limited digital integration across MDAs, and 63 

percent indicate that manual administrative processes continue to affect productivity. 

Approximately 65 percent identify emerging competency gaps, while 61 percent identify the 

need for stronger leadership development. Further weaknesses are identified in Results-Based 

Management (58 percent), inter-agency collaboration (57 percent), and knowledge 

management (54 percent). Taken together, these findings suggest that the State's challenge is 

not a lack of willingness to reform, but the need to create the institutional conditions through 

which reform can translate into sustained improvements in performance. 

Institutional and Systems Challenge 

A particularly important finding is the gap between the existence of formal institutional 

structures and the effectiveness of the systems connecting them. While approximately 72 

percent of respondents indicate that existing structures adequately support core mandates, only 
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41 percent consider operational systems sufficiently integrated across MDAs. This gap points 

to a fundamental whole-of-government challenge. The effectiveness of one institution often 

depends on information, decisions, resources or processes managed by another. Planning may 

depend on finance and human-resource information; programme implementation may require 

coordination across several MDAs; performance management depends on reliable information 

from operational units; and digital government requires common standards and 

interoperability. 

The assessment therefore does not support wholesale replacement of existing institutions. 

Rather, it supports connecting and strengthening what already exists through clearer 

institutional responsibilities, stronger coordination, standard operating procedures, improved 

information flows, business-process reform and interoperable digital systems. 

Workforce and Human Capital Transformation 

The projected retirement of 10,345 officers makes workforce transformation a central 

component of the reform agenda. The State has a limited window to identify critical functions 

and positions, assess succession risks, document institutional knowledge and prepare the next 

generation of public servants before significant personnel turnover occurs. The proposed 

response therefore moves beyond generic training towards competency-based capacity 

development, leadership development, succession planning, knowledge transfer and 

organisational learning. Approximately 3,500 public servants are proposed as direct 

beneficiaries of structured capacity-development interventions. This represents a targeted 

cohort rather than an intention to train the entire workforce; the wider public service is expected 

to benefit from improved institutional systems, policies, processes, digital platforms and 

knowledge-management arrangements. 

Digital Government and Technology Readiness 

Digital transformation emerges as both a priority and a significant opportunity. The assessment 

indicates strong support for integrated digital government while simultaneously highlighting 

limited systems integration and continued reliance on manual processes. The recommended 

approach is therefore not technology-first. Business processes should be reviewed and 

improved before priority workflows are digitised, supported by appropriate digital architecture, 

interoperability standards, data governance and institutional arrangements. This is essential to 

avoid simply transferring inefficient manual processes into digital platforms. 

Similarly, responsible adoption of artificial intelligence and emerging technologies should be 

sequenced after the necessary foundations for data governance, cybersecurity, institutional 

safeguards, skills and human oversight are established. AI should be applied initially to clearly 

defined, manageable use cases where institutional value and safeguards can be demonstrated. 

Results, Data, Innovation and Organisational Learning 

The assessment identifies further opportunities to strengthen the management systems through 

which government plans, measures performance and learns from implementation. Weaknesses 

in Results-Based Management and knowledge management indicate the need for stronger links 

between planning, budgeting, implementation, monitoring, evidence and decision-making. The 

strong level of support for innovation and organisational learning provides an important 

foundation for establishing mechanisms through which MDAs can test improvements, 

document lessons, share institutional knowledge and scale effective practices. 
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Priority Transformation Agenda 

Based on the integrated diagnosis, the assessment identifies seven mutually reinforcing 

priorities: 

• Workforce Transition and Succession Management – identify critical positions, 

strengthen succession planning and preserve institutional knowledge ahead of the 

projected retirement transition. 

• Institutional and Business-Process Reform – streamline priority processes, clarify 

institutional responsibilities and strengthen SOPs. 

• Digital Government and Systems Integration – establish the foundations for 

interoperable digital government and digitise priority workflows. 

• Human Capital and Leadership Development – address priority competency gaps and 

strengthen leadership and professional capabilities. 

• Results, Data and Evidence-Based Management – strengthen RBM, performance 

information and the use of evidence in decision-making. 

• Knowledge Management, Innovation and Change Management – institutionalise 

learning, knowledge retention, innovation and managed organisational change. 

• Responsible AI and Emerging Technology Readiness – establish the governance, data, 

skills and safeguards necessary for appropriate adoption of emerging technologies. 

These priorities should be implemented as one coordinated public-sector transformation 

agenda, rather than as disconnected training, technology or institutional-reform projects. 

Proposed Investment 

The assessment provides the institutional evidence base for the proposed US$2.47 million 

UNDP grant over 36 months. The proposed investment is intended to strengthen the 

institutional machinery through which Yobe State plans, manages public resources, develops 

its workforce, implements programmes, monitors results and delivers services to citizens. The 

programme combines institutional governance and reform, human capital and workforce 

transformation, digital government and ICT modernisation, data governance and innovation, 

RBM and M&E, programme management and quality assurance, and knowledge management, 

communications and sustainability. The investment is deliberately broader than training. It 

seeks to create an enabling environment in which better-skilled people can work through better 

processes, supported by better information, appropriate technology, stronger management 

systems and clearer accountability arrangements. 

Implementation and Sustainability 

The assessment recommends a phased approach beginning with programme inception, baseline 

validation and detailed institutional and process diagnostics, followed by implementation of 

priority reforms and systems, and culminating in consolidation, institutionalisation and 

sustainability. Government ownership should remain central throughout implementation, with 

reforms embedded within existing public-sector structures and systems rather than creating 

parallel arrangements. Capacity development should be directly linked to institutional reforms, 

redesigned processes, digital systems and measurable performance outcomes. 

A formal Results and Monitoring Framework should also be established during programme 

inception, including agreed indicator definitions, baselines, targets, data sources, 

responsibilities and verification arrangements. Any indicative programme baselines and targets 

should be validated at this stage before being adopted as formal programme results indicators. 
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The projected workforce transition makes this reform agenda time-sensitive, while the strong 

demand for reform, innovation and digital government provides a favourable foundation for 

action. With disciplined sequencing, strong government ownership, targeted investment and a 

clear focus on measurable results, the proposed programme can help Yobe State build a more 

capable, digitally enabled, evidence-driven, coordinated and resilient public service that is 

better positioned to deliver sustainable development outcomes and improved services to 

citizens. 

 

Figure 2. Yobe State Public Service Workshop Position 

  

Yobe State has the institutions, people and commitment required to undertake meaningful 

public-sector transformation. The priority is to strengthen, connect and modernise the 

systems that support those institutions and people so that the public service can operate 

with greater efficiency, coordination, accountability, resilience and readiness for the 

future. 
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CHAPTER ONE  - INTRODUCTION AND BACKGROUND 

1.1 Purpose of the Assessment 

The purpose of the assessment is to establish an evidence-based understanding of the 

performance and readiness of the Yobe State Public Service and to translate the findings into a 

practical institutional transformation programme. 

The assessment looks beyond the question of whether individual officers have received 

training. It considers whether public institutions have the structures, systems, people, 

processes, information and technology needed to perform effectively. The assessment therefore 

considers institutional performance, organisational capacity, workforce capability, leadership, 

digital readiness, data governance, innovation, performance management and organisational 

resilience. The assessment is not designed to rank individual Ministries, Departments and 

Agencies or to attribute institutional performance problems to individual officers. Its purpose 

is to identify system-level constraints that can be addressed through policy, management, 

organisational development, technology, workforce planning and leadership. 

The findings are intended to inform the design and implementation of the proposed Yobe State 

Public Sector Performance, Institutional Transformation and Digital Government Readiness 

Programme. 

1.2 Assessment Approach 

The assessment draws on the 2026 Public Service Institutional Capacity and Organisational 

Performance Survey, existing government information, programme preparation documents, 

institutional diagnostics and the wider analysis undertaken for the proposed programme. The 

approach combines quantitative evidence with institutional and qualitative analysis. This is 

important because survey percentages on their own do not explain why a particular problem 

exists. The assessment therefore considers the practical implications of the findings for 

government institutions. 

The analysis has also been structured around the main issues that emerged from the evidence: 

institutional performance, workforce capability, digital government, leadership, data and 

evidence, organisational learning, innovation, climate resilience and inclusion. The assessment 

is designed to lead from evidence to action. It does not stop at identifying gaps. Each major 

finding is considered in terms of what it means for institutional performance and what type of 

response is required. 

1.3 Assessment Questions 

1. What is the current institutional and workforce position of the Yobe State Public Service? 

2. Which organizational, procedural and coordination constraints are affecting public-sector 

performance? 

3. Where are the most important human-capital and succession risks? 

4. How ready are government institutions for integrated digital government and responsible 

use of data and AI? 

5. How strong are current arrangements for results management, organizational learning and 

innovation? 
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6. Which reforms should be prioritized, in what sequence, and with what measurable 

results? 

1.4 Scope 

The assessment is structured around eight interconnected diagnostic domains covering 

institutional performance, human capital, digital government, data and artificial intelligence, 

performance management, innovation and organisational learning, inclusion and resilience, 

and implementation readiness. Together, these domains provide a comprehensive framework 

for assessing the institutional, human, technological, performance and sustainability 

dimensions of public-sector transformation in Yobe State 

Diagnostic domain Core assessment focus 

Institutional performance 
Mandates, coordination, accountability, 

processes and organizational effectiveness 

Human capital 

Competencies, leadership, workforce 

transition, succession and knowledge 

transfer 

Digital government 

Digital maturity, integration, workflow 

automation, interoperability and 

cybersecurity 

Data and AI 
Data governance, analytics, responsible AI 

readiness and privacy safeguards 

Performance management 
RBM, KPIs, dashboards, M&E and use of 

evidence 

Innovation and learning 
Knowledge management, Communities of 

Practice, innovation and change readiness 

Inclusion and resilience 
Gender, disability, accessibility, climate and 

institutional resilience 

Implementation readiness 
Governance, financing, procurement, QA, 

risk and sustainability 

1.5 Analytical and Reporting Framework 

The report uses a structured analytical framework that moves from problem definition and 

institutional context to evidence, capacity diagnosis, readiness analysis, reform options, 

implementation priorities, financing, results, risk and conclusion. This structure is appropriate 

to the Yobe State assignment because it transforms survey evidence into an institutional 

diagnostic and decision-support product rather than a conventional survey report. 

The reporting approach places quantitative metrics, analytical tables and decision points close 

to the narrative they support. Throughout the report, a clear distinction is maintained between 

validated administrative data, provisional survey statistics, analytical interpretations and 

programme targets. This distinction is essential for technical credibility and prevents proposed 

targets from being presented as measured baseline conditions. 
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CHAPTER TWO - DEVELOPMENT, INSTITUTIONAL AND PUBLIC SECTOR 

CONTEXT 

2.1 Development and Institutional Context 

Yobe State has operated for many years in a difficult development environment. The effects of 

insecurity, economic pressures, climate vulnerability and limited institutional resources have 

placed considerable demands on government. At the same time, the State has continued to 

invest in rebuilding infrastructure and strengthening essential services. The public service has 

had to support recovery while also responding to ordinary development needs in education, 

health, agriculture, water, social protection, infrastructure, environmental management and 

economic development. 

This has created a public service that carries a wide range of responsibilities. The nature of 

those responsibilities is also changing. Government now needs officers who can work with 

data, manage digital systems, design and monitor programmes, engage stakeholders, manage 

projects, understand emerging technologies and respond to increasingly complex risks. The 

assessment therefore considers public sector reform not as a stand-alone administrative 

exercise, but as part of the State’s wider development effort. 

2.1.0 Operating Environment 

Yobe State's public institutions operate in an environment shaped by insecurity and recovery, 

demographic pressures, fiscal constraints, climate vulnerability, service-delivery demands 

and rapid technological change. These factors have increased the range and complexity of 

responsibilities carried by government institutions. 

The public service is simultaneously expected to maintain routine administration and support 

development programmes in areas including education, health, agriculture, water and 

sanitation, social protection, infrastructure, environmental management and economic 

development. The institutional question is therefore no longer simply whether government 

can administer programmes; it is whether the machinery of government can coordinate, learn, 

use information and adapt quickly enough to manage these demands. 

2.1 Public Sector and Governance Landscape 

Yobe State has an established public administration comprising Ministries, Departments and 

Agencies (MDAs), local government institutions and specialised bodies responsible for policy 

formulation, planning, budgeting, implementation, oversight and service delivery. This 

institutional base is a significant asset, and the assessment does not indicate a need for 

wholesale institutional replacement. Rather, the priority is to strengthen the capacity of existing 

institutions and improve how they function collectively as part of a wider government system. 

The assessment highlights the importance of institutional connectivity, coordination and 

systems integration. The performance of one institution is often dependent on the effectiveness 

of others. Planning, for example, requires timely information from finance and human 

resources; programme implementation requires coordination among implementing institutions; 

performance management depends on reliable information flowing from operational units to 

management; and digital transformation requires common standards, shared processes and 

interoperability across MDAs. Against this background, the finding that approximately 57 
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percent of respondents identified weaknesses in inter-agency collaboration is significant. It 

indicates that institutional performance cannot be addressed solely by strengthening individual 

MDAs. Persistent gaps in coordination, information flow, operating procedures and systems 

integration can continue to constrain whole-of-government performance even where individual 

institutions have adequate structures and personnel. 

The assessment therefore points to a reform approach centred on connecting and strengthening 

existing institutions rather than creating parallel structures. Priority should be given to clearer 

institutional roles and responsibilities, stronger inter-agency coordination mechanisms, 

standardised operating procedures, improved information sharing, integrated planning and 

performance processes, and interoperable digital systems. This whole-of-government approach 

would enable Yobe State to build on its existing institutional foundations while addressing the 

systemic constraints that affect efficiency, accountability and service delivery. 

2.2 Public Service Performance 

The public service remains the main machinery through which government policy becomes 

actual implementation. Public officers prepare plans, process expenditure, supervise 

contractors, regulate activities, manage public facilities, monitor projects, provide technical 

advice and engage with citizens. The quality of those functions affects virtually every sector. 

The assessment found that Yobe State has a workforce with considerable experience and a 

demonstrated commitment to government responsibilities. The problem is that the operating 

environment is changing faster than some institutional systems. The survey shows that 63 

percent of respondents report continued reliance on manual administrative processes. This has 

practical implications. Manual processes can increase the time required to move documents, 

make information harder to retrieve and make it more difficult to track where an administrative 

transaction is at any given time.  There is therefore a direct connection between administrative 

reform and digital transformation. Before a process is digitised, it needs to be understood and, 

where necessary, simplified. Otherwise, an inefficient manual procedure can simply become 

an inefficient electronic procedure. 

2.3 Human Capital and Workforce Transition 

2.3.1 Current Workforce Position 

The July 2026 workforce information gives the assessment a much clearer picture of the scale 

of the public service. There are currently 45,588 serving civil servants in Yobe State. There are 

also 7,133 pensioners. Most importantly, 10,345 serving officers are expected to retire from 

the current period to 31 December 2027. The projected retirement figure is approximately 22.7 

percent of the current serving workforce. This is a substantial workforce movement within a 

relatively short period. 

The implication is not simply that the State will have fewer workers. It is that the composition 

of the workforce will change quickly. Some of the officers leaving the service will have decades 

of experience. They may have knowledge of government procedures, programmes, 

institutional relationships, technical systems and historical decisions that is not fully 

documented. The State therefore needs to manage the transition deliberately. 
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2.3.2 Succession and Knowledge Transfer 

The assessment considers succession planning as an institutional management function, not 

simply an HR exercise. The first requirement is to identify critical posts and functions. Not 

every retiring officer will create the same level of institutional risk. Some positions may have 

several capable successors already in place. Others may depend heavily on a small number of 

experienced officers. The second requirement is to identify the knowledge that needs to be 

transferred. 

This can include technical procedures, institutional history, programme management 

knowledge, reporting processes, relationships with key institutions and practical knowledge 

about how particular systems work. The third requirement is to prepare successors. This means 

giving selected officers opportunities to develop the technical, managerial and leadership skills 

they will need before they assume greater responsibilities. The assessment therefore supports 

a workforce transition programme built around competency mapping, critical-post analysis, 

mentoring, coaching, leadership development and structured knowledge capture. 

2.3 Development Implications 

Institutional performance is a development multiplier. A stronger public administration 

improves the State's ability to plan and execute investments across sectors. Conversely, weak 

processes can increase transaction costs, slow implementation, reduce the usefulness of data 

and make it harder to identify corrective action. 

Institutional condition Development consequence 

Fragmented coordination 
Slower implementation and inconsistent policy 

execution 

Manual workflows 
Longer processing times, weaker traceability and 

higher administrative burden 

Skills gaps 
Lower readiness for digital, analytical and programme-

management demands 

Weak knowledge capture 
Loss of institutional memory and repeated learning 

costs 

Weak performance systems Limited ability to link resources and activities to results 

Fragmented digital systems 
Duplicate data, inconsistent records and poor 

interoperability 

 

2.4 Reform Opportunity 

The most encouraging finding is that reform demand already exists within the public service. 

The survey indicates high support for comprehensive reform and innovation. This creates a 

window in which reform can be framed as a practical improvement in how officers work, 

rather than as an externally imposed restructuring exercise. 

 



YOBE STATE PUBLIC SECTOR PERFORMANCE, INSTITUTIONAL TRANSFORMATION AND DIGITAL GOVERNMENT READINESS ASSESSMENT | 2026 

Government of Yobe State | Assessment Report | 2026                                                                                                      17 
 

CHAPTER THREE: ASSESSMENT METHODOLOGY, ANALYTICAL 

FRAMEWORK AND EVIDENCE QUALITY 

3.1 Assessment Design 

The assessment uses a mixed-source institutional diagnostic. The survey provides staff 

perceptions of institutional strengths, constraints and priorities. Administrative workforce 

figures provide the scale and timing of workforce transition. Programme-preparation 

documents provide institutional context, proposed results and implementation assumptions. 

The analytical task is to triangulate these sources rather than reproduce them separately. 

3.2 Analytical Approach 

• Descriptive analysis of available survey indicators. 

• Workforce exposure analysis using serving staff, pensioners and projected retirement 

figures. 

• Systems analysis links people, processes, technology, data and management. 

• Root-cause analysis to distinguish symptoms from structural drivers. 

• Options analysis to compare isolated interventions with integrated reform. 

• Prioritization using urgency, institutional reach, feasibility, dependency and development 

impact. 

• Results-chain analysis connecting reform inputs to institutional outcomes. 

3.3 Quantitative Treatment 

The available evidence contains summary percentages rather than a respondent-level dataset. 

The analysis therefore uses the reported percentages as descriptive signals. Where a 

percentage describes a constraint, it is not interpreted as proof that the underlying institutional 

process is defective in every MDA. Instead, it is used to identify an issue requiring 

institutional verification. 

Evidence category Treatment 
Confidence for decision-

making 

Administrative workforce 

figures 

Direct descriptive 

calculation 

High for the reported period, 

subject to source 

verification 

Survey percentages Descriptive synthesis 
Moderate; final validation 

required 

Illustrative programme 

baselines 
Planning assumptions 

Low until formal baseline is 

completed 

Illustrative programme 

targets 
Design targets 

Moderate as planning 

targets; not observed 

outcomes 

 

3.4 Data Quality and Validation Requirements 

Before the assessment is used as the final public baseline, the Office of the Head of Service 

should validate the survey dataset, confirm the number and profile of respondents, verify the 

wording and denominator for each reported indicator, and reconcile the workforce figures 
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with the authoritative personnel database. The validation should also produce MDA-level and 

cadre-level disaggregation where data protection and sample size permit. 

3.5 Evidence Interpretation and Analytical Limitations 

This assessment uses the validated 2026 institutional assessment findings and available 

workforce information to identify key patterns, institutional strengths, capacity constraints and 

priority areas for reform. The findings are primarily descriptive and should be interpreted 

within the scope of the evidence available. Accordingly, the assessment does not make 

statistically representative inferences beyond the validated survey evidence, undertake tests of 

statistical significance across MDAs or respondent groups, or make causal claims where the 

underlying evidence does not permit such analysis. Similarly, economic rate-of-return or NPV 

estimates have not been presented because a sufficiently robust benefits model is not available, 

while precise digital maturity scores have not been assigned where the underlying maturity 

assessment instrument and supporting evidence are unavailable. 

 

These limitations do not affect the usefulness of the assessment as an institutional diagnostic 

and decision-support tool; rather, they define the appropriate level of interpretation and provide 

a basis for strengthening the programme baseline and measurement framework during 

inception. 

 

 

Technical recommendation 

The first activity programme should include a formal baseline and data-quality protocol. The 

current assessment should be treated as a strong diagnostic starting point, not as a substitute 

for the baseline that will govern programme targets and performance measurement. 
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CHAPTER FOUR: INSTITUTIONAL CAPACITY, WORKFORCE AND 

TRANSFORMATION READINESS 

4.1 Workforce Competency and Training Needs 

The survey indicates that 65 percent of respondents identify gaps in emerging governance 

competencies. The areas highlighted include digital government, artificial intelligence, data 

analytics, monitoring and evaluation, strategic leadership, project management and change 

management.  This is significant because these are increasingly part of normal public 

administration. 

Digital government requires more than ICT specialists. Planning officers need to understand 

digital information systems. Managers need to interpret dashboards and performance 

information. Human resource officers need to manage digital workforce systems. Programme 

officers need to use data to monitor implementation. The same applies to AI. Government 

officers do not necessarily need to become AI developers. They do need to understand what AI 

can and cannot do, how it may affect government work, what risks arise from using public data 

and where human judgement must remain in control. 

The assessment therefore supports competency-based training rather than generic workshops. 

Approximately 3,500 public servants are proposed for structured capacity development under 

the programme. The selection will be linked to institutional functions and identified skills gaps. 

The existing programme design specifically provides for differentiated training by cadre, 

function and reform responsibility.   

4.2 Leadership and Organizational Culture 

The survey records 61 percent of respondents identifying stronger leadership development as 

an area requiring attention.  Leadership matters because institutional reform eventually comes 

down to decisions made by people. New procedures will only work if managers use them. 

Digital systems will only be adopted if leadership supports them. Performance management 

will only become meaningful if managers take performance discussions seriously. 

The assessment therefore identifies a need to strengthen leadership at different levels of the 

public service. Executive officers require strategic leadership and change-management 

capabilities. Middle managers need stronger management, coordination and performance 

skills. Emerging leaders need exposure to problem-solving, policy implementation and 

institutional decision-making. Leadership development should also be connected to succession 

planning because of the number of officers expected to retire. 

4.3 Digital Government Readiness 

Digital transformation emerged as one of the clearest areas of demand. Approximately 68 

percent of respondents identify digital transformation as a strategic priority, while around 70 

percent support the introduction of integrated digital government systems.  This indicates that 

there is already considerable staff recognition of the need for change. The assessment identifies 

several areas requiring attention, including enterprise-wide digital architecture, integrated 

information systems, electronic document management, workflow automation, cybersecurity, 

data governance, digital services and interoperability. 

The problem is not necessarily that Yobe State has no digital systems. The more important 

issue is that systems may operate separately, use different approaches or not communicate 
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effectively with one another. This can result in duplicate data entry, inconsistent information 

and difficulty obtaining a single reliable picture of government activity. The recommended 

direction is therefore to develop a common digital government architecture and prioritise a 

manageable number of high-value processes for redesign and digitisation. 

4.4 Data Governance and Evidence-Based Decision-Making 

Government generates information every day. The value of that information depends on 

whether it is accurate, accessible, protected and actually used. The assessment identifies 

opportunities to improve data governance, integrated reporting, performance dashboards, 

monitoring and evaluation and policy analysis.  The finding that approximately 54 percent of 

respondents believe institutional knowledge is not consistently documented or shared 

reinforces this concern.   

Data governance and knowledge management are closely connected but are not the same thing. 

Data governance concerns the quality, ownership, protection and use of 

information.Knowledge management concerns what the institution knows, how that 

knowledge is retained and how it is transferred between people and across institutions. Both 

become more important when large numbers of experienced officers are preparing to leave the 

service. 

4.5 Artificial Intelligence Readiness 

AI is beginning to affect public administration through automation, analytics, decision support, 

document processing and other applications. For Yobe State, the immediate issue is not 

whether government should introduce AI everywhere. It is whether government institutions are 

ready to use it responsibly. The assessment therefore treats AI readiness as a governance issue 

as much as a technology issue. 

The State needs clear rules around data, privacy, security, accountability, human oversight and 

acceptable uses of AI before high-impact applications are introduced. The proposed 

programme accordingly provides for an AI Readiness Assessment and AI Governance 

Framework alongside practical identification of appropriate use cases. This approach is 

consistent with the wider programme design, which places data governance and responsible AI 

alongside institutional reform rather than treating them as separate ICT activities.   

4.6 Results-Based Management and Performance Management 

The survey indicates that approximately 58 percent of respondents see a need for stronger 

Results-Based Management.  This points to a wider issue in public administration: government 

needs to know not only what has been done but what has changed as a result. A report stating 

that a training was conducted, a road was inspected or a meeting was held is useful for 

accountability, but it does not necessarily tell management whether the intended result was 

achieved. 

The proposed response is to strengthen institutional performance frameworks, define 

meaningful indicators, improve monitoring and use performance information in management 

discussions. The assessment therefore supports a Results-Based Management system that 

connects planning, implementation, monitoring and decision-making. 
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4.7 Institutional Learning and Innovation 

The survey indicates that 74 percent of respondents support innovation, continuous learning 

and organisational resilience as important elements of public sector reform. At the same time, 

approximately 54 percent report weaknesses in the systematic capture and sharing of 

institutional knowledge.  There is therefore both demand and a gap. Public servants are 

indicating that they want government to improve and adapt, but the mechanisms for capturing 

lessons and spreading successful practices are not yet sufficiently systematic. 

The proposed response is to establish practical knowledge-management arrangements, 

Communities of Practice, institutional learning sessions and mechanisms for documenting and 

sharing lessons. Innovation should also be connected to actual government problems. It should 

not become a series of competitions or events without a clear route from an idea to 

implementation. 

4.8 Climate Resilience and Environmental Governance 

Climate pressures are particularly relevant to Yobe State because of the implications for 

agriculture, water resources, infrastructure, livelihoods and public health. Government 

institutions need to consider climate risk when planning and budgeting, rather than treating 

climate resilience as the responsibility of only environmental institutions. 

The assessment therefore supports strengthening institutional capacity for climate-sensitive 

planning, disaster preparedness, environmental management and resilience.This is also 

important for the sustainability of public investments. Infrastructure and services need to be 

planned with the risks they may face over their operating life in mind. 

4.9 Gender, Social Inclusion and Disability 

Institutional transformation should improve the way government serves the entire population. 

The assessment therefore recognises gender equality, youth participation, disability inclusion 

and equitable access to public services as cross-cutting issues. Within the public service itself, 

training and professional development should be accessible and fairly distributed. 

In digital transformation, accessibility needs to be considered from the design stage. A digital 

service that cannot be accessed by persons with disabilities or people with limited digital 

literacy does not constitute inclusive transformation. The proposed programme accordingly 

mainstreams inclusion across its institutional, workforce and digital interventions.   

4.10 Overall Institutional Capacity and Transformation Readiness 

The assessment finds that Yobe State has a reasonable institutional base from which to 

undertake reform. Key strengths include government ownership, established administrative 

institutions, existing legal and policy frameworks, development partner engagement, existing 

training structures and a substantial pool of experienced public servants.   

The main weaknesses are operational rather than structural. These include uneven capacity 

across MDAs, manual processes, limited integration between digital systems, inconsistent 

performance management, fragmented knowledge management, variable leadership capacity, 

limited integration of data and weak institutional mechanisms for innovation.  This distinction 

matters. The State does not need to create a new public service architecture from scratch. It 

needs to strengthen and connect the institutions and systems that already exist. 
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The available evidence points to a public service that is functional but not yet sufficiently 

integrated. Approximately 72% of respondents indicated that existing institutional structures 

adequately support core mandates, while only 41% believed current operational systems are 

sufficiently integrated across MDAs. The contrast is important: formal institutional design 

appears stronger than the way institutions connect during implementation. 

Indicator Result Interpretation 

Structures support core 

mandates 
72% 

Positive institutional 

foundation 

Operational systems 

sufficiently integrated 
41% Major integration gap 

Limited digital integration 

across MDAs 
66% 

Systems fragmentation is 

widely recognised 

Inter-agency coordination 

weakness 
57% 

Whole-of-government 

coordination requires 

strengthening 

4.10.1 Governance and Coordination 

Coordination problems rarely sit inside one institution. A planning department can complete its 

work only if financial and sector information is available. A human resource decision can 

depend on accurate personnel data. A performance review depends on timely operational 

reporting. When these connections are weak, each MDA may appear functional in isolation 

while the government system performs below its potential. 

The 57% reporting coordination weakness should therefore be treated as a systems signal. The 

recommended response is not simply more meetings. It is clearer decision rights, shared 

performance objectives, standard information flows, common operating procedures and 

practical inter-MDA mechanisms for resolving bottlenecks. 

4.10.2 Administrative Processes 

The 63% reporting that manual processes affect productivity provides a strong case for process 

mapping. The immediate management question is which manual processes create the greatest 

burden or risk. Priority candidates should be selected using transaction volume, processing 

time, number of hand-offs, citizen impact, error risk and potential for automation. 

4.10.3 Governance Maturity: From Documents to Operating Systems 

The assessment finds a recurring distinction between having a policy or structure and having a 

functioning management system. A policy is not institutionalised until responsibilities, 

procedures, resources, performance measures and accountability arrangements are operating. 

This distinction should guide the programme's treatment of SOPs, performance frameworks, 

digital strategies and governance policies. 

 

Finding 

The principal institutional reform problem is not a shortage of structures. It is the limited 

integration of structures, processes, information and accountability across the government 

system. 
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CHAPTER FIVE: INSTITUTIONAL REFORM PRIORITIES, WORKFORCE 

TRANSFORMATION AND CAPACITY DEVELOPMENT 

5.0 Analytical Synthesis of Assessment Findings 

The assessment findings were considered across the main institutional dimensions rather than 

treating individual survey responses as isolated issues. The first analytical conclusion is that 

the problems reinforce one another. Manual processes contribute to delays and fragmented 

information. Fragmented information makes performance management more difficult. Weak 

performance information makes it harder for managers to identify where institutions are 

underperforming. Weak institutional learning means that lessons from previous work are not 

always retained. Workforce retirement can then compound these weaknesses because 

experienced officers may leave without their knowledge being transferred. 

Digital transformation, therefore, cannot be separated from workforce development and 

institutional reform. The second conclusion is that staff attitudes provide an important 

opportunity. The high level of support for reform and innovation suggests that the public 

service is not fundamentally opposed to change. The challenge is to turn that willingness into 

practical reform. The third conclusion concerns sequencing. The State needs to assess and 

prioritise before making larger investments. This reduces the risk of purchasing systems or 

undertaking training that does not respond to actual institutional needs. 

5.1 Institutional SWOT Analysis 

Strengths Weaknesses 

Strong government ownership of reform Uneven institutional capacity 

Established governance structures Continued manual processes 

Experienced public workforce 
Workforce transition and retirement 

pressures 

Existing training institutions Fragmented knowledge management 

Development partner engagement Limited digital integration 

Strong staff appetite for reform Inconsistent performance management 

Existing policy and administrative 

structures 
Limited integrated data systems 

  

Opportunities Threats 

Digital government Fiscal constraints 

Artificial intelligence and analytics Cybersecurity risks 

Public sector innovation Climate-related shocks 
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Opportunities Threats 

Workforce renewal Loss of institutional knowledge 

Development financing Rapid technological change 

Regional and national partnerships Economic uncertainty 

Competency-based professional 

development 
Resistance to organisational change 

 

5.2 Key Findings and Strategic Implications 

The assessment produces several findings that should guide the proposed programme. 

• First, Yobe State has a functioning institutional foundation. The priority is 

modernisation and strengthening rather than wholesale institutional replacement. 

• Second, the workforce transition is urgent. With 10,345 officers expected to retire by 

31 December 2027, succession planning and knowledge transfer need to start before 

the retirement wave takes place. 

• Third, staff recognise the need for change. The 82 percent support for comprehensive 

reform provides a useful base for implementation.   

• Fourth, digital government is a clear priority. The survey evidence shows strong 

demand for integrated digital systems and identifies manual processes as a continuing 

constraint.   

• Fifth, capacity development must be targeted. The skills gaps identified relate to areas 

that directly affect modern government performance, including data, digital 

government, leadership, project management, M&E and emerging technologies. 

• Sixth, institutional learning needs attention. Knowledge should not remain with 

individual officers, particularly where retirement is imminent. 

• Seventh, performance management needs to become more useful to managers. Results-

Based Management should help government understand what is working, where 

problems are occurring and where corrective action is needed. 

• Finally, sustainability needs to be built into the programme from the beginning. 

Government should gradually assume ownership of systems, recurrent costs and 

institutional responsibilities rather than waiting until the final year. 

5.3 Priority Public Sector Reform Areas 

Based on the assessment, six areas emerge as immediate priorities. 

a. Workforce Transition and Succession - The State should identify critical positions 

affected by retirement, map the competencies required for those positions and establish 

structured succession and knowledge-transfer arrangements. 

b. Institutional Process Reform - Priority government processes should be mapped, 

simplified and standardised. SOPs should be developed where they are missing or 

outdated. 

c. Digital Government - Digital transformation should focus first on processes that create 

significant administrative burden, delays or duplication. Systems should be designed to 

work together rather than creating additional isolated platforms. 
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d. Leadership Development - Leadership development should focus on practical 

management, strategic planning, change leadership, performance management and 

institutional accountability. 

e. Data, AI and Evidence - Government should strengthen data governance and 

analytical capacity while establishing appropriate safeguards for AI use. 

f. Performance and Organisational Learning - Performance information should be 

routinely used to support management decisions, while lessons from implementation 

should be captured and shared across government. 

5.4 Workforce Exposure and Transition Risks 

The July 2026 workforce position records 45,588 serving civil servants. With 10,345 projected 

retirements by 31 December 2027, the retirement cohort is equivalent to 22.7% of the current 

serving workforce. There are also 7,133 pensioners, equivalent to 15.6% of the current serving 

workforce. The latter ratio is descriptive and should not be interpreted as a measure of pension-

system efficiency. 

 

Figure 3. Serving workforce, pensioner stock and projected retirement exposure. 

5.5 Succession Planning and Institutional Knowledge Transfer 

The risk is not simply a reduction in headcount. The more serious issue is the possible loss of 

specialised knowledge. Experienced officers may hold knowledge of procedures, institutional 

history, programme relationships, reporting routines and practical workarounds that are not 

contained in formal manuals. 

This creates a short window for the State to identify positions where retirement would have a 

disproportionate operational effect. Critical-post analysis should therefore precede generic 

recruitment or training decisions. 

Step Action Immediate output 

1 
Map projected retirements by MDA, cadre, function 

and criticality 

Verified retirement risk 

map 

2 
Identify critical posts and single-point dependency 

risks 
Critical-post register 

Figure 3. Yobe State Public Service Workforce Position  
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3 Map competencies required for successor roles Competency profiles 

4 Pair critical-role holders with successors/mentors 
Succession and mentoring 

plans 

5 Capture institutional knowledge before exit Knowledge-transfer records 

6 Track readiness of successors Succession dashboard 

5.6 Workforce Competency Gaps 

Approximately 65% of respondents identify gaps in emerging governance competencies. The 

areas highlighted in the assessment include digital government, AI, data analytics, monitoring 

and evaluation, strategic leadership, project management and change management. These are 

not niche skills; they are increasingly part of mainstream public administration. 

5.7 Strategic Capacity Development Framework  

 

Figure 4. Indicative capacity-development reach under the proposed programme. 

The proposed 3,500-person capacity-development pool should be managed as a strategic 

workforce intervention. Participants should be selected against institutional functions, 

competency gaps and reform responsibilities. Training should be tied to workplace application, 

certification where appropriate, coaching and measurable changes in job performance. 

5.8 Leadership and Management Development 

Leadership capacity is a critical enabler of institutional transformation. The finding that 61% 

of respondents identified a need for stronger leadership development suggests that 

strengthening management capability should form an integral part of the proposed public-

sector reform agenda. The issue is not limited to formal leadership positions; it also concerns 

the ability of managers and supervisors at different levels of the public service to translate 

institutional priorities into effective planning, implementation, performance management and 

service delivery. Leadership development should therefore be designed around the practical 

demands of a transforming public service. Rather than treating leadership training as a stand-

alone activity, the programme should connect leadership development directly to the 

institutional reforms being pursued. Priority areas should include strategic planning and 

decision-making, change management, performance management, evidence-based decision-

making, inter-agency coordination, digital adoption, accountability and effective 

communication.  
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A structured leadership development approach should also strengthen the ability of managers 

to manage organisational change and support staff through periods of transition. This is 

particularly important in the context of workforce renewal, digital transformation and changing 

approaches to public-sector performance. Managers should be equipped to communicate 

reform objectives clearly, identify implementation barriers, support staff adoption of new 

systems and processes, and use performance information to guide corrective action. The 

programme should adopt a tiered leadership development model that reflects different levels 

of responsibility within the public service. Executive and senior managers should focus on 

strategic leadership, institutional performance, reform governance and decision-making, while 

middle managers and supervisors should receive more practical support in team management, 

performance conversations, workflow improvement, change management and staff 

development. 

Leadership development should also be reinforced through coaching, peer learning, mentoring 

and practical application, rather than relying exclusively on classroom-based training. 

Participants should be expected to apply acquired skills to identified institutional challenges 

and demonstrate how leadership practices contribute to improved organisational performance. 

Accordingly, leadership development should be positioned as a core transformation instrument, 

helping Yobe State build a cadre of managers capable of leading institutional reform, managing 

workforce transition, strengthening accountability and sustaining improvements beyond the 

life of the programme. 

5.9 Institutional and Workforce Transformation Priorities 

The findings presented in this chapter indicate that Yobe State has an established institutional 

foundation and a workforce with significant experience and potential to support public-sector 

transformation. The evidence, however, also points to a set of interconnected institutional and 

workforce challenges that require a coordinated rather than fragmented response. These 

challenges include workforce transition and succession risks, competency gaps, continued 

reliance on manual processes, uneven institutional capacity, limited knowledge management, 

weaknesses in performance management and the need to strengthen leadership and 

organisational learning. 

The projected retirement of 10,345 serving officers by 31 December 2027, equivalent to 

approximately 22.7% of the current serving workforce, makes workforce transition one of the 

most immediate priorities. The implication extends beyond the number of officers expected to 

leave the service. Without deliberate succession planning and structured knowledge transfer, 

the State may lose critical institutional knowledge, technical expertise, administrative 

experience and relationships accumulated over many years. Critical-post identification, 

competency mapping, mentoring, succession planning and knowledge-transfer arrangements 

should therefore form an integral part of the public-sector transformation agenda. 

At the same time, workforce development should move beyond conventional training activities. 

The identified competency gaps point to the need for a more strategic and competency-based 

approach to capacity development, linking learning directly to institutional functions, reform 
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responsibilities and measurable improvements in job performance. The proposed capacity-

development programme should therefore prioritise digital government, data and analytics, 

Results-Based Management, monitoring and evaluation, leadership, project management, 

change management and emerging technologies, while ensuring that learning is reinforced 

through coaching, workplace application and institutional systems. 

The chapter also demonstrates that workforce transformation cannot be separated from 

institutional and process reform. Staff capability can only translate into improved performance 

where the systems within which officers operate are functional, coordinated and increasingly 

efficient. Process mapping, simplification, standard operating procedures, improved 

information flows and stronger performance-management arrangements should therefore 

accompany investments in human capital. Digital transformation should similarly be 

approached as an institutional reform process, rather than simply as the acquisition of new 

technologies. 

The evidence of strong staff support for comprehensive reform and innovation provides an 

important foundation for implementation. The 82% support for comprehensive public-sector 

reform and 74% support for innovation, continuous learning and organisational resilience 

indicate a substantial basis for engaging the workforce in the transformation process. This 

opportunity should be strengthened through effective leadership, structured change 

management, communication and mechanisms that allow staff to contribute to problem-solving 

and organisational improvement. 

Overall, the priority is not to replace the existing public service but to strengthen, modernise 

and better connect its people, institutions, processes, information and management systems. 

Workforce renewal, succession, competency development and leadership should therefore be 

pursued alongside institutional process reform, digital transformation, data governance, 

performance management and organisational learning. 

The proposed reform agenda should consequently be implemented as an integrated 

transformation programme, with workforce transition and institutional continuity addressed 

immediately; process and organisational reforms established early; capacity and leadership 

development linked to reform implementation; and institutional learning, performance and 

sustainability mechanisms embedded throughout the programme. This approach provides a 

practical basis for ensuring that investments in people and technology translate into stronger 

institutional performance and more sustainable public-sector transformation in Yobe State. 
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CHAPTER SIX: DIGITAL TRANSFORMATION, DATA GOVERNANCE AND 

INNOVATION READINESS 

6.1 Digital Transformation Readiness and Diagnosis 

Digital transformation is one of the clearest areas of demand in the evidence. Approximately 

68% identify it as a strategic priority and 70% support integrated digital government systems. 

At the same time, 63% report that manual processes affect productivity and 66% identify 

limited digital integration across MDAs. 

This combination indicates that the State is not starting from zero. There is demand for change, 

but the reform needs an architecture that connects systems rather than adding isolated 

applications. 

6.1.1 Current Readiness: Strengths and Gaps 

Dimension Current assessment Priority action 

Institutional commitment Positive 
Use leadership sponsorship to 

drive adoption 

Digital demand High 
Prioritize high-value government 

workflows 

System integration Weak 
Enterprise architecture and 

interoperability plan 

Process maturity Uneven 
Business-process mapping and re-

engineering 

Data governance Developing 
Data standards, ownership, quality 

and privacy controls 

Cybersecurity 
Requires 

strengthening 

Security architecture, controls and 

capacity 

Digital skills Uneven 
Role-based digital competency 

development 

AI readiness Emerging 
AI readiness assessment and 

governance framework 

6.1.2 Process Reform Before Technology 

The assessment strongly recommends a process-first approach. Each priority workflow should 

be mapped from initiation to decision and closure. Unnecessary approvals should be removed 

where lawful and appropriate, roles should be clarified, information requirements should be 

standardised, and service standards should be defined before software is configured. 

6.1.3 Digital Government Architecture and Interoperability 

• State Digital Government Strategy and Enterprise Architecture. 

• Government-wide digital identity and access-management principles. 

• Electronic document and records management. 

• Interoperable HR, planning, finance and performance information were feasible. 

• Government performance dashboards. 

• Priority digital citizen-service platforms. 

• Cybersecurity and information-security controls. 
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• Cloud and hosting strategy with continuity arrangements. 

• Digital change-management and user-support mechanisms. 

6.1.4 Digital Government Maturity and Transformation Targets 

The programme design proposes an illustrative Digital Government Maturity Index baseline of 

30% and target of 80% by 2028, with similar illustrative targets for service digitisation, 

interoperability and workflow adoption. These figures should not be presented as measured 

current performance until the maturity assessment is completed. 

6.2 Data Governance and Evidence-Based Government 

Effective public-sector transformation depends on the ability of government institutions to 

generate, manage, share and use reliable information. Data should therefore be treated as a core 

institutional asset that supports planning, budgeting, policy formulation, service delivery, 

performance management and accountability. The findings indicate an opportunity for Yobe 

State to strengthen the systems and institutional arrangements through which data is produced, 

managed and translated into decisions. This requires more than increasing the volume of data 

collected. It requires clear responsibilities for data ownership and stewardship, common 

standards, appropriate access arrangements, quality controls, protection mechanisms and 

stronger analytical capacity. 

A strengthened data governance environment would also support the State's wider digital 

transformation agenda. Interoperable systems and reliable information flows can reduce 

duplication, improve coordination among MDAs and provide managers with more timely 

information for decision-making. Data governance should therefore be developed alongside 

digital architecture, institutional process reform and Results-Based Management. 

6.2.1 Data as a Strategic Institutional Asset 

Government's ability to make good decisions depends on the quality, accessibility, protection 

and use of its information. The assessment identifies opportunities to strengthen data 

governance, analytics, reporting and performance dashboards. 

Data is an essential input into effective government decision-making. Planning and budgeting 

require credible information on institutional performance, workforce requirements, programme 

implementation and service delivery. Managers also require timely and reliable information to 

identify emerging problems, allocate resources and assess whether interventions are producing 

the intended results. 

For Yobe State, the priority should be to establish stronger institutional arrangements for 

treating data as a shared government resource while maintaining appropriate controls over 

sensitive information. This includes defining which institutions are responsible for generating, 

maintaining and validating different categories of data and establishing mechanisms through 

which relevant information can be accessed and used across government. 

The programme should support the development of a practical data governance framework 

covering: 

• Clear data ownership, stewardship and institutional responsibilities;  
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• Common data standards and definitions across relevant mdas;  

• Procedures for data collection, validation, storage and updating;  

• Appropriate data access and information-sharing arrangements;  

• Data protection, privacy and security controls;  

• Documentation and management of data sources and metadata;  

• Mechanisms for resolving data-quality and interoperability issues; and  

• Capacity development for officials responsible for data management and analysis.  

 

The objective should be to move from fragmented information management towards a 

more coordinated data environment in which reliable information can support both 

institutional management and whole-of-government decision-making. 

 

6.2.2 Data Quality, Standards, Access and Protection 

The value of government data depends on its quality, consistency, accessibility and appropriate 

protection. Where different institutions use inconsistent definitions, maintain separate records 

or operate systems that cannot exchange information effectively, decision-makers may face 

incomplete or conflicting information. 

The programme should therefore support the establishment of minimum data governance 

standards covering the full information lifecycle—from collection and validation to storage, 

access, use, sharing and eventual archiving. These standards should be practical and 

proportionate to the capacity and functions of individual institutions. 

Particular attention should be given to: 

• Data quality: Establishing procedures for completeness, accuracy, consistency, 

timeliness and validation of priority datasets. 

• Data standards: Developing common definitions, classifications, formats and 

reference standards where information is shared across MDAs. 

• Data access: Establishing clear rules governing who can access specific categories of 

information, for what purposes and under what conditions. 

• Data protection and privacy: Ensuring that personal and sensitive information is 

appropriately protected and that access and use are governed by applicable 

requirements. 

• Data security: Strengthening technical and administrative safeguards against 

unauthorised access, loss, alteration or disclosure. 

• Interoperability: Designing systems and data structures to facilitate appropriate 

exchange of information rather than creating additional isolated databases. 

These measures should be integrated into the wider digital government architecture so that data 

governance becomes an operating feature of government systems rather than a stand-alone 

policy exercise. 
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6.2.3 Data Analytics and Government Performance Dashboards 

Strengthening data governance should ultimately improve the way government uses 

information for management and performance decisions. Data should not simply be collected 

and reported upward; it should be converted into useful management intelligence. The State 

should progressively strengthen analytical capacity within relevant institutions and develop 

practical performance dashboards that provide decision-makers with timely information on 

agreed institutional and programme indicators. These dashboards should be designed around 

management needs and should avoid creating additional reporting burdens without clear 

operational value. 

Priority applications could include: 

• Institutional performance monitoring;  

• Workforce and succession planning;  

• Programme and project implementation tracking;  

• Budget and expenditure monitoring;  

• Service-delivery performance;  

• Results-based management indicators;  

• Digital service and workflow performance;  

• Implementation bottlenecks and corrective actions; and  

• Cross-mda performance trends where information can appropriately be shared.  

 

Performance dashboards should be linked to established management processes. Regular 

management reviews should use available evidence to identify deviations from agreed results, 

understand underlying implementation constraints and determine appropriate corrective action. 

The longer-term objective is to strengthen a culture of evidence-based management, in which 

reliable data routinely informs planning, resource allocation, implementation, performance 

review and institutional learning. This will also provide an important foundation for the 

responsible adoption of advanced analytics and artificial intelligence under the programme. 

6.3 Knowledge Management and Institutional Learning 

Approximately 54% of respondents report weaknesses in institutional knowledge management. 

This becomes more significant in the context of the projected retirement cohort. Knowledge 

management should therefore be treated as a workforce continuity mechanism, not simply as a 

library or document-storage exercise. 

• Government knowledge repository with defined ownership. 

• Standard templates for documenting processes, lessons and innovations. 

• Communities of Practice around priority reform themes. 

• Structured exit knowledge-transfer interviews for critical posts. 

• Quarterly learning reviews linked to programme and institutional performance. 

6.4 Artificial Intelligence Readiness and Responsible Use 

The immediate requirement is not to deploy AI everywhere. It is to establish the governance 

conditions for responsible use. Government needs clear rules for data protection, human 
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oversight, accountability, security, procurement, model risk and acceptable use before high-

impact AI applications are introduced. 

AI readiness area Recommended institutional response 

Governance 
AI Governance Framework and 

accountability arrangements 

Ethics 
Responsible-use principles and human 

oversight 

Data 
Data quality, provenance, privacy and 

access controls 

Skills 
AI literacy for managers and technical 

capability for specialists 

Use cases 
Small, measurable pilots with clear business 

problems 

Assurance 
Testing, documentation, monitoring and 

auditability 

6.5 Public Sector Innovation and Organisational Resilience 

The 74% support for innovation, continuous learning and organisational resilience provides an 

important foundation for public-sector transformation. The priority is to create practical 

mechanisms through which staff and institutions can identify problems, test solutions, learn 

from results and scale approaches that demonstrate value. An institutional innovation 

mechanism should therefore focus on clearly defined government problems, small-scale pilots, 

evidence of results and structured decisions on scale-up. Innovation should be linked to service 

delivery, process improvement, digital transformation and organisational performance rather 

than treated as a stand-alone activity. The programme should also strengthen organisational 

resilience by helping institutions anticipate operational risks, retain critical knowledge, adapt 

to changing conditions and maintain essential functions during disruptions. This can include: 

• Innovation challenges and targeted pilot initiatives.  

• Communities of Practice and peer learning.  

• Documentation and sharing of lessons from implementation.  

• Risk-informed business continuity and institutional resilience measures.  

• Mechanisms for evaluating and scaling successful innovations. 

6.6 Digital and Institutional Transformation Priorities 

The findings demonstrate that digital transformation in Yobe State should be understood as a 

whole-of-government institutional reform agenda, rather than simply an investment in 

technology. While there is strong demand for digital government, the evidence also highlights 

challenges relating to manual processes, system integration, data governance, digital skills, 

cybersecurity and institutional learning. The immediate priority should therefore be to reform 

processes, strengthen governance and establish the foundations for connected digital systems 

before expanding technology investments. Reliable data, appropriate safeguards, institutional 

knowledge and capable personnel will be essential to sustaining this transformation. 

The chapter also highlights an opportunity to build on the workforce's demonstrated appetite 

for innovation and change. With appropriate leadership, capacity development and institutional 
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mechanisms, digital transformation can improve administrative efficiency, strengthen 

evidence-based decision-making and support more coordinated government performance. The 

proposed transformation agenda should consequently focus on five mutually reinforcing areas: 

process reform, digital architecture and interoperability, data governance, responsible 

innovation and institutional learning. Together, these provide the foundation for a more 

integrated, responsive and resilient public service in Yobe State.  
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CHAPTER SEVEN: PERFORMANCE, INSTITUTIONAL RESILIENCE AND 

REFORM PRIORITISATION 

7.1 Results-Based Management and Performance Management  

Results-Based Management (RBM) provides a framework for linking government planning 

and implementation to measurable improvements in institutional performance and service 

delivery. For Yobe State, strengthening RBM is important not only for reporting programme 

activities, but also for enabling managers to understand whether planned interventions are 

producing the intended results and where corrective action may be required. The assessment 

indicates that approximately 58% of respondents identified weaknesses in performance 

management. This points to the need to strengthen the way performance information is 

generated, reviewed and used across the public service. A more effective performance 

management system should connect institutional plans, activities, outputs and outcomes, while 

providing managers with timely information to support decisions. 

The proposed approach should focus on making performance management a practical 

management function rather than an additional reporting requirement. Institutional 

performance indicators should be clearly defined, linked to agreed responsibilities and 

reviewed regularly. Where performance falls below expectations, the system should help 

management identify the underlying constraint and determine an appropriate response. 

RBM should also be connected to the State's wider reform agenda. Improvements in workforce 

capability, process efficiency, digital transformation, inter-agency coordination and service 

delivery should be reflected in institutional performance frameworks. This will allow 

government to track not only what has been implemented, but also whether reforms are 

contributing to measurable improvements in institutional effectiveness. 

A strengthened RBM system should therefore support four core functions: 

• Planning: translating government priorities into clear institutional results and 

measurable targets.  

• Implementation: tracking activities, outputs and delivery against approved plans.  

• Performance review: examining progress, identifying bottlenecks and understanding 

reasons for underperformance.  

• Management action: using evidence from performance reviews to make adjustments, 

allocate resources and strengthen implementation.  

 

The objective is to establish a performance culture in which results information is routinely 

used by managers to improve implementation and institutional performance. This will require 

clear indicators, reliable data, regular performance reviews, practical dashboards and defined 

accountability for follow-up actions. In this context, RBM should be implemented as part of 

the broader institutional transformation programme, linking planning, budgeting, 

implementation, data, performance review and organisational learning into a more coherent 

management cycle. 
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7.1.1 Current Performance Management Challenge 

Approximately 58% of respondents identified weaknesses in performance management. The 

finding points to a need to strengthen the systems and practices through which institutional 

performance is monitored and managed, rather than simply increasing reporting requirements. 

Performance information should provide managers with a clear understanding of progress 

against agreed objectives, highlight implementation bottlenecks and support timely corrective 

action. Strengthening this function will require clearer performance indicators, reliable and 

timely data, regular performance reviews and stronger links between performance information 

and management decisions. 

The focus should therefore be on making performance management a practical tool for 

improving institutional performance and results, rather than treating it primarily as a 

compliance or reporting exercise. 

7.1.2 From Activity Reporting to Results 

Results-Based Management requires a shift from measuring what government does to 

understanding what those actions achieve. Completing a training programme, conducting an 

inspection or holding a coordination meeting demonstrates that an activity took place, but it 

does not by itself show whether the intervention improved staff capacity, strengthened 

compliance, increased efficiency or contributed to better service delivery. 

The proposed RBM framework should therefore establish a clear link between resources, 

activities, outputs, outcomes and longer-term results. This will enable institutions to track 

implementation while also examining whether interventions are producing the changes they 

were intended to achieve. 

Results 

Level 

Key Management Question 
Evidence 

Inputs What resources are available to 

deliver the intervention? 

Budget, personnel, systems and other 

resources 

Activities What has been implemented? Workplans, procurement records and 

implementation records 

Outputs What has been delivered or 

produced? 

Policies, systems, trained officers and 

digitised workflows 

Outcomes What has changed as a result? Improved efficiency, competency, 

coordination, adoption and user 

satisfaction 

Impact What sustained difference has been 

achieved? 

Improved government effectiveness 

and service delivery 

7.1.3 Performance Dashboards 

The programme should establish a limited set of management indicators rather than a 

dashboard overloaded with measures. Each participating MDA should have a small 

institutional scorecard covering priority outputs, service standards, reform actions and selected 

outcome indicators. 
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7.1.4 Evidence Use 

The programme-preparation material reports that approximately 67% recommended stronger 

use of evidence in planning. This reinforces the need to connect data governance with 

planning, budgeting and performance review rather than treating evidence as a stand-alone 

research function. 

7.2 Inclusion, Resilience and Change Readiness 

Public-sector transformation should strengthen the ability of government institutions to serve 

all citizens effectively, operate under changing conditions and adapt to new systems and ways 

of working. Inclusion, organisational resilience and change readiness are therefore important 

dimensions of institutional performance rather than separate considerations. 

For Yobe State, these areas should be integrated into the design and implementation of public-

sector reforms. Digital services, institutional processes, staff development and communication 

should take account of accessibility and the needs of different groups, while institutions should 

be better prepared to manage operational disruptions, workforce changes, climate-related 

pressures and organisational change. 

The programme should focus on three complementary areas: 

• Inclusive public administration: ensuring that policies, processes, digital services and 

communication approaches are accessible, responsive and designed with the needs of 

different users in mind.  

• Organisational resilience: strengthening institutional capacity to anticipate risks, 

maintain essential functions, retain critical knowledge and continue delivering services 

during periods of disruption.  

• Change readiness: preparing institutions and staff to adopt new processes, technologies 

and management practices through effective leadership, communication, staff 

engagement, practical support and change-management mechanisms.  

Taken together, these measures will help ensure that public-sector reforms are not only 

introduced successfully but are adopted, sustained and capable of responding to changing 

institutional and development demands. 

 

7.2.1 Inclusive Public Administration 

Public-sector transformation should strengthen the ability of government institutions to provide 

accessible, responsive and equitable services to the population. Inclusion should therefore be 

incorporated into institutional processes, digital services, staff development, communication 

and service standards from the outset. 

Particular attention should be given to accessibility during the design of new systems, processes 

and services, rather than addressing inclusion requirements after implementation. This will help 

ensure that reforms are practical, user-oriented and responsive to the different needs of citizens. 
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7.2.2 Climate and Organisational Resilience 

Climate and other environmental pressures can affect agriculture, water resources, 

infrastructure, livelihoods and public health, with implications for the continuity of public 

services. Public institutions therefore need to strengthen their ability to anticipate risks, 

incorporate climate and disaster considerations into planning and budgeting, and maintain 

essential functions during periods of disruption. 

Building organisational resilience should include risk-informed planning, continuity 

arrangements, institutional preparedness and clear responsibilities for responding to 

disruptions. This will help ensure that public institutions can adapt to changing conditions 

while maintaining essential services and protecting development gains. 

7.2.3 Change Readiness 

The programme-preparation evidence identifies strong political commitment, executive 

support, development-partner engagement, existing institutions and willingness among public 

servants to adopt new approaches as enabling conditions. Barriers include resistance to change, 

uneven digital literacy, legacy practices, capacity differences between MDAs and resource 

constraints. 

Change risk Response 

Reform fatigue Sequence reforms and show practical early wins 

Resistance to new systems 
Leadership sponsorship, user involvement and change 

champions 

Uneven digital literacy Role-based support and practical coaching 

Parallel systems Enterprise architecture and governance before procurement 

Weak ownership after 

grant 
Early transfer of functions and budget integration 

 

7.3 Integrated Problem Analysis and Reform Options  

The findings presented across the assessment indicate that the constraints affecting public-

sector performance are interconnected rather than isolated. Challenges relating to institutional 

coordination, workforce capacity, manual processes, digital integration, performance 

management and organisational learning can reinforce one another and reduce the effectiveness 

of individual reforms when addressed separately. For this reason, reform planning should begin 

with a clear understanding of the underlying institutional problems and the relationships 

between them. The purpose is to identify where interventions can address root causes, reduce 

duplication and create conditions for improvements in other areas of the public service. 

The analysis points to an integrated reform approach in which institutional and process reform, 

workforce development, digital transformation, data governance, performance management, 

knowledge management and innovation are treated as mutually reinforcing elements of a single 

transformation agenda. Different reform options also carry different implications. Maintaining 

existing arrangements may limit immediate expenditure but would leave identified constraints 

largely unchanged. Training-focused interventions can strengthen individual capabilities but 

may have limited effect where institutional processes and systems remain weak. Similarly, 
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digitisation without process reform and governance arrangements may reproduce existing 

inefficiencies in digital form. 

The proposed approach therefore combines institutional reform with targeted workforce 

development, process improvement, digital transformation and stronger performance and 

information systems. This provides a more coherent basis for addressing the systemic nature 

of the challenges identified and for ensuring that investments in one area reinforce 

improvements in others. The following sections examine the principal root causes, consider the 

available reform options and establish a practical framework for prioritising interventions 

according to their urgency, institutional reach, dependencies, feasibility and expected 

contribution to public-sector transformation. 

7.3.1 Root-Cause Analysis of Institutional Constraints 

The assessment identifies six interconnected systemic drivers: fragmented institutional 

systems; workforce competency gaps; limited digital integration; weak institutional learning; 

inconsistent performance management; and limited institutionalisation of innovation. 

Root cause 
Immediate 

symptom 
System effect Priority response 

Fragmented 

institutional systems 

Duplication and 

coordination delays 

Weak policy 

coherence 

Governance and 

process reform 

Competency gaps 
Uneven technical 

performance 

Low readiness for 

emerging demands 

Competency-based 

development 

Limited digital 

integration 
Manual workflows 

Slow processing and 

fragmented 

information 

Enterprise 

architecture and 

digitization 

Weak learning 

mechanisms 

Knowledge remains 

with individuals 

Institutional memory 

risk 

Knowledge-

management system 

Inconsistent RBM 
Activity-focused 

reporting 

Weak corrective 

management 

Performance 

framework and 

dashboards 

Weak innovation 

mechanisms 

Ideas not 

systematically tested 
Limited adaptation 

Innovation lab and 

change mechanisms 

 

7.3.2 Assessment of Public Sector Reform Options 

The integrated option is preferred because the constraints are mutually reinforcing. Training 

without process reform leaves structural bottlenecks. Digitalisation without governance 

creates fragmented platforms. Governance reform without workforce capability may not be 

implemented. Performance management without reliable data becomes a reporting exercise. 

The evidence therefore supports an integrated model. 

Option Cost 
Institutional 

impact 
Risk Assessment 

Status quo Low 

Very low / 

declining 

relevance 

High 
Not 

recommended 
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Training only Medium Low to medium Medium 

Insufficient 

because systems 

remain 

unchanged 

Digitalization 

only 
Medium/high Medium High 

Risks digitizing 

inefficient 

processes 

Institutional 

reform only 
Medium High Medium 

Improves 

systems but 

misses digital 

opportunity 

Integrated 

transformation 
Medium/high Very high Medium Preferred option 

 

7.3.3 Framework for Strategic Reform Prioritisation 

Reform priorities were assessed against five practical criteria: urgency, institutional reach, 

dependency, feasibility and development impact. This creates a decision framework that is 

more useful than simply ranking survey percentages. 

Priority 
Urgenc

y 
Reach Dependency Feasibility Impact 

Overall 

judgement 

Workforce 

transition & 

succession 

Very 

high 
High High High Very high 

1 – 

Immediate 

Process 

reform & 

SOPs 

High 
Very 

high 
High High Very high 

2 – 

Immediate 

Digital 

architecture 

& priority 

workflows 

High 
Very 

high 
Very high 

Mediu

m 
Very high 

3 – 

Immediate

/ 

early 

Competency 

& 

leadership 

High High Medium High High 4 – Early 

RBM, data 

& 

performance 

High 
Very 

high 
High 

Mediu

m 
Very high 5 – Early 

Knowledge 

managemen

t & 

innovation 

Medium High Medium High High 6 – Early 

AI pilots Medium 
Mediu

m 

Dependent on 

data/governance 

Mediu

m 

Potentiall

y high 

7 – 

Sequenced 
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CHAPTER NINE: STRATEGIC RECOMMENDATIONS, IMPLEMENTATION 

PRIORITIES AND SUSTAINABILITY 

8.1 Strategic Reform Priorities 

The assessment identifies seven mutually reinforcing priorities for Yobe State's public-sector 

transformation: 

Priority 1 – Workforce Transition and Success ion Management  

• Establish a verified retirement-risk map within the first six months.  

• Identify critical positions and assess successor readiness.  

• Establish structured knowledge-transfer and institutional memory arrangements.  

• Prioritise succession planning in view of the projected retirement of 10,345 officers 

by 31 December 2027.  

Priority 2 – Institutional and Business-Process Reform  

• Identify high-volume and high-burden administrative processes for priority review.  

• Map existing workflows and eliminate unnecessary or duplicated steps.  

• Clarify institutional responsibilities and decision rights.  

• Establish service standards and document standard operating procedures (SOPs).  

• Use redesigned and streamlined processes as the foundation for subsequent digital 

automation.  

Priority 3 – Digital Government and Systems Integration  

• Undertake a comprehensive digital maturity assessment.  

• Develop or strengthen an enterprise digital architecture before major system 

procurement.  

• Establish interoperability principles and common data standards.  

• Strengthen digital records management and cybersecurity.  

• Develop a prioritised portfolio of government workflows for digitisation.  

Priority 4 – Competency and Leadership Development  

• Develop a government-wide competency framework.  

• Identify priority competency gaps and align capacity development accordingly.  

• Target training and professional development to actual institutional and workforce 

needs.  

• Link leadership development to institutional reform, workforce transition and 

succession requirements.  

Priority 5 – Results, Data and Evidence-Based Management  

• Establish a government-wide performance architecture connecting planning, 

implementation, reporting and management review.  

• Strengthen Results-Based Management across participating institutions.  

• Establish appropriate data-governance standards and responsibilities.  

• Develop management dashboards that provide timely and relevant information for 

decision-making.  

Priority 6 – Knowledge Management, Innovation and Change Management  

• Institutionalise systematic knowledge capture and transfer.  

• Establish Communities of Practice to facilitate peer learning and knowledge sharing.  
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• Create practical mechanisms for identifying, testing and scaling public-sector 

innovations.  

• Establish a network of change champions across participating MDAs.  

• Strengthen organisational learning and support sustained adoption of reforms.  

 

Priority 7 – Responsible AI and Emerging Technology Readiness  

• Complete AI readiness and governance assessments before scaling AI applications.  

• Establish appropriate governance, ethical, security and human-oversight 

arrangements.  

• Begin with low-risk, clearly defined and measurable AI use cases.  

• Prioritise applications that support public servants and improve administrative 

efficiency while maintaining human accountability. 

 

8.2 Programme Implementation Framework and 24-Month Roadmap 

The proposed programme is designed as a 24-month, government-led transformation 

programme that moves from evidence and institutional diagnostics to reform design, 

implementation, consolidation and transition. The implementation approach recognises that the 

identified constraints are interconnected and therefore require coordinated action across 

institutional reform, workforce development, digital transformation, data governance, 

performance management and organisational learning. 

Implementation should be phased to ensure that foundational work is completed before major 

investments are scaled. In particular, workforce risks, priority business processes, digital 

maturity, institutional responsibilities and baseline indicators should be validated during the 

initial phase. This will provide the evidence required to refine the intervention portfolio and 

establish realistic implementation targets. 

The roadmap follows five sequential but overlapping phases: 

1. Foundation and Baseline – Months 1–4: Establish the evidence base, validate the 

programme baseline, map workforce and retirement risks, identify critical positions, 

undertake digital and business-process diagnostics, and establish programme 

governance and implementation arrangements.  

2. Reform Design and Early Transformation – Months 5–8: Develop competency and 

succession frameworks, review priority SOPs, establish the enterprise digital 

architecture, develop the RBM and performance framework, and put in place data-

governance and AI-readiness arrangements.  

3. Transformation and Implementation – Months 9–18: Implement targeted capacity 

development and leadership programmes, undertake priority process redesign, 

operationalise succession and knowledge-transfer arrangements, digitise priority 

workflows, strengthen performance dashboards and implement data-governance and 

innovation measures.  

4. Consolidation and Institutionalisation – Months 19–22: Consolidate and scale 

successful reforms, strengthen knowledge-management mechanisms and Communities 
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of Practice, and embed revised SOPs, performance systems and competency 

arrangements within government institutions.  

5. Transition, Evaluation and Sustainability – Months 23–24: Complete knowledge 

transfer, undertake the final performance assessment and independent evaluation, 

document lessons and results, finalise sustainability and financing arrangements, and 

agree post-programme responsibilities.  

8.2.1 Programme Architecture 

The proposed programme comprises eight complementary components, with an indicative 

total financing envelope of US$2.47 million: 

Component 
Indicative 

Allocation 
Core Outputs 

1. Assessment, Diagnostics and 

Baseline 

US$197,600 

(8%) 

Validated baseline and 

institutional/workforce diagnostics 

2. Institutional Governance and 

Reform 

US$370,500 

(15%) 

Reform framework, organisational reviews, 

SOPs and performance systems 

3. Human Capital and Workforce 

Transformation 

US$444,600 

(18%) 

Competency framework, capacity 

development, leadership and succession 

4. Digital Government and ICT 

Modernisation 

US$543,400 

(22%) 

Digital strategy, enterprise architecture, 

priority workflows and interoperability 

5. AI, Data Governance and 

Innovation 

US$197,600 

(8%) 

AI readiness and governance, data standards 

and innovation mechanisms 

6. RBM and Monitoring & 

Evaluation 

US$197,600 

(8%) 

RBM framework, KPIs, dashboards and 

evaluations 

7. Programme Management, 

Fiduciary Management and 

Quality Assurance 

US$271,700 

(11%) 

Programme management, procurement, 

financial management, quality assurance 

and assurance 

8. Knowledge Management, 

Communications and 

Sustainability 

US$247,000 

(10%) 

Knowledge systems, communications, 

transition and sustainability mechanisms 
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Figure 5. Indicative financing allocation from the programme design documents. This is a 

proposed financing structure, not an assessment cost estimate. 

8.2.2 Two years 24-Month Transformation Roadmap 

Phase Timing Key actions Decision gate 

1. Foundation 

 and Baseline 

Months 

1–4 

Validate the programme baseline; 

establish workforce and 

retirement-risk mapping; identify 

critical positions; undertake 

digital maturity and business-

process diagnostics; mobilise key 

stakeholders and establish 

implementation arrangements. 

Approve validated 

baseline, critical 

workforce priorities 

and initial reform 

portfolio. 

2. Reform Design 

and Early 

Transformation 

Months 

5–8 

Develop the competency and 

succession frameworks; review 

and develop priority SOPs; 

establish the enterprise digital 

architecture; design the RBM and 

performance framework; establish 

data governance and AI-readiness 

arrangements. 

Approve the detailed 

implementation 

portfolio, priority 

processes and 

institutional reform 

packages. 

3. Transformation 

and 

Implementation 

Months 

9–18 

Implement targeted capacity 

development and leadership 

programmes; undertake priority 

process redesign; operationalise 

succession and knowledge-

transfer arrangements; digitise 

priority workflows; strengthen 

performance dashboards; 

implement data-governance 

measures and innovation pilots. 

Conduct a mid-term 

performance review 

and approve 

adjustments to the 

implementation 

portfolio. 

4. Consolidation 

and 

Institutionalisation 

Months 

19–22 

Consolidate reforms; scale 

successful digital and institutional 

interventions; strengthen 

knowledge management and 

Communities of Practice; embed 

revised SOPs, performance 

systems and competency 

arrangements within government 

Confirm 

institutionalisation 

and readiness for 

transition to 

sustained 

government 

ownership. 
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structures; develop sustainability 

and government-financing 

arrangements. 

5. Transition, 

Evaluation and 

Sustainability 

Months 

23–24 

Complete knowledge transfer; 

undertake final performance 

assessment and independent 

evaluation; document lessons and 

results; finalise sustainability and 

financing arrangements; agree 

post-programme responsibilities 

and transition arrangements. 

Approve final 

evaluation, 

sustainability 

arrangements and 

government 

ownership/transition 

plan. 

8.2.3 Implementation Principle 

The sequencing deliberately follows the dependency logic: diagnose → redesign → build 

capability → digitise → institutionalise. Where a digital intervention is ready earlier and the 

process is already mature, it may proceed sooner, but the enterprise architecture and 

governance safeguards should remain in place. 

8.2.4 Illustrative Workplan  

Workstream Y1 Y2 Y3 

Baseline and diagnostics ●●● ○ ○ 

Institutional 

reform/SOPs 
●● ●● ● 

Competency and 

leadership 
● ●●● ●● 

Digital government ● ●●● ●● 

Data/AI/innovation ● ●● ●● 

RBM/M&E ●● ●●● ●●● 

Knowledge/sustainability ● ●● ●●● 

 

8.3 Institutional Arrangements, Fiduciary Management and Quality Assurance 

a. Governance - The proposed implementation model is government-led, with strategic 

oversight through a Programme Steering Committee and operational coordination through a 

Programme Management Unit. Technical Working Groups should provide specialist support 

across institutional reform, digital government, human capital, data/AI, results management 

and inclusion. 

Level Primary role 

Programme Steering Committee 
Strategic direction, policy decisions, escalation and 

oversight 

Office of the Head of Service 
Government ownership, institutional integration and 

reform leadership 

Programme Management Unit 
Planning, coordination, procurement, finance, reporting, 

risk and quality assurance 

Technical Working Groups Specialist design, technical review and problem-solving 

Participating MDAs 
Implementation, data provision, change management 

and institutionalization 
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UNDP / development partner 
Technical and fiduciary partnership, assurance and 

knowledge support 

b. Financial Management - The programme design proposes dedicated programme accounting, 

annual budgets, commitment controls, segregation of duties, expenditure documentation, bank 

reconciliation, asset and contract registers, quarterly reporting, variance analysis and audit 

trails. These arrangements should be finalised against the signed financing agreement and 

applicable UNDP procedures. 

c. Procurement - Procurement should be fit-for-purpose and based on transparent 

specifications, value for money, competition and appropriate technical quality thresholds. 

Special care is required for digital systems to avoid vendor lock-in and fragmented platforms. 

d. Quality Assurance - Technical peer review of major deliverables. 

• Data validation before baselines are locked. 

• User acceptance testing for digital systems. 

• Independent verification of selected results was material. 

• Quarterly risk and performance review. 

• Documented management responses to evaluation findings. 

8.4 Results Framework, Monitoring, Evaluation and Learning 

8.4.1 Results Chain 

The assessment supports the following results logic: if Yobe strengthens institutional 

governance, develops workforce capability, modernises processes and digital systems, 

strengthens data and evidence, and institutionalises performance and learning, then public 

institutions should operate more efficiently and coherently, enabling better public-service 

delivery and stronger resilience. 

Results level Illustrative result 

Impact 
More capable, resilient, digitally enabled and citizen-centred public 

institutions 

Outcome 1 Strengthened institutional governance and public sector performance 

Outcome 2 Competent, professional and future-ready public service 

Outcome 3 Accelerated digital government and public sector innovation 

Outcome 4 Stronger evidence-based decision-making and results management 

8.4.2 Illustrative Institutional Indicators 

Indicator 
Illustrative 

baseline 

Illustrative 

target 
Status 

Institutional Effectiveness 

Index 
58 85 

Planning value; validate 

during inception 

Public Service Productivity 

Index 
55 83 

Planning value; validate 

during inception 

Leadership Effectiveness 

Index 
52 85 

Planning value; validate 

during inception 

Workforce Competency 

Index 
46 82 

Planning value; validate 

during inception 
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Digital Government Maturity 

Index 
30 80 

Planning value; validate 

during inception 

RBM Adoption 40 90 
Planning value; validate 

during inception 

Institutional Collaboration 

Index 
48 85 

Planning value; validate 

during inception 

Organizational Resilience 

Index 
50 88 

Planning value; validate 

during inception 

Citizen Satisfaction 56 85 
Planning value; validate 

during inception 

Average Service Delivery 

Efficiency 
60 90 

Planning value; validate 

during inception 

 

 

Figure 6. Illustrative baseline and target values from the programme-preparation documents. 

These are not measured baseline results and must be validated. 

8.4.3 Monitoring, Evaluation and Learning (MEL) System 

a. M&E System 

Instrument Frequency Purpose 

Annual Work Plan Annual Translate strategy into funded actions 

Performance 

scorecard 
Quarterly Management review and corrective action 

Digital dashboard Monthly/quarterly Track selected operational indicators 

Financial report Quarterly Expenditure and budget performance 

Results report Semi-annual Outcome-level progress 

Mid-term review Year 2 
Assess relevance, effectiveness and 

adaptation 

Final evaluation End of programme Assess results, sustainability and lessons 
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 b. Learning - Learning should be treated as a management function. Quarterly reviews should 

record not only what was achieved but what did not work, why, what changed as a result and 

whether the lesson has been incorporated into subsequent implementation. 

8.5 Financing and Sustainability 

a. Proposed Financing Context - The programme design proposes a US$2.47 million grant over 

36 months. The allocation is deliberately weighted toward digital government and human 

capital, while maintaining dedicated resources for institutional reform, data and AI, results 

management, programme assurance and sustainability. 

b. Annual Financing Profile - The profile places the largest expenditure burden in Year 2, after 

the baseline and design work. This is consistent with a reform model in which the State first 

establishes the evidence and architecture, then moves into broader implementation. 

Year Indicative amount Share 

Year 1 US$789,165 32% 

Year 2 US$1,086,800 44% 

Year 3 US$594,035 24% 

Total US$2,470,000 100% 

c. Sustainability 

• Integrate recurrent reform functions into government budgets before programme 

closure. 

• Transfer ownership of systems, data and tools to designated government institutions. 

• Build an internal cadre of trainers, change champions and system administrators. 

• Institutionalize SOPs, performance scorecards and knowledge systems. 

• Include digital maintenance, cybersecurity and system support in medium-term 

budgeting. 

• Use annual institutional performance reviews to maintain reform momentum. 

8.6 Economic Assessment – Evidence Boundary 

A formal economic and financial analysis of institutional reform requires sufficiently specified 

cost, efficiency and benefit data. The present Yobe assessment does not contain a sufficiently 

specified economic benefits model to support a defensible NPV, IRR or benefit-cost ratio. It 

would therefore be inappropriate to invent such values. A future economic case can be 

developed once baseline service-efficiency data, process transaction costs, workforce 

productivity measures and citizen-service outcomes are available. 

 

Technical judgement 

For the current submission, the strongest investment case is the development multiplier 

argument: stronger public institutions improve the efficiency and sustainability of 

government spending across sectors. A quantitative economic model should be developed 

only when the necessary baseline evidence exists. 
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8.7 Risk Management and Governance  

The risk register should be reviewed quarterly and updated when conditions change. High risks 

should have named owners, mitigation actions, due dates and escalation thresholds. Risk 

management should be part of routine management rather than a stand-alone reporting 

requirement 

Risk Likelihood Impact 
Mitigation / management 

response 

Institutional resistance to 

reform 
Medium High 

Leadership sponsorship, 

change champions, user 

engagement and phased 

implementation 

Loss of institutional 

knowledge through 

retirement 

High Very high 

Critical-post mapping, 

mentoring and structured 

knowledge transfer 

Procurement delays Medium Medium/high 

Early procurement planning, 

technical specifications and 

QA 

Digital 

fragmentation/vendor 

lock-in 

Medium High 

Enterprise architecture, 

interoperability standards and 

fit-for-purpose procurement 

Cybersecurity/data 

protection incidents 
Medium High 

Security architecture, access 

controls, training and incident 

response 

Fiscal constraints after 

grant 
Medium High 

Sustainability financing and 

early budget integration 

Uneven MDA capacity High Medium 
Differentiated support and 

prioritized pilot institutions 

Data quality limitations Medium High 

Baseline validation, data 

governance and quality 

assurance 

Staff availability Medium Medium 

Work planning, cohort 

scheduling and management 

support 

Security/access 

constraints 
Medium High 

Context-sensitive scheduling, 

hybrid engagement and 

security protocols 
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CHAPTER NINE: CONCLUSIONS, RECOMMENDATIONS AND IMPLEMENTATION 

PRIORITIES 

9.1 Overall Assessment and Conclusion 

The assessment finds that Yobe State has the institutional foundations and reform appetite 

required to undertake a meaningful public-sector transformation programme. The evidence 

does not point to a public service that is failing because its people are unwilling or its 

institutions do not exist. It points to a system that needs to modernise the way its people, 

processes, information and technology work together. The strongest immediate signal is the 

workforce transition. A projected 10,345 retirements by the end of December 2028 represent 

22.7% of the current serving workforce. This creates a time-bound risk to institutional 

continuity and a corresponding opportunity to deliberately renew the workforce, strengthen 

successors and capture institutional knowledge. 

The second signal is digital. Staff recognise digital transformation as a priority and support 

integrated systems, but current manual processes and limited integration constrain 

performance. Digital investment therefore needs to be sequenced through process redesign and 

enterprise architecture.  

The third signal is capability. Competency and leadership gaps are not isolated training issues. 

They are linked to the State's ability to manage modern public administration, use evidence, 

lead change and operate digital systems. 

The fourth signal is management. Performance management, knowledge management and 

innovation need to become working institutional systems rather than additional documents. 

9.2 Recommended Programme Response 

This structure is consistent with the existing programme design, which deliberately links 

institutional reform, human capital, digital transformation, data and AI, performance 

management and sustainability. The assessment supports an integrated programme with eight 

areas of intervention: 

Component Main Focus 

1. Institutional Assessment and 

Diagnostics 

Baseline, institutional and workforce 

diagnostics 

2. Institutional Governance and Reform 
Governance, organisational systems and 

process improvement 

3. Human Capital and Workforce 

Transformation 

Competencies, leadership, succession and 

knowledge transfer 

4. Digital Government and ICT 

Modernisation 

Process digitisation, interoperability and 

digital systems 
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Component Main Focus 

5. Data, AI and Innovation 
Data governance, AI readiness and 

responsible innovation 

6. Results-Based Management and 

M&E 

Performance management, monitoring and 

evaluation 

7. Programme Management and Quality 

Assurance 

Coordination, procurement, fiduciary 

management and assurance 

8. Knowledge Management and 

Sustainability 

Institutional learning, communication and 

post-grant sustainability 

 

 

9.3 Priority Recommendations and 24-Month Implementation Timeline 

Timing Recommendation 

Immediate – First 90 

Days 

Establish a Reform Delivery Cell under the Office of the Head of 

Service to coordinate baseline validation, reform sequencing, inter-

agency coordination and early implementation. 

Immediate – Months 

1–6 

Validate the survey evidence and workforce database and establish the 

institutional baseline and retirement-risk map to guide reform priorities 

and workforce planning. 

Immediate – Months 

1–6 

Identify critical positions affected by the projected retirement 

transition and implement structured knowledge-transfer, succession 

planning and continuity arrangements. 

Immediate – Months 

1–6 

Select priority high-volume and high-burden administrative processes 

for business-process re-engineering, simplification and SOP 

development. 

Early – Months 4–10 

Complete the digital maturity assessment, enterprise architecture and 

priority digital workflow portfolio, providing the foundation for 

sequenced digital transformation. 

Implementation – 

Months 6–18 

Implement competency-based capacity development for the targeted 

3,500-person cohort, linked to job functions, identified competency 

gaps and reform responsibilities. 

Implementation – 

Months 6–18 

Implement the leadership and change-management programme for 

executive and middle-management cadres, with emphasis on reform 

leadership, succession and institutional change. 

Implementation – 

Months 6–18 

Establish and operationalise the Results-Based Management 

framework, MDA performance scorecards and management 

performance dashboard. 

Sequenced – Months 

12–20 

Complete the AI readiness and data-governance framework and 

implement carefully selected, low-risk AI and data-use pilots with 

appropriate governance and human oversight. 
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Timing Recommendation 

Consolidation – 

Months 18–22 

Consolidate successful institutional, digital and workforce reforms; 

strengthen knowledge management and ensure revised systems, SOPs 

and performance arrangements are embedded within participating 

government institutions. 

Transition and 

Sustainability – 

Months 23–24 

Transfer systems, recurrent functions, knowledge products and reform 

responsibilities into government structures, budgets and routine 

management processes, supported by a final performance assessment 

and agreed government ownership and sustainability plan. 

 

9.4 Strategic Capacity Development Framework 

The programme will establish a targeted capacity-development pool of approximately 3,500 

public servants over the 36-month implementation period. The indicative allocation is: 

Capacity Area Indicative Number 

Technical and professional competencies 2,000 

Digital and data competencies 750 

Leadership and executive development 300 

Results-Based Management, M&E and performance management 250 

Innovation and change management 200 

Total 3,500 

The final participant list will be based on institutional priorities and the validated workforce 

database. The programme design already specifies that participant records should be 

disaggregated by relevant characteristics and that training should be differentiated by cadre, 

function and reform responsibility.  The 3,500 direct beneficiaries should therefore be viewed 

as strategic change agents within the wider workforce rather than as the entire target population. 

9.4 Implementation Roadmap 

The proposed intervention will follow a phased approach. This phased structure is consistent 

with the existing programme implementation framework.   

Phase I: Inception and Baseline - The 0-6 months will focus on validation of the assessment, 

institutional diagnostics, workforce profiling, retirement analysis, digital maturity assessment, 

stakeholder engagement and establishment of the programme baseline. 
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Phase II: Reform Design - Months 7–12 months will focus on the competency framework, 

succession framework, institutional reform plans, digital government strategy, enterprise 

architecture, data governance and AI governance. 

Phase III: Implementation and Consolidation - Months 13–18 months will constitute the main 

implementation period. This will include capacity development, leadership programmes, 

process redesign, institutional reforms, priority digital interventions, scale-up, system 

integration, innovation and consolidation of institutional performance arrangements. 

Phase IV: Institutionalisation and Exit - Months 19–24 months will focus on evaluation, 

transfer of responsibilities, sustainability financing, institutionalisation and programme 

closure. 

9.6 Expected Results and Institutional Outcomes 

The assessment supports a programme that should produce practical institutional results. By 

the end of implementation, The programme’s success should ultimately be judged by changes 

in the way government works, not simply by the number of meetings, workshops or reports 

completed. The State should have: 

• A validated public sector institutional and workforce baseline; 

• A clear workforce transition and succession framework; 

• A public service competency framework; 

• Strengthened leadership and management capacity; 

• Improved institutional processes and sops; 

• A practical digital government roadmap; 

• Selected digitised and improved government workflows; 

• Stronger data governance arrangements; 

• An AI governance and readiness framework; 

• Strengthened results-based management and performance monitoring; 

• A functioning institutional knowledge-management system; 

• Stronger mechanisms for innovation and organisational learning; and 

• A clear sustainability and transition arrangement for reforms supported through the 

grant. 

9.7 Risk and Implementation Considerations 

The assessment identifies several risks that could affect implementation. Security and access 

constraints remain relevant in some parts of Yobe State and may affect physical consultations, 

field activities and implementation schedules. The Development Pathways approach used in 

comparable work recognises the need for advance travel planning, security assessment, 

stakeholder scheduling and hybrid arrangements where physical access becomes difficult.   

Access to government information is another important consideration. Institutional 

assessments depend on the availability and quality of administrative records. Clear government 

ownership and early agreement on information requirements will therefore be important. Staff 

availability can also affect implementation, particularly where key officers are responsible for 

several functions. There is also a risk of resistance to change. This is why the assessment places 

importance on staff participation, leadership engagement and practical change management. 
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Finally, digital investment carries risks around cybersecurity, data protection, system 

maintenance and affordability. These issues need to be considered alongside the technical 

design of each system. 

9.8 Quality Assurance and Evidence Validation 

The assessment and subsequent programme design require a clear separation between data 

collection, analysis, interpretation and validation. Quantitative findings should be checked 

against the underlying survey data and administrative records. Qualitative findings should be 

reviewed for recurring themes rather than relying on isolated opinions. Draft findings should 

be discussed with relevant government stakeholders before they are treated as final institutional 

positions. The Development Pathways model also places emphasis on structured quality 

assurance, continuous communication, technical review and consolidation of stakeholder 

feedback before finalisation of outputs.  This principle is particularly relevant to Yobe because 

the assessment is intended to inform actual government investment decisions. 

 

9.9 Ethical and Safeguarding Considerations 

The assessment and programme should respect confidentiality, professional ethics and 

responsible handling of personnel information. Workforce data, including information relating 

to individual officers, should only be collected and used for legitimate programme and 

workforce-management purposes. Participation in consultations should be voluntary where 

appropriate, and information should be presented in a way that does not create fear or concern 

among public servants about the consequences of providing honest responses. 

This is particularly important for institutional performance assessments. The purpose is to 

identify weaknesses so that they can be addressed, not to create a mechanism for blaming 

individual officers. The Development Pathways methodology similarly emphasises the 

principles of doing no harm, protecting respondents and creating appropriate conditions for 

open and safe consultations.   

Institutionalization – year 2 

Transfer systems, recurrent functions, 

knowledge products and reform 

responsibilities into government budgets 

and structures. 

9.10 Final Assessment and Investment Rational 

The case for investment is strongest when the programme is treated as institutional 

infrastructure. The value of the proposed US$2.47 million is not limited to the officers trained 

or systems installed. The intended return is a more capable government machinery through 

which Yobe State can plan better, coordinate more effectively, manage information, preserve 

institutional memory, adopt appropriate technology and deliver public services with greater 

consistency. 

Overall Assessment Judgement 

Yobe State is ready for an integrated public-sector transformation programme, provided 

implementation begins with evidence validation, workforce transition management, process 

reform and digital architecture, and provided sustainability is designed into the programme 

from the outset. 
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9.11 Conclusion 

The Yobe State Public Sector Performance, Institutional Transformation and Digital 

Government Readiness Assessment provides a clear message. Yobe State has a functioning 

public service, an experienced workforce and a strong basis for reform. There is also clear 

evidence that public servants recognise the need for change. The challenge is to convert that 

willingness into practical improvements in the systems through which government operates. 

The workforce figures make the timing particularly important. With 45,588 serving civil 

servants as at July 2026, 7,133 pensioners, and 10,345 serving officers projected to retire by 

31 December 2027, the State cannot afford to leave succession planning and institutional 

knowledge transfer until after the transition has already happened. At the same time, the survey 

evidence points to clear institutional priorities. Staff identify digital transformation, 

competency development, leadership, stronger coordination, better performance management, 

knowledge management and innovation as areas requiring attention.   

The response therefore needs to be practical and connected. The State should strengthen 

institutions while developing the people who work in them. It should improve processes before 

digitising them. It should use data more effectively while putting proper safeguards around it. 

It should prepare successors before experienced officers retire. And it should make sure that 

knowledge generated through reform remains within government. This is the basis for the 

proposed US$2.47 million UNDP-supported institutional transformation programme. The 

proposed investment is not simply an investment in training or technology. It is an investment 

in the capacity of the Yobe State Government to continue delivering development through its 

own institutions. 

The ultimate test of the intervention will be whether government becomes better able to plan, 

coordinate, manage information, develop its workforce, make decisions and deliver services 

efficiently and consistently. That is the practical purpose of the proposed programme and the 

main finding emerging from the 2026 assessment. 
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Annex A: Summary of Key Assessment Evidence 

This annex consolidates the principal quantitative findings and derived measures used in the 

assessment. It brings together the workforce evidence and the key institutional survey 

indicators in a single reference table to avoid repetition across the report. The survey findings 

are presented as validated assessment findings and are primarily descriptive, while derived 

workforce measures are calculated from the administrative figures provided in the assessment 

material. 

A1. Workforce and Institutional Assessment Indicators 

Survey Indicator Finding Assessment Interpretation 

Serving civil servants, July 

2026 
45,588 

Current reference workforce for assessing workforce 

capacity and transition exposure. 

Pensioners, July 2026 7,133 
Equivalent to approximately 15.6% of the current 

serving workforce. 

Expected retirements by 31 

December 2027 
10,345 

Represents a significant near-term workforce transition 

and potential institutional continuity risk. 

Projected retirements as 

share of current workforce 
22.7% 

Indicates substantial exposure to succession, 

knowledge-transfer and workforce-capacity risks. 

Structures adequately 

support core mandates 
72% 

Indicates a relatively positive institutional foundation 

and supports strengthening existing structures rather 

than wholesale institutional replacement. 

Operational systems 

sufficiently integrated 

across MDAs 

41% 

Indicates significant systems-integration constraints and 

a need for stronger whole-of-government coordination 

and interoperability. 

Support comprehensive 

public-sector reform 
82% 

Indicates strong demand and institutional support for 

public-sector transformation. 

Support innovation and 

organisational learning 
74% 

Indicates a strong opportunity for change, innovation 

and institutional learning. 

Support integrated digital 

government 
70% 

Indicates strong demand for more connected and 

integrated government systems. 

Digital transformation 

identified as a priority 
68% 

Confirms digital transformation as a major strategic 

reform priority. 

Stronger use of evidence in 

planning 
67% 

Indicates a need to strengthen evidence use, planning 

information and decision-making systems. 
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Survey Indicator Finding Assessment Interpretation 

Limited digital integration 

across MDAs 
66% 

Points to fragmented systems and limited 

interoperability across government institutions. 

Emerging competency gaps 65% 
Indicates a need for targeted competency development 

aligned with changing public-sector functions. 

Manual processes affecting 

productivity 
63% 

Indicates process inefficiencies and the need for 

business-process improvement before or alongside 

digitisation. 

Need for stronger 

leadership development 
61% 

Indicates a management and leadership-capability gap 

requiring targeted development. 

Need for stronger Results-

Based Management 
58% 

Points to the need for stronger performance planning, 

monitoring, reporting and management review. 

Weak inter-agency 

collaboration 
57% 

Indicates a coordination gap requiring stronger whole-

of-government mechanisms and clearer institutional 

interfaces. 

Knowledge-management 

weakness 
54% 

Indicates risks relating to institutional memory, 

knowledge retention and organisational learning. 

Proposed direct capacity-

development reach 
3,500 

Targeted direct beneficiary cohort for structured 

competency development; equivalent to approximately 

7.7% of the current serving workforce. 

A2. Key Analytical Signals 

The evidence produces several important signals for the transformation agenda. First, there is 

a clear institutional foundation–systems integration gap, with 72% reporting that existing 

structures adequately support core mandates compared with only 41% reporting sufficient 

operational integration across MDAs. This 31-percentage-point difference indicates that the 

priority is to strengthen connectivity, processes, information flows and systems rather than 

undertake wholesale institutional restructuring. 

Second, the workforce data demonstrates the urgency of succession and institutional 

knowledge management. The projected retirement of 10,345 officers, equivalent to 22.7% of 

the current serving workforce, creates a time-bound need for critical-post mapping, succession 

planning, knowledge transfer and targeted workforce development. 

Third, the survey demonstrates both strong demand for reform and identifiable implementation 

constraints. High levels of support for comprehensive reform (82%), innovation and 

organisational learning (74%), and integrated digital government (70%) provide a favourable 

foundation for transformation, while the reported constraints in digital integration, 
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competencies, manual processes, leadership, RBM, coordination and knowledge management 

identify the areas requiring focused intervention. 

Finally, the evidence supports a systems-oriented reform approach in which workforce 

development, institutional reform, business-process improvement, digital government, data 

and innovation, performance management and knowledge management are implemented as 

mutually reinforcing components rather than as stand-alone interventions. 
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Annex B: Detailed Assessment-To-Intervention Matrix 

The matrix below translates the assessment evidence into a sequenced 24-month reform and 

implementation framework, linking identified constraints to priority interventions, responsible 

institutions and implementation timing. 

Evidence Diagnosis Priority Intervention 
Lead 

Responsibility 
Timing 

10,345 projected 

retirements by 31 

December 2027 

Significant 

workforce transition 

and institutional 

continuity risk 

Establish a critical-post, 

retirement-risk and 

succession programme, 

including knowledge-

transfer arrangements 

OHCS / HR 

Units 

Months 

1–6 

65% identify 

emerging 

competency gaps 

Workforce 

capabilities need to 

be strengthened to 

meet changing 

public-sector 

requirements 

Develop and operationalise 

a competency framework 

and targeted competency-

development programme 

OHCS / 

Training 

Institutions 

Months 

1–18 

63% report 

manual processes 

affecting 

productivity 

Administrative 

burden, process 

inefficiency and 

potential delays 

Undertake priority process 

mapping, business-process 

re-engineering (BPR), 

process simplification and 

SOP development 

OHCS / 

Participating 

MDAs 

Months 

1–18 

68% identify 

digital 

transformation as 

a priority 

Strong demand for 

public-sector 

modernisation and 

digital 

transformation 

Develop the Digital 

Government 

Strategy/roadmap, 

undertake digital maturity 

assessment and establish the 

enterprise digital 

architecture 

Digital/ICT 

Leadership / 

Relevant MDAs 

Months 

1–10 

70% support 

integrated digital 

government 

systems 

Strong demand for 

greater systems 

connectivity and 

interoperability 

Establish interoperability 

standards and implement a 

prioritised digital workflow 

portfolio 

ICT / 

Participating 

MDAs 

Months 

6–24 

61% identify 

need for stronger 

leadership 

development 

Management and 

leadership 

capability requires 

strengthening to 

Implement a targeted 

leadership and change-

management programme 

for executive and middle-

management cadres 

OHCS 
Months 

6–18 
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Evidence Diagnosis Priority Intervention 
Lead 

Responsibility 
Timing 

support institutional 

reform 

57% identify 

weaknesses in 

inter-agency 

collaboration 

Whole-of-

government 

coordination and 

institutional 

interfaces require 

strengthening 

Strengthen coordination 

mechanisms, clarify 

institutional responsibilities 

and establish appropriate 

performance and 

coordination agreements 

OHCS / 

Steering 

Committee 

Months 

6–24 

58% identify 

need to 

strengthen 

Results-Based 

Management 

Performance 

information and 

results-based 

management 

systems require 

improvement 

Establish the RBM 

framework, MDA 

performance scorecards and 

management performance 

dashboards 

Planning / M&E 

Units 

Months 

6–20 

54% identify 

knowledge-

management 

weaknesses 

Risk of institutional 

knowledge loss and 

weak organisational 

learning 

Establish knowledge-

management systems, 

institutional repositories 

and Communities of 

Practice, with emphasis on 

knowledge transfer during 

workforce transition 

OHCS / PMU 
Months 

6–22 

74% support 

innovation and 

organisational 

learning 

Strong foundation 

and opportunity for 

structured public-

sector innovation 

Establish an institutional 

innovation mechanism and 

implement selected 

innovation pilots, with 

lessons documented for 

potential scale-up 

OHCS / PMU 
Months 

10–22 

 

Sequencing Principle - The 24-month matrix follows a deliberate sequence: diagnose and 

establish foundations during Months 1–6; design and initiate reforms during Months 4–10; 

implement and scale priority interventions during Months 6–20; and consolidate, 

institutionalise and transition reforms during Months 18–24. This sequencing is particularly 

important for digital transformation and AI-related interventions, where process reform, 

institutional arrangements, data governance and system architecture should precede large-scale 

technology deployment.  
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Annex C: Assessment-To-Investment Logic 

The assessment-to-investment logic reflects the programme’s underlying approach of 

connecting people, processes, technology, data, leadership and organisational performance 

rather than treating them as separate interventions 

Assessment Finding Institutional Implication Programme Response 

10,345 expected 

retirements 

Risk of loss of skills and 

institutional memory 

Succession planning, 

mentoring and knowledge 

transfer 

65% identify emerging 

competency gaps 

Workforce not fully prepared 

for changing public 

administration 

Competency framework 

and targeted training 

63% report manual 

processes 

Delays and administrative 

inefficiency 

Process review and digital 

workflow reform 

68% identify digital 

transformation as a 

priority 

Strong demand for digital 

modernisation 

Digital Government 

Roadmap and systems 

integration 

70% support integrated 

digital systems 

Existing systems need greater 

integration 

Interoperability and 

enterprise architecture 

61% identify leadership 

development need 

Management capacity requires 

strengthening 

Executive and middle-

management development 

57% identify 

coordination 

weaknesses 

Fragmented implementation 
Whole-of-government 

coordination mechanisms 

58% identify RBM 

weaknesses 

Limited use of performance 

information 

Performance framework, 

KPIs and dashboards 

54% identify 

knowledge-

management 

weaknesses 

Risk of institutional knowledge 

loss 

Knowledge repository and 

learning mechanisms 
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Assessment Finding Institutional Implication Programme Response 

74% support innovation 
Strong basis for organisational 

change 

Innovation and change-

management mechanisms 
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 Annex D: Indicative Programme Results Framework For  24-Month Implementation 

The following results framework translates the proposed reform agenda into measurable 

outcomes for the 24-month implementation period. The baselines and targets are retained as 

indicative planning values from the programme-preparation materials and should be formally 

validated during the first six months of implementation before being adopted as the 

authoritative programme baseline. 

Result Level Result / Indicator 
Illustrative 

Baseline 

24-

Month 

Target 

Means of Verification 

Outcome 1: 

Institutional 

Governance and 

Performance 

MDAs with 

institutional 

performance 

frameworks 

35% 95% 

Institutional performance 

frameworks, MDA 

scorecards and 

verification records 

Outcome 1 

Institutional 

Governance 

Effectiveness Index 

58% 85% 
Validated institutional 

assessment 

Outcome 1 
SOP adoption across 

priority functions 
30% 100% 

Approved SOP register 

and implementation 

verification 

Outcome 2: Human 

Capital and Workforce 

Transformation 

Workforce 

Competency Index 
46% 82% 

Competency assessment 

and skills-development 

records 

Outcome 2 
Leadership 

Effectiveness Index 
52% 85% 

Leadership assessment 

and programme records 

Outcome 2 
Competency 

certification 
18% 80% 

Competency assessment 

and certification records 

Outcome 3: Digital 

Government 

Transformation 

Digital Government 

Maturity Index 
30% 80% 

Digital maturity 

assessment 

Outcome 3 
Government services 

digitised 
22% 80% 

Government digital-

service inventory and 

system verification 

Outcome 3 
Enterprise 

interoperability 
15% 75% 

System integration and 

interoperability 

assessment 
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Result Level Result / Indicator 
Illustrative 

Baseline 

24-

Month 

Target 

Means of Verification 

Outcome 4: Results, 

Data and Evidence-

Based Management 

RBM adoption 40% 90% 

MDA scorecards, 

performance reviews and 

RBM implementation 

records 

Outcome 4 
Institutional 

Collaboration Index 
48% 85% 

Validated institutional 

assessment and 

coordination records 

Impact Citizen satisfaction 56% 85% 
Citizen feedback and 

service-delivery surveys 

Impact 
Organisational 

resilience 
50% 88% 

Organisational resilience 

assessment 

Results Framework Interpretation 

The framework is structured around four outcome areas institutional governance and 

performance, human capital and workforce transformation, digital government transformation, 

and results/data/evidence-based management supported by broader measures of citizen 

satisfaction and organisational resilience. The proposed targets represent the intended direction 

and scale of programme-level improvement over the 24-month implementation period. They 

should not be interpreted as independently measured 2026 baseline values until the 

programme's inception and baseline-validation process has been completed. 

During Months 1–6, the programme should establish the authoritative baseline by confirming 

indicator definitions, measurement methodologies, data sources, responsible institutions and 

verification arrangements. This process should also determine whether each proposed indicator 

can be measured consistently and whether any targets require adjustment based on the validated 

baseline. The results framework should subsequently be incorporated into the programme's 

Results and Monitoring Framework, with progress reviewed periodically and formally assessed 

at mid-term and programme completion. 
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Annex E: Indicative 24-Month Implementation Matrix 

The implementation matrix translates the assessment priorities into a sequenced 24-month 

delivery framework, linking each activity to its expected output, responsible institution, 

implementation period and measurable indicator. 

Activity Expected Output Responsible Timing Key Indicator 

Survey and baseline 

validation 

Validated 

institutional 

assessment and 

programme baseline 

report 

OHCS / PMU 
M1–

M4 

Baseline validated and 

approved 

Workforce and 

retirement mapping 

Verified workforce 

and retirement-risk 

map 

OHCS / HR 

Units 

M1–

M6 

100% of projected 

retirement cohort 

mapped 

Critical-post analysis 
Critical-post and 

succession register 

OHCS / 

Participating 

MDAs 

M2–

M6 

Critical positions 

identified and 

documented 

Knowledge transfer and 

succession planning 

Knowledge-transfer 

and succession 

records for priority 

positions 

MDAs / PMU 
M3–

M18 

Priority critical posts 

with documented 

transfer/succession plans 

Competency framework 

development 

Approved 

government 

competency 

framework 

OHCS 
M4–

M9 

Competency framework 

approved and adopted 

Targeted competency 

development 

Competency-

development 

programme 

implemented for 

priority workforce 

groups 

OHCS / 

Training 

Institutions 

M6–

M18 

Targeted 3,500-person 

capacity-development 

programme implemented 

Priority process mapping 

and business-process re-

engineering 

Business-process re-

engineering and SOP 

packages 

OHCS / 

Participating 

MDAs 

M4–

M12 

Priority workflows 

redesigned and SOPs 

approved 

Digital maturity and 

enterprise architecture 
Digital maturity 

assessment and 

ICT 

Leadership / 

M4–

M10 
Digital maturity 

assessment completed 
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Activity Expected Output Responsible Timing Key Indicator 

approved State 

digital architecture 

Relevant 

MDAs 

and architecture 

approved 

Priority digital workflow 

development and 

deployment 

Operational digital 

workflows for 

selected government 

processes 

ICT / 

Participating 

MDAs 

M10–

M24 

Priority digital 

workflows operational 

RBM and performance 

management system 

MDA performance 

scorecards and 

management 

dashboard 

Planning / 

M&E Units 

M6–

M18 

Performance scorecards 

operational in 

participating MDAs 

Data governance and AI 

readiness 

Data-governance 

and AI-readiness 

frameworks 

ICT / Data 

Leadership 

M9–

M18 

Governance frameworks 

and relevant policies 

approved 

Leadership and change-

management programme 

Strengthened 

leadership and 

change-management 

capacity 

OHCS / PMU 
M6–

M18 

Executive and middle-

management 

development programme 

implemented 

Innovation pilots 

Tested public-sector 

innovation 

initiatives and 

documented lessons 

PMU / 

Participating 

MDAs 

M12–

M22 

Selected innovation 

pilots implemented and 

evaluated 

Knowledge management 

and Communities of 

Practice 

Institutional 

knowledge 

repository and 

functioning 

Communities of 

Practice 

OHCS / PMU 

/ MDAs 

M8–

M22 

Knowledge products 

captured and 

Communities of Practice 

operational 

Consolidation and 

institutionalisation 

Institutionalised 

reform systems, 

procedures and 

responsibilities 

OHCS / PMU 

/ MDAs 

M18–

M23 

Priority reforms 

embedded in government 

structures and routine 

processes 

Sustainability and 

transition 

Government 

ownership, 

financing and 

transition plan 

OHCS / PMU 
M22–

M24 

Recurrent functions and 

sustainability 

arrangements 

incorporated into 
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Activity Expected Output Responsible Timing Key Indicator 

government planning 

and budgets 

Final assessment and 

programme transition 

Final performance 

assessment, lessons 

learned and 

transition 

documentation 

OHCS / PMU 

/ Independent 

Evaluator 

M23–

M24 

Final assessment 

completed and post-

programme 

responsibilities formally 

agreed 

 

Implementation Sequencing 

The 24-month framework is deliberately sequenced to establish the evidence, workforce and 

institutional foundations first, followed by process reform and system design, implementation 

of priority interventions, and finally consolidation and transition. Months 1–6 focus on baseline 

validation, workforce transition, critical-post analysis and initial institutional diagnostics; 

Months 4–12 introduce competency, process and digital architecture reforms; Months 6–18 

constitute the main implementation period for capacity development, leadership, RBM and 

institutional reform; and Months 18–24 focus on consolidation, institutionalisation, 

sustainability, final assessment and transition to government ownership. 

This sequencing also ensures that process reform precedes or accompanies digitisation, while 

data governance and AI readiness are established before the wider deployment of emerging 

technologies. 
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Annex F: Source And Evidence Register 

This Source and Evidence Register identifies the principal documents underpinning the Yobe 

State Public Sector Performance, Institutional Transformation and Digital Government 

Readiness Assessment (2026) and clarifies the role of each source in the analysis, programme 

design and formulation of recommendations. 

Source Role in the Assessment 

Yobe State Public Service 

Assessment Report 

(2026) 

Serves as the principal consolidated source of the institutional 

assessment narrative, workforce information, survey findings and 

key quantitative evidence used in the diagnostic analysis. 

Yobe State Grant Design 

Document 

Provides the proposed programme architecture, intervention 

components, financing structure, implementation approach, theory 

of change and indicative results framework. 

Yobe State Grant Concept 

Note 

Provides the programme rationale, development context, proposed 

activities, outputs, expected results and overall investment logic. 

Draft Yobe Feasibility 

Assessment and 

Implementation Proposal 

Provides the expanded problem analysis, institutional and 

implementation considerations, results framework, readiness 

assessment, proposed interventions and financing assumptions 

used to inform the consolidated assessment and programme 

framework. 

Yobe State Assessment 

Evidence and Analytical 

Framework 

Provides supporting institutional evidence and the analytical basis 

used to structure the assessment and translate findings into reform 

priorities and implementation considerations. 

Reference Feasibility 

Framework 

Used solely to inform the structure, sequencing, analytical 

presentation and investment-readiness conventions of the report. It 

is a structural reference only and is not a source of Yobe State 

findings, data or substantive conclusions. 

Evidence Use and Source Precedence 

This report should be read alongside the final validated 2026 Public Service Institutional 

Capacity and Organisational Performance Survey, the authoritative Yobe State personnel and 

workforce records, and the final approved UNDP programme, financing and implementation 

documentation as these become available. Where information or figures contained in 

programme-preparation documents differ from subsequently validated administrative, survey 

or programme records, the latest validated authoritative source should take precedence. 

Programme-preparation baselines, targets and other planning assumptions are identified as 

indicative where they have not yet been formally validated. The purpose of this register is to 

ensure source traceability, transparency and appropriate interpretation of evidence throughout 

the assessment and subsequent programme preparation and implementation.  




