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PREFACE 

In Nigeria, in recent years, there have been signs, against the background of acute 

economic and social crises, of a widening gap between the educational objectives 

set by state and national authorities and the results obtained in terms of education 

projects management.  Education projects are abandoned in the course of 

implementation and the quality of implementation even when completed is very 

poor. This results in poor infrastructural facilities in schools. 

This book aims to highlight the importance of integrating education projects tools 

and techniques for identification, preparation, implementation, evaluation and 

sustainability with sectoral planning to achieve project objectives.  These require 

relevant and effective planners that pay attention to the translation of political 

objectives into action programmes so that they ensure continuous monitoring or 

guidance of project execution and evaluate projects results. Unfortunately, all these 

have turned out to be difficult if not impossible in Nigeria, because of lack of 

training of the staff of Ministry of Education from Planning and Project 

management units on the art of education project management. 

The problem of implementation of National Policy on Education through 

Education Project Management is not course related solely, or even mainly to the 

technical expertise of the officials at the various institutions involved. But the fact 

of not having fully mastered the tools and techniques of project identification, 

preparation, implementation, evaluation and sustainability quite obviously 

constitutes a serious handicap, when the country enter into negotiations with 

international external (bilateral and multilateral), funding agencies, whose 

importance continue to grow.  
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This book is an integral part of the effects to strengthen the ability of Federal and 

State Ministries of Education to manage education projects that are consistent with 

national and state priorities and viable in educational, social, administrative and 

financial terms.  It is also limited to a simple presentation of the education project 

cycle management technique and their role in the planning process through the 

successive stages of the project cycle. 

Kabiru Mohammed Badau (PhD) 
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FORWARD 

Effective educational projects management is vital for the development of any 

economy like Nigeria. This is because educational development itself is the result 

of a series of successfully managed projects. This makes education project 

management an extremely important problem area for a developing economy like 

Nigeria. Unfortunately, many education projects experience schedule slippages and 

cost overruns due to a variety of reasons. To remedy the situation, an education 

project has to be meticulously planned, effectively implemented and professionally 

managed to achieve the objectives of time saving, cost effectiveness and functional 

performance. 

The author presents an education project management tools and techniques 

approach with a total systems view of education project management. He presents 

a thorough analysis of why projects fail and how they can succeed. The author 

presents a very candid and practical examples of some relevant examples of 

education project management tools and techniques, which each student and 

education project manager must know.  

The book will prove to be very useful in managing any size and type of education 

project in Nigeria. Some of the distinctive features of this book include stages of 

education project cycle management techniques from identification, preparation, 

implementation, evaluation and sustainability of education projects.  

I strongly recommend this book to readers in education project management and 

educational planning and management in generally. 
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CHAPTER ONE 

INTRODUCTION 

1.1 Justification for Education Projects 

The experience of the last forty years has revealed the limitations of education 

project management by education project managers, at least as traditionally 

conceived.  It has, infact, been rare for education projects to achieve their 

objectives.  The lack of realism in the setting of these objectives, in the evaluation 

of administrative capacities, and in the estimation of available resources is the most 

obvious causes of these failures.  Educational facilities are characterized by 

dilapidation and poor maintenance, inadequate and poor condition of furniture and 

equipment, inadequate and under utilising laboratories and workshops, low pupil 

teacher ratio and shortage of qualified teachers. 

In the face of these disappointing results, both decision-makers and administrators 

of education are now interested in a more pragmatic and less doctrine approach to 

education projects management than in the past.  While project management is

based on policies, more attention is now being paid to the education projects 

originating from policies.  Attempts are being made to identify, prepare, 

implement, evaluate and sustain them more methodically. 

The financial crises presently experienced by developing countries like Nigeria 

indicate this trend because of the need to manage public expenditure in education 

through project management is more rigorous. This increasing constraint is making 

those responsible for financial affairs in education project management, whether 

local, national or foreign, morestrict than in the past to increase their contribution 

to education, because of the significant budget share allocated to this sector. 
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The implementation of education policies through project management is 

progressively becoming a major centre of attention in educational planning.  Yet in 

many situations, this phase remains the weak link of the overall process.  

Education projects are one of the best ways for decision-makers to gain control of 

it because their objectives, budgets and management periods are clearly defined.  

For this reason, Ministries of Education as well as sources of external assistance 

are resorting to projects more and more frequently.  This book deals precisely with 

education project management, within the framework of the planning process.  The 

point of view adopted is that of national and state authorities responsible for the 

development of education.  Emphasis is put on the experience of Nigeria, 

pertaining to projects framed by national and state authorities and with the support 

of external sources.  Most of the lessons learned from this experience are just as 

valid for projects that are financed entirely by national and state sources. 

Chapter 1 introduced the justification of education projects management. After 

explaining the concept of education projects, Chapter 2 described the different 

types of education projects, the historical development of education projects and 

how they are derived from policies and plans. 

Chapter 3, first of all examine the concept of education project management and its 

types, application and approaches by individuals and organisations involved.  The 

functions of education project management and factors for its success were 

explained. Chapter 4 discussed the various techniques of education projects 

management and how they are utilized in managing education projects. 

In Chapter 5, the concept of education project cycle management and its stages 

from individuals, national authorities and international donors were examined and 

goes to list and explain the characteristic of the stages of the project cycle. Then, 
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chapter 6 explained the concept of beneficiary participation in education projects 

management and its various forms in managing education project. 

Chapter 7, examines the criteria of identification of education projects as the first 

stage in the in the education projects cycle management and goes on to analyse 

their goals, the various tasks and working methods they required and the conditions 

under which are carried out. 

Then, chapter 8, also examines the concept and purpose of education projects 

preparation through formulation, proposal, document design, pre-feasibility report, 

feasibility study, appraisal and conditions for negotiation. 

In Chapter 9, the modalities for education project implementation through phases,

supervision, work plan and cost of the projects were explained.  Finally, the 

chapter examined sources of financing education projects and how the finances are 

managed. 

After explaining the concept of monitoring and evaluation, chapter 10, explains 

their purpose and functions in education project management.  The role of 

information and reporting in monitoring projects were explained.  The types of 

evaluation carried out on education projects were specified. 

Chapter 11, examines the concept of sustainability and methods for planning 

strategies and factors for successful sustainability of education projects. 

Finally in chapter 12, general conclusion was drawn on managing education 

projects and the general functions of the education manager through project cycle 

management technique. 

1.3 Review Questions 

1. Discuss the justification for education projects.
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                                            CHAPTER TWO 

EDUCATION PROJECTS 

2.1  Concept of Education Project 

Education project is an important and carefully planned piece of work and 

activities that are intended to bring a new innovation or deal with a problem in the 

education system.  The concept of education project was defined by United 

Nations Development Programme (UNDP, 1997b) as the smallest operational unit 

prepared and implemented as a separate entity within education programme.  

Education project objectives contribute to the achievement of the over-role 

educational programme objectives.  Education projects approach emphasizes on 

means to an end, feasibility of projects, donor-led and single sector orientation.  

Education project is an educational transformation which provides the basic 

requirements for educational development.  It is the provision of basic needs to 

achieve educational objectives. The indicators of education development in 

developing countries like Nigeria are the percentage of age groups enrolled in 

primary, secondary and tertiary educational institutions, enrolment in vocational 

institutions and adult literacy rate of male and female. The purpose of education 

projects is therefore to raise the percentage of age groups enrolled in primary, 

secondary and tertiary education institutions, enrolment in vocational institutions 

and adult literacy rate of male and female (UNDP, 1997a). Education projects are 

also a set of investments and of other planned activities aimed at achieving specific 

objectives with a pre-determined time frame and budget.  For example, education 

project may involve the expansion of primary education in a given country 

(Psachasospoulus and Woodall, 1985). 
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2.2   Types of Education Projects 

The variability of education projects is considerable, in terms of both their 

Objectives and of their domains of action or their content.  The financing of 

education projects could be national, state, local governments, another public body, 

community or external sources of funding or bilateral aid source, World Bank loan 

or credit.  Education projects generally include physical or hardware investment 

like construction, furniture, equipment, supplies and training, which are important 

with qualitative or instructional objectives (Lethen and Cooper, 1984). 

2.3   Historical Development of Education Projects in Developing Countries. 

Education projects were distinguished into three phases (Magnen, 1991). The 

features of their historical development globally were dated into sixties, seventies 

and eighties. 

During the 1960s, the quality of the civil engineering work was general 

satisfactory.  But the supplying of equipment was almost plaqued by delays and its 

quality sometimes turned out to be poor. The evaluation of projects in the sixties 

which was carried out at the beginning of the subsequent decade, showed that they 

did infact help the beneficiaries to achieve their expansion objectives in the 

education sector.  

Four main objectives of variable importance were pursued in 1970s, depending on 

the funding organisation; both generalized selective development of levels of 

education and training to meet the demand for qualified manpower improvement of 

the effectiveness and quality of education and finally equalization of opportunities 

and access to education. All levels of education turned out to be costly or ill suited 

m of education that could be 
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generalized and selective development of the subsequent levels of education were 

carried out. 

Financial constraints in 1980s, made it necessary to examine education expansion 

projects with mere caution, and to give priorities to the renovation of existing 

facilities, qualitative improvement and institutions development. 

Last Twenty-five Years: 

The features of education projects in the last twenty-five years in developing 

countries as specified by Mahlick and Magnen (1992) are as follows. 

1. An increasingly detailed study of the national education situation and of the 

financial context before elaboration of the projects. 

2. An increasingly closer linkage between projects and policies favouring 

adjustments of the same education system to the financial constraints. 

3. A gradual opening up of projects to encompass all types, levels and 

institutions of education. 

4. The growing importance of quality improvement and institutional 

development objectives of the same level of education. 

5. The gradual expansion of donor and multi-lateral bank firm to all categories 

of education projects expenditure including operating costs and salaries. 

2.4  Plans, Policies, Objectives and Education Projects 

Education project plans have dual function: First to mobilize efforts for educational 

development and to provide a coherent framework for the integration of the efforts.  

The framework may be a set of projects, which represent the means of 

implementing the plan or making it operational.  The presentation of an investment 



7 

budget, in the form of a logically structured set of projects makes it possible for 

national or state authorities to easily obtain national, regional or external aid 

support. 

The planning process is divided into three main stages:

1. definition of the educational policy: this is the foundation structure where 

government defines its educational policy, which include both general policy 

and sectoral policy.  The educational policy sets out the general objectives 

pursued by the government in to education sector. The general objective 

means the long-term goals, the priorities and strategy of educational 

development. 

2. Estimation of available resources:  This is the projection of the resources. 

The resources may constitute constraints for the plan objectives.  In the 

domain of education in particular, committed expenditure absorbs a very 

large share of total available resources. 

3. Elaboration of projects: the education project managers draw up activities 

that are aimed at achieving the objectives of the plan.  Then, they estimate 

the amount of investment required to implement them.  Education 

programmes may consist of certain projects.  The plans coordination term, in 

order to ensure overall coherence and to keep total activities within the 

limits of available resources, then revises the projects. 

Education plans are really conceived at the time of elaboration of the plan.  In most 

cases, they are products of the workings of the educational system, which is not 

necessary in step with the planning process.  It is rare for education project 

execution to coincide with the plan.  The mobilization of national efforts and the 

implementation of education policy, have more or less given way to the need to 



8 

seek out and motivate external, financing. Many education plans have failed and 

others missed their mark, whether aimed at increasing school attendance, proving 

the quality of education or reforming the system as a whole.  The most evident 

cause of these failures is the lack of realism of plans, their objective  often having 

been established without sufficient prior analysis and merely on the basis of the 

result of under estimation or over estimation of resources available for new actions 

and financial difficulties of countries. 

2.5   Advantages of Education Projects

1. Breaking down of investment budget into distinct projects makes it possible 

to rationalize the implementation of educational policies. 

2. There is logical structuring of problems of educational objectives, of 

proposed solutions and of projected investments. 

3. There is certain degree of rigor on the part of policy makers and 

administrators in project elaboration and execution. 

4. It makes it possible to ensure that initial objectives do not lose sight of the 

expenditure and that allocated resources reused in a rational manner. 

5. The specificity of objectives and the need to define them clearly forces the 

education project manager to design projects realistically. 

6. The concrete nature of projects gives them good visibility, which is highly 

appreciated by external aid agencies. 

7. Fragmentation of actions and clarification of their objectives make it ensure 

good results and to learn lessons for the future.

2.6   Disadvantages of Education Projects 

1. Project utilization seems to be poorly suited to subsectors that require 

many small     investments in the field such as primary education. 
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2. Shortage of precise data cannot be used to clearly define problems and

objectives.

3. Projects cannot eliminate any coherence which the plan might have,

because of the fragmentation they introduce to its implementation.

4. Incoherence occurs when the plan is aimed more at seeking and receiving

external financing than at implementing national development policies.

5. The project planning process is then completely inverted because projects

likely to enjoy the support of a foreign aid source are identified as only a

second stage.

2.7  The Role of the Education Project Manager 

The education project manager plays a great role in the planning process of 

education projects. He is involved in defining the educational policy, estimation of 

resources and elaboration of projects in order to achieve education project 

objectives.  

2.8   Summary 

This chapter focused on the concept of education projects management, historical 

development of education projects, plans, policies, objectives and education 

projects for understanding such concept in the Nigeria context. The understanding 

will led to successful application of education project management in the 

educational institutions.

2.9  Review Questions 

1. What do you understand by the concept of education projects?

2. Education  projects has variability in terms of objectives and their domains

of action or content. Discuss.
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3. Trade the historical development of education projects in developing 

countries.  

4. Discuss the planning process of education projects.  

5. Enumerate the advantages and disadvantage   of education projects.  

6. What are the functions of the education project manager in education 

projects? 


