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1. Introduction

This study was commissioned by Info Dev as part of their ongoing programme to
understand how the widespread use of ICT can help countries meet Education
Millennium Developnent Goals (MDGs) and to provide policy makers and donors
with a coherent understanding of EMIS performance, especially with regard to how
data is collected, disseminated, utilised along with issues associated with managing
these processes and transparency

Substantial resources have been invested in E®IEed activities over the past two
decades, yet limited evidence exists about what constitutes best practice and why
certain systems are more effective than oth&msaring the past four years the Wadrl

Bank has supported over 40 projects containing an EMIS elemeninfe&ieyv 2005;

Haiyan, 2003). Understandably, donors and decision makers are concerned about how
wisely resources have been spent and the degree to which outputs are responding to
new irformation demands. Much of the existing evidence is anecdotal and comes
from project documents; typical problems include considerable time delays in
establishing the information systems, lack of internal capacity to utilise outputs and
problems of longerm sustainabilitf. The present study builds on this work by
providing analytical research on the EMIS experience of four different countries,
identifying concrete steps that planners can take to improve the management and
operation of their EMIS.

Reseech for the present study took place between October 2005 and May 2006 using
an eclectic approach, combining a literature review and four empirical case studies
(Yin, 2002). Through literature review, relevant issues were identified and
subsequently refed at a workshop held with programme officials in Washington.
Following the workshop a research template was developed to guide the data
collection processes in the following country case studies: Bangladesh, Mozambique,
Nigeria and GharfaThis resultedn the production of four country case study reports,
the contents of which formed the basis for the present analysis

The four countries selected met two sets of criteria: first that they are tracking
progress towards MDGs or receiving FTI funds, andisédhat researchers could
have an adequate degree of access to education officials and project documents,
evaluations and studies. Complementing the country case studies, a number of
interviews were held with experts who had supported EMIS developnreather

parts of the world, allowing our study to identify common problems and innovative
solutions being implemented elsewhere.

There are four sections to this paper, the contents of which are guided by the
analytical approach outlined in Tablé IThefirst section focuses on the purpose and

functions of EMIS. Essentially, an Education Management Information System is a
data collection, storage, retrieval, processing and dissemination system that is

2 There are a number of papavhich helped inform the present study (see: Hua and Herstein, 2003;
Cassidy, 2005).

% A copy of the research template can be found in annex |

“ An analytical approach provides the mechanism for linking issues to be investigated, with the
production of he final results
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specifically designed for use by decision makensl administrators to plan and
manage education systems in an efficient, effective and sustainable manner (AEPM,
2007). Normally, EMIS is an information centre in a Ministry of Education and
responsible for the use of information for policy planning, plagniand
implementation, decision making, monitoring and evaluation of the education of the
education system.(Wako, 2003javing defined the purpose and location of EMIS,

the second section identifi@mportant issues for managing and operating an EMIS,
including strategies for data collection and analysis, the significant role that ICT
infrastructure can play in supporting these processes and the imperative of ensuring
that outputs are disseminated and utiliséthen, he third section investigates the
degee to which such practices are occurring in Bangladesh, Ghana, Mozambique and
Nigeria, and what lessons can be learnt from the way each manages and operates their
EMIS, including what difficulties were experienced and how these were overcome.
Finally, we |l abor ate o6ways forwarddé for EMIS
by donors and planners to ensure greater sustainability.

and



Table 1: Analytical Approach Guiding EMIS study

Theoretical issues to be investigatéd Empirical Evidence from case studie Concrete Steps Forward

U The purpose and changing functions U Data collection and functions of EMI U Strategies for driving EMIS and the

EMIS importance of commitment
U Utilisation of EMIS outputs

U The management and operation of U Determining data needs and strategi

EMIS U Dissemination of outputs for data collection
U The management of data collection U The role played by ICT in supporting U Choices about ICT infrastructure

and analysis EMIS

U Capacity development and institution

U Utilisation and dissemination of EMIS U Institutional development and capaci building

outputs building

U Utilisation of EMIS outputs
U The importance and changing role of U Rethinking EMIS

ICT infrastructue U Dissemination of EMIS outputs

0 Dondt neglect i n;g
capacity development

The theoretical i ssues to be investigated wer e o bntEMISnTaade wene organigedite addressiEMYSO s
issues in a practical manner, particularly with regard to theitbonsl necessary for the effective and efficient management of an EMIS.

® Having defined the conditions necessary for best practice, the study investigated the degree to which such practics/etapinmcountries. This was achieved

through undertakg empirical case study research in Bangladesh, Ghana, Nigeria and Mozambigue. The content of case studies enal#estarsctohencbmparative
differences between each of the countries.

" The third stage, the production of results, involved a rewitaur empirical findings in the light of the issues raised in the theoretical approach and identifying concrete
steps forward, particularly in relation to how EMIS could operate more effectively and efficiently.
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Our research found that donors and planners had unrealistic expectations about what
could beachieved in a short time period andderestimated the challenges facing
EMIS. Donorstended to assumat EMIS outputs would plagn important role in
helping managers to administer their education system in a nfficeerg and
effective manner. While,ayernments assurdeghat EMIS outputwould help them
identify priority areas for targeting resources and helping them monitorigggssoof
strategies towards defined objectives. However, this did not always occur and
significant problems were experienced with the operation of EMIS at all levels of the
education systemand in the vast majority of instances systems were unsustainable
without a considerable amount of donor support. Similarly, the utilisation and
dissemination of EMIS outputs were lower than anticipated.

Poor performance and lack of sustainability, combined with a low utilisation of EMIS
outputs, suggesta need to re¢hink some of the assumptions upon which EMIS are
based. In the past donors assumed that a top down approach to EMIS, starting with
the information requirements of the Ministry, would respond to the needs of most
developing countries. This assumption [gobably derived from the EMIS
experiences of North America and Western Euaopecountries where the
development characteristics are totally different to those in the developing world.
Donors must move away from the perspective of-ap@roach fits allcontexts
Clearly, this is wrong and developing countries require EMIS strategies that respond
to their ownspecific characteristics and needs. Existing approaches to EMIS also
tend to focus on systems and procedures for data collection, including tésiea
associated with ICT infrastructure, but neglect institutional building and capacity
development. Unless the latter processes are given sufficient attention, it will be
difficult for countries to encourage a sustainable demand for EMIS outputs.
Nevertheless, it must also be remembered that it takes a considerable amount of time
and commitment to develop an organisational culture that supports data sharing,
dissemination and utilisation, a fact often neglected by donors and their partners.

Despite the fact that significant difficulties were experienced in the set{ngf

EMIS, it is not all bad news. In the majority of instangesernments in the four
countries studied were developimgnovative strategies to deal with the problems
associatedvith the management and operationtioéir EMIS. Often this involved
rejecting initial approaches and developing strategies based on their own needs, all of
which provides valuable lessons for other developing counwies are reforming

their EMIS.

2. The purpose and changing functions of EMIS

A key question facing government and decision makers, especially in the light of
increased competition and resource constraints, is how to maximise individual
learning opportunities and encourage human capitandton using minimal
resources. In order to achieve ghebjectives decision makers must understand how
resources are translated into learning outcomes, particularly with regard to the
efficiency and effectiveness of existing procesE®4lS can play anmportant part in

these processes by providiagalysts and decision makers with the information to
understand how educational inputs are transformed into educational outputs. Access
to quality and timely data can improve decisimaking and ensure thats@urces are
targeted at areas in most need and where returns will be highest. Conversely, a lack of



education data can act as a constraint on deemgking and lead to poor resource
use.

However, it is important to understand that tleenands for infonation arenot static

or limited to measuring certain variables. Policy makers are under pressure to respond
to new policy demands and it is important that they have the appropriate information
to make informed decisions. EMIS must respond to such deraaddfiose working

in this area must understand how this impacts on the demands for information,
particularly in relation tahe following

Changes in the nature and objectives of education polidwtil recently, EMIS was
primarily concerned with providg information on education inputs, such as the
number of schools, enrolment levels and the number of teachers. However, as a result
of the recent drive towards increased transparency, combined with the need to
demonstrate value for money, informationstgyns are increasingly required to
produce more complex information about educational processes and outputs, resource
utilisation, the effectiveness of new learning techniques and the responsiveness of
existing provision. The demand for more analyticdbiimation has been given
momentum following EFA and MDG commitments which require countries to gather
data which measures equity and quality across schools in different regions.

Decentralisation of education provisianin the past, EMIS provided inforation to
support planning processes at the national level. However, with the process of
educational decentralisation across the world, regional and district offices increasingly
require disaggregated data in order to formulate their own operational guldn®
develop budgets for their implementation. Similarly, schools require improved
administrative data and improved recdéekping in order to manage resources in a
more transparent, effective and efficient manner.

The growth of private schoalsDuring the 1980s and 1990s the majority of education
data focused on public sector provision. However, over the past 10 years there has
been an expansion in the number of private or-gmrernmental organisations
involved in educational provision, yet limiteformation has been collected on this
area. The extent of growth of ngovernmental and private schools should not be
underestimated; analysts argue that in some countriegow@nmental provision
amounts to over 50% of all primary and secondary &iituc (Chapman & MahlkcK,
1997¥. Failure to record such information could undermine the legitimacy of existing
information systems and result in Ministries of Education becoming Public Ministries
of Education (Haivan et Herstein, 2003).

Civil Societyi Over the past five years, the movement towards democratic societies

and widespread market reforms have increased the pressure on all public institutions
to provide more accurate records on resource allocation. This is particularly evident
in the field ofeducation, where parents are expecting more from their schools in terms

of effectiveness and results. Pressure also comes from community groups, who
demand increased accountability and transparency in education spending and
management. Ministries of Edatoon are normally responsible for helping to define

8 with the increasingly important role gied by different organisations in supporting and providing
education, the distinction between governmental andgowernmental is becoming blurred in certain
areas. However, in this paper ngavernmental provision refers to institutions or servicesgtanot
funded directly by the state or channelled through state institutions.
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ways of measuring performance and resource utilisation, as well as for putting in
place the appropriate systems for understanding transparency and accountability.

The movement towards using qualitatdegai Quantitative data helps analysts and
policy makers understand progress towards achieving targets edefored
objectives. However, quantitative data does not explahy difficulties were
experienced in achieving a particular target or explatiegcontext in which learning
takes place. EMIS must therefore evolve to capture complementary qualitative
information.

Transition of young people onto the labour mark&emands are also being placed

on EMIS to help measure the performance and apptepess of existing education
provision in helping young people find employment. This stems from attempts to
introduce vocational subjects into the school curriculum and the demands from
parents that education provides their children with the skills taimlproductive
employment. Increasingly, it will become important for policymakers to understand
what happens to young people once they have completed their compulsory education,
especially in the light of the increased access to primary educatiorulifdsFA.

Need for information from other education sectdr€Other sectors of education,
including nonrformal and higher education, also require timely and accurate
information for planning purposes. For instance, in the case of higher education,
courtries need to know the efficiency of a particular programme measured as the
degree to which it is helping young people obtain employment.



2.1. The management and operation of EMIS

In order to respond to changing information demardanagers mushave he
appropriate systems and procedures to ensure that valid data is collected and analysed
in a timely manner to support decision makikgako, 2003. However, even if these
systems are put in place, one of the other challenges facing government department
iIs how to develop a culture of informed decisiaking based on the information
provided by sound EMIS rather than for political reasons or hunches. The
relationship between the various institutions and structures involved in data collection
and analys, including the information flows and the organisations which are
assumed to utilise EMIS outputs, are shown in figure 1.

2.2  The management of data collection and analysis

One of the first task for an EMIS manager is to identify what informatioegsired

by analyst or planners to help them understand how education resources are
transformed into educational outputs, particularly in relation to whether resources are
being used efficiently or effectively in the education process. EMIS managers must
not only think about information is require to answer specific questions, but also how
it can be analysed in conjunction with other data to produce the desired results. Often,
government ministries fail to address such issues and continue to undertake large
scale expensive surveys without taking into account how the resulting data will be
used in the policy process.

Clearly, managers must think about the needs of the end user and whether data will
help analysts answer specific questions or understand ispepibcesses.
Stakeholders and end users of information should be involved in this process, not only
as passive recipients for EMIS outputs, but also as owners of the process, to ensure
that [process, efforts] support regularly (re)examined purposes. n \&ih&wvers to

these questions have been identified it is necessary to see what other information
exists in neighbouring planning units or departments. Often planners fail to make best
use of existing information and assume that collecting new data wile gbiir
information requirements. Clearly, this is not always the case and senior managers
must support informatiesharing between units or departments. This can be achieved
through informal datsharing agreements or the signing of memoranda of
understading (MOUs). These measures will also facilitate the merging of data bases
as well as data integration, all of which is useful for addressing issues of efficiency
and effectiveness, including how resources are allocated and the performance of
individual schools.

The starting point for collecting new data is the design of the template or
guestionnaire. Unless the perspectives of schools are taken on board they are less
likely to be committed to the data collection since they are unable to see théapotent
benefit. This bottorup approach to data collection should by supported by other
structures and institutions within the education system to ensure minimum standards
are achieved. Normally, district education officers will ensure that the questeEsnair

or templates are completed correctly by the schools and passed on to the provincial
offices in a timely manner. The provincial offices tend to be responsible for collating
this information and forwarding it to the EMIS in the Ministry, who in turn are
responsible for analysis and subsequent dissemination.
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Once the roles and responsibilities for data collection have been identified, it is
important to determine the operational plan for data collection, or as it is more
commonly called idhhecydaea. pr okdsuscetnt i al |y
identifies the time period in which data activity take places and who is responsible for

this process. Obviously, this will vary from country to country and depend on the
structure o f a c onu and rthe 6tye o ¢alicdes ttheyoare sy st e
implementing. Nevertheless, it will be important to determine the exact time period

and format in which data needs to be produced, all of which provides the basis for
working back and identifying when specific activitieeed to take place.

Figure 1: Management and
operation of an EMIS
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2.3 Utilisation and dissemination of EMIS outputs

v

Another important management question facing those managing EMIS is the degree
to which data is disseminated and utilised in the policy process. Dnsdén refers

to the action of distributing information using a variety of media, ranging from the
traditional annual abstract of statistics to the use of the wadd-web. Whereas

11



utilisation refers to how data is used in the policy process. Nornthkdy policy
process consists of four inteonnected phases, including: the formulation of policies

or targets, the monitoring of progress towards targets and the measuring of impact,
and the formulation of adjusted or new policies.

In many ways dissemation and utilisation are closely linked, but the former is more
concerned with the information needs of external users and the later with the
information needs of internal users. Obviously, dissemination and utilisation
activities must fit into the dagaroduction cycle outlined previously.

One of the best means of supporting dissemination is to develop a dissemination
strategy, which should identify the information requirements of the target audience,
the medium in which the document needs to be prdl@oaper or electronic) and the
time period in which circulation occurs. The development of a comprehensive
dissemination strategy is only part of the solution. Parents and external stakeholders
should also be provided with EMIS data in a format thay ttan understand and be
given training to act on this information. Trade unions and other civil society groups
can play an important role in this process, especially with regard to using data to
improve accountability and transparency in relation to leolwcation resources are
utilised. Only through supporting such activities is it possible to encourage an
external demand for EMIS outputs.

Within the education system it is equally important to entueedemand for EMIS
outputs areranslated into utiiation. There is little point in having a demand for
information unless it is used in the policy proceSsme of the most imptant
mechanisms fortranslating demand into utilisationis to support institutional
development and ensure that neighbouringsuwithin the ministry have the capacity

to utilise EMIS outputs. For instance, planning units should understand how to use
EMIS data in order to monitor the progress of policies towards defined objectives.
Demand can also be translated into utilisaimner down the education hierarchy
through providing decentralised offices with the capacity to develop operational plans
and by linking these plans to the disbursement of funds. Utilisation of information
will also depend on whethend users have confidee in the data and do not resort to
usingotherinformation sources to make decisions.

2.4 The important and changing role of ICT infrastructure

In order to ensure that data collection, analysis and dissemination processes occur in
an efficient anceffective manner, it is important to choose the appropriate ICT for the
context in which EMIS operates. When choices are made about ICT it is vital that
decisions are driven by information requirements and not hardware or software issues.
In the past, amhto a limited extent today, donors began projects by defining the ICT
architecture, instead of determining the information requirements or how an EMIS
would support the policy process. Clearly, this is wrong and government departments
must ensure that cloes about ICT infrastructure are determined by their own
information requirements and are compatible with systems being used by other units
or government departments. Another decision concerning ICT is the degree to which
they are sustainable over thender term. All ICT infrastructures supporting EMIS
should also be housed in an environment which will prevent the negative impact of
heat, dust and humidity.

12



Decisions about how ICT infrastructure will support EMIS have changed radically
over the pastauple of years and will continue to do so, partly in response to new
software which reduces the problems of compatibility between platforms and the
merging of data bases. Similarly, software packages have become easier to adapt to
the specific needs of ¢hend user. However, perhaps the greatest impact on future
decisions about ICT will come from recent advances in cellular technology, including
digital and satellite phones. In some parts of the world this will reduce the costs
associated with networkingystems and help ensure a more effective flow of
information between schools, provincial offices and government departments.
According to Cassidy (2005) digital and cellular phones are already being used by
some countries in Latin America and the Cardobefor data collection and
dissemination.

2.5 Institutional building and capacity development

Besides ensuring that timely and valid data are collected and appropriate choices are
made about ICT infrastructure, it is equally important to ensure tH&tieot
attention is given to institutional building and capacity development. Institutional
building focuses on whether institutions have the appropriate systems, procedures and
structures to carry out their functions and mandates, while, capacityodmesit is
concerned with the professional and continual development of those working in the
field of EMIS and related activities. Often donors neglect to invest enough resources
or time in these two areas and this could impact negatively on EMIS susiyinab
over the long term.

Developing the institutional capacity to support EMIS operations is complex due to

the political nature of bureaucracies. Improving lbegn institutional capacity

involves cultural changes, especially with regard to how inddion is used and how

di fferent i nstitutions depend on each oth
normally responsible for producing data in order to meet the planning requirements of

other units, such as those involved in planning, budgeting or tonmgy type

activities. The management decisions within such units rely heavily on data produced

by EMIS in order to carry out their functions and mandate. This data has to be
produced within specific time frames and be based on the business cycleseof th

different units. Under such an arrangement, a Budget unit will require data on
anticipated enrolment levels in order to calculate annual operational budgets for
education. Similarly, an M&E unit will need data to measure the performance of a

strategy towards predefined objectives, or the impact of a particular learning

initiative on examination pass rates. Correspondingly, if there is no capacity within

such units the demand for EMIS outputs will fall, all of which could impact
negatively on data @lity. Institutional development is about building this inter
dependency between such units and supporting a culture of information use and
sharing. This requires professionals to understand the way in which their unit
interacts with other unitsand hawhi s I mpacts on the perfor ma
education system.

In addition to institutional building, it is also important to ensure people have the
appropriate skills to operate and maintain EMIS at all levels of the education system.
This can pos a dilemma to government departments since professionals often leave
their posts in search of higher paying jobs once they have completed their training.
Government departments could solve the problem througleautibacting out certain
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activities to theprivate sector. This might involve sub contracting the process of data
collection or analysis to a local university. However, this does not totally solve the
problem since government officials would require new skills in order to understand
contract mangement and tendering procedures.

3. Lessons Learnt and Best Practice: The management
and operation of EMIS in Bangladesh, Ghana. Mozambique
and Nigeria

So what lessons can we learn about the management and operation of EMIS in
Bangladesh, Ghana, Mozambe and Nigeria? Obviously, the context in which
EMIS operate will shape the type of problems experienced. However, what is more
important is how they respond to such problems and what lessons can be gained from
the comparative experience of the diffdreountries.

3.1 Data collection and Analysis Processes

In all four countries, significant problems were experienced with the processes of data
collection, collation and analysis. Many of these problems could have been easily
ameliorated through theedelopment of certain procedures or systems. However,
what appears more difficult to tackle is how to improve the commitment of senior
management to the whole process of data collection and analysis.

The majority of technical problems associated wakaccollection appear to originate

from the design of the data collection instruments and the processes associated with
their implementation. One of the most common instruments for data collection in all
four countries consisted of a census form, varymdength from 10 to 20 pages.
These are normally administered from a central or regional office and involve asking
the head teacher a series of questions. However, the research found that in Ghana,
Mozambique and Nigeria lack of compatibility betweemstes forms and school
record keeping prevented head teachers from responding to requests from provincial
offices or ministries. Even when information was available the-tesszher would

have to undertake complex calculations in order to produce datBoimat required

by the census form. Under such circumstances there are incentives for teachers to
either leave the form blank or guess, both of which could have a negative impact on
the type of information being recorded.

When designing questions fdret census form it is vital that common definitions or
terminology are used. At first glance the use of common terminology may appear
obvious, but the research found that changes in the nature of a policy could have a
significant impact on whether approge or valid data is collected. For instance,
under decentralisation a new school may contain the facilities and resources of three
schools due to the merging of neighbouring institutions. Unless the census form
anticipates such changes, it is difficfdr a head teacher to supply the appropriate
information in a format requested by hezftice. Given these reasons it is important

that census forms ask questions about data that can be readily collected and collated
by headteachers.

14



A related problem wvih data collection can also occur if two different sets of results
are produced due to the use of contrasting methodologies and sampling frameworks.
This occurred in Ghana when UNESCO supported the Ministry to implement a
nationwide school census, but thiie saméime UNICEF and JICA funded a national
survey to map primary schools and collect data on the wider community. Not only
can this be viewed as a waste of resources due to the duplication of activities, it can
also lead to a lack of confidence etdata. However, there is also another valuable
lesson to be gained from this experience. Under the UNESCO survey, district offices
and schools were not committed to the process of data collection since it was viewed
as being imposed from headffice. In contrast the school mapping approach actively
involved district offices in the development of questionnaires and the data collection
process, enabling them to use the outputs to develop their own operational plans. This
bottomup approach ensures thabse lower down the educational hierarchy are more
likely to be committed to this process. Another added benefit of the school mapping
exercise was that it collected data on private schools, all of which had been neglected
under the school census. A tt issue to arise from this experience is the apparent
lack of ceordination between donor activities.

It is equally important to ensure that commitment is obtained from senior
managemenand donorgo the data collection process. Unfortunately, thigsdoot
always occur and in Nigeria when donor funding for EMIS stopped in the late 1990s
all data collection activities ceased, but when donor funding became available a
couple of years later data collection activities also started agaik. of continuaty

in data collection prevents time series analymsn being conducte@nd can also

lead to reduce confidence in that data set.

Further problems with data collection can be experienced if the process-is sub
contracted to an external agent, as occuimelligeria (see box 1). The lesson to
emerge from the Nigerian experience is the nature of the complexities associated with
subcontracting and the importance of having the appropriate skills to manage this
process. Obviously, the type of managemenlisskissociated with tendering and
procurement are very different from those involved in operating an EMIS.

Box 1: Difficulties associated with sukcontracting activities in the private sector

During the years@1, 2002 and 2003, the Federal Ministry of Education in Nige
with project support from the World Bank, conducted a series oflmesstudies.
These surveys were put out to tender and a private company was award
contract. There was nothing ovrg with contracting a private company to cond
this research, but the project resources were intended to develop capacity wit|
Federal and state Ministries of Education as opposed to supporting
implementation of the survey by a private compa®gcond, some of the funds we
provided to support the analysis of data. Third, despite Microsoft Access

installed on government computers, government officials were unable to us
software because they received minimal training. Fourthe saficthe survey dat:
was stored on a series of different data bases and lacked consistent codes, it
possible to compare or analyse this data (see Shoobridge, 2005).
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In contrast to the other three countries Bangladesh has a long history of successful
data collection, beginngnin the early 1990s with the implementation of the first
school census. A significant proportion of work in this area has been supported by
donor aid, enabling the country to build up a significant amount of analyticatadata
measure the quality of edummal inputs (physical facilities, materials, numbers of

text books, numbers and training status of teachers) anthalsaternal efficiency of

the education system. However, dependency on overseas aid has created unforeseen
difficulties for data colletion processes. For instance, under the data collection
process head teachers and the chair of the school management committees are
responsible for ensuring that returns are accurate. Subsequent levels of the education
system are also expected to checkaaple of the census forms in order to ensure
consistency and validity. This validation of data rarely occurs due to the degject
approach in which officials perceive data collection activities as additional to their
normal duties and expect to reai@xtra remuneration for the work involved. While

it is possible to meet such payments during the implementation of donor projects, it is
not possible once they have ended. There are significant problems in creating a
dependency culture, especially omtmmor funding is withdrawn.

Another option for encouraging data collection is to introduce some form of
incentives for those involved with this process. This occurred in Ghana through the
use of a capitation grant. Under this process primary schootsitsebrolment
figures based on an assumption that pupils who contpket@articular level of
education would also enter the system the next academic year. In return for
submitting this information, a school will receive 50% of their capitation grant. The
remainder of the grant will be received at the start of the new term when they submit
actual enrolment figures. Clearly, there are merits in linking financial remuneration to
the data collection, but this process requires careful checks and balancssir® e
enrolment levels are not inflated to obtain higher payments.

The quality of collected data in all countries could be questioned on a number of
grounds and some of the reasons have already been touched upon, including
contrasting methodologies arbe problems associated with gquestionnaire design.

However, in some of the countries questions were raised about the data on learning

out comes, especially the degree to which ¢
achievements. In Ghana, for instangovernment said that examination results were
not always a true reflection of the pupil 6

were assessed using a combination of continual assessment and a final examination.
Under this process teachers did ngpragiate the additional working load associated
with continual assessment and in a large number of instances the examination results
were made up, resulting in higher examination passes than were actually achieved.
This demonstrates the importance of tgkeare when interpreting data and the need

to understanding the context in which data collection takes place.

Even if valid and timely data are collected, those analysing EMIS outputs experienced
difficulties due to the fact that data was stored on diffedatabases with incomplete

codes. This posed a significant problem if attempts were made to analyse trends over
time, or to use data obtained from different government ministries. Under such
conditions it was impossible to understand how enrolmergideresponded to the

i ntroduction of new funding arrangement s,
impact on learning outcomes. In all four countries the lack of compatibility between

data bases or limited cooperation between government departmergsitmasty

difficult to produce the type of analytical data that can be used by policy makers.
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However, the situation is beginning to change and Ministries in all four countries
were starting to produce analytical type information, especially in Mozambiljeiee
planners have used EMIS outputs to understand how expansion in enrolment levels
have been achieved at the expense of quality.

A final information problem experienced by all countries in varying degrees, related
to the length of the time period bedan the initial data collection activities and the
publication of final results. A combination of factors can account for this delay, but
the most significant appears to relate to the lack of commitment from those involved
in the data collection, or du® tthe bureaucratic procedures that are supposed to
support this process. In the majority of circumstances lack of commitment stems
from the fact that those involved in data collection do not see how they can benefit
from this process. Evidence from NigerGhana and Mozambique showed that at the
school level heatkeachers are reluctant to spend their time completing forms that will
only be used by the Ministry to track progress towards national targets. Similarly,
officials working at the district oratt e | ev el , in Ghana and
benefit of collating forms for similar reasons. The research found that in most
countries delays were experienced in forwarding the census forms to the Ministry due
to the nature their bureaucracies. Oftdms process would involve going through a
centralised bureaucracy in which officials have to comply with complex and official
procedures in order to undertake simple or routine tasks, such as those associated with
arranging transport to follow up an oroplete census form, or to hire a ptame

clerk to assist with the process of data entry. It could even be argued that some
bureaucracies have developed their own rationales and often become dysfunctional,
especially with regard to tasks they are supdoso perform. This process is
sometimes compounded by what appeared to be lack of commitment from senior
management. Due to this alleged lack of commitment and what could be viewed as
dysfunctional bureaucracies, information is sometimes only everspeblitwo or

three years after the data was collected. Out of date statistics are of limited use,
especially to those involved in the planning or policy process.

The evidence presented in this section suggests that the processes of data collection
and anbysis are plagued by a number of difficulties, including those associated with:
the construction of questionnaires, the-ardination of donors and the lack of
commitment from those involved in the process. However, there is also some good
news. The expe@nce of the four countries also helped identify conditions necessary
for supporting effective and efficient data collection. In larger developing countries,
especially those containing a significant number of states or provinces, there is little
point in developing ambitious national plans for data collection that are incapable of
being implemented. A bottommp approach to data collection involving schools and
decentralised offices may have more merits than a top down approach imposed by the
Ministry. Similarly, there are benefits of adopting an incremental approach to data
collection in which resources and effort are focused on a small geographical area,
instead of beginning the process by implementing a nation wide survey.

3.3 Utilisation of EMIS outputs
The most important question facing those managing EMIS is the degree to which data
is utilised in the policy process. As mentioned earlier, the utilisation of data occurs in

the formulation of polices, the monitoring of progress towards targets tlam
measuring of impact. In all four countries there was clear evidence that EMIS outputs
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were being used in the policy process, although with varying degrees of success.
There was also a general trend for EMIS to play an increasingly important role in

supporting the process of education decentralisation by providing information to help

state, provincial and district offices to formulate operational plans and in some cases
develop annual budgets to fund their implementation.

Evidence from Ghana demdretes the important role EMIS can play in supporting
operational planning at the national and district levels (see Box 2). The research
found that EMIS data is also helping district offices to formulate their annual
operational budgets, according to felowing funding criteria: 30% is awarded for

pupil enrolment levels, 10% is based on the number of schools and 60% according to
the disadvantage levels. This disadvantaged criterion is measured according to the
following variables: number of untrainedachers, pass marks for science and maths,
the type of classroom structures, and availability of water and seating capacity. At
present this approach has only been piloted in a number of districts but there are plans
to roll it out across the whole of G The benefits of using such funding
mechanisms are that they ensure provision at the decentralised level, are responsive to
local needs and that districts offices have a significant role in developing their own
operational plans, instead of having themposed by headffice.

Box 2: The Role of EMIS in supporting planning in Ghana

At the national levellte EMIS unit plays an important role in helping the Ministry
formulate operational plans and also monitor progress towards achieving such
There are a number of stages to this process, each of which is heavily dependent o
data. Prior to tb preparation of the annual operational plan a preliminary se
performance report is produced and a review meeting is held in order to obtain
from stakeholders and donors. This results in a series of recommendations which ¢
back into the perational plan. Moreover, in Ghana the EMIS is also beginning to ple
important role in supporting the process of decentralisation. The outputs from the
are being used to support the development of operational plans and budgets at the
level. It is hoped that this will help improve operational efficiency, promn
responsiveness and improve service delivery. Under these changes district offic
now have more autonomy in developing their plans, as well as some discretiol
spendig ther annual budgets (see Neumag@09.

In Nigeria the lessons are not so positive in that EMIS does not play a significant role
in supporting planning processes at the national level due to lack of valid or timely
baseline data. The Federal Ministry of Educationcagnises the difficulty of
implementing a national tegown approach and has resorted to supporting data
collection at the state level. Under this process all states are provided with access to
common software and a centralised depository to store datathe state level
stakeholders have been involved in construction of data collection instruments and
there has been a deliberate attempt to ensure that private schools are involved in the
process. This strategy has only been piloted in the state ofatahthe success can

be gauged by the fact that the EMIS outputs were used directly in the development of
operational plans and as a basis to justify their 2005 budget submission. Following
this initial pilot, the Kano state level government has now peavidinds to support

the process of data collection and analysis, indicating their commitment to this
process at the decentralised level. There are plans to extend this approach to a further
19 states, but only time will tell if this process is effectivswpporting decentralised
planning across Nigeria.
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The empirical evidence from Mozambique is mixed. At the national level, EMIS
outputs play a significant role in generating targets for national policy frameworks, as
well as assisting in the procedsnaonitoring progress. This involves a participatory
process in which progress towards targets is discussed in review meetings. Moreover,
as outlined earlier, analytical work undertaken by the Ministry has enabled them to
identify that some of the receakpansion in enrolment levels has been achieved at
the expense of quality. However, at the decentralised level EMIS outputs have not
played significant roles in planning due to the lack of funds and capacity constraints.
Moreover, at the decentralisegvkl operational plans are developed separately from
strategic plans, and as a consequence both have different sets of indicators.

In Bangladesh the research found that EMIS has not played a significant role in
planning at the national level due to thek of capacity and commitment in this area.
Nevertheless, recently EMIS outputs are beginning to play an important planning role
at the district level. In Bangladesh a pilot project has been implemented to support
decentralised education planning in2d-districts across the country. This involved
each sub district (Upazilla) collecting accurate andadgate information from each
school and providing a basic set of indicators. On the basis of this data a list of
challenges was drawn up and a sktobjectives developed. The benefit of this
approach is that it involves identifying local issues and local responses.

Utilisation of EMIS data varies form one country to another, but one of the important
messages to emerge from the experience of thiedountries is the need to ensure
close links between data collection and utilisation, particularly at the decentralised
level. Unless managers at the decentralised level can see the utility of data they are
collecting, they are not likely to be commdtéo this process. Linking operational
plans to budgets can also encourage utilisation of EMIS data. Not only does this
ensure managers at decentralised levels appreciate the importance of using EMIS data
to formulate strategies, it also provides a madna for linking plans to local needs.

The evidence in this section also pointed to the important facilitation role played by
the Ministry in supporting the collection and utilisation of data at the state level. This
provides states and districts withettechnical knowledge to determine what data is
collected and to a limited extent how it is used, as opposed to having a top down
approach imposed by head office. Only through adopting such an approach is it
possible to ensure that different layers oé tbducation system have a sense of
ownership and commitment to using EMIS outputs in the policy process.

3.4 Dissemination of Outputs

What does the empirical evidence reveal about dissemination of EMIS outputs in
Bangladesh, Ghana, Nigeria and MozambRuDissemination of EMIS outputs
occurred to varying degrees in all four countries, but in none of them was there a
deliberate attempt to develop a dissemination strategy. In nearly all countries the
Ministry of Education produced an annual digest ofigttas, but this tended to be
distributed in a format not readily understandable by people working outside of the
education system. Only in Ghana was there an attempt to produce census data in an
electronic format and distribute this to the stakeholdéiswever, the census data

was saved in Acrobat Reader (pdf) format and as a consequence users were not able to
readily utilise this data.
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All four countries also produced detailed plans to use the World Wide Web as a
medium for disseminating and collediieEMIS data, but only in Mozambique had
concrete steps been taken to implement such plans. In many ways Mozambique could
be viewed as an example of best practice in that it produced timely information in an
analytical manner and made this available onvieb. However, the extent to which
stakeholder alwayshave access to the internist questionable particularly those

living in remote or rural areas. This suggests careful attengeds to bgiven to the

type of mediums used to disseminate EMIS outputs

Another important dimension of dissemination concerns the degree to which
stakeholders and people external to the education system can utilise this data.
Unfortunately, there was no concrete evidence on the external utilisation of data.
However, in loth Ghana and Nigeria there were plans to involve the media in future
dissemination activities, but once again only time will tell if these plans are ever
implemented.

The lessons from dissemination are not encouraging. Without a-spidad
disseminatia strategy it is not possible to start creating an external demand for EMIS
outputs. It is important that Ministries identify the target groups for dissemination,
determine in what format data should be produced and the time period in which it
should distibuted.

3.5 The role played by ICT in supporting EMIS

To what extent has ICT infrastructure facilitated the management and operation of
EMIS in each of the four countries and what lessons can be learned from their
comparative experiences? Once aghard appears to be a common pattern of early
development, involving attempts to network stahohe PCs and the widespread use

of spread sheets. Commonly experienced problems included limited storage capacity,
the usage of outdated and fragmented softwand, the inability to link data sets
produced by other departments or to analyse trends over time.

However, recent patterns of ICT developments have been different in each country
and they offer lessons for countries embarking on the process of ICinrefstrone

end of the spectrum is the minimalist approach used by the Ministry in Mozambique,
involving the use of simple databases, spreadsheets and transfer of data via email.
Under this strategy provincial offices are responsible for data collecoam $chools

and for the forwarding of collated information to the Ministry. All of these processes
are fully funded and managed by government staff at the central and the provincial
level directorates. The benefits of such an approach are that it i;nabktaand
facilitates the transfer of data in a timely manner, all of which may appeal to other less
developed countries who are keen to keep costs to a minimum and not depend on
skilled experts to maintain their system. However, on the downside thatedoll
information is only available at the heaffice and provincial offices or other
stakeholders cannot readily obtain access.

In contrast, Education Ministries in the other three countries have taken advantage of
recent advances in technology and fegjlcosts. The strategy varies from one country

to another, but one common influence has been the role of donor funds. Bangladesh
has benefited from over 15 years of successive donor projects, providing the
opportunity to expand systems and upgrade spatidns and software. Initially the
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system in Bangladesh relied on spreadsheets and relationship databases for data entry
and storage. However, with the spread of internet service provision the different
layers of the education system are turning to-Wased solutions for data entry and
storage. The benefit of such an approach is that data can become accessible at all
levels of the education system and cost effective. Nevertheless, due to the extensive
donor involvement in the procurement of ICT equgmmthere have been expectations

by governments that development projects would fund the procurement and
maintenance of hardware and software. This has resulted in a situation where limited
resources are available for pgsbject maintenance. Under sudlcumstances virus
software quickly becomes ocof-date and component failure renders hardware
inoperable. Once again the lesson from Bangladesh illustrates the problems of
creating a dependency culture and the possible negative impact on-tenmger
sugainability.

The experiences of Nigeria are more positive and provide lessons for larger
developing countries, which have complex political systems and are about to reform
their ICT infrastructure. Part of the explanation for the success was that an
incremental approach was used. Thus, instead of introducing aswatk national
reform of the whole ICT system, a small scale pilot was implemented at the state of
Kano. This helped identify problems and ensure they were ironed out prior to going
national However, before implementing the pilot, a needs analysis was undertaken to
identify the most appropriate architecture for the EMIS, resulting in the decision to
develop a welenabled system to support the collection, collation and reporting of
school leel data. Advantages of a webabled system are ease of access, low
maintenance cost and the fact that one good computer, the server, is required.
Understandably, it is easier to maintain such a system and virus protection is only
needed for one computerMoreover, because local programmers and analysts are
readily available this system can be adapted to new demands and be sustainable.

The early use of ICT infrastructure in Ghana experienced similar problems to those
experienced in other countries ndynéack of compatibility between systems and
problems of sustainability. However, the Ministry has started to address these issues
through anEnhancement and Expansion Plan for EMIShis has involved the
introduction of new platforms to ensure synergscurs with other government
departments, enabling data sets to be merged and compared. The Ministry is also at
the stage of introducing new software, with plans to go live over the next four years.
This would connect alllistrict regional data bases ton@b-enabled system at head
office, enabling information to be available on demand at all levels of the education
systems. However, the existing system faces a number of serious constraints which
are yet to be resolved. Lack of computer equipment is jarmeoblem facing the
country, particularly at the district office where around half of the offices lack
computer facilities. Equally significant is the lack of job descriptions for staff
working in these offices and their lack of understanding about tb&e in this
process.

In Ghana, Mozambique and Nigeria the evidence suggests that appropriate choices
had been made to match ICT infrastructure with a particular environment. As
mentioned earlier the minimalist approach could provide a cost effestivefficient

means of data collection, especially in countries that lack skills to maintain complex
systems. However, the experience of Nigeria is important since it demonstrates the
importance of adopting an incremental approach in order to iron dentmd
difficulties. There are even more important lessons to be learnt from Bangladesh,
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especially with regard to the negative impact of creating a dependency culture. As

each of these four countries develop, and technology becomes more advanced,
mana@rs will have to ensure that appropriate ICT choices are made to support EMIS

related developments, taking into account issues surrounding sustainability.

3.6 Institutional Development and Capacity Building

So far the empirical evidence has shown a ohipieture of EMIS performance across

the four countries. Governments working with donors have supported the
development of complex systems and procedures for data collection, and also invested
considerable resourcas ICT infrastructure to facilitatéhese processes. Despite
advances being made in the former areas, relatively limited attention has been given
to how EMIS outputs are disseminated or utilised in the policy process. This suggests
that donors and their partners automatically assume that BMpsits will be utilised

in the policy process. This assumption is misguided, especially in the context of
developing countries that are characterised by resource constraints, lack of
institutional and human capacity, and where decisiaking is often dven by shor

term political gain.

The challenge for developing countries is how to reverse the above situation and
ensure that decision making becomes more data driven. This can only be achieved by
improving the institutional capacity of units that gooce and utilise EMIS outputs,

and also by ensuring that those working in these units have the appropriate skills and
support to carry out their functions. When such conditions have been established it is
possible to create a culture of information shgroissemination and utilisation, all of
which will help encourage a sustained demand for EMIS outputs. This raises the
important question of to what extent has this occurred in each of the four countries
and has this helped improved the legitimacy of E®II

Institutional building and capacity development have occurred in all four countries to
varying degrees, but only in Ghana and Nigeria have there been any coherent attempts
to support these two processes. Once again Ghana provides an example of best
practice with institutional building and capacity development occurring at all levels of
the education hierarchy. This was made possible by a comprehensive programme of
reform, whose specific purpose was to develop decision making processes at all levels
of the education system. At the Ministry level, a recent initiative supported
institutional development of the Planning, Budget, Monitoring and Evaluation Unit,
the significance of which being that this unit uses EMIS outputs to formulate the

C ount r wtiors seatod plan, a tool which enables senior officials to monitor
progress towards goals defined in the coun
are also plans to establish an Education Sector Technical Advisory Committee, a
structure which will eable donors and stakeholders to have an input into the policy
process when targets are not being achieved. All of these institutional structures are
important means of generating demand for EMIS outputs.

At other levels of the education system institnéib developments in Ghana have
encouraged a utilisation of EMIS outputs through encouraging a sense of ownership
and commitment to the data collection processes. This was achieved by the setting up
of a new institutional structure for EMIS, involving antmlised EMIS unit
responsible for managing and-oalinating all EMIS related activities. Under the
centralised EMIS unit are sub EMIS units for the following areas: TVET-foxanal
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education, higher education and general education. Each of thesenisibs
responsible for data collection and utilisation for their own sector. Similar reforms
have occurred vertically within the education system and involved devolving
responsibility for data collection and utilisation to district offices (see previous
sections for detailed discussions). Prior to these institutional reforms, a single
structure was responsible for data collection and validation across all education
sectors, including data from district offices. Under such an arrangement the different
units within the Ministry, including the district offices, felt no sense of ownership and
had little commitment to the data collection process. However, as a result of the
Enhancement and Expansion Plan, attempts have been made through institutional
reformto ensure closer links are made between data collection and utilisation, all of
which helps improve demand for EMIS outputs.

Institutional reforms in Ghana have also been supported by a comprehensive package
of capacity building activities across horizahand vertical levels of the education
system. The first stage involved a needs analysis to identify skill requirements,
followed by the development of a plan for human resource development. This is in
the stages of being implemented and four offidi@ge been appointed at each district
office to support this process. Already, a series of workshops has been implemented
across the country to train people in basic data analysis and in how to develop
operational plans. Attempts were made to train maaple in IT skills than are
employed at district offices. The rational behind such an approach is that they can
create a pool of skilled workers who can be drawn upon should the district officials
leave in search of other employment.

The approach to institional and capacity building in Ghamaovides examplesn

how to encourage demands for EMIS outputs at different levels of the education
system, but it has not been without difficulties. Perhaps the most significant of which
is the fact that the opdran of the Planning, Budget, Monitoring and Evaluation Unit
relies on expatriate and pditne staff, bringing into question the long term
sustainability of this unit. In addition, the attempt to encourage stakeholder
involvement in the policy processrttugh a Technical Advisory Committee is another
positive move, but lack of commitment from senior management has prevented this
from occurring. Nevertheless, these are only minor difficulties and could be tackled
with minimal resources and more politic@mmitment from senior management.

There are important lessons to leaint from the institutional developments that have
recently occurred in Nigerjaespecially with regard to addressing institutional
constraints and develogjinthe capacity of EMIS magers. One of the constraints
facing EMIS was the fact that two institutional structures existed for data collection.
This created a complex situation in which reporting lines and responsibilities between
these different structures became blurred, allvbich reduced confidence in EMIS
outputs. In an attempt to improve this situation a National EMIS Task Force was
established to make recommendations on this issue, and this resulted in a decision to
streamline existing structures and provide supportdaly one institutional structure

at the state level. It is important to point out that this institutional reform was
accompanied by an extensive training programme under which managers were trained
on how to use EMIS generated reports to develop opeadtiplans. This
decentralised approach to institutional building offers a solution for dealing with
complicated bureaucracies and for bringing data collection closer to the end user.
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In the case of Mozambique, limited attention has been given to tleessrof
institutional building or capacity developmdotr EMIS. When training is provided

for using education daté& occurs in an athoc manner and appears not to be linked to
any institutional change or policy reform. At the district level managexse h
relatively little understanding of indicators nor do they have access to collated or
analysed data since information only flows from district offices to the Ministry.

In Mozambique more needs to be done to encourage a culture of inforusdiat

the district offices. Donors recognise this problem and GTZ attempted to introduce a
culture of information utilisation, but in practice efforts focused on the monitoring of
work-plans (that is on the systematic checking of whether activities listed os plan
had been undertaken) and not on higher level objectives. A number of reasons have
been identified for the lack of interest in data usage at the district level, ranging from
lack of commitment to the process, limited capacity, to the lack of access to
appropriate data. While some of these issues are important and need addressing, it
must be remembered that it takes several years to establish the necessary institutional
structures to support a culture of information use. Most donors neglect this idsue an
attempt to develop institutions or human capacity over a period of three to four years,
instead of a more appropriate tikftame of six to seven years.

The experience of Bangladekighlights the problems that can occur due to lack of
institutional lirkages and limited capability of those working with EMI&arlier
sections of this report highlighted that Bangladesh had made considerable progress in
establishing EMIS, particularly with regard to the collection and analysis of data.
Much of this develpment has been possible through donor support, but donor aid has
not been so effective in supporting institutional reform, and training has not always
had its intended impact. In Bangladesh institutional structures within the education
system are still imeed of vital reform. A case in point is the various units involved in
data collection and analysis, all of which have no formalised links or reporting lines
between them. This is compounded by the fact that those working in neighbouring
units lack theappropriate skills to make use of EMIS outputs because they are
recruited into their posts from schools and colleges. These people only remain in their
position for a short period of time. Clearly, unfamiliarity with how to use data,
combined with shortenure, prevents closer links occurring between the EMIS unit
and other divisions. Understandably, this impacts negatively on the demand for EMIS
outputs.

With regard to capacity building in Bangladesh a lot of donor support has gone into
this area, buthere is a tendency to focus on either technical areas or data collection,
while neglecting issues related to data utilisation. A further problem with relying on
donor support is that the government has tended to leave capacity building and HR
issues to dnors, confidently expecting donors to provide the required funding.
During project implementation this approach may appear fine, but once
implementation ceases those working in technical fields leave in order to find higher
paid jobs in the private secto

The lessons from this section are complex and it is clear that institutional building and
capacity development are closely associated with all stages of data collection, analysis
and utilisation. It is also clear that demand for EMIS can only beueaged through
paying more attention to institutional building and capacity development at all levels
of the education system. However, this is not a simple process and involves working
closely with different units and institutions, both horizontally gadically within the
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education system. This cannot be achieved overnight and requires sustained donor
support over several years, along with commitment of senior government officials to
ensure that such institutions have the capacity and skills teUENES outputs.

4. Re-thinking EMIS?

The case study evidence suggests donors and planners not only had unrealistic
expectations about what could be achieved in a imoet period, but also
underestimated the challenges facing EMIS. In all four cassignificant problems

were experienced in the management and operation of EMIS at di lefvéhe
education system, and the vast majority of instances, systems were unsustainable
without a considerable amount of donor support. Similarly, the utdisaand
dissemination of EMIS outputs were lower than anticipated. Poor performance and
lack of sustainability, combined with a low utilisation of EMIS outputs, suggest a
need to rehink some of the assumptions upon which EMIS are based.

Since donor$ave played, and continue to play, a pivotal role in establishing EMIS in
different countries around the globe, they need to stathimking what can be
realistically achieved using existing resources, particularly with regard to how funds
and technicalassistanceare allocated Similarly, governments must also become
more committed to EMIS developmerasid provide longer term financial support for
institutional building and capacity development. The former actions will help EMIS to
become more sustaible, ensuring that EMIS outputs help managers to administer
their education systems in a more effective and efficient manner.

The starting point for rghinking EMIS is to move away from the assumption that one
size fits all. Topdown approaches to EMI& o n 6 t al ways work and
different strategies to respond to their own specific needs and development
characteristics. There is no point in implementing a top down approach to EMIS, in a
large country with a complex political system. Underhsciccumstances an EMIS is

more likely to succeed using an incremental approach, whereby resources are focused
on a small geographical area to ensure maximum impact. Nevertheless, if a country
has a political consensus and is characterised by good goeerrihan a bottom up
strategy might be more appropriate. Conversely, in a small developing country a top
down approach to EMIS might be more appropriate to ensure that results are achieved
as quickly as possible. There will also be instances when a imatiob of
approaches might work best. However, it is important to note that none of these
strategies for EMIS is necessarily better than the other, and each represents an attempt
by a Ministry or planning unit to respond to different development chaistats.

There are a number of other issues important to all countries regardless of their
development characteristics. One concerns the changing role and function of the
state. In the past an Education Ministry tended to be directly involved imgdissof

EMIS development, but now it is more concerned with facilitating processes and
ensuring that the appropriate environment exists to support data collection, analysis
and utilisation. These changes must be reflected in the type of technical aessistan
donors provide. Thus, rather than focus efforts on establishing complex systems and
procedures at the Ministerial level, technical assistance must also facilitate such
developments at the decentralised level through providing access to common
templatessoftware and management advice. This will enable Ministries of Education
to help managers at the district and state levels to make decisions about data
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collection, collation and utilisation (as opposed to having them determined by the
Ministry).

Another area that donors need tethénk, and which is related to the issues discussed
above, concerns support for institutional building and capacity development. In our
case studies there were isolated examples of best practice, but on the whole
institutional building and capacity development tended toeglected by donors and

their partners. Moreover, when support was provided it failed to have the intended
impact. Donors need to-think support for these areas and remember that it takes
several yearso change an organisational culture and develop institutions with the
type of structures and capacity to effectively utilise EMIS outputs.

5. Concrete steps to develop a responsive and sustainable
EMIS

What follows is not a comprehensive practical guider is it a review of existing
literature, since these issues have already been tackled more thoroughly in other
pieces of work. Instead, it is an attempt to identify what lessons can be gained from
the experiences of our four countries, and how thesebeatranslated into concrete
steps for guiding EMIS reform, especially in relation to areas that have not been given
sufficient attention in the past.

5.1 Strategies for driving EMIS and the importance of
commitment

Guiding Principals for developing anEMIS strategy

U ldentify the development characteristics of your country

U Determine which EMIS strategy is most appropriate, taking into account
possible risks

U Develop a strategy that is capable of being implemented

U Ensure that results can have maximum iot@e quickly as possible

U Pilot your strategy to ensure problems are identified prior to going nationally

U Develop a data production cycle, identifying who does what and when

U Ensure commitment to this strategy is obtained from educational professional

and dher stakeholders

Prior to embarking on a full scale EMIS reform, it is important for mangers to identify
what strategy will drive the management and operation of their EMIS. The
composition of this strategy will ultimately determine how data will béectdd,
what type of investments will be made in ICT infrastructure, what type of institutional
and capacity development will occur and how the outputs will be disseminated.

Obviously, any strategy for EMIS will have to take into account the specific
dewelopment characteristics of an individual country, including: demographic issues,
levels of socieeconomic development and political characteristics. In the past there
has been a tendency to neglect these issues and implement a top down strategy for
EMIS, but as we have seen the results have not been encouraging.
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Managers need to choose a strategy that is most suitable for the context in which

EMIS developments occur (see table 2). There is no magic formula to ensure a

perfect match occurs between an BMI st r at egy and a country
characteristics, but there are a number of issues that should be taken on board when
developing a strategy. Managers should be careful to ensure that a strategy is capable

of being implemented and achieve its inteshd@pact within a short space of time.

There is no point developing a complex strategy that is incapable of being
implemented. Managers might also want to adopt an incremental approach for EMIS

reform, ensuring that any perceived difficulties or probleres ironed out prior to

going to nationally.

Table 2: Relationship between development characteristics and type of EMIS
strategy

Demographic Development Type of EMIS strategy
characteristics characteristics
1 Population size 1 Level of 1 Top down
1 Rural/Urban economic/social approach
population ratios development 1 Bottom up
{1 Large developing 1 Type of state approach
country bureaucracy 1 State level
1 Medium 1 Characteristics of approach
developing contry political system I Incremental
1 Small land locked {1 Status of civil approach
T Small island state society f  Combination of the
1 Level of demand above
for education data

Equally significant to the success of any EMIS strategy is the commitment and
support from professionals working at different levels of the educsyistem, as well

as from stakeholders outside of the education system. Unless they are committed to
EMIS it is unlikely that timely and valid data will be produced. There are no-short
cuts for obtaining this commitment, but professionals are more likddg committed

if they have support from senior management, see the potential benefits of the end
product and understand their role in the EMIS process, including: what tasks need to
carried out and the time period in which such activities have to occur.

5.2 Determining data needs and strategies for data collection

Determining data needs and strategies for data collection

U Carefully dentify data needs of officials at different levels of the education
system and stakeholders.

U Strategies for data colldon must involve managers, teachers and other
appropriate stakeholders.

U Ensure data can be easily collected and that synergy occurs between census
forms and school record keeping.
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