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EXECUTIVE SUMMARY

Nigeria is rich in natural resources and boasts a large, young, 
ambitious, and entrepreneurial population. Harnessed properly, those 

advantages could usher in a period of sustained economic growth and 
increased well-being for the people of Nigeria. But amid short-term 
economic pressures, the country must move quickly to address several 
critical challenges in order to prosper over the long term.

To understand where Nigeria stands today and where it must go, we used 
The Boston Consulting Group’s Sustainable Economic Development Assess-
ment (SEDA), a powerful diagnostic tool designed to provide government 
leaders with a perspective on the well-being of citizens, including how effec-
tively their countries convert wealth, as measured by income levels, into 
well-being. Our analysis reveals that the Nigerian government must ad-
dress significant deficits in five areas: governance, civil society, infrastruc-
ture, education, and health. Disciplined action in those areas will set the 
country on the path to inclusive growth, prosperity, and meaningful gains 
in the well-being of its people.

Nigeria’s issues and the reforms that would help address them are well-
known. The time has come to move from discussion to intervention. To  
that end, this report concentrates on recommendations for concrete action 
rather than simply rehashing the country’s challenges. 

SEDA defines well-being through ten dimensions and examines how 
effectively countries convert wealth and growth into well-being.

 • SEDA’s measure of well-being includes ten dimensions: income, 
economic stability, employment, health, education, infrastructure, 
income equality, civil society, governance, and environment. 

 • For each country in our analysis, we look not only at the current 
level of well-being but also at recent progress—that is, how well- 
being has changed in recent years. We conduct the analysis on a 
relative basis, comparing each country with the others in our data 
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set. (Our 2015 data set includes 148 countries plus Hong Kong, 
which is a special administrative region of China. For the sake of 
simplicity, we refer to all entities as “countries.”)

 • To account for the major impact of a country’s financial resources 
on well-being levels, we measure how effectively countries convert 
wealth into well-being and how effectively they convert economic 
growth into well-being improvements. 

Nigeria is weak in converting wealth into well-being and lags be-
hind peers in five critical areas.

 • Nigeria ranks 142nd of the 149 countries in our data set in the 
ability to convert wealth into well-being—just ahead of Libya and 
Angola and behind Swaziland and Pakistan.

 • We compared Nigeria to three groups: (1) sub-Saharan peers: 
countries in the region with economic and social foundations 
similar to Nigeria’s, including democratic governments, and GDP 
per capita (based on purchasing-power parity) of more than $2,000 
(Angola, Botswana, Côte d’Ivoire, Ghana, Kenya, Namibia, South 
Africa, and Zambia); (2) oil and gas peers: countries that rely 
heavily on the oil and gas sector, as Nigeria does, and have GDP 
per capita that is 75% to 225% of Nigeria’s (Algeria, Colombia, 
Ecuador, Egypt, Indonesia, Thailand, Uzbekistan, and Vietnam); 
(3) aspirational countries: nations that can serve as role models for 
Nigeria because of their robust recent growth and strong perfor-
mance in converting wealth into well-being (Brazil, Malaysia, 
Mexico, Peru, Poland, and Turkey). 

 • Nigeria lags behind the three groups in five SEDA dimensions: 
governance, civil society, infrastructure, education, and health. 
Nigeria and the three groups are well behind the rest of the world 
in the other five dimensions.

Changes in both governance and civil society, two closely related 
areas, will improve the management of Nigeria’s wealth and 
resources. 

 • Challenges in governance and civil society are complex and 
require sustained and multifaceted action. 

 • Improvements in both dimensions require two actions: (1) change 
the approach to developing regulations and policies, favoring 
deregulation and harnessing market forces whenever possible; (2) 
deploy digital technologies in government to increase transparency 
and accountability, thereby reducing opportunities for corruption.

Nigeria’s poor infrastructure has major ripple effects. Improve-
ments in this area would have an immense impact on education, 
health, and the economy, and thus on the well-being of citizens.

 • The value of Nigeria’s infrastructure is about 35% of GDP, com-
pared with an average of about 70% for large economies. The 
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country has major deficits in its electricity grid, road network, and 
water supply. 

 • The state of the country’s infrastructure stems in part from a 
system with multiple flaws, such as overlapping responsibilities 
among government ministries and inadequate enforcement of 
regulations and agreements related to projects. 

 • Studies show that Nigeria will need to invest about $3 trillion in 
infrastructure over the next 30 years—an amount that would 
consume nearly 20% of current GDP annually. Consequently, 
outside investment will be critical. 

 • To attract private investment, Nigeria should take the following 
steps: (1) establish a central body that is empowered to oversee 
and direct the life cycle of infrastructure investments; (2) identify 
ten high-priority projects; (3) conduct an international road show 
to line up private funding for those projects; (4) ensure flawless 
execution of the projects, from construction through operation, 
and strengthen enforcement capabilities, especially of project- 
related tariffs and agreements; (5) leverage the momentum 
created by successful projects to launch a sustained infrastruc-
ture-building drive. 

The subpar education system in Nigeria limits the potential of 
the country’s workforce. 

 • Nigeria is considerably behind the oil and gas peer group and the 
aspirational countries comparison group in education. The coun-
try’s quality of education score, according to the World Economic 
Forum, has fallen or remained the same for the past four years for 
which data is available and is below the average for the sub-Saha-
ran peer group. 

 • The failures of the education system are in part the result of 
fragmented oversight. Federal, state, and local government leaders 
and nearly a dozen agencies and bodies have a hand in the 
system, leading to poor coordination, a lack of information, and no 
clear accountability. This is exacerbated by a shortage of well-
trained teachers. 

 • Bolstering education in Nigeria requires three initiatives: 
(1) establish a national curriculum and track results; (2) strengthen 
the teaching corps and deploy technology; (3) build stronger 
connections between education and the job market by focusing in 
particular on technical and vocational training. 

Nigeria’s health system is in dire need of repair. The country 
must revamp the entire health ecosystem and adopt innovative 
approaches that will allow the health system to leapfrog in its  
development. 

 • Child and infant mortality rates in Nigeria are among the highest 
in the world, and life expectancy is just 52 years, compared with 75 
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years in the aspirational countries comparison group. Health 
inequity remains a deep-rooted problem.

 • The challenges reflect systemic issues, including poor governance 
and weakness in the demand for and the supply of health care. 

 • Two sets of actions can help Nigeria begin to transform its health 
system: (1) make improvements across the health ecosystem, 
including enhancing basics such as sanitation (which often has a 
bigger impact on health than the provision of health care does), 
expanding the primary health system (both primary health clinics 
and health posts in rural areas), and expanding health insurance 
coverage; (2) focus on the infrastructure, investment environment, 
skills, and regulations required to leapfrog in health.

Understanding what needs to be done to address the shortcom-
ings in the five SEDA dimensions is important, but knowing how 
to effect change is just as critical.

 • Governments around the world struggle to translate ideas into 
reality. This can be even more challenging in developing countries 
because of a lack of implementation expertise, ambiguous laws 
and weak enforcement, and overlapping responsibilities among 
ministries, agencies, and levels of government.

 • We have identified eight steps that can help governments get the 
most out of reform efforts: (1) set clear priorities; (2) devote 
resources to them; (3) develop detailed action plans and monitor 
execution closely; (4) create links between implementers and 
decision makers; (5) lead from the front; (6) go for some early wins 
but keep an eye on the long term; (7) communicate the need for 
and impact of reforms to stakeholders both inside and outside 
government; (8) strategically leverage partnerships with the 
private sector, donor organizations, and development finance 
institutions.
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For decades, the story in Nigeria has 
been the same: the country has abundant 

assets—most notably, vast natural resources, 
arable land, and a young, vibrant, entrepre-
neurial population—but is hobbled by critical 
challenges, such as poor governance, corrup-
tion, widespread poverty, and an inadequate 
infrastructure. The necessary reforms have 
been discussed endlessly. What has been 
lacking is a sustained effort to put them in 
motion. 

That dynamic must change. After a decade  
of steady growth, promarket reforms, and in-
creased political stability—as demonstrated 
by a successful democratic change in leader-
ship—Nigeria could be poised to enter a peri-
od of sustainable inclusive growth. Low oil 
prices, however, have sent the naira plummet-
ing and could lead to a serious economic 
slowdown. Nigeria’s leaders must move 
quickly to set priorities and take focused and 
disciplined action. 

To understand the country’s challenges and 
opportunities, we used The Boston Consult-
ing Group’s Sustainable Economic Develop-
ment Assessment (SEDA). SEDA is a powerful 
diagnostic tool that evaluates the relative 
well-being (the overall standard of living) of 
citizens in countries around the world by ex-
amining ten dimensions, such as income, edu-
cation, and governance. (See the sidebar “De-
fining Well-Being.”) Our analysis reveals that 

although Nigeria is in line with its sub-Saha-
ran peers in many SEDA dimensions, such as 
income and economic stability, it trails most 
of those countries—as well as the global aver-
age-–in the ability to convert wealth (as mea-
sured by GDP per capita) into well-being.1

Given Nigeria’s size and  
resources, the country  
should be outperforming  
its sub-Saharan peers.

There is no reason to accept this performance. 
Given Nigeria’s size and resources, the coun-
try should be significantly outperforming, not 
merely matching, its sub-Saharan peers. But 
economic growth and progress will require 
more than continued population growth, con-
trary to what some in Nigeria believe. Al-
though an expanding population can drive 
overall GDP growth, it will not necessarily in-
crease GDP per capita. Unless the country in-
vests in critical areas, such as infrastructure, 
productivity gains will be limited, depressing 
GDP per capita and hindering improvements 
in the well-being of Nigerian citizens. 

On the basis of our SEDA analysis and inter-
views with Nigerian executives in all key sec-
tors of the economy, including energy, bank-

THE PROMISE OF NIGERIA
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Since launching SEDA in 2012, BCG has 
used it to assess the relative performance 
and progress of many countries around the 
world. SEDA defines well-being through 
three fundamental elements that comprise 
ten dimensions. (See the exhibit.)

 • Economics, which includes income, 
economic stability, and employment.

 • Investments, which includes health, 
education, and infrastructure.

 • Sustainability, which includes income 
equality, civil society, governance, and 
environment.

For all countries in our 2015 data set—148 
countries plus Hong Kong—we examine 
relative well-being along two time frames. 

(Hong Kong is a special administrative 
region of China. For the sake of simplicity, 
we refer to all 149 entities as “countries.”) 

 • The current-level score is a static mea-
sure that shows how well a country is 
performing on the ten dimensions 
according to the most recent available 
data. The current level of a nation’s 
well-being is the cumulative effect of 
historical development, past policies 
and events, and national priorities.

 • The recent-progress score is a measure of 
change on the ten dimensions during 
the most recent seven-year period for 
which data is available. For our 2015 
analysis, we used data from 2006 to 
2013 (or the most recent period for 
which data was available).

DEFINING WELL-BEING

Income

Economic
stability

Employment

Health

Education

Infrastructure

Income 
equality

Civil 
society

Governance

Environment

Wealth1

ECONOMICS

SUSTAINABILITY2 INVESTMENTS

Inflation; GDP volatility

Employment;
labor force
participation 

Access to health
care; mortality
and morbidity

Access to education;
education quality

Water; transportation; sanitation; information and communications 
technology; the quality of the electricity supply

Income distribution
(measured by GINI)

Intergroup
cohesion; civic activism;
gender equality

Effectiveness
of government;
transparency;
stability; freedom

The quality of
the environment; policies
aimed at environmental
preservation

SEDA

Source: BCG analysis.
1Wealth is measured as GDP per capita, which, in turn, is measured in terms of purchasing-power parity in 
constant dollars (2011).
2Sustainability includes environment and social inclusion. Social inclusion comprises governance, civil society, and 
income equality.

SEDA’s Ten Dimensions of Well-Being
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ing, consumer goods, and telecommunications, 
we propose focused, market-oriented interven-
tions in five critical areas: civil society, gover-
nance, infrastructure, education, and health. 
These pragmatic interventions, which are in-
tended to have a systemic effect, require gov-
ernment leadership and resources, supple-
mented by donor funding and private capital 
when possible.

Creating real change in Nigeria calls for an 
intense focus not only on what needs to be 
done but also on how to deliver lasting im-
pact. In many areas, there are laws, regula-
tions, and institutions that support critical im-
provements. But effective execution and 
enforcement have been lacking. Through dis-
ciplined action in the five high-priority areas, 

the country can build on substantial levels of 
domestic investment and attract a wave of 
capital from foreign investors and multina-
tional corporations. Such accomplishments 
will allow Nigeria to emerge as one of the 
next great growth stories—and to create a 
path toward sustainable and inclusive gains 
in well-being.

Note
1. For the purposes of this report, we compared Nigeria 
to three groups. The sub-Saharan peer group comprises 
eight countries whose economic and social foundations 
are similar to Nigeria’s: Angola, Botswana, Côte d’Ivoire, 
Ghana, Kenya, Namibia, South Africa, and Zambia.

Of course, wealth has a direct bearing on 
well-being. SEDA examines this connection 
by looking at a country’s current level of 
well-being relative to income levels and at 
recent changes in well-being relative to 
economic growth. These relationships are 
reflected through two metrics:

 • The wealth-to-well-being coefficient 
compares a country’s current-level 
SEDA score with the score that would 
be expected given its GDP per capita. 
The coefficient is based on the average 
worldwide relationship between 
current-level scores and GDP per capita 
based on purchasing-power parity. 
Countries with coefficients greater than 
1.0 have higher levels of well-being than 
would be expected given their GDP per 
capita; those with coefficients less than 

1.0 have levels that are lower than 
expected.

 • The growth-to-well-being coefficient 
compares a country’s recent-progress 
SEDA score with the score that would 
be expected given its GDP growth rate. 
This coefficient is based on the average 
worldwide relationship between 
recent-progress scores and GDP growth 
rates during the same period. As with 
the wealth-to-well-being coefficient, 
countries with coefficients greater than 
1.0 are producing improvements in 
well-being beyond what would be 
expected given their GDP growth; those 
with coefficients less than 1.0 are 
producing well-being gains below the 
expected level. (For more on our SEDA 
methodology, see the Appendix.)
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Nigeria, the largest economy in 
Africa, grew at a compound annual rate 

of 7.5% from 2000 through 2015. The country 
has benefited from stable inflation levels and 
a controlled federal deficit. And although the 
economy is severely challenged in the near 
term—GDP growth in 2015 slowed to an 
estimated 2.8%—if leadership acts swiftly 
and adequately, we expect it to bounce back 
and increase at a reasonable pace, thanks to 
rising consumption and an expanding middle 
class.

Even under that scenario, however, the issues 
facing Nigeria are serious. Nigerians overall 
are still very poor—82% of the population 
lives on less than $2 per day, compared with 
26% in South Africa. One factor is the dearth 
of value-added manufacturing in many sec-
tors. In energy, for example, most of the coun-
try’s oil is exported in crude form and refined 
elsewhere. As a result, despite a decade of 
strong GDP growth, there has been little job 
creation or poverty reduction. 

The country’s reliance on the oil and gas sec-
tor has a detrimental impact on the economy. 
By some measures, the domestic economy is 
quite diversified, with energy representing 
only 13% of GDP. (See Exhibit 1.) However, 
little of the rest of the economy comprises 
goods that can be traded outside Nigeria. 
Consequently, the energy sector represents 
the only significant export and is therefore 

the primary source of foreign exchange. And 
revenue from oil and gas accounts for 70% of 
total government income. Such reliance on a 
commodity is potentially dangerous—a point 
underscored by the current pressure on the 
Nigerian budget and on the naira.

Nigeria’s economy grew at 
a compound annual rate of 
7.5% from 2000 to 2015.

SEDA Highlights the Need for 
Action in Five Areas
To gain a deeper understanding of where 
Nigeria stands today—and where it needs to 
go—we used BCG’s SEDA. In addition to 
looking at Nigeria’s overall performance 
relative to the other countries in our data set, 
we compared Nigeria to three groups (See 
Exhibit 2): 

 • Sub-Saharan peers. Other sub-Saharan 
countries with economic and social 
foundations similar to Nigeria’s, including 
democratic governments, and GDP per 
capita of more than $2,000 (Nigeria’s is 
$5,423).1 These countries include Angola, 
Botswana, Côte d’Ivoire, Ghana, Kenya, 
Namibia, South Africa, and Zambia.

NIGERIA’S BOUNTY— 
AND BURDEN
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2.5Other services
Administrative and support services 0.1

Water supply, sewage, waste management
and remediation 0.1

Electricity, gas, steam, and air conditioning supply 0.6
Human health and social services 0.6
Accommodation and food services 0.8

Transportation and storage 1.3
Education 1.9

Public administration 3
Financial institutions5 3

% of GDP, 2013

Professional, scientific, and technical services 3.7
Manufacturing4 9

Information and communication3 10.6

21

11.7
Oil and gas, mining, and quarrying2 13

Retail 17.1
Agriculture1

Construction and real estate

Source: National Bureau of Statistics.
1Mostly crop production (18.6%).
2Mostly oil and gas (12.9%).
3Mostly telecommunications (8.3%).
4Mostly food, beverages, and tobacco (4.8%) and textile, apparel, and footwear (1.6%).
5Includes insurance (0.4%).

Exhibit 1 | Nigeria Has a Diversified Economy 

Countries with up to 350% of Nigeria’s
GDP per capita, robust growth, and

strong ability to convert wealth
into well-being

CRITERIA

COUNTRIES 

CRITERIA

OIL AND GAS PEERS

CRITERIA

ASPIRATIONAL COUNTRIES

Countries with a reliance on
oil and gas similar to Nigeria’s

SUBSAHARAN PEERS

Countries in the region with an
economic and social context

similar to Nigeria’s

CHARACTERISTICSCHARACTERISTICSCHARACTERISTICS
Average population 23 million
Average GDP per capita $6,999
Average real GDP $84 billion

Average population 78 million
Average GDP per capita $9,880
Average real GDP $311 billion

Average population 83 million
Average GDP per capita $17,660
Average real GDP $918 billion

• GDP per capita: > $2,000
• Population: > 2 million
• Democratic
• Minimal conflict
• Within Sub-Saharan Africa

COUNTRIES COUNTRIES
• Angola
• Botswana
• Côte d’Ivoire
• Ghana

• Kenya
• Namibia
• South Africa
• Zambia

• Algeria1 
• Colombia
• Ecuador
• Egypt

• Indonesia
• Thailand1

• Uzbekistan
• Vietnam

• Brazil2

• Malaysia
• Mexico2

• Peru 
• Poland
• Turkey

• GDP per capita: 75% to 225% of 
Nigeria’s

• Population: 15 million to 400 million
• Oil and gas rents/GDP: > 3%
• Democratic
• Minimal conflict

• GDP per capita: 200% to 350% of 
Nigeria’s 

• Growth in GDP per capita: > 60% over 
20 yrs

• Population: 15 million to 400 million
• Democratic
• Minimal conflict
• Wealth-to-well-being coefficient: > 0.9

Source: BCG analysis.
Note: GDP per capita figures are based on purchasing-power parity.
1Algeria and Thailand were included even though both exceed the GDP per capita cutoff.
2Brazil and Mexico are below the growth cutoff but were included because of high wealth-to-well-being coefficients and strong track records in 
harnessing natural resources.

Exhibit 2 | We Compared Nigeria to Three Groups
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 • Oil and gas peers. Countries that rely 
heavily on the oil and gas sector, as 
Nigeria does, and have GDP per capita 
that is 75% to 225% of Nigeria’s. These 
countries include Algeria, Colombia, 
Ecuador, Egypt, Indonesia, Thailand, 
Uzbekistan, and Vietnam.

 • Aspirational countries. Advanced 
countries with robust recent growth and 
strong performance in converting wealth 
into well-being. These nations can serve 
as role models for Nigeria. They include 
Brazil, Malaysia, Mexico, Peru, Poland, and 
Turkey.

Overall, Nigeria ranks 142nd of the 149 coun-
tries in our data set in the ability to convert 
wealth into well being, just ahead of Libya 
and Angola and behind Swaziland and Paki-
stan. (See Exhibit 3.) The country also trails 
those in the sub-Saharan peer group—which 
have many of the same challenges—in this 
measure. 

Comparing Nigeria’s performance on the  
ten SEDA dimensions with that of the com-
parison groups reveals gaps in five areas:  
governance, civil society, infrastructure, edu-
cation, and health. (See Exhibit 4.) These 
challenges are echoed in other benchmarks 
and indices, including the World Bank’s Ease 
of Doing Business rankings and the World 
Economic Forum’s Global Competitiveness  
Index. 

Setting Priorities for Change
To think about how Nigeria can address its 
challenges in the five SEDA dimensions, it 
helps to divide those dimensions into two  
categories. 

The first category comprises governance and 
civil society, which are closely linked and 
have a significant impact on the other three 
areas. Improvements in these two areas, for 
example, will help Nigeria reduce the misap-
propriation of resources and attract private-

20
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100

0 10,000 20,000 30,000 40,000 50,000

Brazil

Vietnam

Thailand

Colombia

IndonesiaUzbekistan

Turkey

Poland

Mexico

Peru

Swaziland

Ecuador

Algeria

Zambia
Côte d’Ivoire

South Africa

Namibia

Kenya

Ghana

Botswana

Angola
Egypt

Nigeria

Libya

Current-level SEDA score

GDP per capita (2011$)

Malaysia

Pakistan

GDP PER CAPITA VERSUS CURRENTLEVEL SEDA SCORE 2015
Wealth-to-well-

being coefficientWELLBEING

WEALTH

Aspirational countriesOil and gas peersSub-Saharan peers
Population

0.6

0.8

0.9

0.7

1.0

1.1

1.2

0.5

Less effectiveMore effective

Source: BCG analysis.
Note: Data is from SEDA 2015. The solid line is based on regression (polynomial 2nd order). Per capita GDPs of Kuwait ($84,188), Qatar ($127,562), 
Luxembourg ($86,442), Singapore ($76,236), Norway ($62,448), Saudi Arabia ($52,067), Switzerland ($51,733), UAE ($57,044), US ($51,450), and 
Hong Kong ($51,509) were adjusted to the maximum value of the matrix ($50,000). Sub-Saharan peers include Angola, Botswana, Côte d’Ivoire, 
Ghana, Kenya, Namibia, South Africa, and Zambia. Oil and gas peers include Algeria, Colombia, Ecuador, Egypt, Indonesia, Thailand, Uzbekistan, 
and Vietnam. Aspirational countries include Brazil, Malaysia, Mexico, Peru, Poland, and Turkey.

Exhibit 3 | Nigeria Ranks 142nd of 149 Countries in Converting Wealth to Well-Being
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SUBSAHARAN PEERS
VERSUS NIGERIA

OIL AND GAS PEERS
VERSUS NIGERIA

ASPIRATIONAL COUNTRIES
VERSUS NIGERIADIMENSIONS

Income

Economic stability

Employment

Health

Education

Infrastructure

Civil society

Governance

Environment

Income equality

Peers
Nigeria

OVERALL
 ASSESSMENT

10 to 20 points lower than comparison group
10+ points higher than comparison group 20+ points lower than comparison group
Within 10 points of comparison group

Matches

Matches

Matches

Lags behind

Lags behind

Lags behind

Matches

Lags behind

Lags behind

Outperforms most

Current-level SEDA score

Source: BCG analysis.
Note: Data is from SEDA 2015. Sub-Saharan peers include Angola, Botswana, Côte d’Ivoire, Ghana, Kenya, Namibia, South Africa, and Zambia. 
Oil and gas peers include Algeria, Colombia, Ecuador, Egypt, Indonesia, Thailand, Uzbekistan, and Vietnam. Aspirational countries include Brazil, 
Malaysia, Mexico, Peru, Poland, and Turkey.

Exhibit 4 | Nigeria Lags Behind Peers in Many Dimensions

sector capital and donor funding, which often 
come with conditions—implicit or explicit—
related to governance. Changes in these two 
dimensions, however, can be the most chal-
lenging to implement, and it can take years 
for their impact to be felt. 

The second category consists of infrastruc-
ture, health, and education. The actions that 
will improve these dimensions are in many 
ways more straightforward, and they can 
yield results in a relatively short time. Nige-
ria’s scores in these three areas are so low 
that the ripple effects of even moderate im-
provements will be tremendous. Some prog-
ress in infrastructure, for example, will make 

Nigeria more competitive globally. And a 
more productive economy will diversify and 
increase the country’s foreign currency in-
come, create badly needed jobs, and expand 
Nigeria’s tax base beyond the energy sector. 
Because of the opportunity to make rapid 
progress and the significant positive spillover 
effects, we focus largely on interventions in 
these three areas.

Note
1. All GDP per capita figures are based on purchas-
ing-power parity.
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Our SEDA work shows a strong correla-
tion between governance and civil 

society. That is hardly surprising: strength in 
civil society—which includes factors such as 
civic activism and personal safety—is likely 
to have a positive impact on some elements 
of governance, such as political stability and 
the rule of law. Action in both areas will go a 
long way toward improving the management 
of Nigeria’s wealth and resources. 

Of course, issues related to governance and 
civil society are often complex and nuanced, 
and change in both areas generally requires  
a sustained and multifaceted approach. Still, 
two powerful levers can drive near-term  
improvements :

1. Improve government regulations. The 
impact of well-crafted and enforceable 
regulations, particularly those that 
harness market forces, can be seen in the 
rapid development of the telecommunica-
tions sector in Nigeria. Shortly after the 
mobile communications market was 
opened to competition, in the first decade 
of the 2000s, prices tumbled and the 
number of subscribers skyrocketed. Today 
Nigeria is among the top ten countries in 
the world in the number of cell phone 
connections in use—an advance that has 
improved the lives of citizens at a net 
financial gain to the government from 
licensing fees and taxes. 

Initiatives in other countries provide 
further evidence of the value of a sound 
regulatory approach. In the first decade of 
the 2000s, for example, the government of 
Rwanda made a major push to attract 
foreign investors by improving access to 
work permits and offering tax incentives. 
The moves paid off: in 2009, Rwanda 
jumped an impressive 65 places to nab 
the 67th spot in the World Bank’s Ease of 
Doing Business ranking. 

The oil subsidy scheme is a potential area 
for regulatory reform in Nigeria. Current-
ly, the Nigerian government is not making 
oil subsidy payments, because low oil 
prices have driven the price Nigerians pay 
for petrol below the subsidy price. And 
there is no subsidy included in the draft 
2016 federal budget. If oil prices rise, 
however, subsidy payments will resume. 
The Nigerian government should take 
advantage of this period of low prices to 
formally end the subsidy system.

Eliminating or reducing oil subsidies has a 
couple of advantages. It frees up govern-
ment funds for spending in more-productive 
areas, such as infrastructure, and it address-
es the fact that the subsidies disproportion-
ately benefit wealthy groups and individu-
als, who use cars but do not need the 
financial assistance. Since 2014, countries 
such as Angola, Egypt, India, Indonesia, 

STRENGTHENING 
GOVERNANCE AND CIVIL 
SOCIETY
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Malaysia, and Morocco have reduced or 
completely eliminated oil subsidies.

2. Deploy digital technologies in govern-
ment. Digital tools can have a major 
positive impact on governance. These tools 
reduce the number of points at which 
government employees provide services 
personally or make decisions, cutting down 
on leakage (the inappropriate diversion of 
funds through gaps in the system) and 
enhancing citizens’ trust in and engage-
ment with government. In addition, 
digitization improves the efficiency and 
user-friendliness of existing processes.

For example, Nigeria transformed its 
national pension fund into a system of 
individual accounts, accessible on a digital 
platform. Under the old system, it would 
often take years for retired employees to 
receive their pensions—if they received 
them at all. The new system gives Nigeri-
an citizens increased visibility into and 
control of their pensions, fostering more 
faith in the system. Digital government 
can offer dividends beyond transparency 
and improving how citizens interact with 
government, such as spurring the takeoff 
of domestic technology sectors. (See the 
sidebar “Kenya’s Digital Awakening.”)

To understand how digital government can 
transform nations in Africa, consider 
Kenya.

The government of Kenya embarked on an 
ambitious journey in 2004 to increase the 
transparency of government and people’s 
trust in it. The effort had some practical 
objectives, including improving collabora-
tion among government agencies, increas-
ing citizens’ access to programs and 
services, and reducing transaction costs. 
But the e-government initiative was also 
designed to provide a forum for citizens’ 
participation in government activities and 
allow them to hold government account-
able in a way they never could before. 

To make this possible, the government 
needed to wire the country. The Kenyan 
government invested in Seacom’s undersea 
fiber-optic cable to increase bandwidth 
availability and to cut the price on Internet 
access for consumers and businesses. Two 
other undersea cables were constructed by 
private investors with government encour-

agement. Additional public and private 
investments helped establish Internet 
access nationwide. 

Today, Kenya’s eCitizen platform links to all 
government services. It offers an open data 
portal that provides access to information 
on education, energy, health, water, sanita-
tion, population, and poverty within the 
country. On the site, citizens can apply for a 
public-service job, submit a tax return, regis-
ter a business, and even report corruption. 
Since the government began its digital 
push, with a focus on using Kenyan IT 
service providers in the effort, the IT sector 
has taken off, adding an estimated 2% to 
2.5% to GDP growth in 2010 and 2011, 
according to the World Bank, and winning 
Kenya the title of “Silicon Savannah.”1

Note
1. Duncan Mwangi Ikua and G.S. Namusonge, 
“Factors Affecting Growth of Information 
Communication Technology Firms in Nairobi, Kenya,” 
International Journal of Academic Research in Business 
and Social Sciences, July 2013. 

KENYA’S DIGITAL AWAKENING
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Nigeria’s anemic infrastructure is in 
many ways the country’s greatest 

challenge, impeding progress in multiple 
areas. The value of Nigeria’s infrastructure 
stock is about 35% of GDP, compared with an 
average of about 70% for large economies.1 A 
key reason for the shortfall: Nigeria invested 
just $664 per capita (adjusted for purchas-
ing-power parity) in infrastructure annually 
from 2009 to 2013, or 3% of GDP, compared 
with an average of $3,060, or 5% of GDP, for 
the countries in the comparison groups for 
which data was available.2 Without decisive 
intervention, that gap is likely to widen. 

The Problem: Broad and Deep 
Infrastructure Deficits
The list of gaping infrastructure holes is long 
and varied. Consider basic access to power. 
Only 56% of Nigerians have access to electric-
ity, well below the average of 80% for all 
three comparison groups. Power outages are 
widespread, and three-quarters of companies 
report that the lack of reliable energy is a 
major constraint. 

The Nigerian power system has the capacity 
to generate more than 10,000 megawatts, but 
because of problems such as aging equip-
ment and an inadequate transmission net-
work, the actual output in this country of 170 
million people is only 4,000 to 5,000 mega-
watts. (Expensive, private diesel generators 

partially fill the gap, providing about 40% of 
the electricity consumed in Nigeria.) Com-
pare this with another developing oil-rich 
country, Trinidad and Tobago, where 1,600 
megawatts are generated for a population of 
just 1.4 million, or South Africa, which gener-
ates 50,000 megawatts for a population of 
about 50 million. 

Recent power-privatization efforts have been 
less than successful owing to a host of issues, 
including the ability of some people to access 
power without paying, the poor transmission 
infrastructure, difficulties among some power 
plants in accessing reliable gas supplies, and 
tariffs that don’t cover costs. Transcorp, a Nige-
rian conglomerate that is an important inves-
tor in this area, put a hold on some of its ex-
pansion plans because of concerns about the 
profitability of its investments.

The country’s road network is similarly weak. 
There are 0.21 kilometers of roads per square 
kilometer in Nigeria, compared with an average 
of 0.33 for the three comparison groups and 
0.62 for South Africa. The World Bank ranks 
Nigeria behind the countries in all three 
comparison groups in the quality of its roads. A 
mere 18% of Nigerian federal roads are paved, 
and 68% of all roads—paved and unpaved—are 
considered to be in poor condition. 

Only about 30% of the population, mean-
while, has access to “improved sanitation fa-

INFRASTRUCTURE
BUILDING THE FOUNDATION FOR SUCCESS
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cilities,” and just 64% has access to drinkable 
water (compared with an average of 88% for 
the three groups).3

The ripple effects of the infrastructure defi-
cits are staggering. The lack of access to clean 
water, for example, is a major reason for the 
high incidence of diseases such as cholera, di-
arrhea, and typhoid. The unreliable electrical 
grid and subpar road network limit business 
expansion, job creation, and economic diver-
sification. In rural areas, up to 40% of farm 
produce spoils before being sold because 
farmers struggle to get their goods to market, 
and there is no reliable cold chain for moving 
and storing goods that require refrigeration, 
such as dairy and produce. The result is low 
rural incomes, food insecurity, and food pric-
es that are among the highest in the world. 

The Causes: Poor Coordination 
and Limited Private-Sector 
Investment
The infrastructure deficits in Nigeria stem  
in no small part from flaws in the project 
management system. Currently, infrastruc- 
ture projects involve multiple overlapping 
government ministries, departments, and 
agencies, including the Ministry of Finance, 
the Ministry of National Planning and Bud-
get, the Debt Management Office, the rele-
vant sponsoring agency, and the Infrastruc-
ture Concession Regulatory Commission 
(ICRC). Although the recent creation by the 
federal government of a “superministry” that 
combines power, works (hard infrastructure), 
and housing is promising, there is no central 
body empowered to direct the process. 

In addition, while Nigeria has a solid regula-
tory and legal framework governing public- 
private partnerships and other forms of con-
cessions, the ICRC, which oversees those 
partnerships, has limited enforcement author-
ity. Furthermore, some sectors lack the regu-
lations and tariffs that could make projects 
attractive to potential partners and investors. 
For instance, allowing a tiered pricing scheme 
for gas—some companies would pay higher 
prices for uninterrupted access, while 
price-sensitive users, such as fertilizer manu-
facturers, which use gas as feedstock, would 
pay lower prices—could make a gas pipeline 

project viable. And PPP road projects must 
have adequate tolls, while PPP power proj-
ects require tariffs that reflect costs.

In recognition of the need for massive infra-
structure investment, the government has 
outlined a master plan to this end. But stud-
ies show that Nigeria will need to invest 
about $3 trillion over the next 30 years, or 
roughly $100 billion a year. That is equal to 
nearly 20% of current GDP annually. Attract-
ing significant outside investment in the form 
of public-private partnerships will be critical. 

Private capital can be transformative. In the 
state of Gujarat in India, for example, inves-
tor-friendly policies and regulations helped 
attract substantial foreign direct investment 
from 2000 to 2015. That private capital con-
tributed to a dramatic expansion of the 
state’s ports, enabling traffic to increase at a 
12% compound annual rate over the period. 
The state’s installed energy capacity has also 
increased significantly. Whereas most major 
states in India face an energy deficit, Gujarat 
is self-sufficient when it comes to power. 

Recommendations: Strengthen 
Government Leadership and 
Increase the Role of the Private 
Sector 
We recommend five actions for addressing 
Nigeria’s infrastructure crisis. 

1. Create a central body that is empow-
ered to oversee the life cycle of infra-
structure investments. The effort must 
start with strong and sustained leadership. 
A key element is the creation of a govern-
ing body with representatives from 
multiple stakeholders, including state and 
federal government. This body should 
appoint an executive group to manage 
infrastructure projects throughout their 
life cycle: planning, concession and 
funding, construction, and operation. The 
executive group should also manage 
relationships with private investors. 

2. Identify ten high-priority, high-impact 
projects. The governing body should 
select ten landmark infrastructure proj-
ects that can be executed rapidly in order 
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to generate early wins. The projects 
should offer a measurable short-term 
economic boost and long-term positive 
spillover effects, and, if possible, they 
should be geographically dispersed.

Clarity and speed are essential. Moving 
quickly with transparency will demon-
strate to investors that the government is 
serious about infrastructure improve-
ments. One possible timeline: six months 
to establish the governing body and 
identify ten projects, and five months to 
conduct a road show and secure funding. 
Under that schedule, construction could 
begin on some projects within a year.

Initial infrastructure projects 
should offer a short-term  
economic boost and long-
term spillover effects.

The executive group can help earmark 
public funding for the projects, including 
funds generated by the sale of some 
existing assets to private investors. Such 
privatizations free up funding to support 
infrastructure investments, and they 
impose private-sector discipline, which 
improves asset management and overall 
service levels. Brazil, for example, privat-
ized five major airports from 2012 through 
2014, raising about $23 billion.4 At São 
Paulo–Guarulhos International Airport, 
the country’s busiest, privatization was 
followed by major improvements in both 
capacity and service levels.

3. Conduct an international road show to 
line up private funding and establish 
public-private partnerships (PPPs). The 
executive group should take an aggressive 
role in building connections with private 
investors. This includes developing a list 
of potential investors, such as sovereign 
funds, development finance institutions, 
infrastructure fund managers, institution-
al investors, Nigerian pension funds, 
construction companies, and independent 
power producers. The government should 

then organize a road show—led by the 
president with a delegation including, for 
example, the ministers of finance, power, 
works and housing, and trade and invest-
ment, the CEO of the Nigeria Investment 
Promotion Commission, and the CEO of 
the Nigerian Sovereign Investment 
Authority—to brief investors on the 
projects. Deals should include some level 
of sovereign guarantee for private inves-
tors so that the risk-return tradeoff is 
adequate but not overly generous.

4. Focus on flawless execution. The govern-
ment must develop the skills and talent to 
ensure excellence throughout a project’s life 
cycle. It must also institute an effective 
process for negotiation between the 
private-sector companies that operate the 
assets and the regulatory bodies that 
oversee them, guaranteeing full enforce-
ment of tariffs and agreements. A fair 
contracting process is critical for attracting 
foreign investors. For projects that involve 
PPPs, the government should study best 
practices for managing them. (See the BCG 
and World Economic Forum report “Strate-
gic Infrastructure: Steps to Prepare and 
Accelerate Public-Private Partnerships,” 
May 2013.)

5. Leverage momentum to create a 
sustained infrastructure-building drive. 
With the ten initial projects under way, 
the governing body should develop a 
long-range plan involving another 50 or so 
projects. Given the dire state of Nigeria’s 
infrastructure, the push for investment 
must continue for at least a decade.

Notes
1. This average is for ten large countries for which 
historical spending data was available across asset 
classes: Canada, China, Germany, India, Italy, Poland, 
South Africa, Spain, UK, and US. 
2. This average is based on countries for which data was 
available: Brazil, Colombia, Ecuador, Egypt, Indonesia, 
Kenya, Malaysia, Mexico, Peru, Poland, South Africa, 
Thailand, and Vietnam,
3. According to the World Bank, an “improved 
sanitation facility” is one that meets certain hygiene 
standards. 
4. This figure is based on exchange rates in the years the 
transactions took place.
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EDUCATION
BOLSTERING THE WORKFORCE

Talk to companies operating in Nigeria, 
and the scope of the challenge in educa-

tion quickly becomes apparent. Although 
companies have reported improvements in 
the supply of managers they need to run their 
operations, many companies have difficulty 
finding high-quality entry-level workers and 
employees with technical skills, such as 
electricians, engineers, and plumbers. These 
workforce issues reflect extensive shortcom-
ings in both academic and technical education 
in Nigeria. 

The Problem: A Failing Education 
System
Nigeria trails both the oil and gas peer group 
and the aspirational countries comparison 
group in its SEDA education score. Its quality 
of education score, as measured by the World 
Economic Forum, has fallen or remained the 
same for the past four years for which data  
is available and is below the average for the 
sub-Saharan peer group. Math and science 
scores are in line with those of the sub-Saha-
ran peers but are below the average of the 
other two groups. 

In addition, enrollment rates are low: 77% in 
primary education, compared with an aver-
age of 103% for the comparison groups (the 
figure exceeds 100% because many countries 
enroll older people as a way of compensating 
for the poor education system in the past); 

and 41% in secondary education, compared 
with 85% for the three groups.1 

Compounding these issues are the ongoing 
armed conflicts in some parts of the country. 
The violence prevents many children from at-
tending school; indeed, some of the conflict 
involves efforts to prevent children from at-
tending schools with Western curricula. 

The Causes: Fragmented 
Management and a Teacher 
Shortage
The current system for managing education 
in Nigeria is a central part of the problem. 
Oversight of education is fragmented, involv-
ing federal, state, and local government lead-
ers and nearly a dozen agencies and organi-
zations. The result is a hodgepodge of 
initiatives, poor coordination and informa-
tion flow among stakeholders, and no clear 
accountability.

The impact of the flawed system is exacerbat-
ed by the mismatch between supply and de-
mand. Only about 40% of the primary-level 
classrooms the country requires have been 
built. There is also a crippling shortage of 
high-quality, experienced teachers. Nigeria 
would need roughly to double the number of 
teachers to reach the teacher-pupil ratios of 
Malaysia and Turkey, which are in the aspira-
tional countries comparison group.
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Recommendations: Overhaul the 
Curriculum, Track Results, 
Strengthen Teaching, and Link 
Education to the Job Market 
Nigeria’s educational challenges do not 
require the sort of massive spending that is 
needed in infrastructure. Rather, they call for 
smart, well-designed policies that reward 
high-quality schools and teachers. In the state 
of Haryana in India, for example, a successful 
reform effort focused on accountability and 
scalable initiatives for strengthening teacher 
training. (See the sidebar “Making the Grade 
in India.”) 

In Nigeria, we recommend three critical 
actions: 

1. Establish a national curriculum and 
track results. Education reform should 
begin with the development of a standard 
curriculum for all Nigerian primary and 

secondary schools. This curriculum should 
be applied to both government-run and 
private schools and be based on a bench-
marking of leading education systems 
globally. In developing its curriculum, 
Nigeria could look to Finland, for exam-
ple, where students have achieved 
consistently high results on the OECD’s 
Programme for International Student 
Assessment (PISA). 

Setting clear, measurable goals and 
tracking results are crucial. The govern-
ment must develop objective systems for 
collecting granular data on performance 
at the national, state, and individual 
teacher and student levels, for both public 
and private institutions. That information 
should be monitored closely by a review 
body such as Nigeria’s Joint Consultative 
Committee on Education and should 
provide the basis for rewards and incen-

Although India has come a long way over 
the past two decades in improving access 
to and the equity of education, the country 
still faces major challenges. Test scores are 
alarmingly low and declining. And 50% of 
the roughly 85 million public school 
students are multiple grade levels behind 
by grade 5. 

A reform program in the state of Haryana, 
home to 2.2 million students and 15,000 
schools, took aim at those problems. 
Among the objectives: ensure that 80% of 
students in grades 1 to 5 were performing 
at the standards for their grade level in five 
years and that 80% of students in grades 6 
through 13 were at grade level in seven 
years. 

The initiative started with a three-month 
diagnostic study in 2013. The findings: 
there was no measurement of and there-
fore no accountability for student out-
comes, there were problems in how schools 
and classrooms were structured (in some 
schools, one teacher led instruction for 
multiple grades), and there were organiza-

tional issues in the state’s education 
department, including disparate, uncoordi-
nated data systems. 

With that context in mind, the reform effort 
focused on three initiatives. The first was to 
establish a measurement system that 
would capture data on not only student 
performance but also a wide range of 
issues, such as school inspections. The 
second initiative was to design scalable 
interventions to improve school perfor-
mance, such as providing better tools and 
training to teachers and school heads. The 
third was to restructure and strengthen the 
state’s education department through 
efforts including clarifying roles and 
responsibilities.

Initial results are encouraging. Whereas 
math and reading scores for 5th grade 
students had declined from 2010 to 2012, 
those scores improved 5% and 10%, 
respectively, from 2012 to 2014. It’s no 
surprise that several other Indian states 
are emulating the program.

MAKING THE GRADE IN INDIA
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tives for top-performing teachers and 
schools and for teachers working in 
low-income and rural areas.2

2. Increase enrollment, bolster the 
teaching corps, and harness technology 
and private-sector innovation. The 
government can boost enrollment by 
creating financial incentives for low- 
income families to take their children to 
school. In Brazil, the Bolsa Família 
(Family Allowance) program provides 
financial aid to poor Brazilian families 
that ensure their children attend school 
and are vaccinated. Today the program 
covers about 12 million Brazilian families, 
representing 26% of the population. 
Initiatives to expand the size and quality 
of the teaching workforce could include 
increasing teacher pay, improving skills 
through teaching boot camps, and launch-
ing a national campaign—something that 
trumpets the “Teacher as Nigerian 
Hero”—in order to enhance the image of 
teachers nationwide.

Private organizations already 
play an important role in  
Nigerian education.  

Of course, Nigeria cannot build the large, 
high-quality teaching corps it needs 
overnight. That’s why the challenges in 
education call for innovative approaches. 
Private-sector involvement in education 
can help in this regard. In fact, private 
organizations already play an important 
role in Nigerian education. In Lagos State, 
for example, more than 12,000 private 
schools were operating by 2011, serving 
57% of enrolled students. The total 
number of public schools in the state is 
about 1,200. 

Private-sector players are often at the 
forefront of efforts to revamp education 
through technology. The Bridge Internation-
al Academies, for example, educate more 
than 100,000 students in over 400 schools 
in Kenya by creating lessons centrally and 

distributing them on tablets to teachers. 
That sort of scalable network can be 
coupled with high-quality web-based 
content such as that offered by Khan 
Academy, a free online education platform.

Web-based learning can also allow schools 
with a shortage of high-performing 
teachers to use facilitators (who require 
less training) to lead classroom instruc-
tion. Facilitators can rely on web-based 
programs for core lessons and focus their 
energy on tasks such as managing the 
classroom and assisting with homework. 

To exploit web-based learning, however, 
the government must expand Internet 
access. According to the World Economic 
Forum’s 2014 Global Information Technol-
ogy Report, Nigeria ranks 101st of 148 
countries in Internet access in schools. 
Until that improves, areas without reliable 
Internet can access supplemental teaching 
tools by relying on satellite-based or 
offline technologies such as preloaded, 
low-cost tablet computers.

3. Build stronger connections between 
the education system and the job 
market. Nigeria should focus on creating 
an education system that meets the 
demands of the job market. This includes 
increasing the supply of workers with 
vocational and technical training, a step 
that can provide alternative career paths 
for students who want to start working at 
a relatively young age. 

Government and business can both play 
important roles. Government can involve 
large companies and other employers in 
the development of vocational curricula 
focused on making graduates immediately 
employable. Employers can establish 
internships and job placement services at 
vocational institutions. In addition, large 
employers can help fund vocational 
schools that provide training in their 
sector. Financial incentives, such as loans 
to organizations setting up training 
centers and to students, could expand 
interest in vocational training. Effective 
communication about the high rates of 
employment among recent vocational 
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graduates as well as the social value of 
technical and vocational training could 
further strengthen demand.

The private sector has had some involve-
ment in technical and vocational training 
in Nigeria. The Dangote Academy, a 
division of the Dangote Group, for exam-
ple, trains engineers in Nigeria for the 
broader construction industry; multina-
tionals such as Samsung and Siemens 
have also set up sector-specific academies. 
And the Lagos State Technical and 
Vocational Education Board (LASTVEB) 
has been working closely with the private 
sector as part of its effort to address the 
technical skills gap in Lagos. Changing the 
rules that govern training in many sectors 
could draw more private investment to 
the effort. Current regulations require 
extensive, and in some cases irrelevant, 
training for certain trades—mandates that 
limit private-sector involvement. 

A good model for the private-sector role 
can be found in India, which established 
an ambitious program to provide technical 
training to tens of millions of people in 
specific vocational fields. The training was 
provided largely by companies that were 
paid by the government only when a 
graduate got a job. The program has 
fostered an entire technical training 
industry—and some of the companies in 
it, such as Centum and Arc Skills, are 
expanding to Nigeria and other countries. 

Entrepreneurs and nonprofits can also 
play a significant part. Andela, a start-up 
in Lagos, teaches the basics of computer 
coding in six months and then places 
students with a partner company (such as 
Microsoft or Udacity), for which they work 
remotely for four years while continuing 
to receive training. And the Oba Otudeko 
Foundation is establishing a network of 
technical and vocational education and 
training centers throughout Nigeria. 

Strong vocational training requires strong 
teachers. Programs should be established 
to train vocational instructors for both 
public and private institutions. Such 
training can be led by experts from the 
private sector as well as from leading 
vocational schools in countries such as 
Germany.

Notes
1. Enrollment is measured by the Gross Enrollment 
Ratio. GER is the total enrollment at a given level 
(primary, secondary, or tertiary) regardless of age, 
expressed as a percentage of the population of official 
age for that level.
2. The JCCE is an independent body of professional 
educators that advises groups including the federal and 
state ministries of education.
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HEALTH
A STRATEGY FOR LEAPFROGGING

Nigeria has made progress in health in 
recent years: from 2000 to 2015, life 

expectancy increased by eight years, child 
mortality decreased by 40%, and DTP immu-
nization rates jumped 30 percentage points. 
But because efforts to improve health issues 
have tended to be reactive rather than 
proactive, the country faces serious challenges 
in a number of critical areas. Left unad-
dressed, these issues will undercut Nigeria’s 
long-standing ambition to achieve universal 
health coverage and improve outcomes as 
well as its ability to generate sustainable 
growth and increase the well-being of citizens.

The Problem: A Dismal Record on 
Health Outcomes
Statistics highlight the magnitude of the chal-
lenge. For example, child and infant mortality 
rates are still among the highest in the world: 
5% of births globally are in Nigeria, but 10% of 
infant deaths occur there. Of all the countries 
in our three comparison groups, only Angola 
has higher rates of child and infant mortality. 

Life expectancy in Nigeria is just 52 years, 
compared with 75 years in the group of aspi-
rational countries. And for every 100,000 
births, there are 550 maternal deaths, much 
higher than the 335 for the sub-Saharan 
peers and the 43 for the aspirational coun-
tries. Health inequity is a deep-rooted prob-
lem, with access and outcomes varying widely  

across the country. The child mortality rate in 
the southeast, for example, is 103 deaths per 
1,000 births, whereas in the northwest and 
northeast it is more than twice that, at about 
260 deaths per 1,000 births.

The Causes: Weak Governance 
and Dysfunctional Supply and 
Demand Dynamics
The challenges reflect systemic issues, such as 
fragmented management of health, poor in-
frastructure (such as a lack of access to clean 
water and sanitation), an inadequate and 
poorly deployed workforce, and unreliable 
service delivery. But while many factors con-
tribute to Nigeria’s health woes, a couple 
stand out. 

The first is weak governance. The country’s 
health system is plagued by limited account-
ability, strategic vision, and coordination 
among state and federal agencies. The root of 
the issue is a three-tiered structure in which 
federal, state, and local authorities operate 
autonomously and often have poorly defined 
roles or lack execution skills. In some regions, 
this leads to overlapping responsibilities, 
while in others it yields a “no man’s land,” 
where government gives little attention— 
and funding—to health.

The second major contributor to Nigeria’s 
health problems is the severe constraint on 
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both demand and supply. On the demand 
side, there’s neither public-funded coverage 
nor a robust health-insurance market. More 
than 70% of health care spending in Nigeria 
is paid for out of pocket, so people often in-
cur catastrophic health expenses. As a result, 
preventive care and early interventions are 
the exception rather than the rule. Citizens 
avoid health services until absolutely neces-
sary, and by then it’s often too late. 

On the supply side, there is a shortage of 
trained health care workers. Although Nigeria 
trains more physicians than do countries in 
the sub-Saharan peer group, it lags behind 
the aspirational countries significantly in this 
regard. Furthermore, many Nigerian physi-
cians and nurses leave the country for better 
prospects abroad, and the shortage is exacer-
bated by regular strikes in public hospitals. 
The result: the number of doctors per capita 
in Nigeria is just one-seventh the figure in 
OECD countries. To catch up to the current 
OECD per capita levels by 2030, BCG esti-
mates that Nigeria would need approximate-
ly 12 times as many doctors as it now has, 
factoring in projected population growth. 
Based on the current training system, that 
would take 300 years and cost $51 billion, ten 
times Nigeria’s total annual public health 
spending. 

Compounding the physician shortage, Nigeria 
does not train enough lab technicians, nurses, 
midwives, and community health workers. 
And those that are available are heavily con-
centrated in urban centers or are not fully 
leveraged, owing to restrictions on the shift-
ing of tasks from doctors to other health 
workers. Furthermore, limited training and 
advancement opportunities for health work-
ers contribute to low motivation and high  
absenteeism.

Recommendations: Remake the 
Health Ecosystem and Build the 
Capabilities to Leapfrog
As in education, the solution is not simply to 
throw money at the issue. Certainly, Nigeria 
could increase investment in this area—
health spending is 5% of the federal budget, 
far short of the 15% target set by members of 
the African Union in their 2001 Abuja Decla-

ration. But the bigger issue is the impact—or 
lack thereof—of the money that is spent. In-
deed, the country spends $120 per capita on 
health, double the average for other countries 
in sub-Saharan Africa. Spending per capita 
on health in Ethiopia, for example, is one-
third that in Nigeria—but Ethiopia achieves 
much better outcomes overall, particularly in 
maternal and child health. 

Maintaining health is as  
important as preventing and 
controlling disease.

Nigeria can improve its health system 
through two sets of actions:

1. Transform the health ecosystem, 
strengthen the primary health system, 
and expand health insurance coverage. 
The initiative should start by addressing 
the basics. In Nigeria, this means zeroing 
in on critical issues in the broader health 
ecosystem, such as sanitation, access to 
clean water, nutrition, and road and work 
safety. Improvements in those areas have 
a bigger impact on health than health care 
and services do. The Ministry of Health 
should focus as much on maintaining 
health as it does on preventing and 
controlling disease. 

At the same time, Nigeria should strength-
en its primary health system. Nigerians 
tend to go either to hospitals or to “verti-
cal” clinics, which specialize in certain 
infectious diseases. What is lacking is a 
system of primary health care centers that 
focus on disease prevention, early diagno-
sis, and treatment, thus easing the pres-
sure on crowded hospitals. The prevention 
and early treatment such centers offer can 
make a big difference in maternal and 
child populations, segments that are 
projected to account for four of the ten 
diseases with the highest burden, or 
prevalence, by 2025. A strong network of 
primary care centers is also critical to 
preventing and managing noncommunica-
ble diseases. By 2030, the number of 
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people living with diabetes in Nigeria is 
projected to hit 27 million—larger than 
the population of Australia and almost as 
big as the diabetic population in the US. 

A vibrant health insurance 
market will help alleviate 
health inequities and lower 
patients’ out-of-pocket costs.

Finally, Nigeria must expand health 
insurance coverage, potentially through a 
vibrant health insurance market. This will 
help alleviate health inequities and lower 
the often catastrophic out-of-pocket costs 
for patients, making them more likely to 
seek preventive or early treatment. It will 
also generate predictable income for 
providers, potentially reducing the outflow 
of Nigerian physicians. Action at both the 
federal and state level could help increase 
insurance coverage. Currently, there are 
many health insurance providers in the 
country, but fewer than 5% of employed 
Nigerians are insured. A slight change to 
the Health Insurance Bill would require 
(rather than recommend) that all compa-
nies with more than five employees 
provide health insurance, a move that 
would help the sector take off. In addition, 
state governments, which play a primary 
role in health, could accelerate the 
expansion of coverage among low-income 
and vulnerable populations by subsidizing 
the purchase of insurance.

All the above actions are mutually rein-
forcing. Buying health insurance, for 
example, would be more attractive if there 
were a high-quality clinic nearby. Likewise, 
clinics would invest more to improve the 
quality of their operations if they could be 
confident of reliable demand and revenue. 
By orchestrating action among stakehold-
ers, the Nigerian government can trigger a 
virtuous cycle of change.

2. Take steps to allow Nigeria to leapfrog 
in the development of the health 
system. The government should focus on 

improving the infrastructure, investment 
environment, skills, and regulations that 
will allow Nigeria’s health system to 
leapfrog, or skip one or more traditional 
development stages. Instead of following 
the expensive path developed nations 
often took to build strong health systems, 
a country like Nigeria could harness 
technologies, adopt business model 
innovations, or drive change in patient 
and provider behavior to make cost- 
effective, scalable, and rapid progress.  
The power of such an effort can already 
be seen in Nigeria’s Ogun State. (See the 
sidebar “Accelerating Health Progress in 
Ogun State.”) 

The first step is to embrace innovative 
technological solutions. This includes 
deploying telemedicine technology and 
mobile health units in order to expand 
access to health services cost effectively. 
These tools will also spark innovation in 
business models and change the behavior 
of patients and providers, shifts that can 
help transform the health system more 
broadly.

Second, the country should train more 
nurses and frontline community health 
workers. Changes to regulations and 
policies should promote the shifting of 
tasks from physicians to these other 
workers. Instituting flexible protocols and 
innovative work-flow arrangements that 
leverage technology would facilitate those 
shifts. 

Third, Nigeria should tap its vibrant 
private sector to strengthen the health 
system. This can include efforts to acceler-
ate the development of the nascent 
insurance market and increase private 
investments in, for example, product and 
business model innovations, supply chain 
management, and service provision. Given 
the scale and diversity of the issues, 
Nigeria should also build more partner-
ships among players in the health ecosys-
tem, including private companies, interna-
tional organizations, and NGOs.
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Ogun State in Nigeria faces many of the 
health-related challenges seen throughout 
the country: a high disease burden, an 
insufficient workforce, and a dearth of 
well-functioning primary care centers. But 
rather than using the traditional approach-
es deployed in developed countries (such 
as building brick-and-mortar clinics) or in 
other sub-Saharan African countries (such 
as developing programs that target specific 
diseases), Ogun State is focused on 
leapfrogging. 

The first—and central-- element in the 
effort was the establishment of a statewide 
health insurance system. Known as the 
Araya Community-Based Health Insurance 
Scheme, the program was created by the 
state government and supported by 
nonprofit partners, including IFC and Dutch 
NGO PharmAccess under the umbrella of 
African Health Markets for Equity. Araya 
subsidizes the purchase of health insur-
ance for low-income and vulnerable 
populations (including pregnant women 
and the elderly). 

The second piece of the puzzle is adopting 
the 14 leapfrogging programs made 
possible by the Health Systems Leapfrog-
ging in Emerging Economies Project, a 
collaboration of BCG and the World 
Economic Forum. These programs, which 
are designed to be mutually reinforcing, 
include equipping primary care centers 
with smart technology such as automated 
blood pressure monitors, using off-grid 
renewable energy to compensate for 
chronic power shortages, developing 

e-learning platforms for the remote training 
of health professionals such as nurses and 
midwives, and rolling out electronic 
platforms to disseminate health education 
to the general public. So far, seven of the 
programs are being implemented in Ogun 
State, and feasibility studies are being 
conducted on the others. 

The two components of the effort address 
both the demand side of the equation (by 
providing health insurance) and the supply 
side (through improving access to and the 
quality of training). The initiative also 
brings together players from the public, 
nonprofit, and private sectors to form a 
true health ecosystem. The Ogun State 
government stimulates demand (and 
changes in behavior) by providing insur-
ance subsidies, nonprofits provide gap 
funding and project management, and the 
private sector helps design and fund 
implementation. All parties have made 
commitments to support the effort.

The initiative is still gaining momentum, 
but we estimate the leapfrogging effort, if 
sustained, could enable 70% of the popula-
tion of Ogun State to be covered by health 
insurance in one-third the time and at 
one-quarter of the cost of traditional 
methods. Such success would prove that a 
comprehensive, integrated approach to 
health reform, one that adapts lessons 
learned elsewhere to the conditions in a 
region or state, can lead to sustainable 
progress in addressing a myriad of complex 
health issues.

ACCELERATING HEALTH PROGRESS IN OGUN STATE
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GETTING IT DONE

Governments around the world 
routinely struggle to translate their ideas 

into real-world outcomes for citizens. This is 
true across policy areas, from education and 
health care to infrastructure and economic 
growth.

Making meaningful progress can be particu-
larly daunting in developing countries like 
Nigeria, where there are often substantial 
constraints: a lack of expertise in project im-
plementation, patchy or ambiguous laws and 
weak enforcement, and a lack of accountabil-
ity among ministries and agencies. 

The politicians who leave a 
mark are the ones who take 
quick and decisive action on 
issues that matter. 

In Nigeria, the challenges are compounded 
by the federal system, in which policies and 
plans are developed at the federal level but 
need to be implemented at the state level.  
Nigeria’s 36 state governors and their teams 
wield substantial power and are managing 
budgets and economies that are larger than 
those of many African countries. In light of 
this governance structure, education and 
health reform efforts, for example, should be 

piloted in two or three states with different 
geographic and demographic profiles before 
being rolled out nationwide.

With those issues in mind, we have identified 
eight actions that are critical to ensuring 
maximum impact: 

1. Set clear priorities, move quickly, and 
keep it simple. In government, as in 
other organizations, opportunities to lead 
truly transformative change are less 
common than one might imagine. Conse-
quently, it is critical that leaders not 
squander their political capital on too 
many projects at once. Instead, it makes 
sense to focus on a few significant prob-
lems and show results quickly. Few 
politicians leave much of a mark, despite 
the supposed power of their offices. Those 
who do are the ones who find ways to 
exploit the full resources of politics and 
government by taking quick and decisive 
action on the issues that really matter. 
The solutions to big problems are often 
simple. Complexity usually comes from 
trying to avoid political difficulties. Where 
possible, solutions should be simple and 
market oriented, and involve self-balanc-
ing systems.1

2. Focus resources on those priorities. 
Once priorities are established, leaders 
should direct their best teams as well as 
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their financial resources and budgets 
toward those goals. Such focusing of 
firepower is rare. More often, public-sector 
leaders spread their efforts and their 
resources across too many areas. That is a 
serious risk in Nigeria, where the challeng-
es are numerous and significant. Selecting 
a small number of pilot projects in a few 
states is one way to avoid that trap. 

3. Develop detailed action plans and 
monitor execution closely. This means 
establishing rigorous plans with specific 
targets and milestones, clarifying responsi-
bilities, and implementing a strong 
process for monitoring progress. The 
importance of concrete goals in particular 
can’t be overstated. Too often, leaders are 
less than clear about the specific out-
comes they hope to achieve, perhaps for 
political convenience (it is easier to avoid 
being held to account when the objectives 
are fuzzy) or simply because it is difficult 
to be specific. Translating a broad desire 
to “improve the nation’s health” into 
quantifiable outcomes, for example, 
requires a lot of effort. But the clearer the 
objectives, the greater the chance they can 
be achieved.

4. Create links between implementers 
and decision makers. People leading 
change efforts need to report directly and 
have access to decision makers in order to 
ensure that responses to the inevitable 
problems and roadblocks are quick and 
effective. Many issues that arise during a 
reform initiative have clear solutions, but 
top officials must be the ones to make 
decisions and manage the political fallout 
from course corrections. In Nigeria, these 
links must be forged within the states and 
the federal government, and between the 
two levels.

5. Lead from the front. This requires being 
hands-on while inspiring and empowering 
people. Although micromanagement is 
often characterized as a weakness, in our 
experience, the close involvement of 
leaders is essential in areas such as 
selecting certain team members and 
monitoring progress in critical areas. At 
the same time, leaders need to lead and 

explain—every single day. The people 
working in the trenches to implement 
reforms look to the top for motivation and 
inspiration, as do other allies of reform. 
Absent such leadership, projects can grind 
to a halt and political momentum can 
ebb. In Nigeria, strong, cohesive, and 
articulate leadership will be required at 
both the federal and state level. 

6. Go for early wins—but keep an eye on 
the long term. Some initial, well-publi-
cized successes are critical to creating 
momentum for reform. But as leaders 
move to rack up early wins, they should 
keep in mind that the most successful 
long-term solutions to social problems 
rarely just appear, complete and ready to 
be implemented. Instead, they develop 
over time through trial and error and 
ongoing adaptation. In fact, too often, 
early wins are not sustained, because 
people move on to the next problem 
before applying the lessons they’ve 
learned. The most enduring impact 
requires focus over the long run and 
ultimately outlives changes in leadership.

7. Communicate, communicate, communi-
cate. Leaders of reform need to make sure 
that their message is clear and unequivo-
cal, and that it is communicated effective-
ly to government workers and private 
citizens. Internal communication will 
ensure that people appreciate the impor-
tance of what they are doing and will 
continue to promote the change even in 
the face of significant obstacles. External 
communication, meanwhile, will build 
and maintain public support for new 
initiatives, a critical factor in long-term 
success. Strong communication between 
federal and state decision makers and 
implementers is also essential.

8. Leverage partnerships. The government 
needs to strategically leverage partner-
ships with the private sector, donor organi-
zations, and development finance institu-
tions. Such partnerships focus on 
augmenting the expertise and capital 
required to execute on an ambitious 
agenda, such as the one laid out in this 
report. There is substantial private, donor, 
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and development capital looking for 
opportunities to invest in countries with 
solid priorities and plans. Few destina-
tions have as much potential for positive 
financial and social returns as Nigeria 
does.  

Nigeria’s rich natural resources are the 
envy of many nations around the world. 

But an even more powerful asset is the 
strength and drive of its people. The Nigerian 
population is young, entrepreneurial, and am-
bitious. That ambition is evident every-
where—from the young person starting a 
business to the many Nigerian parents mak-
ing extraordinary sacrifices to ensure a de-
cent education for their children. 

Unleashing that energy and drive, however, 
will require action by the government, most 
notably in infrastructure, health, and educa-
tion. Improvements in those areas will create 

sizable, positive ripple effects throughout the 
economy, including a potential surge in for-
eign direct investment from private investors 
scouring the globe for large projects with at-
tractive returns.

Leaders must take swift action to overcome 
the difficulties of a slowing economy. Focused 
and sustained effort can yield real progress—
and raise the well-being of all Nigerians. Now 
is the time for action in Nigeria. 

Note
1. A self-balancing system is one that achieves equilibri-
um without outside intervention. An example is a 
system in which vocational schools charge companies 
for each graduating student they hire. As a result, more 
funding flows to the schools producing the most 
qualified students, thus increasing capacity where 
demand is greatest.
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SEDA’s measure of well-being is based on 
three elements that comprise ten dimensions 
with 43 indicators gleaned from publicly 
available sources. The data set covers 148 
countries plus Hong Kong, which is an admin-
istrative region of China. (For the sake of sim-
plicity, we refer to all entities in our data set 
as “countries.”) It contains a total of nearly 
50,000 data points.1 The choice of indicators 
was not intended to provide a comprehensive 
coverage of issues in each dimension; that 
would have required many more indicators, 
with large overlaps and correlations. Rather, 
the goal was to include enough indicators to 
characterize the dimension and capture dif-
ferences across countries.

The first element, economics, comprises three 
dimensions that include seven indicators. The 
second element, investments, comprises three 
dimensions that include 21 indicators. The 
third element, sustainability, comprises four 
dimensions that include 15 indicators. (See 
Table 1.)

Normalization
As a result of differences in the scales used in 
the original sources, we needed to normalize 
the data before feeding it into the SEDA mod-
el. Individual indicators are made compara-
ble, while preserving the relative distance 
among the original data values, with a min-
max normalization approach, which subtracts 

the minimum value of an indicator’s raw data 
set from each country’s value in a particular 
year. The result is then divided by the range 
of the indicator (maximum value minus mini-
mum value in the data set). That result is 
then converted into a scale of 0 to 100, where 
100 is always the best possible score.

Some of the raw data that we used contained 
outliers—that is, data whose values lie be-
yond a defined point from other values. In or-
der to avoid an outlier bias in the overall 
SEDA scores, we adjusted the model so that 
none of the values would exceed a limit of 
+/–2.5 standard deviations to the mean. 

As a result, SEDA scores for a particular coun-
try—whether overall or for a dimension—are 
always relative to those of other countries. 
For example, if the current level of well-being 
in a country is ranked zero, that does not 
mean that there is no well-being in the coun-
try. Rather, it means that the country is the 
worst performer compared with the other 
148 countries.

Weighting
Reflecting that not all dimensions of well- 
being are equally important, the SEDA model 
utilizes a simple weighting approach: income, 
health, education, and governance dimen-
sions were assigned a weighting factor of 2; 
infrastructure, income equality, civil society, 

APPENDIX
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Table 1 | Indicators for SEDA’s Elements and Dimensions

Economics

Dimension Indicators Primary data sources

Income GDP per capita, purchasing-power parity 
(constant dollars, 2011) World Bank, World DataBank 

Economic 
stability

Inflation, average consumer prices 
(absolute percentage change)

International Monetary Fund, World Economic 
Outlook database

Inflation-rate volatility (log standard deviation)1 International Monetary Fund, World Economic 
Outlook database; BCG analysis

GDP growth volatility (log standard deviation)1 International Monetary Fund, World Economic 
Outlook database; BCG analysis

Employment

Unemployment, total (% total labor force) World Bank, World DataBank; International Monetary 
Fund, World Economic Outlook database

Employment rate, population ages 15–64 (%) World Bank, World DataBank; BCG analysis

Self-employment rate (% total labor force) International Labour Organization, Key Indicators of 
the Labour Market

Investments

Dimension Indicators Primary data sources

Health

Life expectancy at birth, total (years)* World Bank, World DataBank

Mortality rate, under age 5 (per 1,000 live births)* World Bank, World DataBank

Prevalence of HIV, total 
(% of population, ages 15–49) World Bank, World DataBank

Incidence of tuberculosis (per 100,000 people) World Bank, World DataBank

Prevalence of undernourishment (% of population)2 World Bank, World DataBank

Population obesity 
(% BMI > 30, age-standardized estimate)2 World Health Organization, WHO Global InfoBase

Immunization, diphtheria, pertussis, and tetanus 
(% of children ages 12–23 months)3 World Bank, World DataBank

Immunization, measles 
(% of children ages 12–23 months)3 World Bank, World DataBank

Number of physicians (per 1,000 people) World Bank, World DataBank

Number of hospital beds (per 1,000 people) World Bank, World DataBank

Education

School enrollment, tertiary (% gross) World Bank, World DataBank

Years of schooling, primary to tertiary (years) World Bank, World DataBank

Teacher-to-pupil ratio, primary World Bank, World DataBank

Average of math and science scores 
OECD, Programme for International Student 
Assessment, Trends in International Mathematics 
and Science Study 
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Source: BCG analysis.
Note: All indicators within the same dimension were given equal weights except for those marked with an asterisk (*), which were assigned double 
the weight.
1Calculation based on IMF World Economic Outlook database indicators. The volatility formula has been updated. 
2The SEDA model uses a composite of the undernourished-population and the obese-population indicators. 
3The SEDA model uses a composite of the indicators for immunization against measles and for immunization against diphtheria, pertussis, and 
tetanus.
4The SEDA model uses a composite of the indicators for corruption and for the rule of law.
5The SEDA model uses a composite of the indicators for voice and accountability and for press freedom.

Investments

Dimension Indicators Primary data sources

Infrastructure

Internet users (per 100 people) World Bank, World DataBank

Mobile cellular subscriptions (per 100 people) World Bank, World DataBank

Quality of roads network (1–7) World Economic Forum Global Competitiveness reports 

Quality of railroads infrastructure (1–7) World Economic Forum, Global Competitiveness reports

Improved water source 
(% of population with access) World Bank, World DataBank

Improved sanitation facilities 
(% of population with access) World Bank, World DataBank

Quality of electricity supply (1–7) World Economic Forum, Global Competitiveness reports 

Sustainability

Dimension Indicators Primary data sources

Income 
equality Gini index (0–100) World Bank, World DataBank; Eurostat

Civil society

Level of civic activism (0–1) Indices of Social Development 

Interpersonal safety and trust index (0–1) Indices of Social Development

Intergroup cohesion measure (0–1) Indices of Social Development

Level of gender equality (0–1) Indices of Social Development

Governance

Control of corruption (–2.5 to 2.5)4 Worldwide Governance Indicators 

Rule of law (–2.5 to 2.5)4 Worldwide Governance Indicators

Political stability and absence of violence and 
terrorism (–2.5 to 2.5) Worldwide Governance Indicators

Voice and accountability (–2.5 to 2.5)5 Worldwide Governance Indicators

Press freedom (0–100)5 Freedom House, Freedom of the Press

Property rights index (0–100) Heritage Foundation, Index of Economic Freedom

Environment

Air pollution, effects on human health (0–100)* Environmental Performance Index (Yale University) 

Carbon dioxide intensity 
(kg per kg of oil-equivalent energy use)* World Bank, World DataBank

Terrestrial and marine protected areas 
(% total territorial area) World Bank, World DataBank

Electricity generation from renewable sources, 
excluding hydro (% of total electricity generated)

U.S. Energy Information Administration, International 
Energy Statistics; BCG analysis 

Table 1 | Indicators for SEDA’s Elements and Dimensions
(continued)
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and environment dimensions were assigned  
a factor of 1; economic stability and employ-
ment dimensions were assigned a factor of 
0.5. 

We applied a similar approach at the indica-
tor level, but with only two factors: 2 or 1. All 
indicators within a dimension were given 
equal weights except for those marked with 
an asterisk, which were assigned double the 
weight. 

Aggregation
To aggregate the normalized data into a com-
posite score, both at the dimension and over-
all index level, we used linear rescaling with 
linear-arithmetic averaging. In previous years, 
we had rescaled individual indicators linearly 
(on a scale of 1 to 100), then combined them 
geometrically. Shifting to arithmetic averag-
ing avoids amplifying extreme values and 
should make the scores less prone to undue 
instability when updated.

Current Level and Recent 
Progress
We analyzed overall well-being and each of 
the ten dimensions along two time horizons:

 • Current level is a snapshot resulting from 
the normalization and weighting process 
described above, using the most recent 
data available.

 • Recent progress measures the change in 
current-level data for the most recent 
seven-year period for which data is 
available. For most indicators, the time 
frame we analyzed to measure recent 
progress is 2006 to 2013. We calculated 
recent progress through a least-squares, 
best-fit approach. This produces more 
stable estimates than our previous 
approach, which had relied on comparing 
two data points five years apart.

 • In the assessments of both the current 
level and recent progress, we used all the 
same indicators except for the dimension 
of health, where HIV prevalence and 
incidence of tuberculosis were excluded 
because of a lack of historical data.

Median Scores
Consistent with our normalization approach, 
we have used median scores—rather than  
averages. There are significant differences in 
the median scores across dimensions and  
between current-level scores and recent-prog-
ress scores—reflecting the different nature of 
the indicators and their ranges. (See Table 2.)

Coefficients for Wealth to 
Well-Being and Growth to 
Well-Being 
The wealth-to-well-being coefficient com-
pares a country’s current-level SEDA score 
with the score that would be expected given 
its per capita GDP as measured by purchas-
ing-power parity. The “expected” score re-
flects the average worldwide relationship be-
tween current-level scores of well-being and 
per capita GDP as estimated by the best-fit 
regression line, in this case a second-order 
polynomial regression. Countries with a coef-
ficient greater than 1.0 deliver higher levels 
of well-being than would be expected given 
their GDP levels, while those with coeffi-
cients less than 1.0 deliver lower levels of 
well-being than would be expected.

The growth-to-well-being coefficient com-
pares a country’s recent-progress score with 
the score that would be expected given its 
GDP growth rate. We use real GDP as the 
best comparable measure of economic expan-
sion and calculate growth rates from the 
slope of the least-squares, best-fit line for the 
seven-year period in the recent-progress anal-
ysis. The “expected” score reflects the average 
worldwide relationship between recent-prog-
ress scores in well-being and GDP growth 
rates as estimated by the best-fit line, in this 
case a simple linear regression. Again, coun-
tries that have a coefficient greater than 1.0 
are producing improvements in well-being 
beyond what would be expected given their 
GDP growth rate over the seven-year study 
period. (See Table 3 and Table 4.)

Note
1. This includes a small number of imputations to fill in 
the 5.8% data gaps in the original sources.
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Source: BCG analysis.

Table 2 | Median SEDA Scores Overall, by Elements, and by Dimensions

Current-level 
median

Recent-progress 
median

Overall SEDA score 43.1 63.2

Economics 49.7 46.6

Income 17.2 49.8

Economic stability 76.1 44.7

Employment 63.0 43.8

Investments 62.4 47.8

Health 73.7 29.1

Education 51.2 67.7

Infrastructure 59.4 43.2

Sustainability 48.1 51.9

Income equality 64.8 46.3

Civil society 49.6 58.8

Governance 40.1 57.7

Environment 54.3 40.8
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Table 3 | Overall Country-Specific SEDA Scores and Coefficients

Country1 
Current-level  

score
Recent-progress 

score

Wealth-to-  
well-being 
coefficient

Growth-to-  
well-being 
coefficient

Albania 49.1 82.5 1.21  1.34 

Algeria 39.3 49.0 0.87  0.85 

Angola 17.6 77.2 0.52  0.95 

Argentina 51.4 62.2 1.03  0.94 

Armenia 47.8 76.8 1.40  1.30 

Australia 89.5 64.0 1.07  1.11 

Austria 90.2 58.8 1.08  1.17 

Azerbaijan 43.4 73.4 0.83  0.88 

Bahrain 61.9 37.6  0.74  0.57 

Bangladesh 25.5 73.4  1.14  1.00 

Belarus 58.0 80.4  1.09  1.20 

Belgium 85.7 49.0  1.05  0.99 

Belize 42.0 49.0  1.18  0.89 

Benin 26.6 46.9  1.30  0.74 

Bhutan 42.4 80.6  1.25  0.95 

Bolivia 33.6 62.7  1.10  0.93 

Bosnia and Herzegovina 44.0 71.2  1.17  1.36 

Botswana 34.4 57.7  0.69  0.91 

Brazil 47.7 74.9  0.98  1.24 

Bulgaria 56.9 49.6  1.11  0.95 

Burkina Faso 19.2 68.2  0.96  0.96 

Burundi 18.2 56.7  1.02  0.89 

Cambodia 30.9 94.8  1.32  1.28 

Cameroon 20.2 58.1  0.89  0.95 

Canada 86.4 54.1  1.04  1.04 

Central African Republic 0.0 45.5  0.00  1.09 

Chad 6.1 73.2  0.29  1.07 

Chile 62.3 68.0  1.02  1.08 

China 42.9 92.5  1.01  1.00 

Colombia 38.8 77.6  0.89  1.20 

Costa Rica 55.9 72.1  1.20  1.15 

Côte d’Ivoire 20.1 63.6  0.86  1.07 

Croatia 64.0 61.9  1.11  1.40 

Cuba 54.8 65.8  0.98  1.09 

Cyprus 68.6 32.9  0.98  0.70 

Czech Republic 75.1 53.3  1.11  1.06 

Democratic Republic of the Congo 8.3 64.5  0.46 0.87
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Country1 
Current-level  

score
Recent-progress 

score

Wealth-to-  
well-being 
coefficient

Growth-to-  
well-being 
coefficient

Denmark 92.0 36.7  1.11  0.80 

Dominican Republic 36.1 73.5  0.86  1.07 

Ecuador 41.5 86.0  1.04  1.36 

Egypt 37.7 43.4  0.92  0.68 

El Salvador 42.2 54.4  1.24  1.05 

Eritrea 14.8 44.2  0.78  0.82 

Estonia 75.6 48.9  1.16  1.00 

Ethiopia 21.1 99.4  1.09  1.08 

Finland 93.3 44.3  1.17  0.94 

France 81.6 43.4  1.04  0.90 

Gabon 37.5 51.1  0.67  0.81 

Georgia 46.8 73.6  1.43  1.12 

Germany 89.8 68.0  1.08  1.34 

Ghana 32.3 87.7  1.26  1.04 

Greece 65.5 26.5  1.01  0.73 

Guatemala 32.6 55.3  0.99  0.92 

Guinea 16.8 74.2  0.88  1.30 

Guyana 32.1 60.5  1.02  1.03 

Haiti 6.3 36.6  0.31  0.67 

Honduras 29.0 45.9  1.07  0.78 

Hong Kong 80.4 76.2  0.92  1.29 

Hungary 71.6 35.3  1.15  0.79 

Iceland 94.4 40.3  1.16  0.83 

India 30.0 72.8  1.04  0.94 

Indonesia 40.7 77.3  1.08  1.07 

Iran 39.2 60.2  0.79  1.06 

Iraq 25.4 53.6  0.52  0.73 

Ireland 84.6 43.0  1.01  0.95 

Israel 64.1 46.7  0.87  0.73 

Italy 74.0 41.1  0.98  0.95 

Jamaica 40.6 41.5  1.11  0.90 

Japan 81.9 55.9  1.05  1.16 

Jordan 46.7 49.5  1.10  0.76 

Kazakhstan 56.5 81.0  0.91  1.16 

Kenya 24.1 65.0  1.12  1.01 

Kuwait 72.3 27.0  0.86  0.51 

Kyrgyzstan 35.7 66.6  1.50  0.99 

Table 3 | Overall Country-Specific SEDA Scores and Coefficients
(continued)
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Table 3 | Overall Country-Specific SEDA Scores and Coefficients
(continued)

Country1 
Current-level  

score
Recent-progress 

score

Wealth-to-  
well-being 
coefficient

Growth-to-  
well-being 
coefficient

Laos 29.2 86.3  1.06  1.05 

Latvia 67.0 37.2  1.08  0.80 

Lebanon 39.3 62.4  0.75  0.87 

Lesotho 20.3 96.3  0.91  1.41 

Libya 31.1 0.0  0.52  0.00 

Lithuania 71.3 65.4  1.09  1.25 

Luxembourg 94.9 54.6  1.12  1.08 

Macedonia 42.5 63.9  0.98  1.12 

Madagascar 22.1 31.3  1.14  0.58 

Malawi 20.0 75.9  1.11  1.03 

Malaysia 57.6 63.2  0.92  0.96 

Mali 18.0 64.9  0.90  1.08 

Malta 74.4 44.0  1.04  0.80 

Mauritania 15.7 46.5  0.67  0.76 

Mauritius 60.0 67.6  1.14  1.07 

Mexico 43.6 50.9  0.84  0.94 

Moldova 44.9 80.1  1.65  1.30 

Mongolia 43.1 90.9  1.15  1.01 

Morocco 38.8 73.8  1.18  1.17 

Mozambique 16.7 65.6  0.90  0.85 

Namibia 27.7 73.0  0.73  1.13 

Nepal 32.1 73.7  1.49  1.14 

Netherlands 91.8 55.1  1.10  1.15 

New Zealand 88.1 61.7  1.17  1.16 

Nicaragua 35.5 58.0  1.32  0.97 

Niger 16.4 74.5  0.90  1.09 

Nigeria 16.1 68.9  0.55  0.95 

Norway 100.0 53.6  1.16  1.07 

Oman 65.2 65.2  0.78  0.92 

Pakistan 16.7 44.8  0.61  0.75 

Panama 47.0 76.3  0.84  0.89 

Paraguay 36.2 67.9  1.04  1.00 

Peru 40.0 82.1  0.94  1.10 

Philippines 36.0 69.1  1.15  1.01 

Poland 71.6 94.8  1.15  1.55 

Portugal 73.9 50.2  1.12  1.13 

Qatar 78.6 65.5  0.93  0.71 
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Source: BCG analysis.
1Our data set includes 148 countries plus Hong Kong, which is a special administrative region of China. For the sake of simplicity, we refer to all 
those entities as “countries.”

Country1 
Current-level  

score
Recent-progress 

score

Wealth-to-  
well-being 
coefficient

Growth-to-  
well-being 
coefficient

Republic of the Congo 23.7 73.4  0.79  1.14 

Romania 54.5 61.3  1.00  1.15 

Russia 54.7 62.6  0.86  1.10 

Rwanda 26.4 100.0  1.35  1.27 

Saudi Arabia 65.0 70.4  0.75  0.98 

Senegal 30.4 66.4  1.41  1.09 

Serbia 51.5 62.8  1.18  1.22 

Singapore 89.9 73.3  1.07  1.07 

Slovakia 70.9 61.6  1.06  1.06 

Slovenia 77.8 49.7  1.13  1.06 

South Africa 27.2 65.4  0.62  1.15 

South Korea 77.1 71.6  1.02  1.18 

Spain 77.0 45.4  1.05  1.00 

Sri Lanka 43.5 82.3  1.14  1.10 

Sudan 16.3 48.8  0.68  1.04 

Suriname 44.8 63.1  0.88  0.98 

Swaziland 18.1 58.4  0.57  1.09 

Sweden 93.3 45.7  1.12  0.88 

Switzerland 94.4 58.1  1.08  1.10 

Tajikistan 32.1 65.4  1.45  0.85 

Tanzania 28.5 72.1  1.40  0.94 

Thailand 46.6 68.7  0.98  1.16 

Togo 22.0 53.1  1.13  0.85 

Trinidad and Tobago 53.0 38.4  0.74  0.78 

Tunisia 46.5 51.6  1.13  0.85 

Turkey 50.5 70.3  0.90  1.17 

Uganda 18.3 65.4  0.94  0.87 

Ukraine 52.8 65.3  1.46  1.32 

United Arab Emirates 74.1 33.4  0.85  0.62 

United Kingdom 81.1 47.3  1.04  0.99 

United States 83.5 49.0  0.96  0.96 

Uruguay 64.9 87.8  1.15  1.24 

Uzbekistan 34.7 73.1  1.23  0.85 

Venezuela 41.4 41.7  0.77  0.72 

Vietnam 42.4 74.8  1.48  1.04 

Yemen 17.6 23.9  0.69  0.49 

Zambia 17.9 66.5  0.75  0.88 

Zimbabwe 13.9 64.1  0.69  1.21 

Table 3 | Overall Country-Specific SEDA Scores and Coefficients
(continued)
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Table 4 | Country-Specific SEDA Scores by Element

Country1

Current-level score Recent-progress score

Economics Investments Sustainability Economics Investments Sustainability

Albania 43.7 65.4 53.7 65.6 63.8 51.4

Algeria 46.9 56.7 41.1 43.7 40.0 40.7

Angola 29.8 20.4 38.6 53.6 69.0 41.6

Argentina 52.3 70.0 50.2 60.1 43.9 53.1

Armenia 28.3 66.8 57.2 69.6 59.6 57.6

Australia 84.2 90.2 77.6 43.7 45.2 58.0

Austria 80.7 91.3 81.3 40.1 49.5 54.5

Azerbaijan 35.4 63.0 44.8 80.0 53.6 44.7

Bahrain 75.5 77.2 45.2 46.1 51.1 32.7

Bangladesh 56.9 38.6 30.9 53.5 57.5 38.9

Belarus 45.5 80.2 56.1 50.2 49.9 61.0

Belgium 71.3 88.7 78.7 35.3 29.2 61.2

Belize 48.8 56.8 48.1 47.7 47.1 49.8

Benin 56.9 26.3 45.4 45.4 52.7 31.8

Bhutan 47.0 51.2 51.0 52.2 61.3 41.7

Bolivia 48.6 47.6 42.6 56.6 38.7 72.2

Bosnia and Herzegovina 27.2 68.7 43.4 45.9 60.9 61.5

Botswana 44.4 33.1 48.6 49.6 35.0 54.5

Brazil 60.8 60.2 50.6 62.1 48.4 60.2

Bulgaria 50.5 73.4 58.0 53.7 41.9 49.0

Burkina Faso 38.6 20.3 41.5 44.5 57.1 50.8

Burundi 45.2 23.3 37.0 46.6 58.0 39.6

Cambodia 41.0 37.1 50.7 64.5 74.4 55.5

Cameroon 45.3 25.4 38.2 48.8 56.5 38.5

Canada 81.6 85.0 79.9 41.7 34.1 61.7

Central African Republic 30.2 6.9 22.0 29.1 51.2 40.0

Chad 37.6 7.1 27.7 40.7 62.7 44.3

Chile 61.7 72.6 58.2 56.9 49.8 48.2

China 52.1 71.1 31.9 63.6 66.3 50.5

Colombia 51.1 56.9 38.6 50.7 43.2 67.9

Costa Rica 53.3 67.0 61.6 46.3 54.9 58.7

Côte d’Ivoire 51.7 24.8 38.9 46.1 45.3 52.4

Croatia 49.8 80.1 62.3 33.0 46.6 68.2

Cuba 57.7 73.7 48.5 53.5 41.4 49.8

Cyprus 58.9 76.3 65.9 24.0 40.4 43.2

Czech Republic 65.2 83.1 72.5 40.8 35.6 63.9

Democratic Republic of the Congo 43.1 14.2 28.0 66.4 48.3 39.6
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Country1

Current-level score Recent-progress score

Economics Investments Sustainability Economics Investments Sustainability

Denmark 80.9 90.1 87.4 26.8 28.3 55.9

Dominican Republic 41.8 46.0 47.3 50.0 53.2 54.9

Ecuador 53.7 59.1 46.2 49.1 68.0 69.1

Egypt 40.9 57.0 41.5 45.9 35.2 41.3

El Salvador 49.7 55.3 52.4 42.6 49.4 51.9

Eritrea 42.6 14.9 41.6 44.8 38.6 47.2

Estonia 54.8 84.9 73.6 33.2 37.4 56.3

Ethiopia 47.3 21.8 44.7 63.7 77.1 43.2

Finland 69.8 94.8 91.9 30.3 33.1 61.9

France 71.5 85.7 79.5 34.4 29.6 58.7

Gabon 44.1 41.2 49.5 44.6 35.6 54.9

Georgia 26.9 71.9 47.0 50.1 53.7 53.1

Germany 80.5 91.1 82.8 48.6 40.6 64.1

Ghana 38.3 35.2 51.7 56.0 63.4 53.9

Greece 29.1 88.2 57.4 6.1 54.4 38.3

Guatemala 55.4 46.7 42.7 39.9 44.5 56.5

Guinea 47.0 16.6 40.6 46.3 49.5 65.6

Guyana 37.8 46.6 41.1 57.9 43.5 53.3

Haiti 41.5 13.4 22.7 46.6 29.2 47.9

Honduras 46.8 47.3 34.5 39.5 40.2 48.2

Hong Kong 69.0 92.9 56.9 41.6 59.2 59.7

Hungary 60.0 83.2 69.8 34.6 34.9 54.9

Iceland 75.7 91.0 95.9 26.6 28.5 61.1

India 36.8 41.6 37.1 50.1 61.0 37.6

Indonesia 49.1 52.8 48.7 69.3 67.7 38.3

Iran 25.3 64.6 39.9 33.6 59.7 42.9

Iraq 13.6 45.2 29.3 55.6 23.2 55.1

Ireland 68.0 84.4 79.3 19.1 46.1 57.9

Israel 68.8 81.6 45.8 55.1 30.7 45.8

Italy 63.4 85.4 67.0 28.3 41.0 57.3

Jamaica 39.9 54.1 47.8 29.2 37.8 50.4

Japan 76.1 89.9 71.5 43.8 35.5 57.9

Jordan 32.9 65.8 49.0 42.1 39.7 43.5

Kazakhstan 62.3 73.0 54.2 72.9 59.3 60.0

Kenya 45.9 30.4 43.4 45.3 66.3 42.7

Kuwait 89.1 72.9 49.5 25.1 54.1 32.5

Kyrgyzstan 38.0 54.2 45.4 64.1 44.1 50.2

Table 4 | Country-Specific SEDA Scores by Element
(continued)
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Table 4 | Country-Specific SEDA Scores by Element
(continued)

Country1

Current-level score Recent-progress score

Economics Investments Sustainability Economics Investments Sustainability

Laos 54.9 39.7 39.7 54.9 61.4 48.6

Latvia 46.9 78.6 69.0 27.9 29.0 55.8

Lebanon 37.5 63.7 31.3 53.2 49.7 37.8

Lesotho 35.3 19.7 44.0 59.1 67.2 65.0

Libya 34.2 41.7 43.8 14.9 18.6 37.7

Lithuania 53.6 84.2 68.4 34.0 39.8 68.0

Luxembourg 85.7 85.2 82.4 30.8 42.7 65.7

Macedonia 24.2 67.7 38.2 54.8 45.7 55.1

Madagascar 56.5 21.6 40.3 44.8 45.5 35.5

Malawi 38.8 21.8 40.1 46.3 62.6 48.6

Malaysia 64.0 75.6 50.5 47.9 43.3 52.5

Mali 30.6 22.3 41.1 60.6 65.9 48.9

Malta 69.0 78.3 70.9 42.9 46.4 36.0

Mauritania 26.7 20.8 36.6 43.7 50.2 37.4

Mauritius 58.6 69.1 62.5 51.9 46.7 49.4

Mexico 60.6 58.4 42.3 44.4 51.5 45.3

Moldova 34.6 60.0 56.3 59.4 52.1 67.9

Mongolia 35.7 55.5 49.7 65.2 64.8 52.8

Morocco 44.1 55.4 48.1 54.7 57.7 57.5

Mozambique 52.6 9.8 44.3 59.7 48.0 43.9

Namibia 38.3 33.1 43.7 41.3 55.7 58.2

Nepal 57.8 42.1 41.4 47.9 63.8 43.2

Netherlands 79.9 92.5 83.8 33.5 33.1 69.2

New Zealand 76.3 85.3 89.4 39.0 43.4 63.3

Nicaragua 42.1 49.9 48.6 42.3 62.3 42.9

Niger 40.1 12.5 42.5 43.6 62.8 49.9

Nigeria 43.8 21.3 33.1 51.2 57.3 46.1

Norway 94.1 85.7 91.9 36.2 29.7 65.6

Oman 74.5 70.3 59.9 53.5 63.2 56.3

Pakistan 37.6 28.8 27.3 40.1 40.2 35.2

Panama 58.8 62.6 46.0 59.5 55.0 48.7

Paraguay 48.2 50.7 43.8 49.7 52.3 54.3

Peru 56.1 54.5 41.2 66.3 53.5 54.7

Philippines 51.7 49.3 45.6 53.2 53.0 50.1

Poland 61.2 82.5 66.8 57.6 51.9 79.6

Portugal 47.2 85.9 74.2 20.0 42.2 62.4

Qatar 83.9 77.0 58.6 53.0 59.0 42.9
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Source: BCG analysis.
1Our data set includes 148 countries plus Hong Kong, which is a special administrative region of China. For the sake of simplicity, we refer to all 
those entities as “countries.”

Country1

Current-level score Recent-progress score

Economics Investments Sustainability Economics Investments Sustainability

Republic of the Congo 53.2 26.9 42.9 52.1 53.5 58.0

Romania 53.4 65.3 56.0 47.3 41.6 60.8

Russia 63.7 75.1 47.0 56.5 45.7 56.6

Rwanda 59.2 36.4 36.4 68.6 66.8 65.1

Saudi Arabia 68.7 75.3 50.0 53.6 57.9 40.6

Senegal 50.4 32.5 50.8 45.9 63.7 50.0

Serbia 35.8 69.8 52.6 45.1 41.7 65.1

Singapore 87.8 88.1 70.1 47.7 43.0 63.1

Slovakia 55.0 79.8 72.1 38.2 39.5 62.3

Slovenia 62.1 83.9 79.7 26.8 36.1 71.0

South Africa 35.5 38.3 34.9 36.7 65.5 46.7

South Korea 74.4 92.1 60.6 53.5 46.3 55.3

Spain 49.8 89.3 75.0 18.3 47.5 58.0

Sri Lanka 48.0 61.9 47.0 61.2 57.3 55.2

Sudan 19.9 31.9 31.8 50.0 41.6 37.1

Suriname 43.9 62.4 41.4 60.8 47.7 46.2

Swaziland 33.1 26.2 33.2 39.2 60.0 47.5

Sweden 74.5 89.0 93.5 36.1 25.9 58.5

Switzerland 84.6 91.0 84.7 38.0 35.8 64.6

Tajikistan 41.6 46.1 47.4 71.3 50.0 42.2

Tanzania 57.2 24.4 53.4 48.3 55.6 48.4

Thailand 48.3 66.9 44.1 47.1 39.8 60.2

Togo 42.4 25.5 42.8 55.6 45.1 41.3

Trinidad and Tobago 61.4 59.2 52.9 38.3 40.4 41.1

Tunisia 41.4 64.7 50.7 39.6 41.9 44.1

Turkey 47.4 70.4 45.0 53.9 64.9 43.3

Uganda 42.2 24.4 34.4 45.5 63.6 41.6

Ukraine 39.8 73.1 58.0 55.2 45.8 67.9

United Arab Emirates 80.8 77.4 59.0 27.4 43.5 45.1

United Kingdom 74.2 83.0 78.6 29.1 36.1 61.4

United States 80.1 84.7 70.0 28.8 33.8 61.0

Uruguay 62.6 73.0 65.9 67.4 45.4 65.6

Uzbekistan 44.8 57.9 39.2 68.8 47.8 42.4

Venezuela 36.2 62.7 42.6 30.1 36.3 50.4

Vietnam 50.0 62.4 45.0 55.5 63.5 46.4

Yemen 23.3 29.9 32.5 34.8 41.2 29.8

Zambia 47.4 16.5 41.1 59.6 61.9 33.4

Zimbabwe 35.8 23.6 33.0 45.6 50.1 47.7

Table 4 | Country-Specific SEDA Scores by Element
(continued)
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The Boston Consulting Group has 
published other reports based on 
the Sustainable Economic 
Development Assessment and on 
business in Africa that may be of 
interest to senior executives. 
Examples include the following.

Lotus Nation: Sustaining 
Vietnam’s Impressive Gains in 
Well-Being
A report by The Boston Consulting 
Group, March 2016

Dueling with Lions: Playing the 
New Game of Business Success 
in Africa
A Focus by The Boston Consulting 
Group, November 2015

Africa Strategic Infrastructure 
Initiative: A Principled Approach 
to Infrastructure Project 
Preparation Facilities
A report by The Boston Consulting 
Group and the World Economic Forum, 
June 2015

Four Priorities Requiring 
Leadership for South Africa’s 
Future
A report by The Boston Consulting 
Group, May 2015

Why Well-Being Should 
Drive Growth Strategies: The 
2015 Sustainable Economic 
Development Assessment
A report by The Boston Consulting 
Group, May 2015 

African Strategic Infrastructure 
Initiative: Managing 
Transnational Infrastructure 
Programmes in Africa—
Challenges and Best Practices
A report by The Boston Consulting 
Group and the World Economic Forum, 
May 2014

Building Well-Being into 
National Strategies: The 
2014 Sustainable Economic 
Development Assessment
A Focus by The Boston Consulting 
Group, February 2014

The New Prosperity: Strategies 
for Improving Well-Being in 
Sub-Saharan Africa
A Focus by The Boston Consulting 
Group, May 2013

Strategic Infrastructure: Steps to 
Prepare and Accelerate Public-
Private Partnerships
A report by The Boston Consulting 
Group and the World Economic Forum, 
May 2013

Strategic Infrastructure in Africa: 
A Business Approach to Project 
Acceleration
A report by The Boston Consulting 
Group and the World Economic Forum, 
May 2013

From Wealth to Well-Being: 
Introducing the BCG Sustainable 
Economic Development 
Assessment
A report by The Boston Consulting 
Group, November 2012

The African Challengers: Global 
Competitors Emerge from the 
Overlooked Continent
A Focus by The Boston Consulting 
Group, June 2010

FOR FURTHER READING
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