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Abstract

This study explores what can be done to overcome the current crisis of quality, relevance and finance
in African universities. It catalogues the accomplishments of African universities, identifies current
problems, and signals likely solutions. It analyzes pertinent experience in seven key areas where
changes are needed: university/state relations, financial diversification, management, governance,
relevance, quality preservation, and managing the social demand for higher education. It suggest how
a process of higher education reform can be initial, and outlines complementary roles for government,
universities and donors in this process.
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Foreword

The universities of Africa are in crisis. Enroll- leaders will be expected to direct Africa's efforts
ments rise as capacities for govermment support to devise appropriate economic models and new
decline. Talented staff are abandoning the forms of political expression; craft effective
campuses, libraries are out-dated, research responses to the challenges of urbanization,
output is dropping, students are protesting AIDS, and environmental degradation; and meld
overcrowded and inhospitable conditions, and traditional and modem cultures into a compatible
educational quality is deteriorating. The need national character for the twenty-first century.
for action is urgent. What can be done to Without academically and financially viable
reverse these trends and initiate institutional universities, Africa's future will be forfeit.
recovery?

For those who lead and support these changes,
These questions guide this study. Evidence this study provides guidance for improvements
from many African university campuses suggests in university governance, finance, management,
that a response to this crisis, although still relevance, and quality. Building on the 1988
piecemeal, is emerging. Increasingly, African policy study, Education in Sub-Saharan Africa,
institutions of higher learning are strengthening and nourished by discussion within the Donors
management, broadening their financial base, to African Education (DAE) Working Group on
and upgrading the performance of students and Higher Education, this study catalogues the
faculty. In a few cases major reforms of institu- accomplishments of African universities during
tional and even whole higher education systems their relatively short existence, identifies current
are underway. problems, and signals likely solutions. More

importantly, it suggests a process of higher
Strong universities are vital for enhancing Afri- education reform and outlines complementary
can capacities to plan and manage national roles for governments, the universities, and
affairs. Africa's university graduates and future donors.

Ismail Serageldin
Director
Technical Department
Africa Region
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Executive Summary

By world standards, African universities are still very young. Yet they have accomplished much.
They have grown from just six institutions in 1960 to some 97 today, with a corresponding rise in
enrollments. They have developed relevant curricula and revised its content to reflect African
priorities, legitimized research and established specialized university research units, largely replaced
expatriate faculty with indigenous staff, and fostered fledgling intellectual communities. A major
achievement has been to produce the skilled human resources required to staff and manage public and
private institutions in the newly independent states.

In the course of their brief history, thinking about the role of universities has also evolved. In
francophone Africa, the early classical approach is giving way to a more utilitarian orientation. For
anglophone universities, governments have tended to encourage a technocratic definition of their role,
which has been reinforced by the current economic crisis on the continent. In contrast, some African
observers see a potential for universities to build upon the strengths of traditiona cutture to foster
modernization. There is much to suggest that African universities are nearing the end of their initial
phase of development. A series of second generation problems has begun to appear, among them
issues of financing, relevance, efficiency, quality and universiy/state relations. In many countries,
conditions which engender these issues have deteriorated to the point where the need for action is now
urgent.

Africa's universities currently stand in crisis at a pivotal point in their development. The mandates
given to them at independence now require reassessment as a result of changes in the world, in Africa,
and in the universities themselves. Internationally, the emergence of global markets has created a
competitive world economic system characterized by rapid knowledge generation and technological
innovation. These changes affect local labor markets and the types of skills they require. Within
Africa, high population growth rates and increased access to education have boosted the social demand
for higher education, leading to rising university enrollments and a proliferadon of tertiary institutions.
Universities have also changed, becoming mass-based and diversified institutions operating under
severe financial constraints.

Against this backdrop, a cluster of critical concerns now frames discussion concerning the future form
and substance of higher education in Africa. Principal among them are apparent declines in
educational quality, questions of curriculum relevance and appropriate distribution of students among
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the principal disciplines, the high and often unsustainable costs of university training, a need for
improved university management, an ineffective working relationship between government and
university, and equity issues surrounding access to higher education. In order to address these
concerns, African nations must first answer two questions. What kind of university do we need?
What kind of university can we afford?

The Scope of the Problem

To varying degrees, the universities of Sub-Saharan Africa face four common problems. First,
enrollments are often increasing fasteir than the capacity to plan for and accommodate this growth.
University student populationon the continent grew by 61 percent between 1980 and 1990, rising from
337,000 to an estimated 542,700. At least five types of higher education systems can be distinguished
in the region. These include (i) small systems with stable or declining growth rates, (ii) small but
slowly expanding systems, (iii) small but rapidly expanding systems, (iv) medium-sized systems with
some institutional differentiation, and (v) large multi-institutional systems.

Second, current patterns of higher education expenditure are unsustainable in many cases. The model
of publicly supported residential universities is inequitable and financially inefficient. During the
1980s, the capacity of African govermnents to finance public services fell sharply. Higher education
suffered in consequence, with its share of overall education sector budgets sliding from 19.1 percent
in 1980-84 to 17.6 percent in 1985-138. Recurrent budget expenditures per student, measured in
constant terms, also fell by about two-thirds during this period. This was not due to efficiency gains
through improved management, but was the result of cutbacks in research, staff development, library
acquisitions and maintenance prompted by rising enrollments.

Third, there is general agreement that educational quality is declining as the result of increased
enrollments and/or reduced funding. This loss has been the subject of widespread comment on the
continent, and is manifested in falling student examination scores, reduced rigor in staff recruitment
and promotion criteria, diminished research output, and complaints by employers regarding the ability
of university graduates to perform.

Fourth, the relevance of universities to national needs is a growing concern for both government and
citizens. Relevance is understood to include educational choices within the university that are germane
to the national economy and in tune with the prevailing labor market, some capacity for critical and
innovative thinking on issues of national importance, the transmission of essential professional and
cultural values, institutional process and behavior that equip graduates for leadership in society, and
regional, gender and ethnic representation in the composition of staff and students, and in the content
of curricula. Rising graduate unemployment, inadequate performance on the job, and weak research
production combine to bring the relevance of universities under growing scrutiny.
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Assessing University Effectiveness

How well have universities done in achieving their stated goals? As defined historically, these goals
have been essentially five: (1) to transform themselves into legitimate national institutions of higher
learning; (2) to produce the skilled human resources necessary to manage newly independent countries;
(3) to generate developmentally relevant research; (4) to provide community service; and (5) to
constitute a diverse and representative student body.

African universities have registered remarkable progress in their efforts to become legitimate national
institutions of higher learning. The proportion of indigenous teaching staff has risen from 64 percent
in 1978-79 to 84 percent in 1986-87. Curricula were also revised, to incorporate national content and
interests, and graduate training programs were launched. Graduate output in the region has risen
impressively from 17,000 in 1970 to 83,000 in 1987. Two general approaches to university access
can be discerned. One is supply driven with an implicit rationale that increased numbers of university
graduates will benefit the country in the long run by upgrading the qualifications of the work force.
The other has been to limit access in the effort to insure quality control and guarantee competence in
areas of critical need.

The output mix of African universities has come under increasing scrutiny as their initial task of
producing professionals to lead and manage the institutions of government has been largely
accomplished, and spreading policies of economic liberalism seek to promote more diversified local
economies. A majority of countries have under 15 percent of their university students enrolled in
natural sciences, math and engineering. In one-third of African countries, the proportion of students
in the sciences actually declined during the 1980s. This has prompted calls to increase the numbers
of students in science areas, and to strengthen science education, particularly at the secondary level.

Attracting and retaining talented staff has now become the biggest current problem for many African
universities. Declining salaries, deteriorating working conditions, and increasing numbers of students,
sometimes exacerbated by un-supportive political conditions, have prompted many staff to seek a
better situation elsewhere. As a result, many universities are left with young, inexperienced and
insufficiently trained staff who lack the necessary mentors and role models to guide them. Some
universities have recently been forced to curtail enrollments and postpone graduations due to staff
shortages.

Research output has lagged behind the training accomplishments of African universities. Lack of
national investment in research is one reason for this weak performance. The African Academy of
Sciences suggests that African countries spend as little as 0.1 percent of GNP on research while
developed countries spend twenty times as much. Government allocations for university research are
largely non-existent, and foreign donors have endeavored to offset this shortfall. Many Africans are
concerned with this dependency, and feel that its impact on national research culture is detrimental.

Service to the surrounding community and to society at large has been one of the founding mandates
given to African universities, and the instances of laudable university service to community are many.
Yet community service has not become an institutionalized activity in most universities. Moreover,
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it is not apparent that universities possess any comparative advantage in assuming service
responsibiities over the rapidly expanding number of African non-governmental organizations that
appear better equipped for this purpose.

In spite of the considerable expansion of higher education enrollments, access to the university remains
very selective. High rates of population growth and poor economic performance suggest that it will
be difficult to affect this imbalance much over the coming decade. Given that most African
universities are likely to remain somewhat elitist institutions, ethnic and gender representation in the
student body will be important.

Adequate representation of national constituencies within student populations is desirable for the long
run political stability of culturally diverse nations, particularly as they move towards more pluralistic
political systems. Women's share of university enrollments has gradually grown to around 25 percent,
although various countries have registered declining female participation at the tertiary level.
Imbalances in gender representation are even more pronounced among university academic staff,
where women account for just 12 percent of the total. Rising female representation among university
students has not yet translated into greater access by women to university academic and administrative
positions.

Although African universities have made significant strides towards the attainment of many of their
objectives, their effectiveness became compromised during the 1980s. Years of trying to do too much
with too little have taken their toll on universities' institutional health. Although the performance of
African universities during their initial development phase merits respect, a more challenging second
phase of reform and renewal awaits them. The current crisis in African higher education is now
widespread, and requires urgent policy response from governments and universities in concert.

Univesit/Wate Rdations

Universities and the governments that support them exist in an uneasy and sometimes adversarial
relationship across much of Sub-Saharan Africa. The principal sources of this tension are
governments' perception of the univeasity community as a frequent locus of criticism and political
opposition, the increased involvement of governments in university affairs, and the inability of
governments to provide for the financial needs of universities on a sustainable basis.

Universities initially espoused the development aspirations of the newly independent governments and
saw themselves as partners in the naton-building enterprise. Later, growing perceptions of
mismanagement, limits on participation, and poor economic performance prompted staff and student
disillusionment. As portions of the African university community began to question public policies
and decisions, governments frequently felt that their development partnership with universities had
been betrayed. They reacted by seeking to monitor and control university activities.

Governmt involvement in university affairs seems to be increasing. In many countries, govermnents
dominate representation on university councils and have a major say in the appointment of senior
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university administrators. Government mandated increases in university enrollments without prior
planning have had deleterious consequences. Experience suggests that governments have little
comparative advantage in directly managing specialized services such as higher education. They have
proven far more adept at playing a supervisory role in which they insure that general policy goals are
pursued and standards are maintained.

Governments provide 85 percent or more of university operating funds, and universities are financially
dependent upon them as a result. In most cases, the budget allocation process is based on a negotiated
or ad hoc decisionmaking process in which budgets may be adjusted by percentage increments linked
to inflation or availabilities. Rarely are budgets determined through rational processes based on
enrollments o0ategic plans. This uncertainty has contributed to-the deterioration of university-state
relations. St«omplain about worsening salary conditions, and students protest crowded facilities
and inadequa tld. The financial tensions between governments and universities are unlikely to be
eased unless positive actions are taken by both parties. These can include improved communication
and mediation, greater autonomy, increased accountability, and financial diversification.

Progress and Potential for Financial Diversification

As economic output across the continent declined during the 1980s, national capacities to finance the
education sector dropped accordingly. Although higher education was initially sheltered from this
process, by the end of the decade it too had been forced to absorb sizeable budget reductions.
Financial diversification has consequently been given greater attention as a strategy for financial
stabilization.

Private universities offer one way of diversifying the financial base of national higher education
systems without adding significantly to government costs. At present, private universities are
insignificant in Africa. As long as public higher education is provided by governments at little or no
cost to the individual, and private higher education remains entirely self-supporting, private
universities will continue to play a very minor role.

Various other possibilities for financial diversification also exist. The practice of cost recovery
through student fees is gaining acceptance, particularly when applied to specific services such as
registration, library access, laboratory use and student activities. In most cases, fees cover 10 percent
or less of unit costs, suggesting that there is room for additional gains in this area.

Sizeable shares of higher education budgets are consumed by providing students with free room and
board at public expense. Anglophone governments spend 12 percent of tertiary education budgets on
student services, whereas francophone governments spend a staggering 55 percent. The view that the
costs of student housing and meals should be recovered from the students is increasingly accepted in
Africa, mainly among the anglophone countries. But where students are crowded into dormitory
rooms, lack sanitary facilities, and subsist on poor quality food, the introduction of cost recovery may
provoke strong reaction. Such changes need to be linked with initial investments to improve the
quality of meals and accommodations so as to justify increased fees.

xv



Univcrsides In 4X ca

Possibilities were analyzed for increased income generation through contract research, consultancy
services, continuing education programs, business enterprise, study abroad programs, facilities rental,
and fund-raising through alumni associations. Among these, continuing education and the marketing
of university facilities appear to hold the most immediate promise. Consultancy services and business
activities should be approached with caution and careful cost monitoring, as it is not clear that
universities possess a comparative advantage in these areas.

If financial diversification is to be successful, universities will have to re-shape their institutional
cultures. They must become more efficient, goal-driven, enterprising, ready to decentralize
decisionmaking and accountability, and more cost-conscious. Unless these changes occur, universities
will not be able to respond to broader economic reforms, rationalize their financial nships with
the state, and ultimately survive as credible institutions.

One pre-requisite for progress towards university financial stability would appear to be a pact between
the state and each university, whicb places government funding on a rational and predictable basis.
Such an agreement should ideally include: (1) a mechanism for deciding what share of public
resources can be devoted to higher education and for linking this allocation to enrollments; (2) a
process for placing university funding on a multi-year basis; (3) a means of establishing fair unit costs
for university training; (4) a means of sharing the costs of higher education beyond the state; and (5)
incentives for efficiency and financial reform within universities, including the opportunity to retain
any savings or income earned.

Enhanced Management

Improved management constitutes one of the most promising short-term strategies for alleviating the
pressure of universities' financial crisis. By assessing and reorganizing administrative structures,
training administrative staff, encouraging initiative, and rewarding efficiency, universities can generate
productivity gains that will allow them to accomplish more with existing resources. Meaningful
achievement in this area, however, will also depend upon fundamental reforms in university financing
and governance that create real incentives for improved management and efficiency.

A 1988 World Bank study of African education concluded that unit costs appear unnecessarily high
at many African universities. The causes of these elevated costs include small institutions, staff
subsidies, low staff/student ratios, large numbers of non-academic staff, extensive student subsidies,
ineffective use of facilities, and inefficient financing arrangements. Since this study, unit costs have
fallen sharply across the continent. This improvement is due in part to increased efficiency produced
by higher staff/student ratios, which rose from an average 1:12 in 1980 to 1:14 in 1988. But it is also
the result of budget cuts in essential areas such as educational inputs, research, and maintenance.

As universities seek to improve their strategic planning and management capacities, they are
constrained by the lack of appropriately organized and accessible information on key aspects of
university performance. Information on students, staff, finances and other management parameters
must be readily available for monitoring academic performance, units costs and institutional
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effectiveness. The introduction of management information systems therefore constitutes a critical
current need. Some universities are well advanced in this process, but others are only just beginning.
Based on experience to date, recommendations are offered for the successful implementation of
management information systems.

Better Governance

In numerous cases, existing governance structures constrain university responsiveness to internal
constituencies, to local labor markets, and to society's needs in general. They are often dominated
by the chief executive, controlled by government, and constrained by cumbersome decisionmaking
processes. Mechanisms of internal communication with staff and students are weak, and external
articulation with civic and business communities is frequently non-existent. Improvements in these
areas hold the promise of enhancing institutional stability by reducing levels of tension and conflict,
and of promoting innovation as the ideas and experience of other constituencies are brought to bear
on the university enterprise.

Existing governance structures need to be strengthened, and new ones created if necessary, in order
to make them more sensitive to the needs of all the university's stakeholders. University councils
should be reconstituted to insure broad-based representation from the country's public and private
sectors. Where the university's chief executive is appointed by the head of state, selection could be
more appropriately carried out by the university council. The councils could also play equally
prominent roles in the selection of other key administrators such as deputy heads of universities and
deans of students. Some decentralization of responsibilities to the level of faculty deans and
department heads is also worth considering.

Greater dialogue among the university's various constituent groups, at both formal and informal levels,
is desirable. Improved information flows will enhance understanding of the problems faced by
universities, allow earlier identification of and response to potentially conflictual situations, and build
an overall sense of common endeavor. In-house newsletters, departmental bulletinboards, and regular
briefings of the university community by senior officials help to keep the facts straight and defuse
potential rumors. Regular meetings between university managers and government officials, and
between university and student leaders, can establish useful patterns of cooperation. Staff and student
associations represent important mechanisms for communication and conflict resolution. Their role
is likely to increase as universities grow in size, and they should be encouraged as a potential resource
that can be mobilized in support of common interests within the university conmmunity.

Maintaining Relevance

The objectives which guided African universities during the initial post-independence periocl are now
being called into question by changing circumstances. The accelerating pace of technological change
and the emergence of a global economy has affected the comparative advantage of national economies
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and influenced local labor markets. Economic rewards are most likely to accrue to production systems
which possess flexibility and adaptability.

To this end, academic programs could be made more flexible so as to accommodate interdisciplinary
study and shifting educational needs. One way to do this would be to organize academic programs
on the basis of modules or academic credits. This allows the student to combine studies in key
disciplines in accordance with his or her career aspirations. It also allows students to move more
quickly through the higher education system by facilitating transfer among institutions or courses of
study, enabling part-time study, and integrating self-paced distance education, continuing professional
education and intensive short courses into the higher education system.

Continuing curriculum review and adjustment are also necessary as new disciplines and scientific
technologies emerge. One promising mechanism for insuring the course content keeps pace with new
knowledge and changing labor market requirements is through the use of informal advisory committees
at the departmental level that link the program to key scientific and professional sectors. Periodic
tracer studies and employer surveys can also contribute understanding to this process.

Graduate training programs deserve special attention. They are critical for national capacity building,
but currently encounter increasing diifficulty in sustaining the standards required to insure professional
competence within competing regional and international economies. These conditions have prompted
renewed interest in the possibilities of regional collaboration in graduate training. Lack of progress
appears due to the absence of organizational mechanisms to facilitate this process. Regular structured
interaction is necessary to build communication and trust on complex issues, undertake the
consultations necessary to develop a collective work plan, and to hold participants accountable for their
decisions. Recent experiences of regional cooperation in graduate training are reviewed, including
SPAAR, ARPPIS and ANSTI.

Research is the activity that sets universities apart from other educational institutions and affirms their
relevance to society's needs. The revitalization of African university research requires a multi-faceted
strategy which entails: (1) freedom of expression as a condition for critical independent thinking; (2)
an institutionalized capacity to promote and manage research; (3) appropriate incentives and rewards
for research output; and (4) guaranteed minimum funding for research from both government and
donors.

PreserWng Quality

Educational quality is perhaps the most important, yet most illusive, aspect of any higher education
system. Available evidence suggests that the quality of tertiary education is declining in many African
countries. An appropriate response should target various areas, including educational standards and
incentives to uphold them, staff development and retention, educational inputs, and regular facilities
maintenance.
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Standards provide reference points for quality control. They are frequently communicated and
assessed in terms of a professional code of conduct which imparts professional values and ethics.
Academic peers apply standards through collegial review of course syllabi, research methods, and
professional publications. External examiners and visiting committees insure that local standards are
set against international norms. An unwillingness to compromise on quality is also an institutional
value that must be regularly communicated by the university's chief executive.

Where resources are less plentiful and working conditions difficult, academic standards may fall victim
to attrition. University leaders may need to make conscious efforts to reaffirm standards and reward
those who comply with them under difficult conditions. This can be done by distributing scarce
resources on the basis of merit. To the extent possible, performance should be linked to annual salary
reviews. Where salary levels are poor and the potential for increases is limited, other incentives can
be used. These could include staff development opportunities, professional conference attendance,
research support, and preference in assigning new equipment such as computers. University autonomy
in its financial administration and management initiative are required in order for an incentive system
to work.

Marked deterioration in the terms of service, particularly salaries, is the principal cause of university
staff losses. The problem of poor remuneration often stems from the fact that university salaries are
pegged to civil service pay scales. Even though university staff may be much more highly trained
than their civil service counterparts, the public payroll does not recognize their additional
qualifications. For similar reasons, university management is generally constrained in its ability to
reward superior accomplishment through the use of differential pay increases or performance bonuses.

The best solution to the staff retention problem may be a package approach based on local conditions
that allows flexible application in accordance with individual situations. Such a package may include
benefits (e.g., pension), amenities (e.g., housing), working conditions (e.g., office space, furniture
and equipment), professional growth (e.g., graduate study, attendance at professional meetings, access
to current journals and books), and research support. These benefits should be allocated on the basis
of performance and merit to insure that the most productive staff are retained.

Textbooks and other educational inputs are a cost-effective way of upgrading educational quality. Yet
provision for these items normally constitutes a very small item in most university budgets. Tnere
is a need to establish minimum book/student ratios and create an affordable financing mechanism for
achieving these targets. This may include partial cost recovery, book rental or book loan schemes.
As efforts get underway to upgrade neglected university libraries, the use of CD-ROM (Compact
Disk-Read Only Memory) technology should be considered as a partial solution. The CD disks can
store huge volumes of information, require little storage space, can be shipped at very low costs
without the need for special handling, and do not require highly specialized equipment for their use.
Emerging experience with CD-ROM in Africa indicates that the lack of in-country expertise has been
a major constraint.

Maintenance of university buildings and equipment is a litde recognized problem which has a direct
bearing on educational quality. Where classrooms are poorly lit, bathrooms do not function, and
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laboratory equipment is broken, student learning becomes more difficult. These problems are
compounded where institutionalized maintenance programs-and budgets for them-do not exist.
Maintenance needs should be considered from the outset in all proposals for equipment purchase and
budgetary provision made for tdem. Existing equipment problems should be analyzed before
considering specific purchases in order to identify the principal sources of breakdowns and attempt
to avoid them. Local capacities for technical support should be evaluated as an important part of
making equipment purchase decisions, and the training of both users and maintenance technicians
should be incorporated into the cost of the purchase decision.

Access and Equity

Managing the social demand for access to higher education is perhaps the single most difficult task
faced by the tertiary sector in Africa today. Burgeoning population growth, rapidly rising numbers
of secondary graduates, and persistent economic stagnation combine to exert intense pressures on
governments to expand university access. In most cases, governments have responded by expanding
university enrollments, sometimes at very rapid rates. In many countries, student populations now
substantially exceed the numbers for which campuses were originally designed. The inability to plan
for and manage university enrollment growth has contributed directly to the skyrocketing costs of non-
academic expenditures in higher education, particularly in the francophone countries, and constituted
a major cause of declining quality in university education.

What can governments do to manage the social demand for higher education? Four policies are
suggested for consideration: (a) create a more differentiated higher education system which offers a
wider range of options to potential students; (b) manage access through the use of selection
procedures; (c) pursue financial diversification, particularly cost-recovery, to maintain financial
equilibrium; and (d) insure that possible social, gender and ethnic inequities associated with the system
are recognized and addressed.

A differentiated higher education system might include some or all of the following institutional types:
traditional colleges and universities; community colleges, polytechnic or technical institutes, teacher
training colleges, adult or continuing education programs, productive sector training programs, and
distance learning programs. All of these can be either publicly or privately managed. Together they
enable a higher education system to accommodate a growing and diverse student body while meeting
the labor market's needs for varying levels of specialized skills.

Distance learning programs appear among the least developed components of African higher education
systems. Because they are often effective in expanding access for groups not commonly represented
within the university, they merit consideration. However, the obstacles to mounting an effective
distance education program are sizeable. To be economically viable, a large number of students is
necessary. Initial capital outlay may be quite high, particularly where materials are locally developed.
Skilled staff are also necessary, as are highly motivated and mature students. South Africa's open
university, UNISA, seems likely to constitute a major regional resource for distancing learning in
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Southern Africa as majority rule is established. It possesses substantial experience and 120,000
students, including 15,000 from neighboring countries.

Even expanding systems will be forced to impose some selectivity on university admissions as the
desire for university education exceeds the possibilities of accommodation. Efficient and equitable
selection mechanisms will be necessary to allocate students effectively within a differentiated higher
education system. A key component of a selection procedure is likely to be some type of competitive
entrance examination. Selection examinations must be carefully developed and administered in order
to insure consistency with secondary school curricula and to preserve their credibility.

Considerations of quality and representativeness interact to produce the specific selection policies in
each country. Achieving the right balance is not easy. On the one hand, a nation's best minds should
be given the opportunity for full development. On the other hand, the country's future leadership
should be broadly representative of all of its social groups to insure that the pluralistic perspective they
bring to bear on the nation's affairs both enriches and balances public decisionmaking.

Women-specific institutional initiatives appear to have produced a positive impact on women's
participation in the higher education systems of several countries. These include efforts to promote
public awareness of the benefits of educating women and to attract them into non-traditional science
fields. Women's employment and professional advancement within the university have lagged far
behind the emerging gains in women's enrollments. Causes include the conflict between professional
and family responsibilities, differential terms of service between men and women, the absence of
university child care facilities, and cultural restrictions on women's mobility that impede participation
in graduate training, field research, conference attendance, and other professional development
activities.

As higher education systems expand from mono-university to multi-institutional configurations, they
are advised to insure that local student bodies are nationally representative and not drawn primarily
from an ethnically homogeneous sub-region. This will enhance the enrichment of educational
experience that comes from diversity, and the tolerance that is developed through exposure to
alternative viewpoints. Universities should, however, avoid the use of explicit regional quotas as this
could undermine quality and create precedents that might be difficult to re-consider at a later date.
Instead, it is suggested that universities set clear goals for regional and gender representation among
incoming students over a three to five year period, and establish a mechanism to monitor progress
towards these goals. Ultimately, however, issues of gender and ethnic representation in university
enrollments may best be addressed through corrective action at the secondary level.

The Role of Donors

International development assistance seems likely to play a prominent role in efforts to stabilize and
revitalize African universities. Because severe financial constraints at the national level have reduced
govermnent higher education funding mainly to salary support and essential operating costs, funding
for new initiatives, pilot projects and special investments is most likely to come from outside sources.
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International donors have contributed significantly to the development of African universities since
independence. During the 1980s, however, external assistance to African universities declined, with
higher education's share of overall foreign assistance to education in Africa dropping from 34 percent
in 1981-83 to 25 percent in 1984-86. More importantly, the composition of external support changed
during the decade, becoming more narrowly defined and results-oriented. As a result, donors often
assumed an institutional capacity for project implementation that was not always there, and some
university departments were competitively courted by donors without regard for their overall ability
to meet their project obligations. At the same time, the universities' institutional needs for libraries,
staff development, planning and management were frequently neglected.

There are indications of renewed donor interest in the institutional development of African universities
as greater attention is given to capacity building goals. These efforts also reflect interest in improving
donor collaboration, as evidenced by the activities of the Working Group on Higher Education
constituted under the Task Force of Donors to African Education. This Working Group has produced
a series of recommendations concerning donor support to African higher education which are briefly
summarized. Among them is the continuing need for more effective donor coordination at the
institutional level. Such efforts, however, do not negate the importance of long term undertakings to
create a supportive local donor community for African universities.

Initiating Refonn

Efforts at higher education reform-whether they focus on management, finance, curriculum or
governance-stand little chance of sustainable success unless they are"grounded in broad public
consensus. Consensus-building is important because it allows the political feasibility of proposed
changes to be tested before actual decisions are made. Failure to invest in public education and
consensus-building prior to the institution of policy changes can have high costs in terms of public
reaction, student protest and damaged working relationships among key actors. The benefit of doing
so is a more stable and effective reform process.

Several alternative approaches to consensus building have emerged on the African continent. The WL:
gnny is an institutional review, initiated by management, that uses a process of internal consultation
to evaluate the existing mission statement, organizational structure, key policies and installed capacity
for consistency and responsiveness to the external environment. The resulting institutional
development proposals can then be shared with government, donor and private sector representatives
in the effort to build agreement regarding the university's future role and objectives. The int-
istitutional steering commi is a sub-sector review undertaken by government to appraise higher
education policy and its financial and organizational implications. Representation often includes key
government ministries, university leaders, and relevant professional associations, and a final report
is normally presented to government for executive decision. The intermediaa crdinating agcy
is an umbrella government organization with oversight responsibility for the higher education sector.
It plays a mediating role between government and the university system in the effort to establish
common ground for policy initiatire. The extemal visiting committee is comprised of outside experts
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who periodically review all aspects of a higher education system or institution at the invitation of
government.

African higher education reform efforts have frequentiy suffered from inattention to the need for prior
public education on key and often controversial issues. Newspaper articles, public proposals or
reports, broadcast interviews or debate, and consultative meetings are options for informing public
opinion and for laying the groundwork for eventual consensus. The issue of deteriorating educational
quality can often serve as a unifying theme around which to construct the involvement of the various
interested parties.

If Africa's universities are to be stabilized and revitalized, universities themselves must seize the
initiative. One way to do this is through the development of an updated university mission statement.
This begins with a consultative process that seeks to answer three questions: What kind of university
does the country have? What kind of university does it need? What kind of university can it afford?
The resulting mission statement should integrate attention to educational quality, finances, access,
curriculum, distribution of students among the various disciplines, staff development, research,
governance, and management. A second, less direct path lies through the promotion of higher
education research. At present, relatively little analysis of Africa's higher education needs is carried
out by Africans. Consequently, much of the current policy discussion in this field is framed and
promoted by donor agencies. If needed reforms are to be appropriate and lasting, the talents and
experience of African scholars must be brought to bear. More importantly, the process must begin
immediately as the African higher education crisis is already well advanced.

An agenda for higher education reform is offered as guidance to this process. It encompasses the
following issue areas: (1) a policy framework governing enrollment growth, access, financing,
graduate output, govermance and accreditation; (2) system differentiation to foster a variety of lower
cost alternative institutions offering varying missions, functions and modes of delivery; (3) a financial
pact between universities and their governments that links financing with enrollments; (4) strategies
for financial diversification; (5) greater university autonomy, particularly in financial administration;
(6) broadly representative governance structures that enable universities to be more responsive to the
society that supports them; (7) more efficient management in order to free additional resources for
university needs; and (8) the development of strategic university plans based on revised mission
statements concerning the future role and contributions of universities to national development in
Africa.

Conclusions

A general consensus in Africa surrounds the notion that its principal higher education issues are
quality, relevance, finances, efficiency, equity, and governance. What is not clear is how these issues
should be addressed and where one should start. This paper seeks to clarify these questions. It offers
guidance-but not prescription-to those who are committed to renewing and expanding the capacity
for human resource development within Africa's institutions of higher learning. It is based on the
experiences of knowledgeable Africans who are committed to this undertaking, and who are beginning
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to generate innovative responses to the extraordinary difficulties they confront. It also incorporates
donor agency experience as channelled through the mechanism of the Working Group on Higher
Education constituted under the Task Force of Donors to African Education (DAE). In the process,
it strives to inject a sense of urgency regarding the need to move from analysis to action in the sphere
of African higher education. The principal messages of the following discussion seek to support this
process:

* Managing the social demand for higher education is best achieved by expanding access
through a differentiated higher education system, composed of public and private institutions
with diverse missions, that offers students a range of choices and study regimes, and by
controlling access to this system through the use of competitive entrance examinations.

* In order to increase access, maintain standards of educational quality and insure institutional
stability, universities must diversify their financial bases, particularly through cost-recovery
for non-academic services, the introduction of targeted fees, and a calculated expansion of
income-generating activities.

* Universities must seize the initiative in order to achieve their own stabilization and
revitalization; this can be done by undertaking an institutional self-study that updates the
university's mission statement and can be used to build the internal and external consensus
needed to undertake reforms.

* Greater autonomy from government, particularly in financial administration, is required by
universities if they are to become more entrepreneurial, and if they are to provide the
incentives necessary to enoourage quality performance and management efficiency.

* Universities must invest in themselves if they are to remain viable centers of higher learning;
this means that they must provide yearly budget allocations for educational materials, library
acquisitions, research, staff development, and the maintenance of buildings and equipment.

* More professional management at all levels-through staff training, strategic hiring, and
computerized management information systems-is the best short term strategy for freeing
resources (through improved efficiency) to meet university needs.

* The most useful role for doniors is to support the development of long term institution-building
strategies. Activities consistent with this approach include the preparation of updated
university mission statements, efforts to strengthen and professionalize management,
institutional linkage arrangements to bolster particular departments, and research on higher
education policy and performance. In settings of acute institutional deterioration, donors
should consider contributions towards recurrent costs, particularly for educational inputs,
library acquisitions, equipment and building maintenance, and efficiency-enhancing operating
expenses.
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A Call for Renewal

What Has Been Accomplished universities in important ways. In their initial
phase of development, African universities were

African universities are still very young. Yet closely linked with sister institutions in Europe,
they have accomplished much in their short span particularly France, and the United Kingdom.
of existence. They have grown from just six in Some aspects of these inherited models-at the
1960 to some 97 today, with a corresponding time the only prototypes-now condition the
surge in higher education enrollments'. In thirty potential for additional achievement.
years, they have developed relevant curricula
and revised content to reflect African priorities, In Francophone Africa, first universities in
legitimized research and established specialized Dakar and Abidjan were associated with univer-
institutional research units, largely replaced sities in Paris and Bordeaux for accreditation and
expatriate faculty with indigenous staff, and expatriate staff assistance. University develop-
fostered fledgling intellectual communities ment followed the French "classical" model
(Court 1991, p. 329). They have produced the characterized by its liberal intellectual goals,
skilled human resources required to staff and centralized administrative structure, division of
manage public and private institutions in the disciplines, and pedagogical methods (Adams,
newly independent states. They have developed Bah-Lalya and Mukweso 1991, p. 354). A key
fully elaborated higher education sub-sectors that consequence has been the offering of unfettered
include universities and many other types of university access to all students who successfully
tertiary institutions, public and private. African complete the secondary school baccalaureate
universities have contributed new thinking examination. This has led to rapid tertiary
regarding the role of higher education by intro- enrolment growth as access to primary and
ducing the concept of the 'developmental univer- secondary education expanded.
sity," an institution that participates directly in
efforts to alleviate poverty and promote human The British model exercised similar influence in
welfare through applied research and community Anglophone Africa. University organization and
service (Yesufu 1973). perception of its role in forming an intellectual

elite was common in each case. The curriculum
Legacies from the pre-independence era still placed a strong emphasis on the humanities, but
shape the structure and substance of African neglected engineering, economics and some

Throughout this report, 'Africa' is used as an abbreviation for Sub-Saharan Africa. The discussion largely excludes
South Africa with its 21 universities and 323,000 university students.
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aspects of the sciences. Another critical heritage The current economic crisis on the continent has
was the notion that universities 'should be reinforced the technocratic perspective. The
developed as detached and self-sufficient commu- Economic Commission for Africa calls upon the
nities created at some distance from urban region's universities to 'evolve within their
centers," together with associated needs for walls those types of teaching, learning and
roads, utilities, schools, clinics and similar research programs that would provide the skills
infrastructure (Court 1991, p. 33i!). base for internalizing the development process,

establishing linkages and complementarities
During this formative period for African univer- among the production sectors and serve as most
sities, European linkages servecd to establish effective domestc catalystsfor growth and soci-
standards, ensure access to international scientif- economic development"... (ECA 1989, p. 31).
ic information, train national staff, initiate
research programs, and provide a r eady frame of Other African observers stress the potential for
reference for institutional development decisions. universities to build upon the strengths of tradi-
But this partnership introduced a high cost tional culture to foster modernization. A heavy
model of publicly funded residential instruction, research and technology dependence on industri-
strong curricular emphasis on the humanities and alized countries is questioned as marginally
social sciences, and an elitist orientation. Al- beneficial to the solution of fundamental African
though African universities have labored to problems such as environmental degradation,
overcome these biases, they remain impediments ethnic conflict and peasant agriculture. In
to the development of higher education systems response, a less instrumental and more incuba-
and national economies. "Thus the African tional role is proposed for African universities.
university became heir to a dual setting-the This would put emphasis on inquiry and experi-
traditional African environment irn which it was mentation, openness to new ideas, systematic
to be rooted, and the modern WVestern sector attention to meaningful interaction between the
from which it received its orientation" (Sherman traditional world and the modem sector, and
1990, p. 371). more effective linkages between universities,

their governments, and their societies (Sherman
Thinking about the role of universities has also 1990, p. 382).
evolved. In Francophone Africa, the early
classical approach has given way to a more Mazrui (1992) takes this a step further. He
utilitarian orientation in which the composition views the strong cultural dependency produced
of graduate output, a problem-solving focus for by the European origins of the African universi-
research, reality-based training, greater manage- ty-and perpetuated by its current Eurocentric
ment efficiency and maintenance of educational models-as a major barrier to the continent's
quality are paramount concerns (Adams, Bah- capacity for innovation and development. He
Lalya and Mukweso 1991, p. 359 and Ransom argues for substantial revision of curriculum
1988). For Anglophone universities, govern- structure and course content to recognize and
ments have tended to encourage a more techno- incorporate neglected positive elements of Afri-
cratic definition of their role, emphasizing can values and culture. Mazrui proposes a role
professional and vocational training, while for African universities in which they would
discouraging a critical exchange of ideas or counter-balance the conforming pressures of
other activities that might be deemed to have cultural messages from the North by developing
political content (Court 1991, p. 330). local cultural content, by diversifying and thus
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reducing cultural dependency through importing Economic growth has stagnated and so limited
alternative messages and models from other the availability of state and family resources for
cultures, and by building African identity and investment in education. At the same time, an
cultural confidence so as to enable a strategy of associated increase in worldwide labor mobili-
counter-penetration of European-dominated ty-coupled with political instability in some
world culture to be initiated. countries-has enticed many of Africa's best

professionals from the continent. These growing
There is much to suggest that African universi- losses have frequently been offset by technical
ties are nearing the end of their initial phase of assistance programs that may not always make
development which has focused heavily on equal contributions to local capacity-building.
creating and expanding national systems of Technological change has also been a contribut-
higher education and employing them to meet ing factor. Innovative technologies have under-
critical human resource needs in the public cut demand for some of Africa's traditional
sector following independence. Tackling the exports such as copper and cotton, and made it
problems of the first phase has produced a series difficult to develop competitive substitutes.
of second generational challenges, among them Advances in information technology have accel-
issues of financing, relevance, efficiency, quality erated lnowledge generation and globalized
and university/state relations. These challenges communication, thereby threatening the rele-
set the parameters for the next developmental vance of education systems that cannot keep
phase in African higher education. They are pace.
already prompting new thinking regarding the
role and purpose of African universities. The The end of the cold war will have consequences
principal accomplishment of African govern- for Africa that are not yet fully apparent. But
ments and their higher education institutions in already it is clear that the old geo-political
the 1990s may well be to re-define the mission strategic criteria for development assistance are
of the region's universities. How this is done is fading. New criteria-based on merit, effec-
a question best answered by the institutions and tiveness, human rights, and accountability-are
their leadership within each country. emerging (Kng 1991). In the long run, devel-

opment assistance may be gradually transferred
from bi-lateral administration to multi-lateral

Why Changes Are Appropriate responsibilities as East-West competition for
political support within the developing world

Africa's universities currently stand in crisis at becomes less important. If these conditions
a pivotal point in their development. The man- prevail, access to development assistance may
dates given to them at independence-and ensu- become more competitive and may favor those
ing higher education policies-now require countries with demonstrated human resource
reassessment as a result of changes in the world, capacities to plan, manage and account for the
in Africa, and in the universities themselves. use of such resources.

The emergence of global markets has created an Africa itself has changed since independence.
increasingly competitive world economic system. High population growth rates have sharply
African economies, often at disadvantage due to increased the number of human beings on the
their more limited pool of skilled human re- continent. Subsequent demographic pressure on
sources, have not fared well in this transition. the land has reduced its employment potential,
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fostered environmental problems of growing campus populations multiply faster than the
concern, and increased migration to urban areas. capacity to plan and provide for them. Political
This urbanization is spawning a new generation pressures for continued growth are intense, often
of Africans less tied to land, clan and ethnic undercutting efforts to inject economic and
identities. Reduced access to land has enhanced policy rationality into the deliberations on higher
the value of education as a viable alternative to education.
land ownership in household strategies for self-
improvement. One result has been a steady While African university systems have grown
increase in the social demand for higher educa- and diversified, the conceptual model on which
tion, with the number of university students they are based (full time residential instruction)
jumping 61 percent over the past decade. has remained largely unchanged. As noted in a
Another has been the progressive replacement of recent study of graduate training in economics
single national universities with multi-institution- for Africans, this model 'was borrowed with
al systems of higher education which increasing- little adaptationfrom the former colonialpower.
ly reach out beyond the' capital city to address It was compatible with the principalfeatures of
the needs of regional populations. primary and secondary education established

during the colonial period. In anglophone
On an ideological plane, the once hopeful vision countries, universities were designed to receive
of African socialism has been largely discredit- small numbers of carefully selected students who
ed. The intellectual vacuum left is being filled had started to specialize in the final years of
by a dual doctrine of economic liberalism and secondary school. .. .A similar trend has oc-
political pluralism. These new orientations have curred in francophone countries' (Fine 1990,
yet to be tested, assessed and adapted in an p. 13-14). It is striking that the basic university
African context. However, their impact on local models in Africa-and particularly their struc-
labor markets, skill requirements, and education- tures of financing-have not been subjected to
al values is already being felt. more critical review in light of recent economic

and educational changes. This is particularly
Universities have also changed, sometimes notable in view of the fact that significant uni-
unwillingly and not always with forethought. versity reform has been underway for some time
They have largely-and successfully -completed in England, France and several other European
their initial post-colonial task of producing the countries which often serve as educational
professionals needed to staff the institutions of reference points for African nations (Ball 1990;
government. Future university graduates will Guin 1990; Goedegebuure and Meek 1991).
need to be prepared in the broader range of
complex skills necessary to pursue the Other changes further underscore the desirability
continent's quest for economic advancement. At of considering anew the form and content of
the same time, greater access to primary and African higher education. A decade of econom-
secondary education following independence has ic stagnation has squeezed the public purse and
led to markedly improved national literacy rates, compelled nearly impossible budget choices
but has contributed to the irrepressible social among competing social needs. In this context,
demand for higher education. With enrolment education's often sizeable share of government
expansion have come associated management, budgets and higher education's seemingly dis-
infrastructural and quality control problems as proportionate claim on education expenditures
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have both become a source of growing concern reinforced by de-stabilizing student protests,
among national policymakers and development often prompted by poor university conditions
assistance agencies alike. and narrowing employment prospects, govern-

ments have shown a propensity to intervene in
Economic sluggishness and the widely recog- university affairs. The result is an erosion of
nized deterioration in Africa's terms of trade trust on both sides which highlights the need for
limit the foreign exchange available for develop- attention to relations between university and the
ment investments. Universities compete poorly state.
in this arena, and often go begging for the hard
currency needed to buy library books and jour- These changes within African nations since
nals, laboratory supplies, computer equipment, independence suggest that the time may now be
and the airfares to send their scholars to interna- ripe for re-thinking, reforming and renewing
tional scientific meetings. One result is that African higher education to meet Africa's capac-
university capacity to absorb funding and imple- ity-building needs in the 21st century. There is
ment projects effectively has waned. Another is every reason to take on this task. First, univer-
a growing marginalization of African universities sities are the principal source of the skilled
from the intellectual and informational main- leadership and technical knowledge needed to
streams that shape development possibilities in guide national development. The next generation
the rest of the world. of Africa's political, civic, and business lead-

ers-and the professional and technical cadres
The structural adjustment programs currently that support them-will be shaped and honed by
being implemented by most African countries their university experiences. Their future effec-
appear likely, over time, to influence labor tiveness will depend in large measure upon the
market demands for university graduates. quality of the preparation they receive, as well
Liberal arts preparation for public service is as the norms, values and standards of profes-
expected to give way to the science, engineering sional behavior imparted in the process. Sec-
and business management training needed to ond, universities set the standard for a country's
support private sector development and respond entire educational system. Quality at the top
to growing opportunities for self-employment. will, over time, spur quality gains throughout
University curricula will have to shift according- the system. Third, university research capacity
ly. Changes in the larger environment-urban- (and potential) constitutes an important reference
ization, environmental degradation, rapid popu- resource in the analysis of key issues as input to
lation growth, food output decline, electronic policy decision-making. Fourth, universities
technology advances-place demands on the contribute substantially to national cultural
university for problem analysis and policy development and the affirmation of a national
guidance at a time when university research cultural identity.
activity has waned because of increased teaching
loads and a shortage of funds, equipment and Against this backdrop, a cluster of critical
supporting infrastructure. concerns now frames discussion concerning the

future form and substance of higher education in
As all these factors combine to erode the quality Africa. Principal among them are apparent
of university teaching and research, governments declines in educational quality, questions of
begin to question the value of their investments curriculum relevance and appropriate distribution
in higher education. Where these doubts are of students among the principal disciplines, the
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high and often unsustainable costs of university experience as channelled through the mechanism
training, a need for improved university manage- of the Working Group on Higher Education
ment, an ineffective working relationship be- constituted under the Task Force of Donors to
tween government and university, and equity African Education. And, the paper identifies
issues surrounding access to university. To relevant practice from other countries as refer-
address these concerns, African nations must ence points for policy and practice.
first answer two questions. What kind of uni-
versity do we need? What kind of university The discussion begins by outlining the scope of
can we afford? the current challenge to African higher educa-

tion. It then offers an assessment of universit-
The answers will differ from country to country ies' effectiveness in meeting their self-defined
in accordance with national circumstances, goals. It follows with further analysis of the
culture and priorities. With varying emphases, seven areas in which university performance will
a general consensus in Africa holds that its have to improve if university revitalization is to
principal higher education issues are quality, be instigated. These seven areas are: 1niversi-
relevance, finances, efficiency, equity, and ty/state relations, financial diversification,
governance. What is not clear is how these management, governance, relevance, quality
issues should be addressed and where one should preservation, and managing the social demand
start. This paper seeks to provide guidance to for higher education. Closing sections comment
those committed to renewing and expanding the on the role of donors in this reform process, and
capacity for human resource development within suggest ways in which higher education renewal
Africa's institutions of higher learning. It offers in Africa might be initiated. Much of the data
alternatives, tested and untested, for policy- used in the following analyses are drawn from
makers and institutional managers to consider as the UNESCO Statistical Yearbook. It has been
they tackle the complex challenges of higher used on the assumption that the resulting analyti-
education reform. It is based on the experiences cal trends are likely to be reasonable reflections
of Africans who are committed to this undertak- of reality, even when the individual data points
ing, and who are beginning to generate innova- representing particular universities are not
tive responses to the extraordinary difficulties always consistent with other available informa-
they confront. It incorporates donor agency tion.
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The Scope of the Problem

To varying degrees, the universities of Sub- frequently force them to seek supplemental
Saharan Africa face four common problems. employment outside the university. Staff reten-
First, enrollments are often increasing faster tion is an acute problem. Students confront a
than the capacity to plan for and accommodate shortage of textbooks-or the means to acquire
this growth. The result is over-crowding, a them-which obliges them to depend heavily on
shortage of teaching materials and laboratories, lecture notes for study. Insufficient laboratory
deterioration of physical facilities, strain on space and equipment often reduce science and
administrative systems, and reduced performance engineering education to theoretical presentations
by staff and students. devoid of problem-solving content. The trend of

more students, more part-time teachers and
Second, current patterns of higher education fewer teaching inputs makes the maintenance of
expenditure are unsustainable in many cases. educational standards a nearly impossible task.
The model of publicly supported residential
universities, when combined with increasing Fourth, the relevance of universities to nation-
primary and secondary enrollments and rising al needs is a growing concern for government
graduate unemployment is inequitable and finan- and citizens. Universities have largely achieved
cially inefficient. Most African nations cannot their initial post-independence task of producing
afford to expand enrollments under this high-cost skilled professionals to indigenize the civil
model in the face of competing social and devel- service. But focus on this objective has diverted
opmental needs. The present strategies of attention from developing capacities in the
university financing are often untenable and the science, engineering and business-related disci-
need for change is pressing. plines needed to support a diversified economy

and address the full range of technical problems
Third, rising enrollments and reduced funding associated with development. University capaci-
have produced general agreement that educa- ty for applied research has generally not evolved
tional quality is declining. Teaching staff are as rapidly as anticipated, thus limiting university
intellectually isolated as the result of curtailed contributions to national development efforts and
research activities, fewer library acquisitions, contributing to governmental dependence on
and diminished professional development oppor- foreign technical assistance. These circumstanc-
tunities. They have less time for teaching es, when combined with rising graduate unem-
preparation and research as eroding salaries ployment in some countries and disguised unem-
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ployment in others, point to an emerging mis- conditions of severe budget constraint may
match between university outputs and society's actually increase-not reduce-the shortage of
current needs. specialized skills as deteriorating educational

quality leaves graduates poorly prepared for
professional employment (Colclough 1989).

EnroUments Unless enrolment expansion is managed in ways
that preserve or enhance educational quality, it

The universities of Sub-Saharan Africa present may serve short-term political needs at the
striking and divergent trends in their enroll- expense of longer term national interests and
ments. In spite of severe economic constraints development possibilities.
in many countries, university enrollments ex-
panded steadily during the 1980s. This expan- At least five types of higher education system
sion, however, did not occur at the same pace in can be discerned in Sub-Saharan Africa. They
all countries (see Table 1). Overall, the univer- include: (1) small systems characterized by
sity student population in the region increased by stable or declining growth rates, such as Mala-
61 percent between 1980 and 1990, rising from wi, Tanzania, Sierra Leone; (2) small but slowly
337,000 to an estimated 542,700. Ih the pro- expanding systems, such as Burundi, Togo,
cess, higher education systems began to differen- Uganda; (3) small but rapidly expanding systems
tiate. While few countries in 1980 boasted more which doubled or tripled enrollments over the
than a single national university (Nigeria being past decade, such as Benin, Burkina Faso,
a notable exception), by 1990 at least fifteen Mozambique, Niger; (4) medium sized systems
countries had established two or more universi- with some institutional differentiation, such as
ties. In many cases the new universities were Congo, Ghana, Senegal, Zimbabwe; and (5)
given specific mandates to focus on agriculture, large multi-institutional systems, such as Nige-
education, or science and technology. In some ria, Madagascar, Kenya, Cameroon, Zaire.
cases, national higher education commissions or Each system presents different challenges in
councils were created to plan and manage these terms of cost-effectiveness, efficiency, access,
growing sectors. division of responsibilities, and system manage-

ment. Together they illustrate the rich diversity
In spite of this impressive growth, access to which characterizes African systems of higher
higher education remains more limited in Africa learning.
than in other regions of the world i(see Table 3).
This is one of the concerns that drives African Higher Education Finances
efforts to expand the comparatively small human
resource base of skilled professionals. Yet the During the 1980s, the capacity of African gov-
rapid rise in enrollments has fostered severe ernments to finance public services fell sharply.
problems which contribute to the current need By 1990 income per person in Africa, as mea-
for higher education reform. Among them are sured in constant 1980 US dollars, was 20
unbalanced financing among levels within the percent lower than it was in 1980. Government
education sector, excessive numbers of students expenditures on education suffered accordingly.
in lower cost social science and humanities Although the average share of governmental
disciplines, declining educational quality, and budgets allocated to the education sector in-
growing graduate unemployment. Ironically, creased slightly from 16.3 to 16.6 percent
efforts to expand tertiary enrol]lments under between 1970 and 1980, it declined to 15.2
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Table 1. University Enrollnents

Percent No. of Public
CowY 1980 QuVe Change Univerties

Smaul o-Grow systyms
Chad 2,000 2,048 + 2 1
Lesotho 2,200 1,259 - 43 1
Ubcna 4,900 4,855 - 1 2
Malawi 2,200 2,284 + 4 1
Mali 5,100 4,715 - 8 1
Swaziland 1.900 1,357 -29 1
Tanzania 5,000 3,406 -32 2
Uganda 5,900 5,533 - 6 2
Zambia 7,500 4,857 -35 2

Average 4,078 3,368 - 17

Small But Expanding Syrrems
Burundi 1,900 2,762 + 45 1
Cental African Republic 1,700 2,600 + 53 1
Gabon 2,000 2,741 + 37 2
Rwanda 1,200 1,650 + 38 1
Sierra Leone 1,800 2,348 + 30 1
Togo 4,800 7,348 + 53 1

Average 2,233 3,241 + 45

SmaU Rapid Growth Sysms
Angola 2,200 6,048 + 175 1
Benin 4,000 8,883 + 122 1
Botswana 900 2,255 + 150 1
Burkina Faso 1,600 4,760 +198 1
Mozambique 1,000 4,333 +333 1
Niger 1,400 3,317 +137 1

Average 1,850 4,673 + 153

Medium Skie Systs
Congo 7,300 11,310 + 55 1
Ghana 15,500 10,500 - 32 3
Senegal 13,600 19,132 + 41 2
Somalia 2,900 15,672 +440 1
Zaire 28,500 16,239 - 43 4
Zimbabwe 8,300 11,000 + 33 2

Average 12,683 13,461 + 6

Large Magsti-sdional Systems
Cameroon 11,500 34,000 +196 5
C6t D'Ivoire 19,600 22,000 + 12 1
Ethiopia 14,400 22,701 + 58 3
Kenya 13,000 40,000 +208 6
Madagascar 22,600 37,181 + 65 6
Nigeria 69,700 160,767 +131 31
Sudan 28,700 33,934 + 18 6

Average 25,642 50,083 + 97 Total: 95

a. Most ecently available, 1987-1990.

Source: UNESCO Statistical Yearbook. 1991; World Bank data.
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percent during the following decade. At pres- D'Ivoire, Ghana, Niger and Sierra Leone are
ent, Somalia (2.8 percent) and Zaire (6.4 per- noteworthyfor maintaining military expenditures
cent) provide the least support to education. at 1.5 percent or less of GNP. Ihe recent
Cote D'Ivoire, Benin, Kenya, Senegal and easing of worldwide geo-political tensions sug-
Ghana provide the most with education alloca- gests that African nations might well achieve
tions comprising 25 to 41 percent of the total additional gains through reducing military ex-
budget. penses as a means of increasing educational

investments.
In per capita expenditure terms, this decline was
even more precipitous. Public spending on In its 1988 policy paper, Education In Sub-
education in Africa, measured in constant US Saharan AfAca, the World Bank expressed
dollars per person, plunged by 55 percent over concern with higher education's rising share of
the 1980-86 period, even as it increased in all education budgets and prescribed that 'the share
other regions of the world except Latin America of stagnant real public education expenditures
(Woodhall 1991, p. 14). devoted to tertiary education cannot expand

fiuther and in some cases may have to contract."
Governments' commitment to education is To achieve this goal, it proposed savings
reflected in education expenditures as a pro- through T iprovements in efficiency, increases in
portion of GNP. Here a similar pattern is private contributions, and constraints on the
apparent. On average, this share increased from growth of output.' :Since this report was re-
3.4 percent in 1970 to 4.3 percent in 1980, but leased, progress in these latter areas has been
slid back to 4.0 by 1988. Here it should be spotty. As a result, the predicted budget cuts
remembered that GNP was also falling at the have materialized. ;:4t
same time, thus accentuating this negative trend.

Higher education's share of national education
That government allocations to education have budgets initially increased as real education
remained as high as they have in the face of spending fell in the early 1980s. It grew from
sharply constricted possibilities is witness to the an average 15.5 percent during 1970-74 to 18.3
high priority that governments attach to invest- percent in 1975-79 and 19.1 percent in 198084.
ment in education. The countries of Sub-Saha- It then gave ground, with its average share for
ran Africa have, over the past twvo decades, 1985-88 declining to- 17.6 percent. As a result,
consistently favored education, often at the higher education expenditures as a portion of
expense of military expenditures. As the contin- education budgets were lower at the end of the
eat's economic crisis deepened, military expen- 1980s than they had been a decade earlier.
ditures as a share of GNP fell relative to the
share of social expenditures. Indeed, Sub-Saha- At the country level yearly budget provisions
ran Africa has routinely spent a smaller share of sometimes fluctuated considerably. This was
GNP on the military (3.7 percent) than have the particularly true for capital budgets (AAU 1991,
developing countries of Asia, the Middle East, p. 14). From an institutional planning stand-
or North Africa (HewIt 1991). point, this suggests that higher education is

becoming a rather uncertain sector.
This share, which is also below the world aver-
age for military support, is a positive example Rising university enrollments and declining
worth recognizing. The countries of C6te budget allocations for higher education have
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combined to force down unit costs in many A narrowing gap between total and recurrent
African universities. Using constant 1980 US educational expenditures implies a decreasing
dollars, the average recurrent cost per university capacity to provide non-salary academic inputs
student has dropped from US$4,381 in 1980 to throughout the sector. Available data do not
US$1,233 in 1988. These figures, however, permit discrimination of higher education trends
must be viewed with caution. While the trend in with regard to non-salary academic inputs.
unit costs was clearly downward, the magnitude However, a 1984-85 study of 18 universities
of the change that occurred is difficult to deter- showed that they allocated an average 8.5 per-
mine because of the distorting effects of ex- cent of recurrent budget to research, books and
change rate fluctuations. library acquisitions (ESAURP 1987, p. 54).

Five years later, a survey of nine universities by
An alternative approach is to assess unit costs the Association of African Universities estimated
for higher education as a multiple of GNP per that they spent just 3 percent of their budget on
capita. Here a similar trend emerges, even these items (AAU 1991, p. 33).
though GNP per capita was also declining during
this period. While this multiple was 14.3 in
1975, it had fallen to 9.7 by 1980 and stood at Educational Qualiky
just 4.1 in 1988.2

There is now considerable agreement that the
This downward trend could suggest that some quality of university education is deteriorating
gains in efficiency may have occurred. In most across Sub-Saharan Africa. The Association of
cases, however, lower unit costs were probably African Universities - AAU (1991, p. 1) speaks
the result of having less budget for more stu- for its 95 member institutions in saying: Mhe
dents rather than through any significant achiev- effects of the economic crisis were severely felt
ements in management efficiency, cost-sharing in the educational systems of African countries.
or funding diversification. T-hie potential for Specifically, government grants to universities in
freeing current resources for use in new under- Africa came under strong pressure as the levels
takings through gains in management efficiency of funding could not match in real terms the
remains largely untapped. University efforts in requirements of critical inputs-equipment,
this latter area are quite recent and possible books andjournals, and maintenance of existing
achievements can only be assessed when infor- facilities-to sustain acceptable standards of
mation on the post-1988 period becomes avail- instruction, research and service.
able.

Zambian educator Trevor Coombe (1991, p. 2)
Evidence suggests that these unit cost reductions describes the same situation in more graphic
were achieved largely through cut-backs in terms in his 1990 assessment of African higher
research, staff development, library acquisitions education for the Ford and Rockefeller Founda-
and maintenance. Such strategies have favored tions: "One of the abiding Inpressions of this
maintaining the status quo over efficiency-seek- consultation is the sense of loss, amounting
ing management reform. Their implications for almost to grief, of some of the most senior
the quality of university teaching and research professors in the older African universities as
are not encouraging. they compare the present state of their universi-

2 1 am Inted to Moumn Kouroum of the World Bank (PHREE) for sharing these calculations with me.
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ties with the vgor, optimism andpride which the In its 1988 policy paper, the World Bank notes
same institutions displayed twenty or thirty years that firm evidence is unavailable concerning the
ago. It is not just the universal regret of age at quality of graduates from African universities.
the passing of youth, nor the sad awareness that However, it observes that the scores of African
a generation of unique academic pioneers has students on the U.S. Graduate Record Examina-
almost run its course. It is also the grim knowl- tion are uniformly lower than those of Latin
edge that the nature of the university experience American, Asian or Middle Eastern students.
today is profoundly different for many teachers The Bank (1988, p. 74) goes on to conclude that
and students, so different and so inferior that ... the scarcity of non-salary recurrent inputs,
some wonder whether it can rightly be called a not the number or level of training of academic
university experience at all." staff, is today the governing constraint on quality

in African higher education in nearly every
Summarizing three assessments of African country."
graduate training capacities in economics by
S. Ibi Ajayi, Jacques Pegatienan and Mohamed A look at the number of books per student in
Mukras, Jeffrey Fine (1990, p. 5) describes a African universities illustrates this point (see
situation that could easily apply to other univer- Table 2). The average number of books per
sity disciplines as well: "Advanced training in student declined during the 1980s in 22 of the 31
economics appears, with some notable excep- universities for which this information was
tions, to have collapsed in Sub-Saharan Africa. available. In 14 of these universities, this
... The reports describe the many tangible symp- number was less than 25 books per student. In
toms of this collapse: an acute shortage of this context, the fact that Addis Ababa Universi-
trained staff, recourse to second and third ty, the University of Lagos, and the University
occupations to supplement below subsistence of Swaziland roughly doubled their books per
incomes; an absence of books, journals and student over the past decade is an impressive
office supplies; deteriorating and inadequate achievement. By way of comparison, American
physicalfacilities; andfrequent cuts in electrici- colleges and university libraries average 78
ty, water and communications." books per student. Although the number of

books per student is not a strong indicator of
These constraints, often exacerbated by the educational quality, it does give some evidence
pressures of rising enrollments, combine to of an institution's capacity to provide the basic
erode institutional performance as recorded by resources for learning..
Kilemi Mwiria (1991, p. 1) in his recent assess-
ment of higher education quality in East Africa: What this table does not show is the age distri-
... African universities have experienced serious bution of the library collections. In most cases,
decline in the last two decades. The symptoms severe shortages of foreign exchange have
of this decline include among others poorperfor- prevented university libraries from keeping their
mance in university examinations by students, collections current. In its recent appraisal of
reduced rigor in the recruitment and promotion university cost-effectiveness, the AAU (1991,
criteria of staff, reduced levels of research and p. 31) reports that within the nine universities
publications output, and complaints by employ- studied, libraries received only an average 3
ers regarding the inability of university gradu- percent of university recurrent budgets during
ates to perform. the 1980s. Sizeable portions of these modest
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allocations underwrite the salaries of library staff the extent to which libraries-in spite of their
rather than book and journal acquisitions. As a limitations-serve as true resources for learning.
comparison, this percentage is only half of the 6
percent budget share normally received by The declining quality of university library col-
American university libraries. Obviously, much lections, although severe in many settings, is not
can be accomplished through the intelligent use universal. In some institutions and in some
of "outdated" books and a sensitive assessment faculties, pockets of excellence remain as testi-
should look at more than the number and age of mony, against all odds, to the creativity and
the holdings. For example, an appraisal of commitment of university librarians and the
actual use patterns would be needed to determine administrations that support them.

Table 2. Books per Student in Selected African Universities

COWtY 1979 1988

Benin 11 S
Botuwana S8 S1
Burkina Paso 30 12
Yaounde, Cameroon 9 6
Chad 16 4
C&e D'Ivoire S 8
Ethiopia: Addis Ababa 21 46

Asmara 53 42
Gabon 24 11
Ghana: Lcgon 76 93

Cape Coast 89 101
Kuasui 32 38

KenyaUa/Kenya 29 27
LesotDo 119 124
Malawi 123 S7
Nger 16 22
Nigeria: Abmadu BeDo 85 S4

Benin 19 12
Calabar 38 17
Ibadan 48 31
Noe 19 11
Borm 16 8
Lagos 14 21
Maiduguri 19 15
Port Harcourt 37 8

Rwanda 147 38
Cheih A. Diop/Senegal 21 20
Fourab Bay/Sierta Leone 90 64
SwadIand 36 61
Dar es Salaam 84 65
Uganda 129 84

Average 49 7

Some: Asociation of African Universities - 1980, 1988.
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Relevance Minister of Higher Education, Science and
Technology, Lomeck Goma, refers to the

At a 1962 joint UNESCO/Economic Commis- universities' declining research output as a
sion for Africa conference on the future role of "retreatiom dhe nowledgefrontier. " Speaking
higher education held in Tananarive, Madagas- to the 7th General Conference of the Association
car, African universities promoted themselves as of African Universities in 1989, he suggests that
key instruments for national development. Some this poor performance is due in part to a shoddy
thirty years later, governmenls increasingly and irrelevant product, as well as to the financial
question the relevance of universities to current squeeze and rising enrollments (Goma 1989).
national needs.

Questions regarding the relevance of African
The relevance of current university curricula is higher education should be taken seriously.
under growing scrutiny. With the civil service Such questions put university legitimacy at sk,
in most African nations now largely indigenized, and undermine public confidence in the benefits
the university priority of training public adminis- associated with the university experience. When
trators has been successfully met. An emerging governments, donors, students and their families
problem of graduate unemployment and a grow- wonder whether African universities provide
ing propensity for students to postpone gradua- value for money, universities must address the
tion by remaining in the university suggest source of this dissatisfaction, or face the possi-
that-in addition to difficult economic conditions bility of continuing financial starvation.
and the low private costs of university educa-
tion-university education may be out of tune What consdtutes relevance within a particular
with today's job markets. university systen i,best determined by those

concerned in each national context. But this
At the same time, universities have generally question must be regularly raised and responded
fallen short in their proiise to deliver develop- to if substant national investments in higher
mentally relevant research to governments. The education are to generate their expected divi-
U.N. Economic Commission for Africa dends in knowledge generation and skilled
(Rasheed and Grey-Johnson 1987, p. 28) con- human resources. At a minimum, relevance
firms that "If African govenmnents have, in the must include educational choices germane to the
past, not shown much interest in funding re- national economy and consistent with the pre-
search, it may be because they have not been vailing labor market, some capacity for critical
convinced of its functionality in development." and innovative thinking on issues of national
Mary Antoinette Brown Sherman (1990, p. 375- importance, the trasmission of essential profes-
376), former president of the University of sional and cultural values, institutional process
Liberia, notes that even though the bulk of and behavior that equip graduates for leadership
African research capacity resides in its universi- in society, and representation of the country's
ties, African governments have become depen- regional, gender and ethnic groupings in the
dent on "northern" institutions for applied composition of its staff and students, and in the
research and policy direction. The Zambian content of its curriculum.
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Effectiveness

How well have African universities done in national institutions of higher learning. Num-
achieving their stated goals? For African uni- bering 34 in 1967, universities in Sub-Saharan
versities, an overriding objective since indepen- Africa increased nearly three-fold to 97 in 1990.
dence has been to transform themselves into In the process, some 15 countries now boast
legitimate national institutions of higher learn- more than one university. As university systems
ing. In addition, three other goals were explicit- have grown, they have also differentiated. Often
ly defined for the universities. The 1962 teaching responsibilities have been explicitly
UNESCO/UNECA conference, held on the eve allocated, with newer universities charged with
of African independence, addressed the role of training in science and technology, education or
higher education in Africa over the following agriculture. At the same time, some private
two decades; it proposed al idealistic and ambi- universities have begun to appear, most notably
tious mission. Universities were viewed as key in Kenya and Zaire. Within larger higher
instruments for nationall development. They education systems such as Nigeria and Kenya,
were expected to produce the -skilled human the need for system management and coordina-
resources necessary to manage newly indepen- tion has prompted the establishment of sector
dent countries, to generate devemntally oversight bodies, such as the National Universi-
relevant research, and to provide community ties Commission in Nigeria and the Commission
svi . Universities were asked to contribute to for Higher Education in Kenya. Nigeria, with
African unity, and to serve as cultural centers over 30 universities, now has half a dozen state
for their nations (UNESCO 1963, p. 12). The universities and the University of Ibadan which
implicit goal for each country was to constitute concentrates on post-graduate programs.
a diverse and representative student body that
reflected the regional, cultural and gender com- This system growth reflects the rapid expansion
position of the nation. These goals were subse- of university enrollments over the last two
quently refined and re-stated in the 1972 AAU decades. Since 1970 student numbers have
conference on "Creating the African University" jumped more than sixfold from 79,628 to rough-
(Yesufu 1973). ly 542,700 in 1990. At the same time, the

numbers of academic staff grew from 47,000 to
National Insttution Buildng 137,000. More importantly, the numbers of

expatriate faculty have steadily decreased even
African universities have made remarkable as the system has expanded. For 18 universities
progress in their efforts to become authentic for which comparative data are available, for-
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eigners comprised an average 36 percent of their rate slowed significantly to 6.7 percent in the
teaching staff in 1978-79, but just :l6 percent in 1980s. Since enrolment growth was 9.6 percent
1986-87(AAU1980,1985). Universitiesgener- annually during 1980-89, universities clearly
ally managed to upgrade staff qualifications in became less efficient as producers of graduates.
the midst of this staff substitution process. In a recent study of ten West African universi-
These gains in creating qualified national teach- ties, Nwa and Houenou (1990, p. 64) assessed
ing cadres represent substantial investments of graduate output of first degrees (undergraduates)
time and resources. They may also constitute as well as advanced degrees. They concluded
the most significant single achievement by that undergraduate production appeared reason-
African universities. able although post-graduate output was very

low, possibly because the universities' primary
Concurrently, substantial efforts hare been made mission to date has been undergraduate instruc-
to revise curricula and to establish post-graduate tion. In seeking to increase output, African
programs designed to accelerate staff develop- universities have often been forced to choose
ment for both universities and public agencies. between quantity and quality as financial limita-
Tanzania may have undertaken the most exten- tions during the 1980s linked enrollment expan-
sive reform in this regard (Omari 1991), but sion to the risk of declining quality.
other countries have pursued similar goals
(Court 1S991, p. 332). Overall, it is clear that Two general approaches can be discerned across
the first objective of transforming colonial era the continent. The first, typified by Nigeria,
universities into viable national institutions has Kenya and Cameroon, gives priority to increas-
been achieved. ing access to university. The implicit rationale

is supply-driven: increased numbers of universi-
ty graduates will benefit the country in the long

7rining for Nationd Needs run by upgrading the knowledge base of the
work force. The second approach, illustrated by

A predominant objective of African universities Malawi and Tanzania, has been to limit access in
since independence has been to train skilled the effort to ensure quality control. Here the
leaders, managers, entrepreneurs, scientists and operating assumption is that, in the short run at
professionals in numbers sufficient to promote least, guaranteed levels of competence in a few
and guide national development. Assessment of key areas of public and private endeavor is a
effectiveness in meeting this goal will focus on more critical need. Little firm evidence is
overall output, the appropriateness of the output available to help governments to choose between
mix and type of training provided, and the these approaches. However, the recent African
success rate in retaining skilled professionals Capacity Building Initiative by the World Bank,
within their countries of origin. the African Development Bank and the United

Nations Development Program suggests that
OutputI: In line with their rising enrollments, without broader economic improvement, increas-
African universities have increased their num- ing access to higher education may only be
bers of graduates over the past two decades. In accomplished at the expense of educational
1970, African universities produced only 17,000 standards (World Bank 1991).
graduates; by 1987 they generated over 83,000.
However, although output of graduates grew at Many universities are characterized by high rates
an annual pace of 15.4 percent in the 1970s, this of drop-out and repetition. These phenomena
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need to be better understood because they con- Enrollment growth should not occur at the
strain graduate output and make higher education expense of educational quality and relevance,
less cost-effective. This is particularly important and should not be financed entirely by govern-
in those countries, notably in the Lusophone ment. These cautions should not detract from
region, where skilled human resources are in Africa's hard-earned achievements in expanding
extremely short supply. Mozambique, for access to tertiary education over the past decade
example, must rely on just 3,000 university at a rate far faster than elsewhere in the world.
graduates to manage public and private develop-
ment for its 15 million citizens. As brain drain
and the spread of AIDS threaten to erode the In spite of the proportlonally small numbers of

huma reSurc bas invarious countries university graduates, labor force projections dohuman resource base in not augur well for the capacity of African coun-
(Becker 1990), cash-short governments are likely tries to absorb additional graduates. During the
to become more concerned with improving the 1990s, the region's labor force is expected to
productivity of higher education institutions i expand by 3.3 percent annually. Employment in
terms of their graduate output. the modem, wage-earning sector, however, is
From a global perspective, the number of uni- projected to grow at only 2.0 percent each year
versity students per 100,000 persons in Sub- while the informal sector becomes the principal
Saharan Africa is low in comparison to Asia, source of new jobs. As a result, unemployment
Latin America and the Middle East (see Table will triple to 31 percent in urban areas over the
3). The gross enrolment ratio for higher educa- coming decade. Increasingly, it will affect
tion is just 2.4 for Sub-Saharan Africa compared youth and those with higher educational levels.
to 18.7 for Latin America, 12.6 for the Arab By the mid-1980s, unemployment among univer-
states, and 8.2 for Asia (UNESCO 1991). These sity graduates was already over 13 percent in
data could be interpreted as suggesting that over COte d'Ivoire, Ghana and Mauritius. During the
time African nations should strive to steadily present decade, graduate unemployment is
increase their output of university graduates. expected to surge as economies remain stagnant
This interpretation, however, ignores significant and public employment opportunities continue to
differences in the composition of national labor decline. Guaranteed employment for graduates
markets and their absorptive capacity. Efforts to has already been discontinued in Benin, the
expand enrollments will be pursued at the peril Central African Republic, Congo, Guinea, Mali,
of increased graduate unemployment unless they Rwanda, Somalia and the Sudan (Vandemoortele
respond to genuine labor market demand. 1991).

Table 3. Higher Education Students per 100,000 Persons

Region 1980 1989 % quange

Sub-Saharan Africa 104 162 56
Asia 535 645 23
Latin America 1,352 1,659 21
Arab States 901 1,093 21

Source: UNESCO Statistical Yearbook, 1991.
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Qput Mix: The 1962 Tananarive conference tial gains were also recorded by Angola, Burkina
on the role of higher education in Africa singled Paso, Central African Republic, Mali and Mo-
out the creation of national capacities in science zambique. In general, however, efforts to
and technology for particular attention. The modify the output mix to increase the proportion
African nations represented at the Tananarive of students in science and technology areas have
Conference concluded that their fledgling univer- proved enormously difficult. The University of
sities should seek to achieve 60/40 enrolment Ghana, for example, has been unable for several
ratios in favor of science and technology. This years to fill its modest science quota in spite of
was broadly understood to include agriculture, aggressive efforts. For this reason, some Afri-
engineering, medicine, sciences and health- can universities may seek to redress this problem
related disciplines. The 60/40 distribution was by providing differential rates of financial assis-
expected to produce the necessary numbers of tance to students which give preference to
skilled professionals for guiding development science and technology disciplines.
processes in the key economic sectors of agricul-
ture, mining, industry and infrastructure cre- In a recent assessment of African higher educa-
ation. tion, Teshome Wagaw (1990, p. 23) suggests

that part of the blame for this low level of
This goal has not yet been achieved. As indicat- accomplishment in science education lies with
ed in Table 4, only three African universities- the secondary school system. 'Since thefounda-
the formerly socialist countries of Angola, tions of the sdills and attitudes that may lead
Mozambique and Tanzania-have been able to students to choose these fields are laid in the
allocate 60 percent of their spaces to science and grade schools, and since most of these schools
technology disciplines. Among the 33 countries are destitute of sufficient facilities, equipment,
for which recent information is available, 22 of and quiled teachers, the goal of preparing
them (67 percent) have one-third or less of their enough engineers, technicians and other techni-
students enrolled in these areas. In 16 of these cal specialists remains elustie. v This conclusion
countries, the proportion of science students is corroborated by Manuel Zymelman (1990,
actually declined during the 1980s. The greatest p. 51) in his study of Science. Education and
losses occurred in Botswana, Ethiopia, Kenya, Development in Sub-Saharan Africa. He notes
Malawi and Uganda. Surprisingly, these de- the same constraints, and concludes that second-
clines seemed unrelated to rates; of growth in ary schools are consequently failing to supply
tertiary enrollments, as all categories manifested adequately trained candidates to higher education
more or less equal shares of gainers and losers. institutions and to foster positive attitudes to-
This low and often declining proportion of wards modernization in general.
science and technology enrollments has led the
World Bank (1989, p. 81) to decry an 'inap- A 1991 study of science training by the Southern
propriate mix of outputs" in African higher African Development Coordination Conference
education. (SADCC 1991) echoes these themes. It notes

that as a result of poor science preparation at the
In this setting, the capacity of Cameroon, Cote secondary level, many universities (such as
d'Ivoire, Madagascar and Nigeria to maintain Botswana, Lesotho, Mozambique) have had to
and even increase science enrollments while add special pre-university remedial courses for
undergoing sizeable university expansion must in-coming students. In spite of this, enrolment
be recognized as a major achievement. Substan- capacities in the sciences are often not fully used
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because of a lack of qualified candidates. In ren's Literacy in Science and Technology, a
essence, resource starvation at the secondary consortium of African scientists, educators and
level leads to less qualified university students, media specialists. The Forum has encouraged
which contributes to declining performance and media innovations, such as interactive magazines
internal inefficiency within universities and informal learning materials, and organized
(Colclough 1989, p. 273). summer science camps in Zanzibar for teachers

and students.
Why has science education taken on these char-
acteristics in Africa? The explanations are Together with other observers, Wagaw (1990,
multiple and complex (Odhiambo and Isoun p. 23-24) stresses that Africa will need a greater
1989. Tfhe causes include inadequate science capacity for developing and managing technolo-
education at the secondary level, poor training y i i

resures ndfailiie atth trflrylevl,an gy If it iS to successfully confront its presentresources and facilities at the tertiaor level, snd problems of population explosion, energy short-
relatively limited employment opportunities r ages, enviromnental degradation, urbanization
many of the science disciplines. Some observers and persistent disease. He concludes that:
suggest that societal attitudes towards knowledge africesinstittdioseof He clearin tfae:
are central to the development of science educa- dual challenge: to undertake a considerable
on. ... "it iS impossible to separate the dif- amount of research in technology geared to the

sion of 'scientific' atttudes rom the structures development requirements of communities and
and principles of control in a society: this i based on solid knowledge of such communities
true when the society is a school as much as it on the one hand, and to expand basic research,
is for a nation. If the essence of science is the which alone can give them fidl equality with
continuous. challenging of prevously accepted other universities in the world on the other. So
knowledge, then this implies also the continuous far, efforts to meet this dual challenge remain
challenging of authority. ... It needs to be made the weakest link in African higher education."
clear, however, that this questioning of authority
does not inply anarchy, but merely that the
basis of authority must be rational, understood Such arguments, together with concern over
andl accepted, rather than impwosed anad defended rising unemployment among social science
throuh appeals to thradition and charisma. graduates as structural adjustment policies limit
(Lowe 1988, p. 39). public sector expansion, have undergirded

emerging efforts to augment the proportion of
One implication of such reasoning is that rigid students studying science and engineering.
political systems are less likely to foster scientif- These initiatives might be better informed by
ic and technological advancement within their labor market analysis and tracer studies of
societies. If this is true, then recent trends university graduates in all fields. It is worth
towards political pluralism on the African conti- noting that "there is, in fact, little evidence that
nent may boost science and technology perfor- the labor markets of many African countries can
mance over the long run. provide employment to more graduates in engi-

neering and other applied fields " (Eisemon and
A number of African countries are currently Kourouma 1991, p. 38). In short, employment
seeking to strengthen science education at the opportunities for skilled professionalls are likely
secondary level. One of the more innovative to remain limited until African economies expe-
approaches comes from the Forum for Child- rience an upturn.
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Table 4. Proportion of Higher Education Students Enrolled in Science and Technology Discipline?

-ov, 1980 19&F6ssr

Sanail 4o-Gwth Sysum

Chad 12
Lerotho 12 10
iUberia 33 39
Malawi 34 17
mlni 24 42
Swazlelad 41 33
Tanzania - 62
Uganda 46 22
Zambia - 29

Unrului 31 30
C.A.R. 17 27
Gabon - 33
Rwanda 34 26
Sierra Loone -
Togo 33 24

&nai Rapid Gn,wth Syam

Angola 54 64
Benin 27 21
Botswana 22 9
EBurina Faso 20 32
Mozambique 47 61
Niger 44 31
Madfiw Sim. Syaw,n

Congo iS 13
Ghan 46 42
Seealsp 33 39
Somaa - 26
Zanir 40
Zimbabwe - 10
Lare Mub*-Idnalmaioa Systms

Canmroon 29 32
CBto d'}voike 27 32
ESthok 57 40
Kenya 44 32
Madageacar 40 43
Ninia 41 39
Sudan 25 20

A. Moat recen year, includes naturl ciences, mathematics, engineering, architcre, agricultue, communications, inatrial progama,
medicine, and health-robatd fields.

Soww UNESCO, IMuEi Yearbook, 1991.

20



Overall, the output mix of African universities from the analysis, a more striking pattern emer-
seems to have shifted during the 1980s. An ges. Although humanities remains the dominant
analysis of the areas of study with the largest area of study throughout the period, the social
enrollments, based on the 25 universities for sciences drop from second to sixth place, while
which comparative information is available for Commercial and Business Studies rises to re-
1980 and 1987-88, suggests that a modest place them in second place by 1987-88. It is
change in university and student priorities oc- often argued that much of Africa's expansion in
curred. As indicated by Table 5, enrollments in higher education enrollments has taken place in
1980 were concentrated in humanities and the the humanities and social sciences because of the
social sciences, followed by education and the lower per capita costs associated with these
natural sciences. Toward the end of the decade, disciplines compared with the natural sciences,
humanities remained the single largest area of medicine or engineering. While there is some
enrolment, but education had increased its share truth in this, the findings in Table 5 suggest that
at the expense of the social sciences. Commer- students may consider future employment pros-
cial and business studies join the natural sciences pects in making their choices. They are now
as an important secondary area. less likely to enter the social science areas, but

are increasmgly attracted into business studies as
When Nigeria-which represents one-third of economic recovery policies curb public sector
total enrolment within this group-is excluded employment and encourage private sector devel-

opment.

Table 5. Areas of Largest Higher Educadon Enrobnent by Rank

ihwldsg MgeH

19S0 11987-8
1. Humaities and Religion ..Humanities and Rlel5 on
2. Social and BehavionalScience 2. Educaie
3. Eduction 3. Commerial and Busines
4. Naual Scieeam
S. Law 4. Naturl Sciences
6. Commrcial and Buaine S. Law

Adminitrtion 6. Social and Behavioral Science

1980 11917-8
1. Humanitie and ReHiion 1. Humanities and Relgion
2. Social and Behavioral Scieace 2. Commercial ad Busine
3. LAw AdministratIo
4. Educaton 3. Eduction
S. Commrcl and Busins 4. Law

Administration S. Natual Sciene
6. Natl Science 6. Social and Behavioal Scieni

Snm: UNESCO. Sb" YenL I4tm.
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Two other aspects of the university output mix employers found that 'businessmen rank univer-
also deserve mention. They concern educational sity and high school graduates high in the
preparation for entrepreneurship and for dealing theoretical, but low in the practical skills of
with complex development problems. Both running a business. Worse, university graduates
imply the need for more flexible curricula and tend to have a 'diploma syndrome', feeling that
degree requirements to facilitate interdisciplinary their diploma entitles them to a good paying
study. Prompted by growing graduate unem- management position" (Orsini and Harmon
ployment, particularly in the social sciences, and 1988, p. 8). In Kenya, the Chairman of the
by economic projections which suggest that Kenya Federation of Employers deplored
future employment opportunities are likely to be graduates' lack of discipline and work ethic
concentrated in the private-and especially the (Court 1989). Employers may be forced to
informal-sector, growing attention is being provide supplemental training at their own
given to training in business-related skills. expense to produce the type of employee that
These include economics, accounting, and they require. For this reason, financial and
business administration. Nigeria and Cameroon, social costs are associated with maintenance of
for example, are now emphasizing 'education rigid academic structures.
for self-employment" within the university
curriculum. Swaziland and Lesotho have estab- In the effort to break down the division between
lished special programs to encourage the devel- education and employment, universities might
opment of entrepreneurial talents. approach local businessmen to explore the

possibility of short-term student placements,
The second area where change is occurring semester internships, or other types of
concerns the capacity for inter-disciplinary work/study programs. A re-thinking of curricu-
problem-solving. Many of the critical problems la and academic requirements will consequently
currently confronting Africa-environmental be an important aspect of any attempt to enhance
deterioration, urbanization, agricultural develop- the quality and relevance of university educa-
ment on marginal lands, AIDS-must be ad- tion. The local business community can be an
dressed by professionals capable of using infor- important partner in this undertaking.
mation and analytical tools from several disci-
plinary areas. Yet degree requirements at many This process is, in fact, underway. Kenya has
universities oblige the student to follow a single re-structured its educational system (the 844
disciplinary track. Additionally, pervasive model) to enhance university education and give
chalk-and-talk teaching methods with little greater emphasis to science education, although
opportunity for hands-on experience in problem the new system has not yet performed as expect-
analysis provide an education whicli is largely ed. The new St. Louis University in Senegal
conceptual and difficult to transfer t) the work- employs an academic credit system in place of
place. the annual pass/fail examination more commonly

used by Francophone countries to determine
Graduates of such programs may find that their student advancement. Cameroon, Benin, Cote
education prepares them poorly for managing D'Ivoire and other Francophone countries are
problems on the job. Critical skills-such as currently considering a similar change. Burun-
analytical thinking, ability to identify relevant di, Lesotho and Mozambique have recently
resources, and effective time management-may revised their curricula in the effort to tie content
be lacking. In Togo, for example, a survey of more closely to labor market needs. These are
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encouraging and instructive initiatives. In light tion of highly skilled professionals from Sub-
of the rapid pace of economic and technological Saharan Africa increased from an average 1,800
change on the continent, more systematic atten- per year over 1960-74 to 4,400 per year during
tion to course content and curriculum structure 1975-84. By 1987 the annual number of depar-
within the university community is an urgent tees was 23,000. UNCrAD estimates that 30
concern. percent of the continent's stock of skilled profes-

sionals is now resident abroad. Some 70,000
StaffRetention: Atracting and retaning talent- Africans trained in Europe remain there, and
ed staff has now become the biggest current more than 10,000 educated Nigerians are report-
problem for many African universities. During edly working in the United States (World Bank
the 1980s teaching staff at most universities 1991). Within the region, estimates suggest that
suffered a sharp erosion in the purchasing power 6,000 Africans from other countries currently
of their salaries. Real wages in the region fell teach in the universities and secondary schools
by 30 percent between 1980 and 1986, with of South Africa (Prah 1991, p. 77). It is not
salaries at the highest grades (university faculty) surprising that technical assistance to Africa
dropping the fastest (Vandemoortele 1991, increased by 50 percent between 1984 and 1987,
p. 25). In a number of countries, a Ph.D. with an estimated 100,000 expatriates currently
degree holder may now earn less than US$300 working on the continent-more than at indepen-
a month. A lecturer's salary in Uganda-just dence-at an annual cost of US$4 billion (World
US$19 a month in late 1991-buys b)arely a Bankl991 p .
week's supply of food. In Ghana, qt facuty
member's entire annual income equals roughly Ibis "brain drain" has affected some countries
the cost of a new refrigerator. Under such more than others. For example, the ILO calcu-
conditions, universities have witnessed the lates that two-thirds of Sudan's professionals
departure of their best teachers and researchers- have left the country. Uganda is reported to
Academics from Ghana or Uganda can multiply have lost more than half of its high level cadres.
their income tenfold by moving to South Africa, Evidence from Nigeria, Ghana, Ethiopia and
where competition for employment is less stiff Zambia suggests that these countries have suf-
than in Europe or North America. fered similar heavy losses. Brain drain seems to

Universities are left with young, inexperienced result as much from "push" factors of politi-
and insufficiently trained staff who lk the cal/ethnic conflict or severe economic misman-
necessary mentors and role models to gwde agement as from the "pull" factors of more
them. IronicaUy, experience has shown that it is attractive salaries and working conditions.
often easier for a university to obtain a Among these emigrants are many full or part-
US$100,000 fellowship to train a new Ph.D. time university faculty, university affiliated
than to arrange for an additional US$100 a researchers, and higher education managers and
month in salary support that would enable it to policymakers (Russell, Jacobsen and Stanley
keep existing Ph.D.s on the job. This is because 1990 p. 45-46).
university salaries are normally incorporated
within the civsl service pay scale, and not open Available evidence, including conversations with
to adjthtment by university managers. university rectors, presidents and vice-chancel-

lors, indicates that the problem of staff retention
The exodus of talent from the universities re- has reached a critical level. The University of
flects a wider regional phenomenon. The migra- Zimbabwe reported a 34 percent vacancy rate in
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1992. The situation at Makerere University is proportionately in this group. In such settings,
worse, with 48 percent of staff posts (particular- governments may be well advised to target AIDS
ly in the sciences) unfilled.3 Even where posi- prevention public education programs at the
tions are filled, staff may spend liltle time on the university community among others.
job as the result of needs to supplement their
salaries through other employment. At Eduardo In sum, university performance in meeting
Mondlane University in Mozambique, for exam- national human resource requirements has been
ple, a 1991 survey found that three-fourths of impressive overall, but is now the object of
the academic staff were engaged in secondary concern. Graduate output has not kept pace with
economic activities. As a result of staff attri- enrolment growth, and the distribution of gradu-
tion, university capacity for teaching and re- ates among disciplinary areas appears inconsis-
search is steadily eroding. tent with probable labor market demand. The

predominately conceptual orientation in universi-
Consequently, earlier substantial investments in ty training does not adequately prepare the
university staff development are now at risk. student for the world of work. And increasing
What is needed are reward systenms that remove professional mobility within a global labor
the obligation of academic staff to seek other market has generated acute staff retention prob-
types of jobs for reasons of economic survival, lems for African universities, contributing to the
and that allow them to dedicate themselves to the growing use of foreign technical assistance.
activities for which they were trained. If univer-
sities and governments do not find ways to
enhance the attractiveness of academic employ- Research for Development
ment, they will be unable to provide the next
generation of African leadership with the level Research output has lagged behind the training
of training needed to steer the continent success- accomplishments of African universities. Ana-
fully into the 21st century. lyzing the number of African publications in-

cluded in the Science Citation Index (SCI),
In addition to suffering capacity loss due to Eisemon and Davis (1991, p. 278) find that only
unfavorable economic or political conditions, three African countries-Senegal, Rwanda and
African universities may confronit losses result- Congo-enjoyed significant growth in the pro-
ing from the spread of AIDS. At mid-1990, the duction of scientific papers over the past decade,
World Health Organization estimated that more and many more have suffered major declines.'
than 5 million Africans had contacted the AIDS Using a similar approach, Zymelman (1990,
virus, and that at least half of them would die p. 7-8) observes that Kenya, Nigeria and Sudan
during the coming decade. Seropositivity has account for 70 percent of all African scientific
proved more of an urban than rural phenome- publications. These are predominantly in the
non, with 20 to 30 percent of urban adults medical and biological fields, with the physical
affected in Uganda, Tanzania and Rwanda. The sciences and engineering being notably under-
limited information available suggests that the represented. It is estimated that African univer-
more educated and affluent tend to figure dis- sity researchers in the natural and biological

These data must always be viewed with caution until clarified, as universities frequently leave posts vacant on purpose
as a strategy for augmenting their tight budgets.

4 The use of the SCI as a measurc of scientific output in the Third World is controversial since it is based on a selected
number of publications from developed countries.
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sciences produce, on average, one scientific ed occurred from one year to the niext, thus
publication every seven years (Gaillard and making it difficult to mount and sustain institu-
Waast 1991, p. 28). In general, African univer- tionalized research programs (AAU 1991, p. 31-
sities and their associated scientific communities 36). At the National University of Cote
have made little progress in fulfilling their d'Ivoire, for example, an already meager re-
mandate to generate applied and policy-relevant search budget was cut in half between 1983 and
knowledge as inputs to national development 1989. This allocation now constitutes less than
processes. 0.7 percent of the university's budget. It is not

surprising that assessments of research capacity
The lack of national investment in research is in 16 African countries conducted in 1991 under
one reason for this weak performance. A 1964 the auspices of the DAE Working Group on
UNESCO conference held in Lagos, Nigeria Capacity Building in Education Research and
produced a commitment by participant countries Policy Analysis characterized research conditions
to spend 0.5 percent of their GNP on scientific as depressed. National demand for research
research (UNESCO 1964). Twenty years later, inputs is poorly articulated, and little incentive
this goal was far from being met and research exists for individual researchers. The research
investment remained low. On average, African performance of Francophone universities was
nations were estimated to have spent just 0.36 judged to be particularly distressing (Kinyanjui
percent of GNP for scientific research in 1985 1991).
(UNESCO 1987, p. 23). More recently, the
African Academy of Sciences has suggested that Foreign donors have often endeavored to offset
scientific investment may now be as low as 0.10 this lack of government funding for research. In
percent of GNP (Odhiambo and Isoun 1989, some cases, they have tried to enrich university
p. 3). Since other studies have concluded that teaching programs and intellectual environments.
research output is directly related to the amount In others, they have been more interested in the
invested in research, a minimum guarantee of specific research product within the context of
national funding for research could be expected larger donor priorities for a particular country.
to produce positive results. The United States, The result has been a growing role for donors in
Japan and the United Kingdom spend 2.3 to 2.6 financing African scientific research. ][n Kenya,
percent of GNP on research-twenty times as for example, it has been estimated that the ratio
much. of foreign to national research funding is about

10:1 (Eisemon 1986).
At the level of individual universities, govern-
mental allocations for research are often non- Africans concerned with this dependency also
existent. A 1990 study of graduate research and note donor tendencies to concentrate support on
development capacity at ten universities by the selected institutions in a few countries, and to
Association of African Universities discovered stress short-term analysis of specific problems
that only two received a formal allocation for over research capacity-building (Kola Cisse
research in their annual budgets (Nwa and 1992, p. 57). The impact of such trends on the
Houenou 1990). In a subsequent 1991 cost- development of a national research culture is
effectiveness study of another nine African clearly detrimental. Under such circumstances,
universities, the AAU found that research expen- African research runs the risk of becoming: ..
ditures represented 2.7 percent of university 'science supported by foreign donors, carried
budgets. Wide variations in the amounts allocat- out in a developing country often in collabora-
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don with foreign researchers, supported by understood to include university extension, small
international and bilateral assistance agencies assistance projects, cultural activities, and other
and the philanthropic foundations, which is initiatives of social benefit. It does not include
responsive to the donor community's agenda in such important contributions as the secondment
the Third World, and published in English' of staff to government agencies, research, or
(Elsemon 1991, p. 26). This dependency on paid consultancies.
external research funding creates dilemmas for
African researchers. Whose interests should There are many instances of laudable university
they serve? Their decisions may incur the risk service to the community. Examples include
of alienation from colleagues, policymakers or soil surveys and fertility assessments of agricul-
donors. tural lands, establishment of quality controls for

prescription drugs, AIDS screening, guidance to
In addition to limited funding for research, a insect pest control efforts, production of educa-
second cause of low research oulput (and the tional programs for radio and television, legal
poor quality of many research products) has advice, and various activities to enhance the
frequently been an environment wlhich discour- status and participation of women in society
ages critical investigation, particularly when it is (Nwa and Houenou 1990, p. 65-67). A number
related to national policy issues (Rathgeber of universities encourage volunteer community
1988, p. 405). This constraint is firther ana- service projects for students during holiday and
lyzed in Chapter 4. vacation periods.

To date, the research performance of African It seems fair to conclude, however, that commu-
universities has been deficient. While universi- nity service has not become an institutionalized
ties have not always accorded research sufficient activity within African universities. With few
priority, governments must also shoulder much exceptions, they make no formal budgetary
of the blame. Policy decisions on forms of provision for this purpose, nor do they provide
higher education financing and undergraduate material rewards to staff for achievement in this
enrollments have frequently created disincentives area. They normally do not maintain institution-
for research and for the graduate training with ally-defined programs and associated staff posi-
which it is often associated. By not committing tions for university extension or outreach. The
themselves to building national research capacity few exceptions are often donor-dependent, such
through a supportive policy framework for as the Institute of Extra-Mural Studies at the
science and technology, sustained funding and National University of Lesotho. To a large
use of local technical expertise, they inhibit the extent, community service remains a peripheral
quality and output of the research enterprise. appendage to the university system. Notable
Universities in countries where freedom of accomplishments in this area are most commonly
expression is curtailed suffer an imrportant extra the result of individual initiative by staff who
constraint in this regard. either acquire donor assistance or proceed on a

volunteer basis. With the possible exception of
Community Servie extension education programs, service activities

are unlikely to be more than short-term under-
Service to the surrounding community and to takings that generate minimal institutional bene-
society at large has been another of the founding fits for university teaching and research pro-
mandates given to African universities. It is grams.
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In universities where community service has not students are drawn from high and middle-income
been institutionalized and where teaching and urban families. In Congo, for example, 30
research productivity is also found wanting, it percent of the education budget is allocated to 2
may be worthwhile for those institutions to percent of the student population. In Rwanda,
consider setting aside this aspect of their man- 15 percent of the budget benefits just 0.2 percent
date for a time. Such activities are clearly of the students. And in Burkina Faso, 28 per-
subordinate to the universities' main mission of cent of education sector expenditures target just
education and inquiry, and compete for staff and 1.2 percent of the students (SaImi 1991, p. 4).
financial resources already in short supply. It is In this context, universities must make special
not apparent that African universities currently efforts to ensure that student enrollments reflect
possess a comparative advantage in assuming the socio-economic composition of their coun-
service responsibilities. In the short run, at tries. For example, 25 percent of Mozambican
least, the better strategy may be to concentrate students and 20 percent of Zimbabwean students
limited staff, financial and infrastructural assets come from peasant or working class back-
on strengthening university teaching and re- grounds. Scholarships or loans provided on the
search, and leave community service to the basis of demonstrated economic need are one
rapidly expanding number of African non-gov- way of ensuring that such diversity is achieved.
ermmental organizations better equipped for this
purpose. Ethnic Diversity: Africa's universities are called

to serve as important cultural crucibles in which
future institutional leaders from diverse regional

Access and Divers*y and ethnic backgrounds can share their respec-
tive heritages and learn to work together. For

Aiccess: In spite of the notable if uneven expan- historical reasons, adequate representation of
sion of higher education enrollments over the national constituencies within studentpopulations
past decade, access to the university remains will be important for long-run political stability.
relatively constrained. Swiftly rising enroll- This importance is likely to increase as countries
ments have improved proportional access in spite institute reforms designed to create more plural-
of rapid population increase. However, these istic political systems. Observations on this
gains were unevenly distributed across the subject with regard to Ethiopia can easily be
continent as five countries registered absolute generalized to other Sub-Saharan nations:
declines in access, and another four registered -Educaionalfacilities and opportunities havefor
gains of ten percent or less. For some coun- too long been not only limited but unevenly
tries, the percentage of tertiary students within distributed among ... the different ethnic or reli-
the relevant age group could decline during the gious groups within Ethiopia. Due to historical
coming ten-year period as the number of poten- reasons, people living in the Addis Ababa-
tial students increases faster than the capacity to Shewa, Asmara-Hamassen, Hararge and Wol-
absorb them, even under the most optimistic lega regions have fared much better when it
economic assumptions. comes to the amount and quality of educational

opportunities. These regions ... enjoy higher
A higher education system financed by the entire representation ofpowerfidpeople in government.
population but available to only a tiny minority ... the remaining ten regions or provinces have
has a highly regressive fiscal impact. This is suffered fron poor and inadequate educational
particularly so when the majority of university provisions. The result is that people from dte
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favored regions are over-represented in the declines may reflect the documented tendency
institutions of higher education. In addition to for families to reduce their investment in
concerns for fairness and justice, these imbal- women's education during periods of economic
ances constitute political and economic pitfalls difficulty. In more rapidly expanding systems,
as well' (Wagaw 1990, p. 251-252). where one might expect that "pipeline" limita-

tions would make it difficult for women's partic-
The subject of geographical and cultural repre- ipation rates to be maintained as numbers in-
sentation is a politically sensitive topic in the creased, negative trends were in fact less likely
African context. Those who raise these issues to occur. In at least two cases where significant
are regularly denounced as seeking to undermine national gains in women's participation were
national unity. This explains to a large extent registered (Kenya, Nigeria), it can be speculated
why information on the geographical and cultur- that this improvement was in part the result of
al composition of university enrollments is rarely decisions to locate new universities outside the
collected. One result is that analysis of this capital city, thereby allowing women to study
topic is non-existent in most settings. A notable closer to their homes and families.
exception is Eduardo Mondlane University in
Mozambique, which routinely lists the geograph- With women's participation in higher education
ical distribution of its students, according to pegged at 25 percent or less in 22 countries, the
father's birthplace, in its annual slatistical bulle- opportunity exists for substantial improvement.
tin. Nevertheless, efforts to ameliorate regional Strategies for effecting such gains, however, are
and ethnic inequalities in access to) higher educa- not at all clear. Identified obstacles to greater
tion have contributed directly to enrolment female participation in primary and secondary
expansion in many settings. education include opportunity costs, shortage of

female role models, inconvenient school sched-
Gender Diversity: The 1980s saw increased ules, gender-biased teaching materials, higher
awareness, in Africa and elsewhere, of the drop-out and repetition rates for girls, cultural
potential for women to make important contribu- and religious barriers, and inappropriatephysical
tions to the development process. Following the facilities (Bellew and King 1991). One research-
U.N. Decade for Women (1975-85), donors and er notes that pregnancy accounts for a high
governments began to give more attention to proportion of female dropouts in secondary
gender concerns in the development of their education (Dirasse 1990). Similar systematic
policies and programs. It is reasonable to think analysis of women's participation at the tertiary
that one consequence of this heightened aware- level is only just beginning, with a recent paper
ness might be a steady improvement in the by Namuddu (1992) representing a notable
traditionally low participation of women in contribution.
higher education.

Imbalances in gender representation are even
But these gains in women's particiipation did not more pronounced within the academic staff of
occur (Table 6). Among the 31 countries for African universities. On the average-based on
which data are available, women's access to 25 universities for which dated information is
higher education actually declined in 9 during available-women make up roughly 12 percent
the 1980s. Analysis of these downturns is a of teaching staff. Their participation ranges
complex undertaking for which little empirical from 4 to 7 percent at universities in Burkina
guidance exists (Bellew and King 1991). These Faso, Chad, Ethiopia, Guinea, Rwanda, Tanza-
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nia and Uganda to a high of around 26 percent employment undertaken byfemales who have had
in Madagascar and Mozambique. Participation access to higher education. The majority work
rates are also lower in Francophone universities for the civil service as secondary school teach-
than in Anglophone universities (UNESCO ers. Women form a small percentage of acade-
199J).5 At the highest level of management, micians at university although recognizable
women serve as chief executives in only four of achievements have been recorded in arts facul-
Africa's 97 universities (Universities of Benin ties. There is evidence that women in academic
and Lagos State in Nigeria, University of Swazi- work are getting into administrative positions at
land, and University of Buea, Cameroon). As a time when there are inadequate resources to
illustrated in Figure 1, rising female representa- sustain reasonable functioning of institutions.
tion among university students has not yet This may result in further denigration offemale
translated into greater access by women to abilities rather than in enhancing their status.
university academic and administrative positions. Graduate women lack options in employment,

.. . promotion and upward mobility because of
The situation in South African universities is discrimination and because of their role as
marginally better. Women constituted 29 per- housewives. 
cent of academic staff in 1990. They were,
however, concentrated on the lower rungs of the
academic ladder, comprising fully 61 percent of In sum, then, university access is likely to
junior lecturers, but only 5 percent of profes- become more selective over the coming decade.
sors. In the process, care will be needed to ensure that

student bodies remain nationally representative
With regard to women's prospects in the labor in terms of geography, culture and gender.
market following university education, Namuddu Without this, there will be a risk of long run
(1992, p. 15) offers the following assessment: declines in national political stability, problem-
'7here is little data on the levels and quality of solving creativity and cultural growth.

Figure 1. Female Faculty and Student Participation
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* Female Faculty - Female Student

S Thee data are not very current and cover various years from 1983-89. Following the U.N. Decade for Women, it is
surprising that such basic information concerning women's participation is not more complete.
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Table 6. Women as a Percentage of Total Higher Education Enrolnent

Counay 1980 19W r

&mal No-Growth ystems

Chad 7 8
Lasotho 46 70 +
liberia 28 24
Malawi 25 14
Mali 11 13
Swaziland 37 42 +
Tanzania 20 1S
Uganda 20 23
Zambia 19 17

Smal But Epdng Sstems
EBurundi 24 22
C.A.R. 8 14 +
Gabon 25 34 +
Rwanda 11 23 +
Sierra Leone 17 24 +
Togo 15 13

SnaU Rpd Growth Ssts

Angola 16 -
Denia ~~~~~~~~~~~~~18 

Boawana 34 44 +
Eurkina FPao 22 23

Maurtania 10 13
Moeambique 30 24
Niger 20 14

MeYmi-ze System,

Congo IS 15
Ghana 20 18
Senegal 19 21
somalia 13 20 +
Zaire 9 -

Zimbabwe 22 25

Large Mudal-hm a Sstems

Canmeoon IS -
COle d'lvoire 19 20
Ehioia 11 14
Kenya 25 31 +
Madagapcar 33 43 +
Nigeria 15 26 +
Sudan 27 41 +

a. or proximate year

Soumrc: UNESCO, Statisgic Yeatbook. 1991;
Aiociation of Afican Univeusities, Directory of African Univeraeas. 1988.
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Assessing Effeciveness seemed manageable but have now, in the aggre-
gate, assumed daunting proportions. Although

By world standards, Africa's universities are still the performance of African universities during
young. In their youthful idealism, they set lofty their developmental phase merits respect, a more
goals that, in some cases, became elusive as challenging second phase of reform and renewal
financial support for higher education eroded as now faces them.
the 1980s advanced. Impressive achievements
have been registered in transforming colonial African universities have now begun to take up
universities into legitimate national institutions of the challenge of institutional preservation at
higher learning, and in providing university acceptable standards. Across the continent, this
education to increasing numbers of citizens. At challenge has been engaged through various
the same time, the "developmental universi- institutional initiatives, innovative approaches,
ty'-a paradigm offered by the Association of experimental undertakings, and patient pursuits.
African Universities (Yesufu 1973) and pio- While these activities often represent piecemeal
neered by the University of Dar es Salaam responses to a daunting set of problems, in the
(Omarn 1991)-has been slow to materialize. aggregate they point the way to strategies for
Research output did not meet national expecta- university stabilization and revitalization.
tions before the rise of the African higher educa-
tion 'crisis", and has since declined further. The following sections of this paper seek to
Community service has not become an institu- crystallize the problems and capture the respons-
tionalized part of university life in most settings, es associated with this process. They offer six
and now constitutes an atrophied appendage guidelines for reversing recent negative trends
which distracts attention and diverts resources and initiating a return to normalcy.
from the primary university responsibilities of
teaching and research. Universities have fre- 1. Improved university/state relations are an
quently not been nationally representative in the essential first step in the process of univer-
composition of their staff and students, some- sity stabilization.
times in terms of ethnicity, but always in terms
of gender. 2. Financial diversification is a necessary cor-

nerstone for university revitalization.
Years of trying to do too much with too little
have taken their toll on the universities' institu- 3. Management improvements constitute the
tional health. Earlier flagship institutions- best-short tern strategy for producing tangi-
Dakar, Legon, Makerere, Nairobi-have seen blegains andgeneratingpositivemomentum.
their reputations wane. Universities find them- 4. Appropriate structures of unversity gover-
selves at odds with their governments over nance ensure both institutional stability and
unmet expectations, offering a product of uncer- innovation.
tain quality and relevance under financially
unsustainable conditions. Universities were slow 5. Relevance in teaching and research is the key
to recognize that they no longer occupied tenable to political support for universities among all
positions. The current crisis in African higher interest groups.
education did not arrive full-blown on university
doorsteps. It crept in gradually through a grow- 6. Quality improvements should be the invest-
ing accumulation of small setbacks that initially ment priority for any additional resources.
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University/State Relations

Universities and the governments that support ment, too, by virtue of its position of leadership
them exist in an often uneasy and sometimes in the task ofplanning and execution of econom-
adversarial relationship across much of Sub- ic and socialprograms, seems the bestplaced to
Saharan Africa. The principal sources of this detennine the prioritiesfor the universities. The
tension are governments' perception of the African university should, in normal circum-
university community as a frequent locus of stances, therefore accept the hegemony of gov-
criticism and political opposition, the increased ernment' (Yesufu 1973, p. 45).
involvement of governments in iniversity af-
fairs, and the inability of governments to provide Although university autonomy was not a signifi-
for the financial needs of universities on a cant concern at this gathering, it has gradually
sustainable basis.6 emerged as a paramount. When a senior Vice-

Chancellor and leader in African higher educa-
This was not always the case. In the early days tion was asked in 1991 to name the most critical
of African independence, it was generally as- problem currently facing African universities, he
sumed that universities and their governments answered without hesitation, "university/state
shared common goals in promoting national relations." The following discussion will exam-
development and nation-building. In surnmariz- ine the dynamics which have lead to this.
ing the landmark 1972 AAU conference on
"Creating the African University," T.M. Yes-
ufu laid out the arguments for what has come to University/State Conflicts
be known as the "development university." He
then went on to add an important caveat: "The Universities initially espoused the development
general view was that whatever the position in aspirations of newly-independent govermnents
the more developed countries, the university in and saw themselves as partners in the nation-
Africa occupied too critical a position of impor- building enterprise. Only later did their staff
tance to be left alone to determine its own and students gradually become disillusioned with
priorities. The university is generally set up on governments' inability to deliver economic
the initiative, and at the expense of, the govern- development expectations. Poor economic
ment to meet certain objectives. The govern- performance during the 1980s, coupled with

6 This chapter draws heavily upon a consultancy report by Kilemi Mwiria entitled "University Governance: Problems and
Prospects in Anglophone Africa' completed in December 1991. The report was co-funded by the Rockefeller Foundation
and the World Bank.
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growing perceptions of mismanagement, corrup- tion, controlled the media, and circumvented
tion and limits on participation in national deci- established mechanisms of checks and balances.
sion-making, prompted members of the univer-
sity community-many of whom possessed As portions of the African university community
comparative insight gained through graduate began to question public policies and decisions,
study abroad-to assert the academic com- economically beleaguered governments frequent-
munity's traditional right to critical and indepen- ly felt that their development partnership with
dent thinking. universities had been betrayed. Some reacted by

infringing on academic freedom. Permits, based
Academic freedom lies at the heart of university on prior government review, have been required
development. As defined by the same 1972 in order for university staff to carry out re-
AAU conference (Yesufu 1973, p. 45), it is search. Informers have been placed on campus-
interpreted as ... 'the liberty of the university to es. Outspoken academics have been publicly
determine course content and curricula, what to condemned, harassed, or subjected to worse
teach and how to teach; and it must embrace the treatment. Africa Watch, an international hu-
liberty to do research, publish and disseminate man rights organization, has docmented: .
knowledge freely, without let or hindrance. "swnmary executions of academics and students;
These are the conditions which guarantee excel- torture; arbitrary arrest andprolonged detention
lence in all aspects of the university's teaching without charge or trial imprisonment under
and research. It is only through the open com- conditions that are cruel and degrading; restric-
petition of ideas, and their ultimate synthesis in tions on freedom of expression, assembly, asso-
the form of new understanding, that knowledge ciation and movement; dismissal offaculty staff,
and innovation-and therefore develop- expulsion of students; university closures; ban-
ment-can be advanced. ning of student organizations and staff unions;

the prohibition of polfitcal activity' on campus,
As the result of a colonial heritage which did not discrimination against students on the basis of
encourage, and often actively repressed, the race, ethnic or regional origin; censorship of
emergence of indigenous institutions, the newly- teaching and reading materials; and manipula-
independent citizens of Africa frequently found tion of curricula. " (Africa Watch 1990, p. 1).
themselves with few institutional channels for
the articulation and mediation of group interests. Under such conditions, the daily conduct of
In many cases, civic associations, professional teaching and research becomes difficult if not
organizations, trade unions, producer groups, impossible, and standards of quality are rapidly
cultural societies and political parties were compromised. It is not surprising that many
nascent or non-existent. It was not surprising African nations have lost their leading intellects
that, in the midst of this relatively barren institu- to settings that are politically more tolerant. The
tional landscape, many citizens-particularly silencing of dissenting option stifles creativity
those from the middle and professional class- and deprives countries of the capacity for inno-
es-turned to the university as an established vation at a time when it is most needed. It may
institution located on the periphery of the state, well be true, as one African intellectual has
and saw in it a vehicle for giving voice. This noted, that "In spite of all its problems, Africa's
has been particularly true in settings where greatest poverty is a paucity of ideas' (Chege
governments have discouraged political opposi- 1989).
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At the same time, confrontation between states increase In tse costs of rwukdng uverslfes due
and universities has frequently undercut universi- to stppages of instrundon, creeping de-profes-
ty efficiency in meeting its principal objective of sfonalfzatfon of the academia loss of public
producing skilled human resources for national esteem and respectfor the tching st4ff, unnec-
development. University closures have become esary changes In the st4ffng of higher edua-
commonplace. Most recently, for example, the tdon dislocations In the planning for human
universities of Gabon, Dar es Salaam, and resource dewlopment and deployment, loss of
Zambia were shut down in early 1.992 to control finding, consultancles, and hielectual contacts
student protests. The entire university system in (Onari 1991, p. 3).
Kenya was closed for six months during 1991,
effectively losing the academic year. In 1987- For reasons of both efficiency and innovation, it
88, the University of Dakar was closed for a is in the national interest for governments and
year, and other similar instances abound. A universities to improve their working relation-
recent survey of student protests in Africa ships.
registers a steady increase in campus unrest.
Between 1980-84 the average number of coun-
tries experiencing student protest was six per Govenament Involvement In UnivesijY 4Affd
year, this average grew to over eight countries
per year during 1985-89. In 1989 alone, twelve Ihe various University Acts stipulate that Afri-
different African nations-Francophone and can universities should be largely free from
Anglophone-were affected (Nkdnyangi 1991, p. government control. However, government
4?). involvement in the running of African universi-

ties has been a growing characteristic of govern-
Diverse issues prompted these confrontations. ment-university relations (Kwapong 1992, p. 7).
As an illustration, a survey of student unrest in Governments routinely appoint key university
four African universities over a 25-year period aministtors and members of the university
identified 86 separate incidents (Omai 1991). councils. Governments may also mandate the
When these were categorized as to their princi- closure of universities, determine the terms and
pal cause: political, academic, managerial or conditions of staff appointments, set enrolment
student welfare-related, it was foumd that politi- levels, and censor staff research, teaching and
cal issues accounted for 52 percent. Other travel agendas.
researchers (Elsemon and Davis 1991) have
argued that student unrest is more likely to be The composition of university councils-the
prompted by issues of privilege (allowances, primary policymaking body for Anglophone
meals, accommodations) than by political con- universities-has proved a major point of con-
cern. A common theme in all cases has been tention. Although academic staff and student
the absence of effective mechanisms for commu- representative in council are usually elected by
nication and consultation to deal with these their respective constituenci, key members of
issues before they erupt into open conflict. the council, including the chairman, are often

appointed by the head of state. In Zambia, for
The costs of such conflicts and related university example, even though the University Acts allow
closures are high. They include "the massive for staff and students to elect their representa-
destruction of university and public propert; tives to council, in practice the head of state
loss of life for both students and the public; must approve these individuals before they can
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assume their council seats. Similarly, the head turbulent and less predictable. In the short-run,
of state appoints two-thirds of the 38 council it raises the possibility of further government
members at Makerere University in Uganda, and manipulation of the higher education sector,
15 out of 19 members at the University of whether it be efforts to control rising political
Botswana. Such practices mean that government activism on campus or to produce immediate
views tend to dominate and direct council delib- benefits for the voting public. In either case,
erations. In this way, universities may lose management and planning capacities of universi-
much of the autonomy legally guaranteed to ties are likely to become less stable. In the
them. long-run, of course, these political changes may

well benefit the university by providing citizens
Government usually has a major say in the with alternative avenues for political expression
appointment of senior university administrators. and consequently reducing pressures on the
Governmental designation of university heads is university to fulfill this role.
particularly contentious because of the wide
academic and administrative powers they com- In light of these political uncertainties, and for
mand, especially when such choices are based reasons of efficiency and relevance in an envi-
more on political than on professional criteria. ronment of rapid change, it may be appropriate

to assess govermnent's comparative advantage in
Govermments have also mandated expansion of pursuing such direct management of the higher
university enrollments without regard for univer- education sector. Governments have proved
sity capacity to absorb the increased numbers or adept at creating and maintaining essential
to provide them with a minimum standard of national infrastructure, providing basic social
educational quality. Kenya represents an ex- services, and preserving the integrity of national
treme but not unique case. In 1988 the vice- boundaries. They have demonstrated less effec-
chancellors of the country's four public universi- tiveness, however, in managing productive
ties decided to limit new admissions to 25 activities (such as parastatals) and, it is argued,
percent of the 13,832 students qualified to enter in directly developing specialized services such
the universities that year. Public outcry, howev- as higher education. In both latter cases, the
er, prevailed upon President Daniel arap Moi, most effective role for government is likely to be
who directed the Minister of Education and the supervisory or regulatory (van Vught 1991).
vice-chancellors to admit most of these students.
Although such political decisions are often
motivated by legitimate concern for the thou- FiYnancial Aspects of Universt/SSe Reladone
sands of secondary school leavers who seek
university admission, they also reflect a notice- Governments provide 85 percent or more of
able tendency by politicians to treat higher operating funds to most universities. As a
education as a reward to constituencies for result, universities are heavily dependent on
political support. government for their continued operation and

institutional stability, and are vulnerable to
The growing involvement of government in changes in the levels of financial support. As
university affairs is particularly worrying in light real levels of budgetary assistance fell steadily
of the movement towards more pluralistic politi- during the 1980's, universities found it
cal systems on the African continent. It suggests increasingly difficult to pursue a coherent plan-
that the politicaL sphere is likely to become more ning process. In some cases, governments
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moved away from an earlier practice of multi- of routine maintenance and precluding the
year commitments to university funding. In possibility of bulk purchase of frequently used
others, they proved unable to deliver on estimat- materials.
ed budgets. In 1990-91, for example, the Uni-
versity of Zambia received 79 percent of its Shrinking and less predictable financial support
funding request, while the University of Ghana has contributed significantly to the deterioration
obtained 53 percent, and Makerere University of university-state relations. Staff complain
34 percent. about the poor terms and conditions of service.

Students, subjected to crowded dormitory and
Governments control the policy environment for classroom conditions and inadequate food,
higher education in three basic ways. First, they regularly add their voices to the protest. Exam-
set access policy, whether it be open access as in ples abound of student unrest sparked by dis-
Francophone countries, expanded access as in putes over food quality (Nkinyangi 1991, p. 48).
Kenya, or limited access as in Tanzania. Sec-
ond, they control the sources and mechanisms of While the university community blames govern-
finance. These often contain disincentives for ment for being insensitive to its basic needs,
universities that seek financial diversification, as government has been quick to point out that
when new income is appropriated by the state or university members do not seem to comprehend
when amounts equivalent to these receipts are severe economic constraints. Responding to a
deducted from the university budget.. Third, 1991 strike by university staff, President Ken-
governments determine the extenit to which neth Kaunda of Zambia asked them to ... "show
universities possess the administrative flexibility some understanding for the genuine problems
to reallocate budgets internally so as to provide that Governmentfaces in raising the resources to
incentives or to put efficiency saviings to other implement these (salary) packages.' University
uses. staff and students have countered such appeals

by noting that the same governments have
In most cases, the budget allocation process is invested heavily in development projects of
based on negotiated or ad hoc decision-making questionable value and have often turned a blind
processes. In these circumstances, argumenta- eye on rampant corruption in public offices.
tion skills and political connections are often
more determinant that rational planning criteria At the same time, a shrinking public purse has
(Albrecht and Ziderman 1991). Budgets are led to greater government concern with obtain-
frequently adjusted by percentage increments ing value for money from higher education.
linked to inflation or general availabilities. They Cases of university mismanagement reinforce
are rarely set through predictable processes this concern (Omnari 1991, p. 25). Some gov-
based on enrollments or strategic plans. One ernments have sought to promote greater effi-
consequence has been considerable, variation in ciency and accountability through the promulga-
the level of government support from one year ton of guidelines designed to regulate public
to the next (see Chapter 2). In some cases, this expenditures, rationalize the use of university
difficulty is compounded by the fact that univer- resources, and moderate university autonomy
sities are funded on a monthly basis. Such (Onwumechill 1991, p. 2).
circumstances can only make the quest for
efficient university management more difficult; The financial tensions between governments and
for example, by encouraging the postponement universities are unlikely to be eased until posi-
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tive action is taken by both parties to address the question, and university to defend, the justifica-
principal sources of conflict. These include tion for each line item. To ensure good stew-
needs for improved communication, mediation, ardship of public funds, government may consid-
autonomy, accountability and financial diversifi- er developing general norms to promote cost-
cation within this relationship. efficiency in costing and staffing. The Nigerian

National Universities Commission, for example,
uses these norms as the basis for an input-based

Towards Improved University/State Relations system of budgetary allocation. Whenever
possible, government should seek to reinforce

Communication and Mediation: The first step to stability in the budgeting process by committing
fostering more positive university-state relations itself to a guaranteed minimum level of contribu-
lies in more effective communication between tion over a multi-year period. For example, a
the two parties. This can be pursued formally three-year rolling average, reviewed and adjust-
and informally. Formal communication mecha- ed annually, might be employed to smooth
nisms should be considered for three separate current ups and downs in the budgetary cycle.
purposes: policy dialogue, budget allocation,
and political emergencies. The possibility of university-based emergencies

involving public security concerns should be
Institutional mechanisms for policy development anticipated. Special communication channels
and implementation reduce conflict by profes- could be set up to deal with such situations
sionalizing the process on the basis of defined before they occur. Guidelines and procedures
guidelines and procedures. In multi-university could be agreed upon, legal parameters clarified,
systems of higher education, competing institu- and responsibilities assigned. Government
tional interests are often mediated and assessed police or security forces, as well as student
by buffer bodies created for this purpose.7 representatives, might be invited to participate to
Examples include the Nigerian National Univer- reduce the chance of uncoordinated response
sities Commission and the Kenyan Commission when an incident occurs. Planning of this type
for Higher Education. In other cases, this role holds the promise of reducing loss of life and
may be played by Ministries of Higher Educa- property when campus unrest occurs, and of
tion, particularly in Francophone countries. In improving university/state relations in the pro-
smaller systems, this responsibility may be cess.
shouldered by a National Planning Commission
(as in Mozambique) or by the Ministry of Plan- Opportunities also abound for improving infor-
ning. mal communication between the two sectors.

Universities could make greater use of opportu-
Budget discussions are normally conducted with nities to invite government representatives to
the Ministry of Finance and ideally take place offer guest lectures or seminars. In some cases,
within a defined policy framework. Budget the use of government employees as part-time
requests should be justified by a defined work lecturers might also be feasible. University
plan for the fiscal year which includes a clear open-days create the opportunity to inform the
definition of priorities. The process should also general public of university activities and achiev-
include ample opportunity for govermuent to ements. The University of Zimbabwe, for

7 For an auessment of these buffer bodies, see Albrecht and Ziderman (1991).
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example, organizes a special open day for cations on a continent where foreign aid has
government representatives at which it stresses become an economic activity in its own right.
its recent contributions to national development.
For its part, governments might make greater In the face of so much uncertainty, the watch-
use of university staff skills as contracted consul- word for African universities should be flexibili-
tants. University staff might be invited more ty. Ensuring the necessary flexibility to respond
frequently to present in-house seminars at gov- effectively to a fast-changing environment will
ernment offices. require the preservation, and in many cases the

expansion, of university autonomy. If they are
Autonomy: Sub-Saharan Africa is currently in to offer traning and research relevant to national
a period of uncertainty and change. Four main needs, universities will need to possess internal
phenomena shape this challenging scenario. organizational structures and management mech-
First, economic behavior is rapidly shifting in anisms capable of monitoring and adjusting to
response to a re-structuring of econlomic policy shifting circumstances.
and productive activities under a national struc-
tural adjustment efforts. Labor markets for new The legal parameters of university autonomy
and traditional skills are quickly evolving, and may need to be reaffirmed and perhaps extend-
new economic alliances are emerging. Second, ed. In many African countries, for example,
political systems are becoming more pluralistic university salaries reflect the prevailing pay
with the emergence of multiple parties and scales for government service. This creates a
popular elections. On a continent vhere demo- relatively inflexible system which makes it
cratic tradition is younger than independence, difficult for the university to offer performance
the impact of this change on national leadership, incentives or to reward excellence. This system
policy-making processes and society as a whole does not encourage efforts to improve manage-
is still unpredictable. Third, the promise of ment efficiency. Frequently, any savings gener-
majority rule in neighboring South Africa sug- ated by the university through a more productive
gests the likelihood of profound changes in the use of its staff resources remains with the gov-
political and economic relationships of Southern ernment and cannot be put to alternative use by
Africa. This wi1l create new opportunities for the university. It also stifles initiative. In some
regional cooperation (and competition), includ- cases, when any additional income is generated
ing the educational sphere. The net result of by the university, government reduces its contri-
these dynamic processes, so recently set in bution accordingly.
motion, is still difficult to discern. Fourth, the
recent decline in ideological conflict between the A recent World Bank study of financing strate-
East and West will change the organization of gies among 15 Anglophone African universities
international development assistance over time. (Blair 1992) indicated that only half have com-
As geo-political competition fades, ithe rationale plete control over reallocation of governmental
for bi-lateral development programs may weak- funding from one expenditure heading to anoth-
en. And as donor countries focus on domestic er. The rest have limited discretion to do so.
economic challenges (for example, European Ideally, universities should be delegated full
unification, United States budget deficit), multi- discretion to reallocate resources in the interest
lateral development programs could become of maximizing efficiency and effectiveness. One
more attractive. Such a shift away from bi- way to do so would be through the provision of
lateral assistance could have far-reaching impli- State fimding in the form of block grants.
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Universides may wish to receive their budgetary which might serve as the basis for coordinat-
vote in the form of a single block grant from ed funding discussions with government and
government that includes the salary allocation. donors.
If combined with appropriate accountability
mechanisms, the block grant creates the neces- * The preparation of an annual report which
sary conditions for increased management initia- lists accomplishments under the prior year's
tive and efficiency in resource use. work plan, and also identifies problems for

future attention.
The appointment process for the university's
chief officers could be de-linked from close * A broadening of the university council to
association with government. One way to do so include representation from business and
would be for all such positions to be publicly civic sectors to enhance the university's
advertised. A recruitment committee, drawn articulation with the society that supports it.
from members of the university council, might
then review applicants' credentials, and forward * The commissioning of an annual financial
a short list of the strongest candidates to govern- audit by a reputable independent auditing
ment. In this way, the university community firm.
would participate in the choice of its chief
executives, while government would have the One way of moving down the path towards
opportnity to exercise its stewardship responsi- improved university/state relations may be
bility. through the preparation of updated university

mission statements or strategic development
Acuntabilit: If universities are to be accord- plans (see Chapter 10). As a legitimate partner
ed greater autonomy in their relations with in the nation's higher education enterprise,
government and donors, they will havo to ensure government participation in the definition of a
that they remain fully accountable for any dele- university mission statement would be appropri-
gation of responsibility that they receive. There ate. Through discussion of key questions-What
are various ways in which the universities' kind of university do we need? What kind of
accountability might be enhanced. These in- university can we afford?-representatives of
clude: government and university are likely to gain

mutual understanding of the concerns and con-
* A client-responsive financing structure, in- straints that condition their respective view-

cluding cost-recovery, formula financing by points. On the basis of this understanding,
government, and private participation (see improved communication mechanisms for policy
Chapter 5). dialogue, budget allocation, and political emer-

gencies might be established, and agreements on
* The preparation of a yearly work plan, in- university autonomy and accountability eventual-

cluding concrete objectives and activities, ly reached.
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Progress and Potential for
Financial DiversifiJcation

In its assessment of university cost-effectiveness, reductions. Financial diversification has been
the Association of African Universities (1991, p. accorded greater attention as a strategy for
87) concludes: MThe continuing economic crisis financial stabilization.
in Africa makes it very unlikely thatfundingfrom
government, which is the major- source, will In this context, the World Bank commissioned a
significant*y improve. In fact, it is more likely survey of progress achieved and potential re-
that the value of these funds mia: dramatically maining for financial diversification among 15
drop in real terms. This situation may pose a institutions of African higher education.' The
more serious challenge to the capability of the Bank's 1988 policy paper had issued a strong
universities to maintain the present level of call for diversification of the university funding
quality of outputs, which are already under base as part of an overall strategy to revitalize
severe constraints. ... while government sources African higher education. The purpose of the
will still be critical, diversiJying the institutions' survey, conducted in late 1991, was to deter-
sources of funding will give them greater mine what had been achieved during the inter-
flexibility to undertake necessary improvement vening period, and to gauge the potenltial for
measures. It is a challenge that requires the additional gains.
utmost attention of the universities. N

This statement accurately sums ulp the principal The conclusions of the survey are not encourag-
financial constraints of the African higher educa- ing. Nevertheless, untapped opportunities are
tion sector. Economic output across the conti- identified which could well generate incremental
nent declined markedly during the 1980s. In financial improvements, and documented cases
consequence, national capacities to finance the of institutional initiative demonstrate what can be
education sector dropped accordingly. Although accomplished by commitment and ingenuity.
higher education was initially sheltered from this This potential will only be realized, however,
process, by the end of the decade it too had been when appropriate incentives have been put in
forced to absorb the impact of sizeable budget place to encourage and reward such initiatives.

S R.D.D. Blair, "Progress and Potential for Financial Divenification among Selected African Universities," January 1992.
The following discussion is based extensively on this report.
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In general, the survey confirmed the very diffi- * A mechanism for deciding what share of
cult conditions that prevail among African public resources can be devoted to higher
universities. They are inadequately financed, education, and for linking this allocation to
suffer from poor staff morale, and experience enrollments.
steady staff losses to the private sector, or to
universities in other countries, which will in- * Where appropriate, a progressive reallo-
crease as the "new' South Africa comes on line. cation of state resources from student subsi-
Buildings, estates and equipment are poorly dies to academic programs.
maintained, library resources are outdated,
students confront both university authorities and * A process for placing university funding on
governments, and the relationship between a multi-year basis.
universities and governments is chaotic-part-
icularly with regard to financial and funding * A means of establishing fair unit costs for
issues. University officials, from South Africa's university training.
relatively well-endowed University of Witwater-
srand to Zambia's Copperbelt University, refer * A means of sharing the costs of higher
to their situation as "battling to survive". education beyond the State.

o Incentives for efficiency and financial reform
The Financial Relationship between within universities, including the opportunity
Governments and Universities for them to retain any savings or income

earned.
Financial relations between universities and their
governments are turbulent. Although university Movement towards similar arrangements in
budgets certainly offer opportunities for more many developed countries suggests the feasibility
efficient use, arbitrary governmental budget of progress along these lines. While the solution
cutting-while not allowing universities to arrived at will be different in each country,
reduce their staff and requiring them to increase existing experience may prove instructive.
student in-takes-is a recipe for disaster. The Information available, particularly from Austra-
uncertainty of government subventions is a lia, Chile, the Netherlands and the United King-
principal impediment to more rational university dom, on how university/state financial relation-
planning (Sawyerr 1991, p. 26). A different ships are being recast, should prove to be a
financial relationship between governments and valuable reference resource for Africa.
their universities is clearly necessary.

To create the consensus necessary to produce
One pre-requisite for progress towards financial such a pact, a series of educational efforts
stability and improvement would appear to be a directed at political leaders and policymakers
pact between the State and each university, may be required. The message should be that
which places the government's funding of the there is a better way to finance universities. An
university on a rational and predictable basis. appropriate mix of positive and negative incen-
Given the wide range of national circumstances, tives can result in improved university perfor-
it is not possible to offer a universal formula for mance and a better use of public resources. In
such a pact. However, any such agreement the process, however, governments will have to
should probably include: grant universities greater autonomy as various
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financial reforms produce improved accountabili- bet by an additional 2,500 or so. Eisemon
ty. (1991, p. 11) notes that only three countries-

Kenya, Nigeria and Zimbabwe-have developed
provisions for the accreditation of private iostitu-

Pdvate Univerdaes tions and their evolution into autonomous uni-
versities. The development of private higher

Private universities are a potentialy important education in Africa, he suggests, has been
way of diversifying the financial base of national severely constrained by difficult economic
higher education systems. They offer an alterna- conditions, by the association of public universi-
tive for expanding access to higher education ties with high quality education and access to
without adding significantly to government costs. modern sector employment, and by residual
In Latin America, private universities have feelings from the colonial experience that private
soaked up a substantial amount of student de- involvement exacerbates inequalities in educa-
mand over the last 30 years. Between 1960 and tion.
1970, private higher education enrollments
jumped five-fold, almost doubling their share of
total enrollments from 16.4 percent to 31.0 Box 1. Daystar Uniersity
percent during the decade. From 1970 to 1985,
private higher education enrollments quadrupled,
but its share remained almost constant (32.6 Daystar University is a small prospering
percent) as public university enrollments in- private university in Nairobi, Kenya. Its
creased at roughly the same rate (Brunmner 1990, 600 students are charged yearly fees of
p. 106). As African governments feel heighten- US$2,500 which cover 70 percent of the
ing demand from rising numbers of secondary university's operating budget. It offers
school graduates (the combined effect of popula- undergraduate degrees in accounting,
tion growth and increased access to education), business, communications, community
they may wish to broaden their higher education development, education and religious

and allow private universities o join studies. It operates on the basis of one,systems five ando ten-yea businesse plan anmi
government as partners in the production of five and ten-year busess plans and is
skilled human resources, very market- onented. Major programs

are organized as cost centers which em-
At present, private universities are insignificant ploy computerized systems for trackdng
within Afrnca. Total private universi enrol- costs. Staff are paid less than at public
ment on the continent is esimated at 6l000 universities, but they participate directly in

mention thme ontinentaiseestimated atd 6n,0 shaping university policy through a strong
sities in seven Sub-Saharan countries a nerya, staff association. Students routinely evalu-
Liberia, Madagascar, Niger, Rwanda, Zaire, ate teachingostaff, andthese appratsalsare

Zimbbwe (Esemn 191,p. ). uchof his talce seriously by manaement. StudentZimbabwe) (Elsemon 1991, ,p. 9). Much of this -scho.lahips are provided to those who
number is concentrated in Kenya (eleven private nee them i retr for work contrbu-
institutions with 2,000 students) and in Zaire tons. Graduate placement is assisted by
(nine private colleges and universities). The an a rdumni acemnt
inclusion of Sudan, with its three sizeable pri- an active alumni associon.
vate and religious universities, raises this num-
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Private higher education in Africa is expensive universities will need to be set. These include
to provide and costly to attend. A newly-estab- entry criteria for establishment, mechanisms for
lished Catholic university in Cameroon, for periodic review and accreditation, and the extent
example, charges roughly US$2,700 per year in to which public finance will be used to foster
tuition fees, room and board. While the unit quality in private universities.
costs of private universities may be lower than
in their public counterparts, their cost structures
are similar. Most private institutions are resi- Progress in Universi*y inancial Diveizflca*ion
dential, and salaries must be competitive with
those of public universities to attract and retain It appears that African universities have made
qualified staff. The students who can afford relatively little progress in diversifying their
private higher education do not lack other educa- finances over the 1989-91 period. The World
tional choices. Private universities in both Bank survey indicates that govemments provide
Anglophone and Francophone Africa compete an average 86 percent of annual recurrent bud-
with high-cost higher education in North Ameri- gets. The remainder comes from student fees,
ca and Europe, and with low-cost universities in donors, investments and income-generating
developing countries such as India (Eisenwn, activities. The proportional contributions of
1991, p. 52). these various sources show no discernible trend

over the three years (see Table 7). If anything,
Where African governments have allowed pri- the situation in Francophone universities is less
vate higher education institutions, they have positive from a diversification standpoint. In a
done so in the belief that this can deflect student review of financial strategies among these insti-
demand away from public institutions under tutions, Diambomba (1991, p. 27) observes that
growing financial pressureL, whie perhaps private contributions are virtually non-existent,
saving some foreign exchange, New private and that tuition fees are absurdly low.
religious universities are planned or underway in
Angola, Cameroon, Mozambiue, uganda and University budgets are composed of contribu-
Zimbabwe. Yet private higher education does tions from the state, students and their families,
not absorb a significant portion of university donors, income-generating initiatives, private
enrollments in Africa, and this seems unlikely to sector contributions, and investments.
change soon. As long as public higher educa-
tion is provided by governments at little or no Following the state, student contributions consti-
cost to the individual, and private higher educa- tute the next most significant source of income.
tion remains entirely self-supporting, private Only half of the 15 universities charge student
universities will continue to play a very minor fees (these data are difficult to interpret as
role (Eisemon, 1991, p. 55). definitions of fees deviate considerably). For

those that do, fee revenue averaged rougbly 10
In the longer-term, however, the Latin American percent. Wide individual variations can be
example-where private universities have ab- observed. Fees contributed 28 percent of the
sorbed a sizeable share of sharply rising higher annual budget for the University of Witwaters-
education demand-is likely to prompt public rand, up from 24 percent in 1989. Fees ac-
and private efforts to diversify Africa's higher counted for 13 and 14 percent of budgets in
education systems along similar lines. To do so, Botswana and Lesotho respectively, although
certain policy parameters governing private these inputs showed a decline from higher levels
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Table 7. Sources of Annual Recurrent Budget

University St Don SF Pvt End Inc Inv Ozh St Don SF Pvt End Inc Inv Oh St Don SF Pvt Ed Inc Inv O0h

Botawana 73.8 12.6 13.6 66.0 0.0 17.1 16.9 64.3 0.0 18.5 172Ghana 70.0 1.2 0.1 20.0 8.0 70.0 1.2 0.1 20.0 8.0Kenyatta 100 100 1001. Kenyatta 100 100
Lesotho 75.0 14.0 0.0 11.0 68.0 14.0 0.5 17.5 70.0 21.0 0.1Malawi 87.3 4.0 4.5 2.9 0.3 88.4 2.9 4.6 2.7 0.2 88.7 3.3 3.3 2.8 0.4Ibadan 72.0 5.3 3.9 1.7 85.0 3.3 4.8 3.0Nwkka 92.0 2.0 1.0 5.0 93.0 2.0 1.0 4.0 91.0 3.0 1.0 5.0Obafemi
Awolowo 95.4 4.6 95.2 4.8 95.3 4.7Swaziland 85.0 5.0 1.0 9.0 90.0 5.0 1.0 4.0
Dar es
Saim

Maketere 90.0 7.0 2.0 0.5 0.5 87.0 10.0 2.0 0.5 0.5 82.0 10.0 5.0 2.0 1.0Copperbelt 90.0 8.0 2.0 71.0 25.0 4.0 82.0 14.0 4.0Zimbabwe 90.0 6.0 4.0 1.0 88.0 7.0 4.0 1.0 86.0 8.0 5.0 1.0Witwater. 68.0 27.9 2.8 1.3 70.6 24.5 3.5 1.4 70.3 23.8 4.4 1.5

Average 86.0 6.0 9.6 0.5 1.6 4.1 5.4 82.8 5.0 10.1 0.5 0.1 4.9 3.1 7.0 83.4 5.0 10.1 2.0 0.1 5.5 3.5 5.5

Notes: St = State; Don = Donors; SF = Students/fmilies; Pvt - Private sector; End = Endowennts; Inc = Income generating activities; Inv = Investments; Other Other sourcesa. Data not supplied
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in 1989. Donor support for recurrent budgets * They are a means of increasing university
has been insignificant, as is the private sector funding and linking resource levels with
and endowment income. Income-generation is enrollments.
reported by only half the universities, and it
constitutes less than 5 percent of budget-except * They will progressively make universities
at the University of Ghana which reports 20 more responsive to student needs, by instill-
percent. ing the concept of students as clients, with

consequent improvements in efficiency and
quality (Psacharopoudos 1990, p. 160).

Cost Recovery
* They will provide an incentive to students to

Student Fees: Several universities receive complete their study programs more quickly
significant income from student fees. Because in order to reduce costs, and to avoid action
of the longstanding traditions of free university that might disrupt their education or reduce
education in most countries, this issue is sensi- the quality of education they are receiving.
tive and potentially explosive. Some universities
prefer indirect methods of obtaining fees from Among the 15 universities surveyed, only Ghana
students. These may include registration fees, and Malawi do not seem to be contemplating
brokerage fees, insurance coverage, library fees, some form of student tuition charges. Even in
laboratory fees, and student activities fees. Tanzania, a policy change in this direction seems
Because these charges are indirect (and as long likely. Less well established is the need for the
as they are not labelled as regular tuition), fee structure to be clear, and for the student to
students are generally more willing to pay. In make this contribution directly. In Kenya and
many cases, such indirect fees may comprise Zimbabwe, the fee may either be covered in
more than 50 percent of fee revenue (Tarpeh some way by the State.
1991,p. 3).

The universities of Sierra Leone and Liberia
Tuition fees remain a subject of considerable have a longstanding tradition of charging fees
potential and challenge. It is characterized by a for all university services, including tuition. In
great deal of confusion in many institutions, and Sierra Leone, all first-year students are required
by a yawning gap between policy and practice in to pay tuition fees. Upon successful completion
others. The situation is complicated by the fact of the first year, they are eligible for govern-
that in several countries new systems of student ment scholarships awarded on the basis of
support and fees are under consideration. There academic performance and financial need.
is a general awareness that the State can no
longer be counted on to fully fund the universi- Ideally, tuition fees should cover a defined
ties, and that the most obvious alternative source portion of the full economic cost of training,
of finance is the group that directly benefits with the state covering the difference. To
from university education. accomplish this, universities must know exactly

what these costs are. The calculation of this
The arguments in favor of student tuition fees full-cost amount should exclude the costs of
are straightforward: university research (to be covered separately by

45



EbswnWu in 4fica

the State, donors and private sector), the costs of Within this financial pact, the State might then
new capital equipment, and the costs of non- agree to fund-through a block grant to each
academic services such as residences and food institution, or through a formula mix of grants
service which should operate on a separate cost- and loans in support of students -whatever
recovery basis. The full-cost figure should number and mix of students the national econo-
include all other recurrent operational costs, my could afford, at a cost equivalent to the
including maintenance and depreciation. These amount of the full-cost tuition fee not recovered
cost figures should then be updated annually and directly from the student. Unless offset by a
be monitored by management to improve cost- financial assistance or loan scheme for students,
efficiency. this might result in an initial reduction in student

numbers. However, it would place higher
In the survey report, an attempt was made to education systems on a more stable financial
estimate what this full-cost might be in the footing. It would provide guarantees for mini-
responding institutions, and to coimpare it against mum standards of quality in public higher educa-
fees currently charged (see Table 8). Except for tion, and create the basis for significant expan-
the University of Witwatersrand, which recovers sion in the provision of private higher education.
roughly one-third of its estimated costs, the
actual fee charged is very low in proportion to The current Kenyan example may prove instruc-
the estimated full-cost fee. It averages around tive here. In 1991 the Kenyan government
10 percent in the humanities, somewhat less in introduced a significant tuition fee of roughly
the sciences, and is inconsequential in the medi- US$200 (needy students will receive government
cal sciences. By comparison, private tertiary grants to cover these charges) together with
institutions in the United States obtain 38 percent almost full-cost recovery charges for student
of their revenues through student tuition and fees accommodation and meals (argely provided
(American CouncU on Education 1990). through a government loan to each student).

Details of this approach are still being worked
As part of the financial pact between govern- out, and it'is not yet clear how the program will
ments and universities, the key institutional be implemented. The scheme is complex, but it
actors in each country might draw up a phased introduces an interesting mix of student cost-
plan to introduce tuition fees, with the goal of sharing and government grants and loans to
achieving within five years a fee level equal to students.
at least 20 percent of the real cosit. This sugges-
tion assumes that universities will become better One challenge which accompanies the introduc-
managed and more efficient, and that their tion of fees is how to buffer the economically
national economies will grow as the result of disadvantaged student against these additional
current economic reform efforts. The evidence costs. Scholarships or loans are the most com-
from the universities of Witwatersrand and Cape mon method, although experience to date with
Town, where fee income increased from 18 loan programs-especially in Africa-has not
percent to 27 percent over the past five years, been very encouraging (Albrecht and Ziderman
indicates what can be accomplished in a reason- 1991). One administrative difficulty associated
ably developed economy. But even in the best with scholarships and loans is that the means test
circumstance, such charges musit be viewed as commonly used in the Western world is general-
only part of a composite financing strategy. ly not effective in Africa. This is due to the
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Table 8. Comparison of the full cost/economic fee and the actWalfee charged (US$), with the actual
fee shown as a percentage of thefidl cost fee.

Undersra&ut TUon Few
AccomnwwWon od

Uni Vr y fiwann scieces Medicin cUeIS FeU

Econ Actw % Econ Acu % Econ Actual % Ecan ActWal %

DOtawana 9102 971 11 12623 1117 9 1938 971 50
Ghana 1541 0 0 1541 0 0 6302 0 0 ? t t
Kenyata (2) 1342 207 15 1054 207 20 390 302 77
J. Ksnyaua 2) 1182 207 18 309 0 0
Lesotho 4677 523 11 4546 523 11 180 348 194
Malawi 3693 70 2 3727 70 2 4961 70 1 383 0 0
lbadan (4) 605 0 0 611 0 0 948 0 0 32 9 29
Naukka (4)(5)
Obafemi Awolowo (4) 499 0 0 540 0 0 684 0 0 5 9 189
Swaziland 2942 488 17 5258 523 10 1153 1045 91
Dar es Salaam (1) 278S 1528 55 2977 1528 51 1S4 360 234
Makerere (3) 1048 112 1i 1025 1S0 15 1285 1S0 12 207 117 57
Copporbelt 1204 116 10 ,1648 145 9 108 18 17
Zimbabwe 1977 179 9 4122 205 5 7835 223 3 1070 72S 68
Witwaterrand 4704 1742 37 6240 1742 28 5988 2091 3S 1713 1589 93

Notes. Econ = full cost/economic fee; Actual = actual fee charged by institution; (1) Fees not paid
except by a handful of self-sponsored students; (2) Tuition fees to be introduced with effect from
1991/92 academic year; (3) Fees paid by the State; (4) Tuition fees charged by postgraduate students
only; and (5) No fee data supplied, no catering service provided

The full cost/economic undergraduate tuition fee was calculated by:

* Aggregating the recurrent budgets for Faculties within broad discipline areas of Humanities
(Arts, Commerce, Education, Law, Social Studies, etc.), Sciences (Agriculture, Engineering,
Technology, Science, etc.), and Medicine (Medicine, Pharmacy, Nursing, Veterinary
Medicine).

* dividing the total broad discipline budget by the number of students in the discipline.

* adding an amount reached by dividing the total non-academic recurrent budget Oess the budget
for student accommodation and catering where given) by the total number of students.

The full cost/economic accommodation and catering (residence) fee calculated by dividing the total
recurrent budget given for student housing and catering by the total number of resident students.
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capacity of students to generate support through (Eisemon and Salmi 1992). In general, Anglop-
extended family and kinship networks. One hone governments spend 12 percent of their
promising alternative has emerged in Uganda, higher education budgets on student support;
where a Needy Students Work Scheme has been Francophone governments spend 55 percent
instituted (Senteza Kajubi 1992, p. 439). Stu- (Orivel 1988, p. 8).
dents self-select under this program through
voluntary application for remunerated communi- Government subventions for university student
ty jobs. The fact that work must be performed maintenance constitute a serious precedent
to earn benefits ensures that only the truly needy directly related to educational quality. Under
will be assisted by the program. the budgetary stagnation that prevails in many

countries, staff salaries may be frozen while the
Another constraint has frequently been the general costs of food continue to rise as the
absence of an effective institutional mechanism result of inflation. The result is that student
for collecting loan payments (Chuta 1992). In feeding consumes a larger and larger share of
Ghana, this shortcoming has been addressed by the budget, leaving less and less for academic
having a university student loan program man- needs.
aged by the Social Security and National Insur-
ance Trust, which deducts loan repayments from The view that the costs of student housing and
social security contributions (Kotey 1992). meals should be recovered in full from the

students is increasingly accepted in Afri-
Fee structures may also be managed to create ca-more soin Anglophone than in Francophone
differential incentives in support of institutional countries. As this viewpoint is put into practice,
objectives. In Mozambique, students may residence halls and dining facilities will be
receive full or partial exemption from fees expected to operate on a break-even basis, and
according to their academic performance. will cease to receive government subsidies. A
Sliding fees may also be used to steer students number of universities are charging fees which
towards high priority areas of study. recover some portion of accommodation and

meals expenses (see Table 9). In many cases,
Student Support Services: Significant portions however, these fees are covered by government
of many higher education budgets are consumed scholarships to students with the result that little
by providing university students with free room real cost-sharing occurs.
and board. In Uganda, for example, 30 percent
of Makerere University's limited resources are Universities wishing to diversify their financial
spent on student meals and accommodations. base by increasing cost-recovery for student
The problem is more severe in Francophone meals and accommodation might do so through
countries. Much of the government's higher a phased strategy of implementation. For exam-
education budget are used for student living ple, over a five-year period cost-recovery might
allowances in Niger (65 percent), Cote D'Ivoire be initially announced and then applied only to
(55 percent), Burkina Faso (54 percent), and new incoming students until the entire student
Benin (48 percent) (World Bank 1986, p. 11). body is subject to these fees. As necessary,
In Senegal, Cheikh Anta Diop University spends students might be assisted to meet these fees
an average US$1,708 per student on non-aca- through a combination of loans and grants.
demic support services, but just US$37 per Through just such a gradualist approach, Nigeri-
student for educational materials and supplies an universities are establishing cost-recovery in
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non-academic services as a normal part of the compared to prevailing norms, and are heavily
higher education enterprise (Sutherland-Addy subsidized when compared to open market rental
1992, p. 23). levels (see Table 10). Since the combination of

rapid population growth and economic stagnation
Student residential and dining facilities generally has created sizeable housing deficits in many
constitute one of the most promising areas in African countries, providing housing to universi-
which to achieve greater management efficiency ty staff is an important mechanism for staff
and cost reduction. These operations frequently retention as academic salaries have deteriorated
account for a very large proportion of a univer- over the past decade. But university staff hous-
sity's non-academic staff. They also tend to ing has frequently proved difficult to manage.
have major problems of financial control and When staff reach retirement or move from full
quality supervision. The University of Botswana to part-time employment, they often refuse to
provides a positive example of how these prob- give up their housing. Universities are conse-
lems can be addressed. It has recently privat- quently faced with the challenge of building or
ized its student meal service, and introduced a renting new houses when new staff members are
phased system by which students become pro- hired.
gressively more responsible for cleaning their
own rooms. Considerable cost savings are While staff housing may represent an important
expected. in-kind salary supplement and staff retention

incentive, it has also become a serious and
Where students are crowded into dormitory largely hidden drain on limited university financ-
rooms, lack functioning sanitary facilities, and es. And because financial resources are so
subsist on poor quality food, the introduction of scarce, the maintenance of staff housing is often
cost recovery may spark strong reaction. Such totally inadequate. As a result, university
changes need to be linked with initial invest- housing properties are deteriorating assets.
ments to improve the quality of meals and Ideally, university staff should receive a realistic
accommodations so that increased fees are salary that would allow them to pay a market
justified. Universities must also enjoy the equivalent rent (cost recovery plus maintenance),
administrative autonomy to receive and use such perhaps with the option of later purchase. This
fees to maintain standards of service. seems unlikely to occur in the near term.

Staff Housing: Most African universities pro- Where full cost recovery rents are not possible,
vide housing to their academic staff, and occa- universities are urged to earmark a portion of
sionally to other employees. Some universities rental income currently received for housing
attempt to house all eligible staff; others offer maintenance, repair and management. Mainte-
this benefit to a third or more of their staff. nance and repair costs are normally about 2
Only a few universities (for example, Zimba- percent of the replacement cost for the housing
bwe) have relatively restricted housing benefits. unit. Property management could be contracted
Although virtually all universities charge rent, in out to a specialized firm for around 5 percent of
many cases the rental amount represents only a the monthly rent under normal market condi-
small portion of the full cost of operating and tions. It is essential to maintain university
maintaining these houses. Consequently, rents housing stock to protect this investment and
constitute a low proportion of staff salaries extend the life of this asset. Only by making

49



Universice hI 4fHca

Table 9. Fee Income as a Percentage of Recurrent Budget Expenditure
(percent)

DM Accommodadon and dinbi
Univer* 1991 199 1959 1991 1990 1989

Botswana 15 16 21 48 53 62
Ghana 0 0 0 0 0 0
Kenyana 17 17 0 100 100 87
J. Kenysaa 0 0 0 0 0 0
Lesotho 12 13 21 86 76 82
Malawi 2 2 2 0 0 0
Ibadan 4 5 3 29 36 75
Obafemi Awolowes 1 0 1 ? ? ?
N.ukab 0 0 0 ? 554 472
Swaziland 11 12 13 93 96 93
Darea Salsam 0 10 16 0 0 0
Makerere 11 ? t 57 57 57
Coppedbelt 9 24 22 18 30 75
Zimbabwe 6 7 8 69 79 75
Witwateaand 29 25 25 93 ? t

a. No budget wu own 1br udent houn and cateng, aou af incom was ated for these.
b. Either fee inom fr suden accommodation was ovetated, or (mom liely) expenditur was considerably understated.

Table 10. Staff Housing

Cqi Rent at percentage
UJ40 Ct of verage FCR Other

O P RAnt Charged Coat Rom ed by Recovey Academc Market Cons dend Assitd.
University Houed Owied Yr/ANo Rent Uttes Yes/Ao Saades Ran Yes/No YCes/N

Botbwana 100 x Y 35 100 Y 15 20 Y Y
Ghana So x Y mni min N 7 ? Y Y
Kenyatt S x Y t 100 Y 4 44 Y Y
J. Kenyatta ? x Y 100 100 Y 5 ? Y Y
Lesotho 60 x Y 15 100 N 5 33 N Y
Malawi 100 x Y 6 100 N 10 6 N N
Ibadan 32 s N 8 0 N 8 54 N N
Obafetu Awol. 40 x Y 10 80 N 8 ? N N
Naukka 44 x Y ? ? ? 39 20 N N
Swazilan 36 x Y 20 t N 3 20 N Y
Dar es Salasm 90 x Y 3 100 N 10 3 N Y
Makerere So x Y 98 98 N 5 30 N N
Copperbelt 90 x Y ? 100 N 5 3 N Y
Zimbabwe 5 x Y 45 100 N 1S 45 N Y
Witwaterand I x Y S0 S0 Y 15 S0 N N

Notes: F.C.R. considered - Pull cowt recovery rent considered? Other assistance - Other housing assisance provided to staff?
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specific financial arrangements for this, and by versity in Zambia and Witwatersrand in South
including operating expenses associated with Africa-reported any income from the external
property management in the university's recur- sale of services. Neither institution had devel-
rent budget, will this be achieved. oped the external use of central services into a

'business' with profit as a motive. In many
Universi Services: To what extent do univer- countries, universities are comparatively well
sities operate central services in ways that permit endowed in facilities and equipment relative to
expenditure monitoring and cost recovery? the rest of society. If associated services were
Since some of the academic service functions of to be structured as cost centers, they could be
a university can be run on a quasi-commercial marketed to the public to capitalize on the
basis, it should be relatively easy to define the university's comparative advantage. Any 'prof-
expenditure and income flows for such activities it' generated by external use would constitute
and then to charge both internal and external new income and allow that university unit to
users for these services. The World Bank operate on a self-sustaining basis.
survey sought to document the extent to which
such businesslike practice has been adopted by
African universities. Among the services sur- Income Enhancng Al*ermves
veyed were photocopying, printing, telephone
use, computer use, transport, equipment mainte- Exterally Funded and Contract Research: It is
nance, municipal services, security and food generally accepted that the research output of
services. Responses indicated a wide variety of African universities has been inadequate. One
practice, but no discernible pattern. Printing cause has been insufficient research fning.
was the activity most likely to be managed on a The survey indicates that most universities are
full cost recovery basis; security, municipal able to allocate only a very small porion of their
services and equipment maintenance were the overall budget to research, and external sources
least likely to be provided in return for payment. of funding for research activity are of consider-

able importance, representing one of the few
Overall, very few universities charge for their areas of significant diversification in the funding
general services. However, several institutions of university activities (see Table 11).
are considering the introduction of cost recovery
for central services such as printing and equip- External sources contribute over 75 percent of
ment maintenance. In the most cases this will research expenditure in most of the universities
likely mean that one part of the university pays surveyed. In almost all cases, international
another, but this has the advantage of increasing donor agencies are the main source, with univer-
the user's awareness of the cost of services. sity linkage programs a significant secondary
Over time, this might lead to greater efficiency contributor in several instances. Only in South
in the use of university resources, particularly Africa does the private sector assume a signifi-
where the internal user is able to choose between cant role in funding research. For the rest of
university-provided services and those available Africa, industrial contributions are unlikely to
externally. constitute much funding potential until economic

improvement occurs. But even in the most
University services are rarely marketed to the developed countries, industry covers only a
public, although facilities rental is more com- small fraction of university research expenditures
mon. Only two institutions-Copperbelt Uni- (Thdstrup 1992, p. 19).

Si



Uiivaideas In 4fica

Table 11. Research Expenditure as a Percentage of Total Recurrent and Capital Budget

Unlvenl4r 1991 1990 1989 1991 199 1989

Botswana 1.S 1.3 1.6 - 4.0 8.9
Ghana- - -- - -
Kenyatta - - - 0.6 0.1 0.3
J. Kenyaoa 0.9 0.9 - -

L:esotho - - - - 0.8 -
Malawi 0.2 0.2 0.2 2.1 2.6 2.2
Ibadan' 4.2 4.3 3.9 - - -
Obafeni Awolowo 6.5 3.9 6.3 3.5 1.7 6.8
Nsukke - 3.0 3.0 - 3.3 2.6
Swaziland - - - 0.8 0.7 0.5
Dar es Salaam - - - 0.7 0.8 1.7
Makerere 0.7 1.7 0.6 2.8 7.1 2.7
Copperbelt 0.5 - - - - -

Zimbabwe 3.5 2.6 2.2 - 8.2 11.9
Vitwaterrand 4.6 4.9 4.7 16.5 185 16.0

a. No capital expendiut reported

Although the external funding picture for re- ing factors. Because most African universities
search is positive, survey information on the -when compared to other national institu-
management of research is less encouraging. tions-are relatively well endowed in human
Less than half of the surveyed institutions levy resources, equipment, and access to information,
an institutional management charge on external contract research seems to offer an area of
research funding, perhaps because they are potential expansion. In the short run, primary
unable to provide researchers with appropriate clients are likely to be governments and donors.
services in return. Only half undertake contract In the longer term, as the private sector grows,
research, and only two of these institutions claim many small and medium-sized indigenous firms
to do so on a full cost recovery basis. Just half will require research services, and universities
of the responding universities have a research are the obvious source. Universities can help to
management plan. In most cases, they were develop this potential by publicly disseminating
unable to determine the portion of external information on staff and institutional capabilities,
research funding that could be regarded as creating agile yet accountable financial systems
contract research, nor could they indicate the for managing such activities, and reforming
sources of contract research where. terms of service to facilitate staff participation in

these activities. University-affiliated research
University respondents were generally optimistic foundations in Latin America, Europe and the
concerning the potential for growth in their United States have been established for precisely
volume of contract research. Shortages of staff this purpose, and African universities might
and the absence of clear policies and financial usefully adapt these experiences to their own
procedures were offered as the principal inhibit- needs.
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To tap the income potential of contract research, generating hard data that show the progress they
African universities are encouraged to ensure are making in financial diversification.
that the following essential requirements are put
in place: Box 2. Financial Diversification at the

University of Sierra Leone
* A research management plan (SAREC had

developed considerable experience in working
with universities on this). The University of Sierra Leone has taken

creative steps in the effort to broaden its
* A financial system which enables them to financial base. A Department of Commer-

price all types of research accurately, and cial and Industrial Enterprises has been
which ensures that institutional overheads are established, which has set up a limited
recovered (the existing practice of charging a liability company to conduct business in
fiat fee of between 5 and 15 percent is inap- selected areas, and to promote joint venture
propriate). activities. Another unit, University Re-

search and Development Services, promotes
External Funding of Other Universit Activitiesu consultancies and contract research for
External funding is a significant source of sup- university staff. In 1991, it produced gross

portforothe umersiy ativiies mcldmg revenues of roughly US$142,000. A Forumport for other university activities, including for Science, Technology and Arts for De-
staff development programs,library acquisitions, | velopment (FORSTAD) has recently been
professional conference participation by staff, launc aSTa cat mechnism with
and the provision of equipment and vehicles,. t.heprate sctrufortthe j efinitioniof
Here again, university record-keeping is general- research priorites, curriculum content, and
ly not sufficiently well organized to permit the graduate output needs, and to generate fund-
monitoring and assessment of these activities. In ing for new course development and short
the World Bank survey, most institutions were term professional training. A University
not able to estimate even the approximate level Development Fund and its secretariat serve
of support that they received from donors for as a vehicle for fund-raising. These funds
staff training, libraries or equipment purchases. have been given to departments to meet

costs which cannot be funded by the Univ-
The reasons for university difficulties in defining ersity's central funds. At the same time,
the levels of their external support are readily administrative procedures were modified to
understood. Such support is often retained in reduce waste, improve inventory control
hard currency outside the country, and is often and increase internal accountability. Stu-
administered by outside organizations on behalf dent catering was privatized in one of the
of the institution. Nevertheless, it is important constituent colleges and subsidies limited in
that universities establish the means to identify other colleges with smaller student num-
and quantify this support accurately. Such data bers. Insurance, clearing and forwarding
are vital to their arguments for greater rationali- services were transferred to the university
ty in State funding, as they document universi- company. Tuition fees were revised up-
ties achievements in obtaining non-governmental wards and other user charges instituted so
support, so reducing their financial demands on that fees now contribute 15 percent of the
the State. Universities could strengthen their real student cost.
case in budget discussions with government by
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Consultancy Services: The development of the university in this arrangement. Given the
institutional consultancy services to generate growth of these activities as academic staff
untied revenue for universities is a sound con- struggle to supplement their declining salaries,
cept in principle. However, existing experience, and the associated potential for university re-
when combined with the survey results, is sources to be used in support of these individual
sobering. It may be that the potential for in- activities, the development of university policy
come-generation on the basis of university and procedure governing such work is needed to
consultancy services has been overstated. clarify the obligations and responsibilities of atl

parties, and to reduce the possibilities for con-
Only 3 of the 15 universities surveyed possess flict of interest. Such regulations should define
an institutional structure, such as a university the minimal academic obligations of the faulty
consulting office, dedicated to the pursuit of member, and provide a transparent agreement on
consulting work. The University of Ibadan the share of the consultancy fee which would go
owns shares in a limited liability company. The to the individual, his or her department, and the
National University of Lesotho has reportedly university as a whole.
put in place the necessary elements, including a
useful statement on staff consultancy policy, to A mnmber of problems have characterized the
operationalize institutional consulting. The efforts of African universities to develop consult-
recentiy established Bureau of Industrial Cooper- ancy services. Universities tend to be slow in
ation at the University of Dar es Salaam's responding to business opportunities. They may
Faculty of Engineering has channeled a number wish to exercise excessive control over the
of consultancies and service activities to staff consultancy enterprise, so stifling its initiative.
members through a structure which negotiates Universities may attempt to appropriate too large
contract terms and provides guarantees of quality a share of the income, thus dampening individu-
and timely completion. The University of al incentives to participate. Often, it may be
Ghana/Legon established a consultancy unit in difficult for universities to persuade their staff to
1990 and reported a profit of 9 percent on total work tirough the institutional consultancy unit
earnings of US$22,700. The university's writ- as current arrangements (in which university
ten description of the policies and organization facilities are often used at no cost) may be
of its consulting center provides a useful refer- individually more advantageous. Universities
ence for other universities to consider in plan- may experience difficulties in convincing clients
ning their own initiatives. to use the unit instead of contracting direcdy

with individual staff, as it is in the economic
In general, it appears that outside engineering, interests of both parties to exclude university
economics and certain science disciplines, most participation. Finally, most universities lack the
academic staff have limited involvement in required entrepreneurial and management skills
university-based consulting. At the same time, to turn their consultancy units into viable enter-
a fairly high proportion of African academics are prises. In all cases, universities should carefully
involved in personal consultancy activities. survey the market for consultancy activities
Unless the consultancy work requires certain before they get involved to ensure that there is
specialized types of institutional support or sufficient demand to warrant the effort.
equipment that only a university can provide, it
may not be in the financial interest of either the For university consultancy services to become
consultant or the employing agency to involve economically viable activities, several conditions
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must be met. First, the national economy must strengths in the teaching field, they now have to
be sufficiently dynamic to generate both clients compete with private training firms which have
and needs for the university's consulting servic- appeared in the market place.
es. Second, the university must possess a core
group of quality staff who are marketable as The World Bank survey suggests that most
consultants. High-quality support staff are universities are active in continuing education.
essential. The unit must be managed by an However, the information provided is sketchy at
entrepreneur with initiative, organization and best. Financial arrangements are unclear.
marketing skills. Where this is lacking, joint Understanding the fee structures is difficult, and
ventures or sub-contract arrangements with estimates of income generated are not readily
private consulting firms may be a way forward. available. Limited evidence from Botswana,
The unit must also be able to ensure that a good Nigeria and South Africa suggests that the
product is delivered on time. Individual aca- potential to produce income is real, but that to
demic consultants must be adequately rewarded date it has been inconsequential compared to
to gain their continued participation. total university expenditure. Most universities

report charging reasonably realistic fees based
University consulting may be one activity where on full cost recovery, and ensuring that academ-
donor financial assistance could prove detrimen- ic staff receive salary supplements for their
tal. Donor subsidies for university consultancy efforts. The most common continuing education
units may mask the economic realities of associ- course offerings were in business, accounting
ated costs, stunt the development of necessary and computer skills. Lacking more complete
business skills among staff, and create unfair information, however, a meaningfil assessment
competition for private consulting firms. How- of continuing professional education as a viable
ever, donor assistance in exposing university economic pursuit for universities still remains to
staff to viable models for the organization of be carried out.
consultancy activities, and in providing tedcnical
assistance for the initial design of consultancy Business Enerise: A number of universities
units would be a useful contribution. operate 'businesses' which do not appear to

develop naturlly from the university. These
Continuing Education Programs: The provision include garages, hotels, grinding mills and
of training to the larger community in which bakeries. Frequendy, these activities were
they are located, rather than exclusively to the initiated to meet a need within the university that
university student population, is an obvious way was not being met by the private sector. In
in which universities can combine community virtually all cases, little or no attempt is made to
service with income generation. Continuing determine whether these activities generate a
education is one field in which universities hold profit, or even cover their costs (Mbajlorgu
a genuine comparative advantage in most coun- 1991). Data on these operations are rarely
tries. They possess the scarce technical resourc- available. A recent case study of two unsuccess-
es, experience in organizing training programs, ful income generation projects at Addis Ababa
classroom space and related infrastmcture neces- University provides eloquent testimony to uni-
sary for such undertakings. In countries where versity shortcomings in launching business
universities have been slow to capitalize on their ventures (KMfis 1991).
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Box 3. Financial Diversification at Jomo obtain African experience by undertaking non-
Kenyatta University College of Agricudture and degree study at an African university. The
Technology foreign students receive credit for these studies

from their home institutions. These programs
are big business in the United States, with

Jomo Kenyatta University College of destinations in Europe, Australia and South
Agriculture and Technology was founded America preferred. Yet there are indications of
a decade ago in Kenya. It grants degrees growing interest in establishing collaborative
and diplomas scientific and technological arrangements with African universities, with
fields, including agricultural engineering, associated possibilities for them to market their
food processing, nutrition, horticulture, facilities on a profit-making basis. The iniversi-
biotechnology, and computer science. ties of Ghana, Dar es Salaam, Zimbabwe and
With 3,500 students, it has imanaged to Witwatersrand currently participate in such
expand and strengthen its programs during exchange programs. Often, the foreign institu-
a period when many of Kenya's higher tion pays the fees of the African university into
education institutions have been challenged a special foreign exchange account which is then
to maintain quality. This success is due in used to cover the staff development costs of
part to effective cost control through con- African academics pursuing graduate study at
tracting with external firms for many that institution.
university services. It has generated sig-
nificant income through contract training, While these arrangements are appealing, they
part-time studies, and marketing the Uni- seem to have limited potential in many coun-
versity's physical and instructjional assets. tries. The political environment and the physical
Among the more innovative income gener- conditions of many institutions are not generally
ating activities is the production of small attractive, and do not compete well with other
tractors and roto-tillers designed by Uni- parts of the world. Botswana and Zimbabwe in
versity staff and manufactured, assembled Anglophone Africa, and Senegal and Cote
and marketed by the informal sector. D'Ivoire in the Francophone region are general

exceptions now, and South Africa will be anoth-
er eventually.

In spite of a generally questionable track record
in income generation, universities continue to Renting of Facilities/Conferences: One of the
commit their scarce resources to such undertak- more obvious ways for African universities to
ings. Universities considering business ventures increase their incomes is by making their teach-
are strongly encouraged to coinduct a hard- ing, accommodation and restaurant facilities
headed feasibility study before start-up, and to available for hire by the general public, particu-
ensure that these are established als separate cost larly for conferences, exhibitions or conventions.
centers with appropriate mechanisms to docu- Evidence from more developed countries con-
ment costs, calculate profits, anid periodically finms that these activities can produce significant
review performance. income. Although these physical facilities have

deteriorated on many campuses and have become
Study Abroad Programs: These programs less attractive, they still represent an area of
provide opportunities for foreign students to comparative advantage. Similar facilities, out-
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side of prestigious and comparatively expensive The value of systematic fund-raising is readily
national conference centers, are generally not demonstrated. The University of Swaziland is
available. building a new Faculty of Commerce with

contributions received through the local Federa-
All the surveyed universities make their facilities tion of Employers. In Zambia, LungushiInvest-
available for outside hire. All charge fees for ments will support the construction of a confer-
this service, but only three report the use of full ence hall on the campus of Copperbelt Universi-
cost-recovery policies. In general, the income ty. In Zimbabwe, the new National University
produced by these arrangements constituted a of Science and Technology raised US$70,000
negligible part of the university's total recurrent for its endowment fund through an organized
budget. The University of Malawi states that it public appeal. The University of Dar es Salaam
covered 4 percent of its recurrent budget from generated US$250,000 for its post-graduate
facilities hire. fellowship fund from a broad-based campaign

(Mshigeni 1991, p. 20). In Ghana, the Pioneer
Foundations/Development Offices: The success Tobacco Company supports an annual series of
of development offices in raising funds for public service lectures at the University of
universities in Europe, Asia and particularly the GhanaALegon. The newly-established lniversity
United States is well known. Many sophisticat- of Namibia is planning a national financial
ed and highly imaginative fund-raising opera- campaign to found an endowment fimd.
tions exist, and often generate significant por-
tions of the total budget at many universities. Alumni Associations: Experience in the United
They represent genuine financial diversification States, the United Kingdom and Australia sug-
and encourage the involvement of the wider gests that alumni associations can support their
community, particularly the business sector, in universities in a variety of ways. Although 11
the funding of the institution. of the 14 surveyed African universities have

alumni organizations (often called graduates
Only two of the surveyed universities possess associations or convocations), only the universi-
development offices: Makerere University in ties of Obafemi Awolowo, Nsukka and Witwate-
Uganda-whose office is not yet fully operation- rsrand have active alumni groups which partici-
al-and Witwatersrand in South Africa. Both pate in the university's affairs and contribute
are university-wide operations. Several other some income to the institution. Alumni residing
universities indicate a local potential for fund- outside the country can also be a resource. The
raising. The success of such efforts will depend University of Ghana Medical Library receives
heavily on an institution's ability to marshall the seventeenjournals through subscriptions donated
requisite managerial and fund-raising skills. The by overseas alumni.
wealth of experience available elsewhere, includ-
ing in South Africa, might usefully inform these In the near term, the financial potential of
efforts. In the short term, the chief executive alumni associations does not appear encourag-
officers of African universities might profitably ing. Financial contributions from alumni will
spend more of their time in fund-raising and depend on national economic improvements and
related efforts to enhance the profile of their associated growth in personal incomes. Howev-
institutions in the public eye. er, universities might embark now on the impor-
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tant step of "friend-raising", which imust be done search, services and dissemination are deducted
before any systematic fund-raising can be con- (ScMkfelbein 1990, p. 22). When economic
sidered. Such efforts might also generate unex- difficulties forced a reduction in government's
pected financial rewards, as the case of the support for higher education during the 1980s,
Federal University of Technology in Yola, these alternative economic sources provided a
Nigeria which received a significant cash gift financial cushion that helped the system to avoid
from publisher Alhaji M.K.O. Abiola. More- a fiscal crisis.
over, this process might produce political divi-
dends in the form of enhanced public under- A key consideration for the restructuring of
standing of university conditions and support for financial management is to ensure that financial
revitalization efforts. allocation decisions and accountability for these

decisions coincide. To this end, university
activities could be organized on a cost-center

An Enabling Insiuional Environment basis (Saiyerr and Djangmah 1991, p. 11). In
most cases, the survey indicated that university

If the types of financial diversification initiatives financial records were not maintained in such a
reviewed here are to succeed, universities wiU way that activity and expenditure could be
have to re-shape their institutional cultures. directly related, or expenditure matched against
Increasingly, they will be called upon to become income. The case study of two unsuccessfil
more efficient, more goal-driven, more enter- income-generation experiences at Addis Ababa
prising, more ready to decentraliize decision- University provides an excellent analysis of such
making and accountability, and more aware of shortcomings (Kfu 1991).
what their activities cost. The survey indicates
that most universities have hardly begun to do Often overlooked in discussions of attitude
this. Appreciation of the need to embrace these change is the role of students. In Africa, stu-
new values and attitudes is barely perceptible. dents are a uniquely privileged class, and they
Yet unless these changes occur, universities wil expect privileged treatment. If university reform
not be capable of responding to broader econom- is to succeed, and the proposed state/university
ic reforms, of rationalizing their financial rela- financial pact is to work, students will have to
tionships with the State, and ultimately, of aclmowledge the need for change, modify their
surviving as credible institutions. perception of a university education and what it

entails, and become constructive partners in the
The major incentive for change is that, by doing reform process.
so, universities will diversify their funding base
and achieve greater control over their finances.
This will inevitably increase their autonomy with Conclsions
regard to government, and produce more stable
institutional conditions. The case of Chile is In genral, little progress in diversifying the
instructive. Following financial reform of its sources of higher education funding has been
higher education system during the 1970s, achieved over the past three years. Financial
Chilean universities began to charge significant diversification remains an important goal, how-
student fees. Their cost recovery exceeds 25 ever, because it contributes to institutional
percent of total income, or about 60 percent of stability. In the effort to encourage a more
instructional unit cost when expenses for re- energetic approach to the financial crisis that
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currently besieges most African universities, it is * 10 percent from income-generation, find-
suggested that universities and governments seek raising and other sources.
agreement on a financial pact that would set the
standards for improved university finances over Financing universities under such a system
the medium-term. To this end, they might seek would place umversity finances on more stable
over a five-year period to reach the point footing by reducing the current near-total depen-
where-after introducing efficiency-enhancing dence on government and ensuring minimum
management improvements-the fll costs of levels of public support. At the same time, this
higher education would be met through a com- approach would create other income flows which
bined strategy of government block grants, cost- might be used more flexibly in support of insti-
sharing, and income-generation. A possible tutional needs such as research, equipment
university funding formula might look like this: modernization, or up-grading support staff. A

fundamental requirement for such an approach is
that universities possess the autonomy to collect

* 70 percent from the State through a block and manage their income. Most Francophone
grant which is based on an input formula tied universities as well as Makerere University in
to enrollments. Uganda, are unable to operate a separate institu-

tional bank account. As a result, income gener-
* 20 percent from students and their families, ated flows directly into the public coffers and

including scholarships provided by donors universities have no incentive to diversify their
and the private sector, and student loans. financial base.

59



6

Management: The
Challenge of Doing More
with Less

One of the most promising short-term strategies agricultural universities (World Bank 1992)
that universities can employ to confront their concludes that projects frequently fell short in
current financial crisis is to improve their man- their efforts to build academic capacities becuse
agement. By critically assessing and reorganiz- they did little to strengthen institutional abilities
ing administrative structures, training adminis- to plan, direct and manage academic programs.
trative staff, encouraging initiative, and reward-
ing efficiency, universities can generate produc- Promoting greater efficiency through manage-
tivity gains that wil allow them to accomplish ment improvements has become a common field
more with existing resources. B3ut meaningful of endeavor for universities, governments and
achievement in this area will depend upon donors. Governments in Nigeria and Zambia
fundamental reforms in university financing and have been the most explicit in their policies to
governance that create real incentives for im- promote efficiency. The National Universities
proved management and efficiency. Commission in Nigeria has developed an aca-

demic accreditation process and formulated
Improved university management is a compelling guidelines for costing and staff/student ratios by
goal for universities, governments and donors disciplinary area (Shiuu 1990). Institutional
alike. Universities need untied resources to performance is then assessed on academic and
maintain quality, pursue innovaition, and meet efficiency grounds, and achievement is rewarded
social responsibilities. Financially constrained through budgetary supplements from a general
governments seek reassurance that their scarce fund established for this purpose.9 Nigeria has
public funds are well employed. Donors must established an MA program in higher education
demonstrate accountability in the effective use of management and planning at the University of
their budgets to their governing bodies. All Obafemi Awolowo, the first of its kind in Sub-
three sets of actors neglect institutional manage- Saharan Africa. In 1989, the Zambian govern-
ment capabilities at their peril. A recent World ment issued a White Paper on higher education
Bank evaluation of three decades of support for policy which offered clear incentives for man-

9 With assistance from a World Bank project, the Ministry of Higher Education in Tunisia is creating a similar fund which
will be disbursed on a competitivebasis to underwrite specific university proposals for inDstitutional innovation and reform.
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agement improvements and tied these directly to administration; for example, through a seminar
a budget allocation formula that would be pro- for research administrators from Southern Africa
gressively phased into use over a three-year held in Maputo during 1991. The German
period. Government linked its salary support to Foundation for International Development (DSE)
specific staff/student ratios and included provi- is considering support for higher education
sions for research and staff development. At the management training, but it is not yet clear what
same time, it told universities that they would form this will take. GTZ is underwriting efforts
now have to cover general running costs primar- to develop performance indicators in higher
ily through fees and income-generating activi- education, based in part on input from tracer
ties. Finally, government fellowships for stu- studies being conducted at the University of Dar
dents were to be distributed on a competitive es Salaam. The Association of Commonwealth
basis in accordance with national human re- Universities is launching a special management
source needs. support program for senior women managers in

Commonwealth universities. The Economic
Donors are supporting improved university Commission for Africa includes universities
efficiency in a variety of ways. World Bank under its general public administration training
loans in a growing number of countries empha- program, and has some fellowships available for
size improved resource use in the effort to this purpose. The International Institute for
maintain standards of quality and to limit unsus- Educational Planning (RIEP), a UNESCO affili-
tanable budgetary expansion associated with ate located in Paris, is completing a study of
rising student enrollments. The Government of management innovations among universities in
France, through its Fonds d'Aide et de Coopera- developing countries. A series of research
UQ (FAC), is seeking to promote better eco- reports will soon be available and will be used
nomic management and to curb enrolment as inputs to planned IIEP training courses on the
growth rates under its university assistance management of finances, personnel and space in
agreements in Africa. The Commonwealth universities.
Secretariat, under its Commonwealth Higher
Education Support Scheme (CHESS), is estab- Increased management efficiency was proposed
lishing a management development service that as one of four main objectives to guide higher
will assist universities to operate more efficient- education reform in the World Bank policy
ly. UNESCO is emphasizing university manage- study, Education in Sub-Saharan Africa. This
ment training under its "Priority: Africa" found that unit costs were unnecessarily high at
program, which is being undertaken in collabo- many tertiary institutions. The identified sourc-
ration with the Association of African Universi- es of elevated cost were small institutions, staff
ties. Seminars for some 30 university heads subsidies, low staff/student ratios, large numbers
were held in Accra during November 1991 and of non-academic staff, extensive student subsi-
in Dakar during November 1992. The British dies, ineffective use of personnel and physical
Council has organized several management facilities, and inefficient financing arrangements.
workshops for Vice-Chancellors and senior Figure 2 compares a selection of African uni-
university officers in both East and West Africa. versities on some of these characteristics.
The Government of the Netherlands is assisting
several universities to set up student records and Subsequent cost containment initiatives have
finances systems. SAREC is seeking to foster advanced in fits and starts. The problem of
improvements in research management and small-scale institutions has not changed in spite
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of enrolment growth, and remains a cause for staff and physical facilities. This is manifested
concern. While at the end of the 1970s a sam- through light teaching loads, restricting class and
ple of 50 African universities included 12 with laboratory hours to a specified portion of the
enrolments of under 1,000 (24 percent) and only day, and letting the entire plant and staff lie idle
13 with enrollments over 5,000 (26 percent), a for significant portions of the year (World Bank
decade later this was marginally improved. 1988, p. 77). Others agree that substantial
Among 84 universities, some 23-mainly those excess capacity exists in many African universi-
of the new "second-generation"-had under ties. The Association of African Universities
1,000 students (27 percent). At the same time, cost-effectiveness study of nine universities
the number with student populations in excess of found that most universities lack the means to
5,000 had grown to 28 (33 percent). In some monitor space use and take appropriate remedial
cases (e.g., Dakar, Tananarive) campus facilities action. However, this excess varies consider-
accommodate several times the number of ably from one university to another, and among
students for which they were originally intended. departments in a single university. The substan-

tial accumulated experience of the Nigerian
Small institutions offer few opportunities for National Universities Commission constitutes a
economies of scale, and are frequently not cost- valuable reference resource for these cost-effi-
effective. Despite the analysis and planning that ciency efforts.
precedes the creation of a new university, such
decisions are often influenced more by strong Resource under-use is often related to the prob-
social demand and national politics than by real lens of academic staff retention and low remu-
need (Assie-Lumumba 1992). Relatively small neration packages. In many cases, staff use
institutions proliferate, even when national academic examination and holiday periods to
economies cannot properly support a single pursue income supplementing activities. Efforts
institution. Govermnents appear incapable of to improve staff and facilities use will have to
asserting management control over this growth. address staff needs for additional income, for
New universities may be created when existing example through revenue-producing extra-mural
facilities still possess unused capacity. This may degree programs.
take the form of campus use during only part of Unit costs-which are not fully comparable
the day, buildings standing idle during vacation because of differences in definition and data
periods that may represent 20 percent or more of quality-show considerable variation across the
the year, and poor match-ups between class region as shown in Table 12. This reflects the
numbers and classroom size. Before committing varying organizational and management struc-
themselves to the costly creation of new univer- tures that characterize African universities in
sities, governments are advised to first explore different countries. Unit costs have declined
creative possibilities for using existing capacities significantly since the World Bank report was
more efficiently. Options include evening prepared as the result of rising enrolments under
instruction, moving from a semester to trimester conditions of budgetary constraint. Notably, the
system, and improved space allocation systems. real salaries of academic staff have dropped with

the decline in unit costs, creating growing
Unit Costs problems of staff retention.

The World Bank policy paper concludes that unit Using constant 1980 dollars, average unit costs
costs are inflated by the under-use of teaching for twelve countries fell from US$4,505 in
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Table 12. Unit Costs of Higher Education in 1980 US Dollarsfor Selected Countries

COunty 1979840 1986-88

Boamwana 6,572 2,863
Ethiopia 1,S33 898
Kenya 4,149 1,786
Lesotho 6,167 917
Malawi 3,440 1,373
Mauritius 3,169 1,143
Rwanda 3,079 3,325
Seoegal 1,573 1,146
Swaziland 2,473 1,095
Tanzania 8,661 629
Togo 2,148 720
Zimbabwe 11,081 1,470

Average 4,505 1,447

Source: 1979-80: Hinchliffe (1987)
1986-88: World Bank calculations band on UNESCO data.

1979-80 to US$1,447 in 1986-88, a drop of 68 expenditures. A recent study of education
percent. On a sub-regional basis, a different financing in Africa concludes "evidence suggests
analysis (using 1983 constant dollars) showed that the level of spending on education per se is
that unit costs in the Francophone countries not as important as the mix in educational spend-
declined by 40 percent in the 1970s, but ap- ing in influencing efficiency of school systems.
peared to stabilize during the 1980s (Orivel Both the mix in terms of recurrent and capital
1988, p. 7-11). One apparent reason for this expenditures, as well as expenditures at different
leveling-off seems to be the growing portion of levels of education have a greater impact on
the higher education budget allocated to student efficiency than actual amount spent' (Ogbu and
support as student numbers increased. By 1985, Gallagher 1991, p. 312).
this share had reached 55 percent. In contrast,
the Anglophone countries registered a 73 percent In sum, then, unit costs are declining and there-
rise in unit costs during the 1970s, only to be fore constitute less of a management concern
followed by a rapid drop during the 1980s. today than they did several years ago. More
Such figures should be used with caution re- important now is the composition of unit costs
membering the sizeable exchange rate fluctua- and the need to ensure that some minimum of
tions in Africa during this period. Nevertheless, resources is available for educational materials,
a clear overall trend of declining unit costs is research and maintenance.
apparent.

Stqff/Sudent Raios
While declining per capita expenditure on higher
education can be viewed as a positive trend that As African higher education systems have grown
will bring unit costs in Africa closer to those under conditions of widespread economic con-
prevailing in Asia and Latin America, it is straints, they have often registered efficiency
important to look at the composition of these gains through improved staff/student ratios.
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However, such gains are more lilkely to have tion of norms to guide more rational use of staff
been the result of increased student intakes time and capacity utilization needs carefid study.
rather than selective staff reductions. There are This is necessary to guide expansion, and con-
various exceptions to this trend. Table 13 solidation of on-going programs. Norms for
summarizes how these ratios have evolved academic staff/student ratios and academic
during the 1980s. staff/non-academic staff ratios need to be more

carefidly worked out." Tlhis process is under-
Diverse trends in staff/student ratios were evi- way in at least three countries. Zambia has
dent during the past decade. Within the smaller employed a general staff/student ratio as the
low-growth systems, static or declining enroll- basis for governmental budget support. Nigeria
ments combined with stable staff numbers to has advanced further; its National Universities
keep ratios low. In contrast, the rap)idly expand- Commission has suggested appropriate
ing systems added students at a faster rate than staff/student ratios for each principle disciplinary
faculty, thereby generating significant improve- area within its universities. Ghana is currently
ment in their ratios. Within the lar ger systems, developing similar norms.
student/faculty ratios were generally much
higher than those of the smaller systems, but It is not easy for universities to move towards
showed no collective trends over the time peri- more efficient staff/student ratios while simulta-
od. As a result, one observes rmixed results neously seeking to maintain or improve teaching
concering this particular indicator of university quality. Two available tools for helping to
efficiency, although the overall trend is favor- manage this process are computer-assisted
able. Staff/student ratios have steadily increased learing and interactive video. In both cases,
from 1: 10. 3 in 1970 to 1: 12.3 in 1980 to 1: 14.4 new information technology has been applied to
in 1988. The current ratio compares reasonably university teaching to create packaged teaching
well with similar ratios in the Jnited States
(1:17) and the United Kingdom (1:12), although programs which supplement and enrich class-
v17arind thefnitions Kingdom is considere alsthoh room learning, and can also reduce the need for
varying defiitions of who is considered a staff traditional classroom presence and student
member must qualify these comparisons. tutoring by teaching faculty.

The AAU study of university cost-effectiveness
documented overall staff/student ratios ranging Computer-assisted learning and interactive video
from 5.0 at the University of Gezlira, Sudan to have been used in some developed countries for
19.2 at the National University of Cote much of the past decade, but have not yet
D'Ivoire. Within a single institution, it records reached the point of widespread usage. Pro-
variation at Ahmadu Bello Universt in Nigeria grams require sizeable development costs, and
of 4.6 in the Faculty of Agriculture to 50.0 in early versions were criticized as unfriendly,
the Law Faculty. While these ratios may be inflexible, and generally unaccommodating in
used as rough indicators of possible under-use, meeting the needs of the individual learner
this must be confirmed in accordance with the (Duursma 1989). Yet progress is being
curriculum and teaching methods employed in achieved, and these technologies are gradually
each case. This has led the AAU l(1991, p. 65) finding greater acceptance in European and
to call for the development of appropriate re- American colleges and universities. They have
gional norms to guide the consolidation and proved particularly useful in increasing students'
expansion of academic programs: 'The evolu- problem-solving skills.
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Table 13. Student/Faculty Ratios

Couny 19800 1989 DeM

Smal No-Growth Systns
Chad 6 9 +
Lesotho 7 17 +
Liberia 7 11 +
Malawi 10 10
Mali 10 8
Swaziland 9 11 +
Tanzania 4 4
Uganda 13 9
Zambia 10 1+

Average 8.4 10.0

SmaU Buw Expanding Systems
Burundi 8 7
C.A.R. 4 8 +
Gabon 6 8 +
Rwanda 7 S
Sierra Leone 7 7
Togo 16 27+

Average 8.0 10.3

Smal Rapid Growth Syems
Angola 10 10
Benin 8 14 +
Botswana 8 11 +
Burkina Faso 12 28 +
Mozambique 3 8 +
Niger 6 4

Average 7.3 13.7

Medium-Size Systems
Congo 25 15
Ghana 8 13 +
Senegal 19 22 +
Somalia 20 19
Zaire 12 17 +
Zimbabwe 17

Average 16.8 17.2

Large Mula-Insdnaonal Systems
Cameroon 27 26
Cote D'Ivoire 20 23 +
Ethiopia 12 19 +
Kenya - 11
Madagascar 36 39 +
Nigeria 13 14 +
Sudan 2 28+

Average 22.2 22.9

Source: UNESCO, Statistical Yearbook. 1991, supplenented by World Bank data.
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The diffusion of micro-computers is taking place which sponsor pre-university enrichment pro-
in African universities much faster than might grams for in-coming students, this is a point
have been foreseen. In most cases, however, worth considering.
micro-computers are used primarily for word-
processing and secondarily for accounting func- Non-Academic Staff/Student Ratios.
tions. Much of the untapped potential of these
machines could be used for instructional purpos- African universities frequently employ large
es. The advantages could be: support for numbers of non-academic staff. These employ-
higher staff/student ratios, substitution for the ees generally provide municipal and student
shortage of books and journal articles available welfare services, campus maintenance and
for student reference, clarity and comprehensive- university security. The World Bank policy
ness in covering the subject being taught, and paper notes that non-academic staff in Ghana are
encouragement of analytical skills development roughly double the number for an equivalent
by students. For these reasons, computer-assist- British setting, and that in some cases there are
ed learning and/or interactive viideo are useful as many non-academic staff as students.
supplements to classroom teaching.

This needs to be assessed in light of African
Given the high developmental costs of these realities. In many cases, universities based on
packages, the best strategy might be for univer- the residential model are located outside urban
sities to purchase existing materials rather than areas (University of Ghana/Legon, National
to invest in developing their own. In disciplines University of Lesotho, University of St. Louis,
such as mathematics, international languages and Senegal) and must supply for themselves many
many of the sciences, currently available pro- of the infrastructural inputs (water, electricity,
grams could be adopted cross-culturally with road maintenance) provided by municipal gov-
little loss of relevance in content. They would ermnent in other settings. Basic maintenance
seem particularly appropriate for use in large activities such as grass-cutting may use labor-
introductory courses. This will require that intensive approaches because of the lack of lawn
sufficient hardware, including a support and mowing equipment. And as economic condi-
maintenance capacity, is available within the tions have worsened in many countries, theft and
institution, and that teaching staff are trained in pilferage have increased in universities, thus
its uses. In addition, these techniques must be prompting greater numbers of security personnel
tested in the classroom to ensure that the interac- than are used at European universities-which
tive methodologies employed are compatible normally substitute video cameras for employees
with local academic values and behavior. In and count on municipal police for supplementary
Indonesia, for example, learning by doing coverage. While the potential for cost-savings in
proved to be an unknown educational principle, the area of non-academic services remains valid,
and independent study posed a challenge for the extent to which this can be achieved will
students used to rote memorization. In addition, depend upon individual institutional circumstanc-
the curriculum required some restructuring to es.
incorporate computer-assisted learning. Never-
theless, the experience proved useful in the Savings may be effected, however, through the
teaching of first year classes, and was particular- progressive privatization of many of these
ly effective in remedial teaching (Ruiter and services. Labor law in most African countries
Van Weeren 1989). For African universities provides considerable protection to the employ-
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ee, thus limiting management options to reduce attendance at professional meetings. In Senegal,
non-essential staff through more efficient deploy- Cheikh Anta Diop University contracted a
ment or in response to budgetary cuts. As a private security firm to replace university
result, universities may, for example, spend guards.
library allocations entirely on staff salaries
instead of on book and journal acquisitions (Nwa Managemnent Informton Systems
and Houenou 1990, p. 32). When these dynam-
ics are repeated over time, the result is to reduce As universities become determined to bolster
university expenditures on educational inputs, their capacities for strategic planning and man-
equipment maintenance and building upkeep as agement, they have confronted decision-making
salaries consume an expanding share of the constraints posed by the lack of appropriately
recurrent budget (AAU 1991, p. 34-35). A organized and accessible information on key
further consequence is the erosion of educational aspects of university performance. The AAU
quality as these needs are left unattended. (1991, p. xvi) cost-effectiveness study, for

example, recommends that: "The universities
The selective privatization of non-academic should be sensitized to the need and assisted to
services can also bring other advantages. It may improve their management practices, especially
reduce the cost and increase the quality of such their records and data collection processes, with
services through market competition. It may a vew to implementing management information
decrease the time that senior managers spend on systems and strategic planning of their pro-
supervising non-academic affairs and allow them grams. " It is not surprising that a September
to give greater attention to academic programs. 1990 workshop for a small group of university
It may also give university leadership additional Vice-Chancellors organized by the British Coun-
leeway in responding to student grievances cil in Lusaka, Zambia identified assistance with
relating to the provision of food and other the introduction of effective management infor-
services. It is not uncommon for student strikes mation systems (MIS) as one of their most
to begin with complaints of food quality and important needs.
then escalate when universities are unable-be-
cause they are their own supplier-to demon-
strate a concrete response such as replacement of MIS is the organization of the basic operating
the food service provider (Omari 1991). systems of the university so that they provide theinformation needed by managers at all levels.'0

Notable gains in the reduction of non-academic Principal features of an ideal system include:
employees have recently been achieved in sever-
al countries. At Obafemi Awolowo and Ahm- * Integration of the main data files of the
adu Bello Universities in Nigeria, a 30 percent university, so that information on students,
decrease in non-teaching staff was carried out, staff, space, curriculum and finance can be
largely by privatizing meal services (AAU 1991, linked easily.
p. 62). At the University of Ghana/Legon,
similar cut-backs produced savings which were * One entry of each item of data so that, for
used to create a staff development fund for example, the basic student record is entered

s0 Discussion in this section draws heavily on a paper by John Fielden entitled Management Information Systems in Univerities'
which was prepared for the Commonwealth Secretariat as a contribution to the Dakar meeting of tho Donors to African
Education (DAE) Working Group on Higher Education held in June 1991.
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only once and is accessible to everyone who universities of Lagos, Nsukka, Ilorin, and the
needs it. Federal University of Technology at Minna.

The National Universities Commission has
* Removal of duplicate recording and pro- produced a booklet (NUC 1991) that summarizes

cessing. the project and lessons learned.

* Instant updating of the common files by those If MIS applications are carefully planned and
operating the routine processes,; during the work well, they will provide strong support for
admissions period, for example, the Vice- efficient operations and reliable reference infor-
Chancellor could look each day at the current mation for management. If they do not work
position on each course of study. well, university administraton will be trapped in

an endless cycle of unreliable data, mystifying
* Ability of the system to provide operational reconciliations, delays, and systems under

managers with regular control and monitor- continual (and perhaps costly) modification.
ing reports on their areas of responsibility. Experience suggests the following lessons for

those interested in the development of manage-
* Ability to extract institutional or departmental ment information systems:

level performance statistics from the individ-
ual operating files. a. Always have a strategy or plan for develop-

ing MIS within an agreed long-term frame-
Although computer technology has advanced to work.
the point where these and other 1functions are
technically possible, such systems depend for b. Make sure that a senior person is given
their viability on sophisticated technology (and direct responsibility for overall implementa-
technical support), professionals skilled in their tion of the MIS plan.
use, and reliable institutional processes for data
collection and input. In developing countries c. Obtain the support and commitment of the
where these conditions may not be fiully met, the Vice-Chancellor or Rector, ideally having the
challenge is to define what is most needed and university's chief executive chairing a small
what is feasible to achieve, rather than to aspire committee that oversees the policy and man-
to all that is technically possible. agement of MIS development.

The recent experiences of Nigerian universities, d. Use commercially available, well document-
the University of Zimbabwe, the lJniversity of ed and thoroughly tested software whenever
Abidjan, the University of Ghana, the University possible and avoid the creation of locally
of Addis Ababa, and the universities of Mada- crafted software.
gascar in the development and implementation of
an integrated MIS support facility may be en- e. Ensure that the system is linked to the univ-
lightening. The Nigerian experience appears to ersity's academic computing or information
be the most advanced. Launched hi 1989 by the science center.
National Universities Commission in conjunction
with the British Overseas Development Adminis- f. Manage the work tightly to commercial
tration, an initial pilot project is underway at the standards.
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Major questions still remain which a university the disruption of staff turnover. These include
(and donors) will need to confront before initiat- the development of close working relationships
ing the development of a management informa- with local software and hardware suppliers,
tion system. The principal one is cost. Univer- including encouragement for them to establish
sities in developed countries have spent very regional support facilities or to organize regional
large sums, often surpassing US$1 million, on training workshops; attention to MIS training
MIS installation. Such amounts are not readily and backstopping needs within the context of
available in many African countries. How can existing university linkage agreements; and the
these sums be reduced? Through the use of preferential use of university staff in awarding
proven software packages and tight project MIS service contracts. One small advantage of
management among other measures. In coun- the specialized university software now commer-
tries with more than one university, joint ap- cially available is that those who learn to work
proaches to the development of implementation with it have a less transferable or marketable
plans, training programs, software evaluation, skill outside the university.
and equipment purchasing may reduce costs.
Among countries with similar structures for Experience has shown that MIS development in
university administration (British or French- universities takes a long time. Even if African
derived systems), possibilities for regional universities use already available software, a
collaboration in some of these activities may also realistic time frame for MIS development,
exist. For example, explorations are currently including staff training and the establishment of
underway to bring together several higher educa- related manual procedures, is likely to be four
tion systems from Anglophone Africa to partici- or five years. This has to be phased in control-
pate in the collective development of MIS for lable stages which allow the individuals respon-
managing student loan programs. sible, and indeed the entire institution, to master

the requirements of each step. During this
Although donor assistance may be critical for the period, high level planning or management
implantation of MIS, it is an unlikely source of information is unlikely to be uniformly avail-
support for maintaining the system once in- able. The need for parallel supporting systems
stalled. It is essential that MIS maintenance be of manual data collection and analysis will
recognized as a legitimate claim on the universit- remain for some time and should not be neglect-
y's recurrent budget and that the necessary ed while MIS is pursued.
provision be made. It is a false economy to
starve the MIS of the resources needed to keep
it operating effectively. Capacities for Strategic Planning

A major problem for almost all African universi- Although many universities have a unit responsi-
ties is the shortage of staff with skills and expe- ble for physical planning and maintenance of the
rience in designing, implementing and maintain- campus, this responsibility is normally isolated
ing administrative computer systems. Many from other key planning processes that influence
who are trained may leave for more lucrative physical planning. Principal among them are
positions in the private sector. This is likely to financial planning, academic planning, and
be a permanent problem in many settings. institutional performance appraisal. For the
However, some steps can be taken to minimize institution's mission statement and strategic plan
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to be effectively implemented will require an This strategic planning capacity should ideally be
integrated capacity to monitor the essential linked closely to the chief executive's office, or
aspects of its endeavor, and to make realistic be directly supervised by the university's deputy
future projections of its financial, academic and head for administration. For it to be used as
physical needs. intended, the chief executive will have to focus

the bulk of his or her efforts on general institu-

Information on students, staff, finances and tional planning and management issues, and to
other management responsibilities must be see this capacity as a primary resource.
readily available for monitoring academic per- Efforts to strengthen university capacities for
formance, unit costs and institutionial effective- strategic planning are strongly endorsed by the
ness in meeting its stated objectives. This unit Association of African Universities (1991, p.
will be expected to contribute to budget develop- xvi), which recommends: 'National, sub-re-
ment by suggesting priorities based on its analy- gional, and regionalprojects should be set up to
sis of output achievements and shortcomings in develop and strengthen capacities for strategic
teaching and research. It could also assist planning in the university; and periodic reviews
Departments and Faculties with their internal of academic programs offered should be carried
academic evaluations, and provide benchmark out within the context of strategic planning
data against which to measure progress. process."
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Improving Governance for
Stability and Innovation

Any overall strategy to stabilize and revitalize (and often their governments) to improve exist-
higher education on the continent must include ing mechanisms for participation and account-
changes in the prevailing structures of institu- ability. Recommendations are offered on the
tional governance in African universities. In basis of lessons suggested by these experiences.
various ways, existing mechanisms of university In essence, three messages emerge:
governance contribute to de-stabilizing internal
and external tensions, and constrain university * Existing governance structures need to be
responsiveness to the needs of local labor mar- strengthened, and new ones created if neces-
kets and society in general. Governance can be sary, to make them more sensitive to the
defined as the mechanisms whereby an institu- needs of all the university's stakeholders.
tion incorporates the participation of relevant
interest groups in defining the scope and content * Greater dialogue among the university's
of its work-including the capacity to mediate various constituent groups, at both formal
among these interests when they enter into and informal levels, is desirable.
conflict-and the means whereby it demonstrates
accountability to those who support it through its * Improved information flows between uni-
mission mandate and the application of its versity administration and its staff and
resources in pursuit of these goals. Understood students is needed.
in this way, effective governance can be expect-
ed to contribute stability and innovation to
African universities. University Governance Structures

The following discussion describes the gover- University governance structures across Sub-
nance structures that now characterize African Saharan Africa are generally derived from the
universities, and analyzes the extent to which institutional models of higher education estab-
they have proved capable of managing internal lished by former colonial administrations, al-
conflict when it has occurred."1 It then cata- though they have often been modified in practice
logues current attempts by African universities by national political philosophies and associated

Discussion in this chapter draws upon a study by Kilemi Mwiria entitled 'University Governance: Problems and Prospect
in Anglophone Africa', which was commissioned jointly by the Rockefeller Foundation and the World Bank in 1991.
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approaches to development administration. largely autonomous public institutions. Univer-
Within the Anglophone countries, universities sity Councils are responsible for institutional
are normally quasi-statutory organizations creat- policymaking, but their membership is drawn
ed by an Act of National Parliament. Respon- entirely from within the university. Appoint-
sibility for institutional policy decisions resides ment of the Rector as the university's chief
with a University Council whose membership is executive is made by government and the Rector
normally drawn from government, the universi- possesses considerable authority. Instead of a
ty, and (ess commonly) organizations from the Senate, a Scientific Council manages academic
private sector. In most cases, the appointment affairs. Faculty deans and department heads are
of the Vice-Chancellor as head of the university named by the Rector. Although funded by
is made directly by government. Academic government, in practice these universities tend to
affairs are managed by the University Senate be somewhat more independent than their sister
which possesses full responsibility for this. Anglophone and Francophone institutions.
Teaching is organized through faculties, depart-
ments and specialized schools or institutes. In Within Francophone Africa, universities are
most cases, deans of faculties are elected, al- characterized by more centralized governance.
though heads of department tend to be appoint- The Rector normally receives an open-ended
ed. appointment from the head of state. Although

accountable to the Minister of Education (or of
In most Anglophone countries, the head of state Higher Education), the Rector controls daily
also serves as Chancellor of the university. financial and administrative matters directly. A
While this was originally intended to emphasize university council, drawn from staff but contain-
the important role that universities were expect- ing no outside representation, sets academic
ed to play in national development and ensure policy. Deans and department heads are gener-
high level support for its efforts, in practice this ally elected, and possess certain decentralized
arrangement has worked poorly. Very often it responsibilities such as admissions. The admin-
has served only to exacerbate tensions between istrative model is strongly hierarchical and tends
universities and the state. Although the Presi- to be inflexible in the face of changing circum-
dent may appoint significant numbers of the stances. As a result, it is generally unresponsive
University Council in addition to the Vice- to student concerns (Assie-Lumumba 1992,
Chancellor, this linkage has not produced strong p. 35).
political support for universities. Despite the
resultant opportunity for close contact and Effective governance can provide the stability
representation of government views to the necessary for the institutional development of
university and vice versa, universities have African universities. At present, conflictual
generally been allowed to slide into financial relationships characterize the various groups
crisis, becoming increasingly less capable of within universities. Academic staff and students
meeting national objectives. In short, state frequently disagree with university adminis-
influence and control of university affairs has tration over living allowances, terms and condi-
not led the state to develop a rational approach tions of service, and their perception that univer-
to planning and financing its universities. sity administrationpromotes governmental rather

than university interests. Effective mediation of
In the Lusophone countries, a more autonomous these conflicts is important for at least two
structure exists. Universities are incorporated as reasons. First, academic staff and central ad-
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ministration need to cooperate if institutional academic deans or academic staff" (Lungu 1988,
goals are to be achieved. Second, differences p. 16).
between students and administration often gener-
ate grave consequences for universities. Student Because universities are heavily dependent on
unrest has frequently resulted in 'damages to the governments for their funding, the tendency for
university image as a source of inspiration and senior university leadership to reflect govern-
service ... massive destruction of university and mental rather than university interests is under-
public property; loss of life for both students and standable. Nevertheless, the problem remains.
the public; increased costs in running univer- Where university administration fails to respond
sities due to stoppages of instruction; creeping to staff and student concerns, the latter may lose
de-professionalization of the academia; loss of confidence in university leadership. When this
public esteem and respect for the teaching happens, senior administrators become ineffec-
staff...' (Omari 1991, p. 3). Campus unrest tive from the viewpoints of both government and
may also lead governments to question the effec- the university community. Indeed, African
tiveness of their financial support to universities, universities are notable for the comparatively
and make it difficult for universities to win the high turnover rate among their chief executive
governmental cooperation and goodwill neces- officers. For example, of five Vice-Chancellors
sary to maintain institutional autonomy (see who attended a Lusaka workshop on university
Chapter 4). management in late 1990, only two were still in

office at the end of the following year. The
What are the sources of these internal university most effective university leaders are likely to be
conflicts, and how might they be ameliorated? those who can find a formula for simultaneously

serving both govermnent and the university
Staff/Administration Relations: Despite daily community.
interaction between university administrators and
academic staff, relations between these groups Such a balance might best be achieved if the
are not always cordial. A major source of heads of Africa's universities were appointed
friction is the fact that senior university admin- through a process that ensures their acceptability
istrators are appointed by government and are to their constituencies. In many countries, the
seen as more accountable to the state than to the head of the university is appointed by govern-
university. Where disagreements have arisen ment, and often directly by the president. In
between staff or students and government, these cases, the appointment process might be
university leadership has frequently sought to improved through the use of a nomination
impose the government's position on dissenting system that takes into account the views of staff
groups rather than attempting to mediate the and students.
conflict. University leadership may resort to
authoritarian rather than consensus-building The practice of Nigerian universities (Brazil has
strategies. Over time, the behavior models at a similar system) may provide an instructive
higher levels are adopted by the lower levels of model. When a Vice-Chancellor posiition falls
administration. "The urge to project the 'tough vacant, it is publicly advertised. The University
administrator' image can be observed even at Senate then screens the pool of applicants and
very junior levels, such as registry officials who produces a short list of half a dozen possible
take it upon themselves to issue instructions to candidates. This list is forwarded to the Univer-
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sity Council which reduces it to three or four. flexibility necessary to differentiate between
Council then forwards this list, ranked in order these groups in career paths, salaries and bene-
of preference, to the head of state for a decision. fits, performance incentives, and promotion
Although the first name on the list is usually criteria. This problem must be addressed as a
chosen, selection of one of the other candidates key condition for implementing many of the
is not likely to produce much dissent since the suggestions that appear elsewhere in this docu-
list was produced by the university community. ment.
In a like fashion, Council and Senate could play
equally prominent roles in the selection of other University senates and committee structures
key administrators such as deputy Vice-Chan- generally offer real opportunities for staff partic-
cellors and deans of students. ipation in academic affairs, although the commit-

tee process can contribute to management ineffi-
Malawi is a notable exception to the practice of ciency by slowing the decisionmaking. Never-
governmental appointment of university heads. theless, senates (which often include student
There the Vice-Chancellor is selected by the representation) are commonly viewed as open
University Council. This practice is also fol- and democratic. Likewise, where faculty dean-
lowed by the University of Witwatersrand in ships exist as elective positions, this has promot-
South Africa. In a precedent-setting example, ed more democratic decisionmaking and en-
recently-elected Zambian President Chiluba hanced the legitimacy of the position. Deans are
announced at his inauguration that he did not further respected when they promote participa-
intend to take up his statutory appointment as tion through regular faculty meetings and by
head of the country's two universities, and working through elected faculty committees. In
would allow the university councils to choose addition to improving management efficiency,
their own chief executives. This is a positive such practices legitimize decisions made at lower
example which will hopefully be noted by other levels and reduce the risk that these will be
African heads of state. questioned or overturned by higher level review.

A second source of friction between senior As African universities expand their enrollments
administrators and university staff stems from and organizational complexity, some decentral-
the fact that the terms of service are often equiv- ization of responsibilities to the level of faculty
alent for the two groups. For example, a uni- deans and department heads may be worth
versity registrar may receive the same salary as considering. Deans and heads must be answer-
a full professor, a senior assistant registrar the able for both academic and administrative affairs
same as a senior lecturer, and an assistant regis- in their units, but this job has become more
trar the same as a lecturer. Academics frequent- demanding as enrollments and course offerings
ly feel that such equivalency is unfair. While have grown. One solution would be to establish
they are required to possess an advanced degree a full-time administrator position to handle
(preferably a PhD), teaching experience and financial, personnel and related matters. Or
research publications, administrators are judged deans might delegate certain of their administra-
by different standards. The source of the prob- tive responsibilities to selected colleagues.
lem lies in the common practice of pegging
university salary structures to civil service Student/Administration Relations: Conflicts
positions and pay scales. As noted in Chapter 6, between students and university administration
this deprives universities of the management have most commonly revolved around student
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allowances and living conditions on campus. when they speak out. Such actions are short-
Tbis appears to be universal in Africa. Students sighted. They deprive university administration
study under extremely difficult physical condi- of a means to communicate with students on
tions on many campuses, and suffer from over- common concerns and to negotiate when differ-
crowding, lack of sanitary facilities, and unreli- ences occur. Without these channels, mass
able services (Coombe 1991, p. 2, Assie-Lumwn- meetings with students or arbitrary institutional
ba 1992, p. 23). In addition, student protest directives remain as the principal alternatives.
may focus on more superficial issues when
government repression and censorship prevents Strong student associations appear desirable in
them from addressing more substantive national light of the rapid growth in student enrollments.
concerns. Among the actors who must be involved in

efforts to stabilize and revitalize African univer-
Students have routinely viewed university admin- sities, students are the most vulnerable and least
istrators as responsible for government directives empowered. Yet they possess the potential to
to limit their allowances or to introduce cost- materially advance the renewal process. Where
sharing. Often, students have little appreciation communication between administration and
(or information) regarding the financial difficul- students is not fluid, small problems become
ties of their universities. They may be quick to symbolic of big ones. A student strike in Kenya
embrace political action as a solution to their was triggered by the number of eggs in the
problems without understanding the longer-term student meals. A similar incident in Senegal
consequences of their actions for educational was prompted by a change in the size of student
costs and quality. Greater effort to inform coffee cups.
students of the profound implications of the
current financial crisis in African higher educa- Student associations represent an important
tion might be a useful step towards the reduction untapped resource in university efforts to con-
of such tensions. This might be done by ensur- front the current crisis. Instead of viewing them
ing student representation in the various organs as opposition groups, university leaders might
of university governance, briefing students at regard them as potential partners in common
critical junctures, and regularly disseminating efforts to improve university conditions. Re-
such information through the media to the public pression of mechanisms for fostering student
in general. leadership will probably slow the process of

national capacity-building by alienating the coun-
Students have also sought to expand their limited try's next generation of political leadership, and
means for expressing their concerns. Although by transmitting to them inappropriate models of
many universities possess a Dean of Students, conflict resolution.
students do not normally find this office a place
where they receive a sympathetic hearing. Student (and staff) associations can defuse
Student associations have more commonly potential conflict situations in many ways.
served as the principal vehicle for advancing These include: (a) holding regular meetings
student interests. However, these associations with their members to analyze problems and
have been banned periodically, or compartmen- identify potential solutions; (b) designing mecha-
talized to allow the administration to pursue nisms for regular communication with members
divide-and-rule tactics. Student leaders are and university administration; (c) representing
frequently victimized by university authorities member grievances to university officials; (d)
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restraining students from making unrealistic ity would go a long way to reducing internal
demands; and (e) explaining to their members conflict. Where senior administrators have been
the role that they might play in strengthening the accessible to students and staff, and where these
administration of university affairs. relations have been characterized by a certain

level of informality (Ghana, Uganda), improved
In theory, students should communicate prob- understanding among all parties has been the
lems to the administration through the dean of result. The University of Ghana's system of
students. In practice, however, students resort junior common rooms and a residence board
to this office mainly for personal rather than which brings senior administrators and students
collective concerns. This is partly because together to address student living condition
students tend to view the dean of students as an shortcomings has proved to be successful. An
extension of university administration. This is open-door policy by the Dean of the Law Facul-
particularly true where these deans are career ty at the University of Dakar increased transpar-
administrators who have had little experience ency and information flow, leading to a drop in
with students. Where deans of students have the number of days lost to student strikes.
prior teaching experience, students are likely to
find them more acceptable channels for dis- Other channels can also be employed to improve
course. However, an arrangement in which the
dean of students is also an academic staff mem- tions of higedcation. in-house nstte,

ber~. is no a prmsn ouin ic ecig tons of higher education. In-house newsletters,ber is not a promisng solution sice teaching departmental bulletin boards, and regular brief-
duties may limit the time that the dean has ig fteuiest onnt ytece

available~~~~~ fomtdet.igs of the university community by the chief
aexecutive following university council meetings

Since student-related incidents have accounted all help to keep the facts straight and defuse
for most of the substantial number of university potential rumors. The Vice-Chancellor of the
closures in recent years, special attention could University of Dar es Salaam used many of these
usefully be given to strengthening institutional- means to good effect during the 1985-90 period
ized communication channels between adminis- Baregu 1991 p. 4).
tration and students. One way to do this might
be by increasing the influence of the dean of In a survey of university governance issues
students. Instead of reporting to a senior admin- conducted during 1991, staff and student repre-
istrator, the dean might report directly to the sentatives at the universities visited maintained
chief executive, or be up-graded to a deputy the opinion that many of the problems that had
position. The position description and terms of led to the closure of their institutions in recent
service for this key function might also be years could have been avoided by more effective
reviewed to ensure that they attract suitably consultation among the contending parties. In
qualified candidates, and that incumbents of such some cases, university leaders had hurriedly
critical positions are accountable to management. advised their governments to close campuses. In

others, hasty and uncoordinated actions have
In addition to improving the formal channels of embarrassed government sectors. It is reassur-
communication between administration and ing that the need for greater consultation and
students, greater use of informal contacts would dialogue is now being appreciated by both
be advantageous. Frequent and frank discus- students and government officials (Mwina 1991,
sions that evoke a sense of collective responsibil- p. 14).
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This positive tendency can be reinforced by a societal circumstances. This requires the trans-
university administration prepared to listen and formation of prevailing patterns of paternalistic
establish a pattern of cooperation between itself governance into structures of participation and
and staff or student organizations. Monthly or accountability which involve staff and students
quarterly meetings between these groups would as responsible partners.
help to anticipate problems and to craft solutions
at an early stage. If necessary, university lead- The path to this goal lies in transparency and
ership should facilitate meetings between staff or information flow, representative participation,
student representatives and relevant government incentives and rewards for positive initiative,
officials if higher level intervention is required. and sufficient delegation of responsibility-with

appropriate accountability-to enable people to
The critical role of university leadership in follow up on their ideas. To the extent that
setting an example for regular consultation is these practices can be put in place, the result
eloquently argued by the Vice-Chancellor of a will be an intellectually alive institution where
Nigerian University (Alele-Williams 1988, p. ideas on a wide range of national concerns are
103): "A vice-chancellor who feels too busy to generated, tested and disseminated, and from
interact with his staff even occasionally is less which graduates emerge with the basic knowl-
likely to succeed than one who takes off time to edge, analytical skills and professional values to
meet staff and even randomly accepts students' adapt to and meet the challenges of the 21st
nvitations. Such moments provide opportunities century.
for exchange of ideas and letting out steam
which could otherwise have accumulated to To this end, the following suggestions hold the
facilitate a crisis... The more a vice-chancellor is promise of achieving greater stability and inno-
able to do this, the more successfid he is in the vation within African universities through the
politics of university administration. " mechanism of enhanced internal governance.

But improved communication and consultation (a) Broader Representation on the University
will only be effective if the university functions Council. A few university councils are
as a largely autonomous institution. Otherwise, dominated by government representatives.
university leadership will be viewed as a mouth- More commonly, representation is divided
piece for government with little capacity to act in roughly equal parts between university
independently on the problems identified. and government. In many cases, limited

participation by non-public sectors deprives
the university of important inputs and know-

Improving Governance for Innovation ledge. More appropriate representation
would be government, the university com-

Universities are expected to undergird national munity, and the private sector in three
development efforts by contributing new under- roughly equal proportions.
standing and fresh perspectives that can support
economic and technological advancement. For (b) Increased participation in internal deci-
universities to fulfill this role, they will have to sion-making. Wider involvement of staff
create learning environments that encourage and student representatives in key university
creativity, constructive criticism, and constant governing bodies, together with more oppor-
adaptation to rapidly changing scientific and tunity for them to participate in selecting
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senior university administrators, would create a potential resource that can be mobi-
strengthen these officials' sense of accoun- lized in support of common interests within
tability to the university community. the university community.

(c) Greater Autonomy in the Selection and (e) Increase Information Flows. Formal and
Appointment of the University's Chief informal consultations among university
Executive. The position of university head administration, staff and students will en-
is a difficult one. To be effective, the hance understanding of the problems faced
incumbent should be legitimized by a trans- by universities, allow earlier identification
parent and participatory selection process. of and response to potential conflict prob-
The position should be publjicly announced lems, and build an overall sense of common
and primary responsibility for the selection endeavor.
should reside with the university communi-
ty. The term of office should be for a
defined period, and tenure should not be (f) Strengthen the Office of Dean of Stu-
affected by political whim or changes at the dents. This could be accomplished by
national level. making the dean directly answerable to the

university head, or by establishing this as a
(d) Encourage Staff and Student Associations. deputy-headposition. Positionqualifications

This will establish useful channels of com- and terms of service should reflect the needs
munication and conflict mediation, and and importance of this responsibility.
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Maintaining Relevance in a
Changing World

Institutional Flexibility and Adaptability ute-as in aU countries throughout the world-
are graduates who are thinkers as well as prob-

The objectives which guided African universities lem-solvers, people who can generate ideas and
during the post-independence period were re- insight regarding larger economic, social and
sponses to conditions and needs which prevailed cultural issues as well as wrestle with the daily
at that time. It is the premise of this discussion demands of public and private enterprise.
that these conditions have now changed substan-
tially, and that the needs that African universities If they are to fulfill their key responsibility for
are challenged to meet today have changed in contributing skilled human resources to national
consequence. National economies and labor capacity-building, African universities will be
markets are now much more integrated with, increasingly called upon to embrace flexibility
and affected by, international economic systems and adaptability as desired institutional qualities,
and labor markets. The accelerating pace of and to impart these as professional values to
scientific advancement has produced a range of their students. Africans have amply demonstrat-
new developments-from agricultural bio-tech- ed these attributes in moving from traditional to
nology to synthetic materials to computerized modern societies more rapidly than anywhere
information systems-that have combined to else in the world. Their universities are now
undercut the earlier comparative advantage of challenged to build upon what has largely been
many African economies, often heavily depen- a process of aggregate change at the individual
dent on natural resource exploitation and the level and institutionalize these values in support
export of raw materials. Economic advantage is of the sweeping processes of economic and
now increasingly based on technology-reliant political re-structuring now underway throughout
management efficiency and on national human the continent. Flexibility signifies a willingness
resource capacities to manage these increasingly to question prevailing ways of thinking and an
complex systems. The rapid pace of technologi- openness to new organizational alternatives.
cal change means that economic rewards are Adaptability is the capacity to adjust goals,
most likely to accrue to production systems procedures and institutional structures whenever
which possess flexibility and adaptability. What such changes are likely to lead to increased
African universities are called upon to contrib- productivity and effectiveness.
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The following discussion explores ways in which A parallel concern of employers is that universi-
African universities are currently demonstrating ty education emphasizes disciplinary concepts
flexibility and adaptability in the elfort to main- and information to the exclusion of professional
tain relevance in a rapidly changing world. It skills development. Key abilities such as critical
does so in the context of universities' two prima- thinking, problem-solving, time management and
ry missions: teaching and research. Teaching the organization of information are frequently
is addressed in terms of curriculum relevance not developed on campus. And where this does
and the capacity to mount specialized graduate occur, graduates are less productive in the
degree programs. The section on research workplace. Worker inefficiency, when com-
engages the challenge of revitalizing university bined with the resultant need for firms to mount
performance to provide the information and compensating in-house training programs, in-
technology that will support the national devel- creases the costs of production and, in the
opment effort. The discussion should be read in aggregate, may diminish national competitive-
conjunction with, and seen as complementary to, ness in global markets.
the preceding chapter on improving university
governance for stability and innovation. The Feedback from the labor market suggests that
goal throughout is to seek intellectual balance academic programs might be made more flexible
between a capacity for critical and innovative so to facilitate interdisciplinary study and re-
thinking, and the application of ideas for the sponsiveness to labor market demands. One
betterment of the human condition on the Afri- way of doing so might be to move away from
can continent. rigidly structured degree programs based on a

series of required courses to one which bases
Curriculum. Conversations with public and graduation on the accumulation of a defined
private sector employers of university graduates number of academic credits. Under this system,
throughout the region highlight collective dissat- which has been widely used in the United States,
isfaction with some aspects of university educa- the student is able to combine studies in key
tion. Common complaints are that graduates are disciplines in accordance with career aspirations.
narrowly trained in a single discipline and lack An additional attraction of an academic credit or
the breadth of understanding necessary to con- course unit system is that it increases internal
front complex problems. In Zimbabwe, a major efficiency by enabling students to move among
manufacturer notes that he must give university different institutions of higher learning without
graduates in engineering an additional six the need to start afresh.
months of training in business administration
before they can assume factory responsibilities. The credit system also promotes equity aspects
In Botswana, a survey of 1,300 fiInns indicated of higher education by facilitating university re-
their greatest need was for management training entry and degree completion by students (partic-
as an adjunct to other professional skills. In ularly women) who might be forced to interrupt
Mozambique, Ministry of Agriculture officials their studies for personal reasons. It allows
lament that university agronomists have no workers to study on a part-time basis. And it
understanding of farm management or agricul- can enable a low-cost expansion of university
tural economics. Greater student exposure to enrollments by permitting course credits to be
the principles of management and aidministration accumulated through the self-paced learning of
was a frequent suggestion. distance education, continuing education or
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intensive courses during vacation periods, in- countries. These include Cameroon, Ghana,
cluding courses given in selected provincial Mozambique Niger, Uganda, and the universi-
cities. Regel (1992) provides a fuller discussion ties of St. Louis and Cheikh Anta Diop (three
of the strengths and weaknesses of the academic departments only) in Senegal. The University of
credit system and its applicability to developing Juba in Sudan has development-oriented colleges
countries. that are explicitly interdisciplinary in their

organization, for example, College of Natural
Box 4. Academic reform proposals at Resources and Environmental Studies, College
l'Universite Nationale de COte d'Ivoire of Social and Economic Studies.

The Universit. Nationale de C ,te d'Ioivre Such fundamental changes in the academic
is taking steps to confront serious prob- program, however, must be carefully planned
iems ataits to co nsus prob- and clearly communicated to students, faculty
iems at itd main ocamusing Cogd whic and employers. At the National University of
tionclude se oercrowding,ihigh repety- Lesotho, for example, an earlier effort to com-tion rates, declinig educational qualt, bn spcso rtish acdmc.eureet
and unsustainable levels of expenditure. bine aspects of British academic requirements
and uespnsustainalew lelsef arexpeindt.* with a modified academic credit system createdIn response, two new campuses are being ahbi rga htpoe ubroe
established at Bouake and Abobo, and this Students wererhinderedprom underta mn .
offers the opportunity to seek im- Students were hmdered from undertaking a
provements in the university's academic coherent program of studies, and faculty time

organization. The Bouake campus is was absorbed in administration and paper-work
cognsizaion. The Bouacadmpu is at the expense of tutorial and research activities.considering a range of academic reforms
intended to improve student performance The system is now being revised.
while making the university enterprise Continuing curriculum review and adjustment
more cost-effective. Suggestions include the instrodction oaacemic incred are also necessary if a country's skilled human
sythem, intrductof c on academc curedic resources are to contribute productively to
system, the use of common core curricula national development. This must be done in
and classes across disciplinary courses for accordance with each country's needs and as-
first year students, establishment of a sessed priorities. Where graduate unemploy-
computerized management information ment is a concern, some countries (such as
system for student records, decentraliza- Nigeria, Cameroon) are giving more emphasis to
ton of some management responsibilities "education for self-employment" in which stu-
to faculty and department levels, student dents are provided with basic courses in account-
evaluation of faculty teaching perfor- ing and business administration. The need for
mance, and the introduction of various students to be "information literate' in a world
performance incentives. The process is where knowledge is increasingly deposited in
being managed by a Pedagogical Commit- computerized data bases and provided through
tee, composed of deans and selected pro- academic electronic networks is readily appar-
fessors of recognized talent, with occasion- ent. Recognizing the implications of rapid
al advice from international experts. change in productivity-enhancing information

technology for a country with an acute shortage
At present, the academic credit system is under of university graduates, Eduardo Mondlane
consideration or being implemented in several University in Mozambique now requires all

81



Universaies in 4fica

students to undergo computer tbaining. The include representatives from outside the universi-
same university conducted major curriculum ty. Ghana is considering the gradual elimination
reform in 1985 which was based upon a defini- of external examinations and replacing them
tion of occupational profiles (the types of jobs with local professional associations to guarantee
likely to be available to graduates and their standards of quality and relevance. University
institutional requirements) and professional alumni associations also represent a valuable
profiles (the technical skills required for profi- advisory resource on curricula issues.
ciency in a given disciplinary area). Course
structures and content were then developed in Other more traditional, but also more costly and
accordance with these guidelines. The effective- time-consuming methods of monitoring shifts in
ness of this reform is scheduled for assessment labor market demand include tracer studies and
in 1995. employer surveys. Nevertheless, these can be

One promising mechanism for ensuring that effective instruments for informing large-scale
course content keeps pace with new knowledge efforts at curriculum reform, and for breaking
and changing labor market requirements is down university isolation from government
through informal advisory committees at the agencies and the productive sectors. The Uni-
departmental level. These committees are versity of Malawi recently completed a major
generally composed of half a dozen representa- tracer study of its graduates which sought to
tives of the main employment sectors for a identify the types of jobs they were doing and to
department's graduates. For excmple, a busi- assess the relevance of university education for
ness school might select individuals representing their current employment. The exercise has also
the local chamber of commerce, manufacturers' produced a data base of graduate names and
association, or chartered accountants. Commit- addresses that will support an effort to create an
tee members meet one or two times a year to alumni network (Dubbey and others 1990).
discuss training needs and research priorities. Similar tracer studies are underway at Ghana's
As relationships of trust and understanding are tree universities. The University of Botswana
built, opportunities for research contracting, recently surveyed local employers for like
departmental consulting and studlent placement purposes. The University of Dar es Salaam has
may emerge. In a world of shifting labor mar- completed a comprehensive tracer study of its
ket needs and where manpower forecasting has graduates, and its Faculty of Engineering has
proved unsuccessful (Psacharopoulos 1990, p. completed this with an employer survery. The
377), such flexible yet continaous lines of University of Swaziland sought the participation
communication will help to maximize universit- of the local business community in developing a
ies' external efficiency. curriculum for its proposed new Faculty of

Commerce. In the process of doing so, a posi-
Informal advisory committees of this type are tive working relationship with the National
reportedly used with some success by several Federation of Employers was developed which
departments at the University of Zimbabwe, and led it to organize a fund-raising campaign for the
the new University of Namibia plans to formally construction of the new Faculty building. For
establish advisory committees for all its depart- those interested, the International Institute for
ments. The University of Malawi recently Educational Planning has just published a self-
began to review the content and relevance of its instruction manual on how to carry out follow-
courses with the help of expert panels that up and tracer studies (Lamoure 1992).
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In fact, whenever universities have demonstrated appear to offer training of acceptable standard
sincere efforts to reach out and address the (Fine 1990).
concerns of other sectors of society, shown
flexibility in considering the input that this An AAU review of graduate training and re-
process produces, and displayed adaptability in search among ten West African universities
their response, creative initiatives have resulted. records a severe decline in graduate programs.
In addition to the examples noted here, a further It documents numerous cases of graduate pro-
result of the University of Botswana's survey of grams serving very small numbers of students
employers has been the creation of an innovative and awarding just one or two degrees per year.
'Productivity Center" within its Institute of The AAU report concludes that these graduate
Development Management. Plans call for this programs 'are inadequately equipped and
Center to focus on incentives, motivation, work staffed, are not cost effecive because of the
ethic and professional values required for indi- dispersion of the students over a diversity of
vidual and national success in the world of fields, and have been unable to make significant
work. contributions to researchfor development " (Nwa
-gn Cooper.tion in .... Graduate Trainin2. and Houenou 1990, p. 2). Not surprisingly,
Graduate trainiC g programs deserve special these conditions prompt renewed interest in the
attention for several reasons. First, graduate possibilities of regional collaboration around a
attentio fre several reasons. First, gradu division of responsibilities for graduate educationprograms are critical for national capacity build- in ceti spcaie ara.I at h A
ing because they select and produce highly sUrvey citedzwa uneaken prcie th thi
skilled professionals, including the academic survey cited was undertaken precmsely with this
staff of universities. Second, they are key goal in mind.
determinants of the quality of undergraduate
education. Third, it is at this level that research Smaller nations would be well advised to consid-
skills are acquired and new knowledge is pro- er collaborative regional approaches in the
duced. Fourth, graduate programs, if not care- provision of higher education. While they need
fully planned and periodically reviewed, can to develop a minimum training and research
constitute an excessive drain on university capacity in areas critical to the national econo-
resources and an inefficient use of staff. my, they face real constraints in determining the

type and number of quality tertiary programs
In recent years, a proliferation of graduate that they can support. Among these are their
programs intended to accelerate the process of limited financial resources, the modest size of
national human resource development, when their labor market, and the difficulty of obtain-
combined with declining budget allocations and ing economies of scale. A main challenge is to
associated staff retention difficulties, has created achieve an appropriate balance between tertiary
a situation where many graduate programs training in local institutions, at the regional
cannot be sustained at the standards required to level, and overseas. Regional collaboration
ensure professional competence within compet- offers a particularly cost-effective approach,
ing regional and international economies. For wherein each participating country might streng-
example, a recent assessment of African gradu- then one or more established national programs
ate training programs in economics concluded to operate as regional centers of specialization
that only four MA programs in the region serving several countries (Salmi 1992, p. 5).
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Regional cooperation among universities has exchange of staff and students, and pursue
been discussed and espoused on numerous research of topics of regional importance.
occasions. One hardly recent example is the
1985 joint ECA/AAU conference iin Mbabane, However, operationalization of this decision has
Swaziland. The resulting "Mbabane Programme been slow because of unresolved issues of
of Action" (1985) called on African universities student mobility, degree equivalency and recog-
to "explore the most efficient ways qf sharing the nition. In the effort to settle these questions of
limited resources available on the continent by larger institutional policy, a joint meeting of
making use of existingfacilities ... on a regional participating deans and Vice-Chancellors was
and sub-regional basis." held in September 1991. This meeting served to

highlight the fact that institutional leadership
Why has regional cooperation made so little might fruitfully have been involved in this
headway? Lack of progress may be due to the process at an earlier stage. If this had been the
absence of organizational mechanisms to facili- case, questions of institutional policy might have
tate this process. Representatives of participat- been identified and resolved in tandem with the
ing governments and universities need a forum process of negotiating agreement among the
that enables them to build communication and deans of agriculture.
trust on these complex issues through regular
interaction, to undertake the studies and consul- A second regional training initiative is the
tations necessary to develop a work: plan, and to African Regional Post-Graduate Program in
hold them collectively accountable for their Insect Science (ARPPIS) launched in 1985 by
decisions when strategies for regional coopera- the Nairobi-based International Centre for Insect
tion are discussed. Physiology and Ecology - ICIPE. In the effort

to expand the numbers of African insect scien-
A mechanism of this type was established under tists as part of a strategy to increase the contin-
the Special Programme for African Agricultural ent's agricultural output by reducing insect
Research (SPAAR) and it has proved to be damage to crops, ICIPE negotiated an agreement
instructive. The SPAAR program sought to with two dozen participating universities where-
rationalize graduate programs in agriculture and by a doctoral student enrolls at a home institu-
natural resources among the nine nations of tion and then conducts coursework and disserta-
Southern Africa. The initiative began in 1984 tion research within the context of ICIPE's
when the deans of Faculties of Agriculture from research program and under the supervision of
the SADCC countries reached agreement on a an ICIPE scientist. Provision is made for the
series of collaborative research undertakings. student's local university advisor to visit during
As they became more familiar with each other's the course of the research, and the final degree
institutional leaders and capacities, the deans is awarded at the home university. In the course
began to systematically explore the possibilities of this experience, a newsletter and a research
for an institutional division of labor in the workshop series were added as complementary
provision of agricultural graduate training. activities.
Through this process, the participating Faculties
of Agriculture agreed in 1987 to allocate gradu- Six years later, the working relationships devel-
ate training responsibilities among them. These oped through ARPPIS are providing the basis
programs are regionally oriented, encourage the for several collaborative training initiatives at the
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Masters level. Following an appraisal of univer- Southern Africa Universities Association, or the
sity capacities for insect science instruction and East African University Council. Within specif-
research, three universities in East, West and ic disciplines, emerging regional research net-
Southern Africa have been selected to sponsor works may also serve this purpose. Third, the
MS programs in entomology on a sub-regional capacity to mobilize external funding for these
basis. These programs will then play a "feeder" efforts is critical. SPAAR was funded by the
role in furnishing more qualified candidates to World Bank and other donors. ARPPIS used
the ICIPE doctoral program. ICIPE as a broker in its international fund-

raising. When dbnor funding faltered, ANSTI
A third regional training endeavor is underway did too. Finally, university leadership at the
through the African Network of Scientific and higher levels must be involved from the outset to
Technological Institutions (ANSTI), formed in ensure that resulting regional training agree-
1980 as a UNESCO initiative. Although heavily ments are viable in terms of prevailing universi-
dependent on donor support, it has promoted ty policies.
collaborative graduate training in thirteen differ-
ent science disciplines. A masters degree course Under currently difficult economic conditions,
is offered at a host university, with supplemental regional cooperation in graduate training offers
staff seconded by sister institutions in the region. an attractive, cost-effective option for expanding
Students are drawn from collaborating countries, the numbers of specialized professional and
and some 177 scholarships have been awarded to academic staff on the continent under acceptable
date. For example, 15 out of 20 students attend- conditions of academic quality. Efforts to seek
ing an MA course on industrial management at regional rationalization among specialized gradu-
the University of Sierra Leone were from neigh- ate programs seem likely to follow three comple-
boring nations. The program also includes staff mentary approaches. Where graduate training
exchanges, skills-building workshops, and a and research occurs in disciplines which require
newsletter. Because of funding constraints, it costly scientific equipment, a clear division of
remains a promising pilot project. responsibilities in favor of those programs which

currently hold a comparative advantage in terms
Several lessons may be gleaned from these of equipment, infrastructure and library resourc-
experiences. First, a structured process of es seems appropriate. Possible examples might
regular institutional interaction is necessary. include microbiology, radiology, and food
This allows for working relationships to develop engineering. Subsequently, government and
on the basis of trust and information exchange, donor funding would seek to strengthen these
offers a guarantee that institutional investments designated specialization programs. The intent
of scarce staff time and resources are likely to would be to create a few programs of acceptable
prove productive, and holds the group account- standard that would attend limited regional
able for any decisions it might make. Second, demand under cost-effective conditions. This
an institutional mechanism (SPAAR, ICIPE) is would require a degree of student mobility in
necessary to manage this process. In the future, pursuit of such specializations.
this role might also be fulfilled by regional
associations such as the Association of African Where graduate disciplines do not require such
Universities, or sub-regional organizations such sizeable investments (agricultural economics,
as the Conseil Africain et Malgache de l'Enseig- social anthropology), regional collaboration can
mnent Superieur (CAMES), the Eastern and be pursued differently. A core curriculum and
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thesis work can undertaken by students within local settings. Research participation teaches
their corresponding national program. At the students necessary professional skills. Most
same time, participating programs can collabo- important, it enables a society to generate under-
rate in offering specialized elective courses at a standing of itself and its problems that can be
common rented facility during the academic used to orient its development efforts.
vacation period, in conducting external examina-
tions of core courses and theses, and in prepar- As noted in Chapter 3, the research record of
ing teaching materials for common use (Fine African universities has not met expectations.
1991). There are several reasons for this. First, the

larger environment has often not been conducive
Finally, where the numbers of professionals to the development of serious research. Where
needed for a country in a specialized discipline freedom of expression is circumscribed and
are too small to justify institutionalizing either a critical thinking is discouraged, it is difficult to
national or regional program to produce them, create an academic culture that fosters research.
temporary graduate training might be consid- Second, financial support for research has been
ered. For example, four or five students from a major victim of governmental and university
half a dozen participating countries might come budget-cutting as the African economic crisis has
together at a rented facility for an intensive one- deepened. Third, parallel deterioration in the
year MA/MS program. The program could be terms of service for academic staff has made
managed by a small secretariat on a contract university employment a part-time proposition as
basis, and offer intensive course modules taught full-time staff limit their time on campus so as to
by faculty drawn from the region or abroad who pursue outside income-supplementing activities.
would spend one or two months in residence. University administrators feel incapable of
Such a program might be linked to an estab- demanding compliance with the work day since
lished overseas institution that would guarantee they are only too familiar with the economic
standards and confer the graduate degree. The hardships faced by staff. In this situation,
International Institute for Educational Planning research is generally the first activity to be
in Paris has participated in a program of this sacrificed. Finally, there is little in the way of
type designed to produce half a dozen education- incentive or reward to encourage research activi-
al planners in Mozambique. While this has ty. The absence of such incentive has been
proved to be a very labor-intensive undertaking called the main obstacle to good and efficient
for the managing institution, advantages of research in most developing countries (7hudstrup
flexibility and responsiveness may outweigh the 1992). Although promotion is often linked to
costs where a limited number of local experts is research output, this criterion for advancement
required. has become increasingly less relevant as in-

creased teaching loads, outdated libraries and
low salaries make research and publication

Revitalizing Research nearly impossible. In addition, extended time
periods separate the opportunities for academic

Research is a defining characteristic of universi- advancement, and the resulting salary increases
ties. It sets them apart from other post-second- may not be justified in terms of their opportunity
ary educational institutions. Research enriches costs. Government itself does not generally
course content and makes it more relevant to encourage research undertakings, or recognize
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superior performance in this area. Instead, the travel to professional meetings; and eligibility
pseudo-research produced by quick consultancies for additional training or study. Where universi-
is often a financially more attractive option. ties have the management autonomy to do so,

annual salary adjustments should include a
How can this situation be reversed? A multi- consideration of research output. To lay the
faceted strategy seems required. To start with, basis for this, research should be explicitly
greater public discussion of the important rela- included in a staff member's position description
tionship between research capacity and national and employment contract.
development is needed. As opportunities permit
within the trends towards greater political plural- Finally, governments, donors and universities
ism in various countries, the linkage between need to ensure that funds are available to support
freedom of expression, the development of research and provide for research infrastructure.
critical independent thinking, and quality in The AAU (1991) indicates what is needed. It
research and teaching must be made explicit. If recommends regular budget provisions for
Africa's greatest poverty is a paucity of ideas, research and the maintenance of scientific equip-
the cost to a country that produces a generation ment, a standing 5 percent allocation for univer-
of uncritical thinkers will be enormous. sity libraries, and a more aggressive search for

private sector research support.
Next, universities must ensure that they have an
institutionalized leadership capacity to promote During the past year or so, several African
research. The University of Malawi, for exam- universities have registered progress in generat-
ple, created the post of Research Coordinator in ing financial support for university research.
1988 to encourage staff to undertake research, to The University of Dar es Salaam has, with help
improve the proposal preparation process, and to from GTZ and the Swiss Development Corpora-
seek external funding for these undertakings. A tion, established a research fund to top-up staff
notable increase in research activity followed. salaries in return for research. This supplement
The University of Yaounde (see Box 5) pro- is provided in response to an acceptable research
duced even more impressive gains through new proposal and against a specific time commitment
research policies which combined incentives with to research. The fund also underwrites profes-
accountability (Ngu 1992). The University of sional conference attendance as an incentive to
Sierra Leone has established a University Re- produce and disseminate the proposed research.
search and Development Services Unit to devel- A similar university research fund has been set-
op and market applied research and consultancy up at Eduardo Mondlane University in Mozam-
proposals. The Universit6 de Ouagadougou has bique with assistance from SAREC and NOR-
created a position of Assistant Dean for Re- AD.
search.

The University of Zimbabwe is one place that
After that, a range of incentives and rewards has demonstrated a strong commitment to re-
must be offered to encourage not just research, search. In addition to active pursuit of donor
but research of respectable quality. These must funding in this area and some private sector
be determined according to national and institu- contributions, the university receives an annual
tional circumstances. Possibilities include prizes allocation of roughly US$1.5 million within its
or national recognition; priority in the allocation government budget for its research fund. This
of scarce scientific equipment, computers or fund provides grants to faculty members of

87



Unvertides in 4dfca

Box 5. Strengthening Research at the University are made by a Research Board composed of one
of Yaounde representative from each university faculty. The

Board elects a chairman from its members. The
Board gives each staff member US$150 annually

In the mid-1980s, the University of Yaou- to use on research as he or she wishes. This
nde in Cameroon found that the quality practice is intended to encourage scientific
and quantity of its research output was inquiry throughout the university and to avoid
declining. In response, a new strategy for "clogging" the research board with numerous
promoting research was instituted. First, small requests. At the end of the year, each
accountability for funds spent on research department is required to account for the use of
became mandatory. All research grants these small grants. A periodic university re-
from the University were awarded to staff search newsletter lists new awardees and selec-
on the basis of the scientific value of the tively summarizes the results of completed
research proposals submitted, their rele- research. The Research Board is currently
vance to the development of Cameroon, seeking to provide advisory inputs to donors
and the research track record of the scien- regarding funding priorities for research. Staff
tists involved. Annual progress reports are unanimous in their opinion that these re-
were required. Less than 20 percent of search activities contribute to the maintenance of
applicants received awards, and in this a lively intellectual environment on campus and
way competition was fostered. Second, provide the basis for fruitful interaction with
significant investments were made in other organizations in Zimbabwean society.
upgrading the equipment and izifrastructure
necessary for research. This was done by Research Networks: In recent years, there has
using 50 to 70 percent of the University's been considerable interest-most of it donor-
annual budget allocation for research to driven-in the establishment of research net-
rehabilitate facilities. Six years later, good works. These networks have been seen as a
material conditions were in place for sev- viable strategy for fostering research output
eral faculties. This policy paid dividends under conditions of widespread deterioration in
by reducing the need for scientists to go institutional capacities and infrastructure. Gen-
abroad for research, and by focusing erally, this model involves the identification of
research on national needs. In the pro- talented individuals in several countries, direct
cess, staff improved their research skills. research grants to these individuals for their
The number of research publications in- work, and periodic meetings of this group to
creased by five-fold, and the amount of assess and disseminate their output.
external funding for research quadrupled.

One of the most successful examples of a re-
search network is the African Economic Re-
search Consortium (AERC). Its achievements

US$3,000 to US$7,000 for research. The grants are the result of an informed selection of partici-
cover field travel, equipment, materials, publica- pants, a consultative decision-making process, a
tions and-on an exceptional basis-research calculated research focus on a few key issues
assistants. The fund can also grant travel funds that provide common experience which facili-
to enable a staff member to present a research tates interaction, and a strong system of peer
paper at a scientific meeting. Funding decisions review. The Consortium has benefited from
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experienced and energetic leadership, and from theme was broadly defined and thereby impeded
strong donor interest in economic research. the emergence of common interest, where quali-

ty research publications were not an explicitly
Another promising enterprise is the Educational defined output, and where internal mechanisms
Research Network for Eastern and Southern for quality control were lacking. In some cases,
Africa (ERNESA), and its younger West African networks have been poorly grounded in local
counterpart, the Educational Research Network demand, thus creating the risk that they become
for West and Central Africa (ERNWACA). "all net and no work."
Through ERNESA, a community of qualified
educational researchers, supported by a small Networks are attractive to donors because they
secretariat, pursue research with assistance from offer the promise of good value for money, of
a general research fund, and exchange experi- combating brain drain, and of generating high
ence through workshops and newsletters. Tech- visibility. They are attractive to researchers
nical backstopping is obtained through a linkage because they break down intellectual isolation,
arrangement with Harvard University. The provide opportunities for income and travel, and
program is heavily donor-dependent, but is also may lead to new employment possibilities. The
notable for the financial contributions it has shortcomings of networks are that they are
received from national governments. heavily donor-dependent, contribute minimally

to universities' own institutional development,
Other research networks serving the education and stand little chance of becoming permanently
community are the Eastern and Southern African institutionalized.
Universities Research Programme (ESAURP),
established in 1978 as a non-governmental policy
research center and located in Dar es Salaam; Conclusions
the Council for the Development of Economic
and Social Research in Africa (CODESRIA) If African universities are to be key contributors
headquartered in Dakar; and the Organization to national capacity-building processes, they will
for Social Science Research in East Africa have to demonstrate continuing relevance in a
(OSSREA) based in Addis Ababa. rapidly changing world. Their teaching and

research will be called upon to support the
Within the sciences, a notable network is the efforts of the continent's emerging private
Natural Products Research Network for Eastern sector, including non-governmental development
and Southern Africa (NAPRECA). It is remark- organizations and business enterprise. To this
able for having been initiated and sustained by end, course content may need to give greater
African scientists themselves. With over 100 emphasis to the development of critical thinking
researcher members, NAPRECA organizes and problem-solving capacities, and to impart
training, professional exchanges, research sup- specific management and administrative skills.
port and dissemination activities. It also main- At the same time, greater flexibility in academic
tains a bibliographic search service for members programs may be needed to incorporate interdis-
(lindimubona 1992, p. 43-45). ciplinary approaches and accommodate part-time

or continuing education studies.
Networks have performed less well where their
membership was based on institutional rather The local business community can be an impor-
than individual qualifications, where the linking tant partner in this. Continuous communication
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and feedback between universities and employers support MA/MS programs in all disciplines,
are needed to ensure that higher education is innovative forms of regional cooperation and
responsive to labor market trends (Psacharopou- institutional linkage will be necessary.
los and Woodhall 1985, p. 73). Using informal
advisory committees at the departmental level Research sets universities apart from other
may improve communication between the uni- educational institutions and affirms their rele-
versity and the employer community and ensure vance to society's needs. It enriches classroom
that graduates are prepared for the labor market. teaching and contributes new knowledge to guide
Selective experimentation with direct involve- national development efforts. The revitalization
ment by businesses and their professional organi- of African university research requires a strategy
zations in the educational process deserves which includes:
consideration; such participation has prompted * Freedom of expression as a condition for
significant transformation in other countries. * ind epressinkint.
Among the forms that this involvement might critical independent thinking.
take are joint research, cooperative education

progams an diectinvstmet it dscilinry * An institutionalized capacity to promote andprograms, and direct investment im disciplinary mng eerh
capacity-building. manage research.

* Appropriate incentives and rewards for
Graduate training must be given special attention research output.
as the existence of local MA/MS programs is
critical to the process of local capacity expan- * Guaranteed minimum funding for research
sion. Since not all countries can afford to from both government and donors.
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Preserving Quality

Educational quality is perhaps the most impor- discussion of quality in African higher education
tant, yet most elusive, aspect of any higher must rely heavily on circumstantial evidence.
education system. It is important because it sets
the standards that define a university's intellectu- Available information, corroborated by informed
al environment. This, in turn, conditions the opinion, suggests that the quality of higher
vision and capabilities of its graduates, and education is declining-perhaps significantly-in
ultimately, the capacity of a nation to manage its many countries (see Chapter 2). The 'gold
affairs. The consequences of declining or standard' of excellence that was explicitly
improving quality may not be felt for many sought by the early and necessarily elitist univer-
years-until graduates reach decision-making sities of Anglophone Africa (Ashby 1966), and
levels of responsibility in public and private which was replicated in Francophone Africa by
institutions. Asavia Wandira (1977, p. 7) states reserving the right of degree conferral to univer-
this argument well: "The prestige and accept- sities in France, has gradually been compro-
ability of a university's graduates depend on mised. Rising enrollments have made expan-
satisfying local as well as extra-national notions sion of this full-time residential model economi-
of good university education, however vaguely cally unsustainable under current financial
expressed. A university which does not enjoy constraints.
international acceptance of its standards, preju-
dices the academic future of its most promising During the 1980s, the combination of incremen-
graduates. And as its standing as a place of tal budgetary belt-tightening and rising enroll-
higher learning declines, the university's ability ments within African universities produced a
to recruit good staff and students declines also. generally recognized deterioration in the quality
Mediocrity today leads to greater mediocrity of higher education across the continent. The
tomorrow." conclusions from a recent analysis of higher

education quality in East Africa (Mwiria 1991,
Quality is not easily gauged. Aspects of mea- p. 27) could well be applied more broadly to the
surement may be subjective or be culturally region: "That universities can play a key role in
biased. This is particularly the case where, as in influencing any given country's development is
Africa, local quality assessment and monitoring unquestionable. The capacity of East Africa's
systems may still be in the early stages of devel- public universities to effectively continue playing
opment. Lacking educational performance this role is now more questionable as standards
benchmarks that are comparable over time, the of the education they offer plummet. The symp-
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toms of the downward trend include declining average of 7.7 years in the arts, 8.9 years in law
performance in university examinaions by and economics, and 18.2 years in the sciences.
students, a de-emphasis on merit considerations In Mozambique, drop-out rates approach 50
in the recruitment of students and staff, declining percent. Repetition rates in Congo exceed 40
research and publications output, and com- percent and the average age of graduates is 30
plaints by employers on the poor preparation of years. In Madagascar, the 1988-89 drop-out
university graduates for employment." rate was 20 percent, and the overall repetition

rate was close to 50 percent.
Today the preservation of quality figures high on
the agenda of both universities and their donors. In some cases, drop-out may affect some social
Governments, however, have often seemed less groups more than others. Namuddu (1992)
concerned as they accede to political pressures notes that drop-out rates for women at Makerere
for increased university enrollments without University in Uganda have been 20 percent for
fully considering their budgetary implications. women, but only 3 percent for men. She specu-
Yet governments should be concerned with lates that this may be due to the particular
receiving educational value for money. Their adjustments women need to make in leaving a
own capacity to craft and manage national family environment, and to the lack of relevant
development processes depends upon it. And as support services to aid them in this transition.
the introduction of university fees gains accep-
tance across the continent, students and their Under such conditions, costs per graduate are
parents will demand it. Where students share in extremely high. The estimate in Cameroon, for
the cost of their education, high rates of drop- example, is US$107,000 for each university
out and repetition are likely to come under graduate. Permissive repetition policies waste
increasing scrutiny as people begin to question public resources and undermine efforts to main-
the poor return on their investment. One posi- tain standards of educational quality. They
tive consequence of increased cost-sharing may contribute to over-crowding and increase the
be to transform students into active proponents workloads of academic staff to discouraging
of quality education. proportions. Improvements in both the quality

and efficiency of higher education could be
achieved by systematic efforts to reduce drop-out

Student Drop-out/Repetition and repetition rates.

African higher education systems are often The World Bank's 1988 policy study attributes
inefficient in terms of their graduate output. excessive wastage and repetition to insufficiently
Given the continuing need for specialized human developed selection mechanisms, the shortage of
resources in most countries, this is cause for non-salary quality-enhancing inputs, and the
concern because low graduate output delays general absence of incentives to reward good
national capacity-building efforts. In Senegal, performance by staff and students.
first year pass rates vary from 23 to 43 percent
and repetition is permitted almost without limita- Since the Bank study was published in 1988,
tion. Consequently, roughly 20 student-years of notable gains have been registered in some of
study are needed to graduate from a four-year these areas. For example, governments have
program. To complete a three-year undergradu- introduced greater selectivity into university
ate program, Cameroonian students require an admissions procedures in response to increasing
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demand for higher education. In some cases secondary education, higher education is virtual-
(Kenya), they have announced in-take ceilings. ly free. This is particularly true in a number of
In others (Zimbabwe), they have tightened Francophone countries. In a few extreme cases
admission standards as a way of controlling (such as Congo), student allowances may be
enrolment growth, or instituted university admis- higher than expected starting salaries for univer-
sions examinations (Angola, Eritrea, Mozam- sity graduates. Where this financial support is
bique). Continuing economic stagnation in the not tied to academic performance nor terminated
region, however, has prevented efforts to aug- when repetition occurs, students have every
ment quality-enhancing inputs. And while some incentive to linger. It is not surprising that
notable initiatives were taken to introduce staff students may take two or three times as long to
retention incentives (salary supplements, import complete a four year program as should be
privileges), these were often not tied to stan- necessary.
dards of performance.

The financial cost of frequent student repetition
Drop-out rates are generally related to the to the state, and to the taxpayer, is high. The
selectivity of the higher education system. The social cost -in terms of educational quality,
more selective the system, the lower the drop- transmission of inappropriate professional val-
out rate. Thus, systems based on the principle ues, and institutional congestion that constrains
of mass access will have higher drop-out rates access-is even higher. There is clearly a need
than those that limit access by screening entrants to consider ways of encouraging positive aca-
for talent and preparedness. For example, drop- demic performance, and to associate these with
out rates are lower in the more selective British penalties for non-achievement. In several Afri-
universities than in the more open American can countries, recent policy changes have made
system (Her Majesty's Inspectorate 1989, p. 9). financial assistance conditional upon a student's
To a certain extent, trade-offs exist between academic performance (Mozambique, Zambia).
access and quality in higher education which
require conscious policy attention, particularly
where financial resources are tight and the need Creating a Culture of Quality
for well-trained graduates is acute. In the latter
cases, it may be appropriate to pursue more What shapes the quality of the intellectual envi-
selective strategies over the short-term and ronment for higher education? In Africa, as
gradually expand access as needs and resources elsewhere, quality is the product of a combina-
permit. tion of factors. Principal among them are

educational standards and incentives to uphold
High levels of repetition are often the result of them, staff development and retention, educa-
different dynamics. While poor secondary tional inputs, research and post-graduate pro-
preparation, easy access, and overcrowding may grams, and freedom of expression.
be contributing factors, the cost/benefit equation
for students is a major determinant. In many The challenge of preserving quality within
countries, students pay no matriculation fees and Africa's universities can appear daunting. It is
receive free room and board. They may also easy to point to the substantial budgetary erosion
receive book allowances and pocket money. in the higher education sector, and to conclude
While students and their families may have that the only solution-albeit an extremely
covered part of the cost of their primary and remote one-lies in the sizeable infusion of
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additional funds. The possibility that manage- reaffirm a university's commitment to quality, as
ment initiative can make a positive contribution the Vice-Chancellor of the University of Malawi
to this problem may be overlooked or underesti- did in his 1987 congregation address. It is also
mated. While it is true that more resources, equally important that the chief executive pay
including foreign exchange, are needed for attention to even the mundane standards of
quality-enhancing educational inputs, much can building maintenance, as the Vice-Chancellor of
be accomplished through managerial leadership the University of Zimbabwe regularly does, in
and innovation. The following five steps are order to create and maintain a culture of excel-
proposed as a strategy for preserving educational lence.
quality:

At the level of individual self-monitoring, stan-
* Set and maintain standards throughout the dards are most often communicated and assessed

institution. in terms of a professional code of conduct which
imparts professional values and ethics. Many

* Provide incentives to encourage and reward universities have written codes of conduct for
quality work at all levels. academic staff. Some also have honor codes

* Retain and develop promising staff. which apply to students. At a time when charg-
es of corruption and mismanagement seem on

* Guarantee a defined minimum of educational the rise in Africa, renewed attention to the
inputs. development and inculcation of professional

standards can potentially pay long term capacity-
* Keep equipment and buildlings in good building dividends by enhancing the quality of

working order. performance and the credibility of the actors.

These five mutually reinforcing recommenda- Academic peers apply standards through colle-
tions are now discussed further. gial review of course syllabi, research methods,

and professional publications. Evaluation of
Standards, These are agreed upon norms that teaching and research is a tool for quality im-
provide reference points for qluality control. provement. External examiners and visiting
Where the process of defining standards involves committees ensure that local standards are set
consultation and participation by the groups to against international norms, and that potential
which they will be applied, standards also reflect problems are brought to the attention of univer-
a consensus of appropriate professional values, sity management quickly. These external exam-
behavior and accomplishment under prevailing iners and visiting committees play a vital quality
conditions. In academic environments, stan- control function in many university settings.
dards are reinforced at the level of the individu- Budgetary provision for the relatively modest
al, the peer group, the institution, and the sys- resources that these activities require will be a
tem. Although a wide range of institutional wise investment. In Nigeria, program assess-
mechanisms exist to monitor and reinforce ment and accreditation procedures are increas-
academic standards, an unwillingness to compro- ingly accepted by the country's universities as a
mise on quality is also an institutional value that legitimate part of the process to introduce great-
must be regularly communicated by the univer- er quality control and rationalization with the
sity's chief executive. It is important to publicly national higher education system.
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Incentives. Where resources are less plentiful ployment opportunities, other incentives should
than before and one encounters daily reminders be considered. These might include: (a) prefer-
of deteriorating working conditions, academic ence in staff development opportunities; (b)
standards may fall victim to attrition. In these professional conference attendance; (c) assign-
circumstances, sustained efforts must be made ment to a more comfortable office; (d) support
by university leaders to reaffirm standards and for the individual's research interests; and (e)
reward those who achieve compliance with them preference in assigning new equipment.
under difficult conditions. This can be done by
ensuring that scarce resources are distributed on In some cases, university salaries may be insuffi-
the basis of merit, and by regularly communicat- cient to sustain a faculty member. Staff may
ing-through the words and behavior of univer- consequently involve themselves in non-academ-
sity leadership-that standards will not be com- ic pursuits at the cost of their university commit-
promised. In this way, a culture of quality can ments. This behavior undercuts the quality of
be created and maintained, even in the absence university education by reducing the time that a
of additional budgetary resources. lecturer can devote to class preparation, student

advising and participation in the intellectual life
For such an incentive system to work, university of the department. The number of faculty
autonomy and management initiative are re- should be brought into line with the budgetary
quired. In many cases, updated job descriptions possibilities for offering them a locally competi-
will be required, and procedures for annual tive wage. If such re-structuring is impractical
performance appraisal will need to be modified for reasons that override the quest for education-
or established. The University of Dar es Sa- al quality, an alternative is to clearly define the
laam, and some South Africa universities, have time commitment that might be reasonably
instituted teacher assessments at the end of expected from the lecturer by the university at
courses. Criteria for excellence will need to be each particular salary step and establish account-
developed and accepted. In this process, excel- ability systems to ensure that this commitment is
lence in teaching (the principal objective of the met.
university) should be given full consideration in
tandem with the more traditional measure of Similar incentives and rewards may also be
research output and publication. This, in turn, employed to encourage achievement among
may necessitate some form of student feedback students. Renewal of government scholarships,
on classroom teaching or possibly a standardized for example, might be contingent upon a certain
measure of student achievement. The University level of academic performance, or be withdrawn
of Botswana is currently considering a series of from a student who is forced to repeat a course.
recommendations on these points. In addition to considerations of financial need,

preferential choice of university student resi-
First and foremost, performance should be dences might also be extended to high-perform-
linked to annual salary adjustments. The Na- ing students. Publicly-awarded academic prizes
tional Council of Science and Technology in or attendance at a professional meeting are other
Mexico assesses researchers' output annually student incentives that might be considered.
through peer review, and awards salary supple-
ments on this basis. Where the potential for Establishing a culture of quality is one of the
salary increases is limited and overall salary most important undertakings that a university
levels compete poorly with non-academic em- can assume. The norms and values that prevail
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in the university environment will shape the donors who supply the bulk of funding. And
expectations and behavior that students will take unfortunately, the resulting scholarships are as
to their professional careers. Where students likely to be the result of individual or depart-
observe that their elders ignore professional mental agreements with donors as they are to be
commitments and compromise on standards, the response to a systematic staff development
they will learn to do so. The result will be a plan. Such approaches may be less than fully
weakening of the nation's capacity to manage its effective where the fellowship award process
own economic and political affairs. does not reinforce the individual's commitment

to the institution, where training gives prefer-
Staff Retention and Development. Programs are ence to donor priorities over those of the univer-
only as good as the people who run them. In sity, and where managerial, administrative and
Africa, gathering and maintaining good people skilled technical staff are excluded from consid-
in universities has constituted an abiding yet eration.
changing challenge over the years. Because
colonial authorities invested little (or not at all) Examples of more promising approaches exist.
in indigenous human resource development, an The University of Zimbabwe maintains a size-
initial goal was to localize university staffing to able staff development fund constituted by untied
ensure that its intellectual and cultural milieu contributions from several donors. The fund is
was consistent with national values and sensitive managed in accordance with the university's
to national aspirations. This was a daunting staff development priorities and identified train-
undertaking given the long lead time necessary ing needs. Eduardo Mondlane University in
to produce a doctoral degree holder and the Mozambique is establishing a similar general
generally small pool of university students from staff development fund for valued academic and
which to draw such candidates. The magnitude administrative staff who require training in areas
of this undertaking is illustrated by the fact that not normally covered by donor programs.
in 1979-more than a decade after independence Recent experiments with "sandwich" programs
for many countries-expatriate lecturers consti- at the doctoral level, whereby the student under-
tuted roughly one-third of the teaching faculty at takes some coursework and dissertation defense
26 Anglophone and Francophone universities abroad, but completes other work including
(Hinchdiffe 1987, p. 166). That the challenge dissertation research while in residence at the
remains today is graphically underlined by the home university, have yielded encouraging
fact that 22 out of 45 African universities for results. This arrangement is less costly and
which data are available still relied on foreigners allows the staff member to maintain greater
to fill 20 percent or more of teaching positions involvement with the employing university, thus
in 1988. reducing the possibility of brain drain.

Because there are so few functioning post-gradu- The marked deterioration in terms of service,
ate programs in the region, staff development particularly salaries, is the principal cause of
generally requires sending people abroad for attrition among academic and senior administra-
training. This is a costly investment under any tive staff. Individuals frequently invest substan-
circumstances and particularly so for indebted tial time and resources in obtaining advanced
countries saddled with severe foreign exchange professional degrees only to discover that subse-
shortages. Consequently, university staff devel- quent remuneration does not meet their expecta-
opment efforts are often at the mercy of foreign tions. Indeed, as noted in Chapter 3, salaries
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may often be insufficient to permit family sub- have won concessions in the form of special
sistence under conditions of full-time university salary supplements. In Ghana, universities were
employment. The result has been the steady loss permitted to pay an "inducement allowance' in
of university staff, often the most talented, to the 1980s equal to 50 percent of base salary.
non-university employment. Even where staff But these solutions tend to be temporary. Dif-
remain linked to the university, there is a strong ferential pay may be eroded by pressures in
tendency to limit time commitments to classroom other parts of the civil service to adopt the same
teaching in order to pursue other income-gener- model, thereby requiring regular political lobby-
ating activities. The result is poor preparation ing to preserve the university advantage. It is
of lectures, infrequent student contact outside the also generally uncompetitive with the private
classroom, minimal participation in university sector, including donors and certain non-govern-
administration and policymaking, and a neglect mental organizations, who will always be able to
of research. outbid the public sector for scarce talent as long

as the return on this investment can be justified.
The problem of poor remuneration stems in part
from the fact that university salaries are pegged Universities have not been successful in de-
to civil service pay scales. Even though univer- linking university terms of service from govern-
sity staff may be much more highly trained than ment pay scales. To attract and retain capable
their civil service counterparts, the public pay- staff, universities will have to pursue the quest
roll does not recognize their additional qualifica- for greater management autonomy with more
tions. For similar reasons, university manage- vigor. Flexibility of management initiative and
ment is generally constrained in its ability to responsiveness on a case-by-case basis is essen-
recognize superior accomplishment through the tial if the present situation is to be turned
use of differential pay increases or performance around. Universities (and the donors that often
bonuses. As a result, universities find them- support their staff development programs) cannot
selves at a clear competitive disadvantage com- afford to invest US$100,000 in training a Ph.D.
pared to parastatals and the private sector in the only to lose him or her for want of a US$100
hiring and retention of staff. Universities' per month salary increment. Even the most
inability to extend competitive offers to their committed scholar will put family needs ahead
best talent produces a growing trend towards of professional advancement if the latter offers
youth, inexperience and possibly mediocrity in little in the way of long-term prospects.
academic staffing patterns. These characteristics
are not necessarily bad when taken on an indi- One solution may be for universities to receive
vidual basis. When they characterize an entire their government subventions in the form of
institution (and in the absence of concrete incen- block grants which could be managed at the
tives to the contrary), the pursuit of academic discretion of university leadership. In return,
excellence becomes nearly impossible. universities would need to develop appropriate

mechanisms of accountability in order to provide
Universities are well aware of this problem and necessary evidence to government that its monies
many, through concerted political efforts, have are being used efficiently and well. Ways in
been able to win at least partial solutions. In which this need might be met were discussed in
Mozambique, Zambia and Zimbabwe, for exam- Chapter 4. One promising strategy, currently
ple, universities have been able to argue success- being pursued by the University of Botswana, is
fully for special status in salary treatment, and to re-define the university's legal statutes so that
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it acquires a status-and associated management For this approach to work, the introduction of
autonomy-akin to that of parastatals. clear job descriptions and some form of staff

appraisal may be necessary.
Within the confines of their limited resources,
universities are seeking to slow these negative In the future, it seems plausible that AIDS will
trends. They are doing so by permitting more constitute a growing cause of staff attrition in
flexible work hours so that faculty can pursue African universities. WHO estimates that there
secondary employment or engaget in consultancy are currently 6.5 million cases of HIV infection
work, or by extending non-monetary rewards. on the continent, with levels of infection reach-
For example, faculty in Kenya were recently ing 15 to 25 percent of the adult population in
exempted from payment of import taxes on ten countries. Studies in various African nations
automobiles. At the University of Ghana, have demonstrated that HIV infection tends to be
Legon a small budgetary surplus generated by a found disproportionately among the higher
reduction in non-academic staff has been used as trained portions of the population. Barnett and
a fund to supply faculty attendance at regional Blaikie (1992) note that 'Seroprevalence in some
scientific meetings. The University of Dar es African universities is reputed to be very high,
Salaam has established, with assistance from and poses important ethical and economic
GTZ and the Swiss Developmenit Corporation, problems regarding the right of access to higher
a research fund within the Faculty of Engineer- education without AIDS testing, and the future
ing which supplements staff salaries in return for rates of return to such education without such
an explicit time commitment to research or other testing. N Indeed, the University of Zimbabwe
university activities beyond the normal time reportedly requires AIDS testing of all its staff
expected for teaching and university affairs. development fellows before their departure for
Makerere University in Uganda gives preference overseas training. At a minimum, preventative
to interested staff in the award of its contracts AIDS education for students and faculty should
for goods and services. A number of universi- be a routine activity on all campuses, as it is
ties are also establishing university consultancy elsewhere in the world.
units designed to generate additional sources of
income for staff. Educational Inputs. "There is now a substantial

body of research which demonstrates the impor-
The best solution to the staff retention problem tance of textbooks and supplementary materials
may be a package approach based on local in increasing studentperformance and academic
conditions that allows flexible application in achievement. Bookprovision is widely regarded
accordance with individual situations. Such a as being the single most cost-effective factor in
package may include benefits (pension), ameni- upgrading educational quality. Within the total
ties (housing, car), working conditions (office education budget, book provision is a very small
space, furniture and equipment), professional item, even in developed countries. University
growth (post-graduate study, professional meet- library standards tend to recommend around 5
ings attendance, access to current journals and percent of total university budgets on stock
books) and research support. To some extent, acquisition. . . .Investment in bookprovision is a
these benefits and resources should be allocated minor part of educational spending, and yet has
on the basis of performance and merit. In this an importance in educationalperformance out of
way, incentives for increased quality are created all proportion to the size of the investment'
and the most productive staff may be retained. (Buchan and others 1991, p. 65).

98



PKeserwng Qualy

This is as true for higher education as it is for bases of costing decisions and are essential
other educational levels. In university after for financial projections.
university, observers report that the prin-
cipal-and sometimes the only-study reference * Create an affordable and sustainable financ-
for students is their own handwritten notes ing mechanism. Many governments are
summarizing classroom lectures. In Angola, the moving towards policies of at least partial
university operates almost without textbooks, cost-recovery for textbook provision.
often relying on photocopied materials. In
Nigerian universities, textbooks are in short Develop viable, effective and economical
supply, and often unavailable for science and curricula. Courses with too many textbook
technology courses. In Senegal's main universi- requirements have fiancial and pedagogical
ty, the library's acquisitions budget has remained liabilities. Frequent changes in curricula
unchanged for ten years, leading to a sharp drop have similar negative consequences for costs
in its effective purchasing capacity. Overall, and academic performance.
Francophone universities spend 2.7 percent of
their budgets on educational materials, whereas
Anglophone universities spend 0.6 percent ' Encourage academic authorship by allowing
(Orivel 1988, p. 8). authors a royalty share. Provide a legal

framework to protect intellectual property.
These conditions are inadequate in the best of Promote cooperation in publishing between
circumstances, and pose a particular liability African universities and local commercial
under the conditions of classroom over-crowding publishers, or among African universities in
and high student/staff ratios that prevail in a a sub-region.
growing number of countries. In Francophone
Africa, for example, the impact on educational Trade-offs between book imports and local
quality is clearly discernible. "As a result of the publishing will have to be decided in each
limited number of journal subscriptions that national context. It is obviously desirable that
diminish from year to year, some students can courses with significant nation-specific content
complete their studies without ever having seen (history, geography, social studies) should be
examples ofjournals fundamental to their disci- produced locally. In Nigeria and Kenya, larger
plines' (Assie-Lwnumba 1992, p. 17). local markets have encouraged the development

Because of differing national conditions, no of local book publishing, and some university
universal book policy can be offered. However, textbooks have been produced as a result. At* ' ~~Addis Ababa University, staff have recentlyany effort to address the problem of book access wrie teste andvpubish arl a dozen

shoud cosidr th folowig gudelies:written, tested and published nearly a dozen
textbooks, mainly in the science disciplines (for

* Identify needs and priorities in book provi- example, flora and fauna of Ethiopia). At
sion. Textbook supply is fundamental, and Eduardo Mondlane University in Mozambique,
library support is equally important. They part of a projected World Bank loan will be used
encourage the habit of using reference re- to contract the preparation and publishing of
sources for problem-solving. textbooks and course manuals by academic staff.

At the University of Zambia, textbooks have
* Establish standards, target book/pupil ratios, been imported and made available to students

and book life assumptions. These are the through a book loan scheme.
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University libraries are the foundation of a Read Only Memory) technology as a partial
country's academic standards and research solution. The CD disks can store huge volumes
capability. Without access to recent develop- of information, require little storage space, can
ments worldwide through current books and be shipped at very low cost without special
journals, no original research is possible. These handling, and do not need highly specialized
reference materials come from international equipment for their use. An IBM-compatible
sources and require increasingly scarce foreign computer with 640K of memory is sufficient to
exchange for their purchase. As these financial run the system. As this market expands, the
resources have been consistently allocated to system components are becoming cheaper.
other priorities over the past decade, university Since a number of suppliers are now offering
libraries have suffered substantially. For exam- CD-ROMs on multi-user systems such as Local
ple, the University of Ibadan subscribed to over Area Network, this will further reduce the
5,000 journals in the 1970s; today it receives overall cost.
just 300. Mechanisms which enable local
currency to be used for payment oi international Besides its enormous capacity to store informa-
journal subscriptions, such as expanded use of tion, CD-ROM has several other advantages:
UNESCO coupons, will be essential for sustain- (a) there are no telephone charges or data-base
able solutions. In the meantine, stop-gap royalties; (b) the user can proceed at his or her
measures such as the US$1 million per year own pace, modifying and extending searches as
journals distribution program managed by the necessary; (c) references can be printed out with
American Association for the Advancement of no additional charges; (d) users are not required
Science, and similar programs by ithe Common- to be familiar with thesauri or special lists of
wealth Higher Education Support Scheme subject headings; (e) disks do not deteriorate in
(CHESS) and the French government, play a tropical environments or suffer from mildew;
vital role in helping African universities maintain and (f) data are not lost as a result of power cuts
access to scientific information. (Wright 1990).

A few African universities, such as those in
Addis Ababa and Zimbabwe, maintain impres- In 1990, the American Association for the
sive libraries with relatively current collections. Advancement of Science (AAAS) undertook a
More common, however, are university libraries survey of computer and CD-ROM capability in
characterized by a host of difficulties. Their the libraries of 106 African institutions, 94 of
acquisition budgets are static or cleclining, and which were universities or research institutes
they lack access to foreign exchange. Buildings (Levey 1991). The survey showed that 48
are dilapidated and contain deteriorating furni- libraries possess computers, most of which are
ture, shelving and air conditioning. They lack IBM-compatible. Computerization is a relatively
study and reading space. Poor security under recent phenomenon in these libraries, normally
conditions of book scarcity produces theft and having occurred during the last three years.
book mutilation. Poor internal communications Typically, the libraries own just one or two
and distribution channels prevenit inter-library computers; none yet has a local area network.
lending and other cooperative activities (Buchan Six of the responding libraries appeared particu-
and others 1991, p. 5s). larly well equipped: the universities of Zimba-

bwe, Nairobi, Mauritius, Malawi, Botswana,
These circumstances have prompted growing and the documentation center at Sudan's Nation-
African interest in CD-ROM (Compact Disk- al Council for Research.
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Sixteen of the responding libraries also possess The AAAS concludes at university and re-
CD-ROM equipment, and four others are ex- search libraries in Africa have already begun to
pected to obtain this technology during 1991. benefit from these new information technologies,
Universities with this capacity include: the and that the impact of these innovations will
University of Botswana, Addis Ababa Universi- increase dramatically in the years ahead. Under
ty, University of Ghana Medical School, Univer- conditions of economic austerity, CD-ROM
sity of Nairobi, University of Malawi, Universi- offers a viable alternative to bibliographic data-
ty Cheikh Anta Diop of Dakar, University of bases. It will become even more attractive as
Khartoum Medical School, and the University of full-text literature becomes routinely published
Zimbabwe Medical School. Because these on compact disks, as has already begun to
systems can only be acquired with foreign happen. In the meantime, however, compact
exchange, donors have been instrumental in their disks could be used to gain access to current
procurement. annotated bibliography and identify articles of

interest. The actual references might be ob-
Libraries have often experienced difficulty in tained by using the VITASAT system to link
installing their CD-ROM units. In some cases directly to full bibliographic data bases.
this was due to incompatible hardware or the VITASAT is a non-profit communications
absence of a key piece of equipment. A major system developed by Volunteers in Technical
problem has been the lack of in-country familiar- Assistance (VITA). It is based on low-cost
ity with CD-ROM, which is stil a new technolo- technology and uses a low-earth-orbiting satellite
gy on the continent. Careful attention to the to transmit "packets" of digitalized computer
training of library staff must be a part of any information via radio airwaves (VITA .1991).
effort to incorporate CD-ROM technology.
Currently, technical support for such information At an intemational level, many scientific and
and communications technology is increasingly technical disciplines rely increasingly on co-n
available through programs sponsored by the teral networks r accesingly ton
Commonwealth of Learning (for Anglophone puterized networks for access to information
Africa), the Association des Universites Partiel- resources and scholarly exchange As important
lement ou Entibreinent de Langue Francaise- as library holding and CD-ROM capacity may
AUPELF (for Francophone Africa), and Volun- be, in the long run African universities will need
teers in Technical AssistancVITA. Recogniz- to consciously develop "information literacyN if
ing that information access is only part of the- they are to avoid intellectual and technological
problem, the AAAS is organing a series of marginalization in the 21st century. The Uni-
workshops on strategic library development. versity of Zimbabwe is currently seeking to

worksp oestablish such a computerized science and tech-
The University of Cheikh Anta Diop is among nology information system. Other African
the more advanced in incorporating CD-ROM universities are encouraged to consider similar
capacity. It subscribes to seven different ab- initiatives, including a proposed African network
stract services in a range of disciplines. It has of Informatics Research and Development Cent-
published two user-friendly brochures which res (Hayman 1992).
describe the CD-ROM system for users and
explain how it can be used for research. Medi- Institutionalizing Maintenance. Maintenance of
cal School librarians at the universities of Ghana university buildings and equipment is a little
and Zimbabwe produce quarterly bulletins with recognized problem which has a direct bearing
bibliographic updates and abstracts. on educational quality. Where classrooms are
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poorly lit, bathrooms do not function, and Box 6. Equipment Maintenance Results at
laboratory equipment is broken, studlent learning I 'HOpital d 'Enfants in Rabat, Morocco
becomes more difficult. As the financial crisis
in African universities has deepened, the accu-
mulated cost of deferred maintenance over many In spite of sizeable government and donor
years becomes considerable. And the problem investments in equipment purchases at
becomes more acute where institutionalized l'Hopital d'Enfants in Rabat, Morocco, the
maintenance programs do not exist. Concerted absence of a regular equipment mainte-
attention to establishing such maintenance pro- nance program, appropriately trained staff,
grams not only increases the effectiveness of and an associated budget allocation pro-
university teaching and research programs, but duced frequent equipment breakdowns.
also promotes among staff and students a general With assistance from the Centre National
culture supportive of technological change. de la Recherche Scientifique et Technique,

the Hospital attacked this problem by
Equipment maintenance has generally not been carrying out an inventory of all equipment,
considered as an integral part of donor funding moving towards equipment standardiza-
for equipment purchases. This uncdermines the tion, informing staff of correct equipment
purpose of donor investments. Experience use and preventative care, training a small
suggests the following guidelines for universities group of maintenance technicians, and
and donors engaged in equipment acquisition: obtaining an increased maintenance bud-
(a) consider maintenance needs from the outset get. At the end of one year, the equip-
in any proposal for equipment purchase and ment breakdown rate had been reduced
make budgetary provision for them; (b) analyze from 21 percent to 5 percent, with a con-
existing problems before considering specific siderable increase in productivity and
purchases, including the use of registers to reduction in repair costs.
monitor present performance and identify the
main reasons for breakdowns; (c) assess local
capacities for technical support among equip- nance workers to use university tools and instal-
ment manufacturers' representatives as input to lations for private income-supplementing work
purchasing decisions; (d) train bothl equipment after hours. Eduardo Mondlane University gives
users and maintenance technicians as an essential its technicians a portion of the income they earn
next step; (e) define a program of preventative from university equipment maintenance con-
maintenance; and (f) designate clear responsibili- tracts.
ty for managing this maintenance program
(Lak)loufi 1991). Minimum Financiad Requirements for

Preserving Quality
Several African universities have responded
creatively to the maintenance challenge. The To a large extent, the decline in quality which
University of Sierra Leone has introduced a took place in many African universities during
course on maintenance within its engineering the 1980s was the result of incremental adjust-
department. In response to the problem of ments to steadily declining real resources, often
retaining skilled maintenance technicians, the in the face of enrolment expansion. Given hard
University of Dar es Salaam allows its mainte- budgetary choices, university managers sought
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accommodation by postponing less immediate thought as communicated in books and journals
expenditures to guarantee coverage of critical is an essential condition for research. To ensure
running costs. Thus staff salaries were frequent- that this condition is met, the AAU urges that at
ly favored at the expense of textbooks, library least 5 percent of university budgets be set aside
acquisitions, other educational inputs, research, for library development (AAU 1991, p. 40). To
staff development, and maintenance of equip- be effective, research and teaching require the
ment and buildings. While such a strategy may provision of basic equipment and infrastructure
well be appropriate as a short-term response to in good state of repair. To ensure this, an
a budget shortfall, it can prove disastrous when additional 5 percent of budget might be allocated
pursued consistently over a decade. The ulti- for equipment and building maintenance. Final-
mate result is to undercut the essential university ly, academic (and also administrative) staff need
objectives of teaching and research, and to to develop and replenish their intellectual capital
isolate the African academic community from from time to time through short or long-term
the mainstream of intellectual life. training, and through the opportunity to test their

ideas against their peers. Staff development,
If quality is to be restored to the African aca- including the possibility of occasional attendance
demic environment, this pattern must be re- at professional meetings, constitutes a necessity
versed. Previously postponed expenditures must for maintaining intellectual assets. A further 5
now be given priority in budget allocation. One percent of budget might be reserved for this
admittedly radical strategy would be to ensure purpose.
that the minimum financial requirements of non-
salary necessities are covered from the outset."2 If this strategy is pursued, the minimum financ-

ing required to ensure university compliance
Earlier it was argued that the generation of new with its mandate for higher level professional
knowledge and understanding through research training and research would necessitate an off-
is, more than any other activity, the distinguish- the-top commitment representing 20 percent of
ing feature of universities. Indeed, without the institutional budget. University managers
research to inform the content of teaching, would then have to take a hard look at how the
universities would be little more than glorified remaining 80 percent might best be employed.
post-secondary schools. For this reason, the In most cases, this amount would be unlikely to
first step to preserving quality would seem to be allow a continuation of status quo operation, and
a guarantee of funding for research. The Asso- structural changes might well be the only avenue
ciation of African Universities recommends that for bringing commitments into line with avail-
increased budgetary allocations be made by abilities. Among the options achieving this
governments for this purpose (AAU 1991, p. balance would be an increase in student/staff
40). Let us say that this amount constitutes 5 ratios, a ceiling on enrollments, a reduction in
percent of the university budget. However, student welfare expenditures or non-academic
research by itself is unlikely to be productive if services, cost-sharing, additional income-genera-
it is not informed and challenged by the work of tion, increased operational efficiency, suspension
other scholars. Access to current scientific of low-demand programs, and lobbying efforts

12 The ideas in the following paragraphs are derived from a paper by Lennart Wohlgemuth of the Swedish International
Development Authority (SIDA) entitled 'Minimum Financial Requirements: Case Studies of Three African Universities,'
which was presented at the Accra meeting of the DAE Working Group on Higher Education in December 1990.
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to win a larger government subvention to the with responsibility for national human resource
education sector. Detailed discussion of these development. However, it is difficult to imagine
various possibilities is contained in earlier chap- that quality university education can be pre-
ters. Choices among these options would de- served or restored in a number of African na-
pend on the local conditions in each case and the tions without resorting to a strategy akin to that
best judgment of those decision-makers charged outlined.
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Managing Social Demand:
Access and Equity

Burgeoning population growth, rapidly rising economic improvement in the region, access to
numbers of secondary graduates and persistent higher education is likely to become more
economic stagnation combine to make managing restrictive as the number of candidates increases.
the social demand for access to higher education
the single most difficult task faced by the tertiary Where high population growth is accompanied
sector in Africa today. The magnitude of this by significant expansion of secondary education
task is illustrated by Table 14. Using selected enrollments, the rising expectations of this grow-
countries, it projects their likely university ing pool of university candidates and their
student populations if current conditions are families may exert irresistible political pressures.
maintained. This is done by applying their In Kenya, for example, President Daniel arap
present gross enrolment ratios for university Moi was moved in 1988 by parental pressures to
students within the 20-24 year old age group of set aside a decision by the country's four univer-
the population to the numbers of 20-24 year olds sities to admit a quarter of the 13,832 students
projected for these countries in 1995 and the qualified to enter the universities in that year,
year 2000. The resulting figures-which reflect and ordered them to enrol almost all of this
population growth alone and do not take into number. Similar pressures led an extraordinary
consideration the rate of enrolment growth at the 21,450 students to be admitted in 1990. This
secondary level-suggest what the university resulted in an instantaneous doubling of universi-
population might be in each case if this enrol- ty enrollments without any accompanying provi-
ment ratio (and the policies that produce it) sion for facilities expansion. Overall, Kenya's
remains unchanged. university enrollments have surged from 8,900

in 1984 to 41,000 in 1991, an increase of 361
The results imply that, at least in some cases, percent.
university admissions will have to become more
selective. It is extremely unlikely that govern- The situation of Francophone universities is
ments or donors will be able to underwrite the different but equally critical. All students who
physical expansion of already overcrowded obtain the baccalaureate degree by passing a
universities to the extent that would be needed to secondary-school-leaving examination are auto-
accommodate the present rate of flow for univer- matically admitted to the university. As second-
sity students. This suggests that, barring macro- ary education has expanded, the numbers of
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Table 14. Projected Tertiary Enrolment Increases in Selected Countries: 1991-2000

Ghana Kiena Mgena Senegal Zimbabwe

Population 20-24 yrs., 1990 1,308,000 2,029,000 10,134,000 650,000 920,000

Population 20-24 yrs., 1995 1,538,000 2,498,000 12,090,000 800,000 1,086,000

Population 20-24 yrs., 2000 1,843,000 3,404,000 14,508,000 915,000 1,125,000

Gross enrolmentratio, 1991 0.7% 2.0% 1.6% 2.9% 1.1%

Tertiary enrolment, 1991 9,300 40,500 162,140 18,850 10,000

Tertiary cnrolment, 1995 20,766 49,960 193,440 23,200 11,946

Tertiary enrolment, 2000 12,901 68,080 232,128 26,535 12,375

Percent increase, 1991-1995 15.8 23.4 19.3 23.1 19.5

Percent increase, 1996-2000 19.8 36.3 20.0 14.4 3.6

Source: World Bank, Education in Sub-Sahara i Africa: Updated Statistical Tables. 1990.
World Bank, Africa Region Powulation, Proiections: 1990-91.

university entrants have become unmanageable education. And when countries have sought to
in many countries. Cameroon, for example, has contain costs by reducing student allowances or
seen its university student population double introducing elements of cost-sharing, organized
during the 1980s. Its main unjiversity now student response to this threat has frequently
accommodates 40,000 students on a campus been swift and violent.
designed for 8,000. The government projects
that its currently overburdened university system Since student activism has the potential to topple
could reach 100,000 students by the end of the governments, political leaders are wary of
decade if current policies are maintained (Ngu actions which might stir student dissent. Stu-
1992). The financial implications of this trend, dent opinions frequently reflect the sentiments of
given that many students receive government parents and relatives who in the aggregate make
scholarships, are staggering. up much of the middle and upper classes in

these countries. As population density rises in
These cases illustrate the challenges faced by the countryside and as access to arable land
governments in their attempts to manage the becomes increasingly difficult, the economic
rising social demand for university education. base of rural families is squeezed. As their
The inability to plan for and manage university agricultural options dissolve, families place
enrolment growth adequately has contributed growing emphasis on access to education-and
directly to the skyrocketing costs of non-academ- particularly higher education-as an alternative
ic expenditures in higher education, particularly survival strategy for the family and extended kin
in Francophone countries, and constituted a (Assie-Lumumba 1992, p. 20). If even one
major cause of declining quality in university individual out of a family group is able to obtain
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a salaried position in the city, African traditions all of the following institutional types: tradition-
of kinship solidarity ensure that the entire ex- al colleges and universities, community colleges,
tended family will benefit. Any attempt to limit polytechnics or technical institutes, adult or
access to higher education is perceived as a continuing education programs, productive
threat to family welfare, and will trigger a sector training programs, and distance learning
strong emotional response. As a result, govern- programs.
ment desires to contain university growth and
link expansion with cost-sharing may be held All of these can be publicly or privately man-
hostage by student activism, aged. Private higher education programs can

make significant contributions in expanding
How might the demand for higher education be educational access. Private institutes are often
better managed? Four policies may be consid- more efficient and flexible in responding to
ered as a possible response. They are: (a) changing demands from students and employers.
create a more differentiated higher education The performance of private institutions, which
system which offers a wider range of options to frequently specialize in a limited number of low-
potential students; (b) manage access through the cost disciplines, may not always be provided at
use of selection procedures; (c) pursue financial desirable levels of quality. Establishment by
diversification, and particularly cost-recovery, to government of an appropriate structure for the
maintain financial equilibrium; and (d) ensure accreditation and supervision of private educa-
that possible social, gender and ethnic inequities tional programs can do much to ensure that
associated with the system are recognized and private higher education programs make a
addressed. Financial diversification has been positive contribution to the country's human
discussed in Chapter 5. The other three policies resource development.
are discussed now. When higher education systems are more differ-

Differentiated Systems entiated, they can accommodate a larger and
more diverse student body in cost-effective
oways. Shorter courses and community-based

For governments who would like to expand programs make it easier for students to finance
access to higher education without prompting their studies, or to combine education with
proportional growth in public sector budgets for employment. Continuing education and in-
education, system differentiation provides a service training programs enable workers to
solution. M he most effective approach is an upgrade their professional skils and improve
institutional diversification strategy whereby the their earning capacity. Distance leamning pro-
social demand for higher education is managed grams reach out to rural areas, the handicapped
through the development of a variety of lower and disabled, or others unable to participate in
cost alternative institutions differentiated in classroom instruction. Differentiated systems
terms of missions, function and modes of deliv- are most efficient, however, when they provide
ery... (Salmi 1992, p. 6). This will permit a students with common pathways for learning
higher education system to accommodate a mobility based on recognized courses and stan-
growing and diverse student body while meeting dardized academic credits. This subject is
the labor market's needs for varying levels of discussed more fully in Chapter 8.
specialized skills and offering students an in- p
creased range of choices. A differentiated In Africa, system differentiation is generally at
higher education system might include some or an intermediate stage. Where a country possess-
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es more than one university, there may be a education systems. They are frequently effective
division of labor in which each institution is in expanding access for groups not commonly
given a primary responsibility (science and represented within the university. Since the
technology, teacher training, agriculture). populations of most African nations are predomi-
Polytechnics are frequently found and teachers nately rural and located far from universities
colleges are common, but tend to be accorded a found in the principal cities, distance learning
clearly inferior status by students and govern- merits attention as a potentially effective means
ments. Community-based colleges have not yet of expanding access to higher education. T'his
emerged, although Nigeria's state universities should be done carefully, however, as the cost
could presage this possibility. Privalte education per student may be much lower than the cost per
and continuing education programs are as yet graduate. In fact, distance education programs
poorly developed, but there is growing activity may have completion rates of less than 20
in these areas. Distance learning has focused percent. As a result, costs per graduate for
more often on adult education at the primary and distance learning programs may be roughly
secondary level in most countries, with South equal to those of conventional universities (as in
Africa having the most developed open universi- Canada), somewhat below the costs of conven-
ty on the continent. Systematic policy attention tional universities (as in Costa Rica, Venezuela,
to achieving greater institutional differentiation Japan), or significantly lower (as in Thailand).
within the higher education sphere has the However, where these programs have large
potential to sharply expand access to higher enrollments, or where the distance teaching
education while improving its cost-effectiveness. materials are purchased from existing programs

rather than developed locally, significant savings
Even where higher education systems are differ- appear possible (Commonwealth Secretariat
entiated as to institutional missions, they are 1987,p . 2).
rarely differentiated in their financing. As noted
in Chapter 5, African systems of higlher learning The obstacles to establishing an effective dis-
receive 85 percent or more of their fumding from tance education program are considerable. To
government. Until these systems achieve greater be economically viable in developing countries,
financial diversification, the possibilities for the number of students has to be fairly large.
expanded access will be limited by the possibili- The Asian experience suggests around 50,000
ties for governmental budget expanslion. Where students. The initial capital outlay may be high,
government budgets are not growingt, the social particularly where materials are locally devel-
demand for higher education is beingy accommo- oped. The need for highly skilled staff may
dated by overcrowding university facilities, absorb talented professionals from other sectors.
diverting excess demand to diploma programs Management can be complex and reliable com-
and teacher colleges, and by financing this munications systems are essential. Finally,
growth at the expense of funding to primary and viable self-learning requires highly motivated
secondary education or support to oDther social and mature students.
and economic sectors. These are nlot the best
solutions. African experience with distance education is

Distance Learning limited. Much of this has been concentrated on
teacher training for primary education, adult

Distance learning programs appear among the literacy, and secondary education. Most pro-
least developed components of African higher grams have relied largely on printed correspon-
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dence materials, although radio has sometimes Each institution needs to define its niche within
been used as a supplement. A 1980 survey of the overall system and choose its students ac-
Commonwealth countries identified thirteen cordingly. Some institutions will require higher
distance education programs in ten countries degrees of selectivity than others. Efficient and
(Jenkins 1980). Six of these had enrollments objective selection procedures are needed to
under 1,000; the largest was the National Coffe- identify the most promising students in an equi-
spondence College in Zambia with 14,300 table manner (Salmi 1992, p. 6).
students.

A key component of a selection procedure is
Not included in the survey was South Africa's likely to be some type of competitive entrance
open university, UNISA, which had 120,000 examination. Such instruments have been used
students in 1991. Once majority rule has been in the Anglophone countries for some time.
achieved in South Africa, UNISA seems likely Initially these exams ensured that students pos-
to constitute a major regional resource for sessed the minimum qualifications necessary for
distance learning in Southern Africa. Indeed, university study. Now, however, they are
even now it draws some 15,000 students from increasingly employed to identify the most
neighboring countries. UNISA staff note that capable candidates for university admission.
the principal obstacle to expanded operations in Entrance examinations have very recently been
Southern Africa is students' lack of access to adopted in the Lusophone countries of Angola
books and reference materials. To this end, and Mozambique as demand for access grew
UNISA has been attempting to establish a faster than universities' capacity to accommodate
course-related reference library in Zimbabwe. new students. Because the Francophone coun-

tries employed a school-leaving examination,
In sum, distance learning requires careful assess- selective admissions procedures have not yet
ment as an instrument for expanding access to emerged. They are, however, now under dis-
higher education in Africa. Where there is a cussion in several countries buffeted by surging
large national or regional demand from a geo- enrollments (Cameroon, Senegal).
graphically scattered population, the initial
resources for upfront investment are available, Selection examinations must be carefully devel-
communication channels are functional, and oped and administered. They must be consistent
study materials can be purchased or used in with the pedagogical goals of the national educa-
partnership with an existing program, distance tion program because secondary schools will
education can be a viable option. Mozambique quickly adjust the content and emphases of their
is exploring the possibility of a collaborative curriculum to improve the admission chances of
endeavor with UNISA in which existing materi- their students. If the exams are found to contain
als might be translated into Portuguese, and biases or their confidentiality is breached, the
existing methodologies adapted for use in a process will lose credibility.
different operational environment.

Equity of Access
Selective Admissions

'Higher education is one of the ways society
Efficient and equitable selection mechanisms are selects its fiaure elites' (Klitgaard 1991, p. 1).
necessary in order to allocate students effectively The quality of students chosen affects the quality
within a differentiated higher education system. of a country's future leadership, its capacity to
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compete in regional and world economies, its girls advance through the educational system,
long-run chances for developmental progress, positive impact at the tertiary level can be
and even its political stability. The elite nature expected.
of university graduates, together with the fact
that university education is publicly subsidized, In Nigeria, a National Association of Women in
also makes university access a contentious Science, Technology and Mathematics was
political issue and produces social demand which established. It has sought to expand female
far exceeds the supply of places (Klitgaard participation in science-based courses by means
1991). Selection policies and procedures must of a national awards scheme and a motivational
be seen as fair if the result is to be accepted as "road show". Although this experience is still
legitimate. too new for useful assessment, it is promising.

Considerations of quality and representativeness In Uganda, Makerere University demonstrated
interact to produce the specific selection policies what can be accomplished by committed leader-
in each country. Achieving the r ight balance is ship on behalf of women. Holding that a 1990
not easy. A nation's best potential student body containing 21 percent women was
minds-regardless of gender or ethnic back- unrepresentative, the university undertook to
ground-should be given the opportunity for full recruit additional women students. It weighed
development. But the country's future leader- admission examination scores by an additional
ship should be broadly representative of all of its 1.5 points for women candidates. The percent-
social groups to ensure that the pluralistic per- age of women admitted increased from 23
spective they bring to bear on the nation's affairs percent in 1989/90 to 30 percent in 1990/91.
both enriches and balances public decision-
making. Recent experiences, particularly in In Ghana, universities have accepted the need
attracting more women into higher education, for increased female participation and have
offer guidance as to how these goals might be decided to allocate residence hall space in accor-
pursued. dance with the number of women admitted.

This removes limited space available in women's
Gender Reresentation. Women-specific institu- residence halls as an artificial constraint on
tional initiatives appear to have produced a women's access to university (Sutherland-Addy
positive impact on women's participation at all 1992, p. 28).
levels of the education system in several coun-
tries. Notable among these experiences is What constrains the progression of women
Nigeria. A Women Education Branch was students into the ranks of university teaching and
created within the Ministry of Education in administrative staff? This question impelled a
1986. Its objectives are to promote public rare study of women's academic careers con-
awareness of the benefits of educating women, ducted at the University of Zimbabwe. The
and to provide women with improved opportuni- study found several constraints to women's
ties for formal and non-formal education. As at employment and professional advancement
least a partial result of the Branch's considerable within the university. They include: dual career
efforts, female enrollments in the primary conflict between professional obligations and
schools increased over a five year period from home/family responsibilities, a declining propor-
29 percent to 45 percent in Kano state, and 35 tion of girls in upper secondary school during
percent to 50 percent in Kaduna state. As these the 1980s, constraints on women's mobility that
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reduce their participation in staff development and organizing other types of assistance. In this
activities (post-graduate training, sabbatical way, women hope to advance their own cause
research, conference attendance), and cultural while demonstrating positive leadership within
values that restrict women's career aspirations. the university and expanding its institutional
For example, although women's academic research program.
performance was equal to that of men, fewer
women chose to pursue post-graduate studies. Efforts to expand the numbers of women manag-
These reasons, together with perceptions of ers in African universities are likely to receive
female discrimination, have contributed to the support from a current initiative coordinated by
under-representation of women on the univer- the Association of Commonwealth Universities
sity's academic staff (particularly academic and the Commonwealth Secretariat. It seeks to
administrative positions), their concentration in provide a range of professional training and
lower academic ranks, and their lack of partici- support services to women occupying adminis-
pation on decision-making committees. trative positions in Commonwealth universities.

As this small group of women is assisted in their
The study proposes the use of targeted staff professional advancement, it is hoped that they
development fellowships, greater flexibility in will be able to gradually dismantle the various
fellowship conditions to accommodate dual barriers that now impede women's access to
career situations, the use of staff development managerial positions within higher education
funds for research leaves that would assist institutions.
women to produce the publications necessary for
promotion, expanded day care facilities, and Ethnic Representation. The integrative role of
affirmative action appointments of qualified universities-and its contribution to national
women to academic committees and administra- unity and political stability-deserves attention
tive positions (Dorsey, Gaidzanwa and Mupa- as national higher education systems begin to
waenda 1989). move from mono-university to multi-university

systems. As second and third universities are
A similar study in South Africa (UDZUSA 1992) established outside the capital city, these would
attributed women's unequal representation to do well to ensure that students are nationally
differential terms of service between men and representative, and not drawn primarily from an
women, the absence of university child care ethically homogeneous sub-region. To not do so
facilities, general discrimination, and women's will reduce the enrichment of the educational
heavy home responsibilities. experience that comes from diversity, and the

tolerance that is developed through exposure to
A particularly promising strategy for encourag- alternative viewpoints.
ing women's professional advancement is cur-
rently being tested at the University of Swazi- At the same time, universities are encouraged to
land. Having identified low research output as avoid establishing a system of explicit regional
a frequent barrier to the promotion of female quotas for admission as this could undermine
faculty members, a Women's Research Group their efforts to enhance quality and output effi-
was formed in mid-1991. The group will sup- ciency. The use of quotas-discrete allotment
port women's research efforts by holding work- systems currently function in Burundi, Kenya,
shops on proposal preparation (to which male Rwanda and elsewhere-could also create prece-
staff are also invited), raising funds for research, dents that might be difficult to re-consider later.
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Instead, it is suggested that universities may guidelines are offered for the consideration of
wish to set clear goals for regional and gender governments wrestling with this problem.
representation among incoming students over a
three to five year period. A mechanism could * Expand access but control unit costs and
then be established to monitor progress towards improve internal efficiency by evolving a
these goals, identify possible constraints, and differentiated system of higher education
propose remedial action as may be necessary. institutions that offers a range of low-cost
Ultimately, however, issues of equity and ethnic options for tertiary study.
representation in university enrollments may best
be addressed through corrective action at the * System growth is best controlled by manag-
secondary level. ing the inflow of new students through the

use of a fair and objective admissions exami-
Condusions nation.

Managing the growing social demand for higher * Equity and quality can be served by efforts
educations is the biggest challenge faced by to incorporate talented women and ethnic
African university systems. The following minority students.
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The Role of Donors

International development assistance will play a foreign assistance to education remained fairly
prominent role in efforts to stabilize and revital- constant, higher education's share of this
ize African universities. This is because severe dropped from 34 percent in 1981-83 to 25
financial constraints at the national level have, in percent in 1984-and possibly further towards
many cases, reduced government funding for the end of the decade (Orivel and Sergent 1988).
higher education to salary support and essential Given the extensive droughts and widespread
operating costs. Funding for new initiatives, civil strife that made famine a constant condition
pilot projects, and special investments is most in many parts of the continent during this peri-
likely, at least in the short-run, to come from od, this redirection of donor funding is under-
outside sources. But donor policies must be standable. Donor policies were also influenced
modified if their assistance is to be effectively to some extent by World Bank arguments, based
applied in support of higher education renewal. on comparative rate of return studies, that

favored investment in basic education.
International donors have contributed substantial-
ly to the development of African universities However, the composition of external support
since independence. During 1981-83, for exam- changed during the decade. While earlier assis-
ple, higher education received 34 percent of tance was more likely to address the staff train-
direct education aid from external sources-an ing and institutional development needs of
amount equivalent to US$575 per student (World universities, it later became more narrowly
Bank 1988, p. 103). In the Francophone region, defined. As the international development
aid per student was US$930 (Orivel 1988, community became concerned with basic human
p. 10). Earlier donor support was holistic and needs and the 'poorest of the poor", donor
sought to build centers of excellence (Dakar, projects with universities focused increasingly on
Ghana/Legon, Ibadan, Makerere). Unfortunate- particular problems and became more results-
ly, it often did so through the promotion of the oriented (Eisemon and Kourowna 1991).
high-cost residential models that have now
contributed to the financial vulnerability of While universities are grateful for donor sup-
higher education systems. port, they do not receive it uncritically. Many

universities are distressed by the decline in
During the 1980s, total external assistance to donor assistance, and frustrated by the sense that
African universities declined, even as these they have to continually prove themselves and
systems expanded. Although average annual convince others of their important role in nation-
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al development (Coombe 1991, p. 8). The assume the obligation to correct these institution-
prevalence of narrowly defined project-specific al imbalances. In cases where university depen-
funding has compounded difficulties by limiting dence on donor support is particularly high
the availability of more flexible fumds for institu- (Mozambique, Uganda, Tanzania, Senegal),
tional needs such as staff training, library acqui- donors have a special duty to ensure that their
sitions, equipment renewal, and laboratory activities are consistent with overall institutional
outfitting. Over half of foreign aid to African development goals.
education was for technical assistance, 17 per-
cent was for fellowships, and only 11 percent This will be particularly important in light of an
was earmarked for educational inputs such as expected increase in donor attention to universi-
books, equipment and teaching materials (Orivel ties. A recent review of international develop-
and Sergent 1988). ment assistance for higher education suggests the

following trends (Coombe 1989, p. .9):
Donor projects have frequently assumed an
institutional capacity within universities that was * A broad human resource development ap-
not always there. Research on women was proach at the country level.
sometimes encouraged without determining
whether existing library resources would support * Long-term program support rather than
quality work on this issue. Trairing in environ- incremental project support.
mental planning and management might be
initiated without an assessment, of the instit- * Building institutional self-reliance and sus-
ution's capacity for providing education in the tainability.
basic sciences. Some university departments
(such as economics) were competitively courted * Strengthening local self-directing capacities.
by donors without regard for their overall capac-
ity to meet their project obligations. Donors * Improving appropriateness of projects and
have awarded fellowships to university staff project-related training for the world of
without reference to university staff development work.
priorities, sometimes creating staff shortages. In
other cases, uncoordinated donor initiatives has * Promoting quality of education and training
increased the complexity of managing university while trying to meet expanding needs.
programs by introducing incompatible features
of differing national systems (Elsemon and The renewed importance being accorded to
Kourouma 1991, p. 22-23). At the same time, human resource development stems not so much
financially starved universities were often willing from an appreciation of education's contribution
to accept whatever assistance was proffered to development as from a more immediate
without assessing its relevance to institutional 'realization that part of what is seen as the
development objectives. The cumulative result crisis in public sector management in many
of this has been the neglect of universities' developing countries can be dealt with through
institutional needs Oibraries, staff development, human resource development strategies' (King
maintenance, planning and management). 1986).

Donors and universities share responsibility for This perspective has prompted a series of fresh
creating this state of affairs. 'They must both donor initiatives in the 1990s. The World Bank,
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UNDP and the African Development Bank have levels, but focus more on post-graduate training,
joined in launching the Africa Capacity Building research, staff development and organizational
Initiative. A consortium of donors, led by the management in the future. USAID, having
Government of the Netherlands, the Government reduced its funding for higher education in the
of Botswana and the World Bank, have estab- 1980s, is now launching a linkage program that
lished the Global Coalition for Africa which has will allow U.S. universities to work with sister
defined human resource development as a princi- institutions among the developing nations.
pal priority. The World Bank itself now lists Major American foundations such as Ford,
some 20 projects in various stages of develop- Rockefeller, and Carnegie are seeking ways to
ment that include significant higher education make meaningful contributions to African higher
components. Likewise, UNESCO has highlight- education.
ed higher education development under its
'Priority: Africa" and UNITWIN initiatives, The growth of international donor interest in
and the Commonwealth Secretariat has launched African universities has been acconmpanied by
a Commonwealth Higher Education Support efforts to improve the effectiveness of this
Scheme (CHESS). In 1991, the Southern Afri- collaborative relationship. Beginning in late
can Development Coordination Conference 1990, a Working Group on Higher Education
incorporated human resource development, constituted under the Task Force of Donors to
particularly at the tertiary level, into its strategy African Education has sought to enhance its
for regional economic development (SADCC understanding of university needs and to in-
1991). prove the effectiveness of donor assistance in

Among bi-lateral programs, similar shifts are this area. Composed of a dozen donor agencies
apparent. Assistance to higher education by the from Europe and North America, and regularly
Government of the Netherlands has been grow- including the participation of university Vice-
ing in recent years and will increasingly empha- Chancellors and Rectors, representative associa-
size capacity building and institutional develop- tions such as the Association of African Univer-
ment in the future. The Canadian International sities, and other African higher education spe-
Development Agency is doubling its fellowships cialists, the Group has wrestled with the question
program and giving greater attention to universi- of how to ensure that donor support is consistent
ties. In recognition of the reinforcing role that with the universities' principal institutional
universities can play with regard to basic educa- objectives. While the Working Group has
tion, the Swedish International Development functioned well as a forum for sharing informa-
Authority has complemented its longstanding tion, enhancing donor understanding of African
commitment to basic education by extending perspectives on these problems, and building a
selective institutional support to a few African degree of consensus concerning priorities, it has
universities. The French Ministry of Develop- not yet been able to orchestrate multi-donor
ment Cooperation is re-orienting its established collaboration in testing some of the new ideas
support for African universities to emphasize that have come out of these discussions. This
improved quality and more effective manage- may yet happen.
ment. The Government of Italy reports that
some expansion of assistance to African higher The following recommendations, produced by
education is likely. The Government of Germa- the Working Group, indicate areas where joint
ny will continue support at more or less present donor/university initiative should be possible.
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Recommendations been undertaken in Botswana, Cameroon, Gha-
na, Mozambique and Tanzania.

The Working Group recognizes that African
universities contribute significantly to education Donor Coordination Mechanisms. Where
sector development and national capacity build- universities have developed updated mission
ing on the continent. Universities set the stan- statements, they can use these plans as the basis
dard for primary and secondary education. for coordinating the development assistance that
They train teachers, administrators, researchers they receive. This can be done by convening a
and policy-makers in the education field. Quali- university's principal donors to discuss the
ty at the top will eventually generate quality mission statement, obtain general agreement on
gains throughout the entire system. Universities a division of responsibilities among all parties,
are also the principal source of the skilled lead- and plan periodic monitoring of implementation
ership and technical ability needled to guide progress and associated problems. These meet-
national development. These human resources, ings may evolve into a more formal mechanism
together with the research and policy analyses for coordination and consultation on higher
they produce, constitute fundamertal inputs for education assistance at the national level, This
national capacity building. For these reasons, approach requires a willingness by university
African universities deserve more systematic and donor representatives to engage in open
treatment by donors and governments than they discussion of their priorities, and to make longer
have received to date. term capacity-building commitments to activities

in which a coincidence of interests can be found.
Mission Statements. Donors are urged to sup- The first steps towards the creation of such a
port institutional strategic planning exercises in consultative mechanism have been taken in
response to university initiatives. These exercis- Mozambique.
es should seek to develop a mission statement
for the university which responds ito present and Flexible Funding. During the 1980s the overall
future national circumstances, and to support this situation at many universities in Africa deterio-
with appropriate cost projections. Mission rated to such an extent that immediate and
statements are ideally short and readable docu- collective action by donors is now recommend-
ments that clearly spell out operational objectives ed. It is essential that the basic functioning of
for the university. Their purpose is to demon- African universities be assured if the continent is
strate universities' ability to plan and manage to have the human resource competence that it
their future, and to provide a basis for govern- will need to manage its development effectively
ment and donor investment decisions. Mission in the years ahead. Donors should be prepared
statements are produced through institutional to assist higher education institutions and sys-
strategic planning exercises initiated by universi- tems as a whole, in preference to the more
ties. They involve extensive internal consulta- narrowly-defined projects that have predominat-
tion and consensus-building with their staff ed in recent years.
through management audits and self-studies.
These statements should integrate attention to If African universities are to maintain minimum
educational quality, output mix, finances, curric- standards in providing higher education, they
ulum, staff development, research, access, must be able to meet operational costs which
governance and management. In recent months, frequently require access to foreign exchange.
strategic planning exercises of this type have These include library acquisitions, equipment
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maintenance and replacement, textbooks and Salaam has some 50 such agreements, the Uni-
other teaching aids, staff development, research versity of Zimbabwe has roughly 40, and many
support, and some consumable materials. Just other African universities maintain multiple
11 percent of donor support of higher education links. Often, however, these programs result
in the early 1980s was allocated to these types of from initiatives, backed by funding, by "north-
operating cost, while fully 44 percent of this em" universities. African universities, lacking
assistance was provided in the form of foreign bargaining power backed by the capacity to
technical assistance (World Bank 1988, p. 104). bring their own resources to the negotiating
Neglect of these inputs over time will lead to a table, are frequently the passive partner. Flexi-
progressive deterioration of institutional capacity ble funding, which supports the "demand side"
for teaching and research. of African interest in university linkages, may

allow these agreements to be placed on a more
During this period of African history in which even footing.
economies are stagnant and foreign exchange is
scarce, donors can ensure that minimum finan- An assessment of institutional linkage experienc-
cial requirements are met by providing more es by African universities and their donors
flexible funding for preservation of institutional suggests the conditions under which these ar-
capacities. In more acute cases, this should rangements are most effective: (a) when they
include support for recurrent costs. This ap- are part of a longer-term institutional develop-
proach is necessary because many of these needs ment effort; (b) when they are between similar
are excluded from consideration under the more faculties or departments; (c) when they seek to
narrowly-defined results-oriented funding that up-grade existing programs rather than launch
has characterized most donor activity in recent new ones; (d) when both institutional associates
years. have a capacity to mar-age the relationship

effectively; and (e) when such programs respond
Flexible funding requires that donors allow to local priorities and reflect balanced attention
universities greater management initiative in the to the needs of each institutional partner.
use of such funds, including those for selected
recurrent expenditures. But it nezessitates Flexible donor support for university, linkages
agreement on appropriate mechanisms of ac- might work in the following manner. An Afri-
countability (such as institutional work plans, can university department would conduct its own
annual reports, yearly audits) to address donors' needs assessment and identify the types of inputs
stewardship obligations in the disbursement of necessary to enhance its teaching and research
public funds. SIDA is pioneering this flexible activities. It would then draft terms of reference
funding approach with universities in Mozam- for an institutional linkage program. The study
bique, Tanzania and Zambia. The World Bank and terms of reference, together with criteria for
may join the SIDA initiative in one or more of selection and an indicative short-list of potential
these cases. linkage candidates, would be the basis for re-

questing donor funding. When funding is
Institutional Linkages. One of the most promis- assured, the African university would invite
ing uses of targeted flexible funding may be for candidates from its short list to submit "bids" for
institutional linkages. These arrangements are a collaborative programs, which would include the
common feature of the African university land- financial and in-kind resources that it would be
scape. For example, the University of Dar es prepared to contribute to the undertaking. From
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this, the university would make ilts choice and will probably necessitate a package of responses,
proceed to negotiate a time-bournd agreement including salary adjustments, performance
with specific output targets. Flexible funding incentives, professional development opportuni-
might be used for contact travel, staff develop- ties, improved pension plans, and research
ment fellowships, joint research, libraty acquisi- support.
tions, equipment, communications, and so on.
This approach is currently beirng tested by Women. Women are under-represented, some-
Eduardo Mondlane University with World Bank times significantly so, among the students,
support. The Harare-based African Capacity teaching staff and administration of African
Building Foundation is exploring the possibility universities. Women's participation in these
of similar approaches elsewhere in Africa. groups has declined over the past decade in a

number of African countries. University and
Donors whose policies may limit consideration donor leadership is encouraged to analyze the
of more flexible funding because they are pre- barriers to women's participation in all aspects
vented from extending support for recurrent of higher education, and to support efforts which
expenditures could consider all university institu- seek to overcome the constraints.
tional development assistance, including recur-
rent items, as a long-term investmlent expendi- Educational Inputs. The deteriorating quality of
ture designed to boost national productivity. higher education is a particular concern. In the
The World Bank successfully employed such an course of their on-going collaboration with
argument in justifying a wide range of institu- universities, donors are strongly urged to make
tional support activities intended to bolster specific provision for quality-enhancing inputs
national agricultural research capacity in Africa. such as textbooks, journals and books for librar-

ies, equipment maintenance and replacement,
Management. This has been identified as a key and the updating of professional skills among
area which requires improvement. Donors are teaching faculty.
encouraged to give greater attention to strength-
ening institutional management capacities in their Research. This is a key aspect of the univer-
support to African higher education. Integrated sity's mission in Africa. It generates new
approaches to management audits, management knowledge, informs the national development
training, management information systems, process, enriches classroom teaching by ground-
university development units, amd strategic ing it in local realities, and imparts analytical
planning exercises are suggested as a means of training to participating students. Difficult
accomplishing this objective. Some activities, conditions during the 1980s have sharply cur-
such as management training, research and tailed research activity and output. Donors to
studies, may be more efficiently organized African higher education are encouraged to
through regional approaches. support university research capacity-building.

This can be done, for example, through assis-
Staff Retention. This is currently an acute tance for locally-managed research funds, meth-
problem in many African universities. Donors odology training, library acquisitions, equipment
are asked to work with government and universi- maintenance, and professional meetings atten-
ty leadership to identify short-term responses to dance. Among donors, SAREC has acquired
this problem. The solution may require greater significant experience in strengthening university
flexibility in personnel management policies and research capacity.
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Post-Graduate Programs. Such programs at the asked to consider increasing their levels of
MA/MS level integrate university research and support for secondary and university-based
teaching in the production of specialized profes- training programs.
sional personnel. The quality and relevance of
these programs will determine the effectiveness Higher Education Research. Greater under-
of a country's future managerial and technical standing of African higher education issues is
leadership. Donors are encouraged to extend needed to formulate appropriate policy respons-
long-term capacity building assistance to post- es. Local capacities to generate and analyze
graduate programs in areas consistent with their information on higher education are often limit-
priorities, and to strengthen existing programs ed. Where this is so, donors are encouraged to
before initiating new ones. consider specific initiatives in support of re-

search on key issues related to higher education.
In some cases, the degree of specialized skills
and equipment required to mount adequate post- Regional Associations. Regional and sub-re-
graduate training programs entails expenditures gional representative organizations serving the
and institutional commitments which may not be university community constitute an important
justified by the limited local labor market de- mechanism for the discussion and dissemination
mand. In such cases, universities and donors of current thinking, and in representing this
are urged to explore forms of regional coopera- community's interests within Africa and abroad.
tion that might allow acceptable programs to be Examples of such organizations include the
offered at reasonable cost. For example, cours- Association of African Universities, the Conseil
es requiring sizeable investments in expensive Africain et Malgache pour l'Enseignement
equipment might be offered solely at designated Superieur (CAMES), and the Eastern and South-
locations on the mutual agreement of universities em African Universities Association. Because
within a sub-region. Specialized courses requir- of their regional nature, these organizations
ing less substantial inputs might be offered often fall outside the parameters of nationally
through collaborative arrangements that draw oriented donor programs. Yet they can play an
upon the comparative advantages of staff skills important role in sharing experience and build-
at different institutions and which generate ing consensus concerning the need for policy
economies of scale through the use of common reforms. For this reason, they should be viewed
textbooks and teaching materials in an agreed- as deserving claimants for donor assistance.
upon core cufriculum.

QOutpu Mix, In a number of countries, universi- Buidng a Local Donor Community
ties are seeking to shift their output mix of
graduates in favor of engineering, sciences and In the long run, African universities must strive
business-related disciplines. However, increas- to reduce their dependence on international
ing enrolment in these is often constrained by development assistance and to cultivate local
inadequate science preparation at the secondary donors within their own countries. Wandira
level and the higher costs of tertiary training (1977, p. 29) provides a rationale for this effort:
stemming from the need for modern equipment The diemma is that a poor country, short of
and laboratory materials-much of which re- funds, may be unwilling or unable tofinance the
quires scarce foreign exchange. Donors are innovative university it needs. To break this
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vicious circle by resort to external assistance time. International assistance is frequently
may well introduce the dangers of irrelevant ties characterized by a temporary convergence of
and strings. short-term interests. The resulting collaboration

may be less stable and be open to influence by
Local donors include alumni, businesses, profes- shifting development fashions or policy changes
sional associations and policymakers with ties to within the donor country. As noted earlier,
the university. They can often play a positive "friend-raising" efforts, together with conscious
dual role of customer and client. Their interests outreach to the private sector, constitute a neces-
tend to converge with those of the university, sary )first step in the creation of a supportive
and the resulting relationships tend to be interde- local donor community that can become a sus-
pendent, constructive, and relatively stable over tainable partner in university renewal.
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Initiating Reform

Universities are among the most change-resistant was accomplished. Yet in spite of these achiev-
institutions in the world. Higher education ements, the organization of these universities,
institutions (particularly research universities) their management and governance remains
have changed little over the past 500 years. largely as it was then.
' MAbout eighty-five institutions in the Western
world established by 1520 still exist in recogniz- The rapid numerical growth of African universi-
able forms, with similar finctions and with ties has prompted little evolution in institutional
unbroken histories, including the Catholic forms. Some universities may embrace a spe-
church, the Parliaments of the Isle of Man, of cialized disciplinary focus such as agriculture,
Iceland and of Great Britain, several Swiss education or science and technology, but in
cantons, and seventy universities. Kings that structure and process they remain remarkably
rule, feudal lords with vassals, and guilds with similar. Little institutional differentiation has
monopolies are all gone. These seventy univer- occurred within higher education systems, and
sities, however, are still in the same locations legacies from the pre-independence era still
with some of the sane buildings, with professors shape the form and substance of African univer-
and students doing much the same things, and sities in important ways. These include the
with governance carried on in much the same high-cost model of publicly-funded residential
ways.' (Kerr 1982, p. 152). This historical instruction, strong curricular emphasis on the
experience suggests that any effort to re-struc- humanities and social sciences, and an elitist
ture or reform higher education systems, and orientation. As a result, these systems have
particularly institutions of higher learning, been hard pressed to meet the rapidly rising
should be framed as a long-term undertaking social demand for access to university education
which sets its goals modestly and strategically. in an era of significant economic, political and

technological change.
Although the institutional life of universities in
Sub-Saharan Africa is far briefer, many of these The challenge is daunting, but African govern-
same conclusions can be applied. In 1960, ments and their universities have begun to
before the main wave of African independence respond. What lessons can be learned from this
swept the continent, just six universities were in experience? The following discussion draws
being. Today there are nearly one hundred. upon current examples of promising practice to
Following independence, considerable effort was suggest options for African governments, univer-
invested in higher education reform, and much sities and donors to consider.
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Building Consensus dynamics of change and for conservation of the
system, although one of them is usually predom-

Efforts at higher education reform-whether inant. Within Latin America, for example,
they focus on organization, finance, curriculum Brunner notes a growing trend towards market
or governance-stand little chance of sustainable influence in the face of declining governmental
success unless they are grounded in broad public capacities to control and finance higher educa-
consensus. In Africa, a wide cross-section of tion development. Nevertheless, consensus-
society has a personal stake in the university and building efforts are well advised to give explicit
feels competent to advance opinion on universi- attention to each of these spheres of influence.
ty-related matters. Mcst civil service employ-
ees, and many political, business and civic In an analysis of the recent Chilean experience
leaders, are graduates of the national university. in forging a national educational policy agree-
Many have sons and daughters currently enroled ment, including a significant higher education
as students. It is relatively easy for one or component, the Minister of Education, Ricardo
another interest group to block reform efforts, Lagos, lists the various interest groups that
and equally difficult to reach agreement on what should be involved in educational reform efforts.
must be done. Consensus-building should These include students and their parents, educa-
constitute the first order of business on any tors and their professional associations, govern-
agenda for higher education reform. Comment- ment agencies with relevant responsibilities,
ing on the educational reform experience in university management, private and public
Costa Rica, the Minister of Education, Marvin entrepreneurs, organized labor, political parties
Herrera, (1991, p. 32) states, ... "it becomes and parliament, and church leaders. Lagos notes
imperative to involve all organizations that have that the legislative branch can be a valuable
to do with education, in order to achieve the participant in consensus-building because its
objectives in less time, at the lowest possible members are in close contact with their constitu-
cost, and with little wear and tear.: encies and tend to be better in touch with their

interests, aspirations and needs than are govern-
Assessing how change occurs in higher educa- ment executive authorities. He cautions, howev-
tion, Brunner (1991) concludes that the impetus er, that legislative bodies are not always able to
most often derives from one or more of the appreciate that education is a complex field in
following three sources: the academic profes- which there are rarely any quick or easy solu-
sion, market or environmental demands, and tions. Most often, the need is for a long-term
public policy initiative. The first is linked to the commitment in pursuit of certain policy goals
capacity of university professors, researchers rather than for specific short-term actions which
and administrators to induce limited or fragmen- play to "educational populism" (Lagos 1991, p.
tary internal changes on the basis of knowledge 23-24).
advances or positional interests. The second
stems from often unanticipated pressures pro- Consensus-building is important because it
duced by particular consumer or user groups allows for a testing of the political feasibility of
external to the higher education system. The proposed changes before actual decisions are
third is led by strategic action from the higher made. The challenge is not just to identify
levels of government on the basis of authority potential solutions, but to determine those that
decision. In practice, these three. groups com- are politically viable under specific circumstanc-
pete amongst themselves for control of the es, and to discover the pace and conditions
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under which they can best be implemented. cussed. These methods are not mutually exclu-
Immediately feasible proposals need to be differ- sive and can be combined to good advantage.
entiated from those that are longer-term and
more controversial. Because of location specific The Self-Study. This is an institutional review
sensitivities, the process of assessing political initiated by senior university management.
feasibility of policy changes and building con- Through internal analysis and consultation, it
sensus for higher education reform is best under- reviews the existing mission statement, organiza-
taken at the national level. The result should be tional structure, key policies, and/or installed
a more stable and effective reform process. In capacities for consistency as well as responsive-
the case of Chile, a Presidential Commission on ness to the external environment. This appraisal
Higher Education Reform "...undertook written is often led by a steering group drawn from
consultation with a selected number of institu- academic and administrative staff. Preliminary
tional authorities, academics, researchers and results are shared with representatives of admin-
members of the business world; it held over 60 istration, faculty, students and non-academic
working meetings in various higher education staff in a workshop setting. Subsequently, small
establishments throughout the country, in which project teams may be used to develop detailed
over 1,500 institutional authorities and academ- strategies for change in identified problem areas.
ics participated; it met on two occasions with The resulting institutional development strategy
student federation presidents and listened to is then shared with government, donor and
representatives from 15 professional associa- private sector representatives, and with campus
tions' (Brunner 1991, p. 63). leaders. The self-study approach has been

effectively employed by Eduardo Mondlane
The failure to invest in public education and University (1991) in Mozambique and by the
consensus-building before instituting policy University of Dar es Salaam (1991), Tanzania.
changes can generate high costs. In Mali, At present, the universities of Zambia, Asmara
students and families protesting a February 1991 (Eritrea), and Natal (South Africa) are in the
increase in university fees pulled the Minister of early stages of self-study and strategy planning.
Higher Education from his car and killed him. The pay-off from this exercise can be high, as
In Nigeria, a poorly understood World Bank the lack of clearly defined institutional priorities
loan to enhance educational quality and improve is often a major obstacle to university develop-
system efficiency in the universities has prompt- ment (Mosha 1986).
ed multiple student demonstrations (Bako 1990).
In Kenya, the precipitous announcement of fee The strength of this approach is that it is broadly
increases sparked student protest which closed consultative within the institution to be directly
the country's six universities for much of 1991. affected by the resulting changes. This creates

a process which builds understanding of the need
Several alternative approaches to consensus- for change and agreement on institutional strate-
building have emerged in Africa. They are: (a) gies within the larger university community. It
the self-study; (b) the inter-institutional working also allows higher education reform to evolve
group; (c) the intermediary coordinating agency; from the "bottom-up," facilitating the emergence
and (d) the external visiting committee. Some of an institutionally diverse higher education
are initiated by universities; others are undertak- system. A potential weakness is that the process
en by government. Each of these will be dis- may be divorced from influential political deci-
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Box 7. A Self-Study Experience at Eduardo Mondlane University

In 1990 leadership at Eduardo Mondlane University in Mozambique decided to initiate an
internal study of challenges faced by the institution in the effort to design a strategy for its
stabilization and development. The study sought to update and explain the University's mission
to government at a time when economic policy and political changes were creating a new
operating environment in Mozambique, and responded to a sense that considerable donor
assistance was being given to the University without an institutional plan to guide its application.

Over about eighteen months, a process of internal appraisal took place. It involved: (a)
brainstorming roundtable discussions; (b) the establishment of working groups to address key
issues; (c) internal review of a draft report, including with students; (d) consideration and
incorporation of 27 written reactions by constituent groups within the university; (e) a
consultative workshop for all interested staff; (f) internal acceptance of the plan; (g) careful prior
discussion and agreement witbh government on the overall financial implications of the plan, and
on the concept of greater autornomy that it proposed; and (h) a two-day consultative meeting with
government, donors, and private sector representatives at which the plan was presented and
discussed.

This has generated numerous benefits for the university. It has created a more open and
supportive working environment based on internal and external consensus. The plan itself has
become an extensively used resource document for fund-raising purposes. The plan's proposal
for more flexible donor funding has produced some positive responses, and the University is
now strengthening its accountability mechanisms (Commonwealth Secretariat 1992). Finally,
it laid the foundation for a World Bank credit which will provide needed investment in
institutional rehabilitation and development.

sion-makers and run the risk of proposing a be incorporated as needed. The committee may
course of action which is seen as politically constitute subordinate working groups with
untenable. responsibility for studying specific policy issues

and offering recommendations. The Committee
The Inter-Institutional Steering Committee. This meets periodically to review progress and to
is a sector review undertaken by government. draft its report. Its final report is formally
At the initiative of a senior government official, presented to government for executive decision.
often the president himself, a formal steering This approach is currently being used in Camer-
committee is established with authority to review oon (Groupe de Pilotage) , in Ghana (National
higher education policy as well as its financial Committee on Tertiary Education Reforms), and
and organizational implications. Representation in Senegal (Concertation Nationale sur l'Enseig-
often includes the Office of the President; the nement Superieur). A non-governmental varia-
Ministries of Education, Finance,, Planning, and tion of this approach is currently being pursued
Labor; and university leaders. Others (such as in South Africa by the National Education Policy
national teachers association, private sector) may Investigation (NEPI). Through a series of semi-
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formal working groups organized around critical dents, and to lose legitimacy where the agency
policy issues, NEPI has produced a 1992 report is unable to serve both universities and govern-
that offers a policy agenda for the education ment in a situation of conflicting interests.
sector in the post-apartheid era.

The External Visiting Committee. In many
Advantages of the Steering Committee approach countries, particularly those of the British Com-
include broad political consultation within gov- monwealth, a "blue ribbon" committee of out-
ermnent and assurance of political support at the side experts is periodically invited to review all
highest levels of decision-making. A principal aspects of a higher education institution or
risk is that other key actors such as non-academ- system. Such reviews normally occur every
ic staff, students and their families may be three to five years and are linked to forward
brought into the process very late or not at all. planning and budgeting processes. Countries
Government may later have to "sell" its policy that have employed external visiting committees
changes to higher education consumers, with the in recent years include Botswana, Namibia and
possibility of heated reactions and consequent Zimbabwe.
political negotiation.

External visiting committees offer distinct advan-
The Intermediary Coordinating Agency. This is tages and drawbacks. They can contribute fresh
a formally-constituted umbrella government insight, comparative experience, and the legiti-
organization with responsibility for overseeing macy of recognized, disinterested judgment. In
the higher education sector. It normally medi- local settings where a division of opinion sur-
ates between a multi-university system and rounds key policy issues, these committees have
government, supervises the budget allocation the added advantage of tendering dispassionate
process, and monitors academic standards. analysis while keeping institutional or personal
Examples include the Nigerian National Univer- politics at arm's length, and of proffering "trial
sities Commission, the Kenyan Commission on balloons" on sensitive issues without forcing key
Higher Education, and the Zimbabwean National actors to take positions on them. The shortcom-
Council for Higher Education. In Nigeria and ings of this approach include the committee's
Kenya, these agencies have played a key role in inevitably limited understanding of the local
the process of higher education reform. situation, the need for active institutional leader-

ship to follow-up on the committee's recommen-
Intermediary agencies are relatively new phe- dations, and the tendency to compress what
nomena in Africa, often arising as a management often should be an extended process of consulta-
response when multi-university systems emerge. tion and consensus-building into the brief period
Experience suggests that their strengths include of the committee's visit.
the ability to identify common ground for policy
initiative within the competing interests of Creating a Supportive Environment
universities and government, and to broker the
negotiation process of conflict and compromise In virtually all cases, African higher education
among different interest groups into effective reform efforts have suffered from neglect of the
agreement on key policy issues. Potential need for public education on key and often
weaknesses are a tendency to work within the controversial issues. Newspaper articles, broad-
machinery of government to the exclusion of cast interviews and consultative meetings are
major interest groups such as faculty and stu- options for informing public opinion concerning
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the source and consequences of higher education What is Government's Role?
problems, and for laying the groundwork for
eventual consensus regarding the response. The Government is the central actor in African
issue of deteriorating educational quality can higher education. It finances the lion's share of
serve as a unifying theme for the constructive university budgets, sets access policies, appoints
involvement of students (and their families), key officials, and ensures that standards are
academic staff and policymakers in reform maintained through accreditation or other mecha-
initiatives. nisms. Consequently, the way in which govern-

ment relates to the higher education sector in
Several examples of government efforts to carrying out these responsibilities will very
inform a general public concerning higher much condition the possibilities and pace for
education problems and possible responses higher education reform. Two contrasting
illustrate what can be accomplished. In Ghana, approaches to governmental regulation of public
the Higher Education Division of the Ministry of sector responsibilities such as higher education
Education initiated a newsletter in 1991 to make are identified and analyzed by van Vught (1992).
the process of higher education reform more
transparent and participatory. E]ntitled Hi Ed The first approach is that of state control. In its
News, it contains summaries of governmental purest version, it assumes that knowledge of the
policies and plans, reports of World Bank mis- object of regulation is firm, control over the
sions, and opinion by staff and students. In object of regulation is complete, and that the
Senegal, a series of studies on higher education self-image of the regulating entity is holistic. It
issues is being used to nourish a national debate applies a highly rational planning process to
on the future structure and content of the decisionmaking by comprehensively evaluating
nation's higher education system, including all conceivable consequences of all conceivable
discussion through radio and television broad- alternatives. It implies a centralized decision-
casts. In Hungary, broad-based public interest making process and substantial control over
in university reform was fostered by a booklet policy choices and subsequent implementation.
produced by the Ministry of Education (Coordi- It also requires that all parties concerned place
nation Office for Higher Education 1991). The considerable confidence in the capabilities of
booklet laid out the main issues and identified governmental actors and agencies to fully under-
associated policy options. It was widely distrib- stand the issues and make the right decisions. A
uted one year in advance of a legislative vote on series of rules and control mechanisms is used to
a higher education reform package, and contrib- steer institutional behavior towards the desired
uted to an informed process of consensus-build- policy objective (van Vught 1992, p. 11-13).
ing debate before the actual policy decision. In
Brazil, officials from the Ministry of Finance In settings where the skilled human resource
wrote a series of newspaper articles that ques- base is limited and institutional capacities are
tioned prevailing patterns of inequitable and still in formative stages, the state control ap-
inefficient higher education finance, counterbal- proach often exerts considerable appeal from a
anced the lobbying efforts of strong staff and management standpoint. This may be particular-
student associations, and put the issue of reform ly true in instances where a high degree of
on the public agenda. agreement on national goals is assumed to exist
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among all interested parties. In the early days basic characteristics of higher education institu-
of African independence, for example, it was tions such as the high level of professional
generally believed that universities and their autonomy, the considerable degree of organiza-
governments shared common goals in promoting tional independence, and the sizeable decentral-
national development and nation-building. Many ization of decisionmaking power (van Vught
African governments adopted variations of the 1992, p. 41). Even in settings where a shortage
state control approach in their management of of skilled professionals and associated limits on
higher education sectors. institutional capacity favor a general model of

centralized management and state control, higher
The second approach is the strategy of state education institutions contain concentrations of
supervision. In many ways, it stands in opposi- skilled professional talent which are harnessed
tion to the model of state control. It recognizes within established institutional structures. As a
that knowledge is shifting and highly uncertain, result, they are likely to possess a greater capac-
and believes that control is difficult if not impos- ity for self-regulation and autonomous gover-
sible. Instead of seeing itself as the regulating nance than most other public institutions. For
actor, governments employing the state supervi- these reasons, the role of government in manag-
sion approach see important advantages in a ing higher education change should be essential-
division and decentralization of responsibilities. ly a supervisory one.
This model assumes that the disaggregation of
complex decisionmaking processes offers the What is the University's Role?
benefits of a high level of robustness, a substan-
tial degree of flexibility, considerable capacity Efforts to stabilize and revitalize Africa's univer-
for innovation, and low information, transaction sities will be advanced by those academic institu-
and administrative costs. Decisionmakers focus tions able to offer a clear statement as to their
on monitoring feedback from a small set of institutional objectives and role in society. To
critical policy variables, which they seek to keep the extent that universities can offer their sup-
within tolerable ranges, and evaluate the criteria porters (government and donors) and consumers
by which these critical variables and the tolera- (students and their families, the private sector) a
ble ranges are chosen. System emphasis is on coherent vision of their institutional role and
the self-regulatory capacities of decentralized output, the consensus-building process will be
decisionmaking units (van Vught 1992, p. 13). made easier. But universities themselves must

take the first steps in their quest for greater
Van Vught argues in favor of the state supervi- stability and vitality.
sion approach. It appears better suited to the
context of higher education, acknowledging the Mission Statements. This undertaking must be
fundamental characteristics of universities and premised on a strong commitment by university
seeking to use some of these characteristics to leadership to a rigorous institutional review. It
stimulate innovation within the system. By begins with a consultative process which seeks
judiciously managing relations of autonomy and to address three questions: What kind of univer-
accountability between universities and the state, sity does the country have? What kind of uni-
it creates incentives for internal and external versity does the country need? What kind of
efficiency, as well as quality performance. In university can the country afford? Discussions
contrast, the state control model employs as- should seek to develop a mission statement for
sumptions that are at odds with some of the the university which responds to present and
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future national circumstances, and to support this such as a national council on higher education,
with realistic cost projections. The resulting there are advantages to housing them within
statements should integrate attention to educa- universities. These include greater ease of
tional quality, finances, curriculum, distribution access to information by all interested parties,
of students among principal disciplines, staff the opportunity to link this research with univer-
development, research, access, governance and sity training programs, and the enrichment that
management. The Association of African Uni- comes from the opportunity for pluralistic dis-
versities has called upon African universities to cussion of difficult policy issues.
reappraise their mission, goals and objectives in
response to shifting circumstances (AAU 1991, At present, relatively little analysis of higher
p. xv) . education issues is carried out by Africans.

Consequently, much of the present policy discus-
Where universities are able to produce updated sion is this field is framed and promoted by
institutional assessments, these can be used as a donor agencies, particularly by the World Bank.
basis for coordinating funding from government Local capacities to generate and analyze infor-
and donors. Ideally, this coordination would be mation on higher education are limited in many
initiated by university leadership, and be under- parts of Africa. For example, an educational
taken through some collective facilitating mecha- research symposium for African graduate stu-
nism composed of the principal university fun- dents in the United States included five topics on
ders. This approach implies greater flexibility in higher education among 24 presentations (Ohio
the structuring of governmental and donor University 1990). Of these, two dealt with
support for universities, including an increased South Africa. Two out of 178 sessions sched-
delegation of authority to university management uled for the annual meetings of the (American)
in determining the application of funds within African Studies Association were dedicated to
the framework of the institutional plan. The education, and neither focused specifically on
approach also requires a willingness by universi- higher education.
ty, government and donors representatives alike
to engage in open discussion of tLeir priorities, Policy discussion and institutional planning
and to make longer term capacity-building would certainly be enriched if African higher
commitments to activities in which.a coincidence education specialists were able to stimulate a
of interests can be found. true dialogue by contributing their own analyses.

This is precisely the aim of the Association of
Higher Education Research. Greater under- African Universities, which has undertaken
standing of African higher education issues is several comparative studies of universities since
needed to formulate appropriate institutional 1989. Topics include the cost-effectiveness of
plans and policy guidance. Without an adequate universities, graduate education and research,
information base and the capacity to document and the potential for greater university collabora-
university performance regularly, the state tion with the private sector. Additional research
supervision approach will have difficulty in on higher education management will be
operationally defining and tracking critical policy launched by the AAU in 1992. Although these
variables for the sector. While these capacities studies show some variation in quality which
can be, and sometimes are, established within reflects the current state of this interest in the
government ministries or intermediary bodies region, they nevertheless represent the first
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significant effort by an African institution to dent, so linking enrolments to budget availabili-
assess higher education performance in more ties. In return, higher education institutions
than a decade. would commit themselves to covering the re-

maining portion of these costs.
Towards an Agenda for Higher Education
Reforn Financial Diversification, Strategies of financial

diversification should be developed and pursued
Anticipating the thrust of the World Bank's as a means of ensuring greater institutional
policy paper on higher education scheduled for stability and autonomy, and of generating the
release in 1993 (Salmi 1992), the following additional resources needed to launch reform
issues are suggested as input to an agenda for initiatives.
African higher education reform. The specific University Autonomy. Greater autonomy,
forms that these actions will take at the national particularly in the financial administration of
level, however, must be the responsibility of universities, is needed to provide the incentives
each government and of the institutions con- nesartoncugeqliypfrmc,
cerned, necessary to encourage quality performance,

management efficiency and the capacity for

Policy Framework. A set of key policy parame- nnovation in the face of change.
ters is needed to guide the development of Improved Governance. Universities are current-
higher education. These should address critical ly challenged to become more responsive to the
issues such as growth, access, financing, gradu- needs of government and society to justify the
ate output, governance, and accreditation. considerable investments made in them. Im-

proved university governance structures, through
System Differentiation. As Africa's higher greater participation by interested parties from
education systems move from elite to mass within and outside the university, offer one
orientations, they must decide how best to means of achieving this.
incorporate growing student enrolment in ways
that meet social demand and respond to labor Efficient Management. Better management is
market needs while meeting the test of efficient the best short-term strategy for freeing resources
resource use. The most effective approach may to meet the needs of higher education institu-
be through an institutional diversification strate- tions. It provides assurance to government and
gy based on the development of a variety of donors that their limited resources are being put
lower cost alternative institutions differentiated to good use. And better management at and by
in missions, functions and modes of delivery the university communicates positive profession-
while also consolidating prestige institutions al values to students.
specializing in graduate studies and research.

Strategic University Plans. Universities must
Balancing Enrolments with Financing. To seize the initiative to achieve their own stabiliza-
preserve quality as the demand for higher educa- tion and revitalization. They can do this by
tion expands faster than governments' ability to undertaking a self-study which re-assesses their
provide it, a financial pact between universities institutional mission, performance and organiza-
and their governments is proposed. This would tion. The study can be used to build the internal
commit government to providing a certain and external consensus needed to initiate and
portion of the unit cost of educating each stu- carry through the proposed reforms.
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