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Introductiontc "Introduction"
T

he mission of every library is to facilitate access to systems of knowledge relevant to the pursuit of inquiry and study.  The development of information delivery systems is a key component of knowledge discovery and modern technology greatly enhances such systems. 

Libraries – academic, public or organizationally specific — have commonly been among the early adopters of any technology that facilitated service to the user population.  However, the pace of technological innovation in recent years has created challenges for the most well positioned of public institutions, and the chasm of the digital divide obviously deepens for institutions within emerging countries.  Aharon Kellerman in his work The Internet on Earth: a Geography of Information points out that “North America is 115 times more connected than Africa” and further notes that “within developing countries, the connected populations are predominantly urban elites.”1 
Our research certainly supports the observations of others, that even the premier universities of the African countries we visited are challenged by a paucity of bandwidth capacity that interferes with any networking beyond the immediately local community.  These Universities expend considerable sums of money for minimal Internet access, and that access which they do have is severely constricted as nations to the West come online during the day.  It is effectively a premium resource in limited supply under contention by an expanding number of users.  Securing the Lynchpin: More Bandwidth at Lower Cost compiled by the Bandwidth Task Force Secretariat at the University of Dar es Salaam, Dar es Salaam, Tanzania for the Partnership for Higher Education in Africa, outlines the challenges in detail.   

The implications are that sufficient bandwidth would resolve a  broad range of institutional problems.  Adequate bandwidth for the support of research is certainly an important element in any set of supportive measures to assist university development in the regions. However, the focus on bandwidth can also distract from several underlying factors that also affect the ability of these institutions to function not simply as users of, but as contributors to, a developing international information resource. 

Few university  librarians have any experience with a fully functional state of the art library, creating conceptual difficulties that affect institutional planning.  Library and technology vendors are unwilling to visit African libraries or attend association meetings to demonstrate their products, limiting exposure to what is available.   Because training has not been consistently and easily available, technical as well as traditional skills vary and are hard to keep up to date.  University resources have become even more limited over the past thirty years, creating even greater barriers to information access and fostering a  greater dependence on external funding.

This analysis attempts to identify the central issues and propose solutions that emerge from a clearer understanding of the essential problems.  There are a set of issues common to all university libraries which can be addressed generally and, in some instances, cooperatively.  

Mortenson Center and Workscopetc "Mortenson Center and Workscope"
The Mortenson Center for International Library Programs at the University of Illinois Urbana-Champaign received a grant from the Carnegie Corporation in early 2004 to assess the capabilities of the libraries of seven African universities.  All seven universities are Carnegie grantees.

The Mortenson Center for International Library Programs is a non-degree professional development program for librarians around the world. Since 1992 more than 600 librarians from 86 countries have participated in Center programs and the Center staff have considerable experience in designing training programs.  Staff participating in the visit to Africa included: Barbara Ford, director, and Susan Schnuer, assistant director.  They were joined by a colleague from the University of Illinois Graduate School of Library and Information Science, Joyce Latham in all the countries except Nigeria.

 This review focuses on user access to information.  Discussion includes the resources of the libraries in areas such as technical infrastructure, delivery of services, ease of access to and strength of collections and databases, staff development training, bibliographic instruction for users, understanding of international standards, and related services. New technologies and their role in libraries are a key part of the assessment, which focused on the evaluation of the need for professional development training for library staff.  

Common Challenges
tc "Common Challenges"
The Mortenson Center team visited University of Ghana Legon and University of Education at Winneba in Ghana; Ahmadu Bello University, University of Jos, and Obafemi Awolowo University in Nigeria; Dar es Salaam University in Tanzania; and Makerere University in Uganda.  

The Mortenson Center team spent two days on each campus to meet with vice-chancellors, university librarians and their staff, ICT administrators and staff, Carnegie steering committees, and library users.  They also toured libraries and ICT facilities.

A set of common issues emerged from the visits and observations, which are discussed in the remainder of this report. 

ISSUE: Local Contexttc "ISSUE\: Local Context"
Political and economic stability
Several of the countries have lived through challenging political situations that have negatively impacted the operations of the country and of universities.  Economic challenges include under-funding of universities and their libraries and weak currencies that have little purchasing power on the international market.  

Varied external funding sources and agendas
Each of the universities receives external funds from a number of sources such as the Carnegie Corporation, the Association of African Universities, International Association of University Presidents, Swedish International Development Cooperation Agency and Norwegian Agency for Development Cooperation.  Each of these agencies has its own agenda and priorities which may overlap. While the projects are crucial to the development of the university and its libraries, conflicting priorities can create management problems and divert attention from other pressing issues.

Rapid growth of student population
The rapid growth of student populations has provided enormous challenges to the universities.  In some instances, universities have grown from 7,000 to 30,000 students in a short time. Unfortunately financial support for universities has not kept pace with enrollment growth.  Without substantial support from the government and, in some instances, lacking the ability to charge tuition, universities are struggling to provide needed services. Lecture halls, hostels, and libraries are packed with students, and there is physically not enough space to provide education and services for all the students.  At the same time, there is a great demand for university education and large numbers are turned away and not allowed to enroll in the universities.  In at least one case, a vice chancellor indicated that the university would not delay implementation of new programs despite a shortage of materials to support the program.

ISSUE: Physical infrastructuretc "ISSUE\: Physical infrastructure"
Power Grid  
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The main libraries appear to have a more reliable power source than many of the departmental libraries. Electrical failures are common, but most of the main libraries do have a backup source for primary systems.  Departmental libraries may not.  Two medical libraries had been without power for extended periods.

Temperature control 
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 The climate is hard on materials, and none of the libraries had climate control throughout the buildings. Mold was obvious in some buildings. Open windows expose materials to accelerated degradation.  While central switching technology may be housed in temperature controlled environments, PCs on the floor were not; some were setup in windows, exposing them to the potential damage

of high heat, while those on the floor

 were also exposed to extremes of dust.

Library buildings and equipment

Most library buildings showed signs of wear and tear. In some universities plans were under way for extension to current facilities or to build a new facility. Few buildings had the necessary or safe wiring for the technology. It was not uncommon to see numerous extension cords due to a lack of power outlets.  Many of the stacks were closed-access.  Most building lacked security features and few had accessibility features.  Much of the furniture was worn and shelving was not always secure.  

Students live in a variety of accommodations either on or around campus, frequently sharing small rooms with six to seven other students.  The only study place on campus is the library which usually does not have enough seats to meet the demand.  Most of the lighting, when it was working, was inadequate.

Computer Equipment

As with many institutions, the number of total computers and printers for student and staff access was inadequate.  Most librarians shared computers among themselves, and students were frequently seen two or three to a machine. 

The speed of repairs for damaged equipment was affected by the ability to procure component parts, in some instances available only in western countries and requiring pre-payment.  As noted above, while telecommunications equipment may be housed in temperature controlled conditions, the hardware on the floor often is not, exposing it to extremes of heat and dust.

ISSUE: Networks and bandwidthtc "ISSUE\: Networks and bandwidth"
On site  

One university was using a wireless backbone.  The other six universities had laid a fiber optic backbone for the main campuses, commonly six to 12 strands, However, commonly, not all the fiber was in use.  One of the university information and communications technology (ICT) professionals was unsure of the installed capacity for his university, and unclear about how much was actually operational.  Six of the main libraries had fiber run to the exterior wall; it was their responsibility to arrange connectivity from inside the building to the backbone. Distant and departmental libraries may be less well connected.

External 

Internet access was via satellite; the best capacity was a 1.5-megabyte downlink and a 1.0-megabyte uplink.  The lowest capacity was a 1.0-megabyte downlink and a 512-kilobyte uplink.  This was insufficient; however, the cost prohibits increased access.  The average cost for bandwidth was $10,000 per month.

Local area networks 

All main libraries possess some configurations of local area networks (LANs), with computer centers for students. One library was actively extending wiring for power and Ethernet access throughout the main building, while another was testing the limits of wireless networking.  Departmental libraries vary, depending on their function and sources of funding.  Departmental libraries require departmental support.  In at least one instance a departmental library was more sophisticated than the main institutional library.

Strategies  

Each university ICT department is investigating strategies for keeping traffic local, running on the higher capacity in-house bandwidth. Two universities discussed the distribution of local email accounts to compete with the Web-based email services, like Yahoo and Hotmail. Some institutions were limiting user access to Yahoo and Hotmail during the day. Another institution would like to mirror the online e-journal server on an in-house database server, so all journal retrieval could be kept local. The dependence of e-journal publishers on the Adobe Acrobat Reader (pdf) format taxes the low bandwidth of the Internet service.

ISSUE: Database development and tc "ISSUE\: Database development and"acquisition/retrospective conversion
Cataloging 

Because of shared cataloging enabled by the standardization of the MARC record, much current cataloging was simply “capture” cataloging from a common database. The captured record was then edited to reflect institutional holdings for the selected title.  Two university libraries used a product (Bibliofile) for their current cataloging process, while another used the Library of Congress online system.  The two products were using essentially the same information – the interfaces and support services differ.  One location had no resource, however, and indicated that vendors had yet to respond to their attempts at contact.

Retrospective conversion 
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 The conversion of the print catalog to a digital record was time consuming and expensive.  One library had completed the retrospective conversion in house; two had begun the conversion process on an apparently limited scale, and the others were discussing strategies for beginning the conversion process. It should be noted that the integrated library systems cannot fully function without the central database. While funding was available to purchase the hardware for integrated library systems, funding for the development of the database has been left unaddressed.

Online public access catalogs 

The online public access catalog (OPAC) is the premier product of any modern library.  However, it is only as 

good as the database behind it.  The university libraries

 possessed varying degrees of expertise in, and even 

comprehension of, the significance of a robust digital 

catalog, how to create it and how to maintain it.  Related procedures such as weeding of the collection and inventory control require attention and created immediate training needs.

Local databases 

Two of the university libraries were actively engaged in the creation of databases to track their print article collections.  In one case they were making use of CDS-ISIS, a database product developed by UNESCO and distributed for free.  This was a less than robust solution.  There were issues concerning indexing and abstracting strategies, whether for a print or a digital database, that required attention in all institutions.

Acquired or donated databases

Most of the libraries had access to databases provided by non-governmental organizations (NGOs) and other sources.   Access to external databases was severely limited by the lack of bandwidth and computers in libraries.  Librarians did not have easy access so they could enhance their searching skills, and users often were not aware of what was available, since librarians had not promoted use of the databases due to very limited access. In at least one location, the librarians had to pay for their Internet access.

ISSUE: Integrated library systemstc "ISSUE\: Integrated library systems"
Purchased systems 

The integrated library system (ILS) coordinates a range of functions to manage the development of the library collection.  These functions include cataloging, circulation, acquisitions, serials and the all important OPAC.  Three main libraries had actually purchased systems.  One was fully installed, while another was operational but using a minimal MARC database.  Another had been purchased but not implemented due to the lack of a MARC database.

Vendor relations 

 Libraries in this part of Africa were seriously constrained in their evaluation and selection process, as vendors were simply unwilling to provide on site demonstrations.  Support for products was similarly offered at a distance, and the cost of on-site training was extremely high.  While the libraries had funds for the purchase of a system, it was unclear what provision had been made for maintenance of these systems.  As most ILS vendors make their real profit through the maintenance line, even funds available for purchase may not be a sufficient inducement to established providers.  The one university with a system fully implemented did not control the process, was assisted by a European university and was limited to a choice of two possible vendors.

Consortial planning  

One library indicated involvement with a group of other libraries in the evaluation of ILS vendors, with a view to establishing a common vendor for all participants.  This was an excellent strategy, as it could make it worthwhile for vendors to invest time and energy in the support of a regional system.  However, funding disparities among the institutions could create barriers to implementation on a regional level, as well as misunderstandings about how consortial arrangements function to serve all members.  

The western region had experimented with a wide area network providing basic connectivity to universities in the area, but the project failed to grow and develop.

ISSUE: Library staffing and developmenttc "ISSUE\: Library staffing and development"
Difficulties in retaining staff/outdated staffing patterns 

Each library had staff dedicated to ICT support for the library, funded from the library budget. In some instances the ICT staffing was temporary, as it resulted from the public service commitment of  the university graduates’ training and education. Some of these ICT staff did not have extensive experience or orientation to library service and practice.  All library staff needed training to deal with new technologies.  On-the-job training to improve ICT skills was necessary for all library staff in a phased manner.  Salaries were generally low, and staff with ICT skills could often find better paying employment in situations where they could develop additional skills.  There was strong competition for technical expertise within the institutions, among institutions, and with external employers.  Technical staff tended to acquire experience within the public sector and then migrate to better paying jobs in the private sector.  In some cases, major library reorganizations would be needed to achieve the technological innovation that was hoped for.

Varied approaches to and familiarity with technologies 

Each of the libraries was undertaking initiatives relating to technologies.  Most were using databases for their current cataloging, and some were doing retrospective conversion.  Some local databases were being developed.  Most libraries had not purchased an integrated library system, and one university intended to develop its own system.  Librarians were learning on the job about technology, and familiarity was often not common among library staff.  The variety of approaches was interesting, and university library staff could benefit from sharing their expertise among institutions.   

Isolation from what is happening in library and information world

In many cases, librarians were learning about technologies through the literature, since they were unable to travel to conferences with many vendors present, and there were no libraries nearby that have already implemented technologies. 

One ICT library specialist commented that: “I would love to see a fully automated library; I would then know what my goal is.”  With limited access to the Internet and email as well as the print professional literature, librarians were not easily able to browse the web and join electronic discussion groups.  Libraries were constrained in their evaluation and selection process as vendors were simply unwilling to provide on-site demonstrations.  Support for products was similarly offered at a distance, and the cost of onsite training was extremely high.  

Lack of exposure to international standards and experience

Since librarians had not generally been able to attend conferences outside the region and have limited access to the literature, there was sometimes a lack of exposure to international standards and experience. In some cases, the librarians were developing internal standards, unaware of the existence of international standards.  In one library, a digital project was implemented without consulting standards. Geographic isolation means that there was little opportunity to learn in person from others or to share expertise.  Because vendors were often unwilling to provide on-site demonstrations, librarians did not have the opportunity to learn from seeing a variety of systems.   

Professional development opportunities

Many librarians had participated in regional and local training opportunities and were quite enthusiastic about the experience.  The common complaint was that there needed to be more training, adjusted to local need, paced at the right speed, and with follow-up possibilities.  Many of the librarians had received technical training before they had access to a computer and were not able to retain much of the training.  Several librarians mentioned the need for better access to technical assistance when implementing a new system. Some of the libraries were beginning to organize a staff development office in the library, recognizing that their needs would be better met by well-trained experts within the library.

ISSUE: Access to technological expertisetc "ISSUE\: Access to technological expertise"
Institutional ICT  

We requested meetings with ICT staff at each university, and had an opportunity at each location to engage, to varying degrees, with the ICT personnel on general support issues, and support for the library specifically. All ICT departments had responsibility for the installation, development and expansion of the fiber optic backbone.  For one institution, that was the full extent of their responsibility.  One ICT department had developed a full range of training opportunities, including certification programs addressing networking, programming and support products; these classes were available for a fee to university personnel.  

Library ICT 

Each library had staff dedicated to ICT support for the library, funded from the library budget.  Departmental ICT, like departmental libraries, were commonly funded from departmental budgets.  At least two of the institutions had very involved ICT managers; however, the degree of involvement did not always reflect the extent of understanding of library service and practice.  Underlying tensions reflected, in some instances, a failure to establish the inter-relationship of technological support for modern library practice. Technical staff tended to acquire experience within the public sector and then migrate to better paying jobs in the private sector.  One ICT departmental strategy was to flood the market with technical skill, but, given the permeable borders, that may take a considerable period of time.

External ICT training: library associations 

The range of training opportunities offered by national library associations varied with the strength of those associations.  Some library staff reported access to one or two day seminars on various practices, only to lose the impact of the training due to an inability to implement or practice what was learned. This was not uncommon, even in developed areas, where hardware could still be a limited resource.  Library associations also needed to identify or develop a pool of technical experts familiar with library practice who could offer training relevant to the immediate situation.

External ICT training: special projects 

Training available for the implementation of specific projects – such as the digitization of  university theses – may not incorporate a full awareness of the restrictions under which libraries operate. A direct transfer of best practices in developed countries may not work well for institutions still developing technical capacity.  However, neither was there any clearinghouse of information concerning the status of technology within these countries that could serve as background data to the development of specific strategies for these regions until capacity expands. The promotion of such a clearinghouse could facilitate coordination of efforts. 

Two significant projects affecting all institutions are the Programme for the Enhancement of Research Information (PERI) database project, funded by the International Network for the Availability of Scientific Publications (INASP); and the Electronic Information for Libraries (eIFL) project, funded by Open Society Institute – Soros Foundation. The success of these projects suggests a foundation for beginning to address a constellation of issues.
ISSUE: Advocacy and administrationtc "ISSUE\: Advocacy and administration"
Increased campus awareness of the pivotal role of the library

Each of the Carnegie grants includes support for the library.  Vice chancellors wanted strong information resources but were sometimes not aware of the pivotal role of the library in delivering content in a digital environment.  ICT staff gave lip service to the role of the library but often did not have a deep understanding of what that meant for their work and planning.  Continued education is needed to increase understanding about the central role of the research library in the education, research and development agendas of premier universities.   

Campus visibility and advocacy of library needs and role

Advocacy was needed to demonstrate the pivotal role of the library to all campus constituencies.  Some universities had many departmental libraries, and there was little commitment to a strong central library.  On many of the campuses, the university librarian was on appropriate campus committees and quite visible.  On other campuses, the university librarian and staff were not involved in key decisions and planning efforts, especially relating to technology.   

Campus concerns with gender issues 

Each of the Carnegie grants has a gender component.  Due to the primarily female composition of library staff and the recent appointment of a number of female library directors, this is an area of indirect interest and concern to the libraries. We did notice that library acquisitions for gender issues were being considered. 

Departmental libraries  

While these evaluations focused on the main libraries, departmental libraries faced similar challenges within these institutions.  Medical libraries were among the most glaringly underfunded, incapable of supporting modern medical research, while law libraries appeared to be better positioned due to external support.  However, the lack of coordination among these departmental libraries generated a misuse of funds due to the amount of duplication of effort.  One departmental library had already purchased an ILS as the main library was in the process of evaluating products.  In two instances the main library provided cataloging for new materials, but each department must expend funds for the conversion of cataloging records.  No university possessed a union catalog of holdings of all departmental libraries, and there was no evidence of inter-library loan – or the sharing of resources – among these departments or the main library.   

Expectations of technology-enhanced library services

Students and faculty had increasing expectations, at times unrealistic, for technology-enhanced library services, partly because they use Internet cafes to access resources and may have been exposed to the resources as they have studied in other countries.  Just as in other parts of the world, young people wanted to use computer and online resources.  These resources provide opportunities to bridge the digital divide and students know this.  It was interesting to note that in some institutions the libraries provided separate computer facilities for students and faculty members.  Some graduate assistants told us that they needed their own facility. 

Lack of resources for new acquisitions

Most of the print materials in libraries were from the 1970s and 1980s.  Books were old and most current journals received were free or sent as gifts or exchanges.  Many of the materials were also in need of preservation.  The ratio of books to students was far less than it should be, and students could hardly afford to purchase books of their own.  Because materials were often outdated, they were not as useful for students in their studies and faculty in their research.  The currency exchange rate was a problem, because most books and journals must be purchased outside the country.  The libraries were not funded at a level to meet their institutional responsibilities. Purchasing requirements by vendors placed further restrictions on access to information for African libraries.

Little security for library materials
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Protecting the materials they have was a top priority for many of the libraries.  Because security systems did not exist, many collections were closed and students must request materials for use.  Often, only the oldest materials were readily available for browsing on open library shelves.  The need to restrict access to recent materials spoke to the high cost of open access, either due to the cost of materials, limited print budgets, or fear of loss.

Current usage of libraries for study space  

Most of the students studying in libraries appeared to be working from their own written notes, rather than using library materials.  Libraries were crowded, and there were many signs asking for silence, since in most cases students did not have other good places to study.  Because many of the library materials were outdated, students were using the libraries for study space rather than access to library materials. 

Information literacy

As ICT is integrated into the library and other university functions, students and other library users will need to be knowledgeable about accessing the information efficiently.  If that is not done, the investment in ICT will not be fully utilized.  

The libraries were beginning to or planning to mount programs so that students are instructed in the use of the electronic and print information resources.  This will become even more important as faculty begin integrating ICT into teaching, learning and research processes.

Opportunities to enhance servicetc "Opportunities"
Each of the libraries had significant opportunities to enhance services to users and move programs forward.

Library staff with vision, capabilities and strong service ethic

In all the libraries, we found capable staff with vision for planning for the future and strong service ethics.  It was remarkable what library staff have been able to accomplish with limited resources and support.  Carnegie and other external support have provided much needed opportunities to move forward to implement new technologies and services and better serve users.

Strength of Carnegie teams and impact of Carnegie grants

The personnel working on Carnegie projects were very strong and among the best we met at the universities. Carnegie support had provided opportunities for those with vision and energy to help their universities advance. Libraries were moving ahead with automating library catalogs and starting to digitize materials.  

Local collections / digital libraries 

Two of the libraries possessed unique materials that could support African studies programs.  Digitization projects directed at the promotion of even parts of these collections would improve the adoption of technology in some locations as well as further participation in the development of international resources for regional study. Funding of an “African Memory” project, similar to the “American Memory” project under development in the US, would greatly increase the visibility of these institutions internationally.

Linkages 

All of the universities and their libraries indicated an intense interest in potential partnerships with the established institutions of their region.

Subscription to online databases

All the libraries with access to the Internet used one of two foundation-supported database subscription services:


African Journals Online - www.ajol.info – supported by the International Network for the Availability of Scientific Publication (INASP)


Electronic Information for Libraries (eIFL) – www.eifl.net – supported by the Open Society Institute – Soros

 Access to these services will be vital to building a well-trained workforce in the libraries. Without these subscriptions services, the libraries would have little or no access to online journal subscriptions and therefore little to offer to their users.  The staff will have little incentive to develop their library skills in an electronic environment. 

Most of these subscriptions were offered at reduced rates for the first few years and many of the libraries were looking at much higher rates in the near future, rates most of them could not afford.  It is critical to support this type of access as it was one very visible and viable electronic resource on each campus. 

Professional development objectivestc "Professional development objectives"
There can be no single approach to professional development in these seven institutions.  Local conditions, infrastructure, resources and strengths of the staff vary from library to library.  Instead, the recommendations highlight a variety of options that might be offered locally, regionally, or internationally.   In the next three to five years, well-designed professional development programs can assist the Carnegie grantees in accomplishing two essential and attainable goals.

Goal 1: The Libraries shall provide the users with efficient and reliable electronic access to needed resources.

1.
To have an online union catalog at all Carnegie institutions, reflecting all holdings within the organization.

2.
To create a standard strategy for the development and implementation of in-house databases.

3.
To develop common strategies for managing bandwidth.

4.
To create consortia relationships that promote the sharing of products listed in the first three goals.

5.
To acquire needed electronic resources using cost-efficient and targeted strategies.

6.
To offer excellent information literacy programs.

Goal 2: The Libraries shall play a leadership role in the education, research, and development agendas of the universities.

1.
To advocate for and promote library services on campus and in the region.

2.
To develop and offer excellent reference services.

3.
To evaluate the quality of library services.

4.
To provide attractive and functional library facilities.

5.
To collect materials and resources reflecting a broad range of beliefs and research.

6.
To maintain and preserve current collections.

7.
To identify, procure, and manage the needed resources for library services.

       8.   To identify and provide relevant local resources to the international community.

Professional development needstc "Professional development needs"
At each university, administrators and library staff discussed and prioritized their training needs.  There are issues common to all university libraries which can be addressed generally and, in some instances, cooperatively.  The * indicates priorities for the staff.

Immediate needs: ICT

Core computer competencies*

At most libraries some staff lacked key computer competencies such as keyboarding, how to use the mouse, how to save files, how to search the Internet, how to use online databases, etc.  A list of core competencies should be agreed upon and all staff trained to meet these competencies.

Troubleshooting hardware and software*

Librarians and staff who are on the front lines expressed the need for continuing training on how to troubleshoot hardware and software.  Technology work requires training in basic troubleshooting skills and the training should be practical and applied and based on the hardware and software used by the staff.  Library administrators need exposure to the kinds of issues staff must deal with on a daily basis.

Web design, management and content development*

As the Web becomes more important in delivering library services,

knowledge of Web design and management and content 

development will become more important as well.  Limited access

to the Web in some areas prevents staff from learning how best to use it.  Most librarians and some of the library staff will need to learn basic Web design and management.  Content development will be an increasingly important skill for librarians as the Web sites must become richer and content developed to serve the needs of users.  Library administrators must understand the issues involved and be knowledgeable about the kind of content that might be developed.  They also should work with campus administrators to ensure that the Web is available and that power supply and network problems do not limit access.

Content/database management*

Developing content and managing locally developed databases are essential skills for librarians in the years ahead and many of the librarians expressed interest in learning more about these areas.  Training should be practical and based on the content and databases developed and managed by librarians.  Library administrators need to be aware of the issues involved in managing content and databases so they can be effective advocates with other campus officials for the library’s online information.

Network management*

Having well managed networks is essential to the delivery of content and library staff is interested in learning more in this area.  Library staff responsible for networks must be well trained and have their skills continually updated as networks develop.  Library administrators must  be certain the library is adequately represented as networks are planned for and managed.

Indexing and abstracting skills*

As digital content is developed and collected, library staff need to become knowledgeable about best practices for indexing and abstracting.  Library administrators and staff and campus administrators expressed interest in making more collections available.  Careful training and planning for these kinds of projects will save time later and make key collections more accessible.  Training must be in the broader context of access to information and how best to provide electronic access to resources.  Library managers need a good overview of these issues so they can know what is involved and allocate or secure needed resources.

Project management

Every campus has major technology projects under way or planned, but many of the library staff do not have experience in managing large projects.  This is one of the most important skills needed by library and technology staff in the current digital environment.  Campus administrators must ensure that technology projects are well planned, implemented, completed and maintained.

Retrospective conversion

Making collections available online requires a major commitment of time and resources, but it is essential if online collections are to be meaningful and useful.  Most of the libraries do not have a plan for or resources for retrospective conversion of their collections.  Library staff needs the skills and resources to convert both current and retrospective collections.  It is important that this be done correctly so changes and enhancements will not be needed at a later date.

Integrated library system 

Most campuses do not have the resources to acquire a commercially available integrated library system (ILS) to support the management of materials.  One library hopes to develop its own system and another has acquired a system.  Campus administrators must recognize the costs, commitment and issues involved, and library administrators need to know how to organize their staffs to ensure a reliable ILS.  Library staff working with technology, technical services and users all should be involved in selection, acquisition and implementation of an online system.  Project management skills are very important in this process.  The process of selection, acquisition, and implementation of a system can be very educational for library staff. Maintenance of the system will require knowledgeable staff with ongoing training from the vendor. 

Management and promotion of an intranet

With bandwidth being very expensive, some campuses have used intranets to provide content, including library resources.  Campus  library administrators need to be knowledgeable about the benefits and costs of a strong intranet.  Campus technology staff must be very knowledgeable about how to manage and promote an intranet.  Library technology staff needs to know how to develop and manage and then promote an intranet for the library.  All library staff must understand the benefits of an intranet and how to use and market the resources on the intranet.
Immediate needs: general

Library leadership and management*

Some of the library administrators would like to enhance their leadership and management skills and some have received no formal training.  Some staff aspire to higher roles of leadership and management and were very interested in receiving this training to prepare them for future leadership.  All modern librarians need to see themselves as leaders and managers, and all can benefit from training to enhance their skills.

Training the trainers*

Staff receiving training must take on the responsibility of sharing their skills and training other staff.  So as staff receives training, there needs to be sessions on how to be trainers.  It could be valuable for all staff to receive this training, since it may help them change how they look at their jobs and relationship to other staff.  Library administrators should allocate adequate staff time for this training.

Reference services/search and retrieval strategies*

Online resources and services require new search and retrieval strategies.  Staff utilizing these new resources know they need training on how to use the online resources most effectively in the reference environment.  This training is needed by reference staff and should be ongoing; as resources are utilized, skills in search and retrieval will continue to grow.  

Library advocacy and promotion*

Library administrators and staff realize that they need to become stronger advocates for the library on the campus and in the community and express desire for training to develop stronger skills in these areas.  This is especially important in the current technology environment.

Fund raising strategies*

Funding from foundations like the Carnegie Corporation has helped librarians understand the value in fund raising and led to their desire for training in this area.  Library administrators and other campus administrators are all interested in learning more about fund raising strategies.

International standards

Awareness of international technology standards is important for library and campus administrators. Training for these two groups together would be helpful.  

Long-range needs: information and communications technology

Development, management, and access to digital information

Digital information will continue to increase in importance for libraries and training in technological developments and opportunities will need to be ongoing.  The concept of digital libraries is developing among western institutions and will doubtlessly emerge within African institutions of higher learning as well.

Integrating technology into practice

How to make the best use of technology in delivering library collections and services is an important issue for libraries that will require ongoing training as development as new tools become available.  Library administrators must understand the broad issues and library staff must have the knowledge to implement new technologies.

Selective dissemination of information management 

The selective dissemination of information to library users is a long-term goal of libraries; training for how best to accomplish this with technology and other tools will continue to be needed.  

Evaluation of online resources

New online resources become available daily and evaluating these resources is essential to providing good library services.  Library administrators must have an understanding of how such evaluation should be done and librarians need to know how to evaluate resources and what the best practices are in other libraries.

Vendor negotiation

With technology, working with vendors is an important role for library administrators, library staff and campus technology and other administrators. Given the high cost of technology success with these providers is essential.  All these groups need guidance on how best to negotiate with vendors.

Online cataloging

Using available online tools for current acquisitions and retrospective conversion will help move technology projects along more rapidly. Online cataloging of unique collections will add to the world of knowledge. 

Distance education

Expansion of distance education provides new challenges for libraries in delivering services to off site students. Library staff need to review best practices for delivery of library services to distance education students and develop plans on how best to serve these students using technology.

Union catalogs

Strategies to enable the sharing of resources has been a concern of library practitioners since the very first library association meeting in the late 1800s. Sharing resources through online union catalogs is one significant way to expand resources for users and reduce the costs of collection development.  As online catalogs are developed working with other universities, users will have access to additional resources. Such catalogs will foster inter-library loan and make plain the value of working together.  Library staff need to learn how to develop such union catalogs.

Open source development

Library and campus administrators need to be aware of developments with open source software and the opportunities it provides for libraries.  Library staff who are knowledgeable about these developments can help libraries make good use of open source software. 

Long-range needs: general

Collection development and management

As resources become available, collection development and management including weeding, cooperative collection development and other issues must be explored by library administrators and library staff.  Knowledge of best practices by library staff will help in developing strategies.

Assessment of services and collections

Services and collections must be assessed in light of developing approaches and technologies, to ensure that the best collections and services are being provided to campus users.  

Development of library policies

Well-thought-out and written library policies provide a strong basis for consistent library services.  Library administrators need to work with library staff to assure these policies are developed and that campus administrators and library users are aware of the policies.

Building of library consortiums

Library consortiums offer expanded opportunities for serving users through sharing resources, negotiating jointly with vendors, and sharing expertise of staff and best practices of libraries.  Library administrators should explore consortiums with other appropriate universities while making their campus administrators aware of the benefits.    

Facilities planning, management and security

Many of the libraries have facility issues including security, upkeep and lack of space for collections and users.  The efforts of library and campus administrators will be needed to address these issues to meet the needs of students and faculty. 

Information literacy

Some libraries have information literacy programs and all of them understand the need to expand or develop information literacy programs for the digital setting.  Library and campus administrators should advocate for the formal acceptance of such programs while library staff works with faculty and students to develop expanded programs.

Outreach services

Reaching out to underserved user groups is a need recognized on many campuses.  Library administrators and staff need exposure to best practices in servicing these groups, which include the disabled, off-site students, and others.

Preservation and disaster management

None of the libraries has good plans for preservation and disaster management.  Administrators and staff need training on how to develop and implement these plans.

Human resources management

Staff will need to develop new skills and service attitudes.  Managing human resources in the library using technology is challenging and requires review of approaches and practices.  Library and campus administrators need time to think and learn about how best to do this. 

Scholarly research and publishing

Many of the librarians are required to or want to do scholarly research and publishing.  While some institutions are publishing journals, others have identified a need for development in this area.  Such training would be useful for librarians. 

Copyright and intellectual property

Issues of copyright and intellectual property are important in the digital environment, and an understanding of them is critical for library directors and campus administrators.  Library staff need to understand enough about the issues to respond to user queries and make appropriate decisions about library resources.

Professional development recommendationstc "Professional development recommendations"
This plan recommends the implementation of five actions leading to a comprehensive and sustainable professional development program responsive to local and regional needs.

1.
Establishment of regional training center(s)

a. Description

While the current professional development needs are formidable, they are due in part to the accelerated implementation of new technologies,  the emergence of these countries from relative isolation, and finally, to the large influx of development aid.  There is a need for a comprehensive program delivered with great emphasis on developing local and sustainable expertise.  Bringing in outside experts on a short-term basis does help with the first steps, but dependable, accessible and affordable training is needed to have a major impact.   

There is a clear need for a regional organization to play a clearinghouse role in the development of a regional training plan, the identification of speakers and experts, the coordination of logistics, evaluation of the effectiveness of the sessions, and determination of follow-up support.

This center could be located at one of the seven universities or may be run by some other entity in the region.  While it may be most economic to have one such center, the logistics of distance are such that it may be best to have two, one in the east and the other in the west.

In addition to its administrative role, the center would also identify best library practices, locally, regionally and internationally, and maintain a Web site and database to promote the information.

The regional center would offer a series of development possibilities annually, including


a. several sessions for the training teams. 


b. two regional sessions for the high-level university library administrators

               c. one regional session for university administrators and ICT campus administrators

d. several sessions targeted to the needs of library staff


e. one technology fair to highlight new library technologies.

The regional center would also build and host a professional development Web site with news about upcoming sessions, informative selected links, and current best practices.  It also could moderate an online discussion site about professional development strategies.

b. Implementation plan and timelines

The staff of the regional centers would need assistance in the design and implementation of the centers themselves and their training programs.  For the first year of their existence, they would be paired with an experienced professional development organization, preferably one based in Africa.  The regional center could be part of the Partnership for Higher Education in Africa and provide services to the libraries of all of the institutions in the Partnership.

During the first year of the center, staff would design and implement a training plan; offer two training sessions for training teams and one for university administrators and library administrators; and determine the highest priorities for training and begin to locate needed materials.

During the second and third years, the centers’ staffs would establish a comprehensive training schedule, identify trainers, handle the training logistics, promote the training program, and evaluate the effectiveness of the training.
2. Implementation of a Training Team approach

a. Description

Several libraries have already established a staff development unit.  This is an excellent approach; it develops local expertise and ultimately provides some of the most effective training.

Each university library would identify a training team.  The team would be required to submit a yearly staff development plan with strategies, actions, follow-up, and evaluation activities.  The team also would be responsible for maintaining a small reference and resource collection for colleagues; for beginning an electronic discussion group of best practices; and for the identification and adaptation of training modules suited to their local needs.

In addition to targeted training in specific areas such as search and retrieval, the team members would participate in several training-the-trainers workshops.  The Library and Information Association of South Africa recently used this model in its library leadership project. There are experts in the region available to provide the training and support for the development of the library training teams.

b. Implementation plan and timelines

During the first year each institution should identify a team of four to five trainers from current staff members. Following a training-the-trainers model, these team members would participate in regional and/or international training possibilities and would be responsible for developing a staff development program within their own institutions.

The regional centers would provide training for the teams on a yearly basis.  The content of the training would be suggested by the centers and reviewed by individual libraries.  

3.
Identification, adaptation, and/or development of training modules

a. Description

Most of the library staff had little or no contact with national, regional or international colleagues.  Relatively isolated in their libraries, they were recreating training materials or were unaware of recent and useful publications. 

There are several excellent training modules available on the market.  It is important to identify and acquire those materials for the regional training centers so they might be used with a wider audience.  Several of the materials might need to be adapted to local or regional needs, and the centers could identify experts willing to work on the adaptation. Finally, some training modules might be developed, either as print materials or online tutorials, to address local needs.  

b. Implementation plan and timelines

During the first year, an organization would be identified to coordinate this activity.  It could be the regional centers or an individual with training expertise.  The first priorities are to determine current training modules offered in the region and evaluate their effectiveness.  During the second and third year, in conjunction with the university libraries, the coordinating organization could identify training priorities and determine if training materials exist or will need to be created. 

During the second and third year, the coordinating organization could identify authors, determine the best format, promote the materials regionally and evaluate the effectiveness of the module.  

4.  Establishment of targeted grants

a. Description

These grants would encourage library administrators to assess their local training needs and develop strategies to meet those needs.  Many of the library directors had unique development needs and strong opinions about how to best meet those needs.  For example, one library had purchased the Bibliofile system and desperately needed training from the vendors, but could not afford the airfare for the Bibliofile training consultants.  Another library wanted to send its IT staff members to visit a library with more advanced automation.  

While there were some funds in grants for development, they had already been designated for a specific purpose and other needs emerged after the grants were awarded.  

These are small grants (no larger than $5,000) and might require cost-sharing from the university. In that case, in addition to having these grants meet identified needs, they would encourage library administrators to articulate their needs clearly, for the matching funds, to campus administrators.

These grants could also be used to support institutional visits.  Many libraries were addressing similar issues, but most of the staff were unaware of the efforts of their colleagues in other locations.  A regular visit schedule or organized exchange would eliminate some duplication of effort and allow librarians to work jointly on problems.

b. Implementation plan and timelines

This strategy would be implemented by the Carnegie Foundation and would be scheduled as part of the grant application process.

5.
International library leadership program

a. Description

Library schools in the four countries were not yet equipping librarians with the needed skills to be library leaders in the 21st century.  Much of the curriculum has remained unchanged over the years.  It is important to start to nurture and educate the future leaders of these libraries. They need to have an opportunity to observe and reflect on what their colleagues are doing in other countries.  The purpose of this international training would be to:

1. Nurture and educate future library administrators and ICT library leaders.

2. Maintain exposure to emerging best practices within the profession.

3. Develop leadership skills.

4. Encourage partnerships across national boundaries.

 A team of two to three persons from each library would participate, individuals who show promise as future library leaders and who would not be retiring in the next 10 years. Members of the training teams should be considered for this type of training.

The training would last about two months and should take place in a country where the participants are able to observe experienced librarians in a state of the art library setting. The leadership program would include a mix of seminars, workshops, conferences, and host stays in academic institutions.

b.
Implementation Plan and Timelines

During the first year an organization would receive a grant to run the leadership program. Within six to eight months of receipt of the grant, selected participants from the seven universities would take part in the leadership program.  After the program, participants would be expected to return home and to take a leading role in the training of their colleagues within their institutions and countries.
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Figure � SEQ Figure \* ARABIC �1�: Solar panels used for backup power at the University of Jos in Nigeria





Figure � SEQ Figure \* ARABIC �2�: Retrospective conversion under way at Obafemi Awolowo University, Ile-Ife, Nigeria





Figure � SEQ Figure \* ARABIC �3�: New arrivals are locked up for use only in the library at the University of Education at Winneba, Ghana





Figure � SEQ Figure \* ARABIC �4�: Training of users at University of Jos in Nigeria





Figure � SEQ Figure \* ARABIC �5�: Students trained in electronic resources work on assignments at Makerere University, Kampala, Uganda.
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