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FOREWORD

On behalf of the Visitation Panel appointed at the request of the Council of the
University in 2006, I have the honour to present our Report.

By their nature reports like these tend to focus on areas of difficulty and give less space
to positive findings. Let me say here that the strong commitment that every member of
the Panel brought to our work reflected our conviction that the University can achieve
the aspiration expressed by the Vice-Chancellor at our inaugural ceremony and become
a leader in global higher education. Across the campus we found widespread allegiance
to the academic ideal that knowledge is important, which is the best foundation on
which to build a successful future.

In this Report, we summarise the analyses and conclusions that have led us to our
recommendations, which we have tried to make as clear and precise as possible. In
response to a request from the Chairman of Council we have provided examples of
practice in other countries in support of the agenda for change that we propose. This
agenda may at first sight seem overwhelming, but we believe that the University is
capable of implementing it and that the rewards for so doing will be great.

The Panel could not have done its work without the tremendous support of our
colleagues in the University of Ghana. The Chairman of Council and the Vice-
Chancellor have given us unstinting support and we relied heavily on the wisdom and
diligence of the Secretariat and the group of senior faculty who acted as our facilitators.
I thank them all.

Two intergovernmental organisations also supported the work directly. UNESCO made
available one of its senior staff, Ms. Stamenka Uvali¢-Trumbi¢, and carried out special
research for us. The Commonwealth of Learning contributed my time, supported the
Panel with the Basecamp project management software, and undertook the design and
printing of the Report.

I express my warm gratitude to all my fellow Panel members. Working with such

a diverse and experienced group of experts was a thoroughly rewarding experience both
at the meetings at Legon and later as we adopted the modern method of online
collaboration to write the Report. The experience has given us all a strong desire to see
the University of Ghana recover its former eminence. If any of us can be helpful in the
next stages of review and implementation we should be pleased to make ourselves
available.

Sir John Daniel
Chair of the Visitation Panel
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PREFACE

Why was the Panel set up?

The University of Ghana requested a visitation by an international panel because of the
perceived deterioration of its teaching and learning functions and the quality of its
operations generally. It invited the Panel to review its activities and recommend steps
that would enhance its role as Ghana’s premier university and research institution and
enable it to become a leader in global higher education.

The University of Ghana has suffered a steady degradation over the years due to

a number of external and internal factors, one being the phenomenal growth of the
student population from 10,000 in 2000 to over 28,000 in 2006 with infrastructure,
faculty strength, and the administrative and management systems remaining essentially
unchanged. The University of Ghana has grown from the modest-sized liberal arts
university envisaged under the 1961 policy framework into an over-extended public
university with multiple aspirations that must now be carefully restructured if it is to
become a world-class university.

Furthermore, considerable embarrassment was caused by examination malpractices that
came to light during the 2004/2005 academic year. This gave even greater urgency to
rethinking the longer term strategy for the University’s development and was an
immediate cause of the University’s request for a Visitation. Convening a Visitation
was a decision of the Council of the University that was supported by the Ministry of
Education.

Following this decision, the Vice-Chancellor of the University of Ghana,
Professor Clifford Tagoe, identified and approached a Panel of international scholars
and experts to constitute the Visitation Panel.

What were the Terms of Reference?

In the Terms of Reference from the University, the Visitation Panel was charged with
reviewing:

1. The academic programmes at the University of Ghana to determine their
currency, quality and relevance to the mission of creating world-class human
resources and capabilities to meet national development needs.

2. The infrastructure and resources currently in place and to advise on
additional resources (physical, financial and human) required to enable the
University adequately discharge its mandate to an internationally accepted
standard.

3. The University’s administrative and governance structures, its systems and
procedures and to advise on their appropriateness and adequacy in relation to
the twin goals of effectiveness and efficiency.

4. Any other matters which in the opinion of the panel, are relevant to the
issues at stake.



Who were the Panel Members?

The Visitation Panel was made up of distinguished individuals with extensive
experience in academia and leading figures from industry and business. Members of our
Panel have, between them, a wide experience of institutional and academic leadership;
university governance; management and administration; quality assurance; international
academic relations; and public-private partnerships. Some had taken part in such visits
before, although mostly in somewhat different contexts. Some were already familiar
with the University of Ghana or with Ghana generally.

The Panel was composed of Sir John Daniel, President and CEO of the Commonwealth
of Learning (COL) (Chair); Professor Akilagpa Sawyerr, Secretary-General Association
of African Universities and former Vice-Chancellor of the University of Ghana (Vice-
Chair); Professor Marian Ewurama Addy, Retired Professor of Biochemistry,
University of Ghana; Professor Emmanuel Akyeampong, Professor of History and of
African and African American Studies, Harvard University, USA; Mr. Ato Pobee
Ampiah, Managing Director of Crystal Auto Ltd.; Professor Emeritus E.Q.
Archampong, Former Dean of the Medical School, University of Ghana;

Professor Uday B. Desai, Professor of Electrical Engineering, Indian Institute of
Technology, Bombay; Professor A.O. Falase; Immediate past Vice-Chancellor,
University of Ibadan, Nigeria; Professor Marlene Hamilton; Pro-Vice-Chancellor, The
University of the West Indies, Mona, Jamaica; Professor Bernard King, CBE, Principal
and Vice-Chancellor, University of Abertay Dundee; Mr. Robert Ahomka Lindsay',
CEOQO, Ghana Investment Promotion Centre; Professor Daryl Lund?, Professor Emeritus,
University of Wisconsin; Professor Joseph Nellis, Pro-Vice-Chancellor, Cranfield
University, UK; Professor Michael Shattock3, Visiting Professor, Institute of Education,
University of London; Ms. Stamenka Uvali¢-Trumbi¢, Chief, Section for Reform,
Innovation and Quality Assurance, Higher Education Division, UNESCO, Paris; and
Professor Kathleen Wicker, Professor Emerita, Scripps College, Claremont, California.

(lNot available for the second visit of the Panel; not available for the first visit; 3not
available for either visit but made separate visits in May and September).

The Panel Secretariat was organised by Mr. G.F. Daniel, Former Registrar, University
of Ghana and Mr. Kofi Siabi-Mensah, Former Head of External Degree Centre,
University of Ghana. The Panel’s work was facilitated by four senior members of the
University faculty: Professor Akosua Anyidoho, Faculty of Arts; Professor J.N.
Ayertey, College of Agriculture and Consumer Sciences; Professor Chris Gordon,
Faculty of Science; and Professor S. Naaeder, College of Health Sciences and by
members of the Administration: Mr. Christopher Amehoe; Mrs. Mercy Ashia;

Mr. Philip Azundow; Mrs. Gladys Okyere Boateng; and Mr. Kojo Kpelie.

Further details of the Panel are given in Annex 1.

How did the Panel prepare for the Visits?

The unusual feature of the University of Ghana visitation was that it was done at the
invitation of the University itself rather than within the framework of an external audit,

accreditation or assessment process. This presented the Panel with both an opportunity
and a challenge. The opportunity was to strive to provide the University with a useful
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formative evaluation of its mission and work without being constrained by the
methodology of a particular external agency. The challenge was that the Panel had to
navigate through the visitation without the usual channel markers provided by quality
assurance agencies.

After discussing a series of questions arising from a framework for the visitation
proposed by its Chair (Annex 2), the Panel concluded that its task was to conduct

a quality audit rather than an assessment or an accreditation and that the following high-
level questions could guide its work:

1. What is the University trying to do?

2. How is the University trying to do it?

3. How does the University know it works?
4.

How does the University change in order to improve?

The Panel also agreed to request that all academic units of the University prepare self-
study reports between its April and August visits.

What were the Working Methods?

The Visitation Panel decided on the following modus operandi in order to achieve
maximum results in a limited time and validated it with the Vice-Chancellor:

1. The entire Panel would meet with key internal stakeholders of the
University.

2. The Panel would divide into three sub-groups to review the three areas
specified in the Terms of Reference: (i) Governance and Management;
(i1) Academic Programmes; and (iii) Infrastructure and Resources.

3. Based on these reviews, the Panel would analyse the issues, develop
conclusions and draft recommendations for action.

During its visits the University provided the Panel with excellent offices and meeting
rooms in the Centre for African Wetlands.

What was the Timeline and Documentation?

The work of the Panel was organised in two one-week visits: the first from April 30 to
May 4; the second from August 27 to 31, 2007. The final report was to be submitted by
the end of 2007.

Besides documentation sent from the Secretariat before the Panel arrived, other
documentation, including various memoranda, were provided while the work was in
progress. At the end of the first visit a number of tasks were assigned to the Panel
members and to the Secretariat to complete before the second visit. The Panel launched
a process of self-assessment by University departments based on a questionnaire in use
at The University of the West Indies. In addition, Professor Michael Shattock, who was
unavailable to join the Panel for either of its group visits, came to the University of
Ghana from May 27 to June 1, 2007 to look more specifically into issues related to
governance and management and followed this up with another visit from September 25
to October 1, 2007 for which he was accompanied by Mr. James Hunt, Director of
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Finance at the University of Leicester, UK. Mr. Hunt, along with Ghanaian finance
specialists Mr. John Klinogo and Mr. T.V. Mensah conducted an investigation into the
Financial Administrative System. Their report is reproduced in full in Chapter 3,
Section 3.3.1.

What were Key Stakeholder Interactions?

During the first visit the Panel members interacted with key internal stakeholders of the
University (senior university officers, deans and students) and visited parts of the
university in sub-groups. This work was itemised in the Interim Report that the Panel
submitted in May 2007.

During the second visit, the panel focused on refining its recommendations and, in
addition to further interactions with some internal stakeholders, heard presentations
from The Honourable Elizabeth Ohene, Minister of State in Charge of Tertiary
Education and the Honourable J.H. Mensah, Chairman of the National Development
Planning Commission. It met a delegation from Trade Unions representing Junior Staff
and presented its preliminary conclusions to the Deans and to the Council.

How was the Report prepared?

During the second visit, attention was devoted to refining the preliminary findings,
revising the recommendations based on feedback from stakeholders, and preparing the
format and milestones for the first draft of the Report.

Key documentation included the Interim Report prepared by the Secretariat with the
help of Panel members; the reports on governance and management prepared by
Professor Michael Shattock after each of his two visits; and the self-assessment studies
that were provided by 62 out of the 87 Departments in response to the questionnaire
proposed by the Panel. This contained items on: Learning Objectives and Teaching
Aims; Curriculum Reviews, Teaching and Learning Processes; Staff/Student Ratios;
Student Profiles; Resources; and Quality Assurance. A detailed analysis was made of
two such self-assessment studies from each of the ten Faculties.

The Panel used the ‘Basecamp’ project management software for communication,
document storage and drafting its report. In September and October 2007 each sub-
group prepared a draft report covering its own area of the mandate. The whole Panel
then contributed to the editing and refinement of these draft analyses, conclusions and
recommendations. The Chair of the Panel acted as chief editor of the final Report.
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EXECUTIVE SUMMARY

The Report of the Visitation Panel begins with background on the University of Ghana,
giving a brief overview of its history and summarising the political and economic
upheavals that have led to the deterioration of its teaching and research functions
(Chapter 1). Chapter 2 sets the University of Ghana in its African and national contexts,
underlining the challenges facing both the government and the University and noting
the special importance of quality assurance.

Chapter 3 is the core of the report. Its three sections review the key areas in the Panel’s
Terms of Reference:

1. Governance, Management and Administration.
2. The University of Ghana as an Academic Institution.

3. Infrastructure and Resources.

Each section reports on the Panel’s analysis of the issues, describes its conclusions and
presents recommendations for action.

The Panel has tried to give clear and specific recommendations without being over
prescriptive. Where possible it has responded to Council’s request for examples from
practice in other countries that place its recommendations in a broader international
context.

The issues encountered by the Panel were complex and numerous. Since not all of them
could be tackled with the same level of depth it has focused particularly on what it
considered to be the most significant challenges facing the University. Some
recommendations are for immediate action while others will take longer to address.

The Recommendations reflect the understanding of the University that the Panel gained
through two week-long site visits in April and August 2007, individual visits by some
panel members, and review of relevant documentation and literature.

Governance, Management and Administration

The recommendations in this section address five issues that the Panel judged to be
priorities:

1. Changes should be made to the role and composition of the Council. After
comparing the current composition and role of the Council with practice in
other countries, the Panel recommends that the Council be enlarged so as to
have a majority of lay members. It also makes recommendations on the
functions of the Council and the Committee structure needed to carry them
out.

2. The Panel recommends renewing the Academic Board structure by reducing
its membership, abolishing certain committees, changing the function of
others, and creating some new ones.



3.

4,

Concluding that the existing organisational structure of the University was
dysfunctional, the Panel considered that the organisation of management
and administration was a priority issue. Key recommendations are the
establishment of a Policy and Executive Committee and making the
Registrar the Chief Operating Officer.

Student representation in governing bodies is not the current practice at the
University of Ghana. Citing examples from Europe and elsewhere, the Panel
recommends student participation in the key decision-making bodies of the
University.

With the aim of improving student life the Panel recommends the creation of
a new post of Director of Student Residences; making the post of Dean of
Students full-time; and having a Pro-Vice Chancellor assume responsibility
for formal communication between the student body and the University
administration.

The University of Ghana as an Academic Institution

The recommendations in this section address the Student Population and the Academic

Core:

1.

Concerning the student population the Panel addressed two issues:

(a) The enrolment explosion is the cause of many of the University’s
problems. The Panel recommends reducing the intake of students;
placing a limit on class size; balancing student numbers with physical
infrastructure and faculty capacity; introducing stronger policy for
gender parity; promoting distance learning to absorb continuing
demand; and expanding Accra City Campus.

(b) The University does not produce adequate numbers of graduates
competent in science and technology. To raise the quality of science
teaching and create a better balance between Science and Technology
and the Humanities, the Panel recommends: improving laboratories;
including science and technology in university-wide courses for non-
science majors; and granting advance credit for students from secondary
schools that offer electives in the sciences.

The academic core raised a range of issues because the reputation of any
university depends on the quality of its faculty, the richness and breadth of
its undergraduate curriculum, the strength of its graduate programmes and its
research.

(a) To strengthen the faculty, key recommendations are: to enforce the Ph.D.
requirement for appointment to lectureships; to have a proactive policy
to attract and retain qualified faculty through new incentives; special
support for female faculty to complete terminal degrees; and to
strengthen teaching and research in various ways such as orientation
programmes, teaching innovation funds, start-up research grants, and
mentoring young lecturers.

(b) The Panel found that in some departments the curriculum had not been
reviewed for many years. Recommendations include: departmental and



(c)

curriculum reviews every five years; student evaluation of courses and
instructors; new interdisciplinary courses; a course on Gender and
Development for all students; and the internationalisation of student
experience.

The Panel found that the academic organisation needed improvement and
urges that any move to a collegiate structure be postponed at least until the
other recommendations in the Report have been implemented. These
include: delegating greater power to the faculties for appointments and
promotions; reviewing the semester and course/credit system and its
associated examinations; allowing the flexibility to hold examinations only
at the end of year for courses that are not yet properly modularised;
expanding intranet and internet facilities; encouraging the use of audio-
visual technology in teaching; and improving lines of accountability.

(d) Concerning graduate study the Panel recommends: an urgent review of

(e)

()

graduate programmes by departments for relevance and breadth of courses;
more use of visiting professors and professionals from outside the
University; strategic fundraising from industry for research; rethinking the
graduate school administration; and creating more synergy between
Institutes and Centres and academic units.

Since the examinations system has borne the brunt of the excessive
expansion of student numbers the Panel recommends: an in-depth study of
the semester-course/credit system with a focus on examinations; that the
Academic Quality Assurance Unit carry out staff development to embed

a culture of quality assurance and quality enhancement; and that faculty be
given full responsibility of assessing and assigning grades for courses they
teach.

To mainstream elements of quality assurance the Panel recommends:
strengthening the Academic Quality Assurance Unit, which should report to
a new Academic Quality Curriculum, Quality and Staff Development
Committee to be Chaired by a Pro-Vice Chancellor; departmental reviews
every five years to be preceded by self-assessment exercises and quality
audits; and annual exit surveys of the graduating class with periodic surveys
of employers.

Infrastructure and Resources

This section addresses a series of vital issues that include financial management, ICTs,
Human Resources, Health and Security under twelve headings:

1.

Problems with the financial administrative system are so pervasive and
damaging that the University, at the Panel’s suggestion, commissioned an
Investigating Team to focus on this area. Its report appears in full in Section
3.3.1 and its recommendations include: (i) renewing the structure and
leadership of the Finance Olffice; (i1) retaining the ITS financial software but
establishing a special task group to oversee its complete implementation;
(ii1) improved and more transparent accounting and financial reporting;

(iv) reviewing internal and external audit arrangements, (V) improving
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12.

treasury management; and (vi) developing a financial strategy for the
University.

Concerning ICT and management information systems the Panel
recommends: updating and modernising the existing ICT-MIS strategy;
integrating the MIS and ICT directorates; extending Intranet services by
laying a fibre optic backbone; increasing external bandwidth for faster
internet access; using wireless technology extensively; and training staff
across the University in the use and management of ICT.

The Panel recommends a paradigm shift in the Ba/me Library, moving the
focus from books to e-books, online data access, access to library resources
via the intranet and training the staff for these new functions;

To improve human resource management, the Panel recommends the
development of a strategy by the Human Resource and Organisational
Development Directorate (HRODD) for: updating schedules of duties (job
descriptions); updating the staff establishment to guide appointments and
promotions; creating induction and orientation programmes for newly
appointed staff; and completing the Manpower Audit by July 2008. The
University should negotiate with Government to outsource some non-core
services such as waste disposal and office cleaning.

Recommendations relating to water, electricity, and sewage call for the
development of an infrastructure master plan to ensure that future
developments take the availability of utilities fully into account.

On security the Panel recommends: fencing of core area of the campus;
extending street lighting; providing adequate facilities, training and
compensation for security staff; improving intelligence gathering; and
examining the outsourcing of some duties.

To improve health services the Panel recommends making the University
Hospital self-sufficient with the provision of a surgical facility.

The Panel recommends that the University develops a strategy for dealing
with epidemics, including an isolation ward for infectious diseases and
voluntary testing for HIV.

The Panel recommends support for improvement plans underway for
counselling and psychiatric illness, including more attractive conditions of
service for medical personnel.

To help address gender issues the Panel recommends housing for new junior
women faculty and the establishment of a nursery and after-school day care
centre on campus under private management.

. Regarding halls and hostels the Panel recommends that the halls are

evacuated and rehabilitated before further deterioration; that the subsequent
re-population of the residences eliminates ‘perching’; and that the private
sector be encouraged to provide and operate new hostels.

The Panel’s final recommendations on academic infrastructure call for the
provision of new physical and technological facilities to support teaching
and learning.



The Great Hall

The Centre for African Wetlands
Base for the Panel’s work during its visits to the University






CHAPTER 1
THE UNIVERSITY OF GHANA: BACKGROUND

“My memory of the University of Ghana, from my student days in the early
1970s, is that of a serene, beautiful campus, a supportive learning environment,
highly enthusiastic and dedicated professors, who took great interest in the
development of individual students and inspired me to strive for outstanding
academic performance.” (Ntiamoah-Baidu, 2007)

In the Great Hall of the University of Ghana at Legon huge gold pillars rising to

a soaring ceiling provide a vivid metaphor for the tremendous national aspirations that
accompanied the transformation of the University College of the Gold Coast into the
University of Ghana in 1961. Since then the University has survived and developed
through periods of economic and political turbulence that would have challenged even
the world’s most established centres of learning.

In nearly half a century the Great Hall has seen generations of graduates receive their
degrees; graduates who have gone on to hold key positions in every corner of Ghanaian
life or to prosper overseas. There is a great sense of pride in the University, coupled
with deep nostalgia for those days of glory when it produced generations of prominent
scholars and academics.

Today the visitor’s first impression of the University of Ghana at Legon is still one of
well-being. The spacious compound in its green setting, five Halls of Residence, large
hostels and the Great Hall dominating it all, combine to create an environment for
learning that many universities would envy.

It is only after talking to staff and students and gaining deeper insights into the
governance and financing of the University and into its academic programmes and
infrastructure, that the crisis in its teaching and learning activity becomes evident. This
crisis has developed over many years.

In the years since the beginnings of the University at Achimota, the University has gone
through ‘a few turbulent times’, as Emeritus Professor J.H. Kwabena Nketia recalled in
his address to the Inaugural Meeting of the Visitation panel (Nketia, 2007). He referred
with particular nostalgia to the era at the University just after independence when
African Studies was introduced as a subject to challenge the prevalent belief that
whatever was done in Britain was of a higher standard than anything in Ghana. At that
time the faculty of the University College was still dominated by expatriates.

The history of the University of Ghana began with the founding in 1948 of the
University College of the Gold Coast on the recommendation of the Asquith
Commission of Higher Education. It became the University College of Ghana when
Ghana attained its independence in March 1957. In those early years it had a special
affiliation as a College of the University of London which supervised its academic
programmes and awarded its graduates London external degrees. This relationship



ended in 1961 when an act of Parliament reorganised the institution and granted it full
university status with the authority to award its own degrees and diplomas. It was
renamed the University of Ghana.

The successive stages of turbulence through which the University of Ghana has passed
are documented in a recent book (Manuh, Sulley & Budu, 2007) that captures the
environment within which all Ghana’s public universities have operated and developed.
Sawyerr (1994) identifies three distinct phases in government-university relations which
he defines as the state control model (1957 to 1966); the state-supervised model that
covers periods of military rule (from 1966 to 1969 and 1972 to 1981); and the longest
period of military rule under one leadership (1981 to 1992).

The state control model (1957 to 1966) followed independence in March 1957 when
Ghana undertook the task of Africanising the public services, exercising its sovereignty
and revitalising national culture in a process of self discovery. The new government
took great pride in its universities, treating them as key vehicles for meeting the vital
development needs of a new nation. The universities enjoyed strong government
support, although this was sometimes perceived as heavy state control, in particular by
the University of Ghana, which strived hard to retain its academic autonomy.
Government interventions in certain key appointments at the University were deeply
resented and many members of the University of Ghana welcomed the coup that put an
end to the Nkrumah government in 1966.

This period was followed by the ‘state-supervised model’ (1966 to 1981) largely
dominated by military rule. Although government control of universities diminished, so
did the state support they received. Deteriorating economic, political and social
conditions in the country resulted in serious budget cuts for universities, damaging their
academic activities. The economic decline also led to a significant exodus of lecturers
and other staff and a general loss of self confidence and morale in the universities.
According to Sawyerr (1994), the steady decline in the effectiveness of the universities
in Ghana began during this period.

The third phase in Sawyerr’s analysis covers the period from 1981 to 1992, under the
military regime of Flight-Lieutenant Jerry Rawlings, which was accompanied by very
difficult economic, social and political conditions. Some students, lecturers and workers
supported the regime, which amended the composition of university councils to allow
student and worker participation. For one year universities were closed to allow
students to help move cocoa from the countryside to the ports. Tensions between the
regime and the universities caused the Committee of Vice-Chancellors to begin to play
an increasingly important role in government-university relations, as the heads of public
universities developed common positions when negotiating with the government.

Nevertheless, because of the Economic Recovery Programme, some improvements in
the national economy and greater donor assistance, state subventions to universities
gradually increased in this period. Student enrolments, however, stagnated at a low
level despite increasing demand for admission.

A further factor that contributed to the deterioration of the University of Ghana and
other public universities was the education sector reforms initiated by the government in
1986 under pressure from the World Bank. As a result of the structural adjustments



introduced by these reforms the number of candidates admitted to tertiary institutions
increased dramatically, with enrolments growing from just under 12,000 in 1990/1991
to 54,000 in 2002/2003. However, as these reforms were dependent on World Bank
funding, many of the initiatives they included had to be discontinued once the funding
ceased.

This short summary shows that the University of Ghana has experienced a gradual
decline because of three main factors:

1. Declining financial resources in the face of huge increases in student
enrolment.

2. Inadequate numbers of qualified staff and overstretched teaching and
learning facilities.

3. Decreasing government budget allocations.

The data indicate that student enrolment at the University of Ghana increased from
2,525 in the 1970/1971 academic year to 27,414 in 2004/2005, while the faculty to
student ratio decreased from 1:5.5 to over 1:30 (Fig. 1a). In the same period, the
government budget allocation to the University dropped from around US$2,200 per
student to under US$600 (Fig. 1b).

Fig. 1a: Trends in student enrolment and faculty establishment (1970-2005)
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Fig. 1b: Government budget allocations per student in USS$ per capita
(constant dollars) (1970-2005)
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The current student population of the University of Ghana is 28,480, making it the
largest university in the country. The academic structure of the University comprises
two colleges, six faculties, two schools, a city campus, ten centres, four institutes and
some 70 academic departments.

At the Inaugural meeting of the Visitation Panel on April 30, 2007, the Chairman of the
University Council, Mr. Anthony Oteng-Gyasi, noted that the national economy had
started to recover from the crisis it had been facing the past couple of decades. In
particular, the creation of the Ghana Education Trust Fund is beginning to have an
impact on the University’s capital resources.

During its sessions at Legon the Visitation Panel held discussions with The

Honourable Elizabeth Ohene, Minister of State in Charge of Tertiary Education, and the
Honourable J.H. Mensah, Chairman of the National Development Planning
Commission. These conversations encouraged the Panel to believe that the Government
strongly supports the University of Ghana and has high expectations of the positive
transformations that could be catalysed by the recommendations of the Visitation Panel.
Furthermore, the Government expects the impact of the Panel’s work to go beyond the
University of Ghana and lead to broader policy developments that might serve as

a model for other tertiary institutions in the country.
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CHAPTER 2

THE UNIVERSITY OF GHANA IN ITS AFRICAN AND
NATIONAL CONTEXTS

“Sub-Saharan Africa, with about 740 million people, some 200 public
universities, a fast increasing number of private higher education
institutions and the lowest tertiary gross enrolment ratio in the world (about
5 percent), is now paying greater attention to issues of quality at the tertiary
level. Rapid growth in enrolments amidst declining budgets during the
1980s and 1990s, the proliferation of private provision of higher education
and pressure from a rapidly transforming labour market have combined to
raise new concerns about quality. Countries are becoming conscious of the
need for effective quality assurance and quality improvement” (Materu,
2007 p. xiii).

2.1 THE IMPORTANCE OF QUALITY IN HIGHER EDUCATION IN
AFRICA

The recent World Bank report quoted above argues that higher education is key to
economic and political development and vital to improving competitiveness. For Africa
higher education has a crucial role in providing the training required in support of the
Millennium Development Goals. Contrary to a decade ago, when development agencies
focused on basic education and downplayed the role of tertiary institutions, current
research shows that expanding higher education can help a country maximise its
economic output and catch up more quickly with advancing technology (Bloom,
Canning and Chan, 2006). This is because competencies such as communication skills,
flexibility, team work and the capacity for lifelong learning are becoming more and
more important. Higher education institutions must adjust their offerings, in both
content and methods, to meet these new requirements.

Demand for tertiary education across Africa has reflected these trends and perceptions.
Between 1985 and 2002 the number of tertiary students in Africa increased by 3.6 times
(from 800,000 to about 3 million) or a yearly average of about 15%. This trend was led
by Rwanda (55%), Namibia (46%) Uganda (37%), Tanzania (32%), Cote d’Ivoire
(28%), Kenya (27%) Chad (27%), Botswana (22%) and Cameroon (22%) (Materu,
2007 p. 9). Enrolments in Nigeria, which has the largest university system in Sub-
Saharan Africa and accounts for a substantial proportion of the foreign students at the
University of Ghana, grew at an annual rate of 12—15% in the 1980s and 1990s (Saint,
Hartnett, Strassner, 2003).

However, this rapid growth in student enrolments across Africa created its own
problems. Higher education enrolments in Ghana grew from 11,857 in 1991/1992 to
63,576 in 2003/2004, an increase of over 400%, contributing directly to the difficulties
at the University of Ghana that led to the Panel’s Visitation.
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Across Africa the role of state authority over higher education increased after
independence as ministries of education asserted greater control over governance and
decision-making in universities. As the World Bank report comments: “This was not
always done in support of quality. Indeed, in some cases, the increased role of the state
in university education contributed to a decline in the quality of higher education as

a desire for political control of education, appointments to management and governing
bodies were made largely on political rather than on merit, basis.” (Materu, 2007 p.16).
As part of its work the Visitation Panel initiated a process of self-assessment of
academic units in the University of Ghana. Similar processes have been found to be
helpful across Africa as this final quotation from Peter Materu’s study reports:

“The process is as important as the outcome. Experience from institutions ... shows that
the self-assessment process (at institutional or unit level) has positive effects on the
culture of quality within an institution or unit. Because it is conducted within a collegial
atmosphere without any pressure from an external body, the self-assessment fosters
social cohesion and teamwork among staff and also enhances staff accountability of the
results of the process. More concretely, self-assessment also helps institutions identify
their own strengths and weaknesses, while generating awareness of key performance
indicators. The process of self-assessment is widely seen as the most valuable aspect of
quality assurance reviews because it helps institutions to build capacity from within”
(Materu, 2007 p. xvi).

2.2 THE NATIONAL CONTEXT
2.2.1  The Economy of Tertiary Education in Ghana

The Visitation Panel was invited by the University of Ghana to review its activities and
recommend steps that would enable the University, by enhancing its role as Ghana’s
foremost university and primary research institution, to become a leader in global
higher education.

During its visits the Panel concluded that most of the University’s current difficulties
result from an over-hasty expansion of student numbers at Legon in the last few years
without concomitant increase in faculty and physical infrastructure. Pressure of
excessive student numbers and an inadequately planned move to a semester/course-
credit system caused a degradation of the University’s academic systems that was
brought into sharp focus by a crisis in examination security that seriously damaged the
University’s reputation.

In this report the Panel recommends that the University reduce its enrolments at Legon
to match the current faculty strength and the physical carrying capacity of the campus,
not least the basic requirement of an adequate water supply. It is essential that all
students be accommodated in a safe and healthy environment and offered programmes
of quality supported by adequate numbers of staff. In order to develop as Ghana’s
premier research institution the University must also increase the proportion of graduate
students.

Ghana shares with the rest of Africa and the developing world the challenge of soaring
demand for tertiary education. Given the tremendous pressure for access to tertiary
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education, both in Ghana and across Africa generally, it would be irresponsible of the
Panel to recommend curtailing enrolments at the Legon campus without suggesting how
access to tertiary education might be enhanced both at the University of Ghana and in
the country more widely. What is the solution? How can rapidly expanding numbers of
applicants be accommodated?

We shall first examine the questions of student numbers and funding from a national
perspective and then look at what actions the University of Ghana should take.

In 2005, as part of the implementation of its Education Strategic Plan (ESP) 2003-2015
the Ministry of Education and Sports commissioned a study of tertiary education costs
and financing with a view to developing feasible policy actions for sustainable funding.
This report shows that the situation in Ghana differs, in key respects, from that in other
developing countries in Africa (Adu and Orivel, 2006). In particular:

1. In this decade Ghana has progressively introduced fees that now cover
a significant part of recurrent expenditure thanks to the increase in the
numbers of fee-paying Ghanaian and foreign students. “In 2003, total fees
paid by students represented almost half the government grants, that is 23%
of all sources of income. This is exceptionally high by international
standards” (p. 33).

2. The GET (Ghana Education Trust) Fund was created in the year 2000 for the
funding of capital expenditure. Its impact is conspicuous through the number
of new structures and construction sites on university and polytechnic
campuses, not least at the University of Ghana.

3. Although institutions were encouraged to limit the number of students due to
funding shortages in the 1990s, in the present decade the demand for tertiary
education has encouraged universities to increase enrolments. Additional
fee-paying students are perceived to bring in more revenue than the actual
cost of their training.

4. Because of these incentives the rate of increase in enrolments in Ghanaian
universities — and to a lesser extent in the polytechnics — accelerated sharply
from 2000-2001. By 2004-2005 university enrolments were already nearly
75,000, compared to the figure of 60,000 projected in the Education
Strategic Plan for 2015-2016 (p. 10).

5. The net result is that while the gross enrolment ratio in Ghana was below the
Sub-Saharan Africa average in 1990 (1% compared to 1.6%), today Ghana’s
ratio, at ~7.8%, is at least double the Sub-Saharan average (pp. 7-9). This
figure, however, includes all post-secondary institutions. Considering only
the universities (public and private) and the polytechnics would give a figure
of around 5% for Ghana.

6. The compensation of university lecturers has increased sharply relative to
GDP per capita. In 2001 yearly compensation for teachers was equivalent to
9 times the GDP per capita. By 2005 the ratio had been upgraded to 13 times
and the authors comment: “if the road map is pursued up to 2008, lecturers
will receive 23 times the GDP per capita at that time ... Such a ratio is high
by international standards. In developed countries it is currently around two
to three times the national GDP per head. In developing countries, this ratio
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is usually higher, but quite rarely above 15 times. It raises the issue of the
acceptable level of teacher compensation, which, in Ghana, may not be as
high as it is presently anticipated” (p. 18).

7. “The proportion of non teaching staff is quite unusual insofar as the number
of staff is about 3 times larger than the Ghanaian norm and 4 times higher
than world standards. Although their remuneration is not high, their number
is clearly excessive. A progressive reduction ought to be contemplated,
which would constitute a first source of savings and should preferably be
allocated to better remunerations for these staff” (p. 38).

8. Ghana’s expenditure per student, as a percentage of GDP per capita, is
significantly above that of the least developed countries (1.87 compared to
0.88). The authors conclude, however, this is not an indicator of poor
efficiency but reflects the fact that Ghana produces a higher quality of
graduate (p. 23).

With respect to the rapid increase in enrolments in the universities the authors
comment: “This rapid increase is clearly unsustainable in the long run, as far as it
implies that Ghana would have 1 million students by the year 2020, corresponding to

a relative level close to that observed in OECD countries. It is quite unlikely that the
Ghanaian economy reaches this level of development by that time, given the 5% growth
rate of GDP currently observed. It seems obvious in the Ghanaian case that the rapid
increase in tertiary enrolments is more driven by strong demand for higher education
from families, than by the requirements of the labour market. The sustenance of
enrolment trends would also require corresponding increases in the number of school
leavers who are suitable for higher education, which is unlikely” (p. 9).

As regards funding they note: “However, this innovative approach for funding tertiary
education has not yet solved all issues faced by tertiary institutions. A large proportion
of facilities built with the GET Fund are not completed and most institutions still face
overcrowding problems. Financing teaching activity involving large numbers of
students also overshadowed the funding of research activity in the universities in the
period. This situation is being partly addressed with the institution of the Teaching and
Learning Innovation Fund (TALIF) which is being financed by the Government of
Ghana and the World Bank. Moreover, the high pace of increase of revenues is not
sustainable in the long run insofar as one can not devote a larger and larger share of
GDP to tertiary education. There are other priorities” (p. 4).

2.2.2  The Challenge for Government

The challenge for the Government of Ghana is that since 2000 the tertiary education
system has expanded excessively so that its current profile of enrolments, both in
absolute numbers and in their distribution between universities and polytechnics, bears
little relation to the projections of the Education Strategic Plan.

However, as Adu and Orivel note (p. 9), the strong demand for higher education comes
from families rather than from the labour market. Rather than try to suppress this
demand, which is inappropriate in a democratic society, it is legitimate for the
Government to shift more of the cost of tertiary education to those who seek it and to
limit the demands on the public purse.
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The Fees Regime

Ghana already has a fees regime. Ten percent of enrolment is reserved for foreign
students and the spaces not filled are allocated to Ghanaians who pay fees. Indeed, the
minority of Ghanaian students who pay fees pay approximately 15 times what their
counterparts pay as the Academic Facilities User Fee (AFUF). This disparity seems to
create the impression that the fee paying students are paying more than the cost of their
education and are therefore supplementing the tuition of their colleagues. The tuition
paid by fee-paying students at the University of Ghana is approximately 50% of what
the National Council for Tertiary Education has derived as the unit cost of university
education, including staff costs as well as costs of goods and services. It might be more
equitable to reduce fees but extend them to all students with a loan and bursary regime
to help poorer students.

Creating an equitable fees regime is a special challenge for many countries, including
Ghana, which made tertiary education free — i.e. totally subsidised by the state — in the
days when only a tiny proportion of the population was expected to go to university.
Entry to tertiary education was highly competitive but many believed — and still believe
— that the combination of competitive entry and no or low tuition fees would produce
equitable participation in tertiary education from all socio-economic groups.

Decades of research (e.g. Levin (1990) for Canada) show that this belief is simply
wrong. The socio-economic profile of students in countries that charge fees while
providing scholarships and loans for poorer students is more broadly based than in those
that do not charge fees. This finding should encourage the Government of Ghana to
move determinedly to an equitable fees regime, in both public and private institutions,
that will generate some of the resources for the rapid expansion of provision that the
public is demanding.

Fees do not appear to discourage demand. In the UK, one year after the introduction of
annual top-up fees of £3,070, demand for university places is stronger than ever with
half a million applicants for entry in 2007.

In reviewing fees it is important to examine the reality rather than listen to the rhetoric
from vested interests. Ghana has inherited from Britain a tradition whereby the elites
pay dearly for the private secondary education of their children in order that they may
then compete successfully for entry to inexpensive public higher education. For
example, admissions statistics for the University of Ghana, Legon show that between
60% and 92% of those selected for various degree courses are from the top 50 schools,
which constitute less than 10% of all secondary schools in Ghana. Students from these
same schools also get admitted into what are considered the preferred disciplines in the
University, such as Humanities, the Sciences and Administration. Statistics show that
in 1998/1999 and 1999/2000 academic years, of the students admitted, 75% and 70%
were selected into the Humanities, 85% and 91% into the Sciences including Medicine
and Agriculture, and 78% and 61% into Administration respectively (Addae-Mensah,
2006). Meanwhile, the poorer strata of the population pay the higher fees of private
institutions in order to secure a better future for their offspring. Having an inexpensive
public sector alongside an expensive private sector does not create an effective tertiary
education system.
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In the interests both of equity and of increasing access the Government must cut
through the hypocrisy that surrounds the issue of fees for tertiary education and create
a resource base, from public and private sources, that will allow the expansion of
provision that is required in both the public and private sectors.

Quality higher education is costly and the different stakeholders must contribute to it by
paying the fees necessary to ensure it. The government might consider paying fees for
(1) students enrolled in programmes that it considers critical to national development, or
(i) students who are so exceptionally bright that enhancing their capacity would be in
the interest of the nation, or (iii) poorer students (after a proper needs assessment has
been put in place). Currently, the Ghana Education Trust Fund is mainly for
infrastructural development. Government might consider using the GET Fund for
creating the resource base for its share of the fee-paying regime.

Comparisons are sometimes made between pairs of countries such as South
Korea/Ghana and Malaysia/Zambia that had similar levels of GNP 50 years ago but
have developed very differently since then. There are numerous reasons why South
Korea and Malaysia have experienced faster economic development than Ghana and
Zambia. Part of the explanation, however, is that the Asian pair promoted the rapid
development of their tertiary education sectors with extensive private-sector
participation, while the African countries relied on the state sector and no or very low
tuition fees.

Expanding Private Institutions

How can Ghana respond to this growing demand for tertiary education whilst limiting
the demands on the public purse? The answer is to meet the demand by a combination
of public and private investment. As well as an equitable fees regime this means
expanding private tertiary education. Ghana has already made an excellent start in
creating a unified public and private system by requiring private institutions to be
mentored by public institutions until their quality is established.

Other African countries admire this approach, which should encourage Ghana to
continue to level the playing field and encourage the further development of quality
private tertiary education, which is growing at 8% a year in Africa generally. In East
Asia (Japan, South Korea, the Philippines and Taiwan) 80% of students are enrolled in
private tertiary education institutions and governments regulate the private tertiary
education sector tightly. In Ghana the private sector currently accounts for less than 5%
of total enrolment at tertiary level so there is considerable room for growth (Manuh,
Gariba and Budu, 2007, p 48).

Distance Learning

Much of the development of tertiary education in Ghana will take place through the
continuing expansion of institutions, public and private, that teach face-to-face in
classrooms. However, many countries are also turning to distance education and
eLearning as a solution to the challenge of affordable access. Both the Government of
Ghana and its tertiary institutions must decide how best to take advantage of this
approach.
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Distance learning is already providing a significant answer to the challenge of the
accessibility in countries such as India, where it is a significant component of tertiary
education. Today, 25% of all Indian enrolments, well over two million students, are in
distance education — specifically in 13 national and state open universities and

106 institutions, mostly public, which teach both on campus and by correspondence.

Ghana is a much smaller country than India. However, its population of 20 million does
offer the economies of scale that allow distance learning to be efficient — provided that
there is a national policy for its development. Distance education and eLearning have

a cost structure in which a higher upfront investment is rewarded by lower marginal
costs when volume is achieved.

Some countries have focused their provision of distance education in the creation of
open universities that only teach through this mode. Others, including Ghana, have
chosen, at least implicitly, the more difficult option of encouraging existing tertiary
institutions to add distance learning to their offerings. Today this option is facilitated by
the rapidly growing body of open educational resources: freely available learning
materials that can be adapted to particular local needs. This is a crucial development.

The combination of expanding connectivity and the swelling reservoir of open educational
resources is potentially revolutionary, not least because it may allow institutions to achieve
low per-student costs without having to achieve large volumes. Course development costs
are a major item for quality distance education. Open educational resources allow the
widespread adaptation and use of good learning material.

2.2.3 Challenges for the University of Ghana

It is in the interest of the Government of Ghana to develop a policy framework that
encourages a more differentiated tertiary system. This means a rebalancing of enrolments
between the universities and the polytechnics. Student numbers in the universities have
grown more quickly than in the polytechnics in recent years, whereas the labour market
required the reverse.

This policy framework should also rebalance the distribution of effort in universities
between teaching and research with universities, and particularly the University of Ghana,
devoting relatively more effort to research and graduate study.

A first challenge for the University of Ghana is to begin to make these changes whilst
continuing a dialogue with government over a facilitative policy framework.

A second challenge is the development of distance learning. Although the Government of
Ghana has now established a commission to explore the idea of creating a national Open
University as a focus for distance education, for the time being the University of Ghana
intends to cope with access pressures, particularly in the Humanities, by offering distance
learning courses.

Distance learning can indeed be a cost-effective option for expanding access but it is not
simply a magic wand that can be waved at the challenge. If students are to have academic
offerings of quality the University must make an intellectual and organisational investment
commensurate with the numbers of students being served. This requires that the distance
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learning operation have the financial and organisational autonomy necessary to get the job
done. Since universities usually begin to offer distance learning options in the disciplines
that are experiencing most pressure on campus (e.g. Humanities at the University of
Ghana) it is unrealistic to expect the hard-pressed faculty in those disciplines to develop
and tutor distance learning courses for thousands of additional students on top of their
normal load — even for extra payment. Dedicated staff are required.

Distance learning also requires access to the technology and allied infrastructure through
which it is delivered. For the time being print is the most universally accessible medium
for distance learning in Ghana. However, Internet connectivity is increasing rapidly and
any distance learning courses should be produced in digital formats that can be readily
converted to eLearning as online delivery becomes a widely available option. In creating
a professional distance education operation the University should engage, both as

a consumer and a producer, with the international community that is developing open
educational resources.

The University should not regard its distance education students as an entirely separate
group from those who study on campus. Having a distance education programme allows
students greater flexibility of course choice and timetabling if they can select courses
given in either classroom or distance mode. Some institutions now require students to take
some distance learning courses in order to develop the skills of independent study.

A third challenge is to take fuller advantage of the diversification of mode and place of
study that has already occurred through the creation of the Accra City Campus. This
was created in August 2003 out of the External Degree Centre of the University, which
had been established in 1963 following the Report of the Commission on University
Education (1963). This had requested that a “Facility should be provided for students
who wish to work for degrees on a part time basis”.

The University later asked the Institute of Adult Education, which has Workers’
Colleges in the regional capitals of Ghana, to manage the programme on its behalf. The
Accra Workers’ College in downtown Accra provided accommodation and staff for the
programme, so the Accra City Campus is located in the central business district,
enabling its predominantly working population to attend lectures from their offices.

Between 1963 and 1999, the University allowed students admitted to the External
Degree Centre to move to the Legon campus and join the full-time students after two
years. In 1999, following the large increase of student numbers at the Legon campus
and the consequent pressure on space and facilities, the University decided to
experiment with the idea of running full-time degree programmes at the Centre.
Students admitted into programmes at the Centre in the 1999/2000 academic year were
asked to have all their courses at the Centre. The trial worked and the Accra City
Campus was consequently created as a semi-autonomous institution run exclusively
from student fees.

The creation of the City Campus was part of the University’s attempt to widen access to
its programmes, especially for persons who might wish to combine work with study.
The programmes are conducted in late afternoons and in the evenings. There are two
broad categories of student:
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1. Workers, some of whom enter as Mature Students. Mature students are at
least 30 years old. Such persons are selected on the basis of an entrance
examination to test suitability.

2. Students from secondary schools who are admitted on the basis of their
SSSCE or WASCCE results.

Student numbers have grown from 1,876 in 2003 to 3,983 in (2007/2008). They take
diploma and first degree programmes run by the Faculties of Arts, Social Studies and
the University of Ghana Business School. Given the clientele of the campus, the focus
is on professionally relevant courses. To ensure parity of esteem, courses at the City
Campus are taught by lecturers who also teach full-time on-campus students. This
practice was instituted by the University when the part-time degree programme was
introduced in 1963.

At a time when many universities around the world are creating or expanding distinct
downtown campuses, the University of Ghana has an important opportunity to expand
the work of the Accra City Campus. The University must reduce the numbers of
students at Legon if quality is to be restored. Further development of the downtown
campus could mitigate the drop in numbers whilst continuing to create a more inclusive
student population in the University generally and a greater focus on graduate study at
Legon.

2.2.4  The Challenge of Quality Assurance

The exponential increase in enrolments that has created problems for the University of
Ghana will continue for some years. How will Ghana ensure the quality of this growing
enterprise of tertiary education? Specifically, how will it protect Ghanaians from
fraudulent providers and bogus qualifications, especially when they emanate from
another country? How can Ghana create an ethic of integrity and quality assurance
across its expanding tertiary system?

As tertiary education expands, governments’ role will increasingly be to monitor and
regulate it, rather than to provide it. Ghana has made a good start in establishing the
National Accreditation Board in 1993. The University of Ghana needs to engage with
the NAB more fully than it does at present. One of the most useful outcomes of the
work of the Visitation Panel was to kick-start a process of self-assessment of academic
units within the University. This produced results that ranged from the impressive to the
lamentable, but the important outcome is the initiation of a process that ties in naturally
to the work of the NAB. The inculcation of a quality culture across the University is an
essential objective. We return to this theme in Section 3.2.4.

The Panel’s recommendations for academic organisation are relevant here because one

of the current handicaps in the development of a quality culture is the great disparities
between the intellectual and organisational strength of the University’s academic units.
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CHAPTER 3
ANALYSIS, CONCLUSIONS AND RECOMMENDATIONS

INTRODUCTION

Chapter 1 described how the University of Ghana has weathered a succession of
challenges as it has evolved from the University College of the Gold Coast to the large
and broadly based university that it is today. Chapter 2 attempted to set context for the
University’s current development in Africa and in Ghana.

The 21* century is bringing new opportunities and new threats. The embedding of
democracy in Ghana allows the University to plan its future in a more predictable
economic and political environment. However, the aspirations for individual and
collective development unleashed by this new political stability have created a huge
demand for higher education, which Ghanaians see as the key that can unlock the door
to a better future.

As the world shrinks and international communication intensifies, the University of
Ghana is now part of a global knowledge economy. Today the University must look to
its evolving role and reputation not only in Ghana but in Africa and the world.

This requires that the University articulates a vision of its future, makes the decisions
necessary to turn that vision into reality, and implements those decisions in a manner
that is both effective and reflective. These functions, namely the governance,
management and administration of the University, are the subject of the first section of
this chapter. The second section addresses the heart of the University’s activity, namely
its academic programmes and operations, while the third examines the infrastructure
and resources necessary for the University to fulfil its obligations to the people of
Ghana.

3.1 THE UNIVERSITY AS A CORPORATE BODY:

GOVERNANCE, MANAGEMENT AND ADMINISTRATION
3.1.1 What are Governance, Management and Administration?
Governance
A simple definition of governance is “the art of steering societies and organisations”.
Ten years ago the word was rarely heard but today it is part of everyday discourse, not
least in Africa, where good governance at the national level is seen as an important
basis for the increasing freedom and prosperity that constitutes development.
Good governance is also important for institutions like universities, which today are

large and complex bodies that are granted substantial funds by governments and
individuals to carry out their missions of teaching, research and public service.
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Governance is the process through which people make decisions that direct their
collective efforts.

In the colleges of the earliest medieval universities, where a handful of teachers
(fellows) taught a few dozen students, the whole group could come together to make
decisions. In today’s much larger institutions, where the university community is too
large to make all the necessary decisions collectively, it creates an entity — a governing
council — to facilitate the process. The community delegates a large proportion of the
decision-making responsibility to this entity, especially the more strategic aspects of
steering: the larger decisions about both directions and roles.

In the medieval colleges the fellows could meet and make decisions about all aspects of
college life, but as universities have grown in size it has become common to distinguish
two strands of governance: guiding the overall destiny of the university (the governing
council or board); and steering the academic programmes (the senate or academic
board). This is known as the bi-cameral system of governance, which the University of
Ghana shares with most universities worldwide.

As universities have grown in size, with budgets that often make them amongst the
largest enterprises in their communities, questions about the way that they govern and
manage their affairs have been asked with increasing frequency. Observation of
university systems in countries across the world has led to the emergence of a widely
shared consensus on good practice in university governance that some governments
have enshrined in either legislation or national guidelines.

The consensus on governance addresses two fundamental questions. First, how does the
governance of a university make it accountable to the wider society for the privileges
and resources entrusted to it? Second, in a bi-cameral system, what is the appropriate
division of responsibilities between the council and the academic board?

Management and Administration

The old adage that management means ‘doing the right thing’, whereas administration
means ‘doing the thing right’ captures the essential difference between these activities.

After the process of governance has set the strategy, policy and objectives of the
organisation, management then deploys people and other resources to implement the
strategy, achieve the goals and monitor the results. Within the management function
administration refers to the bureaucratic or operational performance of tasks, usually
internally oriented and following policies established in the governance process.

The concept of administration is particularly important in public institutions, and
notably in universities with their bi-cameral governance processes. Although the term
bureaucracy has acquired pejorative overtones, it refers simply to the formal processes,
standardisation, hierarchic procedures and written communication that are an essential
guarantor of good governance. Efficient and effective administration ensures, in
particular, that the academic policies set by the governance structure are followed so
that the public can have confidence that a university is using its degree awarding powers
with integrity.
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The principal challenge in the management and administration of universities is to
achieve an effective relationship between the policy making role of the governance
structure and the task of management in implementing those policies.

The brief to the Panel asked it to ‘review the University’s administrative and
governance structures, its systems and procedures and to advise on their
appropriateness in relation to the twin goals of effectiveness and efficiency’.

We begin with the governance structure.
3.1.2  Role and Composition of Council
Analysis and Conclusions

Set against practice in countries that Ghana uses as comparators in higher education and
against the emerging consensus about governance referred to earlier, the Council of the
University of Ghana is unusual in three ways. First, at 15 members, it is smaller than the
governing bodies of many universities of similar size, where a figure of around 25
might be more usual. Second, the Council membership is mostly nominated by external
bodies or drawn from internal constituencies. Third, and most unusually, a majority of
the membership is from these internal constituencies.

Since so many members are internal, including students and trades union
representatives, the Council is not in a good position to take an independent view of the
University’s affairs. Moreover the membership lacks expertise in professional areas
and, where it exists, it is only by the accident of who is nominated or elected.

The Panel suggests that the University examine the arrangements in four other systems,
Australia, New Zealand, South Africa and the UK in order to modernise its own
practice.

UNESCO kindly assisted the Panel by reviewing governance arrangements in Australia
and New Zealand (see summary at Annex 3).

In 1997, South Africa published a White Paper, 4 Programme for Higher Education
Transformation, (Government of South Africa, 1997) which contained the following
statement:

“Councils are the highest decision-making bodies of public institutions.
They are responsible for the good order and governance of institutions and
for their mission, financial policy, performance, quality and reputation. To
sustain public confidence, councils should include a majority of at least

60 per cent of members external to the institution. Councils ought not to be
involved in the day to day management of the institutions as that is the
responsibility of the executive management, led by the vice-chancellor,
rector or principal, who is in turn accountable to the council” (para. 3.34).

In the process of implementing this white paper South Africa passed and later amended
a Higher Education Act (Government of South Africa 1997, Amendment 2002a) which
included a standard institutional statute (Government of South Africa, 2002b, Amended
2003). We note here the provision for the composition of councils.
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The council, as contemplated in section 27 of the Act, consists of:

1.

2.

(a) the principal;
(b) not more than two vice-principals;
(c) five persons appointed by the Minister,
(d) two members of the senate elected by the senate;
(e) two academic employees of the institution elected by the academic
employees;
(f) two students, elected by the SRC;
(g) two non-academic employees elected by the non-academic employees;
(h) three members of the convocation (elected by the convocation);

(i) ten members with a broad spectrum of competencies in the fields of
education, business, finance, law, marketing, information technology
and human resource management appointed by the interim council; and

(j) such members as co-opted by the council.

At least 60 per cent of the members of the council must be persons who are
not employed by, or students of the institution and regard must be had to the
racial and gender representation of the council.

Another useful benchmark is the Guide for Members of Higher Education Governing
Bodies in the UK (Council of University Chairmen, 2004). This includes the following

statement.

Governing Body

1.

The governing body of these institutions is normally called the council and is
the executive governing body of the university. It is responsible for the
university’s finances and investments, and for the management of the
university estate and buildings. It has authority to make contracts on behalf
of the university and to enter into loans and mortgage agreements. In many
cases it also has responsibility for the oversight of learning, teaching and
research. University statutes will normally state that, subject to the powers
of the senate in academic matters, the council has the responsibility for the
conduct of all the affairs of the university. The council will carry out many of
its functions through committees. In particular it will often have, jointly with
senate, a resources or strategy committee which is responsible for planning
the development of the university, bringing together academic priorities,
financial considerations, and building needs.

1t is an important principle that the governing body has a lay majority, that
is a majority of members who are external and independent i.e. not staff or
students of the university. Its membership is specified in the statutes by class
of appointment and will typically include officers of the university, both lay
and academic; co-opted members; elected staff members, and student
representatives.

The Panel believes that these examples, as well as the further research on the
composition of university councils conducted by UNESCO (Annex 3) accurately reflect
currently accepted good practice. Other comparator countries have similar arrangements
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or are moving in that direction. In Pakistan, for example, leading universities are
gradually replacing the internally dominated syndicates that formerly governed the
institutions with councils like those described for Australia, New Zealand, South Africa
and the UK.

In summary, current good practice calls for a governing body of between 15 to 30
members, with a lay (external) majority of about two-thirds to one third, with

a significant proportion of the lay majority brought on to the governing body through

a nominations committee process to ensure that there is expertise in areas such as
finance, property management, legal matters, and human resource management.
Accountability for the use of public funds is normally regarded as a crucial function of
a university governing body and this function is best exercised by a lay majority whose
members include people with professional financial qualifications. The Panel
recommends that the University of Ghana adopt such a composition and give the
council similar responsibilities to those outlined in the cases we have cited.

The Panel believes that if, in recent years, the University of Ghana Council had had the
role and composition that we recommend some of the problems that the University now
faces, notably in its financial management, would have been avoided.

Changing the composition of the Council of the University of Ghana will require
dialogue with the Government. However, such a dialogue is essential because, unless
the Council is given a greater sense of accountability to the nation by having an external
majority, the Visitation Panel doubts whether Council can have the consistency of
vision and strategic purpose necessary to make the changes required to restore the
University’s reputation and status. From presentations made to it the Panel understands
that the Government would welcome such a dialogue.

The Panel understands that it is the policy of the Government of Ghana to limit the
membership of the boards of public bodies to not more than fifteen, partly because of
the financial implications of payments to large boards. The Panel would prefer to see
the membership of the Council expanded to over 20 given that the University is one of
the largest and most complex public bodies in the country and that it would be difficult
to operate an effective council committee structure with a smaller number. The Panel
also strongly advocates that Council Members should not be remunerated in any way
and that sitting allowances for Council should be abolished, as should be the case for all
the University’s meetings.

The Panel considers that the following recommendations would greatly strengthen the
position of the Council in exercising the functions laid down for it in the statutes. The
increase in lay membership would both bring further expertise onto the Council and
also enable it to establish an appropriate committee structure. This increase is balanced
with representation for the first time from Academic Board which, with the
representation from Convocation, ensures a significant academic membership of
Council constructed along the roughly two thirds/one third model found elsewhere as
noted above. There should be academic membership of all the main committees of
Council, except the Audit Committee, but on the Strategy Committee the academic
membership would predominate.
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Recommendations

1. The membership of the Council should be expanded to over 20 members
and its composition should be substantially changed to enable it to play an
effective role as the governing body of the University.

2. The membership of Council should include a majority of lay members and
an appropriate representation from the Academic Board. This membership
might then comprise:

(a) The Chairman, appointed by Council (an external member);

(b) The Vice-Chancellor;

(c) Three representatives nominated by Government;

(d) One representative nominated by the Conference of Heads of Assisted
Secondary Schools;

(e) One representative nominated by the University of Ghana Alumni
Association;

(f) Ten members nominated by the Council itself (one of them named by
the trades unions) to represent the economic, professional and social
interests of the country from persons not employed by the University;

(g) Four members elected by and from the Academic Board;

(h) Two members elected by and from Convocation; and

(i) Two students, one nominated by the SRC and one by GRASAG.

The Registrar would be the Secretary to the Council.

3. The Council should have the following committees:

(a) Audit (whose membership should not include members of the Finance
and General Purposes Committee or employees of the University);

(b) Finance and General Purposes;

(c) Nominations; and

(d) Physical Development (which should also be responsible for
maintenance of the University estate and gardens).

The Finance and General Purposes Committee would have sub-
committees on investments, procurement and superannuation. The
Physical Development Committee would have a Tenders sub-committee.
Both Committees would be chaired by lay members. The Nominations
Committee would be chaired by the chair of Council. The Vice-Chancellor
would be a member of all Council committees except the Audit Committee.

4. There should be a joint Strategy Committee, chaired by the Vice-
Chancellor which should comprise the Chair of Council (ex-officio) and
the chairs of Finance and General Purposes Committee and of the
Physical Development Committee, the Pro-Vice-Chancellors, and up to
three members (drawn from the Provosts and deans) elected by the
Academic Board, which should report to the Council and to the Academic
Board.
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5. The business of Council meetings should be restructured so that adequate
time is available to concentrate on the reports of its committees to enable it
to discharge its responsibilities as set out in Statute 15. It should normally
regard academic or appointment issues which have already been
determined at the Academic Board level as items for formal approval
unless they raise issues of new principle.

6. Council members should not be paid and sitting allowances for meetings
should be abolished throughout the University’s committee structure.

3.1.3  Academic Board Structure
Analysis and Conclusions

An anomaly of the University of Ghana’s governance arrangements is that the Finance
Committee, the Estimates Committee, the Planning Committee, the Physical
Development Committee and the Municipal Services Management Committee are
committees of the Academic Board albeit some of them have nominated Council
members on their membership (but, extraordinarily, not the Finance Committee). This
situation is quite out of line with arrangements in other countries such as those in South
Africa and the UK noted in the previous section.

The current situation is made worse by the constitution of the Academic Board itself.
The legal membership of the Board includes all associate and full professors, all heads
of 92 departments and institutes, one elected member from each department and other
elected members. Membership varies around a figure of 200 as senior lecturers become
associate professors and new departments are created. Attendance at meetings is around
100. An Academic Board of this size is simply to large and unwieldy to operate
efficiently.

The Academic Board has 32 listed committees. They are representative bodies with
significant numbers of elected or nominated members, which reduces their ability to
draw on special expertise, except that their membership tends to be dominated by the
same people appearing on a very large number of committees.

The whole structure is overlarge, inert and indecisive, over concerned with formalities,
not much concerned with the tasks of managing the University through very difficult
times, and not at all concerned with strategy and thinking about the future. Its highly
representative nature also means that it is defensive in character, responsive to events,
and not proactive. These judgements should not be interpreted as indicating opposition
to academics playing a significant role in university governance.

However, in the modern era, where institutional size, financial stringency and the need
to set priorities have become dominant issues in university management, universities
need to be run, not as a business, but in a business-like way, if they are to survive and
prosper. The University of Ghana’s governance structures were designed for a different
age and for a much smaller and more intimate institution, and they have not been
adapted to changing times, let alone to manage the kind of growth that has taken place.
Respect for committee-based decisions has denied managers the initiative to take
managerial decisions on their own. Ad hoc committees, set up to tackle single issues but
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lacking specific terms of reference, encroach into adjacent spaces, spawning additional
policy and practice initiatives legitimised by their committee origins.

The following recommendations are designed to re-invigorate the role of the Academic
Board by making it a smaller and therefore a more coherent body and to create, in the
Policy and Executive Committee, a University committee of manageable size which,
meeting frequently, can exercise a coordinating role across the whole of university
business.

The abolition of the Bookshop Management Board is a reflection of the fact that no
committee can be expected to manage a bookshop and it is better to see whether
a straight management reporting function to the Registrar will improve performance.

The Academic Curriculum, Quality and Staff Development Committee is intended to:
(1) take over the present role of the Planning Committee in considering new course
proposals but to have delegated powers of approval from the Academic Board, so as to
speed up the process of decision-making; (ii) give policy support for the work of the
Quality Assurance Unit; and (iii) provide a framework for the greater emphasis on staff
training.

Recommendations

1. The membership of the Academic Board should be reduced to between 35
and 40, its composition comprising the Vice-Chancellor, the Pro-Vice-
Chancellor, the Provosts and deans and equal representation from faculty
boards and schools on the basis of a balance in each representation
between professors and non-professors. The composition should also
include two student members, one from SRC and one from GRASAG. The
membership might include a special ad personem category for particular
office holders e.g. the Librarian, the Director of the Institute of Adult
Education, etc.

2. The following committees of Academic Board should be abolished and
their functions transferred to Council:

(a) Finance;

(b) Physical Development;

(¢c) Municipal Services Management;
(d) Investment;

(e) Tender Board;

() Procurement; and

(g8) Superannuation Board.

3. The following committees should have their functions changed:
(a) The Academic Board Executive Committee should be revised to create
a central Policy and Executive committee for the University and
should take over the functions of the Vice-Chancellor’s Management
Group (see section 3.1.4 below for composition).
(b) The Estimates Committee should be re-formed as a Resource
Allocation Committee for academic purposes only. Resource
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allocation for areas like the administration, maintenance of the estate,
and other non academic functions should be determined by Council in
each revision of the five year financial plan. The submission of
estimates by academic departments and faculties should be
discontinued.

4. The following committees should be abolished:

(a) The Bookshop Management Board should be abolished and the
Bookshop Manager should report on the performance of the bookshop
to the Registrar.

(b) The University Planning Committee should be abolished and its
student number planning function be transferred to the Strategy
Committee.

5. The following new committee should be established:
An Academic Curriculum, Quality and Staff Development Committee
chaired by a Pro-Vice-Chancellor with the functions of (i) approving on
behalf of Academic Board proposals for new courses recommended by
faculties and considering all matters relating to the University’s academic
curriculum; (ii) developing policy in support of the Academic Quality
Assurance Unit; and (iii) establishing a staff development programme for
heads of departments and academic members of staff in general in the
areas of management and teaching and learning. The composition of the
Committee would require representation from each faculty (probably, but
not necessarily, the Dean) from among the members of Academic Board
plus up to three members of Academic Board appointed for their
experience in curriculum matters.

6. Sitting allowances should be abolished for all meetings of the Academic
Board and its committees.

3.1.4  The Organisation of Management and Administration
Analysis and Conclusions

The structures for managing the University, undermined by the managerial reforms
introduced in 2003, have allowed the University, overwhelmed by student number
expansion, to slide into a poor state of organisation and effectiveness. Until 2003, the
University had a traditional managerial structure of a Vice-Chancellor, a Pro-Vice-
Chancellor and a Registrar who had a unitary responsibility for the administration of the
University.

In 2003, the then Vice-Chancellor introduced a new organisational structure which
created a second PVC (Operations, Development and Diversity Issues) (leaving the
original PVC responsible for academic matters) and which divested the Registrar of
responsibilities over the Director of Finance (who then reported directly to the VC) and
over planning, physical development procurement, student life, academic affairs and
research which were divided between the two PVCs. The second PVC, however, was
never appointed and this post remains vacant to date.
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Whatever the theoretical merits of this reorganisation it clearly has not worked. The
Vice-Chancellor needs what in some universities is called a Chief Operating Officer,

a senior officer who integrates the management of the many services that are necessary
to the running of the University and who takes responsibility, under the Vice-
Chancellor, for making them work. This reorganisation is all the more necessary
because there are serious operational problems in the management of the Finance Office
and in the physical maintenance of the campus and its facilities.

At present long communication lines all converge on the VC’s desk, seriously impeding
his capacity to develop his envisioning and leadership role. Moreover, Deans claim not
to be members of the Management Group despite their constitutional membership and
the University has not yet resolved its thinking about the number and role of Pro-Vice-
Chancellors.

Large modern, research-based, universities can no longer be run by a single individual
and some central mechanism, often called “a senior management team” (SMT) needs to
be created. In some universities the SMT is a group of managers led by a CEO; in
others it is a central committee (or cabinet) comprising the senior academic and
administrative officers meeting under the chairmanship of the Vice-Chancellor which
has constitutional status (with formal agendas and minutes) and which reports to the
academic board (or its equivalent) and where necessary direct to council.

The Panel believes that this second model would be more appropriate to the University
of Ghana both from the point of view of its history and from the need to carry academic
opinion through a period of rapid change and modernisation. At the moment the
University has two bodies — the Vice-Chancellor’s Management Group (comprising the
VC, PVC, Registrar and Director of Finance) and the Academic Board Executive
Committee.

The Panel recommends that these should be merged into a new Policy and Executive
Committee, with a revised membership (much smaller than the present Academic Board
Executive Committee), which would meet weekly, at least in term time, and would
concentrate its efforts on steering the University’s business rather than just the business
of the Academic Board, although that would also be one of its functions.

The membership of such a body will be crucial to how it carries out its business. If it is
simply a senior management team it will tend to concentrate its business on
management per se, and, particularly the day to day management of the University; but
if it includes senior academic managers, like deans, then it will link management with
academic management and provide a focus where university issues can be discussed
holistically rather than as separate financial, academic, or physical planning matters.

Another important aspect of the membership is the effect it has on internal
communication because if the deans are members they are party to its decisions on
central university issues which they can then explain and justify to their faculty
colleagues. The Panel recommends that the new Policy and Executive Committee
comprise: the Vice Chancellor, the Pro-Vice-Chancellor, the Provost of the College of
Health Sciences (representing the whole College), the Deans of Arts, Social Studies,
Law, Business School, Science, Engineering Science and Agriculture, with the
Registrar and the Finance Director. This would give a membership of 12 at the current
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time but, if the number of Pro-Vice-Chancellors rises as the Panel recommends, then
the number of deans could be reduced with Law becoming an alternate for Social
Studies and Engineering and Agriculture an alternate for Science in order to keep the
committee at a manageable working size.

There would, of course, be a number of other claimants to a seat on a central committee
of this importance — the Dean of Graduate Studies, the Dean of Students, Dean of
International Programmes, the deans in the College of Health Sciences, the directors of
various institutes, and so on. However, the Panel’s strong recommendation is that the
committee not be expanded because it could rapidly become otiose and be bypassed by
other decision-making routes. The Panel believes that if this new element in the
governance and management structure can be made to work that it will bring
considerable benefits to the University by coordinating and accelerating decision-
making.

In order to make the management of the University effective, the Registrar should again
be put in charge of a unitary administration. This should not, however, be seen as

a simple return to the status quo ante. The unitary administration should operate on the
basis of clear delegation of authority, good contemporary practice in human resource
management and widespread availability of transparent management information and
data. In this way, units across the University will feel supported and empowered in
carrying out their academic mission.

Recommendations

1. The Academic Board Executive Committee should be revised to create
a central Policy and Executive Committee for the University which should
take over the functions of the Vice-Chancellor’s Management Group.

2. The membership of the Policy and Executive Committee should comprise
the Vice-Chancellor, the Pro-Vice-Chancellor, the Provost of the College
of Health Sciences, the deans of those Faculties outside the College of
Health Sciences, the Registrar and the Director of Finance. (If/when
Sfurther Pro-Vice-Chancellors are appointed consideration should be given
for some deans to become alternate members in order to prevent an
enlargement of the Committee).

3. The Policy and Executive Committee should report to the Academic Board
but should also, as necessary, be able to report direct to the Council.

4. The Vice-Chancellor’s Office should be strengthened so that the Vice-
Chancellor has more support in carrying out his day-today functions and
greater research capability with respect to longer term strategic issues.

5. The number of Pro-Vice-Chancellors should be increased over time; their
remits might be in respect to academic policy, student issues, and resource
allocation. These posts need not be full time and there might be advantage
in the holders continuing to carry out some teaching/research functions in
order to keep them in touch with colleagues in academic departments.
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6. The Council should give the Registrar the responsibilities of Chief
Operating Officer with a mandate: (i) to integrate and professionalise the
services necessary to the running of the University and make them work;
(ii) to present a new administrative structure chart to Council and the
Academic Board after consultation with the Vice-Chancellor and the
Policy and Executive Committee; (iii) to introduce modern human
resources practices throughout the institution so that the operating units
are empowered and supported in fulfilling their functions; and (iv) to
implement an effective and transparent management information system.
Tenure in the office of Registrar should not exceed 10 years.

7. The situation of faculties having their own bank accounts is inherently
undesirable. It should be brought to an end as soon as the Finance Office
has been modernised and improved financial systems have been installed.
The University as a whole should benefit from interest derived from
faculty/school balances and, in the exercise of its Treasury function,
should be in a position to consolidate them for investment purposes.
Resources should in future only be granted to faculties/schools on this
understanding.

3.1.5 Student Representation
Analysis and Conclusions

Students are not well represented on the governance of the University particularly in
areas where academic matters are discussed. They are not satisfied with the
constitutional role of the Dean of Students and wish to represent themselves in
discussions with the university authorities. There needs to be a formal channel of
communication between the SRC and the central University authorities where
information can be exchanged, complaints registered and commitments to remedial
action recorded.

Staff interviewed by the Panel considered that students were generally too immature
(inexperienced) to fulfil such a role, many were highly political and there were cases of
students participating in committees who then went on to divulge confidential
information and data relating to named individuals as well as creating and spreading
misinformation. It was also thought that the business of certain of the committees (e.g.
of Academic Board) was not appropriate for student involvement although some deans
considered that students could make useful contributions at Faculty Board level.

The Panel noted the almost universal Western practice of student involvement in
University governance structures because they are universities’ key stakeholders. As
payment of tuition fees becomes more and more universal this pressure for taking
account of students’ views will only increase.

The major strategic committees of the University should not be dealing with detail of
student examination results and staff promotions — agenda items which are cited as

a reason for excluding students from these bodies. If these or other sensitive matters in
which certain members have a personal interest are on the agenda, committees can
declare items of ‘reserved business’ and exclude from the discussion and decision
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making members whose presence would not be appropriate for these items. Most
modern universities have training programmes to foster and develop student
representative skills to aid their integration into corporate and academic structures.

UNESCO Survey on Student Participation in Governance

To respond to Council’s request for data in support of the Panel’s recommendations
on governance, UNESCO kindly commissioned a special survey by The European
Students’ Union on Student Participation in Europe 2007. The survey concludes that
most countries consider that the involvement of students in the governance of higher
education governance is crucial to achieving the objectives of higher education
generally and the goals set by institutions for themselves and their students.

The results are as follows:

1. A fairly large number of countries have formal provision for student
involvement in governing bodies of higher education institutions. In 31
out of 36 countries student participation in institutional governance is a
legal requirement.

2. The most common proportion of students on governing boards, expressed
as a percentage of seats on the board, is in the 11-20% range, followed
closely by the 21-30% range.

3. Formal regulations on student involvement in governance at faculty and
departmental level vary greatly between countries. Student involvement at
departmental level is rarely prescribed outside the department itself,
nationally or institutionally.

4. Student involvement at the institutional level is noticeably lower than at
the national level. Furthermore, student involvement at the faculty level is
even lower.

Fig. 2: % of students on the governing boards of HEI
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Source: CoE 2003
The situation regarding voting rights of students on governing bodies is more varied.

Four countries stated that students have no voting rights on the governance bodies
although they are represented on them. In a majority of the cases issues on which
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students are excluded are staff matters, administrative and financial issues (CoE
2003).

In universities where faculties play a bigger role in the governance of the whole
institution, there appear to be formal national regulations for student representation at
this level as well. Good examples are the countries of South East Europe — Albania,
Croatia, Serbia and Slovenia — where the student involvement on the faculty level is
prescribed by law in the same way as student involvement on university level.

Examples of legislation on student participation in governing bodies at
institutional level:

Country Legislation
ESTONIA The law states that in all higher education institutions all
decision-making bodies must have one-fifth students as
members
FINLAND By law, the university senate, faculties, departments and

other administrative bodies must include representatives of
the following groups:
(a) professors and associate professors of the
university;
(b) other teaching and research staff and other
personnel; and
(c) students.
The student unions generally appoint the student
representatives. All members of these bodies have equal
rights and obligations.

NETHERLANDS By law, higher education institutions must have a body
including students to influence the policies and deal with
problems. The students in these bodies are usually
organised in sub-groups that are directly elected by
students in the higher education institutions. The
representation of students within institutions takes place on
several levels.

SERBIA Every faculty and university in Serbia has an official
student structure called the Student Parliament (faculty or
university SP). Student organisations compete for the seats
in the parliaments. Elections take place every April. After
the parliament is elected and constituted, it selects its
representatives in other faculty/university bodies (Senate,
Council).

Recommendation

That the University introduces student representation on the Council, the Academic
Board, the Faculty Boards and committees of these bodies as appropriate.
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3.1.6 Improving Student Life
Analysis and Conclusions
Residential accommodation

Student accommodation is an important part of student life. Because work and leisure
are integrally linked, students need spaces for work and places for rest. If student
accommodation fails to provide the opportunity for rest, refuge and reflection, the
academic life of the University suffers. This is currently a grave problem facing the
University.

Student accommodation is a major issue at the University of Ghana because about one-
third of the students live on the Legon campus, which has residential capacity for
~8,000 students. There are two kinds of accommodation: halls and hostels. The
establishment of halls, of which there are now five, dates from the creation of the
University. The halls were inspired in part by the collegiate structure in universities like
Oxford and Cambridge. More recently some three hostels have been created. Originally
the halls provided three meals a day in a formal setting. Today they supply a cafeteria
service which is outsourced. The hostels provide kitchenettes for student use but do not
provide food.

In each of the halls students are supported by a hall master or in the case of Volta Hall,
the only all female hall, a warden, a senior tutor, and a team of tutors (in the targeted
ratio of one tutor to 30 students). All are members of the academic/professional staff
performing these functions on a part-time basis. Their task is to provide pastoral
support, acting somewhat in loco parentis. There is also a university-wide counselling
and placement section that deals with issues that go beyond the competence of the
tutors. All students of the university, whether resident or not, have an attachment with
one of the halls, mostly for sporting activities. This also applies to students resident in
the hostels.

Arrangements in the hostels are somewhat different. In the case of the Graduate Hostel
and the International Students Hostel the respective Deans play the role of hall master.
There is also a hostel manager/overseer. The Deans also attempt to give some of the
pastoral support provided by the tutorial system in the traditional halls.

However, it seems that in the halls the tutorial system has largely broken down and
today, from the student perspective, there is little difference between halls and hostels
except that the hostels have better facilities and are more expensive. The University
might do well to recognise this reality and make arrangements to provide similar, if
limited, pastoral support across both halls and hostels.

More seriously, the Panel found that the living conditions in some of the halls were
unacceptable and a health hazard. A major problem is ‘perching’, whereby students who
do not officially have rooms in a hall find their way past security and fill rooms to
double their capacity. In these circumstances it is impossible to maintain the buildings
properly and keep toilets and washing facilities operational. The shortage of water on
the Legon campus simply exacerbates the problem.
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It is unreasonable to expect hall masters, who are only part-time, to be able to cope
effectively with the management of residences under these conditions. Managing
student residences is a similar task to running hotels or guest houses. The Panel
considers that as soon as the new student accommodation that is being built starts to
come on stream, the University should centralise the management of all residences. It is
essential for the academic culture of the University and the health of the student body to
put an end to ‘perching’. It would be in the interest of those running the halls and
hostels to meet regularly with the student residents to deal with complaints and
management issues, and with the hall masters to discuss wider issues of policy. These
relationships might be formalised in a Residences Advisory Committee to replace the
current Residence Board and Hostel Committee.

Once this urgent issue has been addressed the University should, in the spirit of making
the accommodation a place of rest, refuge and reflection, consider adding services such
as computer rooms in order to enhance the quality of student life.

Role of the Dean of Students

The Dean of Students under the present remit is required to undertake responsibilities
which involve inherent conflicts of interest: he is required to act in a disciplinary
capacity, a welfare capacity and as an intermediary between the University and the
Student Representative Council.

Since the major difficulty is between the disciplinary and welfare roles the Panel
recommends that the Dean of Students concentrate on the welfare role. In the context of
giving greater attention to the quality of student life the University should consider
making the role of Dean of Students — possibly re-named Director of Student Services —
a full-time function, bringing under this post those units that already provide services to
students such as Counselling, Placement and Sports and such other units as the
University might create as part of its modernisation agenda.

Having effective arrangements for student discipline is important. The present process
seems rather cumbersome because each incident requires the setting up of a special
disciplinary committee and imposing disciplinary measures requires action by the Vice-
Chancellor. A better arrangement would be a standing disciplinary committee with
executive powers to impose sanctions. Furthermore, given the conflict of interest in the
duties of the Dean of Students noted above, the Panel proposes that a legally qualified
officer be made responsible for discipline for major offences or for appeals against
discipline administered in faculties or halls of residence.

The Panel also considers that the role of the Dean of the Students in formally
representing the interests of students to the University administration needs attention.
This sort of role was abandoned long ago in many other countries, on the grounds that
modern students wish to represent themselves in discussions with the university
authorities and do not want the services of an intermediary. This in no way depreciates
the role of the Dean of Students in making representations to the University about ways
of enhancing the quality of student life. However, formal communication between the
University and the student body would be better handled by a Pro-Vice-Chancellor.
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Recommendations

The Panel recommends that:

3.2

1.

There should be similar arrangements for academic and pastoral support
to students in all halls and hostels;

A new post of Director of Student Residences should be established,
reporting to the Registrar, to take control of the management of the
residences, including particularly their physical maintenance and upkeep.
He/she should be a budget holder and should be supported by a dedicated
workforce of handymen/craftsmen who can provide a day-to-day efficient
maintenance service to student residents. The Director should meet
regularly with student residents to deal with management issues and with
the Hall Masters.

The post of Dean of Students should be made full-time — possibly re-titled
Director of Student Services — and its remit expanded to include oversight
of the units that provide services to students such as Counselling,
Placement and Sports and any other units as the University might create
as part of its modernisation agenda. Alternatively the University could
appoint a Vice-Dean of Students to assist the Dean on a part-time basis.

The office of Dean of Students should hand over its responsibilities for
student discipline to a legally qualified officer who would be responsible
for discipline for major offences or for appeals against discipline
administered in the faculties or halls of residence.

The current practice of setting up ad hoc disciplinary committees that
make recommendations to the Vice-Chancellor should be replaced by
a standing disciplinary committee with executive powers to impose
sanctions.

To better represent the interests of students to the University, students
should be represented appropriately in the committee structure of the
Council and the Academic Board and a Pro-Vice-Chancellor should be
given responsibility for communication between the student body and the
University administration.

THE UNIVERSITY OF GHANA AS AN ACADEMIC INSTITUTION

3.2.1 Introduction

The brief to the Panel asked it to ‘review the academic programmes of the University of
Ghana to determine their currency, quality and relevance to the mission of creating
world-class human resources and capabilities to meet national development needs’.

The core obligation and defining feature of the University of Ghana will continue to be
its commitment to the advancement of knowledge and the production of graduates who
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have developed critical thinking capacities, oral and written communication skills, an
appreciation for the arts and the humanities, and a commitment to lifelong learning.

As a public institution in this highly competitive, fluid and dynamic world, the
University recognises its particular responsibility to the nation, to Africa and to the
global community. This involves an abiding concern to:

1. Extend the frontiers of knowledge through research and scholarship.
2. Produce scientifically literate and technologically competent graduates.

3. Develop confident thinkers, competent in their fields and prepared to push
the boundaries of their disciplines.

4. Cultivate adults able to cope effectively with complexity and change; and,
ultimately,

5. Develop citizens willing and able to contribute their knowledge and skills to
national development, and the building of a democratic culture.

Similar objectives lie at the centre of a general education in virtually all the leading
American universities. Each of these has a programme of general education that
distinguishes it and makes the undergraduate experience it offers special. It emerged
from a general review that such programmes were the product of much internal
reflection as to how each institution wished to distinguish itself and “mark™ its
graduates. For Harvard and many other universities, it is the Core Curriculum, for
Columbia University, and some other universities, a distinctive approach, such as the
“Great Books” programme, has been developed'.

Adopting a similar strategy, the University of Ghana could seek to elaborate a general
education programme that would be interdisciplinary, broaden the perspective of
students, enable them to face the challenges stemming from a complex and changing
globalised world in Ghana and elsewhere, and make an undergraduate education at the
University distinctive. This would entail a philosophy of education, the identification of
relevant existing courses and the creation of new ones that would help achieve the
University’s vision.

In order to deliver on this vital mandate and maintain its position as a major centre of
learning, the University must have the resources, strengthen or establish the appropriate
organisational structures and systems, and restore and maintain a culture of excellence.
This involves appropriate and adequate physical and technical infrastructure and an

'At Harvard University the Core Curriculum meets the general education requirement, and all Harvard
Undergraduates are required to take seven core courses from eleven fields, with exemptions in core
courses that are within or close to a student’s area of concentration. The areas of the Core Curriculum
are: Foreign Cultures, Historical Study A, Historical Study B, Literature and Arts A, Literature and Arts
B, Literature and Arts C, Moral Reasoning, Quantitative Reasoning, Science A, Science B, and Social
Analysis. A core office identifies courses within departments that can meet core requirements, and
encourages faculty to design broad courses for inclusion in the Core Curriculum. The Harvard
undergraduate education comprises the Core courses, courses in a student’s disciplinary concentration
(including joint concentration), electives, one course in expository writing and a foreign language
requirement. At Columbia all undergraduates take courses in which they read “Great Books” that
address Columbia’s mission of equipping its students with a broad and scholarly education. See the
“Comparative Statistics: Graduation Requirements” on general education/distribution requirements for
other American Universities (Annex 6).
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effective governance and management system and culture. While these matters are dealt
with in other sections of this Report, this section focuses on the heart of the entire
enterprise, namely, the production and reproduction of knowledge, and its
dissemination to the benefit of society. The discussion is grouped around the key issues
of the community of students, the academic infrastructure and environment, and the
ultimate commitment to quality and excellence. There is little doubt that the University
has suffered a consistent decline over recent years as a result of negative developments
in all these areas.

That the University is aware of this decline was clear from reports from units of the
University, as well as interviews and discussions that the Panel held with heads of units.
Responses from the self-assessment studies initiated in the teaching units in
collaboration with the newly created Academic Quality Assurance Unit also reinforced
this perception. The Self-Assessment Study reports indicated that the heads of units
were aware the challenges. Departments consider that research and teaching have
suffered because of student numbers and workload for faculty members. They were
also unanimous in citing inadequate resources, whether physical or human, as a major
challenge.

Some academic departments appear to receive little recognition because they do not
have programmes that the market demands or contribute to one of the key strategic
thrusts in the University Strategic Plan, that is, “Consumer Focus and Third Party
Linkages”. The University could lose focus if the contributions that these departments
make to the overall mission of the University, especially that of strengthening its
faculty, are not recognised and safeguarded.

Another critical issue is whether a department should still be regarded as the basic unit
of the University now that there are numerous such departments, some of which are
very small and have no graduating students. A major difficulty in assessing the quality
of the University was that none of the departments had either statements on quality
assurance or procedures for assessing programmes.

We examine some of these issues and the challenges they pose, and suggest ways of
overcoming them. Annexes 4 and 5 extend the review in the cases of the College of
Health Sciences and the Business School respectively.

3.2.2  Student Population

3.2.2.1 Enrolment Explosion

Analysis and Conclusions

Key among the factors that account for the decline of the University of Ghana in recent
years has been the disastrous mismatch between the student numbers and the teaching,
research and infrastructural resources. From under 5,000 in 1991, student enrolment
almost doubled to 9,000 within the decade (1999), and more than tripled to 28,400 part

way during the next decade (2006) — a six-fold increase in 15 years.

Without a commensurate scaling up of infrastructure, faculty strength and resources,
and administrative and management systems, this enrolment explosion has steadily
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degraded the quality of the University’s teaching, learning and research functions. The
degradation is manifest in unmanageable class sizes (500+) and unacceptable
student/teacher ratios that in some cases reach 1,000:1.

An indispensable element in any effort to arrest the decline of the University and to re-
establish its status as a pre-eminent centre of learning must be the adjustment of student
enrolment to match the human and physical resources (number and quality of faculty,
classroom and library space, water, electrical power, etc.) available. With the continuing
rise in demand for tertiary education, this will involve not only the reduction of student
numbers in the short term, but also the expansion of infrastructure and staff strength to
match enrolment, while alternative avenues are developed for absorbing persons unable
to enter university.

It is noteworthy that the increase in the student population has not resulted in students
graduating across a wide range of departments. Indeed, some departments have large
numbers of students because of University requirements that a range of courses be taken
at each level. Such departments, graduating few students of their own, have been
reduced to “Service Departments”. Again, the increases in the student population have
not been associated with improvements in areas of under-representation, such as science
students, female students, or graduate students. This has occurred in spite of the
University’s strategic planning goals, which aim at gender parity, a substantial increase
in science graduates, and expanded graduate education programmes.

The initial steps for redressing gender imbalance involved conversion of the original all-
male halls of Akuafo and Legon to mixed halls. Then as now, Volta Hall (female) and
Commonwealth Hall (male) remain single-sex. Mensah-Sarbah Hall remains co-
educational, as it has been from the beginning. Further affirmative action for female
applicants involved the lowering by one point the aggregate score required for
admission into some programmes as of 1999. Between 2003 and 2007 this policy
accounted for the enrolment of a total of 1002 women students. Out of a total student
enrolment of 28,471 in all programmes in the 2007 academic year, 11,748 (41.2%) are
women. This compares to 1998, when women constituted 25.9% of a total enrolment of
6,513, indicating a 15.4% rise in the ratio of women students over the nine-year period,
with a particularly significant increase of 5.23% in 2001 (see Annex 7 for statistics on
the enrolment of women around the world).

Recommendations

1. Reduce undergraduate student intake in the short term without
jeopardizing gender ratios or reducing the drive to strengthen the science
component of University programming.

2. An upper limit of 500 students should be placed on class size. When that
limit is reached, no more students should be admitted to a course without
additional physical and human resources.

3. In the longer term, an appropriate balance must be maintained between
student numbers, on the one hand, and physical infrastructure and faculty
capacity on the other. For now, we recommend an urgent review of
resources and how they can be put to optimal use. This should cover the
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optimal use of existing physical space in departments and residential halls,
and a reconsideration of privatised commercial spaces, where these exist.
The University’s considerable unspent balances should be used in a
strategic manner to pursue these goals.

The University should actively identify additional policies and methods for
moving towards gender parity. For instance, qualified female applicants,
irrespective of their aggregates, could be offered admission into
programmes where women are severely under-represented, such as the
sciences, especially the earth, mathematical and physical sciences. When
parity is attained, the lower aggregate admissions policy should be
terminated.

The policy of lower admissions aggregates for women students should be
applied uniformly throughout the University, with programmes that
currently do not apply it being required to do so for an experimental
period. The results should be tracked to determine whether or not students
admitted under the policy complete the programmes successfully.

Distance learning should be promoted to absorb the continually rising
demand for university education. However, this should not be perceived
merely as a residual outgrowth from the expansion in the student
population, but as an integral part of university education today, with
significant emphasis on quality and affordability. To ensure this, adequate
resources should be committed to distance learning, and appropriate
attention paid to issues such as: adequacy of faculty; development of
appropriate curricula; links with the main University campus; and
appropriate professional recognition and compensation for main campus
faculty who devote time to distance education.

As part of the Government’s wider tertiary education policy, alternative
avenues for tertiary education should be vigorously expanded. For
instance, the establishment of two-year regional colleges (on the
community college model) that would maintain links with the larger public
universities, would reduce the pressure for admission to the large public
universities, while decentralizing the structure of tertiary education in
beneficial ways. Such institutions could also serve as engines of growth for
their immediate surroundings.

3.2.2.2 Balance of Science & Technology and the Humanities

Analysis and Conclusions

The importance of science and technology to modern social and economic development
is generally recognised. Yet for reasons of history and of resource availability, the
University of Ghana, like most other universities in Ghana, does not produce adequate
numbers of graduates competent in fields related to science and technology.

National and University policy is to increase the proportion of science students. This is
understandable since the minimum conditions for the application of science and
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technology to development is the science and technology expertise in each country.
Scientists, engineers and technologists with this expertise, who also have local
knowledge of the needs of the country, can not only advise their own governments and
industries on opportunities and risks in what is new in S&T, but also communicate with
the world S&T community to help focus attention on urgent national problems. If the
population of science students at the University of Ghana does not increase, the
University cannot contribute to this aspect of the development of the country, which is
critical at this stage of its development.

According to current statistics the proportion of students in the sciences in the
University of Ghana is less than 20%, much lower than the average overall percentage
for the public universities which, according to data available at the National Council for
Tertiary Education, is currently 38%. The percentages are much lower if we consider
students offering basic sciences and mathematics, which are required as inputs in order
to strengthen the University’s science faculty.

There is understandable pressure to alter this situation and develop a better balance
between the humanities and science and technology. However, the humanities/S&T
ratio of 60/40, often quoted as a national target, has no scientific basis, and should be
discarded. In addition to increasing the proportion of science students by improving
physical infrastructure and other resources, there should also be emphasis on raising the
general level of scientific literacy and technological competence for all students and,
indeed, the general population.

This calls for action by and within the University, as well as by government and others
outside the University. For the University, the practice of admitting students with good
aggregate grades into programmes other than science because of inadequate science
facilities, thereby worsening the science-humanities ratio should be changed. Instead,
the University should seek the resources to enable it admit more students into science.

Part of the problem of having a lower proportion of science students can be traced back
to the pre-tertiary educational level, which supplies insufficient numbers of students
adequately prepared to pursue programmes in science and technology. Additionally, the
high costs of equipment and the scarcity of technical support affect teaching, learning
and research in science and technology to a greater degree than in the humanities,
resulting in much higher numbers of university graduates in the humanities than in
science and technology.

Another aspect of the problem is the perception by parents and students that if
admission is not gained into a “professional” track, i.e., Medicine or Engineering, the
job prospects for science graduates are poor and the jobs that are available are poorly
remunerated. This has led to a situation where excellent students graduating in science,
go on to pursue further education in accountancy, nursing or business rather than stay in
a science related area.

In the short to medium-term, steps should be taken to increase the number and quality
of science-ready candidates for university entrance, while also increasing the scientific
and technological competence of all university students. The University should market
its science programmes more aggressively.
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Recommendations

1. Seek and channel resources into improving laboratory and other facilities
in order to raise the quality of teaching and research in the science
disciplines, while enabling more students to enter those disciplines.

2. Foster broad student familiarity with key advances in science and
technology.

3. Include science and technology in University-wide, required courses for
non-science and technology majors.

4. Liaise with pre-tertiary educational institutions to strengthen core science
courses in the secondary schools and ensure that its first year science
programme matches the output from these courses so that every student
who qualifies to enter the University is equipped to pursue a degree in the
sciences if they so wish.

5. Explore avenues for giving credit or advance placement to students from
secondary schools that offer elective subjects in the sciences.

6. Apply a selective accommodation policy that guarantees on campus
accommodation for science students, especially female science students

3.2.3 The Academic Core

The reputation of any university stands or falls on the quality of its faculty, its research,
the strength of its graduate programmes and professional schools, the breadth and
richness of its undergraduate curriculum, international confidence in its examination
processes and academic outcomes, and the success of its graduates in the world of work
and public service. To these we now turn.

3.2.3.1 Faculty
Analysis and Conclusions

A university’s quality turns largely on the competence and application of its faculty.
Regrettably, it appears to the Panel that inadequacies in this area have resulted in
serious problems with teaching and research at the University. One explanation relates
to the massive increases in student numbers since 1999, unmatched by any significant
growth in the faculty required to manage the teaching, tutorial supervision,
examinations and research dimensions. The resulting large class sizes have contributed
to the inability or unwillingness of faculty members to engage in research. Matters are
not helped by the inadequacy of basic research training before engagement, as faculty in
many instances do not have the Ph.D. degree that is required for the position. In the
Faculty of Arts 23 members are enrolled in Ph.D. programmes, indicating the large
number of faculty members who do not have this minimum qualification.

This situation of non-Ph.D. staff is partly a legacy of a period in the early 1980s where
there was a mass exodus of university staff to countries in West Africa and beyond due
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to the political and economic situation in the country and the very poor conditions of
service at that time. The result was that some staff employed to fill the critical teaching
needs of the University were individuals who under normal circumstances would not
have been considered to be of the calibre required for a career in the University of
Ghana. Those faculty members have done their best, but the loss of so many
experienced staff who served as role models weakened the University and also resulted
in the start of the breakdown of mentoring and the departmental tutorial system.

There is also limited provision for instructional development. Many lecturers lack
exposure to contemporary innovations in teaching techniques and approaches to
managing large classes — although some teach in excess of 500 students. Moreover,
there is little guidance for managing large-group tutorials, or coping with the demands
of marking hundreds of scripts.

The situation is compounded by the appointment, in several instances, of heads of
department who are too junior and inexperienced to handle the enormous demands of
managing the issues and problems of headship. The Panel is aware that the general
inadequacy of resources and the difficulty of attracting and retaining high calibre staff
account in part for this situation. But it is our belief that proper succession planning, as
befits an institution this size, could improve things.

Low salaries have also proved to be a limiting factor, leading to low faculty morale and
moonlighting, whilst generally unattractive conditions have kept out most high flyers,
especially those trained abroad. A growing tendency to “inbreeding” and appointment
of lecturers without the Ph.D. (or equivalent), as previously noted, are other
contributory factors. If the University is to attain world-class status, its faculty must be
the first to do so and for this salary and other conditions of service need to be such as to
attract faculty from all over the world. Such faculty, with established research
programmes that attract funding and engage a number of graduate students, could be
remunerated at levels higher than for faculty members without such research
programmes.

While such a “two-track salary system” will undoubtedly cause initial problems, it
could well be the catalyst required to stimulate some other faculty members to be more
active and to raise themselves to levels where they would be engaged in similar research
programmes and attract similar remuneration. Such a policy is being pursued
successfully in Pakistan. This is a difficult choice that the University must face squarely
if it wishes to stimulate initiative and the drive for quality in its faculty. Research
competence and output should be the determinants of which “track” a particular faculty
member will use.

Turning to the gender profile of the faculty, the figures show much greater gender
disparities among the staff than in the student body. Despite this, there is regrettably, no
deliberate policy aimed at creating gender balance in faculty appointments. In 2006, out
of a total of 792 Teaching Senior Members, 634 were males and 158, or about 25%
were females. There are some particularly bad examples, such as the Department of
Surgery, which has only three women out of a total of 35 Senior Members.
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All the concerns outlined above need to be addressed vigorously in the short- to mid-
term to ensure the return of the University of Ghana to its pre-eminent position in the
nation and the region.

Recommendations

1. The policy that a Ph.D. or other terminal degree is required for
appointment to a lectureship should be strictly enforced. A faculty member
appointed without a Ph.D. or other terminal degree as appropriate, should
be designated “Lecturer-in-training” or some similar title, and required to
enrol in a Ph.D. programme within two years of appointment. No one
should be retained in that position for more than seven years (two years
while seeking enrolment in a Ph.D. programme and five years within
which to complete the degree). Failure to complete the degree should
result in termination of employment.

2. Internal Ph.D. candidates, who currently hold the rank of lecturer or
higher, should be given paid leave without teaching responsibilities for a
limited time to enable them to obtain their doctorates within the stipulated
period. In-house training should be made available to such, through
departmental capacity strengthening (e.g., use of adjunct faculty or
visiting professors), supplemented by using sandwich programmes and
training in other institutions in Ghana or abroad.

3. There must be proactive and sustained efforts to attract and retain
qualified faculty, especially in targeted areas. This should involve special
incentives, including salary top-ups possibly from research budgets,
assurance of accommodation, loan packages for home ownership, etc., for
which special funding will have to be sourced. Increased incentives for
teaching, research and publication could take the form of awards for
distinguished scholarship (best journal article, best monograph), for
teaching excellence, etc. Again, the process of recruitment should be
accelerated so as not to lose qualified candidates.

4. As a special dispensation, female faculty who show long-term career
possibilities at the University should be offered full financial support to
complete their terminal degrees, preferably outside of Ghana, or through
a sandwich programme.

5. A series of measures need to be taken to strengthen teaching and research.

These would include:

(a) Orientation programmes for new appointees, while maintaining
continuing education for all through appropriate staff development
programmes.

(b) Special training for graduate assistants to assist in the grading of
assignments and so provide real assistance to the faculty, especially
the junior faculty.

(c¢) The introduction of a teaching innovation fund, from which awards
given as incentives will provide effective complementation.
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(d) The involvement of established faculty within an academic unit in
multi-year, multi-disciplinary research projects, together with young
lecturers and graduate students in research work, as part of training
in the craft of the discipline.

6. To enable new faculty to engage in research, action is needed on a number
of fronts. These would include the provision of start-up research grants
and identification of avenues for publication. A research committee,
preferably at the faculty or college level, should review proposals and
award grants, including innovation and start-up research grants. Bigger
University units could source for funds from outside the University in
order to provide in-house support for new faculty members, support which
may be specifically tied to the faculty’s research programme. The same
can be done for publications, which may be on-line and therefore
accessible to a wider public.

7. As part of succession planning, all faculty members should be involved in
committee work at the departmental, faculty and university levels, to
identify those with leadership potential for university administration. Such
potential could be enhanced through participation in leadership
development workshops and other formal programmes.

8. Regular departmental reviews every 5 years (7 for professional faculties)
should be instituted, using peers from within Ghana and abroad.
Departmental public outreach could also be a source of informal peer
review and a reality check on the currency and relevance of departmental
programmes.

9. While the system may serve a purpose for the professional faculties (e.g.
Medicine, Law), for more general use, a better option would be to bring in
external assessors less frequently, say at least every 7 years, but for longer
periods. Their remit should be broader than that of external examiners
under the old scheme. It is further suggested that external assessors be
used for quality assurance reviews, discussed elsewhere in this section.

3.2.3.2 Curriculum
Analysis and Conclusions

Although the Panel had neither the opportunity nor the time to examine critically the
curriculum and specific courses, except in a few instances, it was observed from the
self-assessment studies and from interviews that there has been no revision of the
curriculum in many departments for years — in some cases for decades. Curriculum
review could lead not only to review of the knowledge in existing courses but also
could lead to additional courses, a merger of existing courses and the removal of some
courses, as well as provision for new inter- or multi-disciplinary courses. Most
departments recognised the need for curriculum review but not all were carrying it out
regularly and in a consistent manner. All departments relied on the experience of
faculty, new faculty members, external examiners’ comments, departmental discussions
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and what pertains in other institutions. Few departments involved professional bodies
outside the University in the design of the curriculum.

It is clear that curriculum review necessitated by the move from the old three-term per
year programme, with courses examinable at the end of the year, to the new course-
credit two-semester per year programme, was not done adequately. As the semester
programme requires the revision of courses into “self-sufficient” units that can be
understood and examined as distinct units, this is surprising and serious.

Failure to review the curriculum over such a long period also means that new material
that could make courses more relevant and up-to-date is not likely to be incorporated,
thus putting into question the relevance and quality of the courses offered. More
importantly, research results from institutes of the University may not have been
incorporated into the work of departments even within the faculty in which these
institutes are located, presumably because the institutes operate as research units distinct
from the teaching departments within the faculty.

In addition to inputs for curriculum review, new knowledge could be brought to bear
directly where the Senior Members of institutes and centres, certainly within the same
faculty, taught or mounted new courses in the teaching departments. Thus, for instance,
research activities and results from the Institute of African Studies could enrich the
curriculum of some departments within the Faculty of Arts and Social Studies, while
teaching in Departments of Sociology, Economics and Statistics could benefit from the
work of the Institute of Social, Statistical and Economic Research (ISSER).

Recommendations

1. Every department must undertake a curriculum review every 5 years to
coincide with the departmental review.

2. Student evaluation of courses and instructors at the end of each semester
should be a requirement in all departments, with the results made
available to instructors and department heads for staff development and
teaching improvement.

3. New interdisciplinary courses that push the boundaries of knowledge must
be encouraged.

4. A course on Gender & Development, as mandated by the Committee of
Vice-Chancellors of Ghana, must be introduced and required of all

students.

5. To the extent possible, student experience must be internationalised, for
instance, through exchange programmes.
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3.2.3.3 Academic Organisation
Analysis and Conclusions

A well-conceived academic organisational structure is essential to the effective
operation of the University. It is doubtful if the inherited division into departments,
faculties and institutes fully matches the complexity of the University in its current
configuration. The organisational structure needs to be reviewed and updated.

Much of the current discussion within the University on academic organisation revolves
around the idea of moving to a collegiate structure. For several reasons the Panel
considers that the University should not contemplate such a move until it has acted on
the recommendations in this Report, which will take several years.

First, we found that the advantages cited within the University for adopting a collegiate
structure had little to do with rationalising departmental provision and pursuing a more
focused academic agenda. The enthusiasm for colleges appears to be largely driven by
a desire for greater independence from the central University processes and a wish to
create additional senior posts.

Second, some members of the Panel are familiar with the international examples of
collegiate structures (e.g. in UK and US universities) that are usually cited as models.
They do not believe that they offer useful parallels to the situation that pertains at the
University of Ghana.

Third, the University’s present colleges do not provide an appropriate model on which
to build. The College of Health Sciences is sui generis because of its close links with
Government services and would always have been funded separately. Neither of the two
Colleges has addressed effectively the articulation of the post of provost with that of the
deans or the relationship of the top level of administration of the College with faculty
administration, so that costly bureaucratic and inefficient overlaps have resulted. There
is no evidence from the current Colleges that collegiate structures assist academic
rationalisation. Rather, the introduction of a collegiate structure might encourage the
tendency to split into more faculties and more departments and make coordination
more, rather than less, difficult.

Fourth, in spite of the frequent references to moving to a collegiate structure the Panel
did not find amongst the deans, except in the College of Health Sciences, any supporters
of the concept who had a clear and consistent view of what it should comprise. The
Panel is satisfied that merging one, two or three faculties into a college is unlikely to
improve the present situation but would rather add another decision-making layer and
another costly level of administration, without materially improving the academic
product of the faculties involved. Rather than move in that direction, the immediate task
should be to make the present faculty structure work better. By doing this the University
may well find that most of the advantages attributed to a collegiate structure can be
achieved within the present faculty organisation.

If the University, having made the changes that we recommend, were to revisit the idea

of a collegiate structure at some future time, then any such restructuring should be done
systematically and on the basis of sound academic and organisational criteria. To-date
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the formation of colleges has not been undertaken systematically enough and in
accordance with clear principles.

To adopt such a structure the University would need (i) clear purpose-bound criteria;
and (ii) an authoritative process and agency for identifying the appropriate clusters and
approving their combination into colleges. Factors to be considered would include the
presence of a critical mass of disciplines, relatedness of the disciplines and other units
to be grouped together, appropriate devolution of powers and internal structuring, inter-
and multi-disciplinary research, teaching programmes, extension activities and
arrangements for ensuring financial sustainability, including the provision of major
infrastructure, for a college once set up. In all this, great care should be taken to contain
any centrifugal tendencies generated in the process.

Another major issue of academic organisation is the configuration of the teaching
departments. In the early days of the University each of the departments ran
programmes from which students graduated with the appropriate honours degrees.
General degrees were obtained by combining courses from more than one department.
In recent years some departments, like Classics, Philosophy and Mathematics, while
offering popular courses taken as electives, have ceased to graduate their own honours
students, or graduate only a few. The reasons have to do mainly with the absence of

a critical mass of faculty and resulting lack of curricular breadth. Perhaps such
departments could be combined into one, to run service courses. Departments which
have adequate numbers of faculty and graduate their own honours students still have

a lot of interactions with other departments, sometimes even outside their “parent”
faculty because of the nature of the course-credit system. Departments currently cannot
be regarded as basic independent units of the University from which students graduate.

The semester and course credit system is another organisational problem. In 1992, the
University changed from the inherited term system to the semester and course-credit
system. The key features of the former included the following: the academic year
consisted of three terms; course units were continuous throughout the year and were
examined at the end of the academic year; different faculty members were responsible
for various courses within one unit; there were no free electives; course units were
departmental in that the department controlled the courses offered to students registered
with it, and was responsible for their grades at the end of the year.

In contrast, in the course-credit arrangement each course is regarded as a complete unit
to be examined when the teaching is complete; there are free electives outside the
department; faculty members are responsible for a course to be completed and
examined at the end of the semester; students are free to take courses in different
departments and, indeed, in different faculties. Finally, in the semester/course-credit
system a course unit was offered and examined during a semester.

While the new system may have enhanced the interdisciplinary nature of student
training, preparation towards its effective implementation was rushed and inadequate,
with little appreciation of all its implications. The broad range of courses required to
ensure enough flexibility for the optimal operation of the system, coupled with the need
to examine course units at the end of each semester, have raised several problems. Staff
resources and facilities are not available on the scale needed to support such a system,
and no provision was ever made for this. The consequences are serious difficulties in
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relation to completing and examining courses in time, timetabling of courses and
examinations, including the timing of visits by external examiners, where they are still
used, etc. In summary, the University now falls between two stools. It has not properly
implemented the semester and course-credit system, yet one of its largest challenges is
the administration of the greater number of examinations required by that system.

Fourth, and fundamentally, academic supports of all sorts — libraries, laboratories and
equipment, internet and intranet access, etc. — are quite inadequate to current and
projected class sizes and teaching requirements. This is discussed further in Section 3.3.

These issues need to be addressed as part of a new University-wide strategic review.
Clearly, there are major recommendations in this section, as in other parts of this report,
which require urgent and decisive action. A strategic review must, therefore, allow for
a phased approach so as not to hold up prompt action on the most pressing matters.

Recommendations

1. The idea of transferring faculties into a collegiate structure should be
abandoned, at least until the recommendations of this Report have been
implemented, and the College of Agriculture and Consumer Sciences
should revert to its former faculty status.

2. If the University were to re-examine the collegiate model at some future
date, then any restructuring should be guided by considerations related to
the defined area or programme of research, the number of existing units to
be included and their relatedness and sustainability. Other factors could be
the advantages of the new structure (organisationally, financially, and in
terms of efficient resource use, etc.), facilitation of inter- and multi-
disciplinary work, synergy, and enhanced teaching and research.

3. There should be greater delegation of powers from the centre to faculties
beginning with the power to make appointments/promotions to the level of
senior lecturer; in the College of Health Sciences this power should
continue to be exercised at College rather than faculty level.

4. Criteria must be developed for teaching departments which have students
they can call their own, taking into account such matters as the size of
Sfaculty, ability to mount core and elective courses, etc. It is recommended
that six faculty members with Ph.D. degrees or other terminal
qualifications should be considered the minimum for a viable department.
Teaching departments, currently below this minimum and, therefore, too
small to offer full honours programmes, should be made service
departments to service the College or faculties in which they are located or
with which they may be affiliated.

5. The current semester and course-credit system and its associated
examinations must be thoroughly reviewed. We recommend the
engagement of an expert with a deep understanding of the nature and
operation of the course/credit system, to work with faculty during the
academic year and advise on possible modifications or adaptations of the
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system to suit local conditions. In the meantime, adequate resources
should be committed to enable the broadening of the range of course
offerings to assure the flexibility required for the smooth functioning of
the course-credit system as it now operates.

6. In the absence of such resources, departments or faculties that are unable
to function properly under the course credit-system should be allowed
some flexibility, such as having examinations only at the end of the year
for subjects that have not been properly modularised as is required in the
course-credit system. However, such dispensations must be properly
authorised.

7. Libraries, Intranet and Internet facilities (e.g., E-books and journals) must
be seriously improved, and laboratories appropriately equipped to support
research and teaching and research. This recommendation is linked to
Section 3.3 on Infrastructure and Resources.

8. The current scheme of providing resources for faculty members through
the Staff Learning and Development Centre should be enhanced by
expanding the facilities and encouraging them to use audio-visual and
other technological resources in their teaching.

9. Exceptin the College of Health Sciences (see Annex 4, Recommendation
5), the deans of faculties should be made formally accountable to the Vice-
Chancellor for the performance of their duties and the operational
effectiveness of their faculties.

10. Heads of departments should be made formally accountable to the deans
of the faculties for the performance of their duties and the operational
effectiveness of their departments.

3.2.3.4 Graduate Study
Analysis and Conclusions

With the expansion in student intake in the public and other tertiary institutions, the
proliferation of private universities, and the steady growth in the Ghanaian economy,
one would have expected a significant and continuous increase in the number of
graduate students at the University of Ghana across the broad range of disciplines and
professions critical for meeting human resource requirements in education, health,
business, etc., and development generally. Yet the dramatic expansion in the student
population since 1999 has coincided with a precipitous drop in the number of graduate
students as a proportion of total enrolment. Moreover, representation of science students
and women across many fields of graduate study remains very poor.

The figures, as set out in Basic Statistics, 2006, are quite striking. Measured against
total numbers, the ratio of graduate enrolment for all programmes has dropped from
over 11% in 1999 to just under 6% in 2006-2007. The ratio of science to humanities
students has dropped at both the undergraduate and graduate levels over the same
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period. At the graduate level, enrolment in the school of Business and Social Studies
(44%) and Social Studies (40%) are significantly high compared to other fields.

This relatively strong graduate enrolment in Business and Social Studies suggests self-
selection at the graduate level, with interest in fields that promise a remunerative career.
Thus, the viability of graduate programmes in the Arts and the Sciences and the career
prospects they promise determine their attractiveness to graduate applicants. This is
particularly serious, in view of the absence of adequate incentives in the form of
financial support at the graduate level.

In terms of admission requirements and procedures, and the structure and duration of
graduate training, the University of Ghana is comparable to other major universities
(see Handbook for Graduate Studies, Vol. 1). Apart from the disproportionate attraction
of particular fields, the major problems relate to the content of graduate courses and
their relevance to current trends and developments in the field.

Faculty strength in the departments is another problem area, and not just with respect to
the number of faculty with Ph.Ds., but more specifically, faculty in a position to offer
competent supervision of graduate study, especially at the doctoral level. For instance,
out of total faculty of 126 in the Faculty of Arts, only four are full professors (3.2%),
with 14 at the associate professor level (14.3% of Associate Professors or higher). Of
43 faculty members in the Business School, there is only one full professor (2.3%) and
one associate professor (4.6% of Associate Professors or higher) (Basic Statistics,
20006).

All of this may seem discouraging. However, there are a number of faculty members
who are able and willing to carry out research projects and engage students in the
process. This is indicated by the number of such faculty who applied for and obtained
grants from the Teaching and Learning Innovation Fund (TALIF) as indicated in the
report received from the School of Research and Graduate Studies. It is interesting that
most of the proposals came from the typical academic departments of the University.
The TALIF ‘window” that was open to the universities was tied to proposals relating to
post-graduate work. Total funds received were over $4.5 million over a four-year
period, with a number of units getting close to two hundred thousand dollars, the
maximum per grant. The new Academic Quality Assurance Unit and the Centre for
Gender Studies and Advocacy were established through TALIF funding.

The period of time it takes for the average post-graduate student to graduate also
presents a problem. According to statistics submitted by the School of Research and
Graduate Studies only 16 of the 38 candidates enrolled in Ph.D. programmes in the Arts
and Sciences in 2000 had graduated by 2007, although the Graduate Handbook
specifies a maximum period of seven years, even for part-time students.

Many reasons account for this, including the affordability of fees and the availability of
research funding. Graduate students pay higher fees than those charged for
undergraduates. Not surprisingly those able to sponsor themselves or who are sponsored
by their employers go through graduate school more quickly. Those without sponsors
have to seek employment, possibly full time, which slows their progress.
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In order to make specific recommendations on how to revamp graduate training at the
University, the Panel felt it needed more information and analysis. It therefore
distributed a set of questionnaires through the School of Research and Graduate Studies
to the heads of 16 selected departments across the humanities and sciences. The
questionnaires sought information on the ratio of undergraduates to graduates in these
departments over the period 2000/2001 to 2005/2006; statistics on graduation at the
masters and doctoral levels; faculty strength and qualifications; average number of
years for graduation at the masters and doctoral levels; and success in job placement.

Of the 16 selected departments, responses were received from 14: Crop Science
(Agriculture), Biochemistry, Economics, Entomology, English, Geography and Human
Resources, History, Linguistics, Mathematics, Statistics, Nutrition and Food Science,
Political Science, Psychology, and Sociology. The only two departments whose
responses were not received were Chemistry and Philosophy. The results were mixed,
reflecting varying strengths across department (see Annex 8).

It emerges that departments with a strong complement of faculty, especially those
holding Ph.Ds., attract more graduate students, irrespective of field. Examples include
Economics, Sociology and Psychology. There is a big drop in the number of graduate
students that progress from the Masters level to a Doctorate degree. Interestingly, the
ratio is higher in disciplines that are more tied to university careers. The explanation is
most likely the requirement that lecturers appointed with M.Phil. degrees enrol in

a Ph.D. Programme. This is the case in English and History, for example, despite the
fact that the faculty strength in the latter is weak and its ability to mount Ph.D.
programmes may be questionable.

It is for this reason that sandwich programmes, for which students are enrolled at the
University of Ghana, but must carry out part of the research in an institution outside
Ghana, must be instituted. The period spent abroad cannot but enhance the breath and
depth of knowledge acquired. Stronger departments, in terms of faculty and offerings,
happen also to offer disciplines with more career prospects outside the University. For
example, Sociology, which has some of the highest undergraduate to graduate student
ratios (108:1 in 2004-2005; and 111:1 in 2005-2006), has the second largest number of
graduate students of the 14 departments that responded to the questionnaire. Holders of
the Sociology M.Phil. appear to find jobs in all sectors of the economy.

It is instructive that very few of the M.Phil. holders in Sociology, according to
departmental statistics, proceeded to the Ph.D. level. Economics had an average of

72 graduate students enrolled each year between 2000-2001 and 2005-2006, yet only
8% pursued the Ph.D., despite the fact that job prospects in economics have been good.
This implies that those jobs do not require advanced degrees beyond the Masters level.
In disciplines with good job prospects, it appears that those with an interest in obtaining
a Ph.D. tend to go to foreign universities through their own efforts. It is also possible
that the various departments, knowing their limitations, would not enrol students in

a Ph.D. programme unless they are certain of additional help from outside in the form
of a sandwich programme, for example. In disciplines with good job prospects, it
appears that those with an interest in obtaining a Ph.D. tend to go to foreign universities
through their own efforts.
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Faculty strength in some departments makes it difficult for them to run solid graduate
programmes. Of the 14 responding departments, three were particularly understaffed:
History and Mathematics, with 8 faculty members each; and Statistics with 7 full-time
and 4 part-time faculty. Mathematics actually suspended graduate study for some time
due to acute faculty shortage, only resuming in 2004-2005. This is a major challenge, as
the departments which most need graduate training to replenish their faculty are unable
to get it, precisely because of their small numbers!

Recommendations

1. Departments must conduct an urgent review of their graduate programmes
for relevance and breadth of core and elective courses, with assistance, as
necessary, from the leading universities abroad. Relevant courses must be
identified, even where there are no faculty members with the requisite
expertise currently at post. Larger academic units could provide the
correct milieu for the emergence of relevant programmes within which
departments could improve their graduate course offerings.

2. Departments must use visiting professorships and adjunct faculty to offer
an array of courses central to their disciplines and to make the research
aspects of their programmes attractive. Disciplines that are well-
represented outside the University, especially in applied fields — e.g., Law,
Business Administration, Economics, Statistics, Nutrition and Food
Science — should continue to draw on professionals as part-time faculty to
enrich offerings, especially at the graduate level, and to create an
important dialogue between theory and practice.

3. Departments should take advantage of sandwich programmes and other
external opportunities to train graduate students.

4. Senior faculty must avail themselves of funding opportunities to improve
their research and show interest in the career of junior faculty and
commitment to their training at the doctoral level by inviting them to be
part of their research programmes.

5. The University should improve funding for the support of graduate study
by sourcing for funds for research in areas that are strategic to the
maintenance of a full-fledged university and for national development.
Partnerships struck with industry for scholarships in fields of study linked
to key industrial sectors, which is already happening, should receive
a boost from the University through the formalisation of such
relationships through the Graduate School’s role in coordinating the
University’s activities in resource mobilisation.

6. For the Sciences and the Arts, which usually lead to teaching and research
careers central to the academic breadth of a university, both internal and
external funding must be sourced. Funds should be set aside for this
exercise specifically for the University’s own academic improvement. The
University would be acting as an employer sponsoring potential employees.
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7. The structure of graduate school administration needs to be rethought.
The mobilisation of resources for the research programmes of the School
of Research and Graduate Studies should be streamlined and regarded as
a major function of this School. This applies to internal resources from fee
paying and external resources through contract research or grants to the
University.

8. It is recommended that the research administration function continue and
be amplified through direct and more formal links with all units engaged
in research. The Dean of the School should source for funds for the work
of the School, which should be responsible for a well-resourced
University-wide research and teaching innovation fund.

9. Institutes and Centres such as ISSER and the Institute of African Studies
(14S) should infuse new synergy into graduate training through greater
engagement with the academic lives of departments, especially within the
larger academic unit of which they are a part.

10. Graduate students should be given credit for time spent attending seminars
and colloquia, whether at the department or at institutes and centres with
remit in their disciplines, so as to encourage them to build up a culture of
engaging in public academic exchange and discussion.

3.2.3.5 Examinations
Analysis and Conclusions

The Panel was impressed by the burden of examination marking that the University has
imposed upon itself as a result of the combination of over rapid expansion of student
numbers in Arts and Social Studies and the requirement of the modular structure for
marking at the end of each semester. This has many negative effects. First, there are
very long delays in marks being submitted. Students do not receive their marks from the
first semester before they complete the second semester which in turn cause delays in
graduating students. Graduation day for 2007 had to be postponed. Second, some
academic staff have impossible marking loads, which both reduces the quality of their
assessments of students’ work and takes time away from teaching preparation and
research. Third, it is difficult for the Academic Office to carry out its task of chasing up
late marks without creating friction between academic and administrative staff. All this
has a bad impact externally and internally. The image of the University has been
damaged in the eyes of students, their parents and the public whilst the staff suffer from
low morale.

In Section 3.2.3.3 (Recommendation 5), the Panel proposed that departments or
faculties that are unable to function properly under the course credit-system should be
allowed some flexibility, such as having examinations at the end of the year for subjects
that have not been properly modularised as is required in the course-credit system. Such
dispensations should be properly authorised. This provision should not be allowed to
delay the full implementation of the semester and course credit system across the
University but could provide much needed breathing space for hard-pressed
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departments. If the burden of examining is lessened there is a greater chance that the
examination processes can be improved.

The report of the Committee set up in 2005 to review the University’s examination
processes and make recommendations for reform was made available to the Panel, and
forms the basis of much of what follows. In a thorough review of the examination
process, the Committee looked at the various stages, the rules and regulations, the roles
and responsibilities of the different persons, the case for devolution or decentralisation,
the logistical and other support required for the security and integrity of the system
(space, equipment, use of technology, personnel motivation, etc.), ethical and
professional issues and examination malpractice. The general finding, as the Panel has
noted above, was that most of the challenges were associated with the combination of
(1) the rapid expansion of student numbers; and (ii) the adoption of a semester/course-
credit system for which examinations were required at the end of every semester,
instead of at the end of the calendar year, as in the term system. The Committee made
a series of recommendations, including the expected financial implications.

In addition to commenting on the problems posed by student numbers and the
inadequate preparation for the semester/course-credit system, the examinations review
Committee noted the multiplicity of stages and persons, within and outside the
Department, involved in the examination process. These include:

1. The setting of examination questions.

2. The handling of examination questions before, during and after
examinations, outside the Department.

3. The moderation of examination questions by departments and custody of
examination questions.

4. A quarantine system because of clashes in examination timetables.

Registration for examinations, as distinct from registration for courses.

Examinations in a university are an essential component of quality assurance, and
should be seen as such by all major stakeholders of the University: students, faculty and
staff. To ensure this, it is necessary to mainstream the concepts of quality assurance and
continuous quality assessment, as well as the importance of examinations to the
credibility and integrity of an educational institution. Once this is established, and can
be assured, the examination of a course in a course-credit system should be the
responsibility of the faculty member or members who taught that course and not that of
the department, faculty, or other unit of the University, whose responsibility should be
limited to collating grades towards the award of a degree.

Recommendations

1. The proposed in-depth study of the semester-course-credit system should
devote a section to examinations.

2. The Academic Quality Assurance Unit of the University should develop

projects, programmes, and courses to embed the concepts and the
importance of quality assurance and quality enhancement throughout the
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University community, as part of staff and student orientation, and
continuing staff development.

3. Faculty members must be given the full responsibility of assessing and
assigning grades for the courses they teach. Special training may be
required to make this effective.

3.2.4 Elements of Quality Assurance
Analysis and conclusions

Appropriate provisions for quality and acceptable standards, driven internally by a well-
defined system of quality assurance, are critical to the maintenance of quality in all
educational institutions. The Visitation Panel is therefore encouraged to learn that the
University has recently established an Academic Quality Assurance Unit to guide the
process. Initial discussion with the newly-appointed director, however, suggested that
several important aspects of quality assurance (e.g. curriculum, examinations, staff
training, teaching methodology, student development, etc.) have yet to receive adequate
attention. If that is, indeed, the case, the unit cannot be expected to function optimally,
meeting the multi-faceted requirements of the situation.

It is essential that quality assurance be treated as an overarching, cross-cutting issue,
driven by dedicated full-time professional and support staff. Special training will be
essential for such staff, as will membership of professional associations, which will
provide useful insights and networking opportunities. There are now regular
conferences on quality assurance in African higher education.

Until the University of Ghana is in a position to develop its own set of procedures for
the unit, different models might be explored. We learn that The University of the West
Indies is willing to provide technical support, as might be UNESCO, through its Section
for Reform, Innovation and Quality Assurance, and the Commonwealth of Learning.

The Panel emphasises that the effectiveness of many of its recommendations in this
report for improving academic performance will hinge, in part, on the coverage and

effectiveness of the Academic Quality Assurance Unit.

Recommendations

1. The University should move quickly to strengthen the Academic Quality
Assurance Unit by engaging adequate full-time professional and support
staff to run it. The number of professional staff should reflect the tasks of
the Unit, in particular, the number and frequency of disciplinary quality
assurance reviews to be conducted each year.

2. The Unit should be answerable to a new committee of Academic Board,
the Academic Quality Curriculum, Quality and Staff Development
Committee, established under the chairmanship of a Pro-Vice Chancellor
to oversee all matters related to the academic curriculum, approval of new
courses, development of policy in support of the Unit, and establishment of
a staff development programme for the academic staff.
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3. There should be periodic departmental reviews once every five years (seven
years for professional schools), preceded by departmental self-assessment
exercises and quality audits.

4. The Unit should facilitate and oversee the preparation of quality audits,
self-studies, QA reviews, surveys, staff training and development
initiatives.

5. The Unit will be expected to disseminate on a regular basis, matters related
to quality enhancement to the wider community and beyond. Annual exit
surveys should be conducted with the graduating class, and employer
surveys undertaken periodically.

33 INFRASTRUCTURE AND RESOURCES

3.3.1 The Financial Administrative System

Analysis and Conclusions

The Panel quickly realised that the financial administrative system was a major obstacle
to the smooth operation of the University and asked that it be reviewed more fully by
finance specialists. The University acted on this request and the Report of the

Investigating Team, which is reproduced in full in the box below, is an integral part of
our Report.

Investigation into the Financial Administrative System
Report of the Investigating Team

Introduction

1. The investigation into the financial administrative system at the University of
Ghana was commissioned as part of the work of the Visitation Panel set up by
the University in 2007. The investigating team’s terms of reference and
membership were set out by the Vice-Chancellor in his letter to Mr. Hunt of
August 23, 2007 (attached at Annex 9.1). The phrase “investigating team” in
this report means the three people: Mr. James Hunt, Mr. John Klinogo and
Mr. T.V. Mensah.

2. The team visited the University for five days, in the period September 26 to
October 2, and discussed the issues with a variety of people inside and outside
the University. The list is attached at Annex 9.2. The University has a wide
variety of organisational units, including Colleges, Faculties, Schools,
Institutes, Centres, Departments and non-academic units including
Administration, Library, Halls and others. The phrase “Faculties and units” is

58



used in this report as the collective description of them all, and the phrase
“Deans and Heads” for the senior managers of those Faculties and units.

The team was much assisted by the frank and open views offered by the people
it met, and by the Visitation Secretariat. Thanks are given to all these for their
help.

Overview of Findings of the Investigation

4.

The team’s view is that the financial administrative system at the University of
Ghana is in a very bad state, is not providing anything approaching the services
needed by the University, and needs radical change.

The main problems at present include:

(a) Serious hindrance to the work of many of the Faculties and other units of
the University, damaging its teaching, research and the student experience,
through inappropriate procedures and controls.

(b) Poor budgeting, reporting and accounting, both internally and externally,
so the financial position of the University is poorly understood at all
levels, making good decision-making very difficult.

(¢) Poor communication by the Finance Office with staff in Faculties and
other units, making solving of problems very difficult.

(d) Tolerance of inefficient, costly and risky financial administrative
arrangements, including a multiplicity of bank accounts, and an
incomplete implementation of the ITS financial software, making poor use
of the resources available.

(e) Lack of treasury management and the accumulation of pockets of money
in idle bank accounts running to many billions of cedis.

(f) Lack of medium and long-term plans for the University.

It was a notable feature of the investigation that the Finance Office had no
respect or trust among any of those outside the Office who were interviewed.
Those most satisfied with the present position were those who had the least
dealings with the Finance Office, who had made other arrangements.

The investigation uncovered little positive to be said about the financial
administrative system of the University. Perhaps the main good points were that
the University has been put in recent years into a satisfactory or even good
financial position (as far as can be assessed without recent accounts) and that
the Finance Office staff appear to work hard. However, these are not enough to
change the overall verdict.

The investigating team have a large number of recommendations for change,
listed in the sections which follow. However, some key aspects many be
summarised as:

(a) The Finance Office needs new leadership as soon as possible. The current
direction of the Office’s work is wrong. Without new leadership, it will be
difficult for any big improvement to be achieved. The team are very
doubtful that the current Finance Director can provide the necessary new
leadership, if the rest of this report is accepted.
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(b) The ITS financial software can be made to serve the University’s needs,
probably serve them well, so should be retained. The issue is mainly that
implementation has been very slow, and is damagingly unfinished. The
completion of the implementation of ITS needs a focussed, team effort by
the University under close monitoring by senior management and Council.
There will be a cost, but major benefits are within reach.

(c) Budgeting, reporting and accounting by the Finance Office have to be
transformed by new practices, so that the University’s financial position
and prospects are understood at all levels of management.

Details and Recommendations

0.

The investigation has looked into a number of aspects of the financial
administrative system, and reports on them in detail as set out in the following
sections.

Structure and Leadership of the Finance Office

10.

11.

12.

13.

The Finance Office is currently structured as set out in Annex 9.3, with the
staffing listed in Annex 9.4. The investigating team has no major concerns over
the organisation of the Office, although it would expect any new Finance
Director appointed in due course to want to review that in the light of
circumstances at the time. The most significant lack is that the Finance Office
staff based centrally, do not have a “link officer” role to liaise with relevant
staff in Faculties and units, on a day-to-day basis. Such a role would be very
valuable. The investigating team notes that the staffing is over 100 persons
which seems large, but the time to re-examine that would be after the ITS
financial software implementation has been completed and new processes are
put in place.

The investigating team’s concern is that the Office does not provide anything
approaching the service needed by the University. It is very widely seen as
secretive, unhelpful and damaging to the University. The remainder of this
report is concerned with the changes necessary, covering most aspects of the
Office’s work. This situation has arisen under the leadership of the present
Finance Director, who has been in post for some 11 years. He must take much
of the responsibility, and those outside the Office who were interviewed
certainly thought so. When asked, the Finance Director told the investigating
team that the financial administrative system was all satisfactory, apart from
problems with the ITS. He showed little awareness of the issues seen by others,
and reacted defensively when they were put to him.

It is the investigating team’s view that new leadership of the Finance Office is
essential, at an early date, and that it is very doubtful that the present Finance
Director can provide it.

The investigating team examined the duties of the Director of Finance as set out
in the University statutes (Annex 9.5) and considers that the duties do not
properly reflect the requirements which a modern Finance Director should
meet, especially in regard to management reporting to the University,
participating in strategic and financial planning, involvement in IT
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14.

15.

developments to support financial administration, team working with senior
colleagues in other administrative units, and leadership of the Finance Office.

The team considers the duties and the personal qualities needed should be
updated before any new appointment is made, and is ready to advise further
when necessary.

The investigating team is aware of the Visitation Panel’s consideration of the
reporting line of the Finance Director, to the VC or the Registrar. The team’s
view is that whatever arrangements are made, the Finance Director must both
be closely integrated into the senior administrative team across the University,
and also be in a position to offer direct professional advice on financial matters
to the Vice-Chancellor and Council when appropriate. A variety of reporting
arrangements can make this possible.

Recommendations

(a) The Finance Office should have new leadership at an early date. This
is very likely to involve the recruitment of a new Finance Director.

(c) The job particulars and the person specification for the Finance
Director should be updated before recruitment of a new person
begins.

(d) The reporting line for the Finance Director must meet the
requirements set out in para 14.

(e) The Finance Office should develop a system for closer day-to-day
liaison with Faculties and units, perhaps utilising a “link officer”
system.

The ITS Financial Software

16.

17.

The University has partially implemented ITS, which is intended to provide an
integrated system for handling many of the University’s administrative
functions. The main elements implemented so far cover central financial
functions and parts of the student records requirements. Work on implementing
other parts of the system, such as rolling out finance and student records to
Faculties and s, and payroll and procurement modules, seems to be proceeding
very slowly, or to have stopped. In the circumstances, a number of Faculties
and units have continued to use their own, separate, financial systems for their
purposes, and some old systems, for example payroll, are still used centrally.

There are varying views as to whether the decision to implement ITS was

a good one, and whether it can ever be made to work successfully for the
University of Ghana. The investigating team spent considerable time exploring
these issues. It was noted that ITS is used successfully in a substantial number
of universities outside Ghana, and that those inside the University who were
closest to its workings thought well of it.
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18.

19.

20.

21.

The investigating team believes that the decision to seek an integrated IT
solution for the University’s administration was strategically correct and that
there are good prospects of the ITS working well in due course. The
investigating team concluded that the problem at present is the failure to finish
implementation, not the system. The implementation needs a focussed, high-
level push to overcome various obstacles which have arisen, including
weaknesses in the campus network in some places, the unwillingness of some
staff to accept the need for change, and the lack of communication between
certain administrative officers, making resolution of some policy and process
matters impossible. The investigating team believes that a re-energised
programme of implementation could see substantial completion within 12
months.

Recommendations

(a) The ITS system should be retained, and the University should re-
affirm its commitment to implementation.

(b) The Council should establish a special task group, reporting regularly
to Council, with senior external membership added to Council
membership, to drive forward the remaining stages of implementation,
and ensure that remaining obstacles are removed.

(¢) This task group would oversee and monitor the work of an officer team
from the relevant units, who would be charged with delivering an
agreed programme of implementation. The officer team would need to
be chaired by a senior administrator, perhaps the Registrar.

(d) The first priorities should be to:

¢ Roll out to Deans of Faculties and Heads of Units the currently
implemented elements of finance and student records, so they can
have access to central information.

e Train the Deans and Heads, and their relevant support staff, in
using relevant parts of ITS (see also the recommendation on
standard reports which follows later).

e Complete the implementation of student records.

e Implement the payroll module of ITS, and cease use of the old
payroll system, resolving as necessary any Human Resources
processes for contract/temporary staff.

e Give a presentation on ITS to Hall Managers, so that a new
decision can be made about ITS adoption for Hall financial
administration.

All these changes should be funded centrally, not by Faculties and units.
It is also recommended that the procurement module of ITS not be
implemented in the short term, given the need to improve the procurement

function first, as described later.

To enable the recommendations in 19, it will be necessary for the
University network to be strengthened, and appropriate security
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arrangements to be made to allow devolved use of ITS as intended. The
current programme of network investment may need to be amended or
accelerated for the purpose.

Accounting and Financial Reporting

22. The investigating team looked at the accounting performance of the University,
and enquired about the flow of financial management information within the
University, both to Faculties and units, and to Council. The position was found
to be highly unsatisfactory.

23. The last set of audited, published accounts was for the year to December 31,
2004. The 2005 accounts are some two years behind the required timetable. The
external auditor informed the investigating team that a bank reconciliation issue
concerning about cedi2 billion had been unresolved for several months. (This
was very soon afterwards resolved when Mr. John Klinogo facilitated a meeting
on the matter, which indicated poor communication between the Finance Office
and the external auditor). The external auditor also reported that the Auditor
General of the Government of Ghana had expressed concern about the lateness
of the University’s accounts.

24. On a more technical level, the investigating team were concerned to note that
the accounts do not consolidate all Faculties and units, so the University’s
overall financial position is not declared, (although the autonomous units have
some separate reporting requirements to their funding bodies). The accounts
format also excludes fixed assets, and provides only limited background
information and analysis of the year, which features are contrary to modern
accounting and reporting standards.

25. Regarding internal management information for the University, the
investigating team found much less than it would expect by way of regular
reports to Council, and almost nothing useful for Heads of Faculties and Units.
All those interviewed expressed dissatisfaction with the material provided.

26. The Finance Director’s view was that the accounts were in the approved
format, and the problems of delay were caused by the ITS financial software,
which had slowed the Office’s work down, but he showed little sign of being
proactive in seeking solutions. His Deputies considered that the formal
accounts process would be back to normal in 2008. There were no clear plans
to improve management information.

27. Recommendations

(a) The Finance Office must give high priority to completing the 2005 and
2006 accounts, including completion of the audit.

(b) The Finance Office should be required to propose improvements to
the accounts, within the accounting requirements which may apply
from Government, on:

e Consolidation (even as a memo report to Council).
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e Inclusion of fixed assets, and capital grants.
e Analysis and review of the year.

(¢) The Finance Office should be required to produce for Finance
Committee and Council new financial management reports on the
position during each year, such reports probably to be quarterly,
covering Income and Expenditure, and cash and investments.

(d) The Finance Office should be required to produce, in consultation
with Faculties and units, a suite of standard reports on Faculty and
unit finances, to help Deans and Heads. These reports should be on-
line on ITS when that is rolled out, and should be produced on paper
in the meanwhile.

(e) The reports under (c) and (d) should show approved budgets, actuals
to date, variances with their explanations and corrective actions. The
reports to Finance Committee and Council should include the Finance
Office’s latest estimates of the outturn for the year for the University,
based on discussions with budget holders as appropriate.

Improvements to Financial Processes

28.

29.

The investigating team were presented with views on several financial
processes which were reported to be slow or inefficient. It made detailed
enquiries into the following aspects, summarised below.

the Finance Office and the Estimates Committee help the University prepare its
proposals for Government, but do not result in clear budgets for Faculties and
units. A particular aspect of this is that AFUF is not clearly dealt with, at least
so far as Deans and Heads of Units are concerned. Faculties and units believe
that their approved budgets are never notified to them in a fashion they can
understand, and are unrelated to their submissions to the budget process, which
they see as having no purpose. They believe their spending is limited by the
cheques periodically released by the Finance Office into their local bank
accounts. This makes spending on their activities impossible to plan properly.

30. Recommendations

(a) The budget process for Faculties and units should be revised so that it
produces budgets before the start of the year for Deans and Heads of
Units to use. The figures should include all resources to be provided to
the Faculty/Unit, except items controlled centrally such as
pay/emoluments. To the extent that estimates have to be made of
uncertain items such as student enrolments and AFUF income, the
figures for the budget should be provisional, with a mid-year
adjustment to actual levels. Deans and Heads of Units would need to
take steps to manage such adjustments, with advice from the Finance
Office.
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31.

32.

33.

34.

3s.

(b) The budgets should be clearly notified to Deans and Heads of Units,
and they should be authorised, subject to the University’s controls on
payments and procurement, to spend those budgets. The Finance
Office should be required to provide cash to the local bank accounts to
make spending of the budgets in that fashion possible, and to manage
the annual cash flow cycle for the University centrally.

subjects than others, but the differential is only about 20% or perhaps 30% if
the benefit of the AFUF pool held centrally is released to them. There is some
evidence that this allocation is not sufficient for laboratory subjects, and it
certainly is a smaller differential than in England, where the costs of science
teaching is measured as approximately 1.7 times non-science.

There is another issue, whereby the rules on what costs Faculties are required to
meet from their budgets/AFUF allocations are not entirely clear, especially in

regard to building maintenance and minor works.

Recommendations

(a) The AFUF allocation rules should be reviewed, and a simple initial
costing study should be commissioned for the purpose. The outcome of
this would inform better the budget for science subjects, and AFUF
allowances.

(b) The rules on what spending should be funded centrally, and what
funded by Faculties from AFUF (and other) allocations, should be
clarified and published.

goods or services bought by a Dean goes from the Dean to the Finance Director
to a Deputy FD (in some cases) to Accounts Payable to Internal Audit (who do
100% checks) to the Cash Office to the Finance Director or Deputy Finance
Director to the Cash Office, and then a cheque goes to the supplier. This is

a very time-consuming and costly process. There are merits in tight control, but
the controls appear too intense, and payment delays are reported to be frequent.
The University does not use electronic payments, which are starting to become
available.

Recommendations

(a) The current controls should be simplified so that:

e The requests for payment from Deans go straight to a Deputy FD,
not to the Finance Director, unless they exceed the threshold figure
currently used.

¢ Internal Audit checking should be reduced from 100% to
a sample, perhaps 50% for 6 months, and then if that is successful,
a 10% sample, both plus 100% of payments over a threshold
figure.
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36.

37.

38.

39.

e Cheques should go for signature straight to a Deputy Finance
Director, with the Finance Director signing personally only over
a threshold figure.

(b) The Finance Office should begin investigation of the possibility of using
electronic payments, although this may be complicated by the number
of bank accounts and have to await rationalisation of those as
proposed below.

the Ghanaian procurement law, and the arrangements made by the Procurement
and Stores Unit for complying with it. The team noted the challenge involved in
preparing annual procurement plans given the variability of external and project
funding coming to the University. It was noted that the Procurement Office, and
staff in Faculties and units, were still learning how to meet the requirements,
and that the Procurement Unit was undertaking training of staff affected. The
investigating team felt the Procurement Unit was approaching their task in

a sensible and professional way, but needed more resources. They also felt that
staff in Faculties and Units needed to be more committed in some cases to
understanding and helping meet the law’s requirements.

Recommendation

The Procurement and Stores Unit should be provided with additional staff
and resources to help undertake its tasks, and to allow it to intensify
training of and advice to staff in Faculties and units. The extra resources
will be dependent partly on some possible amendments to the law’s
requirements, but could be some 3-4 extra staff.

team was aware of the Visitation Panel’s interest in the matter. The current
position is that the University runs a large number of accounts, across a variety
of banks, because most if not all Faculties and units have their own set of bank
accounts in addition to those run centrally.

This is inherently undesirable, since the large number of accounts creates
complexity, especially for accounting, high cost, with many more charges than
otherwise necessary for conducting banking transactions, and control risks
arising from the larger number of people with some authority over money held
in University bank accounts. The other major issue is potential loss of
investment income which the University can earn on any cash balances. The
investigating team heard that the Finance Director has arranged pooling with
some banks for some bank accounts, to gather money together for investment,
and that some Faculties and units arrange for interest to be earned on some of
their balances, but it is very likely that much better investment income could be
earned than at present if there were fewer bank accounts and more active
treasury management. From the point of view of Deans and Heads, the
advantage of fewer bank accounts would be a reduction in local administrative
tasks and indirectly, more efficiency in processing of income and payments.
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40.

41.

42.

On the other hand, the present situation of many bank accounts is not without
some purpose. For one thing, some external funding bodies to the University
require separate bank accounts to be kept for projects or activities they fund.

A second factor is that Faculties and units have found that their own bank
accounts give them greater control over their funds and their spending than if
they rely on the central bank accounts controlled by the Finance Office. It is
their way of keeping their activities going. Given the generally poor
performance of the Finance Office in budgeting, reporting, and making
payments, this is an understandable view. It is the investigation team’s opinion
that immediate closure of Faculty and unit bank accounts, and centralisation of
banking activities, would be damaging to the University, until such time as the
Finance Office and the rest of the financial administrative system has been
made to work properly, and some proper relationships and trust between the
Finance Office and Faculties/Units has been re-established. The investigating
team found wide acceptance of this, and of the benefits of eventual
centralisation, among those interviewed.

Recommendation

Given the problems with the financial administrative system at present,
Faculty and unit bank accounts should not be closed at present. The
current, admittedly unsatisfactory arrangements of multiple bank
accounts should continue, until the other improvements recommended in
this Report have been substantially achieved. At that point, Faculty and
unit bank accounts should be closed except where required to meet
external requirements.

The larger issue of treasury management overall is discussed later in this
Report.

Strategic and Policy Issues

43.

44.

The investigating team was disappointed to find no medium or long term
financial planning being done and no financial strategy for the University. This
seems a serious lack. It is understood that large variations in Government
funding and student numbers, have happened in the past, and could happen in
the future, but some planning even in the presence of large uncertainties should
be useful. The Visitation Panel make recommendations on this which the
investigating team support. As regards financial strategy, the University under
current financial administrative arrangements is rapidly accumulating cash and
investments, without any sense of what level of those is desirable and what
should be released for spending.

The investigating team do not regard the Finance Office as solely responsible
for those missing elements, but feel that the changes required in the Finance
Office must include the creation of skills and capacity to enable it to play a full
part in strategy and policy development. The Finance Office should in
particular be playing a leading role in drawing up policies for treasury
management (i.e. the proper use and control of cash, investments and
borrowings) and supporting the Vice-Chancellor and the Senior Management
Team in doing medium term planning.
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45. Recommendations

(a) The Finance Office should be required to draw up a full treasury
management policy for the University, for approval by Finance
Committee and Council.

(b) To support treasury management, the University should appoint in
the Finance Office a senior member of staff to be responsible on a day-
to-day basis for treasury management, including management of cash
and investments, and links with the banks. If a person with
appropriate skills is not in place already, then a new appointment
should be made.

(c) As set out in the earlier discussion of the role of the Finance Director,
any new appointment to that post should be partly based on the
capability to contribute strongly to University strategic and financial
planning.

Audit Arrangements

46.

47.

48.

49.

50.

The investigating team met both the internal and external auditors, and has
serious concerns about both. The weaknesses of audit arrangements have
possibly contributed to the problems described in this report.

Internal audit has a staff of some 23, as shown in Annex 9.6. The duties of
internal audit are set out in the Statutes, attached at Annex 9.7. The number of
staff is large by standards in England. A substantial proportion of the staff,
around one third, are involved in pre-audit checking of payments, or voucher-
ticking, on a 100% sample basis. This does not seem a good use of staff
resources, and is at variance with good audit practice, which focuses largely on
reviews of systems and controls, with rolling programmes of work covering all
the University’s activities on a risk-based analysis.

The external auditor supported the investigating team’s doubts about internal
audit, saying his work was unable to place any significant reliance on the work
of internal audit.

The investigating team did not have time to examine the details of internal audit
in great depth, but does propose a process to begin major change in the future.

As regards external audit, the investigating team was told that the University’s
external auditor is appointed by the Government. The present audit firm, Osei
Kwabana Associates, was appointed in 2004. The firm has some 24 staff, of
whom three are currently fully professionally qualified. It became clear to the
investigating team that while Osei Kwabana take their responsibilities
seriously, the audit of the University of Ghana is very challenging to them,
stretching their staffing and knowledge to the limit. The University is their only
current higher education client, so the opportunity for sectoral knowledge and
good practice to be available to the University is very limited. The University
would be better served by a much bigger audit firm, with stronger higher
education involvement.
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51. Recommendations

(a) The University should change its internal audit function from one
largely concerned with transaction checking, to one based on review
and development of systems and controls.

(b) The Acting Director of Audit, or a new Director if an appointment is
intended, should be required to propose to Audit Committee and
Council the arrangements needed to achieve (a) above. The Director
should take further advice as necessary from external audit, and from
audit associations, to assist with this task. A change to the Statute on
internal audit is likely to be needed.

(¢) The University should discuss with the Government the strengthening
of its external audit, from the 2007 accounts onwards, by the
appointment of an audit firm with greater capacity and university
sector knowledge than at present. This should be a large professional
firm preferably with other university clients, and with international
links.

Longer Term Objectives

52. The above recommendations if successfully implemented should provide
a financial administrative system capable of meeting the routine day-to-day
needs of the University of Ghana. The investigating team believe, however, that
in the longer term, the finance function can and should add further value to the
University if certain other capabilities are added, and duties placed on the
Finance Office. They are not proposed for immediate action, but any new
Finance Director should be expected to build them into a plan for the
development of the Finance Office in the medium term, to support
developments in the University’s strategy which are understood to be under
consideration. The main areas are:

(a) Performance Measurement and Benchmarking. There is little comparative
analysis of the University of Ghana compared with other universities, or
good practice in other sectors. Some capability for this sort of analysis can

lead to action on improving value for money.
(b) Income generation from trading / commercial activities. The University

has some income generated by its Enterprise units and halls of residence.
These are by their nature partly commercial. There may be other new
activities planned in future. As they develop and grow, these activities
need financial advice and management of a quasi-commercial nature, and
the skills available in the Finance Office need to be broadened to provide

proper support.
(c) Costing. The investigating team heard that externally funded projects are

charged an overhead in many cases, to reflect central costs, of up to 15%
of income. The arrangements did not seem to be causing many concerns,
so there is less urgency to develop policy than on other financial

administrative matters. However, the figure seems low and the discipline
of costing can be very useful in helping internal resource distribution and

pricing. The introduction of some costing expertise is a matter to be
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recommended for the medium term (apart from the urgent special case of
AFUF allocations, where a short term review is recommended above).

53. Recommendation

In the medium term, the Finance Office should look to strengthen its skills
and broaden its activities to provide the University with additional services
in performance measurement and benchmarking, income generation from
trading/commercial activities and costing.

College of Health Sciences

54. The investigating team heard from the Provost of the College of Health
Sciences and his colleagues about problems inside the College of financial
administration, especially the lack of many central financial functions within
the College. The constituent Schools and Departments were substantially
autonomous from the College, mirroring in some ways the issues described in
this report for the University overall.

55. The investigating team also heard from the Dean of the Business School about
arrangements for financial administration inside the School, where there was
more centralisation.

56. The investigating team believe that the extent of financial devolution inside the
College of Health Sciences is too great, and is somewhat costly and time-
consuming. The College may be able to re-model its financial administrative
organisation to better effect by considering the recommendations in this report,
and applying them to the College. The College may also find it useful to study
the arrangements in the Business School.

57. Recommendation

The College of Health Sciences should re-examine its internal financial
administrative structure in the light of this report’s general University-
wide proposals, and the experience of the Business School.

Committee Structures

58. The investigating team is aware that other members of the Visitation Panel are
examining Committee structures. However, it is the team’s view that the
problems of the financial administrative structure might have been identified
and tackled earlier, and will certainly be more likely to be avoided in the future,
if the University has more accountability by the Finance Director and the
Director of Audit to strengthen Council committees with expert outside
members. This means that a strong Finance Committee and Audit Committee
are highly desirable, along the lines being discussed by the Visitation Panel at
the time of the investigating team’s work.
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59. Recommendation

The University should ensure that the financial administrative system is
held accountable by reformulated and strong Council committees, being a
Finance Committee and an Audit Committee.

Timescales

60. The investigating team was asked to suggest timescales for implementation of
its recommendations. Some matters arise mainly or partly from proposals by
the Visitation Panel, but the investigating team would recommend the
following:

(a) Within 3 months of this report

Completion of 2005 and 2006 accounts, including completion of the
audit (para 27 (a)).

Updating job and person specification for the Director of Finance
(para 15 (b)).

Setting up of a Council task group and officer team to drive
implementation of ITS (para 19 (b) and (c)).

(b) Within 6 months of this report

Recruitment of the Director of Finance (para 15 (a) and para 45 (c)).
AFUF costing and allocation review, with clarified rules (para 33).

Simplification of processes and reduction in pre-audit checks on
payments (para 35 (a)).

Determination of reporting lines of Director of Finance (para 15 (¢)).

(¢) Within 12 months of this report

Implementation of remaining modules and rolling out of ITS (except
Procurement) (para 19 (d) and para 21).

Preparation of consolidated accounts, improvements to the accounts
format, and new financial management reports for Finance Committee
and Council, and to Faculties and units (para 27 (b) to (e)).
Improvements to budget process, and procurement process (paras 30
and 37).

Proposals for changing the internal audit function and appointment of
new Head if relevant (para 51 (a) and (b)).

External Audit discussions with Government on strengthening the
activity (para 51 (c)).

Development of day-to-day liaison with faculties and units by Finance
Office (para 15 (d)).

Rationalisation of bank accounts to have started (para 41).
Development of a full treasury management policy, and appointment
of a senior officer to be responsible for treasury management (para 45
(a) and (b)).

Strategic financial plans/policies to have commenced (paras 43 to 45).
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e College of Health Sciences re-examines its internal financial and
administrative structure (para 57).

(d) Within 24 months of this report

¢ Finance Office to strengthen skills and broaden outlook, with financial
performance and benchmarking, and costing expertise (para 53).

e Staffing support to commercial activities to be strengthened
(para 53).

¢ Financial administrative system to be held accountable by
reformulated and strong Council Committees (para 59).

e Installation of Procurement Module to ITS (para 20).
e Rationalisation of bank accounts to be completed (para 41).

Conclusion

61. The investigating team have concluded their investigations, and have reached
their views with unanimity, as described above. They believe and hope that
their proposals when implemented will make a really significant difference to
the University’s operations and success. They have felt it necessary to make
recommendations for change, sometimes radical, in most of the financial
administrative system. They wish the University well in implementation, and
would be available for consultations or assistance if the University needs
further help from external sources.

H.J. Hunt
J. Klinogo
T.V. Mensah

October 2007

3.3.2 ICT and Management Information Systems (ICT-MIS)
Analysis and Conclusions

Preliminary ICT is in place. Nevertheless, it is grossly inadequate for the present and
envisaged scale of operation. There is no ubiquitous connectivity on campus and at
many places outdated technology of dial-up is still used for access to the internet. More
important is the lack of an efficient Intranet.

An ICT strategy had been prepared by the ICT Directorate but is yet to be accepted (this
was prepared almost two years ago). The current situation is that the strategy needs
a review and up-grading because ICT technology has moved ahead in the last two years.

The University should put the emphasis on wireless access since this is more efficient
and affordable.

The resources allocated for creating a 21 century ICT infrastructure appear to be
seriously inadequate. Appropriate servers and back up servers for efficient exploitation
of limited bandwidth are similarly insufficient.
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The Management Information System (MIS) is inadequate. Currently, MIS and ICT are
separate entities which need to be integrated for efficiency. Moreover, what little is
there is not effectively utilised by the University community.

Recommendations

1. There is a need to update and modernise the existing ICT strategy.

2. The Management of MIS and ICT Directorates should be integrated and
their equipment made compatible.

3. Laying of an extensive fibre optic backbone to cater for Intranet service is
also necessary.

4. The external (bandwidth) BW should be increased for faster Internet
access.

5. Extensive use of wireless technology should be made to leapfrog the use of
ICT over the barrier of inadequate wired infrastructure and the lack of
smart buildings.

6. The Intranet should be immediately upgraded for University operations at
all levels (administration, finance, student grades, registration, library
usage, teaching, etc.).

7. Usage of stationery should be reduced and money saved by exploiting
Intranet and e-meetings.

8. ICT staff need to be trained for effective ICT management.

9. Manpower (faculty, administrative staff, and academic staff) should also
receive training in the use of ICT.

10. ICT facilities should be provided to members of staff. This helps to reduce

cost and by phasing out secretaries, reduces the salary bill.

3.3.3 Balme Library

Analysis and Conclusions

The Panel was told that the Balme Library had over 300,000 books in the stacks. The
library was built initially to seat 500 students but is now insufficient for the number of
students. Space is a major constraint with as many as 1000 students being in the Library
at any given time. Reading space is particularly inadequate during examinations, when
large numbers of students often queue up before the library opens.

Two new extensions to the Library are under construction but the consensus is that
library space will still be inadequate for the number of students in the University.
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The University had plans to purchase two core titles for each course but this has yet to
be implemented.

Most of the new additions to the titles already in the Library are gifts which have to be
sifted through so that useful titles can be added to the collection. Very often the books
donated are not what the Library wants or needs. The time consuming work of sorting
through these gifts puts Library staff under further stress.

The use of departmental lists was stopped 10 years ago but revived in the 2006/2007
session. As far as journals are concerned, a number of on-line journals are paid for by
donor agencies. Journal subscriptions are generally affected by lack of funding. We
were unable to gather information on how extensively the existing e-journals were
being used.

The current challenges to the Library include difficulties with payment for on-line
subscriptions, maintenance of software, continuing professional development of staff,
inadequate staff particularly in the area of book conservation, loss of books (partly
because the security staff posted to the Library are not under the control of the Library),
a slow and inefficient inter-library document delivery system and high postage costs.
Often the postage for inter-library transfers costs more than the books.

A University-wide library system is yet to be implemented, although many
units/faculties/departments within the University have individual collections and their
own staff. Consequently, the Balme Library has no control over these unit libraries,
which results in duplication of resources. The hope is that with the digitisation and
automation of cataloguing that are in progress, all departmental stocks would be
captured.

Our overall findings indicate that the Library is in poor shape and the collection of
books in the Library is inadequate for the scale at which the University operates and
would like to operate. The Panel believes that the University Library requires

a complete paradigm shift in its operations away from the current emphasis on books
and towards e-books and online data access.

This would facilitate e-supported interactive learning — which goes well beyond
distance learning. Such a paradigm shift should ensure that access to e-books and online
data could be had anywhere on the campus, thus alleviating the space problem within
the Library.

Recommendations

1. The University Library should make a major paradigm shift by moving its
focus of operation from books to e-books and online data access. Facilities
Jor these should be available University-wide since this will help to
alleviate the space problem within the Library.

2. There is need for a higher allocation of resources to the Library than
currently.
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3. Efficient library resources access via the Intranet (in conjunction with
ICT) is also urgently required.

4. The operations of all the unit libraries should be integrated with the Balme
Library, so as to avoid duplication and enhance efficiency.

5. Library staff should undergo continuous training, particularly in the use
of e-learning.

3.3.4 Human Resources
Analysis and Conclusions

The University of Ghana as an organisation does not have an up-to-date Staff
Establishment; and most of the schedules of duties (job descriptions) are also out of date
for staff at all levels. Performance management has therefore been compromised.
Appointments and promotions have been decided haphazardly without the guidance of
an approved Staff Establishment.

A process of review began in the 2005/06 academic year with the setting up of the
University Manpower Audit and its preliminary report was made available to the Panel.
Meanwhile the University can have little idea of whether it is over or understaffed in
particular categories. It is imperative to complete the Manpower Audit by July 2008 so
that the University can get a grip on staffing costs, an important budgetary item.

Personnel management in the University is primarily handled by academic and
professional staff whose primary work role is not in administration. Heads of
departments, directors of academic and professional directorates and deans of faculties
are therefore compelled to spend 50-60% of their time taking human resource decisions
without much training in human resource management.

A look at the Staff Establishment showed that 75% of the human resources of the
University are support staff and most of their functions are not directly related to the
core business of the University. This obviously does not allow the University to allocate
more resources to the teaching and research which are its primary functions. Most of the
money available is spent on salaries. The Panel was told that the tendency to
overstaffing on the non-academic side began when the University was created far away
from Accra and had to run its own municipal services. However, now that the city has
expanded towards the campus many services could be outsourced.

The Panel also noted that in the past there was little incentive to manage the non-
academic staff salary budget because any savings from retrenchment accrued to the

Government rather than the University.

Recommendations

1. We recommend that the Human Resource and Organisational
Development Directorate (HRODD) develops a strategy that will train
heads of units to enable them participate fully in:
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(a) Developing schedules of duties (job descriptions) with well-defined
work roles and clear-cut tasks for staff in their units.

(b) Developing a Staff Establishment as a framework for appointments
and promotions.

(c¢) Drawing up induction and orientation programmes for newly
appointed staff.

(d) Managing the performance of their staff with clear commendation

and leave systems and determining training and development needs of
their staff.

2. The Manpower Audit now underway should be completed by July 2008.
The ultimate aim of the University should be to have an efficient, cost-
effective, slim personnel force equipped with modern facilities to perform
their duties.

3. The University should negotiate with the Government the possibility of
outsourcing some non-core services such as waste disposal, office
cleaning, grounds and security, on the expectations that the savings made
in the salaries and benefits of these staff will outweigh the costs of
severance.

4. The Government should make such savings available to the University to
fund the expansion and modernisation of areas like the ICT, quality
assurance, science laboratories, teaching aids etc.

3.3.5 Water, Electricity and Sewerage
Analysis and Conclusions

Since the University budget does not contain allocations for payment for electricity and
water consumption, there is a mistaken belief that the University does not pay for them.
Members of the University community have little motivation to reduce water and
electricity consumption since they believe that these utilities are supplied free to the
institution by the Government. In reality the University does pay for these utilities, but
the amount is deducted at source as a bulk sum by the Government.

Secondly, new building developments in the University are planned and executed
without due consideration for water and electricity supply. Reports from the Physical
Development and Municipal Services Directorate indicate that these utilities are already
stretched to the limit. Water is in short supply and according to its Director:

“the University’s one million gallon-capacity reservoir actually receives
less than planned. On an average 900,000 gallons are delivered over

3 days of a week. The neighbouring township to the east of the campus, by
default, also draws water from this reservoir. With the present student and
staff population at 30,000, water that is available per person per day has
been estimated at 14 litres per day or 3.8 gallons per person per day”.

Against this, it should be noted that the average daily allocation of water per person in
Africa is 47 litres. During its visits to departments, the Library, halls and other parts of
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the campus, the Panel could see that there is general water shortage. This situation is
particularly unsatisfactory for science laboratories since a continuous flow of water is
required for experiments.

On electricity, it has been reported that “a recent load monitoring exercise showed that
11 sub-stations are over-loaded”. To ameliorate the situation, the Physical Development
and Municipal Services Directorate planned to upgrade some of the substations but,
more worryingly, to replace some of the overloaded transformers by transferring
transformers from other parts of the campus. We were informed that some of these
replacement transformers are already very old.

On sewage, the system is “presently not functioning” although “an African
Development Bank loan facility has been secured by the City Authority to rescue the
system”. The report also went on to say that “the primary sedimentation tank is capable
of serving 6,800 people”. The original design made provision for two more units. This
is inadequate. At least four similar units will be required for the current population.

Recommendations

1. An infrastructural master plan has become mandatory to guide future
developments.

2. Expansion of sewerage, water and electricity infrastructure and an
increase in supply of water and electricity is urgently required.

3. The University must adopt effective measures to conserve water and
electricity, not only to reduce costs but also to make sure that the amount
available is effectively utilised. Some have suggested the harvesting of
water during the rainy season. The University may wish to look into this as
part of conservation of available water.

4. An energy audit should be carried out periodically as part of a wider
environmental audit.

5. New building developments must not commence without a thorough
examination of the availability of water, electricity supply and sewage
disposal.

6. For future developments, the University must, at the time the projects are
conceived, ensure that infrastructural facilities are able to support the
projects and must therefore be part of project design. This is particularly
important for construction of new halls and hostels.

3.3.6  Security

Analysis and Conclusions

The Security unit is headed by an experienced man who used to work in the Central
Investigating Department (CID) of the police. The following problems were identified:
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8.

The campus is very porous. Criminals can easily come into campus and
escape at will. Fencing the whole 3,188 acres of land is not realistic but there
should be more fencing in the core built up areas of 650 acres.

The street lighting needs to be improved considerably, as the large, dark
areas constitute a problem in crime-control.

The security staff lack training in security duties. Hence they are not as
effective as they should be.

They also need to be trained on student psychology and how to handle
students’ problems without recourse to heavy handedness.

Moreover, some of them do not have the required equipment. Some have no
boots, batons, or raincoats, while the department is short of vehicles and
communication facilities.

The remuneration of the security staff is also very low, hence they lack
motivation.

They need special training in intelligence gathering and dealing with student
unrest.

There is no fund for effective handling of emergencies.

Presently, the Security Unit is undermanned, with only 261 officers working in two
shifts. The campus they have to patrol is large, some 3,188 acres, with 650 acres of
built-up space. The minimum number of officers needed is about 400. The officers are
not permitted to carry firearms but the relationship of the Security Unit with the Police
is good. The Police often respond whenever they are needed. The commonest crimes
are burglaries and cell-phone thefts.

Recommendations

1.

2.

The Panel recommends:

(a) Fencing of core parts of the campus.

(b) Improving street lighting.

(c) Providing adequate facilities and good pay for security staff. These
should include boots, vehicles, motorcycles, and communication
facilities.

(d) Training the staff on security duties. This should include psychology
of handling of young people.

(e) Improving intelligence gathering. An efficient Security Unit relies on
a good intelligence unit and good crime investigating capability.

If the University is unable to further expand the manpower in the Security

Unit it should consider partial or full outsourcing of the Unit. Partial
outsourcing is probably preferable and cheaper.
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3.3.7  Health Service
Analysis and Conclusions

This Directorate caters for an estimated potential 35,000 patients (students, University
staff and dependents). In addition the University Hospital serves as the primary medical
facility for surrounding towns and villages, a catchment of around 200,000. Sixty
percent of all emergency care is provided to non-University staff. The ten doctors at
post are not enough given the number of patients and more doctors are therefore
needed. We also found that the facilities available included:

1. X-ray facilities.
2. Ultrasound scan machines.

A diagnostic set-up — Haematology, Microbiology, Chemical analysis, ECG,
etc.

4. Dental Science — most basic dental science is provided.
The Mortuary was recently refurbished to accommodate 20 bodies.

6. The specialist services available include: Paediatrics; Internal Medicine;
Obstetrics & Gynaecology and Surgery.

Recommendations

1. Much more should be done to make the Hospital self sufficient. The
following are essential:

(a) Provision of surgical facility. Since there is no surgical wing, surgical
cases are often mixed with those who have infections.

(b) Provision of facilities for isolation of those with communicable
diseases.

(c) Having more specialists visit the hospital from Korle Bu Teaching
Hospital on a regular basis for students and staff to consult them.

3.3.8 Epidemics

Analysis and Conclusions

The Panel was told that chicken pox occurs every first semester among students.

We were also concerned about overcrowding in the residential facilities because of the
risk of cholera and the absence of any plan for dealing with a cholera epidemic, should
one break out.

The plan for a new Hospital administrative block has been accepted by the University.
Overall, the University plans to accommodate 6,000 more students in the new housing

facilities under development.

Recommendations

1. An isolation ward for infectious diseases is urgently required.
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2. Voluntary testing for HIV should be implemented.

3. Since epidemics are frequent, the hospital must work out a strategy for
dealing with them.

4. The planned new Hospital administrative block building should be
constructed without delay.

5. The University plan to accommodate 6,000 more students in new housing
facilities should also be pursued with vigour as this will reduce pressure
on the existing facilities and reduce health risks.

3.3.9 Counselling and Psychiatric Illness
Analysis and Conclusions

The hospital staff informed the Panel that they observe an increase in the number of
patients with mental illness towards examination periods and they often present acutely.
For example, four students were recently pronounced to be unable to take examinations
because of severe mental illness. To cater for this, the facilities in the hospital should be
expanded. We were informed that:

1. Beds in the Hospital are to be increased by building new wards.
2. Laboratory support is also being pursued.

3. The Pharmacy is already running 24 hours and is attracting non-University
patients.

The staff also made a plea that provision of accommodation for staff would help to
attract and retain good medical staff. Moreover, salaries of medical personnel should be

comparable to those at the Ministry of Health in order to retain them.

Recommendations

1. These plans are good, and should be vigorously pursued and implemented.

2. The conditions of service of medical personnel should be made more
attractive so as to motivate and retain them.

3.3.10 Gender Issues

Analysis and Conclusions

Gender issues have already been considered in our report under other headings.
However, gender issues also arise in matters of infrastructure because female faculty

members are sometimes disadvantaged in space allocation.

Recommendations

1. Provide housing for new junior women faculty and women managers to
assist them in carrying out their responsibilities more effectively. Flats
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attached to halls of residence could, for example, be set aside exclusively
for female faculty and managers.

2. Establish a nursery and an after-school day care centre on campus, under
private management but with the University providing the necessary
environment for such an enterprise to succeed.

3.3.11 Halls and Hostels
Analysis and Conclusions

The Panel addressed some of the issues relating to halls and hostels in Section 3.1.6
(Improving Student Life). We add here that the current residential facilities and their
state of repair — particularly the halls — are inadequate for normal student behaviour.

Some members of the Panel visited the Commonwealth Hall and found it to be in a very
poor state. Student numbers were about four times the number that the Hall was
designed to accommodate. Hygienic conditions were bad; indeed the toilets were locked
during our visit because of their horrible state and lack of water. All the students in this
overcrowded Hall therefore had to use the surrounding bushes as toilets. Every
available space was utilised for sleeping. These conditions were impacting the students
psychologically and some of them were vociferous in their protests. Lighting in the Hall
was inadequate and lights in the corridors were not working. The dining facility had
been converted to reading space. The Panel was told that the other halls were also in
poor shape, although not as bad as the Commonwealth Hall.

The International Students Hostel was better. Lights were in place and sanitation in the
Hostel was generally good although water was still a problem. Some of the International
Students interviewed by members of the Panel said that they might not return to the
University or encourage others to come because of these inadequate facilities.

A number of new hostels are under construction and these should accommodate 6000
more students. This will go a long way to solving the current accommodation problems
provided, of course, that the University does not continue to admit students beyond the
carrying capacity of the campus.

The private sector is being encouraged to participate in hostel development. Although
the private hostels are more expensive, they are convenient and well managed.

Recommendations

1. The halls, particularly Commonwealth Hall, should be evacuated and
rehabilitated before things degenerate further. The halls must be restored
to the standard existing in the hostels, particularly in the International
Hostel which was the best.

2. Thereafter, re-population of the halls should be done in a way that ensures
there is no overcrowding and no ‘perching.’

3. The hostels should also be rehabilitated and modernised.
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4. The University should withdraw from building more hostels and
encourage the private sector to provide and operate new hostels for
students.

5. The existing halls/hostels should be brought under one management as
recommended in Section 3.1.6.

3.3.12 Academic Infrastructure
Analysis and Conclusions

The Panel found during its visits to the departments and faculties that there was
inadequate classroom and laboratory space for the number of students. Several
departments complained of decaying lecture halls and teaching facilities and
particularly of overcrowding. Faculty members wanted urgent steps to be taken to
rehabilitate their facilities.

They also complained of lack of facilities for effective teaching, especially audio-visual
aids and public address systems. The absence of these makes teaching difficult, given
the large number of students that some lecturers have to handle.

We also observed also that lack of classroom space affected the ability of the
departments to hold examinations that require large classrooms. However, the
University authorities assured us that they are aware of these difficulties and are
building large new, multi-purpose large halls to solve the problem.

Recommendations

1. Provide/maintain new/existing physical facilities to support teaching and
learning.
2. Reduce the number of students to fit the facilities available.

3. Improve teaching infrastructure and introduce audio-visual aids, ICT
facilities and public address systems especially in the large lecture halls.
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ANNEX 2: Some Reflections by the Chair on Aims
and Approaches

Introduction

My purpose in this short text is to help us focus our efforts by developing an agreed strategy for
our work. Members of our Panel have, between them, a wide experience of institutional and
academic leadership; university governance, management and administration; quality assurance;
international academic relations; and public-private partnerships. Many have taken part in such
visits before, although mostly in rather different contexts.

For most of us the unusual feature of this visitation is that it is being done at the invitation of the
University itself rather than within the framework of an external audit, accreditation or
assessment process. This presents us with both an opportunity and a challenge.

The opportunity is that we can strive to provide the University with a useful formative
evaluation of its mission and work without being constrained by the methodology of a particular
external agency. The challenge — the obverse of the coin — is that we shall have to navigate
through our visitation without the usual channel markers. This means that the effectiveness of
our work will depend on how quickly we can agree on our aims and methods.

My purpose here is to facilitate our initial discussions by commenting on our task, asking some
questions, and pointing us to relevant documents from a variety of sources and countries.

Purpose

I found the following quotation from David D. Dill helpful in situating our work:

“An audit is an externally driven peer review of internal quality-assurance,
assessment and improvement systems. Unlike assessment, an audit does not
evaluate quality: it focuses on the processes that are believed to produce quality
and the methods by which academics assure themselves that quality has been
attained. Unlike accreditation, it does not determine whether an institution or

a programme meets threshold quality criteria and, therefore, certifies to the public
the existence of minimum educational standards. Audits do not address academic
standards, or determine the quality of teaching and learning outcomes, but
evaluate how an institution satisfies itself that its chosen standards are being
achieved.

(From 10 Years On: Lessons Learned from the Institutional Evaluation
Programme, European University Association.)

In the light of this statement I suggest that the task of our panel is to conduct an audit that might

be described as ‘an internally commissioned external peer review of the University of Ghana’s
internal quality-assurance, assessment and improvement systems’.

Question 1

Does the Panel agree that our task is to conduct a quality audit rather than an assessment or an
accreditation?
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Audit practices

If we accept that our task is to conduct a quality audit, then we can compare our situation with
that of other audit panels. Three differences are apparent:

1. Most audits are done within the framework of criteria set by a body external to the
university (e.g. The European University Association (an association of
universities); India’s National Assessment and Accreditation Council (NAAC) (an
autonomous body of the University Grants Commission); or the UK’s Quality
Assurance Agency (an independent body funded by both institutions and
governments)).

2. Most audits involve a single visit by the panel. We are able to make two visits.

Audits are usually preceded by an institutional self-study or briefing paper prepared
within a framework set by the external body. This self-study is available to the
visiting panel before it comes to campus. We do not begin our work with such
documents.

Framework

Our Panel will need to agree on the framework in which it will work. At the simplest level we
could use the four questions that form the backbone of the Institutional Evaluation Programme
of the EUA:

1. What is the University trying to do?

2. How is the University trying to do it?

3. How does the University know it works?
4

How does the University change in order to improve?

The University has provided us with its Corporate Strategic Plan and Mission Statement which
provides a starting point for such an analysis.

Question 2

Does the panel agree that these high-level questions could provide the overall framework for its
work?

Self-Study

Most people who have been involved in audit visits, either as part of the external panel or from
within the institution, agree that the institutional and unit self-study reports are the most useful
component of the process because they focus the attention of those within the university on
asking questions, such as those given above, at both institutional and unit levels. Because we
have the privilege of making two visits to the University, the Panel may wish to request the
preparation of a number of self study reports between its two visits.

The Corporate Strategic Plan of the University of Ghana (one of the reference documents) could
provide a first step in this direction. It covers a ten-year span starting with January 2001 and sets
out the perceived strengths and weaknesses of the University. The Appendices to the Corporate
Strategic Plan set out a number of performance measures with assignment of tasks to
responsible University Officers. An evaluation of the results achieved and an updating of the
strengths and weaknesses may be a starting point for the self-study at the corporate level to be
completed by our next visit in September.
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Question 3

Would the Panel wish to request the preparation of self-study reports from the University
between its April and August visits? If so how does it wish to select which units should prepare
such reports? Can the three sub-groups of the Panel that will review the different areas of the
University’s operations make these choices? What instructions will the Panel give to those
preparing self-study reports in order to ensure consistency of approach? What use can we make
of the Corporate Strategic Plan?

Quality Assurance

The Vice-Chancellor has asked the Panel to examine in detail the University’s quality assurance
system. I propose that our sub-group looking at administration and governance take overall
responsibility for this, although it will clearly involve our other sub-groups in their areas of
responsibility too. Our aim should be to encourage the development of a quality culture across
the University. This is closely linked to a genuine commitment to learner and student support,
since students are the raison d’étre of the University. Sometimes this can be helped by the
creation of a special quality-assurance unit.

Question 4

What is the best way to respond to the VC'’s request to examine in detail the University’s QA
system?

Stakeholders

All universities have increasingly close relationships with a variety of external stakeholders
(government, business, professional bodies, the media, etc.). We are fortunate in having two
distinguished representatives of Ghanaian business on the Panel, Mr. Robert Ahomka Lindsay
and Mr. Ato Pobee Ampiah.

Question 5

To what extent should the Panel seek contact with external stakeholders, and which ones?
The Panel’s Report

The Vice-Chancellor has asked the Panel to report by the end of the year. Having in mind

a clear idea of the structure and contents to our report from the beginning will help to focus our
work. I am assuming that we can help the University more by preparing a constructively critical
review of its key operations than by adopting a mainly descriptive style. We may, of course,
wish to point up areas where the University’s own data on its operations is deficient. I note
below that Professor Falase has very helpfully provided a skeleton table of contents based on
practice in Nigeria.

Question 6

What are the Panel’s views on the focus and format of our final report? Do members have
recommendations based on their own experience either as reviewers or recipients of reviews?

Changes Resulting from our Work

Research shows that Panels such as ours stimulate change in the corporate culture most
effectively when they consciously try to prepare the University community for such change in
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the course of their work. It is in both the Panel’s and the University’s interest to make the
implementation of any changes that we recommend as smooth and consensual as possible.

Question 7

Do panel members have useful experience to share about how best to use the visits to prepare
the University community for changes that it might recommend?

Useful Documents

There is now a huge volume of documentation on quality assurance in universities. In light of
my preceding comments, I list just a few sources which Panel members may find interesting. |
have asked our Secretariat at the University of Ghana to have copies of these available for
reference. I invite members of the Panel to bring along documents that they have found
particularly useful too.

1. On the experience of conducting institutional reviews in a large number of
universities the EUA report cited above is an interesting read: /0 Years On: Lessons
Learned from the Institutional Evaluation Programme, by Stephanie Hofman,
European University Association.
http://www.eua.be/fileadmin/user upload/files’EUA1 documents/Stefanie Hofman
n_final EN.1129216136676.pdf).

2. On the format of self-study reports there are several useful sources. India probably
has the world’s largest programme of institutional audit. Information about the
National Assessment and Accreditation Council can be found at:
http://www.naacindia.org/assessment.asp.

NAAC’s Manual for Self-Study for Universities is attached.

3. NAAC also has a rather interesting short document with useful tips for Peer Team
visits. Although this is aimed at Peer Teams working within the NAAC Framework
I found much of its advice relevant to us.
http://www.naacindia.org/publications/Peer%20Team%20-Useful%20tips.pdf

4. NAAC also encourages the creation of Internal Quality Assurance Cells. A short
text on these is at:
http://www .naacindia.org/Publications/IQAC_2005.pdf

5. Regarding the structure of the Panel’s report, Annex B from the UK QAA’s
Handbook for Institutional Audit is worth a look:
http://www.qaa.ac.uk/reviews/institutional Audit/handbook2006/default.asp#p4

6. Professor Falase has shared with us a series of documents, including a possible
table of contents for the report, which I also append.

Sir John Daniel
2007-04-19
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ANNEX 3: Composition of University Councils: Cases of
New Zealand and Australia with comparisons to

South Africa and the UK

(A report prepared for the Visitation Panel of the
University of Ghana by the Division of Higher
Education, UNESCO, Paris, 2007)

In New Zealand, the composition of Tertiary Education Institution (TEI) councils is outlined in
the Education Act 1989, which was renewed by the Education Amendment Act 1990 and 2000,
as follows: Section 171(1) of the Education Act 1980 provides for all councils of tertiary
education institutions to consist of between 12 and 20 members. Each council must include:

1. Four persons appointed by the Minister of Education.
2. The Chief Executive of the institution.

3. One to three permanent members of the academic staff of the institution, elected by
the permanent members of that staff.

4. One to three permanent members of the general staff of the institution, elected by
the permanent members of that staff.

5. One to three persons who must be appointed by the students of the institutions.
One person appointed in consultation with the central organisation of employers.

7. One person appointed in consultation with the central organisation of workers; and,
if the Council considers it appropriate.

8. One or more persons appointed in accordance with the Council’s constitution to
represent professional bodies (p. 52).

Council Size

Currently the average size of council is 16 across the TEIL This size is larger than the boards of
Crown-owned companies in New Zealand, but smaller than the governing bodies of universities
in other jurisdictions. Recommendations to reduce the size of Councils are also made by the
British Dearing Report (1997), the Australian Hoare (1995) and West (1998) Reports. The size
that these reports recommended was: a range between 12 and 25 members (Dearing); 10-15
members (Hoare); and optimal 15 members (West). Edwards points out that a considerable
body of research suggests that “the size of boards or Councils is not related to either Council or
institutional performance” and recommends “that the current statutory limits on the size of
Councils be endorsed, and that individual TEI Councils address the issue of optimal size and
skills mix by means of their Institutional Codes of Practice” (p. 53).

In Australia, although the ‘corporate’ university governance was advocated over the past two
decades, dissatisfaction with this model prompted the Australian Vice-Chancellors’ Committee
(AVCC) to suggest an alternative model, called ‘trusteeship’ model.

Although Australian universities are structured as corporations under State or Commonwealth
law, the traditional (collegial) model of governance is the philosophy of self-governance with
little or no direct government interference, except for the Ministerial appointees on councils.
During the 1980s-1990s, Australian universities, as many other countries, shifted from the
traditional model to the corporate model. This was due to the lack of government’s confidence
in universities’ self-governance under the changing external environments. However, the
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corporate model is typically suitable for the particular circumstance of for-profit institutions that
serve for the interests of shareholders. State governments have legislative responsibility for
universities, and therefore universities are accountable to the state for financial administration
and audit.

Council Size — Comparison with the UK and US

The size of the council, which was originally suggested for Australian universities, was in the
range of 10-15 or 15-20. The Commonwealth government was setting a maximum of 18 in its
Protocols. The Dearing Committee reported that governing bodies of UK universities prior to
1992 were too large and recommended a maximum of 25 members. After legal amendments,
the number was reduced to an average of 33.6 in England, 26.6 in Scotland and 37 in Wales.
The change to reduce the size of the councils in Australia followed the rational of the Dearing
Committee Report. Changing the role of Vice-Chancellors to those of CEOs and downsizing of
existing councils indicate a preference for the ‘corporate’ model.

Harman & Treadgold (2007) argue that using the US model to determine the size of councils
does not help the case of Australian universities. One reason is that most universities governing
bodies in the US operate like corporate boards of directors and generally have small boards of
trustees. However, most US universities of the top ranking have very large boards, such as
Johns Hopkins with104 trustees and 122 of Northwestern, only exception of 7 of Harvard and
16 of Dartmouth (Moodie, 2003, p. 1).

Membership of Council

In Australia, the key area that attracted the most attention during the process of modifying the
councils of Australian universities was staff and student representation. This involves the issue
whether elected members should act as representatives of the groups that elected them, or work
in the interests of the university. The concept of the shared governance is similar to that of the
US tradition, but it has become under pressure in the US during the past two decades. Recent
surveys (Tierney & Minor, 2003; Kaplan, 2002, 2004) report on the faculty’s influence in the
undergraduate curriculum and favourable response regarding the shared governance.

Composition and Structure of Councils

The traditional model requires councils to include various categories, including “ex-officio
members (Vice-Chancellor); nominees of outside agency (ministerial appointments);
representatives of academic board/senate of deans of faculties; and representatives of staff,
students and alumni” (Harman & Treadgold, 2007, pp. 23-24). The Australian government
protocols indicate the maximum numbers and qualifications from outside appointments. Some
areas, such as finance and audit have been pushed to corporate model, but it retained the
original stakeholder representatives as well.

Trusteeship Model

A trusteeship model aims to balance views by expanding stakeholder representation and
maintain long-term agenda. It attempts to “blend benefits from the ‘corporate’ model with a
more community-oriented approach for the long-term benefit of the institution, it could thus be
seen as a more sensible approach to governance ... It seems clear that an emphasis on
relationships in preference to structures and roles, effective leadership, development of trust and
ability to hear the voice of faculty and students are critical elements for ensuring that the
fundamental core business of a university is protected and sustained at all costs” (Harman &
Treadgold, 2007, pp. 26-27).
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Both New Zealand and Australia have smaller size of council members than 25, which was the
recommendation of the Panel based on the good governance practices in the UK and South
Africa. Recommendations to reduce the size of councils have been also made by some reports,
including the Dearing Committee, stating that governing bodies of UK universities prior to 1992
were too large and recommended a maximum of 25 members. A considerable body of research
suggests that the size of councils or change of the composition of councils is not related to
council performance.

The New Zealand case stresses that the balance provided by a majority of external members,
who can bring objectivity and manage conflict of interests, should be maintained to ensure
effective councils. The Australian case demonstrated that a trusteeship model that blends
benefits from the ‘corporate’ model and from community-oriented approach for the long-term
benefits of the institution seems to be a desirable approach.

The size of higher education system varies significantly among those countries compared in the
report. In 2004, Ghana’s total enrolment was less than 1/10 of that of South Africa and less than
1/30 of that of the UK. As for the gross enrolment ratio, Ghana had only three percent, whereas

it was 15% in South Africa and 60% in the UK. Table 1 shows basic information on the size of

university system in the countries compared by the Visitation Panel.

Table 1. Size of University System in Selected Countries (2004)

Gross
graduation
Total Gross ratio, ISCED Teaching Student /
Country enrolment enrolment | 5A, first degree staff teacher ratio
ratio
Ghana 69,968 3 3,933 18
South Africa 717,793 15 6.4 43,023 17
United Kingdom 2,247,441 60 39.1 111,830 20
Australia 1,002,998 72 46.9 N/A
New Zealand 195,511 72 38.4 14,266 14

Source: UNESCO Institute for Statistics, 2007
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Table 2. Three Institutional Models of University Governance

Traditional (modern) model

Business, market or corporate model

Proposed trusteeship model

Mission statement

e Education of students and research (Some
community obligations recognised)

e Increased ‘sale’ and profitability of educational

and research goods and services

¢ Education of students, research and community obligations

Goals*

e Ambiguous, contested and inconsistent

Clear goals
Less disagreement

e (Clear longer-term goals
e Reasonably consistent

Structure of organisation

o Part collegial with hierarchical overtones
(Acceptance of faculty role, cf. US ‘shared
governance’)

Private universities (cf. US private model)
Hierarchical with managerialist culture

o Partial collegial with ‘shared governance’ overtones

Size of Council

e Medium to large (15-35)

Small (7-13)

e Medium (up to 22)

Membership of Council

e Compensated for expenses

e Set term of service

e Range of experience/skills

¢ Internal and external board members

o Staff, students and alumni representation

Compensated for expenses (but salaries
suggested)

Set term of service (but some serve long term)
Skills tied to business

Ignores staff and student representation

e Compensated for expenses

e Set term of service

e Drawn from diverse constituency

e Broad skills and experience

¢ Internal and external trustees

o Staff, students and alumni need representation

Roles of Chancellor and
Vice-Chancellor

e Chair of board (Chancellor) has secondary
ceremonial role

¢ Vice-Chancellor sits onboard sand brings
decisions forward from Academic Senate and
other stakeholders

Chancellor (President) is Chair of board
Vice-Chancellor as CEO may/may not be on
board, but responsible for implementation and
administration of board decisions

e Chancellor chairs board but shares leadership with Vice-
Chancellor

¢ Both manage assets for the long-term benefit of the
organisation

Organisation of Council

e Board members partly nominated by ‘outside’
authority (e.g. State government)

e Academic Board is represented

¢ Internals elected by staff, students and alumni

Council committee nominate potential board
members

Vice-Chancellor as CEO may be on board
Finance and audit committees considered essential

e Committee on trustee selection is important in choice of
stakeholder representation

e Mix of outside/inside trustees and skills (e.g. finance,
legal)

External environment
(Relationship with
government)

¢ Government provides decreasing amount of
funding but wishes to oversee control of
faculty growth, courses, student numbers and
capital development

¢ Government may use macroeconomic policy
to steer sector

Substantial degree of autonomy

Board decision making free from direct
governmental guidelines

Board ma rely on proportion of research funding
from government sources — bow to relevant rules

¢ Board willing to work within set overall policy framework,
but would prefer to adapt measures to suit particular
circumstances

e Research funding of necessity restricted — work within
confines or advocate changes

Indicators of success

e Multiple outcomes
e Quality of student outcomes and research both
important

Financial performance
Student numbers and research output are
important

¢ Non-financial line — students, research and community
e Quality of student outcomes and research both important

Harman & Treadgold, 2007, pp. 19-20.

Source for goals specified in columns 2 and 3: Baldridge et al. (1991), Table 1-1, p.




ANNEX 4: College of Health Sciences

(Note: The Panel took advantage of the expertise of one of its members, Professor A.O. Falase,
to review the College of Health Sciences and assist the Panel in making its
recommendations. The College is physically separated by a considerable distance from
the University and is funded directly by Government. This necessitated a separate visit
by the Infrastructure and Resources Group.)

Analysis and Conclusions

The College of Health Sciences is presently housed in temporary premises at the Korle Bu
hospital. The College was originally planned to be physically part of the University, with its
own structures. When the provision of physical infrastructure was not possible, the Medical
School, the first School of the College, was established with the Korle Bu Hospital serving as
the clinical departments of the School. The Medical School had autonomy from the University,
which has persisted and infected the other schools. In fact, the building that the College uses at
present to house its administrative offices is said to belong to the Medical School, although the
Medical School is a component of the College, indicating the nature of the problem that exists
with respect to the Head of the College and the Heads of the various components of the College.

The College is headed by a Provost appointed by the University Council and has six schools:
1. Medical School.
2. Dental School.

3. School of Allied Health Sciences (Physiotherapy, Radiology and Radiotherapy,
Medical Laboratory Services, M.Phil., Ph.D. in dietetics and Medical Physics).

4. School of Public Health.
Noguchi Memorial Institute for Medical Research (NMIMR).
6. School of Nursing.

The summary of our findings was as follows:

1. Administration indicates overlaps because of the autonomy of the various
composite units of the college. Administration could be improved with
centralisation.

2. Academic — The present Auditorium was built for 60 but now houses 200 students.
Admission into the medical school was increased because the demand for medical
education in the country was increasing. Lecture theatres are no longer enough,
because of the student numbers.

3. Laboratory space is shared between the basic science departments: Anatomy,
Microbiology, Haematology, Morbid Anatomy and Chemical Pathology,
Biochemistry and Physiology departments.

4. Lecture theatres are no longer enough, because of the student numbers.
There is overcrowding around the dissection tables.

6. In the wards, there are 9-10 students per consultant for junior class, but only
3-6 students per consultant in the senior class.

7. Medical and Dental Schools use the same lecture halls.
The School of Allied Health has its own facilities.
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9. The Schools of Public Health, Nursing and Noguchi are on the Legon campus of
the University.

10. Deans of Medical School and Dental Schools are members of Hospital Board, but
the Provost of the College of Medicine is not. This is historical, as this was the
situation before the College was created. Hopefully this will be corrected in future.

11. Deans normally recommend Heads of Departments through the Provost to the Vice-
Chancellor for appointment.

12. The College has adequate chemicals for laboratories.

13. Equipment — some Departments are better off than others. Purchase of equipment is
made whenever the Departments make a request.

14. Funding of the College of Health Sciences is directly from Government and
disbursement is made to the different units in the School by the College. Salaries of
staff are also paid by the College. The College gets its own funding from
Government. Nobody controls it. Even the Vice-Chancellor does not control it.

15. The College also supplements its subvention from Government with internally
generated fund (IGF) from other income generating activities e.g. preservation of
dead bodies in the mortuary before burial.

16. Professorial appointments are made by the University.

17. The University also appoints the Deans, Vice-Deans and Heads of Departments.
18. The Lecturers in the various Schools are appointed by the College.

19. The Curriculum is vetted by the University.

20. Admission of students into the Medical School is done by the University. This is
because the would-be medical students spend the first two years, on entering the
University, taking courses in the Biological Science programme in the Faculty of
Science and are admitted into the Medical School after an interview.

21. Accommodations for Medical and Dental Schools are located within the Hospital
premises.

22. All other units within the College are located on the University campus.

On Infrastructural facilities:
1. Electricity is paid for directly by Government.
2. Water is paid for directly by Government.
3. Tax is pre-deducted by Government.
4. Telephones are paid for by the College.

Other notes:
1. The Curriculum was last reviewed in 2005.
2. Holidays are shorter, because the medical curriculum runs throughout the year.

3. Lecturers only have M.Phils. in the Para clinical sciences. Very few have Ph.Ds. in
the College.

4. 180 internet-ready computers are available. These are connected to the V-Sat of the
University.

The Medical Librarian is separately appointed by the College.

6. The Library subscribes to 16 titles and receives 30-40 donated journals annually.
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10.

11.

The Library is on-line and has access to 3000 journals through the Hinari
programme which is run by the World Health Organization (WHO).

There is a back-up generator for lecture theatres and offices although we met the
students in darkness when we visited the premises.

Not all lecturers however have offices.

Students Hostels are adequate. There is an old Student Hostel, and a new Hostel
which is about to be put into use. There are not more than two students per room.

The College is currently making plans for its own Teaching Hospital which will be
located on the University premises.

Recommendations

1.

2.

The College of Health Sciences should continue to have College status.

All uncompleted buildings/projects within the Hospital/College premises should
be completed before embarking on fresh ones.

The College should not admit students beyond its facilities at any time. This will
ensure provision of quality education to the students.

The powers of the Provost of the College of Health Sciences vis-a-vis the deans in
the College should be formally articulated on the basis that the deans are
responsible to the Provost and that the Provost’s role is as a ‘super dean’ to
coordinate the work of the faculties. The deans should still be appointed under
the present University procedures but their reporting relationship to the Provost
needs to be formalised. The Provost’s position as being formally responsible to
the Vice-Chancellor for the management of the College should also be
Jformalised, likewise the positions of the College Council, College Registrar and
all such “parallel” positions in the College with respect to the University.

The administration of the College of Health Sciences be revised with a view to
rationalising and centralising the administration of all the constituent schools in
order to remove overlaps.

More lecture theatres, office and laboratory spaces are urgently needed for the
various disciplines, within the College. These should be provided without delay.

Staff with no terminal postgraduate degrees should be encouraged to acquire
them. Such staff should not advance beyond the Lecturer position until they do
so.

The College and the University should make every effort to find the necessary
resources to satisfy an urgent need for the College of Health Sciences to start
building a new Teaching Hospital as originally planned in order to (i) encourage
growth of the College and (ii) prevent further disenchantment stemming from the
fact that the plans of the College do not always coincide with those of the
Ministry of Health, which owns Korle Bu.

The Library should, like Balme library make a major paradigm shift by

converting to procurement of e-books and online data access, rather than the
current emphasis on books.
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10. Infrastructure should be enhanced. This could be done in coordination with the

11.

12.

ICT-MIS group on the Main Campus. Many more computers should be on the
Internet. Moreover a high speed Intranet should also be set up in the College.
Since laying fibre may be messy in the College, it is suggested that the College
should explore the use of wireless communication.

The College of Health Sciences should re-examine its internal financial
administrative structure in the light of this Report’s general University-wide
proposals, and the experience of the Business School.

The working of the College of Health Sciences should be evaluated in order to
give the University a set of criteria for deciding whether to grant College status to
any unit of the University that might apply for such a status should the University
decide to pursue the collegiate structure further at a future date.
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ANNEX 5: The Business School

(Note: The Panel took advantage of the expertise of one of its members, Professor Joseph
Nellis, to review the Business School and assist the Panel in making its
recommendations.)

Analysis and Conclusions

The Business School is another agency which receives its subvention directly from
Government. The School has existed for about 46 years and is run as a self-contained unit,
financed directly by the Ministry of Finance, rather than the central University. This has created
a great deal of autonomy for the School with considerable benefits and freedoms. The following
were found during our visitation:

1. The School has 2,041 students enrolled, with 1,323 at the undergraduate level.
There are 329 full-time MBA, 315 Executive MBA, 23 MPA and 51 M.Phil. (both
Business and Public Administration) students.

2. The Masters programmes of the School have a duration of two years. The executive
programme has two intakes per year (around 80 in each intake) with classes held in
the evenings.

3. The total faculty size is about 45 full-time academics — the School relies heavily on
a large number of part-time visiting lecturers. Clearly, recruiting suitably qualified
staff is a major challenge for the School. There are only two professors and most
staff do not have Ph.Ds.

4. The current Dean is now stepping down and an advertisement has already been
released for his replacement. There is a challenge for the School in terms of
identifying suitable leaders who are capable of driving forward an appropriate
agenda.

5. Resources within the School are, generally, quite good, although it is clear that the best
facilities are reserved for the Executive MBA students (who pay the highest fees, $8k in
total). PowerPoint slides were mostly used on the Executive MBA Programme. In
general, however, the facilities look rather ‘tired’ and a major refurbishment is needed to
bring them up to international standards.

6. There are a number of PCs within the School which seem to be adequate for student
needs. The Librarian reported that book stocks are satisfactory and that he had no
problems in buying new materials.

7. Concerns about the School include:

(a) too many courses and too much overlap between them;
(b) excessive teaching loads for lecturers;
(c) the need to develop faculty;
(d) the need to develop a Ph.D. Programme;
(e) the lack of research amongst the older faculty; and
(f) space constraints.
8. Salaries within the School are the same as those across the University — and are

regarded as insufficient to attract suitable staff. Many staff tend to teach in other
universities (private, as well as at GIMPA).

In conclusion, the Business School seems to be doing quite well relative to other parts of the
University. However, as elsewhere, there is clearly much still to be done if standards are to be
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raised to meet expectations. Many of the challenges we have already identified elsewhere are
clearly evident here, although budgetary control does not seem to be a problem in this case.

Recommendations

The School should continue to be run and be financed as it is. However, the following should
be done:

1. It is essential that suitably qualified staff with appropriate academic (ideally
Ph.D.) and/or professional qualifications are engaged.

2. There should be an urgent recruitment of staff at Professorial level to provide
leadership.

3. Resources should be improved for all students to bring them up to the same
standard provided for EMBA students.

4. Academic facilities should be improved to international standards.

5. A major course review should be carried out to minimise the degree of overlap
between courses and to reduce excessive teaching loads.

6. Research must be given a higher priority among staff — staff must be expected to
teach and conduct research.
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ANNEX 6: General Education Graduation Requirements
in the US

University of California-
Los Angeles
(Part of UC System)

From 2007-2008 General
Catalog

University Requirements (apply to all colleges and schools)

1. Entry-Level Writing or English as a Second Language
2. American History and Institutions

College Requirements (vary slightly within colleges and
schools; these are requirements for the College of Letters
and Science)

1. Unit: must complete at lease 180 units
2. Scholarship: C (2.00) grade average
3. Academic Residence (minimum number of units to be
taken in residence at the college)
4. Writing Requirement
Writing 1
Writing 11
5. Quantitative Reasoning
6. Foreign Language (level 3 of a language, or equivalent)
7. General Education
Foundations of Arts and Humanities
Foundations of Society and Culture
Foundations of Scientific Inquiry

Southern Illinois University
Carbondale

From 2007-2008
Undergraduate Catalog

Core Curriculum Requirements
1. FOUNDATION SKILLS
COMPOSITION (6 credit hours required)
MATH (3 credit hours required)
SPEECH (3 credit hours required)
2. Disciplinary Studies (23 credit hours)
Fine Arts (3 credit hours)
Human Health (2 credit hours required)
Humanities (6 credit hours required)
Science With Labs (6 credit hours required)
Social Science (6 credit hours required)
3. Integrative Studies (6 credit hours)
Multicultural Course: Diversity in the United States
(3 credit hours required)
Interdisciplinary Course (3 credit hours required)
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University of Michigan-
Ann Arbor

Source: www.lsa.umich.edu

Varies slightly within different colleges and schools

College of Literature, Science, and the Arts
Credits and Grade Point Average: A student must complete

a minimum 120 credits with a cumulative grade point average

(GPA) of 2.0 (C) or better
College Writing Requirements
Part I. First-Year Writing
Part II. Upper-Level Writing Requirement
Race & Ethnicity Requirement
Quantitative Reasoning Requirement
Residency: 100 credits taken in your college or school

Temple University

From 2007-2008
Undergraduate Bulletin

Core Curriculum

Composition (3 semester hours)

Intellectual Heritage (6 semester hours)

American Culture (3 semester hours)

The Arts (3 semester hours)

The Individual and Society (3 semester hours)
International Studies/Language (3-6 semester hours)
Quantitative Reasoning (6-8 semester hours)
Science/Technology (6-8 semester hours)

Studies in Race (3 semester hours)

Additional Writing-Intensive Courses (3-9 semester hours)

University of South
Carolina-Columbia

From 2007-2008
Undergraduate Bulletin

General Education Requirements
1. English (6 credits)
2. Numerical and Analytical Reasoning (6 credits)
3. Liberal Arts (12 credits)
3 hours must be in history
3 hours in fine arts
3 hours in social or behavioral sciences
4. Natural Sciences (7 credits)
5. Foreign Languages

University of Washington —
Seattle Campus

Source:
www.Washington.edu

Varies Slightly within colleges and schools

College of Arts and Sciences
English composition (5 credits)
Additional writing (10 credits)
Quantitative and Symbolic Reasoning (5 credits)
Foreign language through 3rd quarter
Areas of Knowledge
Visual, Literary, and Performing Arts (20 credits)
Individuals and Societies (20 credits)
The Natural World (20 credits)
Additional courses (15 credits)
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ANNEX 7: Some Data on Gender in Universities

Tertiary Education Total Enrolment (Regional Averages 2004)

Total Enrolment

Region Male/Female %
World 131,999,450 50
North America and Western Europe 32,868,944 56
Central and Eastern Europe 18,509,355 55
Latin America and the Caribbean 14,601,908 53
Central Asia 1,883,736 51
Arab States 6,517,436 48
East Asia and the Pacific 38,852,387 45
South and West Asia 15,465,266 40
Sub-Saharan Africa 3,300,418 38

Available at http://www.uis.unesco.org/ TEMPLATE/pdf/ged/2006/GED2006.pdf

AFRICA

Women as Percent of University Enrolment in Public and Private Universities

Source: ‘Challenges facing African Universities’, Akilagpa Sawyerr, 2004

in Africa (selected countries and institutions)

Public Private
Universities | Universities

Congo

Marien Ngouabi 24

Paradox Institute (1999/2000) 57

Business Admin Inst. 50
Ghana

University of Ghana (2002/2003) 36

Private universities (average) 37.5
Kenya (averages) 30 54.5
Mozambique (1999) (averages) 25 43
Nigeria (1998) 35

Bayero (2001) 27
Senegal

Université Cheikh Anta Diop (1998) 26.5
Uganda

Mbarara (1998/99) 28.6

Makerere (2000) 34

Nkumba 56

Uganda Martyrs 50
Swaziland

University of Swaziland (2001) 51.9
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TERTIARY EDUCATION TOTAL AND FEMALE ENROLMENT - AFRICA

Region Total enrolment Female students by ISCED level (%)
2004 2004

Country or territory MF %F 5A 5B 6

Lesotho 6,108 61" 53 70 ! o

Mauritius 17,781 58 48 65 38

South Africa 717,793 ' 54 53 64 39

Namibia 11,788 53 55 51 44

Cape Verde 3,036 53 53 63

Swaziland 6,594 52

Madagascar 42,143 47 47 47 44

Botswana 13,221 46 45 47 L)

Comoros 1,779 43 39 52

Angola 12,982 ' 40 40 ke -

Rwanda 25,233 39 41 36

Cameroon 83,903 39

Uganda 88,360 38 41 35 37

Kenya 108,407 37 35 43 36

Nigeria 1,289,656 35 26 46 39

Malawi 5,089 35 35

Mozambique 22,256 32

Ghana 69,968 32 32 26 17

Mali 25,803 31 31 51

Sierra Leone 9,041 ° 29 16 3g "? e

United Republic of Tanzania 42,948 29 30 28 27

Burundi 15,706 28 25 29 19

Niger 8,774 27

Ethiopia 172,111 25 25

Burkina Faso 18,868 22

Gambia 1,530 19 19

Congo 12,456 16 ! 16 19 - a

Guinea 17,218 16

Eritrea 4,612 13 12 16

SOUTH AFRICA

ISCED

5A
5B

North-West University Student enrolments by race and gender

No Data Available
National Estimation

UIS Estimation

Data refer to the school
or financial year (or
period) n years

International Standard
Classification of
Education

Theory-based tertiary education
Vocational tertiary education
Advanced tertiary education

Year Race Gender
White African | Coloured | Asian Unknown Male Female Total
2001 | 10887 16438 654 262 1924 11740 18425 30165
2002 | 10300 20131 791 283 1611 12856 20260 33116
2003 | 11446 21713 1052 325 1860 14199 22197 36396
2004 | 12745 25894 1269 324 1038 15792 25478 41270
2005 | 13422 23907 1207 338 221 15097 23998 39095
2007 | 13585 10154 696 299 63 10203 14594 24797
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GHANA

National statistics

Table 2 : Gender-disaggregated Enrolment for Public Tertiary Education Insti

2005/2006

Institution | Male | % | Female [ % [ Total
Universities
u.G 16927 59 11555 41 28482
KNUST 14133 71 5790 29 19923
HEkada 11387 67 5703 33 17090
U.EW 8003 64 4459 36 12462
u.D.S 3677 70 1587 30 5264
UMaT 802 94 56 6 857

TOTAL 54920 | 65 | 20149 | 35 | Bao78

Institution | Male ] % Female | % | Total
Polytechnics
Accra 4103 74 1476 26 5579
Kumasi 2107 71 853 29 2960
Takoradi 3001 69 1380 31 4381
Ho 1470 67 731 33 2201
Cape Coast 1869 69 839 31 2708
Tamale 1356 57 1003 43 2359
Sunyani 1771 75 595 25 2366
Koforidua 1063 69 477 31 1540
Wa 194 71 78 29 272
Bolgatanga 222 74 76 26 298

TOTAL 17156 | 70 | 7508 | 80 | o4eeq

Institution | Male % Female | % | Total
Professional Inst.
IPS 1086 69 481 31 1567
GIL 722 46 862 54 1584

TOTAL | 1808 | @ 57 1343 | 43 1 3151

Source: NCTE, 2006
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Female/Male Enrolment at the Tertiary Level

Years Universities Polytechnics
Males (%) Females (%) Males (%) Females

1999/2000 73 27 79 21
2000/2001 70 30 78 22
2001/2002 71 29 76 24
2002/2003 69 31 76 24
2003/2004 67 33 78 22
2004/2005 65 35 73 27
2005/2006 65 35 70 30

Source: National Council for Tertiary Education, 2006
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University of Ghana

Students Enrolment by Degree (1950-2006)

Absolutes Percentages
Sub- Post- | Sub- Post-
Year Sex Degree Degree Graduate | Degree Degree Graduate
1950/51 | Male 18 6 72 100
Female 7 28
Total 25 6 100 100
1955/56 | Male 21 72 65.63 97.3
Female 11 2 34.37 2.7
Total 32 74 100 100
1992 Male 176 819 127 65.43 81.09 79.37
Female 93 191 33 34.57 18.91 20.63
Total 269 1010 160 100 100 100
1994 Male 302 1129 211 80.32 80.47 82.1
Female 74 274 46 19.68 19.53 17.9
Total 376 1403 257 100 100 100
1999 Male 357 1328 181 70.28 74.4 73.58
Female 151 457 65 29.72 26.42 26.42
Total 508 1785 246 100 100 100
2002 Male 334 1367 292 64.11 70.54 74.68
Female 187 571 99 35.89 29.46 25.32
Total 521 1938 391 100 100 100
2004 Male 534 2202 413 63.42 63.9 71.45
Female 308 1244 165 36.58 36.1 28.55
Total 842 3446 578 100 100 100
2006 Male 449 2826 424 59.71 62.21 71.51
Female 303 1717 169 40.29 37.79 28.49
Total 752 4543 593 100 100 100
Total Male 2191 9749 1648 65.89 68.63 74.07
Female 1134 4456 577 34.11 31.37 25.93
Total 3325 14205 2225 100 100 100

Source: University of Ghana Statistics
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Student Enrolment by Subjects (1992-2006)

Absolutes Percentages

Year Sex Arts Science Total Arts Science Total
1992/93 Male 992 554 1546 48.2 27 75.2
Female 372 138 510 18.1 6.7 24.8

Total 1364 692 2056 66.3 33.7 100

1994/95 Male 1897 794 2691 52.9 22.2 75.1
Female 705 187 892 19.7 5.2 249

Total 2602 981 3583 72.6 27.4 100

1996/97 Male 1560 385 1945 58.2 143 72.5
Female 675 62 737 25.2 23 27.5

Total 2235 447 2682 84.4 16.6 100

1997/98 Male 1580 646 2226 513 21 72.3
Female 644 208 852 20.9 6.8 27.7

Total 2224 854 3078 72.2 27.8 100

1998/99 Male 1705 547 2252 51 16.4 67.4
Female 870 223 1093 26 6.6 32.6

Total 2575 770 3345 77 23 100

1999/2000 Male 2633 554 3187 56.3 11.8 68.1
Female 1279 213 1492 27.3 4.6 31.9

Total 3912 767 4679 83.6 16.4 100

2000/01 Male 2797 496 3293 55.4 9.8 65.2
Female 1543 211 1754 30.6 4.2 34.8

Total 4340 707 5047 86 14 100

2001/02 Male 3061 711 3772 52 12 64
Female 1769 331 2100 30 6 36

Total 4830 1042 5872 82 18 100

2003/04 Male 3743 823 4566 49 11 60
Female 2626 394 3020 35 5 40

Total 6369 1217 7586 84 16 100

2004/05 Male 3920 631 4551 50.6 8.1 58.7
Female 2839 365 3204 36.6 4.7 41.3

Total 6759 996 7755 87.2 12.8 100

2005/06 Male 3276 930 4206 46.8 13.3 60.1
Female 2373 420 2793 33.9 6 39.9

Total 5649 1350 6999 80.7 19.3 100

Total Male 27164 7071 34235 51.6 13.4 65
Female 15695 2752 18447 29.8 5.2 35

Total 42859 9823 52682 81.4 18.6 100

Source: University of Ghana Statistics
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University of Botswana

Student Gender Statistics — University of Botswana (2002-2007)

Faculty/Gender 2002/03 2003/04 2004/05 2005/06 2006/07 2007/08
Male Female Male Female Male Female Male Female Male Female Male Female
Business 442 481 635 771 608 809 643 892 725 1086 720 1079
Continuing Education 474 1059 601 1127 804 1441 803 1462 674 1166 833 1492
Education 974 1321 1147 1540 1202 1712 1118 1620 1002 1444 1119 1630
Engineering & Technology 1132 158 1367 210 1177 189 1120 178 1241 202 1193 194
Graduate Studies 398 302 400 369 379 400 464 469 501 441 506 486
Humanities 1061 1627 1264 2001 1219 1949 1149 1942 926 1673 1081 1916
Science 968 337 1108 361 1053 343 1117 377 1178 468 1170 439
Social Sciences 956 1093 1164 1360 1112 1328 1002 1354 900 1369 990 1404
Total 6405 6378 7686 7739 7554 8171 7416 8294 7147 7849 7612 8640
TOTALS 12783 15425 15725 15710 14996 16252
Student Gender Statistics — University of Botswana (2002-2007)
Year/Gender Male Female Total Male (%) | Female (%)

2002/03 6405 6378 12783 50 50

2003/04 7686 7739 15425 50 50

2004/05 7554 8171 15725 48 52

2005/06 7416 8294 15710 47 53

2006/07 7147 7849 14996 48 52

2007/08 7612 8640 16252 47 53




Student Gender Statistics — University of Botswana
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UNITED STATES

School Estimated 2006 Enrolment
Total Undergraduate Graduate

University of California-Los 36365 25350 9115
Angeles
(Part of UC System)
Southern Illinois University 21003 16294 4060
Carbondale
University of Michigan-Ann Arbor 37720 25430 10390
Temple University 33865 24674 6098
University of South Carolina —
Columbia 24940 18530 4970
University of Washington — Seattle
Campus 39251 27375 10039

School Gender Breakdown*

Student Body 2005* |  Faculty 2005+ Adm;‘(‘)‘(f;?“““
gnllivfe;ns‘ity Ef 16324 men 2426 men 316 men
alifornia-L.os 19301 women 1198 women 380 women
Angeles 1.18 women to men 49 women to men 1.2 women to men
(Part of UC System) ’ ) )
. 11845 men 798 men 151 men
Southern Illinois
. . 9596 women 547 women 97 women
University Carbondale
.81 women to men .69 women to men .64 women to men
University of 20685 men 2755 men 702 men
Hversity 19308 women 1369 women 860 women
Michigan-Ann Arbor
.93 women to men .5 women to men 1.23 women to men
14671 men 1093 men 382 men
Temple University 19024 women 589 women 347 women
1.3 women to men .54 women to men .91 women to men
University of South 11428 men 894 men 50 men
. . 15637 women 482 women 26 women
Carolina-Columbia
1.37 women to men .54 women to men .52 women to men
University of 18750 men 2950 men 257 men
Washington-Seattle 20501 women 1679 women 198 women
Campus 1.09 women to men .57 women to men .77 women to men

*Data from The Integrated Postsecondary Education Data System (IPEDS)
http://nces.ed.gov/ipeds/
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ANNEX 8: Results of a Survey on Graduate Studies

RATIO GRADUATES/  MASTER'S PH.D. O ATuntE
DEPARTMENTS YEAR UNDERGRADUATES = GRADUATIONS GRADUATIONS JOB PLACEMENT
LINGUISTICS
Faculty Strength 16 2000-2001 1:150 0 0
With Ph.Ds. 11 2001-2002 1:150 7 2 Graduates get
) employment soon
With UofG Ph.Ds. 2 2002-2003 1:150 4 0 after graduation.
Av. Yrs. to M.Phil. 3 2003-2004 1:150 3 1 Most of W_hom are
M.Phils. going to Ph.D. 1:4 2004-2005 1:150 2 0 Lecturers in other
Universities in
Av. Yrs. to Ph.D. 5 2005-2006 1:150 14 1 Ghana
Total over the last five years 30 4
Av. over the last five years 5 0.8
ECONOMICS
Faculty Strength 20 2000-2001 1:20 18 0
With Ph.Ds. 5 2001-2002 1:22 18 0 Department has not
With UofG Ph.Ds. 0 2002-2003 1:36 18 0 carried out any trace
. ) studies, however the
Av. Yrs. to M.Phil. 2 2003-2004 1:25 18 0 department believes
M.Phils. going to Ph.D. 1:13 2004-2005 1:25 18 0 graduates do fairly
Av. Yrs. to Ph.D. N/A 2005-2006 1:25 18 0 well
Total over the last five years 108 0
Av. over the last five years 18 0
NUTRITION & FOOD SCIENCE Graduates have
Faculty Strength 17 2000-2001 1:3 13 | moved from middle
) to top level
With Ph.Ds. 9 2001-2002 1:5 6 1 management
With UofG Ph.Ds. 0 2002-2003 1:3 6 0 positions in
. ) Government,
Av. Yrs. to M.Phil. 3 2003-2004 1:3 4 3 Industry, NGOs and
M. Phils. going to Ph.D. N/A 2004-2005 1:4 4 2 Research
Av. Yrs. to Ph.D. 6-7 2005-2006 1:5 7 0 institutions. Several
go outside the
Total over the last five years 40 7 country to pursue
Av. over the last five years 6.666666667 1.166666667  doctoral studies
GEOGRAPHY & RESOURCE DEVELOPMENT Graduates have
Faculty Strength 19 2000-2001 1:14 4 0 moved from middle
) to top level
With Ph.Ds. 14 2001-2002 1:23 9 0 management
With UofG Ph.Ds. 5 2002-2003 1:44 1 0 positions in
. ) Government,
Av. Yrs. to M.Phil. 3 2003-2004 1:43 5 0 Industry, NGOs and
M. Phils. gOiIlg to Ph.D. 1:4 2004-2005 1:74 0 1 Research
Av. Yrs. to Ph.D. 4 2005-2006 1:145 2 0 institutions. Several
go outside the
Total over the last five years 21 1 country to pursue
Av. over the last five years 35 0.166666667  doctoral studies
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COMMENTS ON

DEPARTMENTS YEAR  UNDENORADUATES GRADUATIONS  GRADUATIONS GRADUATE
JOB PLACEMENT
BIOCHEMISTRY
Faculty Strength 12 2000-2001 1:15 5 0
With Ph.Ds. 10 2001-2002 1:15 7 0
With UofG Ph.Ds. 0 2002-2003 1:15 2 0
Av. Yrs. to M.Phil. 2-3 2003-2004 1:15 3 0 Satisfactorily
M.Phils. going to Ph.D. 2 2004-2005 1:15 4 0
Av. Yrs. to Ph.D. 3-4 2005-2006 1:15 1 3
Total over the last five years 22 3
Av. over the last five years 3.666666667 0.5
ENTOMOLOGY
Faculty Strength 13 2000-2001 N/A 0 0
With Ph.Ds. 11 2001-2002 N/A 9 0
With UofG Ph.Ds. 0 2002-2003 N/A 5 0
Av. Yrs. to M.Phil. 2003-2004 N/A 9 0 Satisfactorily
M.Phils. going to Ph.D. 2 2004-2005 N/A 4 0
Av. Yrs. to Ph.D. N/A 2005-2006 N/A 3 0
Total over the last five years 30 0
Av. over the last five years 5 0
STATISTICS
Faculty Strength 11 2000-2001 1:21 0 0
With Ph.Ds. 2001-2002 1:30 0 0
With UofG Ph.Ds. 0 2002-2003 1:45 3 0
Av. Yrs. to M.Phil. 2003-2004 1:94 1 0 Very well
M.Phils. going to Ph.D.  1:3 2004-2005 1:159 1 0
Av. Yrs. to Ph.D. N/A 2005-2006 1:105 1 0
Total over the last five years 6 0
Av. over the last five years 1 0
ENGLISH
Faculty Strength 16 2000-2001 N/A | 0
With Ph.Ds. 10 2001-2002 N/A 2 0
With UofG Ph.Ds. 2002-2003 N/A 1 0 Graduates get jobs
Av. Yrs. to M.Phil. 3 2003-2004 N/A 3 0 quite easily in varied
M.Phils. going to Ph.D.  1:3 2004-2005 N/A 3 0 and interesting arcas
Av. Yrs. to Ph.D. 6 2005-2006 N/A 1 0
Total over the last five years 11 0
Av. over the last five years 1.833333333 0
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COMMENTS ON

DEPARTMENTS VEAR  UNDERGRADUATES GRADUATIONS  GRADUATIONS GRADUATE
JOB PLACEMENT
CROP SCIENCE
Faculty Strength 13 2000-2001 5:29 N/A N/A
With Ph.Ds. 11 2001-2002 5:36 N/A N/A
With UofG Ph.Ds. 0 2002-2003 6.85 N/A N/A gﬁiﬂ“ﬁﬁ have
Av. Yrs. to M.Phil. 2-5 2003-2004 5.186 N/A N/A
M.Phils. going to Ph.D. 1:10 2004-2005 7:169 N/A N/A
Av. Yrs. to Ph.D. 5 2005-2006 5:172 N/A N/A
PSYCHOLOGY
Faculty Strength 17 2000-2001 1:57 14 0
With Ph.Ds. 9 2001-2002 1:62 24 0
With UofG Ph.Ds. 1 2002-2003 1:192 12 0
Av. Yrs. to M.Phil. 2% 2003-2004 1:130 23 1 No problems so far
M.Phils. going to Ph.D. N/A 2004-2005 1:135 26 0
Av. Yrs. to Ph.D. 4 2005-2006 1:271 14 0
Total over the last five years 113 1
Av. over the last five years 18.83333333 0.166666667
SOCIOLOGY
Faculty Strength 21 2000-2001 1:92 N/A N/A Masters have held
pOSlthHS 1n various
With Ph.Ds. 11 2001-2002 1:1015 N/A N/A sectors of the
With UofG Ph.Ds. 2 2002-2003 1:146 N/A N/A economy. Ph.D.
Av. Yrs. to M.Phil. 3 2003-2004 1:82 N/A N/A i‘e‘:flfirlfgtake up
M.Phils. going to Ph.D. 1:100 2004-2005 1:108 N/A N/A appointments
Av. Yrs. to Ph.D. 5 2005-2006 1:1111 N/A N/A
POLITICAL SCIENCE
Faculty Strength 16 2000-2001 N/A 0 0
With Ph.Ds. 10 2001-2002 1:99 0 0 Most graduates have
With UofG Ph.Ds. 5 2002-2003 1:169 4 1 found themselves in
. Universities in
Av. Yrs. to M.Phil. 3 2003-2004 1:1444 8 0 Ghana and other
M.Phils. going to Ph.D. 3:10 2004-2005 1:128 1 | Government
Av. Yrs. to Ph.D. 4 2005-2006 1:127 1 2 organisations
Total over the last five years 14 4
Av. over the last five years 2.333333333 0.666666667
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COMMENTS ON

RATIO GRADUATES/ MASTER'S PH.D. GRADUATE
DEPARTMENTS YEAR UNDERGRADUATES = GRADUATIONS  GRADUATIONS JOB PLACEMENT
HISTORY
Faculty Strength 8 2000-2001 N/A 2 N/A
With Ph.Ds. 4 2001-2002 N/A 2 N/A
With UofG Ph.Ds. 2 2002-2003 N/A 0 N/A Graciuate; are
. employed in
Av. Yrs. to M.Phil. 3 2003-2004 N/A 0 N/A University level
M.Phils. going to Ph.D.  All 2004-2005 N/A 0 N/A teaching
Av. Yrs. to Ph.D. 5 2005-2006 1:140 0 N/A
Total over the last five years 4
Av. over the last five years 0.666666667
MATHEMATICS
Faculty Strength 8 2000-2001 N/A 0 N/A
With Ph.Ds. 5 2001-2002 N/A 0 N/A Graduates are
With UofG Ph.Ds. 0 2002-2003 N/A 0 N/A appointed to teach in
) tertiary institutions
Av. Yrs. to M.Phil. 2 2003-2004 N/A 0 N/A across the country.
M.Phils. going to Ph.D. 0 2004-2005 N/A 0 N/A On a whole, job
Av. Yrs. to Ph.D. N/A | 2005-2006 N/A 2 N/A placement is good
Total over the last five years 2
Av. over the last five years 0.333333333
PROCESS AND
PROCEDURE FOR FREQUENCIES
AMONG
GRADUATE DEPTS
ADMISSIONS ’
Good First Degree 15 Grand Total over last five years 401 20
Interview 8 Overall Av. in the last five years 5.847222222 0.346666667
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ANNEX 9: Annexes to the Report of the Investigating
Team on the Financial Administrative System

ANNEX 9.1: Terms of Reference and Membership

UNIVERSITY OF GHANA

OFFICE OF THE VICE-CHANCELLOR

P. O.Box LG 25 Tel: 233-21-301967/500783
Legon, Accra Fax: 233-21-302701

vC e e
My Ref s P S —— - E-mail: veollicefug. edu.gh
Your Ref.... August 23, 2007

Mr. James Hunt
Director of Finance

~ University of Leicester
University Road
Leicester LE1 7RH
U.K. i

Dear Sir, )
: INVITATION TO REVIEW THE FINANCIAL ADMINISTRATIVE
SYSTEM OF THE UNIVERSITY OF GHANA

The Council of the University of Ghana has set up an international panel to
review all systems and processes at the University of Ghana.. Specifically, the panel is
to: .

(i) review ‘the academic programmes at the University of Ghana to
determine their currency, quality and relevance to the mission of
creating world-class human resources and capabilities to meet national
development needs; : ’

(ii) review the infrastructure and resources currently in place and to advise
on additional resources (physical, financial and human) required to
enable the University adequately discharge its mandate to an
internationally accepted standard;

(iii)  review the University’s administrative and governance structures, its
systems and procedures and to advise on their appropriateness and
adequacy in relation to the twin goals of effectiveness and efficiency.

(iv) examine and make recommendations on any other issues relevant to
) academic excellence and good governance at the University of Ghana.

Following my discussion with you at Leicester recently, and your consent to
assist with the work of the visitation panel, 1 am writing on behalf of the Chairman of
the Panel, to formally invite you to visit the University of Ghana at a convenient time
to review the financial administrative system of the University of Ghana. You will be
required to submit a report on your findings and recommendations to the Chairman of
the Visitation Panel. It would be useful if your visit could be timed to coincide with
Prof. Michael Shattock's second visit as he is also looking at aspects of our governance

w2
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structure He is expected here from Tuesday, September 25 to Monday, October 1%,
. 2007, .

. Specifically, your review.is expected to help determine:

s Measures, systems and human resources to-be put in place to make the
. Finance- function of the Umversn:y more proactive .and ensure that the
" University makes maximum use of its financial resources

« Ways of modernizing financial management of the University as a
critical component of any overall reform process in the University.

» How the IT and other financial management information systems should
be modernized and enhanced to provide timely, analytical and
performance . measuring f1nanc1al instruments for managing the
University.’ : o

You will be joined in this assignment by two local experts (Mr. John Klinogo,
Managing Partner of John Kay Associates and Mr. T.V. Mensah, Chief Accountant,
Tropical Cable and Conductors Ltd.)

In connection with the assignment, the University will bear the cost of air
passage (London-Accra-London) as well as meet all hotel expenses in Accra. In
addition, you will be paid an honorarium for your services.

| enclose for your study the following addftional materials:
(i) interim report issued by the Visitation Panel;

: (ii) a report of an earlier commission into the financial administration of
the University of Ghana (April 1970)

I look forward to hearing from you and, more lmportantly, to seeing you here
at Legon very soon.

Yours falthfull

Al

(Professor C.H.B. /]I' agoe)
Vice-Chancellor

Cc: Chairman, University Council
Pro-Vice-Chancellor )
Registrar
Chairman, Visitation Panel
Director of Finance
Mr. John Klinogo
Mr. T.V. Mensah
Visitation Secretariat
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ANNEX 9.2: List of People Interviewed

Review of Financial Administrative System of the University of Ghana
By Mr. James Hunt and Team
25" September — 2™ October, 2007

Venue: Visitation Secretariat

Wednesday, 26™ September, 2007

9.00 am - Team meets to agree on approaches to task

1.10 pm - Lunch

2.10 pm - Professor C.N.B. Tagoe, Vice-Chancellor

3.10 pm - Mr. J.E. Minlah, Director of Finance

4.10 pm - Mr. Anthony Oteng-Gyasi, Chairman of the University Council

Thursday, 27" September, 2007

9.10 am - R. Boapeah, Deputy Director of Finance, Financial Accounting and
Inland Revenue

10.40 am - John Adarkwah, Deputy Director of Finance, Management Accounting,

Payroll and Pension

12 noon - Mr. J.E. Minlah, Director of Finance

1.10 pm - Lunch

2.10 pm - M.F.P.K. Agbekoh, Acting Director of Audit

3.10 pm - Master, Commonwealth Hall

Mrs. Alice Quartey, Bursar, Commonwealth Hall

5.00 pm - Mrs. Angela Awere-Kyereh, Head, Procurement Unit

Friday, 28" September, 2007

9.10 am - Professor F.K. Rodrigues, Dean, Faculty of Science
10.10 am - Mr. J.E. Minlah, Director of Finance

12.10 pm - Mr. A.T. Konu, Registrar

1.10 pm - Lunch

2.10 pm - Professor E. Kweku Osam, Dean, Faculty of Arts
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Name of Unit FINANCE DIRECTORATE

1.

ANNEX 9.3: Structure of the Finance Office

Governance

: INFORMATION ON THE
ADMINISTRATIVE AND PROFESSIONAL UNITS

Describe the management structure and processes in your unit (Please
include how decisions are made and implemented). Refer to organogram
below for the structure of the Directorate.

Organogram of the Finance Directorate

o
]

E Director of

E Finance Finance

i Inform.

i System

i | |

i Deputy Dir.of Deputy Dir.of

: ‘Finance - Finance

13

1

e N ]

: Internally Final Treasury & Payroll and Management
i Generated N Accounts and Funds Pensions Accounting
H Income E Internal | Management ’

i [ Services Rev

! | H

L}

[ Student Other

: Accounts Int. Gen

i Income

1

Decisions generally are made by the Director of Finance but in some cases
he does so in consultation with his deputies who are often seen as the

implementers.
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ANNEX 9.4: Finance Office — Staffing List

Senior Administrative and Professional Staff

Position

Qualifications

Duties

Director

Bsc Admn
MBA
FCMA
ACA

Chief Financial advisor to the University
and responsible for the integrity of the
finances of the University.

Preparation of Annual Estimates of
recurrent and development expenditure
in accordance with Government
directives on the budget policies for the
ensuing year, or longer period as may be
determined by the University Council.

Arrange for the collection of
subventions, grants, donations and gifts
on behalf of the University.

Preparation and consolidation of Final
Accounts and commenting on manage-
ment reports of external auditors.

Treasury Management.

General administration of the Finance
Directorate and human resource
management involving the regular
appraisal, training and development of
staff of the Directorate.

Management information.

Ensuring proper records of all University
property, assets stocks and valuables of
every kind are properly kept.
Representation on key Governance
Committees.

Ensuring that there is effective Finance
Information System.

Deputy Director

Bsc Admn
ICA (GH)
BA, MPA, FCCA

The two deputies have the following common
functions:

Assist the Finance Director in the following:

In the general administration and
management of human resources of the
Directorate.

In the formulation and implementation
of policies relating to accounting and
financial control of the Directorate.

Representation on Governance
Committees.

In addition, the functions of one of the
deputies is as follows:

Supervision of Student fee billing, Student
account keeping.
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Position

No.

Qualifications Duties

Supervision of:

e Preparation and consolidation of
University-wide final accounts.

e Maintenance of asset register.
e Stores and Stock management.
e Accounts receivable and payable.

e Mobilisation of Internally Generated
Income through student fee
administration and supervision of
Income Generating Units.

The duties of the other deputy are also as
follows:

Supervision of:

e Preparation and submission of claims for
collection of subvention from
Government.

e Administration of University employee
and pension payroll and all related
issues.

¢ Insurance management.

e Preparation of budgets and budgetary
control reports.

Senior
Accountant

B.Com, Dip.Ed. | Preparation and consolidation of final
M.Phil., ACCA accounts, maintenance of fixed asset register,
human resource management, representation
on Governance Committees.

Accountant

BSc Admn, e Student fee administration.
ACCAICA (GH) | Project funds management.
e Treasury management.

e Hall financial administration.

Assistant
Accountant

BSc Admn, MBA | e Payroll administration.
e Hall financial administration.
e Processing and payment of bills.

Systems
Analysts

BA (Computer Support and administration of in-house
Science) payroll software and personal accounts.
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Senior Staff (Administrative/Technical Support Staff)

Position No. Qualifications Duties
Chief/Principal 1 As per UG Snr. e Office administration and supervision,
Administrative Staff Scheme of taking of minutes and production of
Assistants Service reports.
e GUSS Administration.
Senior 6 As per UG Snr. e Office administration and supervision,
Administrative Staff Scheme of taking of minutes and production of
Assistants Service reports.
e Typing of cheques.
Administrative 4 As per UG Snr. ¢ Filing, records keeping.
Assistant Staff Scheme of e Maintenance of students accounts.
Service
Chief/Principal 14 As per UG Snr. e Preparation of final accounts.
Accounting Staff Scheme of e Salary computation.
Assistants Service e Budget preparation, bank reconciliation.
e Preparation of performance reports.
e Subvention claims.
e Stores control.
e Stores and Payroll reconciliation.
Senior 12 As per UG Snr. e Insurance and social security processing.
Accounting Staff Scheme of e Bank reconciliation.
Assistants Service
Accounting 5 As per UG Snr. e Bank reconciliation.
Assistants Staff Scheme of e Processing of payments.
Service
Chief/Principal 2 As per UG Snr. Data entry.
Technical Staff Staff Scheme of
Service
Senior/Technical 7 As per UG Snr. Stores records keeping.
Staff Staff Scheme of
Service
Technicians 4 As per UG Snr. e Stores records keeping.
Staff Scheme of e Data entry.
Service
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Junior Staff

Position No. Qualifications Duties

Senior Accounts 10 As per UG Junior | e Processing receipts and payment of cash.
Clerk Staff Scheme of e Processing Petty Cash for

Service reimbursement.
Accounts 3 As per UG Junior | Processing receipts and payment of cash.
Clerk I/Clerk 1 Staff Scheme of

Service
Accounts 5 As per UG Junior | Processing receipts and payment of cash.
Clerk II/Clerk II Staff Scheme of

Service
Senior 6 As per UG Junior | Cleaning of offices and running of errands.
Headman/ Staff Scheme of
Departmental Service
Assistant
Headman/ 6 As per UG Junior | Cleaning of offices and running of errands.
Messenger Staff Scheme of
Cleaner Service
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10.

ANNEX 9.5: Duties of the Director of Finance (Statutes)

(1) There shall be a Director of Finance who shall be appointed by Council.

(2) The Director of Finance is, under the Vice-Chancellor, responsible for the
integrity of the finances of the University.

3)

The Director of Finance shall

(a)
(b)

(c)

(d)

(e)
®

(2

prepare for the consideration of the Academic Board the statements,
accounts and estimates required by the Board;

call for and receive moneys due to the University and make on behalf
of the University the authorised payments;

ensure that throughout the University proper books of accounts and
records of the property of the University are kept in a manner and form
required by the Academic Board;

report to the Finance Committee a case of failure to maintain the
financial and other records of the University in the form required by
the Council;

prepare consolidated accounts of the units of the University;

afford every facility to both internal and external auditors in the
performance of their functions; and

source for funds for the University.
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ANNEX 9.6: Internal Audit — Staffing List

Information on the Administrative and Professional Units

Name of Unit:

1. Governance

Internal Audit Directorate

Describe the management structure and processes in your Unite (please include how
decisions are made and implemented).

2. Senior Administrative and Professional Staff
Position Name Qualifications Duties
Director (Ag) Agbekoh BA ¢ Overall administration of the

Ferdinand Patmorgan
Kofi

ITAC

Directorate.

Planning and drawing
schedule of work for staff.
Collating and issuing
quarterly annual reports.
Supervising and directing
field work.

Attending administrative
meetings.

And any other duties
assigned by management.

Senior Staff (Administrative/Technical Support Staff)

Position Name Qualifications Duties
Chief Auditing Owusu-Mireku BSc, IIAC e Sectional head.
Assistant Emmanuel e Review of draft reports.
e Audit investigations.
e Post audits.
Chief Auditing Anyigbah Foundation A&B e Sectional head.
Assistant Stephen (ACCA) Inst. of e Review of draft reports.
iﬁgﬂiﬁﬁ?ﬁors e Audit investigations.
P) e Post audits.
e Budget.
Chief Auditing Eduah ICATI e Sectional head.
Assistant Mike Oliver e Pre-audits.
e Retiree’s Entitlements.
e Post audits.
e Collating reports.
Chief Auditing Sackey ACCA Inter e Sectional head.
Assistant Jonathan e Pre-audits.
e Post audits.
e Collating reports.
Principal Auditing Asante ICA (GH) e Pre-audits.
Assistant Doris Maud Intermediate e Post audits.
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Position Name Qualifications Duties
Principal Auditing Oklu-Darku GCE ‘A’ Level e Pre-audits.
Assistant Samuel Amewuga e Post audits.
e Audit investigations.
e Review of draft reports.
Principal Auditing Agyenim-Boateng BA Admin e Pre-audits.
Assistant Gifty Accounting e Post audits.
Principal Auditing Danny BSc Admin e Audit investigations.
Assistant Moore Apprakusu ITAC e Review of draft reports.
e Pre-audits.
e Post audits.
Senior Auditing Adjetey HND Accounting e Pre-audits.
Assistant Benjamin Boye (ICA, GH) Part 1 e Post audits.
Auditing Assistant Kankam BSc Admin e Pre-audits.
Martha Accounting e Post audits.
Auditing Assistant Amenya Diploma in e Pre-audits.
Jonathan Accounting e Post-audits.
Auditing Assistant Mensah Diploma in e Pre-audits.
Charles Kobina Accounting e Post-audits.
Auditing Assistant Dodoo Diploma in Public e Pre-audits.
Daniel Darko Admin (RSA e Post-audits.
London) IIT
Auditing Assistant Gle ICA (GH) Part II ¢ Audit investigations.
Frederick Komla e Pre-audits.
e Post-audits.
Auditing Assistant Goka ACCA Part 1 e Pre-audits.
Israel Maxwell e Post-audits.
Auditing Assistant Tetteh HND Accounting e Pre-audits.
David Kwabena e Post-audits.
Junior Staff
Position Name Qualifications Duties
Senior Clerk Larbie Diploma in Clerical duties.
Eunice Business Studies
Senior Clerk Tornui DBS e Pre-audits.
Atsu Fidelis ACCA Part 1 e Post-audits.
Audit Clerk Honyah GCE ‘O’ Level e Pre-audits.
Francis e Post-audits.
Clerk Grade 2 Opoku RSA III e Pre-audits.
Eric e Post-audits.
Driver Grade 1 Gamadi Basis Education Driving.
Innocent Certificate
(BECE)
Messenger/ Fatumi Middle School Messenger/Cleaner
Cleaner Gershon Leaving Certificate
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ANNEX 9.7: Duties of Director of Internal Audit (Statutes)

11. (1) There shall be a Director of Internal Audit who shall be appointed by
Council.

(2) The Director of Internal Audit shall report direct to the Vice-Chancellor
and shall be responsible for the integrity of all financial transactions within
the University.

(3) The Director of Internal Audit shall:

(a) ensure the establishment and operation of an efficient and effective
financial control system,;

(b) vet all proposed expenditures to ensure compliance with laid-down
internal control systems and other statutory requirements;

(c) conduct periodic examination of the accounts of the University
including the self-accounting Units;

(d) monitor and ensure that all expenditure incurred have been authorised
and are within budgetary provisions;

(e) conduct periodic management audit and submit reports to the Vice-
Chancellor;

(f) liaise with External Auditors and ensure that appropriate action is
taken on reported audit findings; and

(g) submit periodic audit reports on the activities of Departments/Units to
the Vice-Chancellor.
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